- ) N )
- "' 'DOCUNENY RESUEE . S 8
ED 151 615 . ) o - ‘ Cﬂ 015 679 - .

TITiB : > Emergency- nedical Bervices: Research uebhodology.
. " Research. Proceedings Series. -
IHSTITUTION ‘ lational Center for Health Services Research and :
- Development (DBEH/PHS), Roctville, ud.-‘

pua ‘DATE - > Dec 17 . - : .
NOTE 133p.. Eroceedings of a confetence (Atlanta. Geo:gia, )
. : Septeaber 8-10, 1976) '_” . .
EDRS PRICE MF-$0.83 HC-S? 35 Plns«Postage.,, :
DESCRIEIORS Adainistration; Administrative Problems; =

R - Adpinistrator Role; Conference Reforts; Bconon;c s

. -—..Regsearch; Emergdgency Programs; FPield Check; #*Medical

Care Evaluation; *Medical Servicee; Prograna
Effectiveness; *Progras Evaluation; Research Design'
. - *Research Methodology; Social Science Besearch
IDENTIFIERS sEmergency Medical Service - . :

ABSTRACT . : ' ' !

The thigteen papers included here ue:e presented at a
confetence on the importance of systenatic research in evaluating the .
Emergency Medical Services (ENS) systém and administrative functions.
‘The firet paper spells out the roles and responsitilities 2ms -
adesinistrators incur when they make a commitment to participate-in a’
research project. An additional paper attempts to explain the role
that research data can play in the resolutionm of cperational rrobleas
~ in’ service agéncies. Another paper.describes the types and levels of
evaluaktion research being done. Papers are also presented on
expe:ilental design, attgtude leasntepent, the developnent of
‘indicatcrs of program effectiveness, measuring thé monetary value of
lifesaving progrdms, randomized field tests, and putting together
evaluation research staff. Finaily, several papers vhich deal with
research conducted in a pelice setting are included to offer an :
instructive analogy to the conflicting yet mutually dependent roles
of administrator and evaluator uhich are alsc present in ENS
services. (BB) .

~
P

/ .
- /
L . e
¥
- ' 4
e T I T T I T T T wrmppwpem
* Rbptodnctions supplied by BDRS are the best that can be made *
- . from the original document. *

t 2 k2 2 #t““t#t‘tttt‘“*“““ttttttt‘t#t‘t LRSS RS RIS RS 22 PR 222222222
. ‘ R - L
S . /

4




RESEARCH PROCEEDINGS :
SERIES

Emergency
Medical . -

"Services:
‘Research

Methodology

.
Proceedings -of a conference held in

Atlanta, Geosgia, September 8-10, 1976

December 1977
é

US DEPARTMENT OF HEALTH, EDUGBATION, AND WELFARE -

Public Health Service

National Cénter for Health Services Research
DHEW Publicaton No ' (PHS) 78-3195

., ..

L] “w

N

v

US DEPARTMENT OF HEALTH,
EDUCATION 8 WELFARE
NATIDNAL INSTITUTE DF

EDUCATION )

THIS DOCUMENT HAS BEEN REPRO-
DUCED EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZATION ORIGIN-
ATING IT POINTS OF VIEW OR OPINIONS
STATED DO NOT NECESSARILY REPRE-
SENT OFFICIAL NATIONAL INSTITUTE OF
EDUCATION POSITION OR POLICY -



. * L ) {
National Center for Heaith Sgrvices Research '
Research Proceedings Series

The Roscarch Proceodiss Sors s published by the

National Centertor Health, Services Research

. (NGHSRY o exténd the avarlabiiny of new re-

> - ‘ wearch announced at conferences symposia and
¢l seminars sponsoted or supported by NCHSR In
F addhinon to publishing the papers ginven at ke
ineetings  thas seres indudes dacussions and re-

. sponses, whenever possible The series 1s intended

) to help meet the intormation needs of héalth sepy -
ices prinviders and others who n'(']uln' diect access
to concepts and deas evolving trom the? exchange
at research resulis '

. .

ERIC

r -, *
Full Tt Provided by ERIC.

Abstract

I'he focus ot this conterence. held September
8=10. 1976, 1n Adama. Georgia. was the impor-
tance ot svstematic research in evaluaung the
Emergency Medical Services system. and admims-
trative funcuons Presentations made at the con-
terence and compyled 1n this document c{eal with a
range ot conceptual and methodologic 1ssugs. Par-
uculag attenuon 1s gnen to the opposing vet mutu-
ally dependent roleés of the admimistrator

evaulator Sexveral papers pres¢hung aspects of re-
search conducted m a police setung otter an in=
sructine analoghy to emergency medical services

swstems \
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Foreword

~~

The Emergency, Medical Services §ysteh15 Act of

.

1973 (P.L. 93-154) established comprehensive re- -

gional emergency medical serviced (EMS) systéms
in an attempt to integrate a number of public.and
pnvate services, including commumczmons, trans-
portation, personnel and.facilities, into coordi-
nated programs designed to save lives and to
reduce disability. In the 1970s, however, we are
moving from pursuing health goals “at any price”
to a realization that our resources are limited, and
we must make deliberate choices. The goal of “the
best for everyone” provides no guidance for decid-
ing among alternative system designs and alterna-

o

tive uses of scarce resources. The EMS Systems Act °

»focuseg on improving the effectiveness of emer-
gency services; a growirrg natipnal concern for
_ containing the rapldly rising costs of health care
" introduces the requirement thz(t system efficiency
be considered as well., P

Thls conferenceﬂ hcld in Atlanta, Ceorgia, Sep-

tember 8-10, 1976, assessed the value of research .

methods in analyzmg and evaluating EMS systems.
The conference emphasized the critical role of the

system administrator -as both a faalitator and a
user of evaluative research. In addition to concep-
tual and methodologic presentations, a group of

1 papers presented an analog case study of the col-

laboration between The Police Foundation and the
Kansas Gity Police Department. Recurring
throughout ‘are references to the conflicting, yet
mutually dependent, roles of administrator and

evaluator. The pOllCC analogy offers an example of |

successful, if precarious, resolution of those two
roles and Bf the insider-outsider vxewpomts Police
work 1s not emergency medical serviges work, but
the questions of “what difference does it make?”
arid “what makes a difference?” are there for both
publlc services, and there are operatiopal and
political considerations, technology, and dlaluauve
measures (e.g., re@ponse time) which are common
to both systems. The problems and mouvauons of
the police administrator may offer new insights
and approaches. for the EMS administrator. 7

- Gerald Rosehthal Ph D.

o ) Directot
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" Introduction , :

P

0y

lt MS become widely apparent that at sta
part, and often a large part, of poorly planned and
implemented pregram evaluation research is” the
inhospitable climate that-exisss for such research in

" many svstems and organizations. The climatic in-

a

- ERIC .
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sufficiency ‘mas_involve lack of understanding of
the need for evaluation, outright hostility o evalu-

. ation. or,a lack of appreciation for the condwions

required for a good evaluation to, take place. If
_program administrators do not lool( favorably on
evgluation. it 1s virtuallv certain that even \f evalu-
ation is attempted. 1t will be unsuccessful. How-
ever, even entHusfastit program administrators
may obstruct, impede, and destroy evaluation at-
tempts for want of understanding of the rather
demanding condltlons which must be met in order
‘for evaluation résearch to succeed. Numerous
other writers have made the same and additional
points on the topic (e.g., Campbell, 1969, 1975a,
1975b: Gurel. 1975 Rivlin. 1971; "Weiss, 1976,
1972, 1073. 1975) .

-

A part of the problem that administr}tors
have with evaulation research uhdoubtedly stems
‘from their perceived \ulnerabllm to potenuall\
unfavorable outcomes, vulnerabiliww that is often
enhanced by their very own promises. about what a
program will: produce, by what Campbell (1969)
calls the overadvocacy trap. However, not only may
admlmsgrators be less vulnerable than thev sup-
‘pose. with a really good understanding of the na-
ture and"}lurposes of evaluation, they might come
to see it as a potentally valuable tool to be used in
the accomplishment of successful programs. With
a better understanding of whv and how good
evaluation research is carried 6ut, administrators
might also be less likely to lmpede or subvert the
restarch by decisions made in relation to it. For
example, they l‘mght be more willing to plan for
strong evaluation in the first place, to provide the
resoufces necessary to carry out the evaluation, to
refrain from operational changes that would dras-

tically affect the evaluation, etc. The view here is_

that program administrators are not necessarily
and inherently the enemies of evaluators, with
thelr informal cooperation good evaluation re-

séarch s difficulttto achieve; yithout it, good

evaluation research is impossibje.

{Another point which might be made by way of
background is that research, such as it is, into the
factors affecting the utilization “of research by pol-
icy makers points to the importance of involving

, policy makers in the research whose results are to
be applied (e.g, Havelock, 1969; Salasin & Davis,
1975). No&onlv does inﬁqlvement of admins-
trators in goin, research result in a degree of
co-opting that mi ht make them more interested
in the ﬁndlngs, but
appreciation of the nature and potential use of the
results by having had a hand in producing them.

Clearly there 1s a_need for high quality re-
search in emeérgency medical services. Yet there is
- dearth of proposals of any quality at all. While

_ the reasons for lack of -good EMS proposals are
uhdoubtedly complex perhaps in some degree
being inherewt ir the nature of the problems
there is ng question that a good part of the prob-
lem stems from lack of research talent in EMS sys-_
tems. There may be additional problems resulting”
from a lack of strong commitmentrto -doing re-

search in the first place ‘Because of the impor‘~

tance of emergency services in the overall svstem
of health care in this countrys EMS would seem to
be’ an appropriate area.in which to attempt a gen-
eral upgrading of research gfforts, including the
planning and preparation of proposals.

While there are several possible levels at which
one might try to intervene in"EMS, in order to m-
prove research, e.g., research workers already in
the field, Regional EMS offices. etc., the confer-
ence was directed toward persons_currently in-
volved in the operations of emergency medical
services at some level. The aim was to attract ad-
ministrators with operauonal'and decision- rr_ldfmg
responsibilities on the grounds. that these pérsons
are in a position to fac%nate good research if they
understand the reed;for it and the requirements *
of research that may-infringe upon administrative _
f\mctnons T

Although many of the requnremems for good
quality research may be formulated in tl!e/ah{tract,

they also may have a greater,
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ie., lethout reference to Rartlcular “fields’ or con-

+ ., tent, emergency medical services seemed to be a
sufficiently complex potenmﬂ research area to jus-
tify a conference focusing specifically on-it. How-
ever, there has as yef been relatively little research
at all on emergency medical systems and even less A
that may be presented as exemplary On thefotherq
hand, there has been in the past-few years a rather -
o surprising quantity of good quality research on
police pfaclices There are many similarities in the
research problemns fikely to he encduntered in-
pollce and emergency medical services research
since both involve the delivery of a critical public
service, often under considerable pressure. Both
of them are public servites, i.e., they cannot choose
their clientele. and both of them involve delivery
of services by individuals -with less.than profes-
sionak education and training, and-ty pically by per-
sons with no more than high sthool education.

In view of the above considerations it seemed
potentially worthwhile to involve in the EMS con-
.. ference a number of persons with experience in
' the police research field. There was no thought

that any kind of simple correspondence ¢ould be
made between police and EMS systems, but it was
thought that the experiences in police research
would be relevant and instructive. Since the Kan-
sas City, Missouri, Police Department has been in-
volved 1n some of the largest and mogt innovative
police research projects, participation of individu-
als ‘associgred with those projects was solicited. in

- addition, 1t was belleved that the experiences of °
The Police Foundduon, which has funded and
monitored much of the police research work which
- has been done,recently, would be of great interest.
The aim of the conference was not to make
resear()hers out’ of administrators, but to try to
/ « convey a sense-of the importance of systematic re-
) search and of the nature of research, especially as
1t relates to operational and administrauve func-
tons and goals, The topics chosen for the papers
A were meant to reflect a range of views and 1ssues,
. hopefully in a way quite meaningful and com-
_prehensible to EMS' administrators. The apers
were not intended for use by the professional re-

search community. . . .

The panelists who made._présentations at the
conference were: .

- /

Lee Sechrest, Ph.D., Research method'ologi'st,
Florida Stafe University, Conference
Drrector. :

Robert Boruch, Ph.D., Research methodol-
ogist, Northwestern University. '

Jan Acton, Ph.D., Economist, RAND

Corporation.
; William Biech, Project Directpr, Response
Time Analysis Study, Kansas Clty Missouri,
. ( Police Department.

v »
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Russell' D. Clark, III, Ph.D., 8ocial
psychologist, Flérida State University. .

Lind4 Esrov, Ph.D., Research methedologist,
Florida State University. ' .

Lester Harris, Major, Kansas City, stso’un

.#Police Department. ’

* George Kelling, Ph.D., Sociologist, The Police
Foundation. « f

Joseph Lewis, Executive Director, The Pollce

Foundation. . .
Robert Thorner, D.Sc., National Center,for
Health Services Research. "W v -
_The Conference agenda’ was approximately as-
follows \
.- Introductory remarks. ‘

Priorities in‘emergency medical systems
research. .

Evaluation results and decision making: the

" néed for program evaluation. Y

Types and levels of program evaluation.

Problems in causal inference.

Evaluation experiment simulation exercise. .

Research in the context of delivery-of a ¢ntical
publlc sqyvice. ' )

Measuring the outcomes of social programs.

Direct and indirect outcome measures. .

Program assessment simulation exercise.

Social attitudes and program evaluation. .

Ce behefit and cost effectiveness.

Simulation exercise and discussion. "

Project administration and data quality
control.

Examples of good evaliations.

The ‘politics of evaluation and lmplementatlon
.of findings. - . .

¢ Putting together a good ;‘yaluation research

team. .
Funding of research on emergency medical
systems.
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Administrative functions . -
--and resegrch rpqulr)e:ments '

-

/_ Lee Sechrest

. Rrofessor of Psyéhol(,)gy_ ' o

Florida State University
_Tallahassee, Florida

ct. A ssmilar and equally demanding paper cou

qﬂality research to be
1t"1s essential to have full

* In order for good
planned and cartied oy,

support from administrators in agencies involved

in the research. That statement mightsseem so ob-

*vious not to need utterance, but jt is unfortu-
natelyAhe case that, however obvious the principle,'
all tgo frequently thé quality of re¥arch suffers
drastically because of lack of administrative com-
mitment and support. In part the problems may
stem frgm failute of administrators to understand

, research needs, in part from a failure to under-

stand what theg are really getting into in begin-
ning a research project, in part from the inexora-
ble political and puyblic pressures that surround
the delivery of all critical servicé, and Jin part the
problems clearly stem from failure of researchers
. to understand the service delivery context and the
admipistrative role. We want here to clarlfy as
much as possnble the way in which administrative
functions impinge upon research. It is our expec-
tation that in at least some degree to be foswarned
is to be forearmed, and perhaps with better under-
standmg on both sides of what is involved l(uodomg
_quality research_in a service delivery sefting, at
least some of the difficulties and perhaps mast of
the disasters can be obviated. .

There i3, to begin with, the recognmon that a
problem exists and that syStematlc research might
provide information useful in splving the préblem.

_It has been evident to many of us involved in ac-
tion research settings that problems are not always
equally well recognized by administrators and re-
searchers, are not necessarjtiefined ik the same
' terms by both groups, and that-a conviction of th
probabie value of systematic research is often lack-
mg in administrators. Researchers tend for ob-

, vious reasons to have a broader perspective on

problems than do most administrators. Research- _

ers tend to be concerned with the general case
. While administrators are cencerned withetheir own
particular agency. Consequently in §ome instances
aCle“'archer may see-and want to w§rk qn a prob-

.
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setting. It should ndt be thought that the proble
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per spells out the roles and responsibilsties administrators incur when they make a commitment to partm)ate in‘a

be wrnitten about the responslbllmes
and the shortcomings are all oft one

wmnhen working n a,

-~

¢ » “
lem whith simply does not exist in or is not of con-
| cern in the setting in which the work is' to be
carriéd qut. Researchers’may, for example, be in-
.terested generally”in the relationship between
| training and perforimance of medical personnel
while in a particular health delivery setting that
concern may be minimal, perhaps even justifiably
minimal. An,administrator may see a problem as
involving limite®resources with which to work
hile a researcher might prefer to define the prob-
em in terms of optimizing distribution of re-
urces available. When thete s not a €ongruent
recoghition and deftniticn of the problem <o be
Srked on by both administrators and researcherd,
trouble is, at hand. There will be a differential
mmitment to the research, different notions
ut its goals-and how to reach them, and dis-
répant views of the importance of research as op-
obed to administrative prlormes m dubsequent
\ de¢ision making.
\ Clearly, then, a first step in the planning of

.

thel résearch process is fo ensure that adminis-

trators and researchers have a common definition
of| the problem. If the research is directed toward
a problem of general interest, perhaps one involv-
'n% undamental principles rather than immediate

\local concerns, it is important that the ad-
mifi§trator recognize as well as the researcher the
nedd| for work on the problem and the perhaps
Somewhat altruistic contribution that_his agency

< will making. Without that equality o_f recogni-
tiof and commitment to the idea of research as a
sort f socxetal obligation, researchers and ad-

min st ators are bound to clash when, as is inevita-
‘ble, th essures of operational problems begin to

lead t changes in procedures that will weaken or

evenir in the research. And administrator who.is

‘talked into” participating in a project in which he
has n interest or for which he feels no enthusiasm
is m'% g 4 mistake in’'ever begmmng the projéct.

derta
3

en a research project is planned and'un-

' . é

n in an action setting, there are a great
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many‘implicit restrictions on the freedom of an
admitistrator to operate in a norm&l manper. Itis
-highly desirable that these' restrictions be made
explicit and that they be discussed frankly and’
fully between the researcher an® the admiinis-
trator. It thay even be agood idea to write them
dgn and Have both parties initial the.documgnt to
which they are agresing. Unfortunately § is hot
always the case that the restrictions are recogmzed
in advance by either party;ahd if they were recog-*
- nized, probably a good many projects would not be
undertaken—which might be for the best.

The speclﬁc Jestrictions that may be' implicit
in research plans will differ somewhat from one
project or one setting to another, but there are
some common ones that can be stated.‘First,’if the
project is an experiment, certainly if it s a true
experiment and often even if it is only a quasi-
experiment, an administrator will-be restricted by

+ the plan in the terms, of which se.rwces can be de-

hvered. The design of the experiment may call for
some persons to receive services while they are
" withheld from others, or for different persons to
receive different services, and the administrat
.may not be allowed to participate in that decisjon.
~Treatments may be allocated randon"ly lop ople
(or to whatever units are_ invélved), they may be
allocated senally, or in any one of many other pos-
sible ways. It is a potenua‘ily severe restrictich on.
an administrator’s authority if he or she cannot
decide to whom or how servnce§ are to be
delivered.

A particularly troublesome problem for mdst
administrators arises in those cases in which the
research design calls for withholding of some fopm
of tregtment for some cases. Even though the very
reason for doing the research in the first place
may be that the effectiveness of a treatment is

.open to serious question, it may still be difficult for .

an administrator in a politically sensitive setting to
make the decision—and then to stick by it—of let-
ihg some cases go without treatment or be ex-
posed to what is feared to be an inferior treatment.
As is pointed out elsewhere in these papers, thére
is a powerful tendency for the effectiveness of
treatments to become assumed before there is any
evidence. Nonetheless, oﬁﬁeﬁcaston the adminjis-
trator wishing to pursue a certain line of research

may have to steel himself to the risk of a “no

treatment” control group. Once the commitment is
made, it is important that it be adhered to until the
. evidence is firm one way or anothey. The costs of
mounting an experimént at all ate usually too high
to think of having them aborted. o

A ]

It should also be understood that there are
“similar restrictjons on other persons actually deliv-
ering the services, and one of the tasks of the ad-
ministrator may be to assist in enforcing the ex-
perimental plan. Physicians may have to be told,
for example, that treatment plans are to be fol-
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lowed e&’ﬁ whén it goes against their own per-
sonal inclinations or even Judgmem In a study of”
the value of diverting certain Juvemle offenders
from thé criminal system it was found that some
poiice officers were using their knowledge of the
, serial process by which- juveniles were being’as-
signed either to.diversion or to cnsu@y to gain the
type of treatment they t ought best Yor particuiar
kids they wor with."The police. officers were
getting .into the Yecords files after hours and
changmg the order of the cases that would be as-
signed the next day. In becor’?nng igvolved in a re-
search project, administrators assumed at.least
some respbnsibility for the scientific integrity of
the gproject. Even under the best of circumstances
it is difficult to ‘maintain randomization of treat-
ments, and an administrator can be of great help if
he determines that the experimental plan will be
carriéd‘out. ¢

Administrators also very often lose freedom
wnh“espect to at least some of the characteristics

of the treatment that is being admlnlstqred. In’

particular the freedom to'make changes or other
adJustments in the form of the treatment may pe
rificed for the duration of the experiment. It is
eXdily apparent to most people why in the course
fo sung a drug it is impermissible to change the
drug in any way. duripg the trial. It is seemingly
more difficult to see and accept, but it is equally
impermissible to' change other treatplents during
the time they are being tested. If dhe wanted to
test the efficiency of some type of emergency room
orgahization agajnst an alternative, one would
need to decide from the beginning what the new
organization should be and then stick with it tairly
closely until results became conclusive. One could
not, without seriously. jeopardizing the lnt&preta-
tion of the experlmenl, oontinue to O'rganlze an(‘f
reorganize. Again, the point may seem obvious,
but it becomes a sticky issue repeatedly when re-
search is being dorie in action settings. In the Kan-
sas City police patrol experiment (Kelllng et al.,
1974), about which more will be said later, it was
regarded as of utmost importance that different
patterps of patrol be effectively maintainediin the
exper’imental and control areas. However, because
one pattern Reing tested went so much against the
grain of current police beliefs and practices, there
were constant threats of subverting the treatment
pldn, e.g., by patrolmen entering areas on their
“own initiative. It required utmost-attention from
both the experimggters dnd' police administrative
officials to maintain the conditions of the experi-
ment reasonably well. The integrity of the ex'peri’-
mental treatment is also at least.a partial | responsn-
_ bility of the administrator.

Y

Operauonal procedurgs not dlrectly part of

. the experiment may,also need to be kept constant

during, the course of the study. Record keeping
systems, for example, should not be changed
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nudstream“ In the Hawan Expenmemal \lcdlcal
Care Rene“ Orgamzallon (1973). as an especallv:
informguive example. a svstefR was established to
do beer review of treatment_of target diseases 1n
hospitats. Data were av ailable for a baselirte pernod
‘and therr for the period following the beginning of
peer review. Unfortunatelv. at the trme peer re-
view started therp was also a cnitical (hange in the
wording of one requirement, makmg 1t more hkelv
that 1t would have been met and therefore thate
peer review would appear eldectiae. Adminis-
trators making the decision to-parucipate mn a re-
search project mayv dlso find themselves being
called upon tochange their record keeping pr data
collecting procedures and then find that thev are
in some degree responsible for ‘data qualhinv con-
trol The requirements of thegfresearch may neces-
sitate the heeping ot recordﬁthat would not ordy-
narily be kept. and the mainténance of data qualm
control mas Jmol\e extra momtoring of various
_persons and processes. These. matters should be
well understood and worked out before the re-

districts mav have to be kept the same even thoug‘
stricth operational vonsiderations woulll djetate a
change Even changesin personnel may ﬁ{(:to be
avorded 1if an experiment 15 going to ‘produce con-
vinang results It is worth remembenpg that an
unpersuasive scientfic investugauen is a waste. and
thie appearance. a$ well as the actuahity. of objectiy-

1itv.and Integrm 1s rmportant. .

Fmall\ of course. administrators masv experi-
ence a subjecuive sense ‘of loss of buégetar\ control
within their orgamizatuonal units The;budget allo-
cated for research mav sometimes seem quite large
In relatuon (o the operational budget. and the ad-
minmistrator can find her or himselfyn a situation 1n
which a fot of monev 1s beang spent by a lot of
~ people in wavs thaj are threatening That threat
will be especially hkelv 1f some of the admmls—
trator’'s own staff become part of the research
project or that the basis for their professional
lovalnesyeems disunctly shifted. There are a lot of
research projects in which 4n admunistrator is
likelv to come to wondé¥ just \\hat 15 1n it for fnm
or her .2

Again we can offer ro pfmaceas. In*(hgﬂest of
situations the administrator and the researchers
| have a sense of tolleagueship. of being e¢m-
barked together on an 1important dnd ulumatelv re-
warding venture That sense of joint responsibility
and cooperativeness 1s best fostered by an open re-
lanonship' froms the beginning. one in which each +
parucipant has a good understanding of the
other’s problems and intentions and in which each
s a firm mmmitmem to the samne goals.

One factor’ hmmng the parncxpatlon of an
adminisirator 1n a research project ma\ well be the
doubt of t}\e admimistrator that amthmg of value
15 likely to be gained bx the ‘research. For one

| o

# o /

. ~

! o . . . ’
thing, verv few administratorgsof anv kind are
trained in research’ so hat they do not understand
1t and haye hule appreciation of how s done and.
whaf™it mav have to offer, There s, in facy. a tvpe
of admxmstrame styvle widely tdu,ght and admlred
in which an administrator’ engages in a period of

“fact finding.” depending largely upbn subordi-
nates fdr input, and then enters his iner-office
for a_ pefiod of mulling things over betore an-
.nounang a personal, and correct. deasion, Pref-
qrabl\ the period of mulling over should be brief
so as to maintain a reputation for decisiveness Re:
search which has been done to date on the utiliza- .
tion of scientuific and other information 1n decision
making processes indicates that far too manv ad-

- minmistrators and-managers are lmerested In re-
search findimgs onlv 1f they co)aﬁrm what 1s al-
‘ready behieved, Admimistrators also tend to haye
hmited trust 1n anps resear(h that was not d()ne
within-therr own organizations That mistrustmot .
onlv marrpws drasucallyv the informauon soutces.
which are sear(hed but g mav also make mam

search begins Geographical boundaries for service — administrators doubt the value of doing research

of a more basic or generd! nature that does not
bear drrecthy omsa problem of mmediate interest -
The’ foregoing warmings and stringent pre-
scriptions for working out evervthing in advance
should not be taken as indicative of the near im-
possibihty of deing g()od research aj all in an ac-
non settiig Rather thev are mehnt to be realisuc
assessments whidh, if taken into account. can make
‘the diffierence between a godd research project
and a failure. Not all of the problems referred .to
_are likelv 1o be relevant 1in anv one setung. and
some of the others can probably be-rather easila
resolved. \mertheless the problems.of dong
good quahty research should not be underesu-
mated. As will be evident “from examples pre-
# sented throughout, these papers the problems are,
formidable and not likelv to [)e solved sausfactorily
. bv anv team who approach the research task with
the 1dea that 1t 1s going to be easyv. It almost never
1. But 1t"1s not so difficult as to be effectivelv”
impossible. . .

'efereﬁces . . .

Kelling. G.L.. Pate. T. Ideckman: D. & Brown.
C.E The Kansas City Preventive Patrol Experiment- A
Technical Report Washington. D.C..: The Police
Foundagion, 1974. .

The Hawau EMCRO: 4n9fxpenmenl i Non- punmw
peer Reviewe. Project Report. Grant No. 3 R18 HS-
00795 SRC. National Center for Health Services
Research, Roc‘kull& Marvland. 1973. E
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M:g;oun Police Department. He had overall,

responsibility for the Kansgs City police patrol expersment and has‘been heavily involved in the other research projects carried out
and undéruwey in that Department. $Major Harrs was asked to discuss the ways in whach research came tope,a regular activaty of his

Department and the probléms that are involved in

drrying omt research while af .the same yme having responsibility for pub%

services'of a highly‘visible and even critical nature. It 15 believed, that there ave enough similayaties between the poltrcs, stwuctur

and missions of a nigjor police
department ‘mst{umve’.'

-
Prior- to beginning a.description’ apd discus-
sion,of research and planning within an organiza-
tion, at least a al desgription of that organiza-
tion 1s needed i
for the information

.

-

No

. Y -
= - The Kansas City, Missouri Policé Department
unlike the vast majority of municipal police de-
pattments. is not under the administrative contrel
of the city government. The department 1s under
state contra), operating and administered under

.the provisions of Missouri Statutes, sections 84.350 -

through 84.890 Uhnder provisions of these stat-
utes. the governor ,of the State of Missouri, with .
donsent of the senate, appoints four citizens-of
Kansas City as a Board of Police Commissionérs

The Mayor of the City, by virtue of his office, is
the fifth member of fhe Board The power angd re-
sponsibility of police $ervice is-vesied in this Board
of Police CorhmussioRers. The Chief.of Police is
appointed by the Board of Police Comrthissioners.
and serves at the pleasure of the Board. The stat-
utes define the powers 4nd resporisibilities of the
Board and the Chief, set forth rafik structure and
salary ranges, addresses personnel administration
matters, defines arrest powers, sets forth budget-
ing and fiscal provisions,etc.

Witt‘{in the pouédepartr'nent, the toph)o‘St or
.largest organizational entities are termed
“bureaus.” Presently ther{are four bureaus; Op-’
erations Bureau, Administration Bureau, Investi-
ations Bureau, and Sgrvikes Bureau. The bureau

¢~ tommanders report to the Chief of Police and,
with the exception of a few functions, whose heads ’

- report directly to the Chief of,Police (e.g., Media
: Liaison and Legal Advisor), all organizational ele-
; ments are a part of and/subordinate to bne of the -
{ bureaus. The nextlevel of organizational elements
¥ below bureaus are called‘\“divisibns”‘ and :they are

-
b ¢
.

department and an emergency medical system or rescue se

rder to provide sope context.”
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in turn divided into “units,” The organizational
structure is not considered to be sacred ot perma-
nently fixed; it is only a framework within which
résources are ofganized in order to faciltate coor-
dinated efforts toward departmental objectives.
Altexations are made n the organizational struc-
ture as needed. . ’ - t
’ * ' /; .

_ .Department personhel %trength i pre mly\
1,212 law enforcement personnel, 479 fu]&]e
regular civilian "personnel, 85 part time’ school
€rossing guards (during the schoql year), 48 tem-
‘*porary contract tiv.xlian' personnel, and 102 reserve )
police officers.® % '

t . .
KansasCity, Missouri4s a city of 316.83 square -

miles with a 1970 census population of 507,409. It
is the principal municipality of a metropolftan area -
with a 1970 census pgpulation of 1.4 milliop. - -
There afe parts_of three <ounties within the city,
limits, and the western city limit is comprised of
the Missouri-Kansas state line. In 1975 there were
46,530 Part I criminal offenses reported to the
+ pohlice department. -

-

-

. The department first established a Planning
and Research Unit in about 1958. The unit at that

. time, and for the' following decade, was staffed ‘
with only two' or three officers, This unit main-
taiged a small departmental libfary and comipiled - -
necessary informatioh and statistics for a depart-" *
‘ment annual report, which is required by state

. statutes. The resources apd efforts of the unit
were otherwise involved essentially in routine staff
studies and the development and. writing €F pro- .

~ cedures as directed by the Chief of Pélice or neces-
sitated by current demands on the department.
Eo¥ example, during the ‘period af 1957, through
1963, the city of Kansas City, Missguri,annexed a
total of 235 square ‘miles in annual increments.
The Planning and Résearch Unit performed much

3
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.of the staff work necessary to e)\(pand P®ce serv-
ice to these annexed areas each, ygar, such as de-
termining patrol-beat boundarxaxg' etc. The unit
did very little worlwhich could properly hg
termed as eXpertmental or.innovative in nature.
Our departrhtt was'certainly not alone 1n this re-
gatd, however. The prevailing, attitude’in policing

"aq Was,that "if 1t has,worked for the past twenty years

3

.thére’s no reason to change it.”,

One notable exception to thts relatively non-
progressive stance was the introduction in- }953 of
patl%)l cars manned by only one officer instead of
the traditional two officers. This very significant
departure from tradition was implemented 1n the
Kansas City, Missouri Police Department by Chief
Bernard Brannon, and cont'gtues to this day, o be
a controver$ial wsue in many other depart ents.
This innovation, along with his strong advo
an increased educational level for poltce officers,
earned Chief'Brannon a national reputatton in law?

_ enforcement. . - .

When Clarence M | Kellev became Chief of
Police 1in 1961 we were a relatnely modern police
department, by traditional standards For the most
par) -the offtcers were well trained, by contempor-
ary standards, and dedicated to good police per-
formance. Internally, there were ‘problems. . The

" previous Chief of Police and several high' ranktng
officers had recentl\ been mdtcted by a grand JUI‘\
on matters of a malfeasance nature. Phe major
1ssue of the Chief's,indiciment concerié, inaccu-
rate CIgne seporting and stattsttcs There were a
number of cliques within't e or\ganlzatton and this
exerted. a stronger influence on promotions and
assignments than did obJectnely assesbed merit

and qualtﬁcatlon A - :

At the time Clarence Kelley became Chiéf in~
«1961 he retired frogy the Federal Bureau of Inves-
tigation after more than twenty years of service.
Though Kansas City was his hometown, he ~had
not resided there for many years and was not at all
familiar with the police department. There ‘were
marr) ‘members of the department, especially

ng the top ranks, who resented an outsider

\ betng appointed as Chref of Police,.as opposed to

the position berng filled from within thg Qrganiza-
tion. Bue 1o this fact and to the politics of the
internal’ chques, Chief Kelley immediately experi-
_enced difficulty in eliciting the. céhdor and de-
pendable information necessary fog him to become
“acquainted with the department-and its problems.

He, therefore, reorgantzed the structure of the
department, creating etght separate divisions
whose commanders reported directly to him.

While this is an uneonventional structure and a
-very wide span of control for a police adminis-
trator, it served its intended purposg. It enabled
[Chief Kelley to break up the power cltques to be-
come familiar with the variaus operations in a first.’
hand manner, and to assess’the strengths and

:EMC :

Aruitoxt provided by Eic: . »

. - . ”» .

B

. :\weal;nesses of comnknd and s'uperv% person-

cyf

promotlonal procedures so
based on competition and merit, and promotion by'
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'tn addition w’o
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hel. After he had accomplished these {hlngs he re-
turned to,a mere conventlonal orggatzatlonal

P)

structure f . . .

[}

Chief Keiley spent the *first seyeral years

‘changmg the climate within the departm‘cnt, He

stressed the lmportance in fact necessity, bf i iryeg-
rity in both, the individual and org.anszatlona'l
sense. Hé récognized [hat no one person’ tan -ad-
minister such a complex functign and organization
alone, and he stressed the necessity ahd benefits of
involvement of his personnel in the mana'gement
and progress of the deparfment. He believed and
explained that there are twd types of mistakes;
mistakes ofJudgement and mistakes of the heart.’
e was given that honest mistakes in

ge in the process of trytng to do a
uld not negatively affect one’s stand-
re in- the depa({‘tment He changed

at promottons WCTC

virtue of internal politic ,or favoritisth was no
longer possible. While the department was a good
one by traditional standards when’ Chief Kelley
too‘ofﬁce he was.convinced that he -had been

nized some of the changes whtch were needed, he
realized that constructive ¢ ge cannot, be forced
and be successful, hence his efforts to change the
climate of the organization to one of i integrity . op-
ergtional ethics, and involvement. The type of re-
search, planning, and.progress noted in the follow-
ing. pages could not. have occurred had this climate
not been created. PR

Chief Kelley also strong}y believed in thc utili-
zation of technology'in law enforcement and was
responsible for the implementation of helicopters
as dnother dimension of patrol. Also, through his
efforts a computer was acquired, with the:top
prtonty application being that of service and as-
sistance to the.police officer on the street Today
the Kansa’s Ctty, Mlssoun Police Department com-
puter systeruserves over. fifty: criminal justice
agencies in- Western Mlssourt and Eastern Kansas

many as ‘the ‘be
existence. .

t police computer system in

'Whtl’é the department is under state’ control,
as described previously, the Dperattng budget must
be appropriated by the city ‘government. Like most
other orgahizations,’ our financial needs have .in-
creased each year for many years. Thesejincreased
needs have been due to a combination® s@conomic
inflation, lncreastng -demandsdof quamity of
polrce serv1ce -and the costs AgiNed with pro-
grams to improve the ‘quality lice service. In
the face of these escalatt,ng budget. requests, ‘the

City Council in 1965 insisted they be givén an in-

dependent, view of the

.t@"tmeht's qperation.
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a mandate' to make-it a better one, the best"
one possible. While he undoubtedly qfuckly recog-

.

o‘»'vn and has been termed b‘
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The Board of Police Compnissioners and chief Kel-
ley readily agreed to this gnd as a résult a contract
was negotiated with the Public Administration
Service of, Chicago, Hlinois Aor a study of the de-
partment. The study was very comprehensive in
scope, including administrative, management, and

operational facets. ', .. .

.. -The .personuel Jomplemeht. of the depart-

. - .ment’s Plannmg -and Research Unit was increased
“for the, .purpose of working with Public Adminis-

_ - tration Service on the study. Their funt:tlon»g were
. -to assist’ in acquiring and compiling requested in-
", formdtion, provide liaison with the various organi-
. zational elements of the departmentsetse. The
Planning and Research Unit had minimal involve-
ment in determining the thrust of the study or in
formulating the recommendations that wouldbe

. forthcoming.

-

.
A}

* . It was.decided at the outset of the study that
PAS would submit recommendations fortehange as
they were formulated, and that if the change rec-
ommended seemed reasenable and held. potential
for lmprovement the department would proceed
.with lmplemcntatlon lmmedlately, as opposed td
deferrlng any and all changes umtil completion of
the-study One reason for #his was to get the con-
sultants involved in-imsplementation while still on
. site. The Plarning and Research Unit also assisted
in the implementatjon phase, mainly in a suppor-
tive or facilitative role, such as writing procedure
* * manuals, etc.

»

. .

Overall, the study resulted in a number of
reegmmrendations and changes throughout the
department. Some- of these changes have survived
to the present, either in original or subsequehtly
revised form,"and others were totally unsuccessful
and have long since been discarded. .

One,of the'more sngmﬁcant and controversial
changes concerned the organization of the patrol
function. Prior to the study, command of the pat

. trol function was vested in the commander of each

. patrol station area or patrol district, who was re-

' sponsible to-the commander of the Patrol Bureau.
//The station or district commander had twenty-
four hour responsibility for his geographical area.

Each had a subordinate field commander respon-

y sible to him for each of the three eight hour
“watches. This was changed to a watch-zone con-

cept as recommended by PAS. There were three
®atch commanders, one on each eight hour shift,
responsible to the Patrol Bureau Commander.

Each watch commander was responsnble for the
patrol function for the entire cjty, but only during
his adsigned eight hour watcﬁ The city was di-.

vided into three geographical zones, each having a

zone commander responsible to his respective
watch commander Under this organizational

LY

'

area of the city:"The command structure was built
on an eight hour segment of the clock as'opposed
to a geographical area. Great difficulties were ex-
perienced wjth internal communications, transmit-
tal of orders, citizen satisfaction, and personnel
morale. Operation under, this structure was almost
totally unsatisfactory and in 1971, four and one-
" half years, later, thie depart?ﬁent reverted to the
previous command and organizational structure
within the patrol function.

There were some worthwhile improvements
“and progress made as the result of changes made

* in response t& recommendations made b PAS
po! y

-

Implementation of the changes and reallzatlon of
the progress did ‘not come easily, however.
Hindsight makes it clear that the{main obstacles
- encounter&d were due to the fact/ that personnel
. directly affected by the changes had very litle
inpyt as tor what those changes should be. There
was resentment that “outside experts” could come
into the department and tell us how we should do
things. When people‘involved in an operation have
the opportunity to be significantly involved in the
identification of their own problems and develop-
.ment of their solutions they have a vested interest
"and intense commitment to successful implementa-

- tion of those solutions. The total realization of this |
fact is perhaps the most valuable result of the PAS
study, for the Kansas gity, Missouri Pdlice De-,
partment, and you will see that it was certainly
kept in mind as we structured subsequent research
and planning programs

By the time the PAS study was over, the per-
sonnel complement of the department’s Planning
and Research ®nit was approximately twenty.
While it-was originally intended that most of those
transferred to the dhit were there on a temporary
assignment to work with PAS, the size of the unit
wasnever decreased. Even thoygh one of the PAS
recomm ions’was for the continited existence
and utilizatign of such a staff unit, the main reason
the unit was not diminished in size or importance
was that Chief Kelléy strongly believed in its value
to the continued progress of the department. He

’was convinced ,that intelligent decisions required
that the problem or issue be accurately identified
and described, that all pertinent information ‘be
accumulated, and that alterpatives be.identified
and evaluated. Certainly he did not, have the time
to, apply this process personally to all issues con-
fronting him, so many of them were assigned to
the Planning:and Research Unit with a request for
study and recommendation:

All members of the unit wére sworn law’ en-
‘forcement personnel, with the exception of clerical
personnel. The officers assngned to the unit were
selected on criteria which emphasized past job per-

structure, there was no ane below the Patrol - formance, intelligence, commitment to profes-

Bureau Commander who had twenty-four hour
résponsibility for the patrol function in any_given
o )
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*sional excellence, and interest in the assignment.
The assigned officers had practncally

icers g; formal
4

]

¢

°




4

4

.

training or experience in formal research or plan-
ning and they learned and improved through ex-
perience. Motivation was very high due to the chal-
lenge and to the firm knowledge that the Chief of

Police sincerely attachgd great importance to the

worth of the unit’s product Unit personnel pro-
posed to Chief Kelley that he meet with them
. permdically ‘for informal discussion of matters of
+ curfent interest and-concern. The) felt such dis-
.cussidns would be, verv beneficial’by permitting
them to become exposed to his phllosoph) and
goals on policing and department administration.
He agreed to this, but at the very first such meet-
ing made a statement to the following effect: "}
can see where your feeling that an understanding
of my personal philosophy and goals will be of as-
sistance 1n your work, but I want to make one
point very dear. 1 don't want you to ever give me
staff work or recdmitiendations which s merely an
attgmpt to give nae what you think [ want to hear.
If you do that your contribution to this depart-
ment will be of minimal value. I want you to ap-
proach all issues objectively and give me the bene-
fit of your best thinking and your recommenda-
tions. It is my_résponsibility to accept or reject
vour recommendatons, and 1n so doing, I am to-
tally responsible for the results, good or bad.”

_ Within the department, the l’lannfng and: Re-
search Unrt was frequently referred to as “the
wory tower bunch,” “the empty holster crowd,”
And similar terms, sometirthes seriously and some-
times 1n jest. Conscious efforts were made by unit
personnel o consult with those assigned to func-
nons potennally affected by the project being
worked on and therefore, department personnel
were more receptive to.change resulting froni such
internal staff, work than had it been developed by
outsiders. This does not mean that only informa-
tion dnd opinions from within the department
were gathered or considered. Dependirig oh the
- nature of the project, input was also sought from
other police departments, criminal justice agen-
ctes, business, industry, etc., 1 €., any source
deemed appropriate and pertinent.

The Planning anfl Research Umit was kept
busy with staff studie§ and development concern-
ing matters of gurreyt and pressing urgency:
There was a desire and\recognized need by both
department management and the staff of the unit
to become 1nyv@ved 1n some research and planning
.of a more IOr!Vrange nature, but it séemed that

. the time was just,riot available. Prompted by these,
arcumstances, plus the recognjtion of the poten-
tial beneifts of wvolving a greater number of de-
partmental personnel in plafining, personnel of
the Planning and Research Unit in October, 1969,
- proposed to Chief Kelley the formation of several
, task forces. )

% It was proposed that each task force include
rfmresemanon from command, supervisory, and

EMC N ) .
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patrolmen levels and that they be charged to re-
search and submit recommendations for future di-
fection relative to some rather broad and general
subject areas. ThlS generdl®oncept was discussed
with Chief Kelley and he reacted with whole-
hearted support. As a first step he requested that

each commanding ‘officer in the defartment . sub- -

mitra paper to him discussing their assessment of
the Strengths and weaknesses of the department
and their ideas for futlfre changes and direction
for the department in pursuit of increased profes-
sional exeellence. Not only was this a first step in
the intended task force organization, but the re-
sponses were of great value to Chief Kelley in
helping” him further assess the individual
strengths, weaknesses, and potentials of his com-
manding officers. Following Chief Kelley's review
of these papers they were given to Planning and
Research Unit for review, summanzation, and
identification of the subjects receiving significant

attention. In/l\lay 1970, eight task forces were.

formed and each was charged to address them-

“ selves to one of the following subject areas: () re-

.1

gionahzation of certaip police functions; (2) possi-
ble additional sources of revenue for the dperating
budget; (3) educationdl standardy for police; (4)
supervisory training and dcvelo;#nem (5) human
relations, both within the department and with the
cémmunity; (6) improvement of iivestigative pro-
cedures; (7) improved patrol concepts and proce-
dures; and (8) imprived inservice training
programs. Each task force was composed ‘of two
commanding officers, two sergeants, and two pa-
trolmen or detectives. The commandmg officers
were appointed by Chief Kelley and they then
selected and recruited the other four members of
their respective task forces Since the department
was very undermanned, 1t was necessary to require
that all task force members continue their primary
duties full ime and address their task force as-
signthents as time permitted. They were told that
they were free to seek information and assistance
from any source willing to provrde it, but there was
no money available to hire consultants or staff.
From point on, they were on their own except
for what assistance the Planning and Research
Unit could provide relative to possible sources of

information and staff study methodology.

. »

The reports received from these task forces
ranged all the way from very brief, elementary and
superficial, to very comprehensive with much ef-

"fort and good thinking quite obvious. Some of the

reports received no further action or attention
once they were read due to their lack of substance
and/or a lack of the means and resources to pursue
the subject at the nme. Some resulted in varying
degreés of changes and new programs within the
departmeny in the following two years. Those
which prompted change or new programs con-

cerned supervisory and executive training and
‘ 14
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development human relathons, and in- servxce

training.

. Overall, the quality of efforts exerted and re-
ports submitted were quite commendable when

: one considers the circumstances under which the
task force members. were asked to prodyce. Fhey
did not possess formal knowledge or skills in re-
search, problem- identification, ‘or program de-

‘velopment .and they were not provided funds to
avail themselves of assistance in these areas. They -
were expected to cominue performing their nor-

, mally ‘assigned duties and de their_research and

_ produce their, report as an extra assignment. Most
of the task forces were composed of members
from various units of assignment and, in some in-
stances, who worked different duty hours. While it

. was originally felt that such diverse representation

. within a task force would be a posmve facgr,

L hindsight indicates that it was not. It is difficult for
- a persoh to grasp. get highly motivaté#” toward,

" and pursue issues|foreign to his experience and as-
signed duties. It also made it very difficult to
schedule task force meetings. Another aspect
which presented problems was that most of the as-
sighed subjegt areastwere too general and broad-
and there was much floundering in attempts to
identify specific and definable issuesto pursue.

Probably the most- significant benefits derived
from this task force program was the experience
and effects on tl)ose who were members of the task |
forces, and not specific changes resulting from the
reports. It emphasized the sincerity of Chiéf Kel-
ley's philosdphy of participatory management and
desire for the thinking of all methbers of the de-
partment; it stimulated conceptual thinking; and it
expanded the participant’s awareness and under-
standing of problems and jssues confrontlng law
enforceme'nt'beyond those of the individual’s spe-
cific normal duty’assngnment

10

. The next significant phase of the department s

' research and planning experience resulted from
the combinatmn of two events, the creation and
mission of the Police Foundation and approval by
the voters in Kafisas City of an increase ln the -City'’s
earnidgstax from .5% to 1%. .

The Police Foundation was created in 1970 .
with a five year, 30 milliory dollar grant from the
Ford Foundation and a m&ndate to “assist police
agencies: in realizing [hell‘ full potential by de-

¢  veloping and ‘fundjng promising programs of in-
| novation.” Representativés of the Foundation vis- .
- ited a number of major police departments to
bgcome more familiar with current policing
methods and,_problems and to try to assess the
capacity of the depaitments for the development
and lmplementatlon of, mnovatlve programs. The
Kansas Clty, Missouri Police Department received
such a visit by three representatives of the Founda-
tion in_early 1971. In the summer of 1971, the;
o Fot?dation sponsored a two week conférence at -
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the University of Wisconsin, attended by members
of the departments which had been visited: New
York, Ngw. York; Baltimore, Maryland; Cincinnati,
Ohio; Betroit, Michigan; Dallas, Texas; and Kan-

‘sas City, Missouri. This conference involved dis-

cussion of policing problems, programs, and po-
tentials and was attended by Chief Kelley and six
commanding officers from Kansas City. The

" Foundatien, had indicated that following the wisits -

to'the departments and the conference they would
select several of the departments anp award them
major grants. Shortly after the conference it was -
announced that the €mcinnati, Ohio and Dallas,
Texas Police D‘_epartmen'ts would receive grants.
Since it was very unclear what the potential grants
would be for ar what relationship th&Foyndation
expected to establish with the departments, the

-Kansas City, Missouri Police Department did not

pursue the award of one of these grants..It is not
clear what consideration on  the part of the Foun-
dation resulted in Kansas City not being offered
one of the grants.’ .

In December, 1970, the voters of Kansas City,
Missouri approved an increase in the city’s earn-
ings tax from .5% to 1%. The city govetrnment bad
madé a commitment tb the voters that the gr‘oa{
majority of the resulting revenue would be spent
for public safety, including the addition of 350 of-
ficeTs to the police department. The department
actively and vngorously campaigned for passage of
the earnings tax increase, promising that 280 of
the 350 additional officers would be assigned to
patrol and specifying how many were to be as-

_signed to each patrol division so that voters would”

know what to expect in the way of .increased visible
police protection in their particular areas of the
city. \ ' B

Chief Kelley recognized that the addition of

,these officers pgovided a rare opportunity to reas-

sess existing patrol strategies and procedures and

. to develop plaris for the deployment and ltiliza-

tion of the additional officers in the most benefi-
cial manner ssible In fact, he felt we were ethi-
cally obligat % to'do so. In late August, 1971,
Chief Kell® and members of the command $taff
again met with representatives of the Police Foun-
dation. ‘Q‘I{;undation was informed of the de-
partment’s ¥ntent to study patrol strategies and
problems -and to- pprsue improvément and they
e

were invited to consider joining with us and assist- _
ing us ipfthese efforts. We made it very clear that

. any projects were to be aldepartment yenture not a

that we would insist on re-
sponsibility for what was
done. Within this confext we took the position that
we ‘woulg appreciate/the assistance the Foundation
could provide and Wod make all possible efforts,
to work them.

wi
Aftejengthly discussions the Foundation
agreed\tojom wuh 'us ‘While the departhent fully

Foundation xenture;
taining control and

[ R \
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intended, to embark on these efforts concerning
patrol, with or without «he assistancé of the Foun-
dation, we had practically no resources for ¢on-
sultant assistance or other expenses, therefore, the
assistance of the Foundation was of great value
and facilitated much more comprehensive efforts
and projeets The Foundation provided funds for
such assistance as. consultarts, travel to other de-
partments to study various programs, rental
"and/or remodeling costs for office space, overtime
pay, clerical staff, and evaluation.

In October, 1971, four task forces were:
formed, one within each of the three patrol divi-
sions and one in the Special Operations Division.
This division 1s composed of patrol support func-
tions, le, Tactical Unut, Hellcopter Unit, Caniné
Unit. and Police Reserve Unit. Each task force was
composed of six to eight members the division
commander (rank of Major); one captain; and the
remaining members with the rank of sergeant and
patrolman’ All three watches, or shifts, were rep-
resented 1n each of therpatrol division task forces.
The division commander was chairman of the task
force byf ‘each membgr had equal input and vote
without regard to rank To provide process assist-
ance and support in problem 1dentification, re-
search, and program development. one officer of
the Planning and Research Umit and one Police
Foundation consultant was assigned to work with
each task force v

Each task force was given a mandate to iden-
tifv the most critical problems confronting 1ts res
spective division and to develop and submit rec-
ommendation, for addressing them. Chief Kelley
assured his total ’support and assured the task
forces that their recommendations were to be
submitted to him, that he would thoroughly study
and consider them, and that he would ‘make the
final determination as to their implementation. He
stressed the absolute neccssn» for integnty m~all
that they might do

The task force approach,"«as chosen for three

«~+ main reasons. (1) involvement of people affected

B

E

most by a pr
program greatly increases the commitment to 1m--
plementation and enhances the s&ss of thé pro-
gram; (2) 1t was believed that the persons working
in the divisions could best and mosgaccurately
identify and assess the contemporary problems
facing their respecuve division; and (3) a firm be-
lief in the indVvidual and cellective capacity of the
patrol officers While the rask force approach is
not usually the most expeditious and efficient pro-
‘cedurally, it was believed that the value of (1) and
(2) above made this approach much preferable to
any other alternative In organizing and setting up

the task forces we tried to apply lessons learned as’

the result of mistakes made with the task fdrces
created 1in 1970 and previously described herein.

It was intended that the task forces be, to the
Q ‘ '

RIC

.

am in the development of that

- extent possible, representative divisions, and they

.
B

were urged to develop and maintain the best

" communications possible in order to receive input

«from all personnel and to keep them informed of
'what was going on. This was not an easy thing to
do, especially during the early stages when the task
forces were involved in general discussions and at-
tempting to define their direction. The varioug

¢ methods used in attempts to establsh and main-

v

tain communications included inviting dwxsnon
personnel to attend task force meetings, memo-
randums, having task force members ‘attend reg-
ular roll calls periodically, and having a task force
member ride patrol with the officers. f .
Task force activity began initially with
periodic meeting{ﬁﬁsually weekly, and members
otherwise contipuing to perform their normally
assigned duties, A number of trips to other cities
were taken by task force members to study other
patrol operations and programs. When this oc-
curred, the"membet(s) making the trip were re-
heved from their normal assignmentr and were,
considered to be on temporary special duty status.
Later 1n the process Some members of the task,
forces were reheved of normal dut\ amd assigned
full time task force duty to pursue program
development. .

Shortly after the fask forces were formed a
Task Force Coordinating Countil was created. The
counall was chaired by she.commander of the Pa-
trol Bureau and included thé commander of each’
of the divisions having task forces and the coms
mander of the Planning and Research Unit: The
purposes of this council were to provide coordina-
ton between the task forces, exchange informa-~

_tion of eommon rinterest, avoid unpecessary duplh-

cation of research and other effyrts, keep the
Patrol Bureau commander lnforn’i’ea of task force
“activity in all of his divisions, address pohcy 1ssues
raised by task force activities, and reviewtask force
program proposals. As’ previously noted, Chigf .
Kelley retained the ‘responsibihisy for final ap-
proval,(_)rndlsapproval of task force ‘propogals so
the «council couled only attach thfzir recommenda-
tions for the Chief’s consideration. ’

At the mception of theYask forces the consult-
ant assistance provided to each task force by the
Police Foundation consistgd of individuals with

primary employment_and responsibilities

elsewhere in the country. These persons would fly
In to sas City for task -force meetings, usually
for o ay per week. 1t soon became -evident,that
this was not a satisfactory arrangemem and mu]d
become even less satisfactory as the task forces got
dloser to program development and lm'plementa-
tion. The task forces felt that the arrangement did

not permit the degree of involvement and com- -

mitment on the part, of the consultant which [hey
felt was necessary and that the hmited atcess, 1Q
him was not adequate for their needs.

P
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As a'result of the dissatisfaction with the “fly-

- . .

in fly-out” consultant arrangement, the Operations +

Resoyrce Unit was created. ds an organizational
elemente of the Patrol Bureau. Persons with neéded
skills were hired by the department on a contract
. basis with funds ptovided by the Police Founda-*
tion. The unit was headed by a regular department
member. By ¢his time it had also been recognized
“that, in addition t0 whatever might result from the
task force prograrhs, one of the potential benefits
.of the relationship with and support of.the Rolice
* Foundation ‘was the acquisition or developmeng of
research and program developmenti skills within

/ ‘o
>
. [

7 .
~ Some of the members of the South.Task Force
questiohed whether_routine preventive patrol
", "was effective, what police officers did while on .
preventive patfol duty, and what effect police
Vl‘Slbll.lly had on’ the ‘community’s feelings of
security.

>

”

. . L)
Out of these discussions came the proposal to
" conduct an experiment which would test the
. . . *
4rue impact of routine preventive patrol. . . .

As would be expected, considerable com
troversy surrounded the experiment, with the
central question being whether long-range

our department, which would remain with us and —  benefits out-weighed.short-term risks. The

be of value beyond the current task'force program
and affiliation with the Foundation. Accordingly
. three patrblmen with a high interest and potential
for this type of work were selected and transferred
to the Operations Resource Unit. This unit did not.

principal short-term risk was seen as the pos-
sibility that crime would increase drastically in
the reactive beats; some officers felt the exper-
iment would be tampering with citizen’s lives

and property. -

, have the role or authority for making significant
- decisions; their primary plrpose was providing .
. process suppeort to the task forces. In addition to’

the activity of direct and active process support,
the unit provided’ computer prografnming capac-
ity. compiled a library of programs of interést on a |

- national ‘scope, catalogued information .emerging .,

" frof sk force activities, sand provided access to
. consultants available nationally when needed.

The police officers expressing such” resegva-
tions were different from their ‘counter:- .
parts in other departments. They tended 1o *
view patrol as one.of the most important func-, -
tions . of policing, and in terms of: time allo-
cated, they felt that preventive patrol ranked
- on a par with investigating crimes and.render+
° ing agsistance.in emergencigs. While' some -
admitted that preventive patral was.probably

P

All of the task forces successfully completed less effective in preventing crime and more

. "~ the process of identifying problems, priortizing productive in enhancing citizen feelings of se-

+ them, and selecting speafic problems for which : curify,'others insisted that the-activities in-*

they' developed and implemented new -programs 4 volved in preventive patrol (car, pedestrian

h " or experimental research. Several ‘0}“' these pro- - * 14 building checks) were instrymental in the

, ' grams, after‘mal and evaluation within the divi- capture of criminals and, through the police

" sion, of origin have been‘implementeq and in; visibility associated with such activities, in the

, stitutionalized throughoutsall patrol Qivisions. deterrence of crime. While there were am-

* - Purposé and space of this paper dg/},‘n permita . - biguities in these attitudes toward patrol and’
discusston of each of the projects.-One, the South p

Patrol, Division project, will be briefly described
. because it was experimental research in nature,
was of great significance to the field of policing,”’
and demonstrated that a police organization can

its effectiveness all agreed it was a primary ~*

function.” !
“

L4
Out of these discussions came a .task force . =~
proposal to conduct an experiment to_assess the

~ dgsign and conduct meaningful research. .o value of the traditional routine preventive patrol.
‘ . . : hief Kelley, displaytng a inis-

—~ . In response to instructions, to all of the task tclz"ative c uiadepz;mﬁ g.agreat dfegree O; adminis .

forces to identify the most critical problems con- traditi Obe' ge when Or:je C(()jns;] erskt € strong '
, fronting their respective divisiops, the South Pa- Sation being questioned and the unknown out-

trol Division Task Force identified fivé problem come, gra his approval to proceed with the *

v . .z . H 1 M
fﬂ +* ' .areas: (1) residence burglarie; (2) juvenile offen- expferm‘lenl. a}:] dd01n§ 50 he’lmposed [:(l) con~
L ders; (3) citizen fear of crime; (4) public edueation straints: 5 ) the e[;]arétmebris 5 responst 'b"‘y to
. * Yabout the' polite role; and (5) police-commupity ~ SS'Y€ and protect the public must not be ne-

glected; and (2) the départment’s normally low re-
, sponse time to calls for service must net Be im-
“Like the other tagk forces, the South Task  pairedy It was agreed that crime statistics would be
e Force was Confr'onled'nex‘t with developing 4 nitgred closely on a weekly basis and that any /
o wokable remedial strategies. And here the signifiCant increase in the experimental area would

, task force met with what at ﬁrsl‘ seemed anin-  Yequl in prompt termination of the expériment. ~
surmountable barrier. It was evident thit con-, )

. centration by the'South_ Patrol Divisioff on the
. five problem areas would cut deeply inrz the

relations. . ot RN

The experimerft was conducted in a 32 s)qya‘re ~

-

mile aréa of the South Patrol Division having a ~

-

time spensby its officers on preventive phtrol. - v
At thi . ignifi hi . d ! George Kelling et al.. The Kansas Cty Prevemtie Patrol Experiment .
’l t lS'pOlnl, a Slgnl\ icant thing hqppene . A Summary Report {Washington, D C , 1976)..p 7-8 o~
) . _— 3 ’
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1970 census’ populatior of 148,395. The 15

) atrol
beats jn this area were eomputer matched

the

JBasis of crlme data, fumber of calls for police serv- -

ice, ethnic composmon median.income and trans-
iency of populatlon into five groups of three.
Within each group of three beats ene beat wasdes-
. igrated as reactife, one as proactlve and one as
control. In’geactive beats all routine prevenjive pa-
trol was wnthdrawn The asgigned patrol unit.re-
spopded’ toand handled *alls for service but
when not so dlspatched and cupléd'remitined on
the beat perimeter or patrolled,ln an adJacent
+ ‘proactive beat. In.the p’roacttve beats the level'of
* - routine pieventive patrol was mc.reased from two
"o thrée times*normal through the assignnegt of ‘
additional patro} units and patrqlling, of reactive
units. The level of patrol ln thé coptrol beats re-
mained normal, with orie’.unit asslgned ta each

‘ beat patrollmg m nor;Qal‘ marmer. « .

. The experlment‘ was lnmall) starte\d o*n _]uly
SO 1972 bui w -glspended in mid- At%ust whe‘n,
' 1t hasrrecognrz d that experlmenta‘l conditons -
1

. -

-

‘" were not being adequately ,maintaisied and that

some problems' wereoevnd}ent \ecessar\ revisibns.’,
were made’in il instructions ¥hd. uxdelmes atdthe
- expetiment was sesutped ori Ogtober-1, 1972; and
‘ réached a successful 'co’ncluslolsbn Segtembe{ 30,

- surve&s and qlfestionnalr'es lntewlews,-observers
rldlng with officers, arld from departmental data

; (crime, “traffic, atrest. dlspatch ofﬁcer activity.
‘ and Petsbﬂnd‘records) Tl s, & i -: J

The-pubhic, was aware thatv an experlment “was
. belng co'ndtu;ted but “ag Qot lnformed of the exact
nature “of :policé _patrol Tesence m’ the .various -
. * beats .nor smgﬁc locationg oF the beats In-ong n-~
- ccldent a buslne,ssman wa lnformed by ah’ oppo- ;
.nent @f the experlm‘ént hat s busihess wag lo-s
) “cated i an areasfrom wlllch l polxe pa[r.ol%r
been withdrawn and -a pro,test was expressed,
. Chief Kelley meg watht busl.ness representatrves of
. the area and: explamed the nfture and plrpose ‘of

‘the experiment-and that it was bemg tasely. monl-} s .

.+, tored At the conclusnpn of-hls-exp[anan(m he re-
’ encd a stapd‘mg ovantm frofm those present

.

The restllts of tHE ‘experimgnt disclosed that

the varying levels of Toutine, preventive pa,trol had
©  no effect orf actual crime, reporfed crime, ‘com- -
AN *munity attitudes’ tqward pollce on’ del.wcry of
police service,.response time, or tm accidents..

Of 648 lndnudual statistical combarls s made to-
produce the major findings, statisticale Oggmﬁcaﬂce

. occurred only 40 tlmes

ln_]yly, 1973, Chlef Kelley be€ame Dlrector of

. the Federal Bureau of Investigation and in
v November 1973, Joseph D.. McNamara became
Chief of the Kansas City, Missouri Police Depart-
*mrent."Chief McNamara quickly expressed ! hrs sup-
port of the department s research orientation and

y . 3
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1973. Data, was c8ected by méans of ten different .

.,'k*~

-
» .

efforts to llnprove our Teputation as one of the
* best police departments in the nation. .

At the present tlme the department is in-
volyed in three very slgmﬁcant projects. -

"1. Directed Patrol—This project was im-

. plemented in the East Patrol Division on
July 1, 1976, and is a natural fBllow-up (o
"the Squth Patrol Division Pré¥ertive Patrol
- experfment described abave. Given the re-
sults of the Sofith experiment we felt obli-
gated to develop more productive methods
of utilizing the una)mmltted time of patrol
officers. One preblem in dolng so is, the
fragmentatlon olpiuch time. Thé Directed
Patrol program;#¢veloped by an East Pa-
trol Division Task: Forcé, has twp maJor

* components. The first seeks to assdss prior-
ity of calls for service, with some responses
"being delayed, some citizens being re-
quested te come, td the station to make, re-
ports, and some 'reports being taken by
phone. This is an effort 13 realize uncom-
mitted time of patrol officers in larger and
* more predlctable time inctements so thay it

“"*“\

o

can be utilized in planned .and directed pa-

fol activity. ‘The second component in-
i*olves the.utilization of that time in various

»,  ‘programsy directed toward crime preven-
, »"'( ‘tion, Fu‘ancral support Yor the development
+ & the project was provided-by the Police
Foundation ,and fundlng for 1mplementa-
tion-and evaluation is from an LEAA grant.

. 2 Resporrse Time "Analysis-Study—Police re-
', 7~ + SpOns€ time hés loﬁg been assetred to be a
#6 Tvery critical fattor inf police patrol effectlve-
ness; especlally with regard to apprehenslon
+*.of criminal offenders. A number ‘of studies
“"have prevnously been conducted, but nore
. of sufﬁclent scope’ and quality to proVe or
dlsapprove tradltronal assumptions. This
*  study is a very comprehensive and soanstl-
tated project started on, October 1,1 973.
_ The continuum from crime or other police
‘ . incident occurrence to con/tagt between the
. respondlng officer and the citizen is. belng
»+ meaured in minute intervals for the pur-
) ‘pose of assesslngt ffects ofvariable re-
* sponse times on arrests, witness availability,
T Victim injury, and citizen satisfaction. A sec-
ondary Objectl'/e is the analysis of problems
‘and patterns of citizens reporting crime.
"This study is funded by the National lnstl-
K tute of*Law Enforcement. &

3. Domestic Violence—One of the many. tradi-
' tional assumptions in law enforcement lS
that the police.are powerless to have any
_prevenyive effect on homicideg and aggra-

-

12
. e
M .

2
.

,‘\\, .

"

.

.
F3 -

+ 'vatéd assaults bécause most of thpm ogcur

between relatives or acqupintances, many
-are spontaneous, and/or most occur inside

\
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- buildings or other locatlons not ‘visible to
palice patrol. In 1972 a sergeant assigried to
- out Planning and Research Unit gathe.tred
and analyzed a large amount of data from
police reports '6f homicides and aggravated
assaults, arrest records, and disf)atch rec>
ords. He concentrated on those of 4 domes-
tic nature, which acequnt for a.majorfpor-
tion of the homigides and assaults' He,

found that in the twq years preceding the ,

offenses in a demiestic setting the police had +
contact with either the victim or suspect, or
both, in responding to and "handling distur-
bance calls. In 85% of these cases the, police
had at least one ‘such previous tontact and
iin 50% of the cases we_had five or mofe

such contacts. Is there somethlng the pollce

_can do in these contacts to forestall a future
homicide or aggravated assault? The East
Patrol Division recorded Hata~esrimerous
variables observed in the process of han-
dling disturbance calls: fhere is a very
strong indicatjon that various interacting
variables can provide some ability to predict
potential for“future violence between the

' parucipants of a’domestic disturbance. If

this 1s true, 1t is fel( that the police can refer -

+ such people to ah appropriate social service
agency for assistance, thereby reducing the
incidence of domestlc homtqtdes and as-
saults. In July of this year, the National In- *

«  stitute of Mentdl Health awarded a grant 'to
the department for further analysis of the
data *collected and the collection of addn-

. tional data

/ -

It might seem to the reader of this paper that
what has transpired in the Kansas City, Missoun
Police Department insofar as research, experimen-
tation a¥d planning resulted from a grandlose
master plan or schedule developed ygars-ago. Such
is certainly not the case. To a large extent our ef-
forts and progress have been reaction tocontem-
porary events and opportunities. One thing, that

r

was deliberate, and I'm sure planned, was the crea- *

tion- by Chief Kelley of a climate within the de-
partmeri_t which encouraged involvement ‘and in-
novation.” Sincere and strong top management
support for such is absolutely essential to méan-
mgful and successful efforts such as have been dis-
cussed. Along with this strong support, manage-
ment must assume a facilitative role as opposed to
a strang directive role; an overly directive role

stifles initiative and participation of personnel

ERI

Aruitoxt provided by Eic:

within the organization. All' of our patrol task"
forces were initiated at the samg time in 1971. One
of* thege task ~forces struggled much harder and
took much longer than the others to “get off the
ground™ and start making some meaningful prog-
ress. There is general agreement among those who
monitored the process that this was due to the act

* ’
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‘that the

' . . r . .

mmiander of that division was quite au-
thoritarian.in  his ,ptersonality and’ management
stle. . '
The deparlment has recogm\red and realized
many -benefits' and advantages of the task force
approdch. Some of the' very slgmﬁcant ones dre:
K 1 It- provides an envirohment for pefspnnel
development "and " nha‘hces capacity .to
properly handle discretipn. !
It prowdes n Qpportumty to ndenufy
highly competent personnel at all levels of
the organization.
. It increases communlcatlon, coord‘manon,
and morale within'the orgamzatlon Prior to.

2.

the patrol task forges there were frequent -

requests fpr transfers to other payts of the
organizatign. As «€ task forces got more
involved these requests for transfer out of
patrol decreased drastlcally and, in fact, we,
started receiving requests for’ transfer to pa-’
trol. from othegr elements. .

.It improves the ease and success of ith-
plementation of change due to the invelve-
mént and vested interest of thdse affecteq
by the change. Consider the statements of
one of our’officets who was involved in one
of the patrol task forces: - i

r

“They've said policemen fight change. -Well,
that may not be true.’ It may have been the
' * method of change, rather than the*change
) its€lf, that was resented. The patrolman
.+ wants change but he wants'to have a part in
detiding what that change will be.” ™ . -
There is no intention to create the impression’,
that the task force approach is appropriate for all
circumstances or tha t\it does nothave negative as-
pects. It is,a slow and time consuming process.and
increases the difficulties in controllrng variables

during the evaluation phase of-.a project. We_ha:;:/

also found 1t not.to be the best approach for ve
-technical areas or issues not a part of thg’evtry }y
duSles ofihe task force members. )

’ v

‘\v - .

SOme ﬁeys to successful operatlonal research

»

Based on my observations of our experiendes

.

in the Kansas City,' Missouri Police Department .

over the past decade, there are several very key .
- *points’ in cond¥cting worthwhile and successful
operatlonal research. ~ Co

The first thing “which must exist is top man-
agement support, and commltme'qt to'such efforts
and programs.\Without this it would be totally

- futile to-try even the first step: This factor has

been d&cussed in some detail in the preceding
pages of this paper, but its lmportance cannot be

-overemphasized.

Anothers very lmportant consideratioh «s the
meaningful involvément of jthe personnel ‘of the

. organlzatlon lncludlng, ln fact especially, those at

-
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the rank and file level. Again, this has pr.e;'iously
been discussed and stressed in preceding pages.

but Bears repeating. Too malty managers are in-

* clined to believe that the people of an organxzatlon

are totally against any chamges, except increases in

.*the pay chéck and decreases in working Hours, and

that they will do all wikhin their power to resi‘st
change That jJust is not so. They do like to play a
- _part in their destiny and it is to the organization’s
benefit to let them do so. Of.course, there’ will be
mdmduals who are exceptions but it has been our
experignce that the enthusiasm and satisfaction

.

generated within the majority results 'in peer in- -

fluences preventing those individuals from
generatingfserious or successful resistance. It
should go without saying that the reason for and
subject of any research prOJCCl of program must
be legmmate and have s its goal the improvement
ofsthe organization and, the sérvice it provides. Re-
search purelv for the sake of research should be
taboo. If-a manager cannot project the justifica-
tions and potential benefits in a totally convincing
manner 1t must be questioned as to whether the
pFOJCCl or program 1s warranted.

Total hunesu mchhe personnel of the or-
ganization is a mus}. They must be truthfully in-
formed of the purpose -of the research and the
methods to be emplmed T am aware of one or-
gamzation which utilized field observers to gather
‘data for their research. The rawfCand file were
given a ficticious account of what type of informa-
tion the observers were to gather. Once this decep-

* tion became known tl]e ability to collect accurate

and rehable data 1n jhat orgamzation ceased to
exist. Even if the rank and file members are not an
important source, of data for the research or are
not otherwise imvolved 1n the process, a fack of fac-
tual information will likely result 1n rumors and
. tnaccurate ‘perceptions, thereby detragcting from
the value and success of the research In" our. de-
partment we utiized various means in efforts to
keep personnel informed. Personnel dwectly 1n-
volved in the projects were urged to utihzé every
opportunity to communicate with their peers,
brneﬁngs on current projects were included 1n re-
cruit and 1n-service training classes, artcles were
prinjgd in the department newspaper, mgmoran-
-dums were written and distributed, and projects
‘were discussed in staff meetings. It takes-a lot of
éffort to Keep information flowing to all parts of a
large orgamzation but the dividends make those
efforts worthwhile, in fact neceesary

Operanonal research within a public service

agency does présent problems which are not as’
encountered in a product prdducpng .

likely to

organization or orfe whose service 1s less essential

and visible. We must be continually responsive to

the publics’ needs and demands for our service,
offen’ times on an unpredictable and emergency

‘
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manner that our ability, for %uch response 1s" pot
compromised. The ground rules for assuring this
must be set forth at, the beginning, and the re-
_search must be desngned and structured with full
understanding and consideration of these rules.
This initial effort can avert many of the problems
that &uld be entountered, but there is no w;ay to
anticipale all problems relative to conflict between

-+ the project and its evaluatlon and what would be
otherwise normal changes such as p&rsonnel reas-

sighments, changes in personnel deployment,

changes in organizational structure, changes in .

tactical strategies, etc. When these conflicts arise
th()se with primary responsibility- for project ad-
minegration and those responsxble for oE)eratlons
in provision of the agency’s daily service to the
+ public must eonfer and collaborate in resolving the
«conflict 1n the proper and best Thterest of the pub-
hic. This is not as easily done as said but 1t is neces-
sary and possible. The Kansas City Pokce Depart-
ment has certainly encountered some very knotty
problems of this type and a gentleman who will
speak to you, br George Kelling who was on the
Police Foundation evaluation staff for some of our
projects, cary relate the details of some of those
problems and their outcomes better than this
- writer :

r
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This paper attempts to make the sirongest possible case for systematic evaluation of programs and other interventions directed toward
}e resolution of operational problems in service agencies It 1s based on the premise that many admmstrators have not thought

rough therr yun needs for information' and the role that research data can play in effectrve decision making -

3 ‘
]

Making decisions 1n any complex, real-life set-
ting is never a unidimensional, or even a simple,
progess. In order to make adequate decisions the
msé&(ecpuv knows that 1t is necessary to have
good informgtion on the effectiveness of some
proposed ac/or intérvention. For example, before
deading whether to buy a certain type of emer—
gency vehicle, a wise executive would want to know
whether the vehicle could do what 1t was designed
to do, whether 1t was engineered in such a way as
not to create .more problems than is solved,
whether it might also produce some nonobvious
benefits by making possible the performance of
other important tasks, and he would want to know
whether the vehicle was really the est of its type.
All the above established 1n the affirmative, the
decision to’ purchase the vehicle should not auto-
matically be made Other factors of equal, and
perhaps greater importance, would have to be
considered. First, economi#s would be Jmportant.
The cost of the vehicle would be important, and .
maybe critical No matter how good 1t was, an
emergency vehile might be-beyond the budget
even imaginably available to the community, and
even if affordable, the vehicle might cost too much
more than the closest competitor. Practicalities
might also be important if it appeared that deliv-

ery of the top-rated vehicle might b delayed
or 1f service might be unduly diffi Political
considerations might arise. Supposé€ the emer-

gency vehicle 1n question were manufactured 1n
the U.S.S.R.? No one would dare recommend its
purchase. But even if it were only manufactured in
another state and had to compéte with a locally
.manufactured product, it might be politically un-
feasible to recommegd its purchase.

The complexities no more than hinted at
above are severe enough for thé fairly ordinary af-
fairs of public institutions, e.g., pu se and

“~cleaning supplies, révision of accounting systems,

deciding whether to stagger times of work shifts,

N . - .
but they are increased almost immeasurably when ? honest and rational one and can also take comfort
: ’ . 0 3 . *

\
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decisions have to be made 1n the ¢ontext of ongo-
ing and critical public services. To revert to the
example noted earlier, if the decision were which
‘model of a garbage truck to buy,\he fact that one
model might result in slightly higher spillage than

another would be troublesome but scarcely beyond ’

dealing with. When the problem, however, is the
purchase of emergency vehicles apd the issue is’
the saving, or possible saving of lives, feelings run.
high and decisions must take more factors into ac-
count. It follows, then that degjsions in critical
public services may not reflect quige so clearly the
harder more factual information on effectivéness
of a proposed intervention. S~

. The position taken here is that despite the*
complexity of deciion processes in such areas as
emergency medical systems—and, as we shall see,
police systems also—data on effectiveness based on
careful evaluations is still an important element in
th&\decrsion process, even if the final decision goes
against evaluationl results. An administrator may
find that a suggested change in-opgrations would
be economically unfeasible, that iozould be politi-
cally unacceptable iff his community, that it would
.be resisted too strongly by employees at lower
{evels, and he might decide against implementing a
change even though on other grounds it would be
desirable. It is the contention of this writer that the
administrator should knowrexactly what he is sac-
rificing, the price h paying to maintain labor
peace, to avoid having to,ask fot additional fund-
ing. There is absolutely no advantage ip making
decisions in whigh onf of the important elements is
an unknown. If, for example, a proposed.new
emergency vehicle would be little more effegtive
than those already available and’the other costs are
sizeable, the administrator’s décision-is a simple
one. If, on the other hand, the proposed vehicle
would actually perform significantly better and re-
sult in be outcomes for emergency cases, the
administrator can understand his decision as an

L®
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. in the knowledge that if some of the ether factors sensk, L buy a new.piece of squipment without

change, e.g., economic situation improves, there is havimgisome plan foredetermining whether it
a good basis foy reconsideration. works|better. It is obvious that different types of
" Therefore, we tan only recommend that ad- decxsxénfs may be evaluated in different ways. and~
ministrators coogerate in, indeed#lst on, obtam- €not alh rrequxre formal study and experimentation.

- ing the best information possible about program .7 Some, p\mluatmns occur in.the normal course of

: effectiveness since that information is not only an - events, and if the risks involved in simply waiting ~
important but critical element in, managerial to see What happens.are not too great, needed data
decision-making. will often emerge. There was a.recent newspaper

) . gtlcle reporting that steel-belted radial tires are
ndesirable for cars likely to be driven over 100

What is program ‘
prog evaluation? miles per hqur because failure of heat dissipation

.

v

At this point it might Help to nfake clear Just  Jeads to blewouts. This fact was discovered because '
what is meant by a program or an intefvention,  of failure of such tirés on police cars used in high
what is meant by an evaluation, and what is méant . speed chases. It doges seem just pdssibly a bit un-

by effectiveness. In the broadest sense we mean by fortunate for a police department proudly outfit- 7
- a program or an intervention, any alteration in an ted with steel-belted radials on its cars to learn that
»organization, including changes in personnel,'in such tirgs are not such good choices right in the
equipment, or in operating proctf.lres, and thatis - middie of a high speed chase. Note that even in
intended to improve the operatibns of the organi- this case, however, the conclusion was made possi-
zation and make it more likely to achieve its goals. ble by accumulating data across a number of dif-
When arescue squad purchases a new'communica- ferent jurisdictions. Think how long it might have
tions system, when a department of public safety. . (aken for 100 on car police departments scattered
replaces an admunistrator judged ineffecuve, when around the country to learn the same thing. Ob-
an emergency Services delivery program is re- viously if a major decision is to be made, or jf a
gionalized. when all rescue team members are re®  decision is tatbe made which is not easily reversi-
"quired to undergo some training program, these ble, simply waiting to see what happens is weak

are all instances of interventions of the type we evaluation strategy. .

-

have in mind. Then when we say they should be
evaluated we mean that some process should be es-
tabhshed to deterrune whether the intended ef-
fects are achieved. If a baseball team 1n a slump
fires its manager. it 1s reasonable to keep track of
performances of individual players and of the
team as a whole. If a new‘communications system
1s purchased, then procedures should be set up to
determing whether communications are affected.
Does the delivery of emergency services change
following regionalization? Do trained ambulance
attepdants perform differently as a result of their
trainng? Then by effectiveness we mean whether
the change(s) is in the intended direction, whether
the change is about a5 large as was anticipated, and
whether there are unexpected additional benefits
for disadvantages resulting from the intervention.
" A newrescue vehicle might not only be medically
morf desjrable but might improve morale and Teis teépung to think that at least some type

Some evaluations are pre- performed to at
least some degree. Specifications for equipment, as
an jnstance, are an-attempt to ensure that the ¢
equipment will perform as expected. From a
strictly hardware, technological standpoint, it may
be possible to draw up and enforce specifications
in advance. Even in some other areas technology
may be sufficiently advanced that a change can be
made with reasonable confidence of effectiveness.
For example, net every training program has to be :
evaluated in every setting. Eventu#lly one.becomes
confident that a given type of training is a desira-.
ble thing. However, there are good reasons for
making conservative estimates of the probable ef-
fectiveness of new programs and for making at
least some probing efforts to determine that the
programs are having their desired effects. '

prid the squad. A new administrator might of programs or other interventiops can be assumed
produce greater efficiency in operations but also to be effective, e.g., on local grounds.or by anal-

« produce undesirable turnover in personnel over ogy. Based on reviews of many other programs \
the long run. and innevations in_ many other areas, we have-con-

0 What we are recommending 156}13( all changes cluded that it is risky, if not downright hazardous, _
should be considereq to bé tempdrary, w be ex- to assume anything about the probable effect of a
perimental, and that procedures should be estab- program. A large number of examples can be cited
lished to evaluate their effects. Perhaps that may of programs and- pracuces which were assumed to.

"seem an urrealistic recommendation, but in omr\ be desirable or which became standard practice be-
view to do less is irrational. There 1s not much fore dany evidence of* effectiveness was .available

- purpose in replacing one administrator by another . and which have not only in some instances proven

in order to improve orgamzatmnal performance | warthless, but worse, have on occasion proven

. without having some way of knowing whether the dangerous. It is alse unfortunately the case that at
lmprovement takes place. It does not make much least some of these programs persist and even pro-
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liferate proven ineffeptivenéss. However,
before pdjing to specific examples, it might be

noted -also that even if a program can be assumed *

to be desirable, to be on the whole an improve-

- ment, it is much more difficult to know whether

any assumed-+benefits are proportional to costs. It
may be possible to demonstrate conclusively by
purely technical evidence that a new communica-
tions sysfem will result in reéduced dispatching

" time, but if the system requjres better trairted per- -

sonnel renovation of space, etc., it may prove de-
“ceptively expensive. But even if all those factors
are known, it.may still be hlghly questionable,
whether the projected decrease in “dispatch time
will be worth the costs. .

-

Wastefulness of ineffective solutions to
problems. _

“The problem with ineffective. “solutions” to
problems is that they are wasteful, usually in sev-’
eral ways, and hence should not be tolerated. In
these days of increasing pressures for accountabil-
ity on the part of public institutions, it is going to
be increasingly necessary to produce positive évi-
dence of effectiveness of new programs and
changes in old pnes. Ineffective programs are,
quite obviously, wasteful of resources: space, time,
talent, money. The city of Miami Beach, Florida,
mandates that a physician ride along on every
emergency vehicle run. If that physician does not
in some substantial degree improve the results of
emergency runs, then money—a good bit of
it—and talent that could well be used elsewhere
are being wasted. However, at a less obvious level
4han the wasting of resources, ineffective pro-
grams are wast¢ful because they often involve sub-
stantial and important opportumty costs, i.e.,
money or energy invested in one enterprise is not
available’ for other, perhaps much more produc-
tive- purposes. A’ relatively. obvious opportunity
cost is the economic one: purchase of one $13,000
vemgrgency. vehicle means that two $6,500 vehicles
cannot be purchased. The hiring of a full-time
emergency physician may ‘mean that two fewer
nurses can be-employed. 'Money - $pent to ihstall

will not be available to renovate space to improve
work-flow. .

It needs alsp to be recognized that ineffective
“programs may be worse than simply wasteful be-
cause they detract attention and energies from
problems badly needing solution. For example, it
hag heen noted that almost any anti- -delinquency
program, even if it is quite ineffective, reduces
publlc anxieties about the problem and any result-
ing pressures for a solution. It has been argued
that .every ineffective delinquency program sets
the field back about five years because that is how
long it takes to discover that it is not working. The
situation cannot-be dlfferent in- the,. hcalth field

~
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generally and in emergency medical services deliv-
ery specifically. ‘Think of the many changes in the
. EMS field that have 'been made with the promise,
but not the demonstration, of effecuvenej\s which
have been or may now be called into question. And
think low those very changes have retarded fur-
ther explorations into the prablems involved. We
want to reiterate the point here that we believe it
-essent I to plan for the best possible evaluation of
every change, or innovation, or new program. We

believe that absolutely nothing about effectiveness

can be asSumed.
~

Exantples of timevaluated bad Ideas.

Perhaps it might help at this, point to give "a
few examples of how reason and logic have led to
erroneous conclusions, sometimes with results that
have been quite unfortunate. A good initidl exam-
ple, because it pertains to the training of personnel
involved in delivefy of crigical public services is the
set of ssumpuons that has long existed about ap-
propngte training for police personnel. Since it is
évident that police are often subjected te consider-
able stfess, that they must cope with danger,
harassment, enforced quasimilitary discipline, and
the like, it has seemed evident to just about
everyone that police training should prepare offi-
cers for those very experiences by provndmg occa-
sions,, preferably numerous, of a high degree -of
realism, on which they can practice the appro:
priate responses. Consequently police training has
been militaristic,. physically and emotionally de;
manding, marked by stern-and stressful discipline,
etc. A éwxyears ago it occurred to H.H. Earle
(1973), an’ officer in the Los Angeles County
Sheriff’s Department, that the assumptions on
which so much of police training has beefbased
just might be wrong. So he developed an alterna-
uve training program characterized by relaxed
discipliné, rational exercise of autherity, minimiza-
tion of artifically induced stress, and the like. Half

- of the recruit class were assigned randomly to the

traditional training program and half to the new
experimental program. Thé experimental pro-
gram proved to produce patrolmen better i gvery

. radiographic equipment in an emergency room #® respect, both at the conclusion of training and

upon follow-up. The experimentally trained class
were éven judged later to wear their uniforms bet-
ter, and they: scoréd significantly better in marks-
manship. Can anything about the training of
EMTs or paramedics be taken for granted?

Over the years one of the convictions that has
been prevalent about delinquent youth is that they

come from rather generally disturbed families and™

that thiey need some sort of substitute parent, e.g., a
“big brother,” at least to tide them over, to help_
provide some of the attention and warmth that they
, fail 10 get at_home. In the meantime,:the family,
should Teceiv€ some sort of therapy or counselling.
A recently published study by the Institute for So-

7

v




N

.

cial Research at the University of Michigan suggests
that not only are those assumptions not tenable,
they may in part, be absolutely wrong. An experi-
mental test of the “volunteer” delinquency .worker
program showed that it is, at.best, of no value.-and
a further study showed that requiring the families
of delinquents to participate in counselling pro-
grams was worse thaﬁ‘leavlng them alone (Berger &
Gold, 1976).,

. The above-are but two of many examples that
could be adduced. Anti-drug abuse programs based
on the very best of assumptions have proven gener-
ally worthless. The logic of probation and parole is
lnescapable but neither seem to work at all. The
state of Maine has recently, by-action ofthe legisla-
ture, given up on pagole altogether When prlson
ers are released, they are released, and that is it.
Although contrpxersnal. a regent report on the ef-

“fectiveness of rehabilitative techniques with crimi-
nal offenders (Martinson, 1974) concludes that
there 1s no rehabilitauve power, however logical and
appealing, that produces. results in any dependable
wav,

The medica} and health fields can pr()v}de as
“many, and equfllv good, examples. Cardiac Inten-
sive Care Unigs ma- be of hittle or no value and
éven harmfulAn some cases. Coronary artery by-
-pass surgery is quite logical and, on the evidence,
Jitle justified. Health Maintenance ‘Organizations
are prohferating asound the country because they
seem like a very good idea There is as yet'no evi-
dence of their ef
of evidance su
value Health educayon-isclearly a good 1dea, but
at least as it has been ifnplemented, 1t 1s a waste of
monev and effort. An interesting note on health
educatlon cemes from Victor Weingarten, Presi-®
t of the Institute for, Pubhic Affairs, who foun®
£ five major voluntary health agencies were
spending more than $100 million per year for

health information programs. Yet over a period of

ten vears there were only two instances of any at-
tempt by any of the agencies to evalugte anv of the
material An insurance company spending $2 mil-
lion per year for health information has never had
an evaluation of the maternals over a penod of 20
years (Weingarten, 1974) A great deal of money

and effort 1s being invested 1n the development of -

PSROs with almost no evidence at all that they will
e their intended effects and with distinct risks

that they will have quite undesirable side effects.

Two ‘examples 1nvolving monetary consid-
erations are’ of special interest. 'New York Bell
Telephone Company, concluded that they were

. spending too much money providing information
, services to subscribers who ought to look up the
numbers in the telephone directories. They calcu-
lated that by’ instituting a charge for information
servlce which involved a commitment to refund

$.30 m every subscriber not usin lnf()rmatlon
Q y

-tiveness and some modest piecés.
ing that they may be of little .

service, the company could #ave a great deal of -
money. Howgver, ‘subsequent to the invoking of |

the information’ service charge, there was such an‘

enormous increase in requests for directories ac-
compamed by unanticipated costs in refunding the
$.30 to the huge number of subscribers who
proved not to use information, that the company
was faced with a~very sizeable net loss; a figure
around $2 million. A% elatively small scale experi-
mént might well have suggested. what did in fact
happen. Angther example involving moneyis the
hospital precertlﬁcatlon program which was sup-
posed to save Medicare and Medicaid funds by
providing assurance that every hospital admission
s, in fact, medically justified. However, precertifi-
cation 1nvolves costs, and Drs. Thomas Bice and
David Salkever are currently analyzing data which
suggest that the “certificate of need” in fact re-
sulted in a net mcrease in~costs of hospitalization,
probably by about $5 00 per hospitalization. (Bice
personal communication). Not much, but when
aggregated across all federally supported hos-
pitalizations the total is fairly important. Again, an
experimental tnal of precertification migft have
helped A trial (carried out in Hawail) of review of
ambulatory care for appropriateness of treatment
indicated that such review 1s probably not cost ef-
fective, i.e ; it* costs more to conduct the review
than is sayed by reducing inappropriate treatment
costs (The Hawan EMCRO, 1973)

The treatment of patlents in medical
emergehues provides other examples, especially
pertinent in this context, of inadequately evaluated
treatments, some of whiclf were taken for granted
with some unfortunate results. Standard treatment
for burns, as an instance, for many, years called for

' a;immlstratlon of intravenous calcium along with

* massive blood transfusions, a practice now re-
garded as harmful because the Farge amounts of
calcium may induce tardiac systole. The
Trendlenburg position (head down) for shock vic-
ums was recommended after World War | on the
asis of experience with pelvic surgical patients,

# and on that basis al()ne At was accepted as good

practice for 50 years or more. It is now known ‘that
that position 1s wrong, the preferred pesition
being with the patient’s torso flat and the legs
someafhat elevated. The Trendlenburg position
example does illustrate the problem that arises
when a treatment 1s better than some known alter-
matives, e.g., it 1s better than having the patient flat
or with head elevated, but not the best alternative
available. A parually effective treatment or other

intervention may inhibit\research to a very power- -

ful degree.‘

Evaluation: begin at the beginning.

If good evgluation.is to be accomplished, we

believe firmly that it must be planned for, and’in
fact it should be bwlt in during the initial stages of
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program .planniﬁg and developmgnt. ‘Once [bef‘. .

are underway, programs have a strong tenpdency to
develop their own Internal logic and momentum so
that it is very difficult to probe into them to de-
termine their effectiveness, et alone to change
them. The very examination of a program from

the standpomt of its outcores becomes qunte trainees earh year. Viewed as-an evaluation of the *
threatening. People become identified wlth pJo: ' seven specific programs the research would clearly
grams and )‘evelop a proprietary lnterest m them hdve been dreadfully éxpensive. On the other

at the veéry least. In some instances the interest be-

. comes material. ‘As an example of the former, it is

very clear that any .proposal tqgevaluate the’per-
farmance and effectiveness of volunteer rescue
squads would be likely to meet. with great resis-
tance from the sguads to be evaluated. But the re-
sistance would 3[ ‘be any less if one were to pro-

"pose a.comparative evaluation of emergency

rooms operated under hospital .control and those
operated by contract with an outside firm of
emergency physicians. The Experimental Medical
Care Review Organization (Evaluation of Hawaii

. . . .
. ' h
e - ’
t

little gogd information on wI]lch to make a_,udg—

ment of wHat is happening. -~ -
Many -sithilar examples can easlly be. found

There was a $3 mﬂ]lon dollar proposal to evajuate

the pelzformance seven nurse pkactioner

(PRIMEX)" program;, each graduating only a few s

- hand, viewed as an evaluation of protetype pro-
grams ' for potential ‘nationwide implementation,
the research could have been considered % real
bargain. Evaluation of 911 systems is not bemg ac-
complished, in- part because the cost of evaluating

any one installation would-seem disproportionately.

great in relation to the cdst of the system, say in

" one or two counties. Yet the aggregate cgst of 911

systems across the country will be staggermg, and
they will all be in place before anyone discovers
whether it is really a good ldea or not. By that tfme
it will be too late. - .

L4

. EMCRO, 1974) in Hawaii engendered great hostil-

- ity in the local medical community when it pub-
lished a study interpretable as indicating that sub-
-scribers to the Kaiser Permanente prepaid health

Heavy expenditures for research can also be -
Justified when risks ofghad outcomes are substan-
tial and when those outcomes might not be easily .
reversed. How much would it have been worth, for

1

‘plan might be receiving better medical care than
those citizens seeking attention from private prac-
tutioners.. The best way to maximize the chance
that an évaluation can be- groperly and correctly
carried out is to build it into the program plans

from the beglnnmg

N .
. e

Evaluation is often expensive.
o,

The potential expense of research cannot be
glossed over. Program evaluation is rarely cheap,
or at least rarely both cheap and good. However,
one’s perspective op the cost of research has to in-
clude the cost of the program or the treatment to
be ‘implemented, in some cases the cost accumu-
lated over a goqgd-many years. The perspective also
has to include séme estimate of the likelihood that
the change or intervention planned might actually
be harmful, the likelihood that whatever had ef-
fects'might result would be reversible and at' what
cost, and the likelihood that a program might be-
come a model for wide implementation. Even very

expensive research may be worthwhile under some -
. circumstances. For example, one group was asked

to, develop a plan to evaluate the effectiveness of
an areawide EMS for which a federal grant of

-about $900K had been received- After due

thought to the problems involved the planning
group came up with an evaludtion proposal which
would have cost about $1.5 ‘million, a result which
caused a great deal of amusement and even dero-
gation in some quarters. However, there are now
"more than 200 regional EMS, with many millions
of. federal dollars being spent, and still with very

.

example,.to have done a definitive evaluation of |

the effects of thalidomide? Utilization of various
paramedical personnel would nof seem to be com-
pletely without risk, and. at least some of the risks
that are imaginable are also substantial, and the
expenditure of fairly large sums of money to

—evaluate performance of paramedical personnel
"would seem completely justifiable. Somgg changes

or innovasions need careful evaluation, preferably

- in a limited experiment, because they tend to be

irreversible. It seems scarcely likely, for example,
that it would ever be possible to get the law
changed so as to permit untrained ambulance at-
tendants to function again, even i EMTs proved
not to be any better in performance. It will be dif-

ficult, perhaps impossible, for any community to

abandon its 91} system once it is in place. Nearly
all of the costs are incurred in start up, and by the
time the system might be found to be no better
than previous systems, it would be-too late. A'vol-
unteer rescue squad, orrce replaced by hired staff,
might be extraor(fnarlly dlfflcult to assemble
again. -

To reiterate, research very often costs a lot of

money in absolute terms. Whether it is relatively.

expensive and worth doing depend on a number
of other factors, including especially whether a re-
search effort‘is viewed as addressed to a specific
time and space limited problem or whether it is
addressed to a problem better considered as exten-
Sive in time and space.

More basic research is needed ,

One of the distinct impediments to the kind of
resedrch which all of us would like to see done on

[y
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. Aralnmg is worthwhile, whether it would
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EMSs—and many other health programs—is that
so much basic research, preparatory research,
needs to be done, and there is so little impetus and
enthusiasm for domg it. We would all like to know
whether trauma centers save lives, whether EMT
worth”
while to reduce rescue squad response time from
ten to eight minutes. But we do not know how to

measure outcomes, or even whether, that meas-

uremem is possible. It is disturbingly difficult even
to get basnc data on emergency medical services:
what propoonn of ambulance runs involve un-
conscious victims? what proportion of ambulance
runs involve multi ictims? what proportion of
ambulance runs involvg ‘burn victims of what de-
gree of 'severity? on what proportiori of runs is
basic and éffective asslstance/already being ren-
dered at the scene? The, list is virtually, endless.
The answers mdy be available, Lgit they aré cer:
talnl} not readily availablg@end the unavallablllty
of answers to just such simple questions is retard-
ing research efforts. One cannot, for_example, ex-
pect to evaluate EMT treatment of burn victims 1f
there are very few burn casbs handled. Nor can
one evaluate very well the handling of cases for
which there 1s little varlablllty as mlght Be the case
for certain types of relauvely minor injuries for
which the treatment would be obvious. As yet very’

little is known about. the way rescue teams actually »

function, and unti} that knowledge is obtained, it
will be difficult to advance in other areas. Unfor:
tunately basic research, even in applied areas, is
often tedious, has I(X« immediate payoff, has very

~h fttle payoff of any“ind-to the agencies that are

/ the subjects of the research, and is jot very

-
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o the eftects of even such limited and 1

glamorous It is, unfortunately, only critical.”
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Generalizabllity of findings -

There might be som&onfuslon created’ by
some. of the above discussion because there have
- keen repeated jumps from, local to national Jprob-
lems, from little to big problems, etc. It.is apparent
that the natibnal interest in EMS research.cannot
be, satisfied by purely local problems and d4ssues.
Whether a new director of a department of publlc

szl'&'ty wil] do a better job than his predecessor lsn

ot ‘an ited of interest beyond the locality in which ~
he problem resides."'Whether in a given commu-

teams or shifted around .for convenience in
scheduling is not a question of mu%l; interest in
ashington, D.C. Nonetheless, we de want to af-
firm our belief that even local age
have evaluators available to 'determine
al changes,
whether the evaluators 4re fegular staff members
or consultants We believe that it is important for
local public agenaes to know what they are doing
and what effects they are having. Hower we
ct

/
would also. Itke to suggest that the perspectlve that
Q
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nity rescue squads should be kept togethet in-

ws would do.
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one takes on a problem may determine whether it
is of purely local intérest or whéther it has more
far reaching implicatjons. The questlon of replac-
ing Chief Jones wnté’ Chief Smith is not very in-
teregting, but the question whether replacement of
Chiefs makes any difference when things are not
going well.is at least a potentially interestirig ques-
tion. One investigator has beén able to show that
when baseball teams change managers, perform-
ance of the team generally improves (Grusky,
1963). Could the same be true of the EMS? Simi-
larly, the question of scheduling of rescue gquad
.workers is of more general. interest if- one asks
whether workers consistently assigned
function” more efficientlg and effectively, whethe

th%y tend to develop role speciajties, ar}d other like

questlons ’

In any case, it should beclear that the i
of federal agencies is in research that corfributes
to the general body of kriowledge about the workg;
ing of EMS and, at-least in the longer run, to the
development of policies to guide federal support
for .EMSs. No matter how .praiseworthy on othet
grounds, a service program to benefit ‘2 local
'commumty cannet quallfy as'research. Sull other

research is of such parochial naturgand so far re-
moved from interests of federal policy that it
would not be likely, to.engender much interest at
the federal level. For example, what sort of uni-

form would be most suitable for EMTs in Houston °

might be an tssue of some concern there, but the

implications, beyond thag community would vesy ’

like]y be limited and probably (many would hppe)

beyond,the policy interests of the federal govern-:

ment. Research will-be of greatest:interest when it
i3 addressed to problems of rather broagd concern,
* when it promises to provide new information,
when that new mformatlon wnll be of val#e in un-
derstandmg thé basic processes of EMS functjon.
ing and when the results are likely.to be tfans-
latable into policy statements and action
implementations. -

»

. Prablems tio be resolved .-

“

We do not want to glou over any of the prob-
lems or limitations involved in the type of research
and systematic program evaluation we are propgs-
ing here. Both the probléms and limitations are
numerous and severe, so much so that they remind .
us of Winston Churchilt’s comment ‘that democ-

racy is a terrible form of government, having as
virtually dts only strength the facuhat it is prefer:
able to any alternative. Whatp(ﬁe ternative to
" 'determining whether opg{!reatmen work? Prof.
Erederlck Mostellef‘éum.ra)legkd L ke only al-
ternative to experlmﬂlhh .mt,h P ple’Ns to fool
arotmnd with people (see, Gy ib@rt |31 '& Mostel-
ler, 1975). * W X .
One disgncg l’lmntatn b\{pﬁg‘ram evalanon
')JS that admm_wtrhtors muSt often make dcmsnons in

[y
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a time frame that dogs not encompass the deter-
mination of effectiveness of a proposed change.

We suspect’that at least some of the urgency of de- .

c15ion making may be exaggerated but nonethe-
less®if an incempetent person must be fired and
replaced there will befno time to evaluate the ef-
fects of the replacement. The reorganization of, a
hospital and community health system may force
changes in emergency 'medical segyices which can-
not be evaluated' before being mdde. However, in
stich problems merely reinforce in the
~§trongest way the case for doing research and
evaluation whenever it is possible. By having avail-
able a good data base, by having access to a fund of
‘acc‘umulated research, by lmowing the results of
evaluations of programs similar to the one bclng
considered, it should be possible to make more in-
telligent, informed decisions with a muich higher
probability of“payoff. Thus, for example, the
twenty-five year research progra’m of Prof. Fred
Fiedler on effectiveness of different types of lead-
ers in different types of settings provides at least
the possibility of doing better’in the replacement
of an executive than merely hoping that the most

available candidate will be an improvement (e.g.,’

Fiedler, 1971) Ehough is known about media

campaigns to inforn the public about some service .

that one need not start from scratch in designing
an information campaign about a 911 system, .g..

we know’ ‘that public service TV announcements
are rarely broadcast at prime times. Whatever in-
formation is* available about organizations, pro-
grams, etc., has come from research which was
done when it was pOSSlble The opportunity todo a
good piece of research lS not a regular occurrence,

and nQ good opportunity should be passed up.

‘The work of Nathan Cap‘lﬁn of the bmstu,utc of
Social Research at the University of Michigan has
shown that there are sgfne fairly cleaUumtatnons
on the utilization of reséarch findings in policy de-
cisions (Caplan, Morrison, & Stambaugh 1975).
One of the clearest limitations was the reluctance
of policy makers to consider the use of research

not done in their own settings. That is a very seri-

ous limitation if it persists, because it is obviously
impossible to replicate every bit of research in
every setting. In some degree there is' going to
have go be an effort made to educate adminis-

tratord to the use of research findings and to de-
heir parochialism and sense of umquegess '

creas
and t f“l’r fears of being wrong on occasion.
Perhaps more stress by researchers on the more

generalizeable features of their work would be

helpful and that suggests again the importance of
“the perspective in whlch the work is'viewed. While
l&&rue that no two cities, nor *auy two hospltals,

ny two rescue squads are quite allke, it is simi-
larly true that yio two cities, etc., are entirely dif-
ferent. One needed and promlslhg line, of research
_ that’ could be cat:rled out as easily in the EMS field

B .
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as any other is the conditions under which change’
occurs, innovations.are disseminated, and research
findings are utilized.

We would like to conclude this section by re-
verting to the point with which we began. The
making of decisions about provision of public serv-
ices is a complex matter that must take economic
'loglstlcal political,,and other realities into consncg
eration. However, we believe that the effectiveness
of a -proposed change innovation, or program is
an equally vital reality which gfust be a factor in
the decision of an administrafor. We would grant
that for political purposes an admmlstrator might
very well adopt a program known to be ineffective
or of little worth, but that decisign is better m
in full knowledge of the program’s lack of worth,

" even if the administrator then runs the risk of

being considered cynical. Perhaps it is better:to be
cynical than to be gullible and naive. An adminis-
trative body such as a city council may not want to
vote funds for a program because of fear of citizen
reaction to higher tax rates, but, we believe that
those citizensare\ietter served if the city council
fails to enact a prégram in full knowledge d‘l its
actual social worth. When I buy a car, its perform-
ance!naracteristics\ is-not the only factor affecting

ision, but I want to know them. Ignorance
is bliss only until, inevitably, its consequences catch '
up with you.
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‘Evaluation Research:

What Is |1[ -
and How Is It Done?

. , N
Linda Victor-Esrov
Psychology Department
" Florida State University
Tallahassee, ¥lorida

The term “evalyation” 15 currently being used in several dszere;u ways with undely different implications for how evaluations should
be carried out.,While there 15 no one definition of evaluation that can be claimed to-be the correct one, there are some evaluations -
that are,more* pmelratmg than others. It 1s important to know in what sense the term 1s being used when evaluations are sad to be
dmmfgr to kave been accomplished. In this paper Linda Esrov, an evaluation research metho%logul describes the types and le-z;els

of evaluation that are in current favor P
f

Over the last ten years or so a confusing vari-

ety of activities have been lumped together under

the heading of evaluation research or program
e\aluatlon Fhis diversity is so pronounced that 1
assume that’ many people, upon picking up a vol-
ume entitled “Final Program Evaluation Report,”

- MOUl’d be hard pressed to predict much of any-

+ >
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thing about what type of information is inside. Be-
cause of this diversity authors who have tried to
provide a comprehensive definition of .program
_ evaluation, one that covers all of ¢ b%{ypes and
" levels of evaluation activities, have forced. to
produce broad ggneralities such 'as the fetlowing.
Programy evaluation is any assessment or informa-
tion that allows one to reach decisions. on pro-
grams (Bernstein & Freeman, 1975). The vague-
ness of this definition is a testimony to the fact that
. being more explicit would have excluded some-
body who was doing something that he/she called

luation research. This definition does, how:
ever, make’ the ‘contribution of asserting the pur-
pose of evaluation research or program evalua-
tion. It has a generally agreed upon, applied
purpose, that is, to aid decision-making concern-
ing,' pgograms. However, this definition leaves un-

at least two lmportant considerations:

e level of the evaluation (i.e., what is it
abou#the program that is being assessed or
- evaluated),

(2) the methodology of thé evaluation (i.e.

(1

how-is the assessment or evaluatlon to be,

i

done)
If onesncludes these two specifications in a defini-
tion of program evaluation, the definition no

.longer refers to the multitude of activities under-

taken in the name of evaluation. Instead, ut defines
a specific type of evaluation and consequently
excludes other types. For example, one might de-
fine what is generally believed to be the most sci-
entifically defensible type of program evaluation,
namely evaluation as a controlled experiment (e.g.,

1

.

Jypes o

»

Suchthan, 1967; Campbe%, 1959; Weiss, 1972;
Reicken & Boruch, 1974; Bennett & Lumsdaine,
1975), as the use of the social sciemce methodology
of the controlled experiment to assess the extent to

- which’a program is successful in bringing about

the desired changes in the target population. This
can be viewed as one type‘Of evaluation. Accordm/g
to this definition what is bemg evaluated is the
program’s outcome or effegtiveness in producing
change and the method to be used is tha(\of the
controlled experiment.

As has been mentioned, however, there are
numerous definitions of program’evaluation in
addition to this one of evaluation as a ‘controlled
WSXperiment. It is being sugges;ed here that one of
“the ‘reasons for the diversity is that different
people are talklng about different types of evalua-
tion activities when they define program evalua-
tion. Tt is also proposed that two characteristics, 1)
level (what is being evaluated) and 2) methodol-
ogy, vary across different definitions of evaluation
research, and therefore should be useful as a
means to classify™different types of evaluation. Ac-
cordingly, these two characteristics will be used to
develop a descriptive classification scheme that will
auempt fo include most of the activities that are
currently labelled.evaluation research or program
evaluation. The rationale for such a scheme is to
provide descriptive information so that one is bet!
ter able to differentiate among various evaluation
activities and hopefully to reduce some of the con-
fusion that is related to-the term “program evalua-
tion”. Indddition to the description of différent
evaluation activities, an attempt will be
made to point out each type’s contributions to
decnsloﬂmakmg along with its limitations. Exam-
ples of evaluations from Emergency Medical Serv-
ices will be considered within thls framework.

Levels of Evaluation: What Is Bolng Evaluatod?
Oof the possibilities as to what it is abom‘a pro-
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gram that is tg be evaluated (i.e., assessed in order
to aid program decisio king) five will be iden-
tified. These levels are:

(1) program planning or objectives

(2) program implementation or structure

-~ (3) program operation or process
¢4) program’s production of desired change or
outcome ’ )
*  (5) program impact. e

When assessing level 1, program planning,
one is dealing with the characterization of the so-
cial problem area lncludmg what it is that needs
improvemem. This also includes the- definition of
programmatic elements apd the setting of goals -
and objectives. - -

When assessing level 2, program implementa- .
tion or structure, one js dealing with the inputs of
the program ‘such as resoyrces, equipment, man-
power, facilities, etc. Often administration is
included. : . .

When asselsing level 3, program operations or

process, -one is dealing with the performance of
daily program activities; the services delivered, the
practices, strategies and intervention effofts—"
) Whe? assessing level 4, the prograr’n's produc-
tion bf desired change or outcome, one is dealing
with the overall éffectiveness of the program to
meet its predetermined objectives.” These objec-
tives usually relate to measuring improvements or
changes in the target population.

When assessipg level 5, program impact, one
1s dgaling with®utcomes that extend beyond-the
specnf'c individuals who are served by the pro-
gram, that 1s, the effect of the program at thg
broader community level

h viewing these five levels of evaluation or
what is evaluated, it can be segn that they evolve
from the immediate consideration of decjding
what form the program is to take (level 1) to the’
intermediate concerns of producing the program “
and delivering its services (levels 2 and 3) toahe
ultimate notion of determining if the omcorny

a

.both individuals and community, were wha

desired (levels 4 and 5). It may be that evaluation
at each of these levels can profitably accumulate to
produce a particularly comprehensive program
evaluation. However, even if evaluation is not to
be carried out at all of these levels, it will be
suggested later that a number of combinations of
these levels of evaluation are very compatible due
to certain methodological issues.

The importance of recogmzmg the level of
evaluation with which ¢ne is dealing should not be
undert;mp'ﬁ_aslzed One of thee two most obvious

~ shortcomings of many evaluation projects results

from the lack of recognition, of what it s t?:t is
actually being evaluated. The'mistake often Made
is to assume by demonstrating success at one level
that success has also been demonstrated at another

. . /‘-
— z
L4
.

just because a program was implemented. as
planned or according to certain standards, its ef-

~ fectivefSess in producing the desired change in its " '
- et populatyon has not been demonstrated. "s

. Methodology of Evaluation' Ho® Is it Done? .

in order to deal with a given level of a pro-
gram in an evaluative manner one must’use some
means of-assessing worth, value, or success It
should be recognized that an evaluative assessment
is always a comparative process. There can be no

_ absolute evaluatian. If a program is asserted to be

~

" effective or successful, some type of Comparison or.

contrast has been made. This comparlson may be’

lmpllcn or quite exphcnt For example, on an im-

plicit basis the comparison may be that this pro-
gram is as good as other programs that one has the
impression are successful or that thls ‘program is
much bétter than one’s lmprresslon of many other
programs. The comparison process can also be
made much more’ expllcnt As will be discussed, the:
use of experlmental design formalizes the need for
compar(!sons through the use "of comparison
groups or control groups. .

The need for comparisons in order to reach
valid evaluative conclusions should be emphasized.
The second of the two most obvious shortcomings
of many evaluation projects is that they often claim.
more than their methodology can show. Many
studies make what Campbell and Stanley, (1966)
call the “error,of misplaced precision”. These
stydies attend-at great length’ to the collection of
data concerning one program but are little con-
cerned with the comparison of what conditions
would be like or what results would be produced
wnthout the program or with an alternatjve pro-
gram. The error is often tg assume that all of the
details that one has measured af€ causally related to
the one program. This cannot+usually be demon-
strated without explicit compariscn unless it is
complétely implausible that anything other than
the program itself could have produced the re-
sults. In’the realm of social programs this state of

- certainty doés not ugually exist.
Of the possnbnh?es as to how to do an ‘evalua-

tion, that is, what methodology is used, four
methods will be identified aJong with comments on

their limitations and assets. The four meéthods are: s

(1) description, .
(2) informal evaluation or rella?,ce upon
. common sense - :

(3) compax;lson with standards '

(4) éxperimental design.

As a method, description is meant to be taken
literally. It refers to the systematic characterization
or description of a situation or area of mterest in
accurate and comprehensive manner. In a sense,
description is nonevaluative and the addition of
one of the other methods (lnformal evaluation;

“.comparison wjth standards, or experimental :
design) applied to description produces.an evalua-

T

++ higher level of the program. This should be rec-
~ogmzed as an unverified assumption. For example,
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tion. Description is included separately here be-'
cause the collection of a descriptive data base is
such an extensive part of many program
evaluations'

There afe many familiar g of .descriptive ”

methodologies. For examplé, case studief can be

- purely descriptive accounts of situations, ‘persons,

or evehls. Surveys seek to provide descriptions and
use sampling methods §0 as to insure that the re-
sults. are representatlve of a certain, population.
Other examples of the use of description are task

" analyses, job descrtptions, and critical incidents

.

reports. -
* The method of informal evaluation is €quiva-
lent to the appllcatlon of' cenventional wisdom or
the use of one’s “commbn sense” in order to make
judgments ‘Informal evaluation can be charac-

" tetized by its dependence upon casual observation
%5 the source of information and implicit goals as

the'cgjterion of vilue or success. It is the unsys-
temayg use of subJectlve judgment to determine
‘worth and really is thé embodiment of our every-
day understanding of the nontechnical word
evaluation. - .
. The problem with recommendlng informal
evaluation 1s 'the likelithood that it will be of vari-
able quality. There is no doubt that at times in-
formal evaluation can be extremely insightful. On
the other hand, informal-evaluation cdn¢also be
supé&rficial and distorted and produce invalid deci-
sions as a result of the reliance upon unrepresen-
tativé anecdoted and unchecked i impressions. The
problem becomes one of how to separate accurate
f?m faulty impressions. .
Using comparisons with standards as an
‘evaluatiye method does factude the important con-

. .5‘9

program and a control group sampled from.the
samé population as the target poup, { re-
ceiving the program.-A comparison o{ e diffe‘r-
ences between these.two groups is taken as an es-
timate of the program’s effects.

. Therefore, 'in its simplest form the classical
experiment is a situation where a.randomly chosen
half of the units unde( study receives the program
or treatment that is being evaluated and the dther
half does not receive the prggram.” These groups
are then measured on the vﬁ?able' of interest (far
example, morbidity) and a co‘mparison is mad
tween the outcomes for each group. As a result of
the controlled comparison and randomization of.
units this method has the ability to show the de-
gree to which the measured results were attained
as a result of the program or treatment. Thus ex-’
permleqts attempt to establish causal relations;
e.g.,.wa pprogram or_treatment the cause of
the obserVed changes in morbidity. The impor-
tance,of, tandom assignment to groups should be
stressed €cause if a comparison group is chosen
b any <ﬁ yer-method either of the following two

sumptlons are required:
(1) thMomparxSOn group is identical tp the
treatment group in all other factors except
. for the treatment being studied,
(Mone can correct for any of the relevant dif-
ferences between the control group and

, the treatment group.

-I‘t should be pointed out that it is often difficult, if

not impossible, to meet these assumptions wtthout-

« randomization.

*
sideration of making the comparison process

efkpltcnt The mgasurement process itself 1s there-
fore usually very objective and the standards can
usually be subjected’ to empirical test. As will be’
Jdiscussed, the validity of this approach; however,
depends upon what it is that is.being evaluated,
(i.e., the level) and the validity of the chosen
standards.

The methodology of experimental design is a
purposeful and explfqe approach to comparative
measurement. This method is particularly well-

ich of two or more treat-
mients'or programs is m re effective or more suc-
cessful The classical experimental design in its

. simplest form incorporates two important ideas:

random assngnment of units (such as patierms, hos-
pitals, etc.):and a control or comparison group. As
Boruch (1974) has-noted, this comparison often
takes one of two forms: the historical comparison,
which is the basis for time series designs, compares
the condition of the target group after the- mtrp-
dliction of the program with the condition prior to
the introduction. -A coritemporary comparison,
which is the “standard”‘control group, makes a
comparison between the target group receiving the’

N Al
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In addition fo the type of true experiméfltal '
design that has just been described there aré€ also
numerous other designs which fail to meet the re-
quirements of randomization. Thése are known as
quasi-experimental designs and require that spe-
cial efforts be made to rule odt plausible rival in-
terpretations to the hypothesis that’the treatment
caused the observed differences.

Classification of Types of Eval,uatlon Research
or Program Evaluation: Level (What It Is That Is
Being Evaluated) X Methodology.

Now that we have distinguished among five
different levels of evaluation and four different
methodologies and described each of these briefly |
we can go on to discuss the different types of pro-
gram evaluation that are produced by the combi-
nations of these levels and methodologies. Concep-
tually one can envision a matrix with methodolo-
gies serving as four column headings and levels of
what is being e¥aluated serving as five row head-
ings. .

" The twerity cells that are produced are what we are
referrmg to as “types’ of“valuation Actually this
matrix oversimplifies the situation quite a bit.
Some of the cells probably “do npt exist’ or only.
-rarely. Some types ‘of/evaluation are done at more
than one Jlevel and include.more than one

\

=5

AN



+ F
\ M
. ‘.
Classification'Scheme For Types of
. ... Evaluation Activities
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methodology and therefore are,deﬁned;%more
than one’cell. And in at least one rather impdrtant
_instance a tvpe of evaluation 1s done at a level that
1s included 1n our matnx (program mmpact) but
with a methodology.that 1s not included in our
matrix This 1s cost-benefit and cost effectiveness
analyvsis There are probablv other omissions but
despite the aryficiality of this matrix 1t 1s hoped
that.it will serve the tiseful funcuon of structuripg
the following discussion and, examples of npes of
rogram evaluauon.

pes of Program Evaluation

Evalnating program planning or objectives As has
been mentioned. lewel 1, program planting. ¢on-
cerns the social pr()blem area including what 1t s
that needs improvement [f a specific program has
already been suggested. this level of evaluation at-
tempts to aisess ‘whether the contemplated action
1s necessary 'or to determine whether 1ts stated ob-
jectives are appropriate If a parucular program 1s
not yet specified but action is pnder consnderalmn
* evaluauon for program planning concerns the col-
lecuon of infermauon that can help lead to the
specification of objectives. As a result of this proc-
ess these objectives should then be related to resol-
“ving a known social problem and meeting the
needs of the group to which the program is di-
rected It can be noted here that in order 1o per-
form higher level evaluation acuvities, particularly
the determination of program outcome or effec-
tiveness, it is necessary to state objectives 1n terms
of measurable outcomes. Thi$ should be done in

- the planning stage so that the program will be im-
plememed th order to best attain these goals

Evaluating-level 1, program planning, is'an
1ssue of needs-assessment and it would appear that
the methodologies of description and informal
evaluatioh are best suited to this end. Thus
needs-assessment surveys or censuses,can be con-
@ cted prior to the implementation of the new
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progeam. These might utilize some type of healll"
status indicator as a descripive index.of health as
it exists.pyior to program 1mplémen1al|on The
" method will probably not remain descriptive bat .
will become evaluauve whern present health status
is compared wnh_the health level that is desired or
expected. This 1s probably done on an informal
«evaluative levél but the possibjlty exists that there
are explicit standards that can be used for com-
parauve purposes. . -

In,Emergency Medical Services descriptjve in-
formation has often been collected regarding the
unmet need for ambulance services. These data

. @wicern those patients who arrive at the emer-

gency room with conditions serious enough to jus-
ufy emergency transport” but wh® have not” re-,
ceived such transport. If these data show that’
many persons (foo many acoordmg to an informal-
evaluation process) are not receiving emergency
ransport, they are useful fo judge the necessity of
a p,r((gram 1o provide more emergency vehlcles,
etc. and to judge the gppropriaténess of this pro-
gram’s objectives to solve this unmet need s

In Emergency Medical Services Systems collec:
tion of des¢ripuons for thé determination of sys-
tem level objecuves is less likely.to occur because
there already exist standardsof a sort, the fifteen
points of the Emergencv Medical Services Systems
Act of 1973, \ _

In arecent project to develop a curriculum for
training I:mergenC) Medical Services adminis-
trators a needs-asséssment survey could have pro-
duced useful information for guiding the de-
velopmént of curricular materials. It could have
been of additional benefit.in helping 1o predict the

‘hkelthood of recruiting persons for such training
" at both the initial syte and other proposed sites.

33

The evaluation gf program planning and ob-

*, jecuves 1s not really compatble with the methodol-

ogy of experimermal design. Descriptive methods
such as surveys are particularly good for telling
one the present state of “the world” and evaluating
planning 1s the assessment of whether the plan and«
objectives fit “the world”. .

Thus the type of evaluation that comes out of
the combination of level 1. program plannmg and
déscrlpuve ahd fnformal evaluation can be consid-
ered needs-assessment 1t 1s unlikely that any effort
at program evaluatuon would- stop at this initial,
level of determining need. However, 1t 1s possible
that if certain survey questionnaire items asked if
persons would, for example, find.more ambulance
services desirable, and the response was quite
fayorable. then the assumption might be made as
to the probable worth of the new program for in-
creased ambulance services. The lack of any in-
formation: on ffie objective worth or* effectiveness.
of ‘these services, howevers, makes this assumption
totally untenable. Tlis type of’evaluation, namely
needs-assessment, is prbbably well-recognized as
occurrmgal the level of program plannmg
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Evaluating program implementation ar structure. *  what operations do occur ir an on-going program
In evaluating program implementation,. ene is it gan be suggested that much of what is termed
dealing with the inputs of the program Such asre- * evaluation occurs at this level because evaluation
sources, equipment, manpower, facilities, etc. As»  here overlaps considerably with management and
sessment at this level s most appropnatg for what administrative activities. As part of the Emergency
can be called comphance-control ¢Alkin in Weiss, Medical Services Systems Act of 1973, those sys-
1972).xThus through ‘the use of descnpt%n of the temns receiving feder4l funding are requirkd to in-
resources and facilities of a program it is possible clude a evaluative component. This/is often
to compare ‘whether or not the program contains | - adhered to through increasing the visibility of”
the elements proposed during the*planning phase,  those (usually informal) evaluative activities that
or.to comparepﬁxether or not the program is in occur as part of the program’s internal manage-
¢ompliance with certain guidelin€s or standards ment. As a result of this, program evaluation often
forits strutture,Thlaﬁpe of description of struc- becomes characterized as a‘confusing mixture of
ture is often required for funding purposes. One management and science. .
of the attractions of-assessing the level of program " The ¢Bmbination of the level of program op-
implementation is.that thé information to be col- erations and the methodology of description alone
lected at this level is concrete and often easily ob~  or in combination with-either informal evaluation
tained. However, problems arise whegghe assump- or comparison with standards can be termed de-
tion 1s, made that by describing i ,»one has scriptive monitortng. This is an important activity.
evaluated more than the, program’s lmpleme:/l(arﬁ Through the use of descrlptlon at the level.of pro-
tion Gibsen (1973) has pointed out that the Fed- gram operations one cin kharacterize exactly what
eral Higgnay Safety Act of 1966 contained what activities are occurring as part of the program.
were called “performance™ or “outcome” criteria | Operations research and systems analysis go to
in 1ts Standard No. 11, Emergéncy Medical Serv- - great lengths to descriptively characterize what ac-
1ces. As 1t turns out these criteria were almost ex- tual operations occur as part of the program, and-
Clusivels concerned with inputs or program im-- what the organizational functioning of these.op

plementation, not with outcome measures or pro- . atons is, including a description of the relations or
gram performance However, the assdimption that  ‘links to the other parts of the system. Descriptive.

was being mad€. as Gibson (1973, p. 427) puts it, monitoring provides the informatiop necessary to
was_that “if faclities exist, they are used, and if determine whether the target” population of the
used thev make a difference”. Thusit wasassumed,  program 1s being reached and whether the ac-
that the inputs were related to opérations or proc- = tivaties that -are -occurring are actually those that
esses* and that these operations necessarily pro- were specified at the planning stage as being re-
duced the ‘effective cutcomes of.good medical ° lated to the program'’s objectives. These are impor-
care Similarly accreditations of Universites is tant contributions and it will be suggested-that
often made on the basis of number of books in the even at higher levels of program evaluation this,
library. number of Ph D.’s on the faculty. etc. and * informauon 1s valuable, if noi.necessary, fof a .
as with Emergency Medical Services, this emphasis ) comprehensive evaluation plan. .

on' resources and facﬂmesfioes not necessarily The problem ;hat occurs with descrxptxve
provide evidence on effectiveness. EffMeness is . montoring is related to lack of recognmon of the
another level of evaluation and the assumption of  level of this evaluation. The description of services
the relatl()nshlp between inputs and outcomes delivered is not necessarily an indicator of pro-
must be verified. ’ - gram effectiveness. Those who would suggest

Thus evaluation of thedevel of program im- stopping evaluation at this level make the assump-
plementation through descriptiom and possibly ton that the effort expended and the efficiency of
comparison with standards produces what we have . the services are ends in themselves rather than
called compliance control. Tt does not appear that means. Certainly ap efficiently run system and the
experimental design 1s an appropriate means for delivery of services may be necessary for praogram
assessing complhance control The misleading confu- effectiveness, but they may. not be sufficient, The

* sion of this Tevel with the level of program effec- » well known evaluative criteria of ambulance re-
tiveness may be based on the use of a questionable .sponse time and “total rescue run time jn Emer-
evaluation process: the conventional wisdom gency Medical Seerces are problematic.examples
suggesung that good faalities an resoqnces will of remaining at'the evaluation level of program
result in good outcomes. operations.

Evaluating program operations or process. In Another ratipnale for stopping evaluation ef-
evaluating level 3, program operations or process, forts -at the leve] of program operations is that
one 1s dealing 'with-program activities; the services program objectives may not have been operation-
delivered; the practicesystrategies, techniques, and ally defined in terms of measurable outcomes, or
intervention efforts. It is at this level that most 6f the outcomes may be uncertain or difficult tq
the activities that are labelled evaluative occur. measure. Thus evaluators may rely on the use of
While not degrading the importancg of knowing illustrative incidents, case reports, or testimonials
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to provide both description and informal evalua-
tiens of effectiveness. Again, this raises the issues
of confusing the level of operan()ns with the level
of outcome. . f "
Alternauvely, etaluations may use comparison
with standards in order to make the leap from the
measurement of ()pCl‘d[lODQ\[O the assumpnon of
effectiveness. This 1s a common method used for
assessing the quality of medical”care. In a recent
study. Frazier, Lallv. and Cannon (1973) evaluated
the quahty care given by emergency medical

techmicians by comparing the activities that the

technicians performed -with what they called.

mandated treatments’ Mandated treatments
were explicit process standards of what treatment
should be given 1f 2 patient presented with a par-
ticular sign or ssmptom complex. While this studz
provided some impartant information toncerning
emergency medical techmaans” activites. 1ts value
as an index of quahty of care 1s dependent upon
the relationship between the standards (mandated
treatments) and patient outcomes

Medical care 1s also often evaluated through
the use of expert judgments This can be seen to
be the comparison with standards methodology 1f
one notes that experts are assumed to have useful
internal standards or imphat prosess criteria of
what 1s usual or acceptable as a 6r??ult of their
training and experience Again the vahdit of
comparing program operations with standards.as
measures of program effectiveness 1s dependent
upon the vahditv of the relatormship betwegn the
end result (e g . patient outcome) and the opera-
tion This vahdity mav have been tested through

earlier studies as 1s the case with many professional «

standardg.for wWhich data éxist clearly supporting
the desirability of the operations However. man
practices go on becguse of tradition and profes-
smnal values ratlrer than data concerning effec-
tiveness As Bernstein and Freeman (1975) pmnt
out this 15 the case for the evaluation of school
health prégrams where the annual phyvsical exams
for children are probably inappropriate evaluative
critefia.

Thus. the level of program operations can be

vahdly assessed [hrough the means of descriptive
monutoring Experimgntal design 15 probably not
necessary for this purpose A common problem.
however. 1s to assume that one has evaluated more
than the levet of operations Procedures that com-
pdre program activities with standards not for de-
scription and compliance alone but for making
Judgments concerning outcomes. must recognize
\' - the p()SSlblll[V of invahd causal links between the
“activities and the outcomes. .
Evaluating program outcome or production of the
desired changes The level of evaluation dealing with
program outcome or the production of the desired

.

changes has been defined as-dealing with the aver-

all effecuveness of the program to meet its pre-
determmed -objectves. As was*no(ed these objec-

ERC |

tives usually relate to measuring improvements’or
changes in the target population. For example, the
objectives of Emergency Medical Services Systems
may be defined as the prevention of disability and-
suffering in persons with injury or acute illness
(Willemain, 1974). Thus assessing program out-
wmes 1n Emergency Medical Services can be done
in terms of the reduction of death, disabiliyy and
suffering or alternativelv in terms of improving
health status. . .

The combination of level 4, program outcome
measurement with description and informal evalu-
ation, can result in the case study. In this type of
evaluation imformation is collected on the target
group only after exposure to the ptogram. The
criteria that are measured mav be appropriate
operationahzatiens of the stated objectives or this
method can also be used when objectives have not
been operationally defined In either situation, the
case studv provides a completelv 1nadequate as-
sessment of the program’s effectiveness or produc-

tion of desired changed There 1s no exphat com-,

parison which altfows one ro attribute observed
changes to the program itself The onlv compari-
son 1s an informal. Implicit comparison with one's
previous experience As has been noted the prob-
lem with any tvpe offinformal evaluation 15 1ts un-
Kknown biases ‘

- The methods of description. informal evalua-
tiont, and comparison with standards at the level of
program outcomes can also produce what can be
called performance monitoring This 1s vers much a
part of operations research. and systems analysis
and differs from descriptive monitoring 1n that the

-actual operationalizations of the program objec-

tives are being assessed (le®el 4 rather than level
3) Often spedific performance objectives are de-
veloped or projectibns are made as to what level of
performance should be achieved within a certain
time period. Thistype of forecasting 1s often mpade

- on a weak empirical basis. Compatisons can alsy be

L

© 357 . .

made with past program performance or occ
sionally with the performance of a sunilar
program. ¢ .
Rees (1in Boruch & Reicken. 1975) makes the
pont that the types of information svstems that
are developed for management and performance

monimring are usually inadequate for the accurate
estimatioh of program outcomes Although out-y

comes are often measured there 1s usually no 1n-

formation on comparison groups who do not Te-
" cewve the program Without this type of compari-

son 1t 1s difficult to at[rlbute effects or outcomes to
the .program itself. Rees also notes that event
though time series data are sometimes provided,
that 1s. measurenrents prior to and after program
|mplcmtntatmn they are too short (there are two
few measurement pointsy to be interpreted with
much (onhdence Rees' final criticism of prrform-

ance montloring.as an evaluafive approach to de- -

termine effectiveness of outcome. 1s that 1t 1s mis-

.
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taken to believe.that the\simple collection of in-
formation on program participants, without use of
a rescarch design, can produce good evaluations.
Desplte the problems involved, program deci-
sions are bised on prrformuncempn,tonng "As has
been mentioned, the methodology often conforms

" to the comparison with standards approach (pro-

gram performance is compared with some relative
or absolute standard of expected performance in
order to determine the extent to-which program
objectnes are being met), There is, however, fo
test of other causal factors havlng produced these
results rather than rhe program-uself. Despite this

methodological limiation, perfgrmance monitoring is”

used as the dma base to plan, alter, and adjust
program activities in order to increase thé proba-
bility of achieving program goals.

The defense for utilizing information that is

. - . - .
of unknown validity is, of course, one of adminis-,

tratiwe necessity. Program managers are faced with
the need to take action on the basis of incomplete
information and performance monitoring is often
all there 1s to go on In addition, experimentation
1s not the apswer for all questions of validity n
program planning development'and management
As Campbell (19747 has’noted, much of “this is
mainly a matter of common sense knowing: 1t
wTOuld be cumbersome to do aneexperiment on all
features  manv errors of planmng are visible to
the naked eye” After something is impfemented,
one can often see that 1t is not acceptable or not
what was expected Campbell uses the analogy of
debugging a computer program here It could be
suggested also that if a program manager sought
all of the answers to vahdity questions he would
use much of his tme and resources without deliv-
ering manv services.  * -
‘There 15 a problem though. if one’s orfenta-
tion 1s to equate evaluation solely with a model of
continuous performance monitoring for 1m-
mediate feedback to make revisions andralterations
of program elements. In curriculunf” evaluation
where this tvpe of continuous monitoring with
feedback 15 known as formative evaluation, this
process 1s considered as a precursor to a summa-
nvk or outcome evaluation. . Thus if the real ques-
.tion of interest concerns the level of program out-
come or effectiveness, program managers should
be encouraged to go bejond performance
monitoring and to introduce planned variations
into their projects. There are opportuntties for the
evdluation of the effectiveness of different
.strategies and different comporfents through the
use of experimental designs. In addition, program
managers can begin to collect betfer ‘time series
data so that if true experiments prove unworkabie,
quasi-experiments can be attempted.
. 'The evaluation of level 4, program outcome,-

P 4 >
classical experimental design including random as-
signment of subjects to the treatment-condition
and a control-no-treatment condition has been de-
scribed eartier along with its advantages. The most
lmportant issue is that an appropriate cbmpanSon
must exist so thag the measured changes or out-
comes can be causally’ llnk@d to the program or
treatment and can not he accounted for*in other
ways : .

* A number of research pI'OJCClS in Emergency
< Medical Service$ have utilized the cdmbination of
,outcome measurement and experimental design.
. For example, Wortnran (1975) reports on a study
by Fletcher where the effectiveness of a “follow- -up,
clerk” in an gmergency #oom was being uated.
This study included measurements at both the op-
erations. (process) level and at the outcome level.
The methodology was the claséic experimental de-
sign. Patients who came to the emergency room
were randomly assigned to.either a “*follow-up
clerk” who phoned to remind them to keep' ap-
pointments or to the usual procedure of receiving
only an appointment slip. At the level of opera-
tions the clerk was successful in encouraging more
people to return for treatment as compared with
the control condlt-Kg[ And records showed that
« the “gncouraged™ pdtients received significantly
more diagnostic tests than their control counter-
parts. However, when outcome criteria of health
were measured, there was no dlfference between
the two groups. This study thus suggested that
there was not a causal ink between health.care and

increased health in this situation. .

A study 1s béing ‘conducted in Chicago by
Sherman (1976) to evaluate the effectiveness of
mobile intensive care units (MICUs) in reducing
deaths due to myocardial infarction. This study at
the outceme level is utlllzmg the research design
of a mulgple time series This design involves a
historical.comparison process. A number of -
Chicago area communities:have recently im-
plemented MICUs and Sherman plans-to gather
mortality data both prior to the implementation of
these units and subsequent to it te determine if the
introgduction of MICUs changes the pattern of
these data. ¢ '

One point that should be made toncerning
experlméntal designs at the level of program out-
comes is that sych studies are often greatly en-
harced by the collection of evaluative data at the
level of program operations or processes. It may,

., appear’ obvious but it is a good idea to know
. exactly what tooke place during a program other-

wise one may be dealing with the outcome or effec-
tiveness of a treatment that is very different from
what one thought one was examining. To illustrate .
this point, Hyman and Wright (1967) relate a story
aboyt the evaluation of a propaghnda campaign

through the methogd of experimental design is ¢ based on the distribution of fliers. Due to a severe

‘generally considered the most appropriate way, to
“measure program effCCllV/ehCSS or outcome. The

N - v -

shortage of volunteers, however, it ®as never pos-
sible to distribute these fliers. Thus had the evalu-
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ation taken place, the conclusion ghat the distribu-
tion of literature was not effective in producing
the desired outcome attitude change, would have
~ been qune misleading. While evaluating a hiterally
nonexistent treatment may not be too much of a
threagto Emergency Medical Services, the collec-
Hon (& process data can provide other useful in:
formauon. The foIlowmg are some |mportant uses
of process informatioh: —
(1) Process information can provide data con-

+ . cerning unanticipated or undesirable as
-. well as desirable outcomes. .
%5, (2) Process data can provide an independent

" cross-validation of the outcome effects.
(3) Process data can provide important infor-

.mation for estmating the plausibility of’

“rival threats to interpretation in quasi-
experimental designs

(4) Process data can provide information for
new hypotheses.

\Evaluating program impact. Rrogram impact was
defined not as the equivalént of program outcome,
as the term is sometimes used, but instead as the
effect of the program on the broader community,
those outside of the population consisting of the

consumers of the program’s services Therefore -

what 1t 15 that 15 bemg evaluated 15 community
outcomes - :

This level of evaluation can becombined with
anv of the methodologies but it 1s most likely to be
assessed through description. Thus a descriptive
base that 1s broader than the population served by
a program can be -part of program impact evalua-
tion. As*Atkisson et al., (1974) point out the “social
ecologv” of the whole communnty has become an
important area of concern for evaluation.

Community impact can also be assessed in a
research design which 1s testing the hypaothess.
would this community be any different if the pro-
gram did not exist or if the program had taken a
different form? This type of evaluation can be par-
ticularly useful if the-program.is predicted to pro-
duce effects at the commumnity level. It would seem

"in Eme;"gencw Medical Services that a study de-

signed to evaluate the effecuveness 6f categoriza-
tion or health planning councils should attempt to
assess commumty impact. Thus the effects of
interest would be system effects rather than indi-
vidual effects.

If it were detetmined that the role of Emer-
gency Medical Services Systems appears to be to
change the site of death from in the field to in the
emergency room (as*as been hypothesized by
Glbson) a legmmate question concerns the impact
on the’community of these services.

It can also be suggested that when cost/benefit
and cost/effectiveness analyses are apphed to pro-
grams what it is that is being evaluated is program
impact .

Cost/benefit analysis can be viewed as a step
~R5~ the level of program outcomes both betause
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it utilizes information on outcomes in order to .

quantify benefits a dﬁd because it deals with social
évaluations not inddvidual evaluatipns. Cost/benefit
analysis is.an approach which att mpts to quantify
both the costs and benefits of programs in offder tq
detetmine whether the benefits achieved by a pro-
gram exceed the cests. This approach appears to

be best suited to comparisons among alternatives."

Since few programs can be justified at any cost,
this type of analysis produces informationthat is
rélevant at the community level. ,

In summary, a classification scheme has been
suggested which describes types of program evalu-
ation activitids in terms of what it is fat is being
evaluated (level) and how it is done (methodology).
The five levels of evaluation considered were:-(1)
‘program planning or objectives; (2) program im-
plementation_or structure; (3) program operations
or process; (4) program outcome or ability to pro-
duce.change and (5) program impact. The
methodologies were (1), description; (2) informal
evaluation, (3) comparison with standards, and (4)
experimental design. Two persistent problems in
the evaluauon akga appear to be lack of the recog-
mtion of the level the evaluation and lack of
recognition of the limitations of certain methodol-
ogies Examples from Emergency Medical Sérvices
were presented and the suggestuon was made that
comprehensive evaluation strategies should in-
clude more,than one type of evaluation
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In designing résearch on the effectiveness of some program or bther intervention the problem 1s to desigrt Yhe research 1n such a way 33

as to produee data which are as unambiguously interpretable as possible. The interpretation which 1s destred 1s that.a particular
program or treatment defini®ly did or defimately did not have an effect on the outcome vanables measyfed.’In the follourng paper
Sechrest, an evaluation research methodologist, discusses the problems that are involved in designing research which wnll produce
convinang results . J ) )

v
- -

. . 4 o »
The aim of every evaluation project should be *  tion of several cancer victims, are only three
to produce an unambiguous inference concerning * .instanc® of a multitude of sertndipitous observa-
the worth of the intervention being evaluated. To ' tions. In contrast to chan¢ ervations are inves-
produce such an inference is rarely a straightfor- tigations which use highly detailed, planned
.ward matter, and it o'flten involves technological observation sciedules such as.used in the Peterson
and methodological ssues of truly formidable study of physician performhnce (1956), which in-  * ~
complexity. However, to the degree that the final volved the use of highly detailed protocols for ob- ~ .
inference of worth is in doubt or is gtherwise am- servation and the use of highly trained observers.

biguous, the purposg of the evaluatfon is vitiated.
It is the thesis of this paper that miethodologically
sound experimentation is the surest way of reach-
ing causal inferences of reasonable certainty.

An experimental study of a social intervention
is devised to yield information permitting the in-
ference of a causal link between the intervention
being studied and the outcome. In the discussion

- which follows the experimental methods that may
be employed in program evaluation are presented,
While a strong case can be made for carrying out
true experiments, to be defined later, in evaluating
social programs, it 1s evident that such experg
ments cannot always be accomplished, and some
approximations are required and may be rea-
sonably tolerable. In the discussion which follows
some of the methodological problems which, if not
peculiar to program evaluation, often plague it are
discussed also. ‘

-

While scientific inference can be a product of
observation, intuition and judgment are not often
the basis for very firm inferences about causes and\/a ’
effects. Strong causal inferences are most often
derived from specially contrived experiments. The
word expe'rzm'ent connotes an interference with the
ordinary dccurrences of nature. Here we deliber-
ately apply Tertain chosen procedures for the pur-
pose of measuring the effects of thesg procedures.
An experiment is the surest way of elucidating re-
lationships' that we are interested in observing or
demonstrating. With the observational method, in- v
ferences of-causal linkages derived from correla-
tions would be hazardous and uncertain: For
example, a recent newspaper story indicated that .
podiatrists have found that cardac disease victims. -
have an unusually high incidence of bunions!
However, just what.links bunions to cardiac dis-
. . ease is bpen to question; the podiatrists think bun-
Sclentific Methods of Investigatiort ion sufferers get less exercise. It would be ‘even
s more hazardous if one relied upon intuition to

infer causation. The precepts of science demand

qbservable phenomena as evidence for any
- assertions. !

Experimentation is not the only method of
science. Cochran (1955), one of the foremost fig-
ures in development of experimental designs and

their associated statistics, describe three ap- . . s

proaches to scientific investigation: chance observa- Essentidlly the problem in evaluatiori'research

tions, planned observations, and experiments. Scientific as in other areas of science is to make obsgrvations

inferences ‘have often come from some vepy un- in such a way as to permit the drawing of infer-

usual happenings noted by an alert scientist. The ences of a causal nature linking some treatment, '
apple falling on Newton's head, the¢ unusual con- independent variable, with an outcome, or de-

tamination of some plates in Alexander Fleming's pendent variable. 1deally wggwould like to be ablé
ldboratory, and the identification of vinyl chloride  to make an unambiguous infefence, such as; .

as a carcinogen because of the common home loca- —Kf two hospitals«of medium size are merged,”
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costs per unit of service delivered will goi- rival hypotheses as possible as surely as possible.

down.

—If unemployment in a given ama%es up, .

there will be an adverse effect on average
health status’of residents within one year.

- —Iffood service workers are provided with an
incentive to reduce wasté, there will be a de-
crease in waste greater than the cost of the
Incentive. s

Unfortunately the inferences we are permitted are

, rarely so straightforward. More often they wdl be
of the form: .
—The merger of hospitals of medium size is
often associated,with a decrease in costs per
- unit of service delivered. (But it may have
. been because hospitals tend to merge when
costs are abnormally, but ®mporarily, high.)-
—When ugemployment is a given area_goes
up, there is likely to be a decrease in average
health status of residents within one year.
(But maybe because the healthier people’

leave the commumty )y

—An incentive ram
program to Educe waste was

introduced 1nto a food service, and waste
went down. (But maybe because.there was a
change in food processing procedures dur-

ing the study or maybe merely because the’

incentive program drew atterition fo the
problem.) .

r

The reason we veryroften cannot arrive at

K - b

Plausible rival hypotheses

* clearcut inferences of a causal nature is that ou‘r’

“observations or investigations were conducted)'

such a way as to leave tenable or possible one or

more rival explanations to the one we} avor. Such
- rival explanations have been called “pldu
hypotheses” by Campbell #id Stanley (963). We
.are all familiar with the tends of exPerimentation
and use them régularly in our\datly life}We cannot
start our car: We hypothesize that our battery is
dead, and we try the lights/ horn, or radio and
find plenty,of power. Our fitcle experiment
weakened, or even left unac_cgptablp, the
hypothesis ggat our bau’m‘y was dead, So.we goon
to another h [thLSI Ota neighbor says, ] vcélly
" found some good tomato plants this year. Look at
thém; they are twice as large assthe ones’l planted
last year!” It is possible that he put more féffilizer
on them? Have we had better weather this yeat?
Each of those idas is a plausible nvél hypothesis
to.the one that the plants-are superior. In the
process of planning research we will be assisted
greatly if we ask ourselves what alternative expla-
nations for our findings yill still be possible after
we have completed our study, and we will be better

‘abm interpret research findings if we ask what _

alternative explanations might account for find-
ings available to us. )
-Our, aim in research is to rule out as many

U

stble rival-

The problem .with many types of research, and
with all poorly done research, is that plausible ex-

‘planations are left open and reasonable. Under

most circumstances, correlational studies, i.e., |
studies involving natural observations,.do not
permit one to rule out the) possibility that some
underlying or third factor/ may account for the

. findings. Smokers have a high rate bf lung cancer#

but many people still believe that there might be

* some underlying factor that causes people both to

want to §moke and to be sysceptible to lung -
cancer. Some parts of the U.S. have unusually high

. or low rates of certain types of cancer, and maybe
“ it is because of the mineral content of water agd

foods in those areas. But maybe also the areas dif-
fer in the genetic stock 'of residents of them,
nfaybe people who like the particular climates or
iving conditions inf those ar¢as have dispositions to
particular forms of cancer, o maybe some o;he'r
mysterious force is operiting. How¥ could we get
definitive answers? We &ggld not, in fact, but if it
were- feasibl€ and acceptable ina free society, we
could ‘take a sample of teen-age boys ahd teach_”’
some of them to smoke tobacco and preyént others
from domg,so If we chose randomly which boys
were to go in which group, in twenty years or so
we would begin to find out the real answer to the
smaking-luhg cancer quettion. In the other case,
we vould .assemble sizable gaps of people and
ther pick randomly from them sorgé to be sent to
live in. Nebraska, some in New Mexico, and in-
Georgia, etc. Aggin, in twenty years or'so we would ~
begin to get the data which would answer our”
question about geography and cancer. Clearly not
all quesuons tan be answered by such experimen-
tation. It is part of the art and scienve_of_fesearch
desngn to conceive ways ofgathermg data on prob-
lems i such a way as to zero in on the right an- -
swer@even iffa really high degr,ee of certainty cag
never be achieved. . .

The problems in_program ‘evaluation are not
different in kind from those posed above; the dif-
ferences lie gaihly in complexity and scope. Still,
the aim of program evaluation ultimately is to be
able to say with a high degree of certainty that

- whatever outcomes {or impact) are achiéved, they

are the result of the program itself and no other’
factor. We wang to be able to say that {t was the
program itself* and its particular characteristics .
that led-to change or differences and that the
change would not have occurred anyway, that dif-
ferences are not attributable to the way the s

jects for thé study were selected for dlffert
treatments, that the results could not have been at-
tributable to events happening outside the context
of. the study being conducted, ang so on. In the
discussion that follows, we will discuss some of the
types of study designs that might be employed in
evaluating programs and what the advantages and
dnsadvanta&es of each are llkely te be A much

-
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fuller?reatment of this _topic may be found in the
now classic monograph by Campbell #4gd Stanley
. (1963), virtually 4 must reading for any serious
sefldent of research design. A recent updating. of
" that monograph by Cook and Campbell (1976) will
also be very helpfult

-The wljyof Experlmentatlon . .

“Why do we do experiments in the first place?

* well, pfe§umably because we are uncertain about
. the effect of somg¢ trealment or mtErvemmfl"and
want to make Some observauons that wilf®ead ey

~ definitive conclusmn An experiment is a way of
putting a question to- nature or reality. But there
are other ways of avoiding or reducing uncertainty

" ¥ than, @rough experimenting. At least one possibil-
it not even involve making amy observa-
tion gic, or reasoring. We may not be uncer-

tain in the first place because all reason tells us is
, that some treatment or some course of dction is
good One .wag, 0T example; pomtcd tog sure
cure for the pygblem of poverty. His reasoning
-.was lmpeccable or people suffer from a lack of
money; ergo, give them sonre money, and they will .
not be poor any longer. The problem with reason-
ing'is that it is ften wrong One little errdf in a
premuse cany/le ead o) utterly wrong conclusions. A
great many "médical’ treatments, that are perfectly
logical are also perfectly wrong.- The same can
-surely be said for a great many, social interven-
tions, Sull, when all else fails, when thére’ is.wo.
pohlbllm of doing any kind“of empirical study of -
a problem, reasoning is,the reasonable thing to do.
Many lger\renuons having to do with reduc-
tion of cos® of operauons may bé examined in a
logical manner. It requires no large scale exper-
_ ment to decide that if two people are employed on
a task that keeps either of therg busy only a IM
Wm{e money can he saved by ellmlnaung one
oswion. Still, we should be slow to jump even te
Fpancnal conclusipns, because yery often we do not
have all the information we need and dgpot even
" know that it-is needed. A good examp is pro-
vided by the use of ope-officer police patrol cars in
place of two- -offiger cars. It only seems logical that °
one-officer tars would_save -money since most of |
whHat police officers do, e. g., writing traffic tickets, -
taking non-njury accndent reports, cledtly ddes
ot require two officers. But a one-officer car de-

. pPdyment strategy doubles the number -of cars
. needed Xf the same .number of ofﬁcers¢s to be
ayailable o he streets. Mory)ver tlere are many

types of calls, e.g., disturbancé calls, accidents that
require redipécting traffic, etc., that requnre two
officers so that tvo cars have to be ¢ dlspa'hed
Some policf/t;ﬁc@lp maintain that two-officer cars
are less likely to be ifivolved in accidents thag
one-officer cars; other officials maintain the oppo-
site. THe matfer has not béen resolvabl by logic,
and it is clearly going to require a falrly major reé-
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search effort: even to ‘come clése to a definitive

conclusion.? . . ,
A second way of reducing uncertamty that
does not requnre time-consuming and -expensive

) preferably based pn)’esearch of others. Protogaval

and all tl\at needs to be done is to determine

2
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data callection is'to capitalize on the exper(y::e

shunt surgery does not have to be t'est*m very
.hospital. Employment ‘of nurse practitio does
not have to be tésted in every pediatric clinic.
Where data, good data, areavailable, they can be
used as a basis for decision-making, and they
should be. To do so, however, requires knowledge
of the-existence of the data, and some_degree of
experuse in interpreting the data. One or more of’
those factors may bf lacking for agy given problem ‘
or in-any given sétting, Where the requisites are
e need for hew dat® collection is
cpange’in practice can be instituted

whethef the change seems to produce the expected
results. -

dof developing a bamslor
exists.in some féw instances
is throug usually with the-aid of a
computer, of.the prQ_}ected change. For example,
one group did a’'detailed and extensive task analy-
sis, rather like a time and’motion study, of cmer-Q
gency room operations, of case loads, waiting
times, personnel availability and so forth. They
were then able to skmulate onoggcomputer the ef-~
fects of various changes in emergency #oom staff-
ing such as cutting Back on physicians,and increas-

© ing nurses;eté; The' problems with computer simu-

Tation begin with the need for a great deal of initial
data cdllection as input fof the simulation and end
with the need for a considerable leap of faith in
decitling to implement a‘chahge because the com-
_puter says. that it ought to work. A computer can
only do what it was progran’lmed to do by some
human, and how.it behgves is dependent upon-
;y\at was originally programmed'for its behaviors.
computer may not be able to tell, for instance,
that two people working together will produce less

\‘mrk‘[han expected because they will'spend a cer+ -

tain amoun{ of tim€ in gessip or other interper-

sonal % ffaj ~ .
‘Note t at even if changes are lntroduced on

the basis of one of*the factors just mentioned,
there is still a need, or should be a need, to deter-
mine whetfer they are effective in the new semng :
in which they take place. The“administrator, it
seems to us, has only’two choices once the decisign
heen made to introduce a change in practice or
procedure: ‘1) the change can be assumed to be ef+
fective, or 2) data can be collected by which effec-
tiveness chan be judged. We hgve come full circle.
The need for data collection cannot be avoided un-
less one wants to operdte on, the basis of optimistic
ignorance. If a decision to obtain data is made, the
only question that remains i#he adequacy of thte
data for the purpose of making a judgment of

%
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‘effectiveness. That is what evaluation. research for t;reatmem within the following year. Let -us
methodology is all about and that is why we _ suppose that 28% rfeturned. What would such a re-

expetlment - > sult show? Unfortunately almost nothing other )
P - than that the counselling program can be dper-
A ‘Rend’"“g HYP‘““’“‘ Implausible . . ated. If we were on a board éxpected to produce”
Strlctly spealung ‘we never prove tbat a funds for health programs, we would be inclined
hypothesis or an explandligh is the correct one. to ask such’ questions as: How many would have

There is always some alternauve that mlght be returned wnthout the COl)nSCllll’lg‘> Data of that sort -

dred.géd up. What we ¢an do is make observations simply cannot constitute evrdenc%for effectiveness
that will make the most llkely alternatiyes implaus- of any rogram They fall into the category of “I -

| ible or untenable. Under ideal circumstan all feed my dog ‘these Pamby biscuits, see how he.althy
. . the really plausible alternative explanatioﬁ‘&ut he is!” In their discussion of research designs

one'can be eliminated, and a ra;her strong infer- Fampbell and Stanley (1963) Tefer,to the forego-

ence about the gffect of some change can be made. ing type of “evidenc;e” as the “one-spot case

“How to eliminiate or seriously weaken those. altet- study.” In their presentation of different types of

N 36 . natives is what experiment8i design is aboat. It is research designs they employ a useful notatign
: often helpful in understanding the problems that which designates a treatment or intervention, in
“ are involved to begin with some obvious, but . this_case counselling, as X and a measurement or

: ; faul[y‘ types of {‘des]gns in order to illustrate in a observation as O Thus, the one-shot case study is
e @:‘Jﬂy dramitic way what the prgblems are. ©  diagramed as X O, a treatment followed by a

Let us first note, however,

i -plausible rival hypothesis of all:

v how ‘well an éxpegiment i
never be absolutely certain

€ most ublquitous measurement.
hance” No matter * A sslight improvement on the case study would

ducted "we can be effected if the administrat8r had examined his

°b§ ed re- records to determin€ that prior to the counselling
sults could not have happen chan? If.we * Pprogram 40% of VD repeatgrs returned for treat-
s saw somegne flip a coin ten ti and get heads _ ment, within one ydir, resulting in a one-group
every timé, we might well be suspicious of eithee ' precest-posttest design, diagramed O X O. How-
the coin_or the way it was being flipped. But if ever, we skeptics .on the funding board might still

. there were a thousand people flipping doins ten , ask such quesuons as: ° i’
- _ times, there is a high probahjlity that at la{;eﬁz —Is it possible thag VD rates are gomg dOWn .
r- _ of them wouldgget ten heads in a row. The . anyway? -
-\ fortunately, through application 9% appropriate . T _Have oper onso?the clinic changed in any
- statistieal procedures a way of telling in most in- ‘e 3
way that mj ht’make repe ters less llkely to
, stances whether an obtained finding could have' . - come in?’

occurred by chance cr not. In effe(i what we ‘getis

' “a ‘statement of the’ plausibility ‘of Range Fs an ex- —Since the. repeaters ,are clearly growihg -

. planation in the form of a probability s atemens. +, .  olderand VD rates ténd to be lower in older
Thus ‘a statement that a difference begw‘r"two .. age groups, is'it nor posslble that this
B compdrison groups is statistica}ly significant” " at .. répeater group ,would be less l'kel)’ to, con-
. the .01 level means that chance as an explanation tract new cases? h
of the difference is implausible since thereis only *  —Could there have, beeh a public education
.- - one chance in 100 that a-difference of the size ob- . G campaign, or perhaps,a/:TV.senes dramatjz--
’ : tained could have happened by chance. Note, ing the dangers qf'VD‘dt‘ng the same-time °
.however, that no matter how signifiant a stafisti- + " - period as thé counselling and hence possibly .
"« cal finding may be, there isvalways some possibility. accounting for the drop?
@/ _ dgat the result might hawe occurred by chanee. As .+ —Was the coungelling program started be-
- “a nval hypothesis chance: can never be completely . * cause it was “noticed that there we great
ruled out; it can only be seriously weakened. - © many repeaters at that time2 1f so" W is not *
. Suppose a county health departimenf, con- likely that subsequently the number would
cerned .with increasing rates of ;venereal isease ° ‘go down antyway as these thmgs usually?Ven

h ) develops a special counselling program fo all re
" peat victims and applies for funds fo im lEment
*the program. A funding agency, whether a\county
health board or a state health departme.nt *might

" themselves out?

Each of the above questions is based on an implicit
plausible rival hypothesis that might account for

= well ask: “Does the program do any good?” The the ﬁndmgs equally as well as the\counselling
smart administratog would have anticipated thay~ Program. - '
question. There aré several thlngs the adminis-. = ~ If the admmistrator were able o state that; iy A
« . trator might havé done to prepare to answer such;,  a group of VD repeaters seen in the clinic but un- :
' a question At the Ve y simplest level, he might able for one reason or other to participate in th

\ ha #fied the co ing program on a group of * counsellmg program, the repeat igte was abo
“ repeaters a oted the number who, rctui‘ned S 40% that would be termed a ;tauc golip compari-
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son and diagramed -----the ‘detted line indicating

that the groups were not to be considered strictly
comparable as they might be if they had been
selected randomly either to receive or not receive
the counselling. Such a study might indicate that
cligic procedures, community education cam-
paigns, or whatever could not account for the find-
ings, but that would require.the ‘assumption.that
thé groups were really comparable to begin with.
If, for example, the comparison group consisted
mostly of hard core repeateggs who refused to par-
ticipate in counselling, then it is conceivable that
their rate would be higher-anyway. Such a com-
parison group would add very little certainty to
the interpretation of the findings. o

What is needed here is a jrue experiment in
which, from a large group of eligible VD repeat-
ers, some are Ghosen randomly for the, counselling
program whtle others are actorded only the usual
clinic services. There are two types of experimen-
tal designs .with slightly. différent advantages. In
the pretest-posttest ‘control group design, diag-
ramed R**O X O, each group is measured prior

RO O_n‘ o
to tréatment, one gMup is given the treatment,
and then theré is another measure taken sub-
sequent fo treatment. One might, for example, de-
termine VD rates for the year prior to counselling
and the year following counselling for both a

‘treated ahd an untreated group. If the experimen-

tal and ‘control groups are chosen randomly and if
they are reasonably Igrge groups, they should be
very comparable at the time of the pretest. If the
treatment has an effect, they should be different at,
the ume| of the posttests. :
The fact thaj the two groups can be expec‘ted
to differ or®y at the posttest provides a clue to the
natufg of the other true experimental design, the
posttest only control group design; which' is dia-
gramed R X. O. If subjécts are assigned randomly

R O
to groups and if th(;roups are of reasonable size,

the groups should be quite compagable gn the pre®
test measure and there is, then, n8 reason to give
it. Fhere are at least tyo reasons for not using a
pretest if one is not necessary. First, every measure
costs something, and taking needless measures is
wasteful of project resources. Second, it is at least
possible that an experimental treatment may work
differently depending.on whether there has been a
pretest or not, witlrthe consequence that results of
an experiment employing a pretest may be
generalizable only to other settings in which pre-
tests are used. For example, if one were interested
in the effects 6f a lecture on subjects’ knowledge
about certain aspects of respiration, it is at least
possible that ggtested subjects would be more
alert go critical €élements in the presentation and

* The Rs here are used to ngnify that subjects are assigned randomly to
*~3'—nt and control conditions. -
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.that they would gain more than would be the case
under ordinary conditions’ of conducting the
course, i.e., without a pretest. .
The essence of experimentation is to definé
experimental and control groups ig such a way
that they differ only‘in the treatmentto which they
are exposed. Underfuch circumstances if experi-
mental and contrg] groups differ followjng treat-
ment, it can be inferred with considerable confi-
dence that that difference was preduced by the
treagment. Why, then, if e’xperiments_ permit such
definite infereqces are not more experiments
done? Why is any other design ever used? One
-important reason is that many variables cannot be
experimentally controlled, either for practical or
for ethical-moral reasons. In order to be assured
that experimental and control groups differ in no
way (ither than the treatment, the exgerimenter
has to be able to prdduce the treatment when he
wishes or predict its occurrence well enough to be
able to expose subjects to it as desired. One can-
not, for example, cause the President of the
United States to make a speech, but one can ex-
pose subjects differentially to the speech when it
occurs. However, one cannot produce natural dis-
asters nor even predict them well enough to be
able to expose a randomly chosen set of subjects to
a disas‘gr, even if one wished to do so. The laues
point reminds that some experiments would be
unethical or immoral. We cannot deliberately ex-

_ pose subjects to risks to life and limb, we cannot

abuse them psychologically for the sake of.science,
The long-terh effects of child abuse, for example,
cannot be §tudied experimentally; we will always
be dependent upon observational data and quasi-
-experimental designs.

A second reason why experiments are not.
'more often done is that preconceptions about the
efficacy of a treatment often limit willingness to

“distribute the treatment randomly, administering

it to some and Withholding it from others. Al-
though the history of medicine, along with that of
most other ameliorative professions, is replete with
instances of treatments once thought mandatory
but since abandoned as worthless or even harmful,
e.g, bloodletting, purging, it is still very often the
case that a new treatment is developed and applied
to a few cases with apparently great success so that
any subsequent suggestions of the need for an ex-
perimental, test meet immediately with the objec-

tion that Jt would be unethical to withhold the ~

treatment from anyone for experimental “pur-
poses, Although Gifbert, Light, and Mosteller
(1975) conclude from a review of experimental
tests ‘of medical innovations that on the whole one
would be better off to have been in the control
groupsgconvictions about the, worth of new treat-
ments develop rapidly and become quite strong.

The ‘same cap be said for many treatments having s

to do with the delivery of health services. Mobile
coronary care units, outreach proghgms, com-

.
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prehensive health care, and the like are services

»

which are likely to be assumed to be valuable and.

hence not researchable by e€xperimental methods.
Conseqguently their ¥eal worth often remdins un-

kpown although -great amounts of money are

. being spent in.implementing them on a wide-

2 $pread basis.

- There are many other reasons why experi-
méhts do not Mmore often get done, including the
fact that the desirability of and need for a well-
controlled~experiment is often unrecognized; but
it should also be noted that a good many more ex-
periments get planned than ever are brought toa
successful conclusion. Experiments’in the social
arena, in real life, are not easy to do, and many a
good, well-planned experiment falls victim o vari--
ous methodological and procedural ills durlng its
course and ends up less 'adequate than was ever
intended or even imagined. Despite the best laid
plans, random assignment breaks down, e. g be-

-
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large €nough or bec

sists on subvertin
persdrnjal reasons.

andomization for politieal or
trol groups often get con-

program get lmplemenled in the control group as
welg'g méumes out of sheer carelessness subjects
are tra‘nsfcrred back and forth berween groups or
important changes arg made in-the exﬁenmental
treatment in midcourse. Sé‘clal experimentation is
never easy, which is all the, _more reason te plan
and stfive for the fest expenments possible.
. Methodologlcal compremises in fesearch !u‘e al-
) ways in a downward' qu:0n = .

PR . .

”
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Quasl-experlmenu . <,

Despite the positive plea whlolvcan be rhade
for true experiments, it i ‘ytill the case that com-
promises do often Nave tp be made. Trye experi-
mepts cannot always bc planned for, and even
when they are, event *often force compromises.
that weaken thc’m and that later demand some so'}\
of sho_rlng up. When, for whatever reason, it

¢ proves rmposmble o dq a true experiment, there
still are, alternatives that are better than rio sys-

‘ tematic mvesugatmn at all. The so-called quasi-
experiments are nearly alWays less conclusive than

a true expenment because they do not permit the

ruling dut of all plausible rival hypotheses, but by

careful planmng%r them and Judncnous uge ‘of in-,

_.forMation obtaimed, often by combining results.

) " fiSweseveral studies, it has often been ‘possible to
arrive at findings whith are reasonably persuasive
to ‘people willing to be persuaded at all. ’
However, in our view, a ghasi-experimental ap-
proach to a problem usually proves l, be tispe con-
suming, expensivE, uncertain, and ulumarely it
least a bit dlsappanung A good case i point is
the-attggapt that has been made ovqr ast

twéhty years to link cigarette sm ncer
" and other hcalth problems. A lon nod of time
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» cause-the total number of cases available is not '
se some higher authority in-

tamingted when some aspects of the treatment

has ‘been requnred to reach our present posmon,
and the expenditure of money on various investi-
gations has been enormous. And still we are in a
position of mncertainty of at least great enough

+ proportions that those people who do not want to
believe that™obacco is hazardous to health can
argue with the evidence. A true experiment could
never have been done, i.e., assigning on a random
basis some group of youth to be taught to smoke
and some other youth to be an abstinence condi-
tion, but the forced reliance on weaker alternatives
and the consequences of that reliance indicate
cfearly the disadvantages of the quasn-
expenmental approach.

The p point alvo should be made that weak or
bad research is expensive at almost any price be-
cause it does not lead to any conclusions. ‘A good
case in point is the series’of attempts which have
" been made over the years to evaluate federal man-
power programs, e.g., Job Corps. There have been
24 evaluations conducted over a period during
which $12.5 billion has been spent on manpower
programs, and in a review of those 24 evaluations
The ‘Urban Institute concluded that the various
studies which have been done are so faulty in de-
sign and execution that neither singly nor in
aggregate do they’ pro'vide any basis at all on which
a policy maker might arrive at a decision about the
worth of ‘manpower programs (Nay, et al, 1973)‘
That is expensive research. Unfortunately many,
many more examples could be adduced. Whenever
one can be done, one good experiment is likely to
be worth more than, almost any number of
alternatives.

4

When'the true experiment is not possible,
there are a number of alternatives of varying
characteristics and valwe which are very well de-
scribed by Campbell and Stanley (1963). Space

s'not permit the explication of more than two

three examples of the designs which Campbell
“and Stanley present, but we would like to illustrate
some of}he possibllmes and problems. Before
prgceedlng perhaps’ it would .be useful to list the
most common plausible rival hypotheses which can
threaten the validity of an experiment conducted
without randomization, yhe list being taken from
Campbe_ll and Stanley (1963).

" History, those events, other than thé experi-
mental variable but occuring during the same
penod of time, that might account for any change.
For example, a televisjon interview with a tocal
sheriff about the 911 system could Jeopapdlze an

. experimental public information campalgn espe-
cially if the program were broadcast in an “ex-
periggntal” area and not in a “control” area.

Maturation, the fact that things normally'
*change over time. THere is an old saying in
" medigine.that with proper treatment a patient will

recover from a cold in about a Week; otherwise l‘
takes seven days.

5 o o




Testing, the possibility that taking some meas-
drement will in itself produce a change ypon some
subsequent occasion. If EMTs are anxious about

* performing some procedure because of-its un-
familwrity, they may be 1ess anxious and produce
different results on a second testing without re-
gard to any-actual changes in skill.

o Instrumentation, the changés that can occur in
an instrument or recording process over time and
be mistaken for expenmemal effects. For exam-
-ple, if changes are made in a record system or if
criteria for eligibility for a service are changed, an

. unknowieg investigator might be led to a mistaken
conclusion. In one fire departmient a cutback in
personnel assigned to each engine led to the up-
grading of many fires from two to three alarms,
i.e.,-more engines are dispatched 1n order to keep

- the number of men present.at a fire at a constant

level.’ !

Statistical regression, a somewhat technical mat-
ter having to do with the fact that if cases are
selected for observation on the basis of extreme
scores or eonditions, there 1s almost certain to be a
shift toward less extreme values on a subsequent
remeaswrement, The ten “worst”
state will almost certainly appear to have improved
if looked at again in a year while the ten “best™ will
not look qutte so good

Selection biases, determining that some persons
get a treatment and that others.do not can render
obseryations uninterpretable or misleading. For
example.-there is some indication that in early
trials of certain surgical. procedures only patients
in good enough conditiont to survive the surgery
were-inchnded in the experimental groups while

. poor condition.-thus-making the surgery appedr
more successful than 1t was R

Experimental mortalty, referrmg to differehuial

loss of cases frofn experimental and companson

groups, é%., as might occur in the tomparison of a

» voluntary experimental insuranle program with a_

standard program .

It 1s, of course, true that two or more of the
above prohlems might exist within any one investi-
gation anid that they might interact 1in some wavs to
make the problems even worse. It should also be
recognzed that the threats to the validity of
quasi-experiments can as easily obscare as enhance
differences, thus creating the possibility that a
treatment might erroneously appear worthless as
well as erroneously appéar valuable. ..

The Nonsequivalent Control Group Design. One
c()mmonlv encountered quasi- cxperlmental
design, and an understandably attYactive one, in-
volves comparing a group which receives an ex-

, penmental treatment of some sort under condi-

}

tions seen as not permitting random agsignment of -

some subjects to a group fMIM which Me treatment
is withheld. The investigator will often antrapate
'@ tiords that whatever he finds might have oc-
: ) »

hospitals in a,

the comparison groups incdlided many patients in.

curred Wlthout the treatment,_e.g.. because of
other, broader community changes Under those'
conditions it'is desirable to Have some group with |
which to compare the expérimental group totry to
determiné whether the ch,aﬂ'gﬂ'ﬁ)und are greater_
than would be expected in the natural course of’
events. Investigators will very often cast about ih
search of a comparison group of some sort, usually
a growp with characteristics highly similar to those
of the experimental group. To the extent that the
groups arg similar, then compansons will be re-
vealing. However, similarity must often be morge:*
assumed than demonstrated, and even where some
» similarity can be demonstrated, e.g.. by demo-
graphic comparisons, there may be strong residual
doubts if the experimental group is special in the
way they were recruited into the experiment.
Thus, for example, if the experimental group con-
sists of all the employees of a factery who volun-
teer for a new type of health insurance program, it
may be very difficult to develop any assurance that
-any comparison group can be formed which would
be similar enough ‘to make a conclusion possible.
If. on the other hand, the experimental group
consisted of the derical workers 1n Division A, a
comparison group formed by the clerical workers
in Division B might be quite useful 1f there seemed
to be no particular reasons yhy workers were in
one Division or thegothet and 1if working condi-

tions in the two Divisions seemed very much the ,

same The value of the non-equivalent comparison
group will depend upon the case which can be
made for similarity to the.experimental group on
factors eritical to the dependent or outcome

measure.- K ~

7210 Separate Sample Prelesl Posl test Degzgn
Another rescarch design that 1s rather frequently
encountered in the health field and that illustrates
some of the gains as well as, shortcomings of
quast-experimental designs 1s the separate sample
pretest-post-test design, number 12 in Camphell
and Stanley's (1963) series. It very often happens
that some desired intervention 1s difficult to apply
to an isolated sample, but rather must be applhed
to an entire p()pulatmrLA good example is a pub-
lic educational campargn carried out over mass
media. One cannot 1solate a samplg to be exposed
to the campaign carried ouy over mass media
Another example occurs if an emergency rescue
- service changed its dispatch procedures at some,
h pomt in time, 1t being improbable that the proce-
dures could be changed for only a random sample
of calls. In such cases one might seek a comparison
sample, e.g., a sample of individuals from a com-
munity not exposed to the educational campaign,
or a sample ot rescue dispatch records from
another emergency rescue service. However,
¢another possibility might be to obtain the re-
sponses from a sample of individuals in the com-
. munity prior to the mass media effort and a sec:
.ond sample following the effort. If there is a

¢
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systematic differencé between the respofises of the
two samples, perhaps it may be af”effect of the
campaign. The reasonableness of that hypothesns.
. depends upo‘nhthe confidence which one has in the
at the population from which the

samples were drawn did not change over time and

{4 .that no’other events occurred in the community

R

-~ which might have accounted for the response *

" change. Thus, for example, in a survey of business

" firms concerning their victimization by crime, if
theime elapsing between ‘the first apd second
suTveys is,;erf'bng. the population of businesses
available-to be surveyed may have changed as some
businessmen move out and others move in. Or if
unemployment rates change from the time of the
first to the second survey crime rates may change
quite mdependently of any police activity and
either obscure or enhance the apparent effects of a
police program. The separate sample pretest-
post-test design 1s obviously not ideal, but it may
have some utility when elapsed time is brief and
when, luckily, there do 'not appear’'to be any
dramatic interwaning events which might have
producéd the apparent experlmental effect.

. ® Time sertes designs. One additional design which *
may be useful to note 1s the time senes, a research
design which can be implemented when one has an
opportunity to make a seres of baseline observa-
tions prior to the introduction of some pro-

grammed change.and a subsequent series of com- .

parable observations, For example, if a-hospital
emérgency room wished to institute and test a new’
method of handlmg possible fracture cases in
order fo minimize unnecesdiy radiography, if
records on radiographic procedures and positive
and negative results for discovery of fractures
were available by week for a period of a year prior
to the change and could be accumulated weekly
* . for a vear or s¢ following the change there would
probabl\ be adequate data for a time series analy-
sis of data.*Anv change from the pre-experimental’
to the expenmental period might well be attri-
buted to the imtervention. However, the intefpre-
tation of findings is often not simple. To begin
with the number of observations or data points
needed on either side of the intervention is size-
able in most ‘cases because of the*fluctuations
which normally occur and have to be dealt with.
. "Seasonal changes or other cyclic changes pose
problems, €.g., in a wintry area there might be
many more cases in the winterrwith possible
changes in bas; rates of genuine fractures, obvious
fractures, or whatever. Moreover, if the experi-
mental change only has a gradual change because
of being phased in or because of taking time to de-
velop, the gradual change in the post-intervention
periog may be difficult to interpret as an effect of
the change rather than as a naturally occurring
change. One would algo want to be assured that
only th: critical change occurred during the inter-

’ . »
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vention perlod Thus, for example, if not onlyy
method of processing fracture cases but t
radiologist changed, the effects mlght be difficult
to disentangle.

It is also apparent that an experimental inter-’

vention may.have a wide variety of effects, and
those effects will differ in the case with which they
may be detecjed. For instance, the following are
but some’of the effects possible (see Fig. A):

(a) The initial effectis small but cumulative, as
might be the case for the effects of a traifi-
ing program on income. The effects in the
early years would be small but might well
grow in size over time.

(b) The 1nitial effect is fairly marked, but
there is a fast return to original levels. An
example might be the effect of a refresher
training program in ghe schools, with per-

. " sannel showing an ‘immediate and perhaps
substantial improvement in performance
but followed by a quick loss and return to
normal behavior, - ?

(c) There is an immediate, discref® change
which is maintained over time, e.g., the in-
stituting- of an improved communications
system might have an immediate effect on
rescue response time with little if any fur-
thér change.
(d) In a situation in which some

'changing gradually over time, the el
experimental interverdtion which
displaces the level of the behavi6r being
observed withput having any effect on rate
of change. An example here might be the
effect of some brief training program in-

* troduced in the context of gradually im-

proving skill, such as [mght occur if a
group of EMT students were showm a
couple of nonobvnous handy tricks in the
handling of some items of equipment.

L3

The above are only some of the possnbnlnties‘
there are many more. Detection of.changes in a
time series is not an easy task, and the statistical
tools needed for that detection are still in the
process of being worked out {cf., Glass, Willson, &
Gotgman, 1975). Interpretation of a time series can
often be improved if ulnple time series can be pre-
pared, e.g., if a comparison group is available with
the experimental intervention introduced at a dif-
ferent point or if a comparison group never ex-
posed to the experimental intervention can be
studied. Such comparison groups can help to rule
out the possibilities that factors extraneous to the
experiment, such as broader community changes,
mass media campaigns, maturational processes or
whatever might have been responslble' for the pb-
served changes. *

The requirement of rather long pre- and
post-exptrimental observation series represents a

" fairly stringent limitation on the usefulness of time
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Flg.—A. Different Time Series OQutcomes . wrong, because traditional science proceeés, and [

« can afford to proceed, in a gradual, orderly man- {
] ’ Ar . \ ner, with findings being checked regularly_by-
" other investigators. However, in evaluating social
[ programs it mgmy be equally as harmful mistakenly
| to conclude that a program is ineffective as to con-
clude mistakenly that it is effective. Once 3 pro-
gram is shown, however erroneously, to be ineffect
tive; it ma‘y be abandoned and never gried again. .

Thgrc are serious problems involved in at-

hd (&) tempting to show that two prograis or treatments
- are eqgal in their effects. In the fipst place, strictly
speaking it is improbable thag¥’any two treatments

- 3

4 . 4 X are exactly equal. Consequettly, the likelihood of
| . dete'rmining that they are unequat will depend on.
| ' . the precision with which the experiment is done

L l " .. and the number of cases studied, However, the

more carefudly an experiment is done and the

larger the scope of the study, the more likely it is .

|
|
ﬁ | o : that a difference will be found Hut that the differ-
: ©) } @ ence will be of trivial practicalyimportance. Con-
. i ) — ! -5 versely, the sma{ler and more carelessly done an
- s . experiment is, the greater the probability that the
' conclusion that two treatments do not differ will
series designs since 1t is not often the case that u is .be reached. The difficulty is that the conclusion
possible to plan for and collect data weekly rj"r up that there s a differefice can usually be reached
to @ vear prior to and subsequent to an expernithen- with, a fair degree of certainty: the conclusion that
tal intervention. However, there are many cases in - there is no difference is almost-always more weakly
which éngoing.records mav be exploited in"order supportable. . =, ’
to obtain baseline data so that ¢he experimental in-
tervention can' be implemented immediately, the Still, investigators, arSi'the'consumers who use
limitation being that no change in recording pro- * their work, do often arrive at acceptance of the
cedures can have occurred or be tolerated from likelihood that there is no practical difference be-
© the beginnin} of the baseline period to the end of tween two programs or treatments. The research
the experiment. If that requirement can be met outcomes associated with that sort of a conclusion
and if the records contain information satisfactory need\to be better understood, but several factors
for judging the success of the program. the time *  seem Yo be involved 1n acceptance of the "no dif-
series design can be quite useful and often a rea- repee” conclusion. Firsi, acceptance of the null
sonable substitute for a true‘experiment. ' hypothesis is facilitated by fairly large scale, care-
L fullv conducted studies. lfone wished to be able to
Accepting the null hypotheésis. ‘ conclude that paramedlcal personnel can handle
It is in the nature of the gvaluation of exﬁcri- certain emergency procedures as well as physi-
mental treatments and interventions that one very cans, the study should not be carried out on 3
often wishes to be able to demonstrate that the null small number ofeparamedics and physicians, nor"
hypothesis is tenable, ie., that it is reasonable to should it be undertaken without careful attention
believe ‘that two treatments do not differ in owt- . to measurement problems, definition of cases, etc.
come. That is particularly likely to be the case - Second, gcneral acceptance of the null hypothesis
when one wishes wRhow that a new and simpler or is more”likely if the conclusion of no difference
less expenslve_ program produces results as goad as has a strong, logical inferential base, It is‘easier to
those produced %\ an established program. It 1s believe that two programs are equaff there is no -
not necessary to demonstrate that the new treat- powerful-reasons to bélieve that they should be
ment is better than the old one, énly that it is different. One might well believe that general sur-
equally as good, For example, paramedical per- geons would do equally as well as specialists in

sonnel only need to be able to handle medical *  carrying out routine appendectomies; it would be
problemyqas well as more expénsive physicians; a = difficult to believe that they would do"as well.as, \S

~ new and simpler suture need only be as good as * specialists in carrying out neurosurgery. Third,
W established pmbcedure; a six week training the null hypothesis is rendered more accceptable if
program need only ‘be as good as a ten week pro- a large nurhber of widely varying mcasurcs show-
gram. In traditional science there has been a pre- ing no difference are obtained. If onl c or two
dominant concern with mistakenly accepting a . variables are studlcd. it is easy for the do Xibter to
by rothesis which will later prove to have been insist that'a moge assiduous search for differences
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would have uncovered them. In the Kansas City® - :
+ tried, a-case for its effectiveness may be made even

police patzol experiment, fob example, it was coh-
cluded that types of patrol do mot differ in their
effects. That conclusion is sufficient to warrant
changes in patrol strategies to capitalize on oppor-+
tunities fgs redeployment of personnel The' per-
suasive feature of the results is that many different.
possible oufcorge measures were examined, and
there was no c:sslstent‘pattern obvious in the few
differences that were found.

It is not easy ‘to gain acceptance of the null
hypothesis, and it can never be proven, but it is not
impossible to establish it as a reasonable conclusion
when that seems desirable and consistent with the
findings. ) \

. PV
dn favor of strong treatments. -

If one has a program that one belleves'to be
effective and if one wishes to establish that effe¢-
tiveness by an experimental trial, there is one rec-
ommendation which, above all others, is likely to
maximize the chances of getung the desired out-
come. That recommeqdauon is to devise and 1&

-

plement the treatment in a strong form. Proba

as much as any other factor it is'the weakness'o
expenmental'reatments that forces us to the con-
clusion that they are of no value. For example, it is

* the problem is. to develop

N

work wel\\o’n just about all cases on which it is

despite the absence of a control group. However,
pong treatment an
t§ be able te deliver.it consistently. Unless

quite confident of being able to meet those
criterig, it is much better to rely on more powerful
expegHnental designs with’ comparison groups.

Feasibility of Experimentation in Social Actlon
Programs '

How feasible and useful are even such quasi-
- experimental designs in the context of social action
programs? Boruch (1974) has -@ocumented more
than 200 experiments which illustrate_the variety
of social programs which have been subjécted to
experimental field test. A number of interesting
approaches have been used in these experiments
in order to obtain randomized assignment.
Campbell (1969) argues that randomization might
be very reasonable to use in the social setting. The
randomization unit might be persons, families,
precincts, or large administrative units. Where re-
sources are scarce and are not available to all} ran-
domization is perhaps she most democratic way of
making them available or testing them in so¢ial

[

nearly pointless to attempt to evaluate a tralmng . Programs. The neccsslty of introducing pitot proj-

program that is Boorly planned, carried out by in-
expert instructors, and that is 1l attepded by
traipees. It is true.that those might be cb(a‘ractens
tics of eventual implemantations of the program
when it is actually put into practice, but ordinarily
we want to know whether a training program will
be effective_when it is done right. After that has
been established, 1t may then bé worth determin-
ing whether inexper.instructors can carry out the
lralmng, etc. ¢
If a treatment is delivered 1n a strong, optimal
form, then conclusions are likely to be fairly clear
cut. The program will either produce sizeable ef- .
fects which will be evident in spite of design a¥d
measurement problems, usually without the need

. for any fancy statistics, or it will be clear that the

treatment does not do'very much. If it does not,

work well in its strongest form, it will almost cer-

tainly not do anything at all under field conditions.
Even in simple pre-experimental designs such

as those involving a pretest, a treatment, and a
post-t jven to one group only, i.e., Ox 0, a -

_ striking change, especially if it is consistent across

all the cases, will often be quite persuasive. If al-
most no trainees can do CPR properly before a

" training program a§d almost all of them can do it

very well afterwards, no control group would be
needed. However, if the difference is not great,
i.c., the treatment does.not have a strong effect,
the possibility that the pre-test alone might have
produced the final difference might not be unrea

_sonable. Or if some new burn treatment seems to

-

yl

ects and staged inngvations also perﬁms the use of
random assignmepts as the best way of assuring
equality and fairness to all social groups.

Despite all this, it is often the case (hat soctal
action programs are unable to find appwapriate
random groups to serve as controls in experi-
ments. In‘such situations, it would be appropriate,
in a quasi-experimeéntal situation, to find rea-
sonably comparable and equal comparison groups.
There are obvious problems with this, for service.
must be denied to certain sectors of the consti-
tuency, which results in the problem of most

*_“policy-makers wanting to assign people to treats

ment on the basis of their professional or political
knowledge and experience. Such expediency de-
stroys.randomness or comparability and makes for

difficult gengralizations. Of equal importance is

the problem of obtaining suitable controls and the
social problem of dealing with angry, aggrieved,
and distraught subjects who have been treated as
controls with placebo treatments. Social action
programs tend to, hold out high\expectations and
considerable political commitments and biases due
to the preconceptions and hbirest- convictions on

- the part of their proposals. In such situations, ad-

ministrators often find themselves trapped in ad-
vance in-the need to prove the efficacy of the re-
form that has to pe evaluated without being able' to

conduct an honest experiment to find out its true -

value (cf: Campbell; 1969). Such political pressures
need to be handled with honesty and forthnght-
ness. It would be wrong to use biased analysis in

48,
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order to demonstrate the usefulness of a refogm

that has been-implemented. '
Perhaps the most difficult fact for adminis-
tratofs and policy-makers to accept is that single
- experiments rarely prove or disprove the utility of
a particular approach. The essence of good re-
,search design and statistical analysis is to be able to
‘demonstrate that one and only ene kmown vdriable
could reasonably have produced the observed out-
come, but anybne study is likely to be so narrow or
sspecific in the program tested, or populauon
studied, or outcome observed that any final, un-

rvocal conclusions ‘would almost always be un-.

warranted. That is a state of affairs that can prove
very frustrating even to a program evaluator, let
alone to an administrator who must_ make a deci-
sion. Saenusts generall) hope that a cumulative
model might be used in social action experiments
in order to demonstrate their long-term utility.
The recent experience of evaluation of social at-
tion programs has demonstrated a lack of com-

large-scale invest s 1n society requires that lit-
tle overlap occur péruCularh where redundant
and not 50 useful | approaches have previously been
tried. Thas, Tater progrdms tend to-be essentially
new and thereby give the impaession that previous
approaches have been condemned by implication
The fact 1s that hittle information tends to be
gathered about previously tried approaches. Thus,

- the .process of successive approximdtion 1s

hampered.

‘ /
i
A note about correlational studies.

There 1s probably no methodoldgical and epls-
temological warning more often encountered than
that."'correlation does not equal causation.” There
is probably also no-warnirrg more needed. The
medical field has many areas and probléms that
are re@citrant to good experimental desxgn.
“whether for practical or ethical r s, and in
those areas the temptation at leas¥to collect corre-
“lational data 1s seemingly irgefistable. Many of the
correlations are fascinatifg enough, but few of
them provide any basis dn which to make policy,
and -not a_great many more provide apy basis for
|mprme underslandlng of the basic processes
which ire at work in the field. This 1s not to insist

- that correlagonal data should never be collected,

nor that sich data are invariabljvgorthless. Rather
it is to serve as a reiteration of the warning and an
encouragement to try to think through in advance
the lmpllcaumaq of a study, involving mrrclatmnal
data.

Perhaps it is worth a line or two to explain that
by correlation.is meant the observation of covaria-
uon of the relatedness of two or more variables. A

N
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( correlation may involve observation of two vari-

.ables as they change over time, or it may involve
the values of one variable as a function of the val-
ues of another. For example,” weight and blood

ressure’may be measured and-correlated ¥n a -

single individual over time, let us’say by obtaining
" measures of both en a weekly basis. Alternatively
weightand blood pressure may be measured at the
same time in a number of different irdividuals.
Coryelations may be positive, meaning.that a large
value on one is associated with a large value on the
other, with medium and small values being simi-

darly asgoc'rated. Blood pressure and weight are

likely, correlated positively in a lapgesample
of persons. Correlations may also be negative,
meaning that a large value on one is asggciated
with a small value on the other and vice versa.
Correlations between age and health status wge
likely to be negative, i.e., older persons have worse
health. Correlations may also be essentially zero,
i.e., indicating no relationship. There is probably
no correlation between-height and occurrence of

myocardial infraction in adult males. Correlations”

may vary from rather large, |ndical|ng(slrong
relationships to near zero. |nd|cal|ng weak
relationships.

The point of the above is to indicate that cor-
relations only indicate that two sets of observations
are related 1n the sense that the values of one are
some function of the values of the other. There is
no indication from the correlation itself why the re-
lationship exists. The agsumpjion may or may not
be correct or even reasonable. There is usually no
way to be verysure without a great deal of addi-
tional information, and even then. as the
smoking-lung cancer debate informs ts, certainty
is limited. . .

The problems with interpreting correlations
can. perhaps, best be illystrated with some
examples: -

-

~It has been found that the more éften a sur-
geon performs a given procedure, the better
the results he gefs. Should we then encour-
age surgeons who downot operdte very often
to do more surgery? Or 1s 1t possible that the
better a surgeon is, the moré referrals he
gets? ° :

—It has been found that teaching, itals
produce better outcomes for a w%riety
of medical and surgical cases. Should we
then encourage all hospitals to institute
teaching programs. Blggcr ‘hospitals also get
better resuks. Should smaller hospitals add
beds?

—One study reported that the faster the travel

ume of a rescue squad from the scenc of the -

emergency to the hospn& N%f; the
probabulity of survival of tM®& patient. Should

eMergency vehicles then travel sfower? Or

~ A
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isn’t it possible that the more desperate the
case, the faster the driver will go?

—The Statistical Bulletin of Metropolitan Life
Insurance Co. has reported that among
major league baseball players third basemen
have had the lowest mortality ratios, and
pitchers and first basemen have had the
highest mortality ratios. Is there a clue there

) for the parents of Little Leaguérs>

The above examples were deliberately chosen

as somewhat .extreme, but they do illustrate the

hazards of attempting to interpret correlational
data. More subtle examples could as easily have
been chosen, a representative one being the obser-

vation that the more years of expenence a police-,

man has, the more cynical he is. Does police work
breed cynicism, or do only the cynical survive in
the police force? Experienced hang glider pilots
have more fatalities than the inexperienced. They
probably also fly more and take mosg risks. Teen™
age boys have more auto actidents than girls?
More reckless? Less skilled? Or is it because they
drive more mlh;l

"It is true tMat more powerful statistical tech-
niques for dealing with correlational data are. curs
rently being developed and studied. but their use
if as yet of questiagable value. Our best judgment
at this time is to 48id trving to base conclusions

abous causal relationships on the basis of mere as-,

sociation between variables.
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Footnotes . i .

1. The author. is indebted to Ayres D’Costa for as-

sistance and advice in preparing this paper.

2. A recently completed not yet published
Police Foundation study -out in San Diego

indicates very strongly that one-offiecer cars are
safer and more efficient than two-officer cars.
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There 15 probably no one approach to evaluating programs that 1s more often and more widely used than attitude measyzement.
Attitudes of trainees are asséssed, public attitudes are tapped, attitudes of adminstrators are inquired after, and so on. Yet, as this

paper makes clear, there are serious limitations to the usefulness of attitude measures, and evaluators should probably never rely

solely on those measures..

The concept of attitude has been regarded-as -

the most distinctive and indispensable concept in
Amerikan Social Psychology (Allport, 1935). In
fact, i today the most widely used single term in
al! th havioral sciences (Berkowitz, 1972). The
original impetus for the study of attitudes was, and
is, that they are believed to have something to do
with lew people act or behave. For example, the
statement “the actions of the individual are gov-
erned to § large extent by his attitudes” explicitly
assumes that what people say is a good indication
of what they will do. In theory by the use of well-
constructed questions and answers to them it is
possible to obtaih a great deal of information
about an individual's pa® actions, his or her cur-
rent beliefs and even intended future actions in’a
relatively short period of time, and then use this
information to predict what the individual will in
factdoina phq{cular situation.

Guided by these assumption.sv} social
psvcholog'lsts have gone about investigating the at-
titudes of a large part of the world’s population.
For example, attitudes about politics, race, war,
money, work, sex, religion, communism, health,
so forth are constantly being reported in
urces ranging from scholarly articles ard books
t y newspgpers. This information is not only,
made available to nearly everyone, but it unques-
tionably affects our INes in important ways. Politi-
dians often change théis views. (at least as verbally
expressed) to conform to the mood of the people
as revealed by opinion polls. It is not even un-
common to find the latest returns in politicians’
pockets. Economists study. consumer buying inten-
tions,-and businesses spend millions of dollars try-
ing to find out the public’s reaction before either
naming a new product or finding out what is the
best way of presenting the product so that many
people will actually buy it. In fact, the concern of
knowmg what people’s attitudes are is so pervasive

that it runs throughgut the personal, private, and
public sector of our culture. The importance of at-
titudes as a concept is further reflected by the fact
that we often change our own attitudes in response
to information about attitudes of others..

So, the social psychologist and the layman are

alike in their intereg in attitudes because they are
thought to provide a basis for predicting oveyt be-
haviors. It is further assumed that attitudes can ac-
curately be measured. )
+  The orgamzau\ of this paper is as follows:
(1) a comsideration of what is meant by attitudes;
(2) a discussion of/ how social psychologists go
about medwringttitudes;. and (3) a careful look
at the fundamemal assumption underlymg the
study of attitudes. ” ;

What is meant by attitudes?

-~

Nowhere is there more disagreement in social -

an in the definition of an ‘attitude, In
ere 30 separate definitions in use.

psychology
1939 there:

- Today there are probably more than 100. Rathe?”

¢

»

than dwell on the numerous different definitions
of attitude, I will define attitude and its chdrac-
teristics M a way that most social psychologists
would agree with. By amtude is meant a disposi-
tion to respond to some sociil object in a negative,
neutral, or positive manner, i.e., one is set to re-
spond for or against something. That something
may be a system of beliefs, politica party, au-

tomobile, certain other persons, an institution, |,

group, value or ideal, or one’s own body. Attitudes
have the following characteristics:

1. Consistency. The most basic and fundamen-
tal evidence for attitudes 1s a pattern of consistency
in responses to sothe social object. Let us see what
is inﬁd by consistency. Suppose one day during
lunch you observe a man being rather arrogantly
rude to his waiter. Why? Well, perhaps the man is
in a bad mood, perhaps he just lost his job or loved
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one, or perhaps the waiter just delivered cold soup
and "a warm martini. Now suppose further that
during the next ten days you eat lunch in this res-
taurant and everyday you notjce the same rude
behavior toward whoever is se/ving. the man. You
might conclude that the man feels superior to
waiters. If so, what you have done' is infer an at-
titud€ from «consistent behaviors (rudenefuto
some social object (waiter). However, if you were
able to observe the same man in different settings
and found that he displayed this same consistency
of rudeness toward a wide variety of people, you
might conclude that he feels superior to most
people. That is what is, meant by referring to an

am individual is no longer rewarded for expressing

"a certain attitudé, when an individual encounters

new-experiences which are inconsistent with prior
attitudes, or when an individual is exposed to new
information concerning the attitudinal object.

4! Structire. Autitudes have a concepeual or
cognitive structure. By conceptual or cognitive
structure is meant that an individual has beliefs or
opinions about attitudinal objects, e.g., women are
more emotional thar/men, examinatjons test only
a small part of what we know, individuals on wel-
fare are lazy, politicians tend to be dishonest, doc-
tors care more about money than the welfare of

- the patient. Our beliefs and opinions tend to be

attitude as a pattern of consistency in responses to

some socid! object.

. 2. Acquired. Autitudes are not innate; they are
acquired or learned. Attitudes are not transmitted
through' the genes. Infants do not arrive in the
world with preferences for a-particular social,
political, economical, or religious orientation;
rather an individual’s dispositions toward social
objects is a result of the individual’s prior experi-
enees. Whether one feels positive, indifferent, or
negative toward a particular’social object depends
upon prior experiences with that object. For
example, there is a tendency to like those social ob-
jects which have led fo pleasant consequences in
the past and to dislike those social objects which
have led to unpleasant:consequences. Pleasant or
unpleasant consequences may occur as a direct rea
sult of interacting with a social object or they may
‘oBur vicariously as a result of observing others
verbally expressing pleasuré or ‘discomfort when
engaged in interaction with ap object. Attitudes.
can also be taught directly, e.g., as when parents
teach their children to look favorably upon some
-system or religious beliefs. It should be apparent
that an intplicit assumption involved in viewing at-
titudes as being a. function of learning is that the
formation of attitudes is largely a result of the en-
vironment in which the person lives. More specif-
ically, persons who have lived together in a
particular environment will hold attitudes more
similar to each other than will persons raised in
different environments. Thus, on the basis of
being able to identify the political climate of a na-
tion, state, or different locales within a given state,

“it is possible to predict with a fair degree of accu-
racy whether a conservative, moderate, liberal,
candidate will be elected to office. Similarly,

op .
can predict how individuals will respond e

numerous social issues.

N\

3. Subility. Once formed, attitudes are s(ablei

and endure beyond the immediate time and place.

Attitudes are usually thought of gs relatively en- -

during. They are not necessarily permanent, but
they are regarded as fairly stable from one day to
the next or until some reason for change occurs.’
Examples of occasions for change would be when

consistent with our affective dispositions toward
attitudinal objects. If one is favorably disposgd to-
ward a particular attitudinal object, beliefs regard-
ing that object are likely to be positive; if one is
unfavorably disposed towards the same object, be- .

“liefs tend to be negative. A person is scarcely

likely, for example, to have- very positive, attitude
toward a certain hospital emergency room and also
beligve that the physicians there-are incompetent.
Similarly, having positive feelings toward a given-
object will usually lead to an expectation of conse-
quences, whereas negative feelings toward the
same object lead to expectations of neggtive conse-
quences. For example, a person who is prejudiced
against blacks would .be more likely than other
persgn belieye that allowing blacks to move
into white heighborhoods would lower Property_
values, lower the quality of education, and make
thé atmosphere of the community less pleasant,

5. Intensity and extremity. Attitudes vary in in-
tensity and extremity. Intensity refers essentially
to the strength with which an attitude is experi-
enced and extremity refers to degree of favorabil-
ity or unfavorability an individual appears to have
toward the attitudinal object. Autitudes vary from
low to high intensity and from low to high extrem-
ity. The pattern of consistency in responses o a
given social object should be greatest when ‘the in-
tensity and the extremity of feelings toward the’
object are strong. As intensity and extremity de-
crease a person is likely to be less consistent in his,
responses to the object. Most people, for example,
probably have generally favorable attitudes toward
enlergency rescue services in_their communities,
but since direct experience with_those services is
limited, most public attitudes are probably rather
poorly formed and are neither intensely held nor
extreme in position.. Thus, one could expect a fair”
amount of incpnsistency in such attitudes, e.g., be-
lieving that ambulance personnel are generally
competent but that they rhay discriminate on the
basis of race or social class. Weakly held attitudes
are also more susceptible to change so that a single

, unfavorable event involving an ambulance com-

pany might have a fairly extensive effect on com-
munity attitudes.

. ’ ~
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Ways of measuring attitudes. " he feels about A particular social object. Second,
" Before it.is possible*to study the formation of the person mést be-assumed to respond openly
~-attitudes or attitude change, and certainly before and honestly'to the items. These two assumptions
" . an individual's behavior can be predicted, it is .Are simple/and intuitively appealing. In order to
“necessary to be able accurately to measure at- predict agcurately a persons’ behavior, the person -
“titudes. Not surprisingly, then, soctal psychologists must kngw what his attitude is and ‘must honestly |
ha%e spent a great deal of time, effort, and money report if. To the extent that these two assumptions
in formulating and developing measures of at-  ~ are nogmet, predictions W'"‘be poor.¢ ‘
titudes. The most common approaches to attitude nfprtunately,.the- validity of the last two as-,
V\fm rementyre self reports, indirect methods, surdptions_has plagued social psychologists from i
physiclogical measures, and observational . th beginning People apparently do not always
me thids. - kiiow how they feel about social ObJC}[S and more
i ‘importantly, even if they do kpow, there are many

Self reports. Without-question the most com-

"mon way of measuring attitudes 1s 5|mply to ask
individuals what their attitudes are. The typlcal
procedure involvés askmg individuals to complete

an attitudinal questionnaire which contains
numgrous positive and negative statememnts regard-

ing "attitudinal objects. The -subject 1s asked to

agree or disagree with each item or, preferably, to
indicate how much he agrees or disagrees with

. each item, e.g . strongly agree, agree, indifferent,
disagree, strongly disagree.’The underlying as-
sumption 1n the latter case 1s that an.individual
who agrees is less favorably disposed toward the
object than an individual who strongly agrees.
Similarly. an individual who merely disagrees 1s
jgsumed to be less negative toward the object
‘ an individudl. who reports strong 'disagree-
ment. After the questionnaire is completed the n-
vestigator merely sums the scale values and arrives
at an overall index expressing favorability or un-

reasons why individuals eith€r mll not reveal thgi .
attitudes, or,’in fact, will give deliberately misl d- 47
ing answers. In our culture responses to attitude
questionnaires are affected by a posmvzty effect,.
and social desirability. By p&mvnv effect is meant
a general tendency, ever)thmg else being equal, to
say nice things rather than negative things. about
the other people. In most experiments which have
been designed to affect_the lll(ing or disliking of
one person for another. the libing is stronger than
the disliking Also, there 1s a strong tendency for
individuals to give soaall) desirable answers. That
) 15, when an investigdtor is trying to gef a measure
of a socially disapproved attitude, there is a strong
. tendency for respondents to give socially more ac-
«eptable responses For example, in many seg-
ments of our society 1t is_not socially acceptable to
express negative atlltudes toward blacks,
Mexican-Americans, Italians, women, etc. Yet, *

favorability toward the attitudinal issue Thus, many Americans dearly do have negauve attitudes

y o _ ,
based upon self reports obtained from indjviduals, toward one or more of these. groups, so that when

- social gxchologlsts attempt to predict how a given Lonfromed dwll){lh i ?ylﬁiel:cmbslud: as "l fd"y
person will behave when confronted with a par- €ing around dlACKs, think blacks are inferi
tculat social object or “Women should slay in the home etc., they

.

.

- ) : ‘ will tend (o give.neutral or sllghlly positive re- -
In developing attitudinal questionnarres ‘the sponses even ‘when in fact their attitudes are )
investigator assumes or détermines that the indi-  strongly negative Here is the main problem.
vidual items are either posiive or negative con- Whereas a social psychologist wants answers to re-
« cermng a social object and that if individuals agree fleet tru€ feelings, respondents are ‘usually con-

(disagree) with one particular positive item they
, will tend to agree (disagree) with all other positive
items. In, general these assumptions are correct.
Persons judging items with respect to a parULular
issue can agree on which items favor the issue and
which do not. Moreover, research on attitudes has
shown that if an individual is favorable toward one
pro item, he or she tends to be favorable toward
other pro items, and the converse is true for con
. items. inshort, psychol()glsts have been able to de-
velop questionnaires lanrporatlng both pro and
con items on a given atgitudinal issue, and there is
a tendency for individuals to be onsistent in their
; agreement or disagreement with the individual

cerned with what others will think of them.

The social psychologist’s problem, is ‘that he
. seldom really knows whether the subjects’ re-
sponses are genuine or a result of soaal desirabil-
ity. Giving false responses to make themselves look
good is most likely to occur when respondents
know that some other person will become aware of
what Their attitudesqate. To alleviaje this problem,
social 'psychologisls tend 4o administer their ques-
tionnaires in large gfoups in which it is virtually .
impossibje for the subjects’ responses to be den- - '
tified. However, even under these arcumstances .
there is reason lo.belleve that subjects still tend to

tems o " réspond on_the basts of what is socially desirable. .
. ' ‘ For example, one of my colleagued, Dr. J.
R In addition, the self‘report methods of Brigham, has been interested-for the last eight
measuring make {wo additiopal, key assumptions. years mn whites attitudes toward blacks. He has had .

F‘urqt it is assumed that a person knows how she or to give up several research projects because he -
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cannot find very many “prejudiced” individuals in
Tallahassee; he cannot find subjeagg who will give

a sélf report indicating “I dislike blacks.” Ofc _

course, this could mean that there are no preju-

. dicéd individuals in Tallahassee, although given

the-hiring and residential practices of our city, we
are dubious in-the extreme of that proposition. A
much more likely explanation is that many persons
are responding more on the basis of what they
know society wishes them to say than on thé basis
of their own true feelings. N

In spite of these limitations, se#f reports are
the most popular and frequent way of measuring
attitudes, a fact that will continue to be true ‘be-
‘cause compared to other approaches, self report
measures are easy to.develop and administer, and
they are economically.feasible. At the same time
we must constantly keep in mind that people are
not always in“touch with their dispositions, and,
even when they are, they will not always give com-

“pletely (futhful responses, particu@drly when they

are concerned witH~being evaluated. We are still
looking for a satisfactory soldion to these prob-
lems.

Indirect methods. The indirect approach to
measuring attitudes involves exposing an indi~
vidual to a relatively unstructured or*ambiguous
stimulus situatiorr, A person's responses to a prop-
erly chosen ambiguous stimulus are assumed to re-
flect his or her attitudes. For.example, Haire,
(1950) presented the following shapping list made
out by a hypothetical woman to a*sample of
housewives: ’

-

1'% Ibs. of hamburger
2 loaves of Wonder bread

bunch of carrots '

1 can Rumford’s baking powder .
Nescafé instant coffee
2 cans Delmonte p{ac,hes
5 Ibs. potatoes

The other half of the sample were presented with
the same list except that “1 lbs. Maxwell House
coffee (drip grind)” was substituted for Nescafé.
Each respondent was asked to look over the shop-
ping list and then to write a brief description of
the personality or character of the-woman whe had
made out the list. The differenceg between the de-
scriptions of the hypothetical woman who bought
-Nescafé g¢"comipared to the one who bought Max-
well House coffee were rather striking. Approxi-

- mately half of the women who read the list con:

taining- the instant coffee described its Buyer as
lazy\and failing to plan her household purchases
well; the womap who bought the drip ground cof-
fee was rarely described in these terms. Irf addi-
tion, the woman who purchased the instant ¢offee
was more often seen as a spendthrift and a poor
wife. Moreover, a check of the pantries of the re-
sp#ndents showed ‘that most. of the wo'_men who
described the. buyer of the instant coffee in un-

-

# completion of the statements concerning,

~- ) ' —

favorable térms did-not agually have 'iné@g,t cof-
fee on their shelves, whereas-those who did not de-
scribe her u‘nfavorably,_rwere much more likely to
have instant coffee. In short, it seenged that'in-
terpretation of the decision to buy instant coffee

s influenced at least as mucly by attitudes ab®ut
ﬁat constitutes good housekeeping as_by reaction

proach. )

Other investigators have used sentence-

completion tasks as indirect measures of attitudes.

Kerr (1943) studied the national stereotypes héld

by the English people by presenting ifAdividuals

withethe following'sentences to complete:**

. The thing I do admire America foris... . _

The trouble with"America®is. .. . .

When I think of the Russians, I think of.". .
; ‘Hf the British and Soviet armies fight side by
"~ side they. .. - . '
'If you invite an Ametican to yewr home he
may. . . ) . “
Burwen, Campbell, 2nd Kidd (1956) employe
amincomplete sentence test as one of a number of
measures of attitudes toward superiors and subor-
dinates in an Air Forc population, with sentence
’parts such as: . ) .
He never felt domfortable in the presence
of. .. :
+ Whenever he saw his superior coming he. ..
The assumption underlying sentence.comple-
tion tasks is that the way an individual ‘completes
the sentences is a“re'flect_ion of his attitude.4n the
two ekamples: above? subjects fatorable toward
America #ndfor Russia would be more likely to
complete the sentences jn favorible ways than sub-
jects who have unfavorable attitudes. Likewise the
periors
and subordinates would be completed in way}-
which are consistent with_the individual's attitude.
In both studies “'c‘d,above-the results supported
this assumption. % .

_Still"anotheg indirect approar:h is to present

individuals with pictures of other people and ask -

% - to the flavor~of instant coffee. These attitudes
', might not easily have been elicited by a direct ap-

them to respond to what is presumably happening -

in the picture. For example, in a study of attitudes
toward physicians one might present a seriesof

+ Pictures’portraying physicians'engaged in a variety

- of activities. Subjects might be asked to describe
the setting, the activities, and a probable outcome,
or they. might be asked to provide dialogue such as

* the probable response of a patient to a physician
who is saying, “I cin'( help you if you don’t follow -

my otders.” Againyit is assumed that the response
.of the sybjec
Jtitudes: - . ‘
*  As with direct approaches and the approaches
discussed below, there are bothi advantages and

*disadvantages to the use of indirect ways of

measuring attitudes. The advantages claimed for

54.\. .
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L lndlrect approaches are as follows: (1) they en-’
courage-in respondents a state of freedom and ~
— spontaneity of*xpression; (2) they can tap a per- -

sorf’s attitude®on: issues that they cannot.easily °

evaluate,or describe JLheir motivations or feellngs,

) they are partlctﬁ Iy~useful $hen they are
emplo;.ed on topics onfwhich respondent may
hgsitate %o express thefr oplnlons dlrectl) or fear

. of dlsapproval by the investigator (a major prob-
» lem with direct approaches) (4) they may be the
only means available, e.g., when respondents are
likely to consider direct questions as unwarranted
invasiort 6f privacy or to find them threatenmg for
'some other reason.

’ -

While many of the indirect measures are
hlghl\ ingenieus, ‘an investigator must conslder
‘. their disadvaptages before decndlng to use“one of
them. The n§ vantages dre: (1) they usually
"involve at lea degree of deception ahd oc-
- casionally somg¢-1hyasion of property, since ind
L _viduats are indlxce‘?to respond under. some pre-
‘text otheT than the investigator's true interest and -
since they are, encopraged to reveal matters thfy
*  they mrgl}t perhaps wish 'to conceal; and (2) very
. fewf any, of thege measureghave been subjected
" to anv extensive evaluation o _‘k-ler their reliabil-
ity or vahditv. TR 1s, investigators employing the
~ same indirect mekasgtigften get conflicting result§, *
. and indirect tneasures do not correlate very’
_highly, ‘ifsat all, with other types of. ripeasures de-
signed to tap the same attitude.-Perhags because of
reliabiiitv and vahdity problems, indigect ap-
proachts to studying attitudes ar'e not used very
- = frequently in socna‘l.psychologv ‘

-

.

. Physidlegacal measures of attitudes. At the oppo-
* dite end ©f the contifuum froni measures relying
* on an individual’s self réports are those measures
elnng on physiological responses ot subject to.
.conscious control.: While the study &' such meas-
ur‘ depends of course, on the subject’s willing-
»  ness to Woperate, the results are usually inde-
‘pendent &% either self knowledge or willingness to
* réport. ghe usual procedure 1s as follows: indi-
* viduals are exposed to thg presence of a member.
of an ()bJCC[ grgugg,g;/to pictoriakrepresentations
+ in situatons-Anvolving members of the object
group and involuntary physiological reactiofis are
recorded -s‘lraultaneousl hese measures often’

anOl.VC the galvanic skin response; blood pressure,
heéart rate, and dilation or constriction of the pupil
"of the eye. These measures are based on the fact
that physiological changes accompany the experi-
. en!e 0 otion, and the underlying assumption is
.1 that the Physiological measures of these changes,
areindicative of attitudes. * < .

t_ -

¢

~

"yt a U1t should be pointed out that t casufey ar i the
\‘. of.chmcal psychology Jn fact, f the menu} thal'we have
» ssed have beert adapted fro ests designed for dlimical popula-
“tiof However,even 1n chinical psydhology the Wldence for exther their .
C{“"‘Ill(y or vahdlty 18 1n question
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As ar) )ustrauon ankin,and Campbell

(1959). employed two exp rmlenters, one white
and one black to, attach and-adjust the electrodes -
necessary for ‘méasurement of the galvamc skin re-

_ sponse. Results indicated significaptly larger gal-

vanic skin responses when the black experimenter
adjusted the eléctrodes than when the white exper-
imenter, did. Sinfarly, Cooper and his associates
(Cooper & Siegal, 1956) found greater galvanic
skin responses to the names of negatively valued
grouPs than to those gf neutrally valued groups.
In addition; they foundjthat galvanic skin re- -
sponses increased to bof{l complimentary state- ‘
ments about disliked gremps and derogatory
statements of. valued groups. In each case, the un--
derlying assamption was that the changes in
physiological arousal was 2 result of the individu-

-

.

" al’s attitudes.

tage over direct measurey tha( it-is more difficult ,

. wsamuli are

. promising findings, along with the gr

. being more precise and obyj

’ -

¢ More recently, there has been mounted an
impressive sgries of studies which indicate that.the
dilation and constriction of thg pupil &f the eye 1
related (o an individual's attitudes. Specifically,
Hess's evrdence\bpdlcates'that an individual’s R
pupils dilate in response to pleasurable stimuli and
constrict in response to unpleasant stimuli. These *
potential
that social scientjstgoften see n ph\s @ ‘\asures,
made this techniqu® quite interesting™nd even ex-
citing, However, recent systematic research by
Woodmansée (1970) has not only failgd to repli-
cate Hess's results but has furfher shown that the
pupil of an individual's eye not onky dilates o .
pleasant stimuli but to extremely unpleasant
stimuli, e.g., a plcture of a flllh) toilet' in a
broken;down bathroom or a picture from a grue-
some murder case mvolvmg a local coed. Thus,

LS

interest. and attention.

. »

While physlologlcal measures ‘have the a van-

%

‘for-the subject to take or give false answers and the
apparent advantage over indirect measurgffof*’

ive, th¥ disadvap- &
tages are dlso very apparent m the obtaining of oo
attitudinal measures is usually restricted to a de-
fined physlcal setting where the available resources
permit proper recording. -Second, increases and
decrgases in physiological arousgl cannot be ingef-
preted withayt knowing what the énvironmegtal:
hich the subjects are respondi
Thirdy a wnth‘he physiological measure of
dilation and] constriction. of the- pupil of the eye,,
there is seribus concern with respect to interpfeta-
.bikity. Fourth, studies employing more than one
physlologlcal measure to tap the same attitude
‘ORen result in ong. astge imylicating a f'mdmg
tbat the’ others do not; h;n t'hls occurs it _raises
55 I RO ,




quesuons of exactly what the yarious physmloglcal
- indices are measurmgi .

[

Notmlhstandmg these criticiggls, pl}ysnologlcal
. measures of attitudes may very well prove to bgy
more reliable and valid in the fture. Work by
Cook (1968) indicate$ that subJect who wire con-
ditioned to respond favorably 1
cerning the attitudinal .object responded favorably
in terms of physiological measures to other pdsi-

to respond negatively to the attitudinal obJect re-
sponded negatwely to other negauve statements.
Results of Cogk’s work, are promlsm% but this
(echmque is not far t'nough along to warrant any
conclusions _about its usefulness as an attitude
measure. '
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servational methods. Another approach to
meaélfr;ng attitudes is to observe an individuatin-
teracting with some sotial obJect For example,
Mehrabian (1969) Pas mounted a program of re-
: - search which indicates that nonverbal behavior is
clearly related to attitudes toward another person.
In par;icular. Mehrabian finds thdt positive at-

@ tutides are related to assuming closer interper- .
pnal distances, miore eye contact, gnore direct
.g()ulder orientation, and more forward-lean than
are ndgative attitudes. In othemavords, our non-
verbal behaviors are more intimate with sthose

whom we like than with those w.e‘de nut like.

Another area of research that is making uge of
.observational methods is the field of progr*‘r
evaluation;’ concerned with measuring the effec-

. tveness of social programs. Public institutions

. concerneg with such topics as health, crime, .and \
education are increasingly being, called upon to ’
demonstrate- the effectiveness of programs which
taxpayers are supportmg""l-‘or examplé, Bickman
(in press) in evajuating.the .effectivetess of a mass -

. media campaign desngned to encourage the report-

’ ing of shoplifters, found that the-campaign was-ef-
fectivesin communicatifig and altering an indi-
. vidual’s intentions but not in inereasing the«
.. number of cases that werg re?)'orted In other

ot " studies appraising the effectiveness of the mass
media it has been found that there was little effect

. on such behgviors as aggression (Feshback &
’ Singer, 1970) or automobile seatbelt use (Robm- .

s‘xl al., 1973). : .

\

<

Individuals who are congerned with socml ac-
. .tion research gften have employed observational
methods. A good example is provided by Saltman’
) (1975) Concern over the tmplementation of anti- .’
. dlscnmmauon housmg laws led Saltmah to audita“
number of real estaté companies in the Akron
area. Saltman sent black and white volunteers to’
* \each real estate company- The volunteers kept
. wfitten accounts of their obseryations which were.
then coded to tndicate possible forms of discrimi- -

o . nauon .The results.indicated that u}elve out of

EMC ’ - B
> -
. A

-
.

-

Statements tﬁ]- mvmr patterns; (2)/they can ald us in the selec-

- of behavior (Ehrllch 1969).

i .t ) . !
{ w. - o
. . . ‘ 4
tlﬁrteen companies’ practlced some fq.[:m af dis-
crifination, -

. with the other wiys of measurmg attitudes,

obserVauonal methods have their advantages and’

dlsadva,ntages The advantages of observational
hods are: (1) they can tell us a great deal about

tion of problems and hyp ses; (3) observation
may be the only'feasible method by which to

tive;statements, and subjects who were conditioned. ¥ "gather data, e. g resca,rch with children or

schlzophremc persons Or research-concerning how
opeople react to patural disasters;,(4) they allow an
m]es gator to record an’jindividual’s ongoing be-
havior as it occurs; thus scientistg concerneg®with
how people interact under certain circums®inges
can observe their behavior under'those‘ circum-
stances. *

’ .
The disadvantages§ of }bsérvational methods |

are numegpus. First, ethical problems (invagion of
privacy) do arise, particularly when individ®ls are
unaware that they are being observed. Second,

when people know that their ehavior is being ob-
served, the investigator frequeatly encounters tife ~

same Problém as with self reports, e.g., subjects

alter their behaviors to make themselves look .
.good. Third, it is not always clear whether the ob- &
served behavior reflects an underlying disposition
(attitude) or whether the behavior is appearing for

some other reason, e.g., a behavior may be nearly
independent of external patterns of stimulation.
Fourth, without the manipulation of variables it lS
difficult to clearly establish cause and effect rela- ° .

uonshlps . t .

Despite these -advantages observational

ods have become increasingly popular dver

e past few years. As social psychologists have be-

come increasingly interested in écological psychol-
ogy, environmental psychology, social action, and =

program evaluation, observational methods have

acquired more respectability then thay had in the

" past. ] , T .

- Attitddes and the predictions of beffavior. - ‘.
Recall that the under rationale for study- .

ing attitudes 1s that what people say is a good pre-,

dictor of what they will do. Below are a series of

summary statements made by authorities'who haye

“ww—nalyzed and evaluated the numerous studies, on

the relationship between attitudes and overt ‘be- -

- hgvior.

Studies on the relations of attitudes and be-
havior have almost consmently resulted in the

. . conclusion that attitudes are a poor predictor
L 4

, Attitude research; has long indicated that the
person’g vérbal report of his attitude has a
rather low correlation_with his actual behavior
toward the object of the attitude (McGuire,

"1969)."

’
o -




.

!

- 4 !
s

s

Most researchers have had little success in
predicting behaviot from attitudes toward
» ethnic groups (Brigham, 1971).

There is a growing awareness among inves-
» tigatqrs that attitudes tend to be unrelated to
overt behaviors (Pishbein & Ajzen, 1972).

The best known example of the discrepancy

-

between attitudes.and behavior came as early as p

1934. A social psychologist, LaPiere traveled from ¢
coast to coast with a young foreign Chinese couple,
stopping at over 250 hotels, autocamps, cafes, and *
restaurants and receiving normal service in all but
"oné. Six months after the trip, LaPiere mailed to
each of these establishments a simple question-
naire which included the question *Will you accept
members of the Chinese race in your establish-

ment?”’ The answers he receivedwere 92% “No,”
despite the fact that all of these plaggs had, in fact,
served -his Chinese friends not before. In
other re just the

gds. the verbal respons
exact’ opposite of the behavioral 'onses. This

state. of affairs not only defies intuition and com-
Mmon sense, but it has frustrated and annoyed so-
cial psy chologlsts for years. .

In attemptmg to account for the failure of at-

s titedes to predict behavior, social psychologists

dividual not knowing what his.attitude is or to lie-
ing. These factors are measurement problems,
conflict among attitudes, and situations. Let us

- brleﬂ\ discuss each in turn.

r

»

'k

. operating {n

Measurement. The typical procedure has been to
determine a person’'s feelings towamd a general
class of objects (members ofghe Chinese race) and
us® this information to predict that person’s be-
havior toward a particular member of the class (a
Chinese couple). The more the particular member
g‘ the class deviate$ ‘or differsefrom the general

ass the more difficult it becomes to make accu-
rate predlcuons. In LaPiere's study the Chinese
couples’ that were admitted to the various estab-
lishments may have possessed very few, if any, of

-ahe characteristics or stereotypes held by the sub-

s jects. In~fact, by bemg‘ vsell dressed and 1n the
company of an occidemtal professor, they werg al
most certainly not much likg the lmaga of *

Chinaman” that propnetors intended not to serve.

Conflict among amtudes Peuple often have
more than one attitude toward a#ly object, and the
discrepancy between attitudes and behavior ofteft
occur because other more dominant attitudes are
a partlcular situation. For example, a
physician who is a strong proponent of HMO3%’may
not be willing to speak publicly in favor of them
because of an even stronger feeling that physicians
should not actively lobby for their qwn medical
interests. The intensity and extremlty’ of attitudes
both probably vary somewhat from time to time as

G mesult of recent expen&nce and an atutude may

RIC. : -
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+ have 1dentified three factors in addition to an in*..

C .
be strong eriough to pg dominant at one time but
perhaps not'on all occasions. ™+

Situations. Perhaps the most important factor
accounting for the discrepancy between attitudes
¢ and "behaviors is the constraints or behavior that

‘ exlst in any situation. Situational factoss are very
\ powerful determinants of behavior. We are not

eally “free” to behave in any way we might like in
ust any circumstances. Some of the constraints
present ini:apabilities‘of responding in certain

. ways'in certain situations; others represent con-
sugamts derived from social expectations and rules.
As an example of the first kind of constraint, it has
been noted that policemen do not séem to change
their behavior very much, even when they know
they'are being observed, and they often engage in
ratmndgrable or unprofessional behavior
witW observers present. One possible explanazlon
that ha®been posed for such behavior is that the
behavioral repertoire of many p()fcemen is quite
limited, and “they literally canpot behave differ-
ently than they do in some situations. Another
constraint by inability to respond would be failure
to donate to a%ﬁghly favored charity because of
lack of money at the time of solicitation. The kinds
of constraints stemming from social conventions
are illustrated by the substantial uriformity of be-
havior in church, the fact that mihtary enlisted
men will usually say “Sir” even to officers for
whom they have no respect, etc The difficulties

_« that have been met in 1dentifying consistencies ln

behavior, accompanied bx recognition of the very
obvious and substantial importance of situational
factors, has led more and more social psychologists
to Ignore differences between persons and concen-
trate on-situatianal factors in determining be-
havior. Whereas 30 years ago the social
psychologist's bias was toward individual disposi-
tions, today the bias is toward situational factors.

@usion T )

From what has been presented it is easy ard
perhaps even logical to conclude that the stufy of
attitydes is a waste of £1me.. Many sofial

. psychologists have accepted such a conclugion.

While such_a conclusion can lg¢ partially supported
by the empirical data, there is in my estimation still

room left for the study of differences between per-

sogs in attitudes and related behaviors.

. Recently two socal - .psychologists, Bem and
Allen (1974) have suggested that part of the prdB-
lem of 1dentifying consistency in behavior has.been
to identify the set of behaviftsacross which consis-
tency §s to be expected. For example, if a soldjer is

asked” whether he likes vegetables then it is
discovered that he wil not eat ¥ aga, kale,
acorn squash, or okra, lght not easonable
to conclude that the soldler does*n lke vege-

tables
first w

57 ‘

?erall. A better procedure might be to ask
h3t the soldier considers to be edible vege-

’
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_t'ables and t
“an his fist. §

.’ consnstencs A student

.

2 - A\
n determine whether he likes those
larly, if one wnshes to predict -

whether a ill “eheat” based on'self-reporr
of disposition to chedy, it would be a good idea to
find out from the sub gtt just what he or she.con-

.siders to be cheatlng b&havior. Moreover, one can
find out dlrectl) from(a person about behavioral
ight say I always keep my
room neat and tidy, but my car is always a mess.’

Both those statements) might be found. to be true,
“in, “thh case_the siident could’ be’ considered
quile consisten behavior, but not necessarily®

-with'ﬁ fairly arbitrarily defined tategories.

one wanted to follpw such an approach in
studung the attitudes of the public téward a res-
“cue service, one would want first to find out what’

* services the' respondent believeld were provided
’ and what the lmportanl factors were in the provi- *

sion of such services. It might then be determined
that the person was LonSlg‘entl\ pleased with re-
sponse times arnd with the techmcal quality of the
seivices but dissatisfied with thé demeanor of am-
buldnce attendants while handllng lower class and
mdigent Mctims. .

This approach is promising, but it is too early
to make a definmive judgnient on 1ts valae. How-
ever. u should be clear that the assumption of con-
sistency of responses toward social obJects has been
given up, .,md social psychologists aresnow looklng
at a“person’s Feclmgs toward a specific object in a
speafic suuitwn and then obsenlng for the cor-
respopding chaviors -

* In summars “the social pS\Ch()logls[ s assump-
tion that atutudes 1€ad to a pattern of consistent
responses (particularly consistent overt behaviors)

toward a social’object cannet be supported by the ,

exisung empirical data. Rather, an individual’s be-
- havior seems to.be affecteg hy sonflieting attitudes
as well as situational factors The most promlslng
approach appears to be more specnﬁcm in the
questions that are asked so as to be ablf to ‘predict
when an individual's dispositions wiii lead to con-

sist®nt or iconsistent behaviors. -

-

% )
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AN ’
of Civilian Observers to Work in Police
Patrol ‘Operatlons Research .

F 3

William Bieck
Kansas City Missouri Police Department

v

" Operations Resources Unit .

Kansas City, Missouri

It seems inevitable that of the quality of performance of rmergency me a
are going lo have to be -deployed at performance sites, whether in vehicles or in ERs, The development and mon

dical personnel 1s to be evaluated tn an adequale way, observers

Supervision

-~ * .
f -

ing of a good

observer tram 15 no small feat This paper details the procedures followed by Williamf Bigck, who has had' unusual success with an_
observer study in the police field. His paper also conveys a good bit about the procedures which are necessary in order ® achieve a

high level of data quality control "
\ ,

Beflore’ proceeding with the topic to be dis-
regarding the recruitment, selecsion; train-*

ing. and"supervision of civihan observers who

-worked dn the Response Time Analysis Study.

memtion should be made of the study itself in
order to provide the listener with sufficient back-
ground information to assess ihe context in which
the observers functioned. - '

The Response Time Analysis Study, a five-
vear project funded through the Nattomal Institute ~
of Law Enforcementand Crimihal Justice, the re-
search armeof the Law Enforcement«Assistance
Administration, 1s currently being conducted by

/.

.

the Kansas City, Missour1, Police Department, the °

agency which was the reapient of the grant. The
major objective of ghe study was to analyze rela-
tionships between time taken to_report crime or
request police service, process and dispatch citizen
requests, respond, to locations from which assist-
ance has been required, and measure probabilities
associated withon-scene criminal apprehension,
witness availability, victim injury, and citizen saus-
faction with police response time. The second ob-.
jectuve sought to analyze problems and patterns in

_ crime reporting or requests. by citizens for police

assistance.

A total of¥six data collection comgonents weke
established in order ¢o obtain inf‘(')rmation neces-
sary to addr“ss-qlptions generated by these objec-
tives: 4

¥

1) Observer Comp The Observer Compo-
nert, the focus ofMhis presentation, consisted,
of nine civilian observers, two females_and
seven males, who accompanied police officers,
involuntarily, fog a period of ten months. The
N observers rode fgur eight-hoar tours per weék
with police officers assigned to police the city's
most active robbery- and assault beat-watches.
The primary responsibility of each observer
was to record times documenting officer dis-

P

Q
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patch, response and arrival to citizen contact
and the location to whieh the officer had been
sent. Additional information conetrning loca-
tions from which and to which officers had
been dispatched and a description of on-scene
activities, e.g., completion of an offense re-
port, criminal apprehension, administration of
first aid-or request for an ambulance .or bther |
police specialists, etc., was also obtained. -

v /
2) Tape Content Analysis Component All calls
coming into the Kansas City, Missouri, Police
Department that are p}l;ocessed through the " .
communications-dispatch center are recorded
on tape. The nfain purpose of this segment of
the study wasto record times pertaining to-the
initial connection between citiZéns and police
dispatchers,-crime reporting or service re-
quests By citizens and broadcast and dispatch
messages to field officers. Additiona] informa-
tion also colMcted included an analyses of the
taped, conversations between citizens and dis-
patchers to identify problems in citizen in-
teractions with dispatchers and dispatcher
communicgtions in transmitting assignments

to field officers.

8) Citizen Follow-up Interview Component In-

“dividuals who feported crimes, requested

police assistance or were ﬁnig{s of criminal |
offenses were idenuf®d and interviewed in’
order to obtain information regarding the

%ime at which the crime occurred or was dis-
covered, the lepgth of criminal visibility if a
suspect was seen, the location 3t which the’ |
crime occurred, the citizen's activities before 5
the commission of the incident\took place. the
time taken and problems encduntered in re- -
porting the incident to the polide and thagiti- .

- N,
N \

53



. ¢ . N
' . v . ¢

. edge, if any, of the suspect involved in the in- by the establishment of an observer program
o " cident together with demographic charadteris- *  was cost. Suffic€ it to say that from the proj-
. ties of victims and witnesses. - . %« ects inception np provision was provided in
4
& . As can be seen from areview of these collec- . the original proposal for an observer
* tion components, information is availablé to con- - * component. - ‘\ *

- struct a time continuum consisting of intervals Unanuclpated cost-of-living salary imcreases
"which, for exampl®, accednt for the time taken for which were triggered by unpfecedented in-
a criminal offense to occur, the time ta*en in re- Mationary rates served to compound concern
porting the incident to the pdlice, the time taken v " fore<budgetary strain during the fledgling

. to process the call through the communications- stages of the study. Of tantamount impor-

- dispatch center, and the time taken by ar officer to tangcg, Salary increases also escalated fringe
respond to and contact the S&izen who initigted benefit ‘payments which are computed at fif- -
the mobilization. : . ' teenipercent of gross earnings.

The three remaining collection components .As a result of the observer program, addi-

54 . consisted of a “Test Call” experimgnt-to measure_ tional supervisory, liaison, quality control and
the amount of time required to reath a police dis- * clerical staff were also .ngeded to coordinate

. .-patcher through the polite department’s “Crime and disseminate information, maintain service

" Alert” telephone number (emergency or police records, follow’ through on-chest x-rays and
assistance), the department's administrative tele- flu innoculations, issue and complete’ travel

honé nymber, andy the Southwesteyn Bell tele- . vouchers, insurance forms and time records,
w 5 .

. phone operator. This mformatnon which was col- sgcure office space, prepare supply and
lected betpeen the times of seven and’ .m. equnpment reqmsmons and manage a part-
seven davs a week, was necessary to ev the . time, non-profit placement service for those

, subjective responses given'by citizens in fEporLing confronted with- bleak praspects of future
<rimes or requesting police service. : . employmernt opportunities once field data cok
= A "Viggm Injurv Follow-Up” survey was con- lection had been completed

= ducted to determine the degree or extent of seri- - ’

. ousness associated with victim i Iting 2) Mandgenal Wlth nine full time cw:llan ob-

. from crime or other emer: ents servers, one overall collectipn: supervisor gone

. s : . . . observer supervisof, one Haison officer "and

_ Finallv. an "On-Scene*AYrest and Conviction P

; . gne quality control clesk, consldmble effort
Follow-Up"” component was initiated to-assess

was directed toward “establishing lines of
probablhnes associated with criminal justice dlspo-

commurication and delineating areas of

sitions. . Tracking Part I felons through the®crimi~ . i
- nesponsxbxhty -
\ nal justice svstem was considered necessary in - )

i order to evaluate the ultimate importance of on- ! The observers were given their own field

scene arrests as a product of rapid police response quarters which containéd an office for their

p. given. thafeuspicion that convictions for the samé . supervisor, a conference room and a small but

grounds as arrest would be few. Reasons for JuU functional message center. AlthoGgh distamce

cial fallouts are'also being obtained per se created ripples of alienation™ among ob-

. ; ) . servers toward the administrauve and analysis

-Having considered "the m.gthod’ologlcal : . .

. . Rat . o staff, who were |ocated in the central business
. framework 1n which data were collected, specific

. : disttict adjacent to police headquarters, sepa-

" attention will now be focused upon thed&Dbserver .

. - . b - rate office fdcilities were more convenient,
component. The decision to utilize.cdivilian obser-
7 being strategically located between divisten
vers-on the Response ®ime¢ Analyss Study was *
ih & stations where field tours commenced,. and
made with disciplined reluctance. Although neces-
- provided the observer supervisor with suffi-
- sitated by the need to obtain information unayail:
- s - . cient latitude to acquire a working knowledge
able through more ‘conventional means, the
. o : - of each observer's values, expectatians, aspira-
émployment of CIVlllanS'lO accompany police offi-
tions, and ldlosyncraues Concessions were
cers during roggine tours of patrol presentya mul-. _
< madé by the observer's supervisor regardmg
tphcit¢ of ch ges even for the most astute ad- )
Y . ¢ . alterations in scheduling so that exceptions:
minfistrator with a flair toward research. Problems .
: ‘ . could be made to accommodate those wnshmg\
encountered given the decision fo employ civilian. -
. " to pursué course_work at local Cblleges and *
observers can be couched®under three headmgs
L uhiversities. Coordination of training sesslons,
e N I\ Admimistrative Once “statistical calculations . where observers were r'equnred to provnde a$-
' », had been computed to determine the number . sistance in instrumentation construction and
1 of incidents needed for adequate ahd repre- " modification, Yeployment scheduling and con-
sentative analysis, an exercise that also'pre- | trol of rumgqr and innuendo, which surfaces as
- dicted the number of observers to be hired, . an incessant problem whenever civilians and
, : [hsk ost salient and immediaté concern posed - sworn pcrsonnel are forced to work together,
LS . _‘)‘7}
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consumaed major attention it addressing
managerial isues.

?)"Melhodologua! In géneral utilization of

rained observgrs is indicative of the state of
the art ih whigh researchtis being conducted.
Observer_cogponents exemphf) fdmission
“that linl€ own about the subject to be re-

« searched. It also suggests that the nature of
the investigation is explorajory-and descriptive
tather than eéxperimental; the latter of which
can usuallv anticipate extraneous variation

*and hence control, a congept central to scien- -
ufic inquiry, hold constant or account for in-
fluences which. might affe¢t 'the relauonshlps
being-tested.

Although the utilization of trained obsérvers
to-collect data on research pivjects 1s elemen-
tarv given 1ts methodologigal niche vis-a-vis
more sophisticajed techniquegised 1n elabo-
rate research designs, 'prot‘s'assocfated
with the administration and management of
such endeavors are extremeh complex. With;
out pursuing an epistemological tangent re-
garding the histonaity of science, what sciente
1s and 1s not, suffice 1t to say thatitwo
. methodological limitations are inherent in ob-
~__server.data collection procedures 1) Control »
" Effect Contral effect refers to the change or
,' influence the observer creates by his own’
presence in”the situation- he 1s studving In"
more concrete terms, observers rlgl’)lg with
police officers who are aware of the observers
responsibility to obtain mformauor;pertammg
to response tim® might be inchned to ‘drive
faster (or slower) in order to impress a novice
., convihan Furthermore, officers might feel
-+ compelled. knowing that they are being ob-
served. to be more thorough n conduction of
on-scene activities, esg.. report taking. process-
ing evidence. etc.. and 2) Biased-viewpoint £
fect This concept describes the potential for an
observer to become emotiphally consumed
into the.situation under investigation thereby
militauing against his objeeuvity  An observer
might be peositivels coopted by a patrolman in
terms of fabricating data that would place the
officer 1n an unfa\orable light or become
negative toward pollcemen and the manner |r§
w‘hlch calls are handled. -~ ¥

As can be adduced from this discussion, either
limitation, unless checked, will lead to serious
distoruion 1n data collection ard analyss.
Having reviewed the seting in which the ob-
server component functioned and problematic
conslderatmns generated by the decision to estab- -
_ Iish an observer program, 1t is fime to roceed to
* the business of recruitment, selection, training and
supervision of observers. '

The qualities nec¢essary for a good observer-

) ’ ~

.

Y -

were not easily defined vXThc role demanded a per-.

son with a compléx and sometimes inconsistent set
of attributes. A good observer-would have to face
and handle many ambiguities inherent ih police-
citizen encounters, requiring-him to have consid-
erable adaptability to a broz range of situations.
Jhose situations would .vacillate between extreme
boredom and intense stress. In addition the role
would require an unobtrusive indiyidual who
could passively blend into any setting, yet.actively
collect pertinent and accurate projeet data. Other
characteristics such as good judgment, dependabil-
ity and honesty would *also be necessary to insure
systematic observations and qualitatjve data. Since
all observers would be contract emplovees of the
Kansas City, Missouri, Police Department, they
would have to pgss a thorough 'ba(kg.round
|nvesugauon .

" Inmially, 1t wa& decided that onl\ mzﬂe candi-
dates wouldsbe recruited as observers, the
rationale being that a female observer funttioning
in a predominatelv male hine of work would intro-
duce an element of bias to police officers and
citizens by producing expectauons for which it
would be difficult to control. The easiest role for a

civihan observer to acchmate in the -police- auzen"
milieu was either that of a plam -clothes detecm'; .
’

or a police secrunt. it was considered problemat

to cast  female in either role. Since no empirically
*tested data were available’ to support such a posi*
tion, the legal obligation of the polige department

to be non-discriminatory 1n Qahlrlng(pracuces (the
study was_ also federally ed) resulted 1n the
. position being opened to sexes.

Inimal concern about acceptagge of;female ob-
servers mas borne .out somewhat g the first
weeks of field observation On®e incideht involved a

struction of property complaint. When contacte

woman who had called the police regdrding a de- :

later bv a telephone interviewer she said the offi-
cer had arrived late on the scene (he was accom-
panied by a female observer) and she had assumed
he had picked up his girlfriend prior to respond-
ing to the call. In another police oriented study in-
volving observers in Rochester, New York. citizens’
complaints were so frequent that specially de-

signed blazers had to be worn by all females while -

conducting their field work.

To mitigate against role conflict between offi-
cers and civilians on the RTAS, all observers were

requared -to display department idenufication .
which consists of a personal photograph captioned |

“POLICE—CIVILIAN EMPLOYEE.” After in-
sututing that procedure citizen complaints abated.

The only specific criteria first required for
application for an observer position was a
mimmym age hmit of 21 and completion of high
school degree requirements. It was later learned
“that the minimum age stipulation was not a de-
" partment requirement; the lower age llmll bemg

“‘:
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- Ccriteria were so general that

17 with parental concent to work. Minimal’ apphca-
tion criteria were established becapse of the lack of
evidence regarding the most suitable background
for obsesver candidates. In fact, employment

£ost anyone might

qualify for tl’mi[ion
The mo me}'late market for: guallfled

cgpdidates at first appeared to be local Associate
m Baccalaureate Degree programs. As a result
all colleges and universities wjthin Y sixty ‘mile
radius of Kansas City having a liberl arts or crim-
inal joistice major were contacted. If the institution
"had a placement service, it too was contacted. In-
dividuals involved in hiring civilians for the police
department were also advised of the observer
openings. The initial requests for applicants re-
sulted in onlv fifteen persons applying for the nine
position openmgs
After initially receiving a poor response, .re-
cruitment efforts were accelerated and expdnded
) include out-of-state” institutions. The Job In-
mation Center at Sam Houston State University
in Huntsville, Texas, was contacted. fhl school
maintained several hundred resumes 0!12€llglbl€
candidates in the criminal justice field Northeast-
ern University's job’ placement advisors for the
College of'Criminal Justice i Massachusetts were
also notified of the openings. Finally the positions
were advertisqd for two consecutive Sundays in
The Kansas City Star, the metropoiuan area's
major newspapgr }
The second round of inquiries, including the

newspaper advertisements, brought an improved

' respon¥e. Over 200 inquiries were fecerved, and of

Q
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those, 176 agreed to submit resumes. A total of -

104 resiimes were ﬁna,lh recened, sixty-nine per-
cent from malgs ‘and thlru -one percent from
females . - i .
A revision of the project timetable’ to Teso}ve
research design issues resulted in a tyo-month
delay of interviews for the observers. During that
period, sixteen applicants found other jobs, four

moved away, four changed their minds, three

withdrew citing "bad hours™ as the cause (normally
observer shifts ran.from 4:00 p.m to midnight),
and three others did not attend their scheduled in-
terviews. The remaining dropouts were those re-
cruited from Sam Houston and \ortheaslern
Unversities.

Originally, two members of the project staff
had planned to travel to Texas and Massachusetts
to scrgen prospective candidates. However, the
two-month dejay resulted in a diminished list of
out-of-state applicants. Travel costs could .no
longer be justified given the number of candidates
remaining, and after being advised that thigy

- would have to travel to Kansas City on their own

expense (federally. funded grants prohibit pay-
ment for relocation Yo new _]ObS) they declmed
~further consideration. .

o ’

-

. .
-— - - - -

A gtal of fifty interviews' were ‘finally- held
with -eiglg- male and 1welve female candi-
dates. The seldon process invol¥ed three basic

- phases: 1)-Personal interviews; 2) Field evaluation:

and 3) A battery of .short testa_combined with a
brief open-ended interview. Ea:hpplicant had to
successfully-complete all three stages in order to' be
eligible for final selection. Each phase was de- .
signed to examine particular attributes needed in a
."good” obsetver. Charactens‘is deemged desirable
fof competent observation were evaluated in at
least one of the three phases, and most were
evaluated in a second or third phase supplying a
cross-reference indication of ability.

The initial phase involved one police officer
and one civilian interviewer questioning each c
didate for approximately an hour. Prior to tk
interview the applicant was asked to print his

‘\Qame“ age, height, weight, and t@®phone number

.

‘

R

on the cover sheet of an interview form. This pro-
vided the interviewers with an indication .of the
applicant’s ability to print letters and numbers leg-
ibly, arj'important’ factor in the coding of survey
data forms, especially in anticipating that raw data
would be obtained 1n moving police vehicles.

The mtenlew began, with a general explana-
tion of the study and a job description. The candi;
date was then asked a series of ques&ns regarding
his car€er objectives, work experiences, educa-
tional background, andlgeneral interest and, ap-
titude for the observer position. An ambiguous”
problem situation was described by the interview-
ers, angd the applicant was asked to discuss iy Re-
sponses |nd1cat|ngﬁ'igid or extreme value offenta-
tions ori behalf ‘of a candidate were considered
undésirable and potemlallw problematlc for the

- observer role.

At the conclusion of the interview, each inter-
viewer completed a rating form rankjng the can-'
didate’s listening and communication 'skills, work
experiences and §gneral appearance as it applied
to the role of an observer. Preference was given to
appllcams with a college degree, experiense in
“applied 1esearch and @ demonstrated |nteresl\§'
police operations, Such quallﬁcatlons were €
pected to facilitate individual waining for the o

»

server role and improve «the likelihood of qualua-\ ’

tive data being collected. A summary gating on a
scale from one to five was computed for each can-
didate. After all interviews were completed the
interviewers recalved the rating instruments to
reevaluate any prior reJccuons and’ inakeaﬁnal
first-phase decisions. A unanimous “no6 vote” was
required for an applicant to be rejected. Having
completed screening duw '
twent
secand se (although twenty-five applicants
were designated for the second phase three with-
drew, having accepted other positions, and one
moved away). -

- f t .
-
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g the first phase, 2
ve applicants remained eligible for the .
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. The interview teams involved in the selection
progess includéd twp civilian employees of the de-
pagtment who had considerable experience as ob-
servers in police patrol operations and two police
sergeantg who had an extensive knowleédge of field
operations. One of the setgeants has been pre-
viously selected to pervise the field observers
during training, pretésting of field instrumenta-
tion, and data collection. Several police officers
and a department operations analyst conducted in-
terviews when the régular interviewers were not
avatlable. ‘

v It was intended that at least one civilian and

one unifermed officer would participate in the
interview stssions, however, schedulmg conflicts
resulted in thirty pergény of the interviews-being
conducted solely by, 3 r CIVIlIaJ‘ personnel.
Of the fiftv intervifws compMsed, thirtv-five in-
volved both civilian and sworn ifterviewers, twelve
involved strictly sworn interviewers and three in-
cluded onlv civilian interviewers, - )

The second stage of the selection process re-

quired that observer applicants accompanv police
officers during rouuine patrol tours for a
minimum of sixteen hours (normallv twentv-four),
after which evaluationsewere made bv a pre-
[ selected group of police officers Candidates were
given minimal instructigns on how to behave ard
//wﬁe‘ expected to |mpb'|se meome situations
The evaluating officers were tho¥en by the sworn
members of the 1fterview teams to Jepresent a va-
nety of personalitfes-and methods of emploving
+ police procedures in ah attempt to expgse each
candidate to a variets of policy stvles, which were
anticipated to be encountered duging the fifteen
* months of. fild observations. Officers rated the
prospective observers on the basis of compaubtlity
(the major consideration), job interest. supersisa-
bulity, courager inconspicuousness on calls At
the conclusion 8t each tour, a police sergeant con-

» ferred with the evaluating officer and-compiled
ranking of those candidates evaluated by that offi-
cer This process allowed an officer o reassess his
carhier ratings given the broader field of re&ehfence
he had developed Only those candidates who re-
.- cenved acceptable ratings from all officers with
whom they rode were selected for the final phase.
Of the twenty-one applicants that took part in the
second phase only twelve quallﬁed for the final

. phase .

v

The final phase of the selection process in-°

cluded a battery of paper and pencil tests and an
r open-ended interview with .the interview team
The first exergise was a'picture-r&all test which 1s
“used by the Regjonal Center for Criminal Justice
to determine police officers’ ability to observe de-
tails at a crime scene. The second exercise was a
i-symbol dril testing the candidates’ dexterity
a bility to prity legibly. The final test, one de-
veldped by the Shipley Institute, provided an indi-
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- officer, a weather observer, a personnel tchni-

]

N

cant of the applicants’ abstfact reasoning dblllly
and 1.Q. level. -

Oance the tests had been completed, the ob-
server candidates were again screened by inter-
viewers in an open-ended interview. This provided
interviewers, who had not previously seen some of
the applicants, with a complete review of the final
candidate field. The applicants were then ranked
according to their scores in the second and third
phases. These scores were considered with the -
personal evaluations of the interviewers in the
final phase, and nine candidates were selected.

The nine individuals chosen consttuted a di-
verse group. The, oldest member was a thirty-six
vear-old female with a Master's Degree in Public
Admlmstmuon who, inadenty, tengned after the
first week of training to accept a position as direc-
tor of a youth service agency. Her replacement whs
a twenty-eight year-old male who had been desig--
nated as an alternate from the final field of twelve.
s The youngest obs@rver was a twenty vear-old male
mmh a high school diploma - » ;
‘@ Of the nine observers selected. seven had Bac-
calaureate Degrees of which three had also com-
pleted Masters Degrees. The average age: of the
observers was twentv-seven vears Final selection

- revegled that one-third of thase initially selected

was female. The group repres@nted a vanety of
work experiences which included a corfectional

aan, a psychiatric aide, a clerk typist and a re-
search assistant -
Given the, fact that those qualities, which de-
scribe a “good” obsemer could not ‘he defined at
the outset, & meticulous selection process “does not
guarantee a successful observer program Once
selected observers must be traihed and then
supernsed throughout the enurety of data
collection . .

«

L)

. Observer training on the Response Time .-

Analysis Study sought to achieve two objectives.
First, 1t was expected to provide observers with a
t gh understanding of police operavions " This
mnmdered necessary given the,length of time
data was projected to be collected and the realiza-
tion that cvilian observers would, be nding with
police officers in the highest crime areas of the
aty. Secondly, traming was designed to insure that
observers received a complete orientation regard-
ing research methodology utilized on the study to-
gether with instruction concerning all collection
and quality control comp()nenfs. Through a com-
bined review of the occupation to be researched
and the riature of the research‘&o be undertaker,
the observer gained a more' complete understand-
ing of his work and the responsibilities of sworn
officers. » -

Before addressmg specific aspects of the train-
ing format, a brief but important sidetrack 1s war-

" ranted. Having made decisions to establish an ob-
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server program, the number of observers to be-

employed and the methods bywhich candidates
were identified, recruited and selected, the subject
of the kind ofobservational technique needed on
the Response Time Analysis Study was discussed.
Hopefully, the foezwmg labels are self explana-
.tory, but there areffat leadt four types of observer

. alternatives: 1) Participant Qbserver; -2) Observer

Participant; 3) Complete Observer; and 4) Com:
plete Participant. Although differences among
these methods vary in degree, they also vary in
kind. The distinction between a Complete Partici-
pant and 2 Complete Observer is absolute. Perhaps
of interest 4o the layman is the fact that ’hese
methods are also utilized by individuals outsidethe
research Communm For example, an undercover
narcotics agent might wish to infiltrate a drug‘?raf-
fic operation |n€r_der to secure e\ﬁgnce His
“cover” or “front” must appear legitNnate to his
adversaries before admission and then participa-
ton 1n the group 1s permitted.

In short, unequnocal guidelines were estab-
hshed at the outset of training o define “the obser-.
vers' role as “gomplgte observers.” Their mission
was first and foremost to collect data’

Actual training involved a collabarauve gfort
among policemen, 'ciylllan researchers and oject
consultants Training units on patrol operations,
street and field procedures. first aid self-defense
and other aspects of police work were provided by
the FieJd Operations Supervisor, who was in
charge of tthseMng, %ith assistance from a re:
ured police sergeant, who was the.project’s field
haison officér. Observers were given a tour of spe-
ciahzed units within the department, e.g., K-9,
helicopters, traffic, ett., and received instruction
on the gperations and objectives of those ‘units
from member represeptatives, A seminar on epis-

temobogy, scieace and resegrch m‘@thodolog was

conducted by the Principal Anatyst, a’' former As-
sistant Professor of Sociology. Sessions ‘on field
data collection techniques and instrumentation de-
velopment were delivered by an Operations
+Analyst, who had conducted field observations for
over a year while employed on the Prevgntative
Patrol Exgenment. a study cohducted in Kansas
City which was funded through ¢he Police Founda-
tion. A special sessjon dealing with the potential of

‘observer co-optation and the concept of “going na-

uive” Wwas presented by Dr. Albert Reiss, a Profes-
sor of Soclology from Yale University. Dr. Reiss
had had considerable experience in directing ob-
server programs in other police departments. Fi-
nally, an orientation to the department’s overall
research and programmatic activities was provided
.by the unit commander of the Operations Re-
source Unit, an operational planning agency re-

"_sponsible for organizational developmcm and

applied research efforts within the depag‘ment

-

Training topics included a project orientaffn -

. | ~
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(16 hours), rules and regulations (3 hours), a de-
partment ortentation (18 hours), police work (42
hours), yesearch methodology (16 hougs), in-
strumentation development ,{76 hours), and field
wark (72 hours). Over sixty percent of the pro-
gram was focused on instrumentation develop- .
ment and field work. In sum the observer trathing
program consisted of 243 hours of instruction,
field tours, seminars, and discussions.

In the initial training session a complete re-
view of the Responsé Time Analysis Study was
presented. Its origin, objectives, methodology and
potential ilpplications for the Kansas City, Mis-
souri, Pofic Department and the law enforcement
community ere discussed. Emphasis was given to
the necessity of systematic and honest collecuon

- and recording of observations.

A discussion was held on thé rules and regula-
tions of the department as they applied to civilian
employees. This included a review of the legal
rights and obligatioh¥-of- department membexs,

Specific emphasis was given to the following ad-

ministrative guidelines regarding study persennel

which was formulated by Response Time Analysis °

Study staff and then approved by the Commander

of the Operations Bureau: -

1. Project sta¥ff ghall treat survey darta, inci-
dental observations, and official depart-
mental business as confidential unless re-

* lease is authorized by the Project. Director.

2. Survey data and other information inci-
dental to project objectives will be provided
to.the department for matters involving
criminal investigations. -

3. Departmental personnel |nvolved in proc-
essing and having access to project-data

. shall refrain from discussion of such infor-

ation, regardless of how incidental, unless
authorized to do so by the Project Director.

4. Sworn personnel accompanied by project
staff wilffemain anonymbus to project re-
ports. Inérmatlon obtained from ‘com- .
mumCatlons and field operations will be
stat#ncally tabuldfed in aggregate form for
analytica] purposes only.

. Civilian study personnel are not permmed

to assist sworn%“(c%rs unless dire necessity

"indicates such behavior is appropriate.,

However, study personnel are required to

" provide assistance, i.e., physical or other,
reasonable actions, to sworn personnel
upon command, or when it is obvious and
apparent that specnﬁc situations dictate such
actions. ’

6. Survey data and other extraneous informa-

Dtlon obtained by project staff, ig., incidemtal

observations, etc., will be exempt from de-
partmental use for disciplinary purposes
against sworn personnel, except for those
incidents involving criminal conduct. Proj-
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ect employees "are required to report both
"illegal actions and incidents of questionable
legality to the Field Operations Supervisor.
These guidelines were distributed in an Oper-
ations. Bureau Memorandum to all members of the
Kansas City, Missouri, Police Department. It speci-
fied a code of conduct distinguishing the project
staff from other department members and insured

'pledges of confidentiality would be honored:

Obsérver orientation also included ‘seveéral
hours of instruction regarding the oparations and
organization of the police department which in-
cluded a tour of police headdhs@rs. various spe-
cialized units, the county jail, andthe municiple
and cnminal courts. Presentations were made on
the organizational structure of the department, al-
location of resources, operations of division sta-
tions, jurisdictional areas delineating police re-
sponsibilities, and the criminal justice systetn. This
orientation provided afflservers with a hasic under-
standing of the organization being researched and
its relationship to other judicial systems. ’

One ot the major training components, which
required over forty hours of instruction, was
police work atself. This segment focused on police
traiming and field procedures applicable to police
patrol An introduction of police work was pre-
sented 1n a training film entuitled “Law and Order”
which depicted different aspects of police work in
Kahsas City, Missouri. Instruction was given in
self-defense, first aid, equipment usage, depart-
ment procedures for handling specific inaidents
and ongscene criminal investigations. Observers
were also famiharized with' the uniform crime re-
porting policy, department reporung forms, re-
port writing procedures and beats targeted for
field observations. g

"In the &ethods section the observers received
an introduction to research methodology afid field
data collection techniques. Observers received in-
struction 1n role playing and observational field
procedures, which could be utihzed in reducing:
observer bias,and opumizing data collecipn work-
loads.: Additionally, discussions were hel& on ap-
propriate attire and acceptable equipment which
would offer the most unobtrusive appearance for
observers in police-citizenéencounters.

Approximately thirty percent of the training

" program focused on instrumentation develop-

Q

ment. Imnally, a‘review of the observational in-
strument was presented in the context of project
objectives. Subsequent meetings examined instru-
ment iterhs, operationalization of terms, refining
skip patterns and ssimulating encounters to be
coded. Extensi essions weré*conducted
throughout the training and pretest periods in
ordet to review and revise the field instruments
and problems identified i@ collection of data. To
assist in clarifying saméfof the more complex
*=rms and jnstrument*items, observers were di-

-
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vided into groups of three to research and recom-
mend concept definitions and syntax of the items
for the observer survey form.

. Field work was conducted  throughout the
.training ad pretest periads. Observers initially
‘rode in police cruisers in different parts of the ctty
for a general orientation of patrol and to become
familiar with dispatch communications proce-
dures, policies, and communication jargon. They
were instructed not to take notes, but simply to act
as observers of mundane police activities. This al-
lowed them to become familiar with police work
and the officers without being burdened by data
ollection. Once a degree of familiarity and cred-
1Bty was established, some limited data were col-
lected to orient both the observer and the officer
.10 what would become the observers normal work
routine. After instruments were constructed and
equipment acquired, each observer was accom-
panied by the principal analyst and the operations
amalyst an charge of establishing the bbserved
component and field instruments for a complete
tour of duty during which time measurement dif-

ferences were monitored and field collection tech-

niques discusscd'

Throughout the training period a continuing
dialogue on the need for qualitative data and the
honesl réporting of mistakes was encouraged.
Meetings with the Kansas City, Missouri, Chief of
Police, the Response Time Analysis Study Projecl
Darector, several consultants and staff were held to
emphasize the need for maintaining a high stand-
ard of integrity 1n conducting field observations.
This theme continued to be emphasized through-
out the pretest and actual colleetion phases of the
study. In order to document the extent to which
observers conformed to project guidelines, how-
‘ever, adequate supervision needed to be provided
and quality control checks implémented. .,

A sector sergeant from the Kansas City, Mis-

" .souri, Police Department had been#aetected by the

Project Director to supervise. the observer compo-
nent-following futile efforts to solicit a person who
met the qualifications that had been defined for
the position. With nine years of street experinece,
the rank of sergeant and thorough familiarity with
police operations and ,department policy, it was
reasoned that novice observers would find it ex-
tremely difficult to fabricate data pertaining to re-
sponse times and on-scene police activities.

Training émphasis of the Field Operations
Supervisor was placed on research methodology
and the study objectives. He was familiarized with
the study components, available hterature pertain-
ing to previous research on response time and
other obgerver programs. Briefings on supervisory
r responsibilities, guality control sys-
tems and deprtment liaison were ¢onducted with
project conisghants and’study staff. Most of the
training, howeir, resulted from first-hand on-
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the-job exposure in working on the obServer selec-

tion, training, and pretesung phases of the study.
Once ‘study objeCtives had been - -articulated

and a methodology developed, department coop-

. eration and support had to be secured. This re-

quired those individuals- in the department most
affected (or threatened) by the study to receive a
thorough orientation of project-plans. Given the
hierarchical structure of the police department, all
levels of the organization had to be informed.
Since the areas targeted for observation included
all three divisions, commanders, desk 'sergeants,
sector sergeantsand patrol officers from each divi-
sion were familiarized with the study.

sThere were many problems which could be*

anticipated in the conduction”of this kind of re-
search. For example, the terdency of police offi-

cers to be suspiciousscould result in observers ¢

being labeled'as spies. In addition there was some
danger of information distortion as it filtered
through the different organizational levels of the
department. Finally, observers once accepted in
the field setting might be pressured to take a more
active participation in police work. .

To minimize these and other concerns a re-
tired Wansas City. Missouris police sergeant was
hired as an assistant Field-Operations Supervisor
to help maintain sound wdNing relationships be-
tween project staff and operational personnel. He

was well quallﬁed to act in the liaison’ capacity-hav- |

ing served 1n the department’s operations division

for nineteen vears. During his tenur¥ on the de-.
partment he had established a reputation of de- .

pendability and personal integrity. N
The assistant field sypervisor's primary duties
included: ~ ' ‘

* 1) Meeting with and orlentlng district officers
to the projett @nd discussmg' with them any
problems resultng from the obsewauonal
program. )

2) Famiharizing desk sergeants with the Re-

__- sponse Time Analysis Study and observer
allocation needs.

3) Infotming pertinent command staffiof
study objectives, project progress and po-
tential implications of research findings.

4) Interviewing field sergeants to formulate
observer procedures when niding with offi:
cers and to ensure that police personnel
were not discriminantly assigned due to ob-
server deployment.

5) Maigtaining a general knowledge about the
organizdtional environment and receptivity
to vatioms project related procedures.

6) Monitoring peronnel changes of district,
officers a{Lg;tzj to the target areas and

familiarizing

ly agsigned personnel with
. the study. )

The assistant Field Operations Supervisdr was *

also required to submit a quarterly report to the
-

/

T : y 4
Field Operations Sup%visor regprdj’ng feedback |
from police officers ifidicating any problems en-
countered as a result of observer data collection

" procedures orthe conduct of the observers

themselves.
The following quality-control checks were es-

, tablished and monitored during field data

¢

collection: ,

1) All data submitted .to the Figld Operations
Supervisor had to be reviewed beforehand"
and initialed by each observer to insure its

+ completeness and accuracy.

—=2) Police officer activity sheets were checkéd
against the observer’s log of eligible inci-
dents to insure that data were collected on

& ecach call.

3) Wrist watches. worn by the observers were
# synchronized every two w Nf\ks with the mas-
. ter ragorder located in"the communica-
tions-dispatch tenter. Variations of time
dlfTerences were recorded in order to iden-
ufy faulty time pieces’ In addition periodic
battery inspections of watch modules were
made to aygid malfunctions. 7/ 4

4) Chronplogical logs were developed. to

. monitor disciplinary, managerial, adminis-
trdtive/ résearch, and -equipment problems.
Information was scrutinized to identify if

. problems clustered in specific areas, were

dlsperse,d among observers or

.

to the Quality Control Clerk who was stationed in
the downtown administrative and analysis office..
The primary responsibdity of this person was to
catalogue field forms by precoded number and
disseminate them lo ‘the apfroprlate collection

.component supervisor.

Now that observer d collection has been
compfeted for over eight'\@@@nths, evidence indi-
cates that the observer component experienced
minimal problems. Exit interviews of observers be-

- fore their departure substantiates earlier supervis-

ory and consultant reports regarding the quality of

_data collected.

The “control effect’” discussed earlier appears
to have diminished as a major limitation inherent

“in this observational research given the number of
_other factors’ which also influenced the officers’

performance while data were being collected. The
“biased-viewpoint effect,” which signaled the
danger’ of an observer becoming ogopted, was
checked ’lost totally from the outset by the ob-
sefver deployment matrix which required every
observer to rotate beat-watches following each
week of data collection. P‘requent meetings be-
tweendthe project’s-liaison officer and police offi-
‘cers also helped reduce the chance of this problem
surfacmg x -
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Two suggestions for EMS administrators are
warranted following experiences obtainéd from
the project just reviewed and consultation with
other peséarchers and administrators. First, there
is absolutely ne reason to feel apologetic or defen-
sive regarding. research, possibilities within your

own agencies. S6 little is known about even the

most elementary assumptions in urban emergency
services that researchers are often themselves em-
. barragsed. If research contracts are negotiated or
grants developed, make sure provision'is made for
a special liaison consultant to evahiate the work
being conducted for your own benefit. This per-

son could be recruited locally and would provnde .
valuable msxght into interpretation of project &t find- .

ings and assessmeny of 1mpllcauons Secondly, in

order to respond to dfficials in other administra-
tive positions and the press, allow sufficient fund-
ing to establish ‘an implications committee whith
would explore consideration for new' programs in
the event that shallow results were ‘reported. All

too often researchers have told pubhc adminis-

trators what doesn’t work without suggesting con-
structive al[ernatn es.

~
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-Developing Indicators - .
of Program Effectivengss:
A Process :

George L. Kelling
Police Foundation
Washington, D.C.
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* One of the requirements for evaluating L;ny programas that adequate measures of program effemvm;ss be devised. Although many

programs have explicit outcome measures such qpmnight be the case for a communications system designed to decrease response time, 1t
15 often necessary to devise “indicators” of effectivertess which are somewhat indirect or removed by some steps. of inference from the

effects gctually antended. In this paper Kelhng describes some
maximiung thewr vahdity

\ -
The development of inrdicators of program ef-
fectiveness is tricky and important business. *
Perhaps the easiebt way I can make this point
1s to give some examples from policing, the area in
which [ do myv own research and evaluations. I will
present, and discuss three examples. I will then
close by describing the process which I feel;is
necessary to develop indicators for evaluations.
One of the groblems in policing about which
there’hbs been recent concern, has been the
problem of police brutality. Many programs
have developed to deal with this problem. So-
lugions include, citizen review boards, peer re-
view panels, training. retraining, enhghtened
disciplinary procedures, highgr education,
psychological counselling, etc. An indicator of

police brutality 1s the number of complaints «

filed against police officers. But, I know of a
aity where police-citizen complaint centers ad-
Jvertise their location, where citizens are en-
couraged to complain if they are not satisfied
with services, where citizens’ confplaints are
processed Tapidly and continuously,,and citi-
zens are kept informed of the procedures and
actions that the department takes. | kfiow of
another city where citizens can’t locate where
they are to complain, are discouraged from
complaining. and are never iffformed of the
*outcdMe of their complaints. The first city has
mahy complaints The second city has few.
,The,point in this’eyample is relatively simple.s
The meaning of indicators is relative to their con-
text. With all deference to Gertrude Stein, “A
complaint is not a complaint, is got a complaint, is
not a complaint.” The same thing could be said of
arrests, crime statistics, and a host of other indi-
cators. : . ,
" In this example it is clear that the activities of
one organization have encouraged citizens to com-

4

o plain and madn@\zmplaint process se accessible

8

)
.

. €8

of, the problems in developing indicators and points to ways of
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that it is not unlikely that they will accumulate
many more complaints than the department which
discourages complaints and make$_complaint loca-
tions inaccessible. The number of complaints then,
may not be an indicator of brutality, but rather an
indicator of the success of a complaint processing
system. It may also be an indicator of brutality, but
that may be extremely difficult to discern.

Likewrse, it would be possible that a police de-
partment could, with great fanfare and publidy,
embark on a program to reduce complaintss
through training, recruitment, discipline, etc. That ¢
program, attended by pulyicity, could call atten-
tion to police behavior to persons who, in the pasg§
simiply gave it no attention (“What the hell,” so -
police do thump once in a while™), thus modifying
public expectation of behavior, which in turn
would lead to increases in complaints. Those in-
creases could oggur in spite of the fact that officer

. behavior improvés. It is conceivable then that an

increase in complaints could indicate a change in
citizen expectations rather than vfficer behavior. . .

Let me give yet another example in_this are4.,
We know that there is a great gap between.aétual
levels of crime and reported crime. How large that
gap is, varies from place to place #nd from crime -
to crime,_b’ t generally it is known that 50% of«
crime goes unreported. A :

Let us suppose that a degirtment goes into a
vigorous anticrime ‘program which in¢ludes crime
specific strategies, eliciting more'information from
citizens, and improvirg police-citizen relations. Let °
us further suppose that in the process of conduct-
«ing this program the police manage significantly to
affect the public perception of their effectiveness.

It is not unlikely that many citizens who have
failed to report crimes because they have felt the
police could not or would not do anything about it
(remember that 50% of crimes go unreported}
would start to report crimes which they would not ,
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" have in the past. If reporth~an indicatbr
+. .af éffectivéness, reportgd crime-teyld go up ,and
' the' program could be viewed as a failure. In fact,
the increase in repeted crime could mean tha‘f‘the
departmen‘.had been suaessful in lmpro& ﬁﬂr

* lic confidence in their performance. (Raps is a
’ good example. Rape is seriopsly under reported.

Rape victims are, more_and more, being encour- *

aged, te report rapes-and. im response to public

pressures, police departments are lmQrovmg the

_quality of their handling of rape victims. It is con-

"ceivable that reported rapes Will anreaSe but that

does not mean that actual rapes have. They may

i have, may not have, or may havg stayed (M same.

‘ Increase in reported rape stauvﬁcs can be the re-
Sult of thanges in public mores and lmpro\ed
police procegares.) .

One mot, mple. One of my colleagues, Mr.

John Heaphy of the Police Foundation, has been
examsning the issue of arrest productivity in police

departments. (Arrests have been one of the histor-

=, 1cal measures of police productivity). As he .went

* from department to department fie tound tre-

mendous disparity in the numbers of arrests that
officers made which seemed to have no relation-

" ship to reported crime or victimization levels. That
led him to the second quesuon “What does an ar-
rest mean>’ " After months of immers.ng hlmself in
that data, he has idéntified the myriad. actors:
that cah be, and are, related to arrests. ( aniza-"
tional factors, police style factogs, reward factors, *
neighborhood factors, actual crixte factors, defini- .-
tlop of crime. laclors court factors, etc wetc., etc.)
The point is that'the meamn% of arrest, as with all
sndicators, is tied into ‘a variety of contextual 1s-

- ?es‘” Tq know what adrrest, complaint, crifhe,
orale, job satisfaction, etc. indicators mean, each

must Be seen within a.contegt. If the context is not
understood, indicators can lge interpreted as mean-.

- m?e thing when, 1n fact, th,ey‘ean sgmethmg

; diamhetrically opposite.

« | know of a proposed evaluation of police

)

-

¢ . . services 1n whidh two principle indicators of
police performance are response time (how '
v long i takes for a police vehicle to respond to

5 a call for service), -and police passings.(the
number of times a police car passes A particu-
lar pointf. The.assumptfons areiat if a police
vehicle respo‘nd rapid inals will be ap-

“prehended or! and citizens” more

. satisfigd, and that if’a police car passes a par-

ticular point pften, Ccriminals will be deterged
and cttizens made to*feel more safe. It seems

- logrcal that both response-time and padsings

; "." are indicators of police performance. Vet

‘« while that appears logical, there is no empiri-
. cal evidence that either fast response time or’
7 7 number of passes accomplishes-anything.
. Th’e,.(heorles have been that rapid response
» time and pasgings camr lead to crime reduction, ap-
: nrPhensnon and citizen safety. But those have re-

[mc ’ T
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have become willing to assume that if respon
time is iow and passings often,.that thfl

_4yave been substituted for goals. g 5

. abo! this however, Measuring goal attalnment can.

\A -, ’
mairned, at least until very recently, unexamined
theeories, and unexamined assumpti

The development of these two *dlcators of
patrol gffectiveness hgs been an interesting o
phen;)%\on' In policing. Medsuring patrol effec- i
tiven ag.been a paru’cularly thorny problem in ~
policing sinice $6 much important police activity .
(public service) has been inapproprlately relegated
to second levl importance and crime related ac-.
tivities (crime related function€faccount for,’ at the '
most, 20% of police time) ssumed exag& Vo .
ated’ importance. The corﬂéﬁat %0 of the ex ~aw
ment of the,criminall ated” activities and the
“Kojak Syndrome” h y Both the police and
students to the pofice tas rgarchers and" - *
evaluators) to virtually’ ;e public’sgewiee func- 63
t‘ns and indicators in evaluatlons oﬁe Ppolicé.  *
Coupled with -that functional bias, and the diffi- =~ -
culty ogym'easurm effectiveness, response time
and passings (technically but expeﬁlvely measur%-ﬁ(l
ble) based enly on theory and logic, ave g6me tq_be
substituted for actual goals. Police and evaluator

, 1n- itse R~
indicates success. In point of fact, it indicates only
that response is low and passings often. Means

< One has to be careful not to be too harsh

be extraordlnanly "dffficult. Ofténtimes ad
Jtratiorts have to find process (means) mdlc]ﬁ)rs to’, 5
demon;trate their effectivanéss since they lack the
funds, time and skills necessazy for evaluation and,
under pressure, they must do as best they .
Lggwise 1t is often the case that as-a result o#ck
«&mds-or finely developed eval_uauon methodol-
ogv evaluators srmply have to settle for process
indicatofs” When that i is'the case and the theoreti- /|
cal bigses and the reliance o/ mean rather l*lb R
goals are made clear that is acceptable. The -
take occurs when admirfistrators and evaluat\)rs
tome-to confuse means and goals. Short response o
tme and many passings,’ can be achieved, but-in ;
achieving those endgghe funds and creative ener- |
gies are withdrawn from ﬂ’ndlng techniques which.
obtadn the goals. .
, Arrests are oftentimes consideréd an indica- -
tion o police perforrfance: “The theori®s that
the more arrests an officer makes; the more . *
crime he 1s stopping, the more proficient he is.
as an dficer, ‘and the mor¢ he 1s contribyting
to the solution of*a major social problem.
Many people agree with that. Labeling:
# theorists argue otherwise. They argue that ar- .
~ rests stigmitize an individual, can create a de-
- viation amplification feedback loop and make ) .
¢ the problem worse for both the 1nd1v1dUal ar-
" rested and society. ’ »
- With this third example, I am trung to make  «
two’points that bgth evaluators agd agency profes- -
sfonals must be extremely clear about. 1) Program g

.
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evauldiloirs ought to strive to link theory and prac-
tice. 2) There ate value ambiguities in many of the

gotils of sqeial ms. .
Re dl e lauer pomt the lOng range goal
(value) r ardmg crime in our s lety seems to be

fairly uiiversally agreed upon, that is—to work
towdrds a situation where citizens can live in.their .

- homes and in plLbllCr plvaces witll relatively listle

fear of,,bet‘ng.nctlmlzed But the interim goals on

‘-/‘I'he way to. that broad’ socral goal are not always'\y

o

At

v

agreed- upon. For some, police are-to arrest offen-
ders and-present them for rapid processm 0
others, the pglice are to divert offenders, -

‘

_~cily voung offenders, from the
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crimginal jusece
system. Cost effectiveness and cost/bfieﬁt models
fend not to enftphasize the function that valies
have in determining program gaals or their meas-
ureient. AY complicated as the cost/benefit and
cost.effective equations are, tHey are only mean-
ingful when placed in"the context df values’

* Dealing with-social problems involves delicate
value and norm decisions. No doubt\it would be
posgible to dea) with many problems more effec-
tivelv if we were not restrained by values and

standards. Crime 1s an excellentoexample Concern .

for issdes like priva€y, due process, and humane
handling of 1ndividuals restrains organizations as .
they work towards their goals. The point is that
agency personnel have to context their goals
within the broak values of society. Goals are always
values or contribute to values. I am now asserting

this as more ¥n an abstract truism. It is an 1m-

portardt fact that politicrtans seem. oft€n to be more
aware of than we—ds they. lgnore our cost bénefit
_calculations. .

0 -

Furthrew theories play an lmportant funcuon
in our work As evalUators and agency profession-
als work together to establish goals and indicators
of thoseé goals 1t is n‘nportant that they understand
that afl social practices have, or at least olght to

ﬂave expllat theoretical bases-and that the evalua-
t

on‘of program outcomes should ,be a test @
theory. While some of our evaluation activities at.v
mundane and tedigus, others call for us to return
rigorously to theory and attempt to understand
the relatienship of the program evaluated and the

' theoretical bases of that program (explicit to the

ES

agency ‘Or not). A program is, or at least ought fo
be, the operattonaltz%on t}f,theory Aqcritical
point ifi the.process of bringing together valdes,
.thedrres and-programs 1s that of establishing
explicitly, program goals and indicators. True: this
may be a struggle, and true too,%t may result in
incomplete explanations, but the more evaluators
and agency personnel struggle to establish_the
causal linkdges, e fore relévant will be their
findings. Evaluator t best socialized in theory
develgpment, and ratmg personnel, at est
_,socialized irr theory appl)catlon have rare intellec-
tual bpportunities .when’ trying, to define “What

- o

\

- to do the following to develo
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works?"”, “How do we know it works?” and ﬁnally .
“Why dogs it work?"". ;
How then qught we dévelop, indicators? Tt
seems to me the process is at least a three fold one.

In the first place, re archer{andl evaluat(’s
ha\;'z to develop indicators of program effecive-

through the process' of ;total immersion in
agency activities. They, cannot ‘sit down in sevéral
meetmgs with agency-ddministrators and expect to
know agency or professronal goals skills and prac- -
tices, and the assumed linkages between them.

.Agency administrators have a point of view but

often they are far removed from actual practice.
Organizatidn operatives have a point of view but¥
that toogpas its limitations. What the evaluators
must do to fully understand practICe and goals
goes beyond ¢onversation and interviewing. Let
me ‘we several examples . B

. .

We are now beginning to, develop plans to see
if it fs feasible to do an evaluation of foop patrol in
New Jersey (New Jersey provides an interesting -
site as foor patrol operates in 28 cities and. is
fugded by the state.) In the process of developing
the indtcators of foot patrol (I must confess that
wdyare also develop.ng hypotheses, working rela-
.ttonshlps examining data basesfetc., but even if we
weren't doing the other t we would still have .
indicators) We.have:

.

3~ —Met with top officials and administrators,
—_—-}det with freld commanders. -
Met wath Read$ of recogds units, €tc. (to see
'if data are available, ho® much it will agstto
access, and how much has to be generated
. over.and abovE that which is available).
—Mét with a group of supervisors and admin-
istrations to discuss what foot ‘ptrol ig touc-
comphsh and how we can tell if it is Accok
plished. . sl -
—Met wiidam group of patrol offjcers to dis-
~  tuss wh t patrol is to acco pllsh and
2 how ¢ can' 11 if it is accomplished.
—Walked foot patrol with patt‘ol ofﬁce;s (so”
fAr-staff. has wal®d a total of ‘15 shifts and -
will, probably walk a total of 15 more) in a

variety of cities,

—Rode with foot patrol sergeants (so}m' a
total of 5 shlfts)

—Formed an advisory group of 2 foot‘patrol
officers and 1 sergeant from “each of the 5
departments with which we plan to continae

- our explorat-lon

—Asked each of.the 5 departments to form a

all task force to work with.”™ -
alked to citizens, including merchants,
street people, and local residents about their -
views about foot patrol. .
-—Mét with state officials in two agencies to .

discud® with, them their’ p&ptlons of the

goals of ae program.

o’
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The purpose of allythese activities was to edu-
cate ourselves to what foot patrol was, what it was
to accomplish, what it seems to accomplish, and to
hypothesize abBout the causal linkages between
means and s. (Yes, this s terrlbl\ time consum-
ing and ex sne—l would guess about $40,000
worth of staff ume and resources will go into de-

% \elopmg an appropriate design and indicators—

+ not counting agemnxy staff time—and further it may
turg out that after all that time and effort a major
evaluation would beso difficult and expensive that
onl\ a very modest one woyld be %orth the in-
vestment, perhaps one which would cost less than
the pldnmng itself.) But we beheve that only 1n this
immersion can we fully work with agency pcnple to
establish a_proper d05|gn and indicators.

In K&pas CI[)\ we worked with a task force of
& patrol officers and supervisors for a vear to de-
velop a design and indicators. That task force also_
recommended, and the KCPD approved, that two_
police officers work full time-with the evaluators.
during the entiresléngth of the experiment (True,
the functions of those’officers went bevond work-
ing with us on indicators and included such things
as monitoring the experiment, but threughout the
experiment one of their major tasks was to help us
understand what data mednt. One of.them, Char-
lie Brown, now works full'time for the Police
F()Pn(iatl()n and dadv works wifh non-police re-
sedrchiers and es aluators to help them understand
W hat they are seeing ) :

*
Pledsc understand that [ am not saving that du
wisdom regarding what data means rests with
¢ agency personnel I very strongly beIL(;\e that not
-to be the case The' have their own biases,
" mefhodologies, and vested interests which keeps
them from fully understandlng what thev see

Instead. I am suggesting that it 1s nﬁ&man}t to
de\elop an interaction between persons deeplv in-
volved in research and with those deeply ingglyed

‘1 practlce It 15 out of that mteraction dld!ndl-
cators develgp. The development of indicators 1s
not ¥ reseg%p'emerprisc alone It1s nota prdctite
emerphse alone. It 1s a process between carefully
trained inquirers and carefylly trained practition-

. ers. This process must be gone-thropgh at some
pont. If 1t is"n6t” gone through carﬁ\. it will be -
struggled-through Iatcr“between antagonists sa\mg
#That’s not what I do”, “That’s not what I meant”,

“That's not what it means”. If the 'pmc* 15

¥ properly gone through, the process results in a’

" contract between evaluators and agency. That con-

\( tract 15 called a dessgn, developed by both agency-

and evaluators.’ ..
‘ \.»

One last word on this. | am not suggefting ;hls '
process as a way to do it I am suggesnng thatat s
the endy way to dmat. (l'_vcn if the -evaluators are
doing their first, fifth or twentieth cvaluat/‘cm In a

parucular agency). . /
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The secondaspect of the development of indi-
cators is that the researchers have to return to
theoretical and practice hterature. Most agency
practitioners become fairly removed from the lit- .
erature of their bwn field. Most have difficulty
keeping up with current research, lei alone main-
taining their interest in theory development,
causal linkages, etc. But that is an important task
for researchers and one for which thev are exten-
sively trained. The development of indicator$ is
not a mechanical job that can be done independ-
ently of the intellectual traditions of a field. As an
example, my own feeling is that thgse who started
to use respomse time and passings as indicators of
patipl effectiveness made two mistakes One was
that they confused means with goals. The second
was that they simplv did not undeYstand the histor-
1cal tradinons of the police Resp()nsqﬂmp\and
passings are almost complétely to the crime
related funcugns of the police. (Proponents of
these as indicatgrs may.argue that response time -
has broader application butif vou read their mate-
rials, anyv other functions of response time are re-
legated to a distant, distant sound ) The problems
that such an emphasis igrores many ¢t the impor-
tant histoncal traditions 1in poliang This problem
of research and evaluations lacking context has

# ‘been a spectal pr()hlem in policing where few

practitioners write, and universities are only start-
ing to begin to do research 1in pohicing (For all
practical purposes,~no research exists on police
techmques-prior to 1962). Thus resecarchers.carry
the- resp(‘miblhn of trving to ground théir re-
“search (e¥aluatipn) *lﬁcnr\ That may be difficult
(the Police Foundation accomplishes this partly by
having arr Evaluation Advisory Group, all of whom
are rggpected academics, whose purpose 1s to force
evaluations to go through the process of trying tb
tie therr work to historical trends and establish the

" causal and theoretical rélatmnship between find-

ings and practice), and often is exceedingly pamful
hut it1s absolutely necessary for a field-of practice,

And thirdly, the task of the evalffator as he
developed indicators is to help the practitgner
context their experiences. In the first point, I em-
phasized the need for the evaluator, to’ immerse
himself 1h the agency and learn from the agency.
Now I am emphasmng the other side of this. It is
“the ()‘bflgauon of the evaluator to bring to the

. operating agency the contexts and theoretical trad-

ions discussed abgve or the evaluator does not

* just bring the agency technical skills or speak to_

the agency on its terms, but rather’brings a critical
capaaity both as a result of lmis/her training and the

- present stateof the hiterature. He/she conveys to

tHe agency specific research findings and critical
analyses of  the agericies’ program. The evaluator
brings these. traditions in the form ofs constant
probing and quesnonmg He/she, by challenging,
even irreverently, the prescm beliefs, can u)nmb-
ute to’the l'earmng of the agency. Agam, the re-
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searcher is an inquirer. The evaluator has to force ' w . ~
h¢ practitiongs 10" review -his ideas in the context ' N \ ,
N of theory, an& history. ‘ . ' )

Concluslon - - : ’ / ' \ . . S{ ,

A .l have presented the developme‘ of indi- - oA ‘\ - - .
. .'» catogfas a process which occurs between research- . /
o L ers nd program profgsslon* Tt is a process - - . : ) »
) V{hlch I-feel is mdqspensable in good research and - :
¢ evaluatmns It 5 time uming and’ expensnve' \ ’ . . .
for both a zency and, .researcher. It calls for rigor- + . )
ous scholdrship on the part.of the researcher both . b
in his/her background work and field ork Itcalls - o 4
« ' for a real ind €xtenslve commltmem Sut of pro- .. . . .
&b gram p?ofess*nonals I suppose itis lik mnlkmg a ' ‘; K
camel. It is difficult. It js painful. Ydu will gt . .
. Kicked, spit on, and bruised. It takes a long time. - ' . s T * .
" ° . People.will think u crazy. But if you put your } . -
mind to 1t, really coqcentrate, and MEAN IT, ' . ) - P
REALLY MEAN IT, you will be ab}e to milk-a " . - : :
. camel. . " . e . o
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. " Itvery often ha;mnu in evaluating some prog'mfn ‘oxother intervention that the wssugs ultimately borl doun to a matter of economdcs.

! Sﬂeaﬁcal{) the question which must be answered 15 whether 1n view of Us costs an intervention 1s worth doing There are two distinct
problems which have come to be kngum as. cost-effectrveness and benefit-cost analysis. Jan vActon, an lhzéwo papers which follox!,

discusses these two types of analysis and tres to ghqu hou' the more fundamgntal problem of bmef it-cost ratid would be approached in
tlhe context of provision of emergency medical services - ~ e
I Introductlon T ) - . dsllar items, so that the evaluauon of such a pro-
o A multisude of publlc mvestment and regui'a-~ . gram will require the decision-maker tgplace¢ a

- dolar value on safety. at least in an lmp.l:c sense.
(Even in the school bus safety example, it 'is not
appropnate to phrase the safety evalaation ques-

t()n decisions which have some effect on mortallty
qd moybldm rates are made by legislatures, ad-’
_ministrative ‘agencies, and- tHe courys every year
T\plcalh asin the case ‘of highway safeu en-

gineering, .the choice which confronts the publlc ing schook taxes 1s a. viable optioh.)

~decision-maker is between reduced mortahty rates ~- How are'we to go about plag?lé a doltar value
““and” hence donger Iife expectancy for some group- ~ on the health and safety effect a public pre
. mote resources available for other purposes gram? The method which 15" in accord with the
{; addinonal miles of highway construction or a theoretical postulates of welfare econom;cs 1s tg
duction in jtaxes). A’ decision to requife some- - -measure benefit as the sum of all affected. lndl-
_ thing, other than the minimum technologically_  viduals* willingness to pay for the pl'OpOSCd pro-
" fe ble mortahty rate reflects 1n effect aJudgmem ‘gram.? We.can imagine each household being in- .
- tallty (or safety) is not to be given lex1cal; " formed ofr the potenual effect of the proposed
s P”Ofll‘ n pubrc* decisiony over all other com- program on its members own safety and the safety
modities wh\eh méney can buy—ajudgment which  of all those they care about, and then sending a
is certainly rkasonable and in accord with everydav ‘ballot to the appropriate agency which indicates
décisions ‘made by households. If mortality is, mot . the maximum amoynt they would Be willing to pay
to be given lexical priority’ some other standard 8 - -to have the program enacted. Teir response will

“procedufé is heeded to determine which proects 2 reflect the risk aversion, their anxiety of dying

needed for measuring the benefits of such pro- by the quiam their ﬁnancnal circumstafices, and

ms in units which can adlly cOmparcd with . the obje
" the costs,! « friends. If the aggregate willingngss to pay 8 ceeds

-'l@ some con’strained decmon ,situations, the .the costs of the program, then the prograim is
cbstsgcan be’ expressed in units of, an idenufied worthwhile in the sense that gverjoné could be
commodity: For example, a school bbatd may be - made begter off by its adoptipn: It 1s possnble
faced with the decision of how much of its budget (though probably not aaimmstrau;dy practlcable)
to spend on schoof bus safety, knowing that every . .- ta charge epch beneficiary less thdn it is worth to"
add#dnal dollar speat on bus monitors and dnv- him and still cover the program costs. This “poten- »
ert’ salarieswill reduce thé quality of education b tjal Pareto improyement” criterion is the formal
a certain amount. The choice between ‘safety ans theoretical Justlﬂ}eatlon for <cost-benefit analysi®

the quah;y of eduCauon ;5 easlly understood and K and-‘rt apphes as wcll to evaluauén of programs to

could be assessed directly according to the prefer- - reduce mortaht{ or morbldlty as to more tradi-
ences of the public as repr’csemcd by. the school . tional subjects like irrigation evaluation.? .
board. Mere. generally, money allocated to safety + This method, then would define the benefit of

will begkeh from a fungible source which has  a program “wifich can be expected- to save ten

zood alternative to measuring the cost of safl

'many alternative uses. In such ‘cases, there it) " * “statigtical” lives out of a population of 100,000 as
et i

the total value thc 100,000 members of this popu- ’

et Provided by ERC

tion in terms of educational quallty units if chang- .

are worthwh®e. In paN»%ars a proced s from the pardjcular cause ®hich is to be modified
be

reduction in risk- to them nd. Yheir, .

[Kc A B P M.
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. ‘,..Ja_uon place on’Flavmg the probablllty of each indi- « The remainder of the paper considers each of
: udua@s\df'h reduced by one in 10,0600. An al- the procedures for benefit valuation mentioned
. ternative~method, and’ the one which is actually above, but in reverse order. A final section sum-
- - used in almost all evaluations of public health and marizes the principle arguments and makes several
o - “safety programs, is to attempt to ‘actually place a recommendations fofspolicy analysts.

. money value on, the lives that the program wauld )

. be expectéd to save if it were adopted. In the. Il Political Precedent
example above, .the "benefit” of the program

srould be 10V, where V represents' the average

- . "value‘llo,f a human life.” The metiod fmquemly
used 1l practice for the heroig job of assessing V is

to calculate the sa-called * llYCllhOOd measure‘—

. The logical first place tp 130k for a source of
dards for evaluating public programs which
ance health or safety is to the political process.

. If decisions regardmg these programs tend to re

. flect & consistent set of values, then these values
. the present value of lifetime earm—ngs fer a repre- . haye a claim to plitical legitimacy and should be
. sentative individual. The'normative newpomt b h light.
‘hich#® l 2 rought to ight. -. =
68 whichapparently mofivages this approach is eithef , .
. za (1) people are propd}ly thought of as the chat- First, what does it mezlm for these decmonsl -
of the state, ahd the loss of & life has a cost to be internally consistent? Investment and regula-

-+ the state tomparable to the cost of a slave’s death  'OTY proposals, differ in many dimensions, inchud-

) his owner: or (2) the proper ‘objective of publlcc ing the identit.y Otj _the taltget.populatioh'.\ the cause
# polics is to maximize Gross National Product.? of death or disability which is to be curtailed, the

. - ) nature and magnitude of the projected effect;?
A third procedure for benefit valuatidg has various side ‘effects, and cost. To focus on the
i

not been emploved 'in the past, byt is potentiglly plicit valuasions whigh such decisions plese on
valuable. Since various puBl'r agencies,and legnla- proved mortality raigs, swo assufnptibns are use-
’ tures have been confronted with many decisidns ful: (1) Linearit‘\ ) A ptogram which educes the

. which in effect involve tradeoffs between dollars proﬁéblhu of death by two in 1000Y each
‘and mortality rates, there 1s eonsiderable prece-

member of a specilied grouijls worth twi

dent for current decisions of a simlar sort. Anaiyz- auch as a’ program which cfuses only
ing these precedents could help to increase the 1000 reduction: and (2) kndi
- consistency of government deusn.u maklng , particular source of deat
' Before proceeding to discuss, these basnc ap- bv a program “does not influence the programs

ﬁ)roaches 1o meﬁswnng the benefit of safetw } yalue—all that counts is the number and .perhips
enhancing programs in ore detal, it is useful to characteristics of hives saved If thgse assumptr
indicate Xdme of the seemingly related ISSUes 96 accepted, then a- consistent procedure for &

. which, from a normative viewpoint, are in fact sessing the benefit ‘of programs *S lO‘VE.lfUe CZ(EH’O
. quite different. First. we are not dealing with the them by the number of lives which it is predicted  «
" question: of how much the goverament siguld will be saged, méltiplied ®y some ;number repre- -
spend to attempt tossase the life of an ideffufied . . efrgung what 15 often called the ‘(&'38‘3 “value of
. andividual (the coal minér trapped 1n a cave-in or life” for the program’s target pdpulation:'® Prece-
) the child in%idney falure) “hQ Is certain to die in dént decisions can be anal\zed to ascertain’
the absence of government intervention. This 1s a whether they reflect a conslstentl\ applidd set of.
very difficult 1ssue because of, among other things, life values L . &
~ the svmbolic lrf},p()rlance of maintaining a\publlc_ For any nu r of reasons it co 10 sur:
A . commitment to pl:{ser\e lifey, whieh according to prise that publ rogram choices not reflect
'(,aTabres: and otheTs 1s PTOPCTI‘ viewed dlfferenth " the type of consnstencv deﬁned dbove. One study .
~ from”the safety investment 1sspe.® Second, we are s which examinéd a number;lof lifesaving progra;ns
- not. artempting to determine the appropriate foung| implicit values of life which ranged froma ¢ .
N amount of compensatiofi or punitive damaggs fgw ahousard dollars (in highway safety design§ to |
W, award (to.either the individual or his survivors) ford . over a million dollars {in an ejection system for an
o, ipjury or death. While this 1ssye 15 related to ours, air forge bomber).!! To some extent this vahablll(y .’
. in that cqurt settlemqgts in such cases may well in- N may, reflect deviations' from one bx.bo h Of the
b . fluence the amount which private firms and , simplifying assumptions stated aboye. r ‘examy
i households invest 1n safety, the relauonship is .ple. a’ h.ggher and more»expenslye “stapdard. og'
complicated by equity co‘nsnderatlons and x safety for airplares vis-#-vis highways may be jus-
" - number of other cnm'derauons—lncludl.ng the de: . (ified by thé aggument that the O-eat of #~crash ,
sire to 'establish correct incentives for people seems to prod?ﬁ ¢ greater anxiety in air passengers .
_ whose acu%rs' influence momakhty rates.” Third, we | . than in autgsgpssengers, even though the objective |
L are not attefpting to analyze.the demand for life’ probabilities of - death/mile are lower for the ' :
insurance, since this 1 dCleﬂ"l’led by an individu- formcr gTOUP—"lhlS may genera[c a dlspropomoﬁ-
) *  al's bequest motive and Wt by the value he plac}es " ate demand for air safety. (In this velp/one could.
. S s . .
T. Elillc on l'!ls Qwn safebty.‘ ‘ )1’ ' . . ,’ 'alsi)'ponm to the dlspro?ortlonate concern abou; )
— R L% . ..
. &
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« 1n the literature. ther® dees not appear a dear

¢

deagh by shark bite or being murdered by a
slrangcr‘-) .

Inevitably, however, much of the \anabllu) is
the result of dcccnlraﬁ'ged and varied decision-
making processes, special political i1dterests, and
ignorangg Analvzing past decisions for precedents
in defining the approprniate value of safety and
hedlth programs would be useful to the extent rhat
it helped dispel this ignorance and vield under-
standing of the implicatiams of consistency for de-
asions concerning programs under current (on-
sideration. N —

Ulumatelv. the studv of precedent decisionsa
doés not vield an absolute standard bv which to
measure- benefits of potential programs—it does
offer a conungent standard which mav be useful
If established program X 1s generally recogniz
as worthwhile. the proposed program Y offers a
u)mparablc increase 1n hfe expectancyv/dollar ex-
pended then there 1s a good argament for adopt-
ing program Y In the absence of a consistent set
of values generated M the pohitical decisign proc-

. however, there remains a pressing need for
b(nevﬁt‘\alucs calculated ‘on the basis of more fyp-
damental normative conssderations It s this need
which, rightlv or otherwise. 1s currently bging,
filled by the “lnelﬁmnd"@mcdure for hfe valua-
lmn\) . . i}

- . -
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. lll. Livelihood-Saving Measures of Value

Livelthood-saving 1s the most commonly used
formal method for assessing the value of reduang
mortaht#, and has been used as suth for over 50
vears '? This measure 1s based on themet present

«value of changes in the person’s earnings stream ™
By this critenion. if the expected hivelihood-savings
associated with a project. exceed the costs of the
‘project, it 1s worth undertaking,'* otherwise the
project is not worthwhite Despite considerable
discuseton apd use of hivelhood-saving measures

statement of why 1t mlghl be desirable to employ
,such a criterion for fundmg pubhc programs In
particular. there 1s no reason to believe g prior

- thz;l changes 1n carnm‘gs streams bear anv direct

%

E

>

,telationship to what socrcl) vafes 1n health or
safety program outputs '*

The livehhood-saving ‘approach ma\‘have re-
ccncd the attention 1"has because 1t 1s relamelx,
eas\ 1o apply and gives the impression of provid-
ing dn unambrguous numerical answer It is easy
"because the analvst can:consult’a table to deter-
mine t hivelihood at different ages, identified by
sex#face, and cducauon 'bTwmpressmn of
mlmcr\c:«il precnsxon 1s more apparent thap real.
however. A,number of smportant assumptions
undérlie the tables, and unless the decisiog-maker
15 Xonsgious of their meaning, he may be uncon-

.sciously supporting a social judgment that he
> would reject 1f he’faced 1t cxphcﬂlv

A

MC . - . (

.o

. ®

A. Intrinsic Shortcomings of leehhood
Approaches

The Jof‘ ochcnon to a hvelihood evaluation
is that it lacks a satisfactory normative Jusnﬁcanon
Itis possxblc to infer from the way this approach is
discussed in the literature that it is supposed to be -
justfied by analogy to the economic procedure for
valuing a machine or other piece of capital equip-
ment.'If a machine is accidentally destro e
resulung economic loss is equal to cuhcr%c
cost of replacing the machine, or.(2) the present
value of the services which the machine would have
provided if 1t had been saved—whichever is less. If
the market, for such machines is competitive, then
measures (l) and (2) are equal, and both valid.
Furthermore, the value of the machines’ services is
equal to the implicit or explicit rental price of the
machine.” People can be viewed as embodying
“human capital,” the services of wl{Lh are rented
in the labor market or used in home “production”
(housecleaning, child care. etc.) The rental rate
(wage rate) for labor services will under some as--
sumptions reftect the vglue of such services n -
production If we are to accept the notion that the
social value of a Itfq1s equal to the valua of the
labor sc‘\lc'cs the person provides, then the gres-
ent value of the person’s expected earnings (in-
cluding “imphat” earmipgs from home produc-
tion) 1s the appropriate measurg of this value

P&mle are not machines. however. If we ac-
cept the view that production s hot an énd tn aitself
for people. but rather a necessary intermediate
step which allows us to enjov the fruns of pmduc-
tion, then the “human capntal” approach is cleari®
iappropniatg. Increases in safetv and hife expec-
tancy help to ensure the gonunuation of an indi-

ual’s abihty to enjov the/pleasures of his hfe and
the pleasure which his family and friends derive
from a continuation of their relationship with him,
and 1t 1s the value of prolonging this an()annl
which should be assessed.in measuring the benefit ~
of public programs which affect safety” While this
hedonsstic view would not be appropriate in‘a slave
society (at least from the owper's view point) or in a
mcnclhdcdlcalcd solely toancreasing the Gross Na*

. : fes
,tional Product, 1t seems entirely appropriate in an

indjvidualistic society thrc the government is,
viewed as serving the public rather than vice
versa.!’ L

Thc"]nchh(md proccdurc might sull be ac-
cepicd in practice if it could be_demonstrated that
it provides a reasonable approximation to a meas
ure which does haye conceptual validity—or even
to, our infuitive n¥yions of what equitable- policy
requires. For some judgments at least, this type of
Justtﬁcauan is clearly lacking. For example, it 1s an
inescapable conclusion of this criterion that 50clcly
should spend no money on programs that extend

- the ‘lived of fatally lll‘chlldrcn because lhc'\n
-grams would produce no change i théir aful,u.rc'

- . >
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earnings. f-'urthermore, most persons would not

agree that it is as important to save one worker
Carnini‘l0,000 per yearvas it is to save two work-
ers with similar personal and family characteris-

* tics, but each earning $5,000 per year. It is even

more doubtful thay mgost decision-makers would
want to save men an&vomen in prgportions that
depend on their eafnings—even lf a.homemaker’s
services are valued at the wages of a domestic
worker rather than, at ze‘) For instance, the
livelihood-saving cal® presented below
shows that a white man in 50's is valued more
highly than a white woma“n*m er 2Q's. If we were
using livelihood-saving as the measure of valuesfor
government health programs, this means we would
rather approve programs that save 55-year-old
men than programs saving the same number of
25-year-old women. It also indicates that it is
worth aboutwice as much to sa- : one 25-year-old
man as to save one 25-year-old woman.

It1s doudbtful that these magnitudes reflect the
rate at which most people would want public
lifesaving and morbidity-saving resources allo-
cated, There is little direct evidence on this point
about societal preferences, bat what exists
explicitly contradicts this implication of the hveli-
hood approach. In Acton,'® 91 persons were asked
hypothetical questions about which person they
would like to see saved if two seriously mnjured
men arrived at any emergency ward and there
were resources available to save only-one’of

.

,

them.” The respOndents had to choose between *

several different(pairs of ages..Approximately
one-third (31) of the respondents.always chose to
save the younger person; 39 expressed a prefer-
ence that was single-peaked in age (peaks gener-
ally occurred between 20%nd 30 years of age as
does the human <apital curve); and- 8 were indif-
ferent to all age pairs. (The rémainder were mul-
tipeaked or inconsistent rankings.) Thys, some-
what less than_half the respondents exp ssed a
dgsire to save lives identified by age that corre-
émds to the Shape of the llvellhood curve.

The livelihood measure assigns a higher value

sample rejected guch a ranking when asked to
select aman or a woman of identfied ages in the
emergency-ward questlon above. The majority ok
persons (53) eelected ov on the basis of age and
matched the same ranking they had expressed
when selecting -bet§¢en #4wo men. Nine re-
spondemts always selected the man over the

v .
-woman, and nine always selected the woman over

the man. In one question, the respondents were
asked™o chgose between a 30-year-old man and a
‘30-year-old woman. Thirty-seven chose the man,

43 chose the woman, and 11 expressed ipdiffer-'

ence. [ -~

We are not awareg of any other systematic em-

pmcal evidence about people’s preferences for
ing lives identifjed by age or by\sex. However, thls

" to men_than to women at almost all ages, but this...

-é

empirical evidence, along"with casual observation
of attitudes for public programs, suggests that a
majority of people would at ledst reject the relative
value of saving men and women that is lmplled by
the simple livelihoed method In the provision of
public services, where objecuves'may include al-
lowance for factors sugh as income redlstrlbu\.lon
and externalities such as the numbers of depend-
ents that will be orphaned, the social evaluation
may even vary sversely within Measures df liveli-
hood involved! ;

Even if we were sausﬂe hat the livelihood
procedure formed a congeptually sound.basis for
public program evaluation, an important practical
issue remains to be resolved; Market earnings in
.some cases do not equai the productivity of an in-
dividual’s labor.

B. The Issue of Earnings vs. Productivity

A person’s earnings may differ significantly
from his productivity for a number of reasons. For.
instance, workers in a strong uni may earn ¢
siderably more than workers doing identical,
nonunionized work. Some groups may face earn-
ings discrimination because of their race, ethmcrty.
or sex. Some people (e.g., people with job senior-
ity) may be receiving an income substantially above
their productivity. The livelihood measure is blind
to these distortions. It merely 'says to add up the
earnings of people who may be affected by differ-

" ent programs, and select thﬁ ones that save-the

most earnings. Since dlseases t xcal“ do not af-
fect different Yacial, sexual, of sociceconomic
groups uniformly, a criterion that depends on -

earning differences among these: groups will .

necessarily slant putﬁSc programs in particular ‘di-
rections. If some diseases are found more often in.
people with higher-earnings, the rule says to de-
yote yoilr attention and resources to these diseases.

The "undésirablé=nature of thls criterion is
brought home acutely when we consider the impli-

cauons for the treatment of women. (although it

applies in less extreme form to-any case where
wages do not reflect producuvity). The national
product accounts do not include the homemaker _
services of women if they are not purchased; but
to include them from a measure of project, benefit
will seriously undervalue programs that affect
women. The most common’ procedure is to value
homemaker services at ﬁre full-gme earnmgs of a

, domes§c:worker; compare Welsbrod 10 Kl

“and Rice.2? Various arbitrary welght ng rul‘ have

= .akso béen used (see, for example, Feldstein #3). © -

t
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Using the\earnm’ of a domestic servant is
only partly satisfactory, howeyer. In the first place,
the homemiaker may be provrdlr)g quanthy or qual-
lty’of services that are'hot available in the market.
For mslance when we observe a woman wrth ad-

_ vanced education who could také a job paying two

or three times a dlomestic servant’s intome, shi
may be staying home’ to ralse,h'er small child be-

- . <~
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cause she fgels the first few-vears are impartant
and because she does not feel she could hire such
high-quality nurturing for her child. Under the
arcumstances, using the domestic servaggs earn-
ings will understate the value of this wpman s
*home acuvities, as she sees m_ In such circam-
stances, we could argue that her services at home
" shauld be valued at least as highly as the highest
salarv the woman could earn ** However, we'prob-
ablv do not really wish to adopt the implicauons of
such reasoning After all,,many people accept pbs
at a salary lcss than the maximum they could
command 1n the market Theyv mayv do this in
order tg have better working cofiditions or 1n
order to pursue a parucwar tpefof work In the*
extrerl. the imphication of this/foregone oppor-
tunity argument is that we should value evervone's
services—men’s and women’s—at the highest pos-
sible wage thev could earn Igndring the readjust-
ment this would cause 1n the general wage scale.
such a recalculation wouldfraise the imphcit earn-
igs of soetety consideraby

A second objecpion’ to the standard treatment
ot home productin s that 1t 1s assvmetric with re-
spect to sex  After all. women are not the only
workers around ﬂ’t\hy} "Morgan et al > albd
Walker and Qluger ** surveved people atout the
“hours they spend working around the house They
found that men spend between about one- elgh!h
and one-third as ‘much time as do women. depend-
ing oh the emplmmcnl status of the woman. and
the ages and family sizes involved 7 If we.are im-
puung d?alue to individuals for their home pro-
duction.’ then 1t seems appropnate’to add an cle-
ment to the man’s Iinvelthood calculatuon .

. The third objection to the sldn(ldrd treatment
\ of home producuion hes 1n (h( treatrfient of older
women. especially over 65 vears of” age Rice and”
Cooper ** aurnbuted a full domestic worker’s in-
come to nonemploved women over 65. causing
ther IneThnnd to exteed signuficantly that of a
man ‘over 65 One could speculate that women
over 63 start to slow down 1n their household ac-
tvives, but 1t 1s difficult 16 find data Walker and
Gauger ?° did not survey older women ‘We
aanalvzed the results of the Productive Americans
Survey (parually reported in Morgan et al **) The
number of observations s relatvely small in the
., over-63 age group. but there appears to be a
downturn 1n average number of hours worked at
home by women and an ln(r;dsc in the hours
worked by men Wonten's hours declined about 19
percentin the over-65 age group and men's hours
intreased about 17 percent _a his leaves whmen
over 63 reporting abdup35 hours of housework
per weck and men réflorung about 6% hours
 hese figures may represent an overstatement of
true ‘contribution 1f producmm falls sigmficantly
in this age group. Punhcrmnrc .there may be
- some reporuing error if ghe re spnndenls have hittle

'
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ekse to do and therefore claim that most of their
times goes to housekeeping. -

Since there are no (ampellmg theoretical ar-
guments tor one rule over anpther it accounting .
for household pr()ductu)n livelthood [abks an be . |

‘Q

generated under a variety of assumptioks ab()m

the value of women’s and men’s contribuuons.®
. These calculations show significant varration in the

11\ elihood, especially in the upper ranges, depend-, -

ing onthe assumptions emploved® For.illustra-
uons, Figs. 1 and 2 plot the titelithood at different
ages for a four-way breakdown of séx and race ” /
under two »f the assumpuions pmSnble for treating
home production. The assumptions behind the
calculations.’are discussed 1n more detaill 1p Ac-’
ton,’? but brieflv, Fig. 1 (Assumption 1-1)-assigns
a value of 84800 for the domestic work of non-
working women :‘““%Flgl 2 (Assumpuon 3-3) as- .
signs a variable amount to women’s homemaker
funcuon (depending on their emplovment sldlus)
and a uniform amoum o men  After 64 yvcars of
afc. women’s contribution 1s reducgd (19 percent),
reflect a drop 1in household activities, and men's
1sancreased (17 pereent) A 4 percent net discount
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arate 15 used for both figures ,

We do not intehd t focus on the nature of
Ivelthood at different points 1in hfe or to concen-
trate on differences among races and sexes (al-
though thev are already quite substantial) These
plots. however. scn(;\‘m emphastze the substanual
variabihty due to altegmtive assumpuons about the
valuation’of household acuvities and the substan-
tal impact this has on the relatnve and absoluse
amount dsslgn(d to women by this criterign. The
¢tfect of these alternauve assumptions s signifi-
cant at all ages—but 1t ss espeaially noteworthy an
the over-65 age range where a substant¥l amount
of mortalitvs and morbidity 1s involved from such
prominent ailments as heart and arculatory dis-
eases and cancer ;

The plots in Figs 1 and 2 show a close similar-
ity between the hvehhood for white females (WF)
and all other females (AOF) This s due to the rel-
atnvely low work rates of women. combined with
the assumpuon that all nonworking women are as-
signed the same value of houscholgfservices re-”
gardless of race The differences between white
males (WM) and all other males (AQM) 1s about
the same under the two assumpuons and measures
about $60.000 hgher for white meh in their late
20's than nonyhite men in the same age The dif-
ference between sexes 1s dramatic—with the hveh-
hood of white males at its pczik about 2% umes the
level of white females at its peak under Assump-

_tion I-1" When the houschold productuon of work-
"ing men and women 15 given an imputed value
(l\swmptmn 3-3). the differences between the
sexes.narrow considerably At its peak, white
men's hivelthoot 1s only 1 7, umes that of white
The male.female rgm 15 even doser for

.

nonwhites .

. r

rd
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The other major effect of the different assump-

tions comes in the Lr()ssm’erfbclwcen male and

temale livehhhood in the upper age brackets. Under
Assumption [-1, female livellhood crosses male
between 50 and 60 years of age—due both to the
lower life expectancy of men and the fact that
wosen are assigned a value of houschold produc-
ton while the genetally retired men are not. Con-
sequently, over 65 vears of age, male hvelihood
falls 1o extremelv low levels, while female hveli-
hood remains between $20,000 and $40,000.
Under Assumption 3-3, when a greater value is as-
signed 10 household production for men 4nd for
working women, the reversal for white men’s and
women’s livehhoad 1s postponed to the early 60's,
and the Ivehhood of me My higher than before in
both relanve and absolute terms. The reversal for
nonwhites 1s pushed to a lower age, but the differ-

ence at all ages is.narrowed considerably

IV. The WilIingness-to-Pay.M,easure of Value

M tanglamental assumpuaon ‘of the willingness-
to-pay procedure 1s that individual’s preferences
should - count—rthat auzegs can and should plav a
ole in policymaking for governmental services
that atteat them directhy Their health, their
triends. their taxes, thetr pain and sutfering, and
therr weltare are at stake Undersyandably, they
have an intggest i the pubh d((l\l“A that may be
undertaken Individuals are the ulnm.m: reciprents
of the impact of pmgrmls
Political jusuficanons for using individual
preferences go back at least to the 17th century
and include the destre for no taxation without rep-
resentation” Feononme arguments for using indi-
vidual’s preferences date 1o the 19th century and
include the vuhtarian prinaples gf Bentham
Dupuwit,? i French engineer, argued that the na-
ture di}d amount of pubhc transportaton faahues
shouk letermined by what the potental users
woul bc wilhing to- pav for usmg . Modt contemn-
porary' economists who study public policy evalua-
tion agree that an ﬁfppr().u h based on individual
values s correct i prinaple
The “potential Pareto improvement” standard
which jusufies the willingness-to-pav procegure
has been cniticized because 1t makes the csumdlcd

o

.

hood measure is even more directly ued tg intome
distribution (viz.."by detinition) than is the
willingness-to-pay measure. and it 1s not impossible

" that precendent political deasions were influenced

by the economic power of vhrious interest groups.

The principle practical problems with the
willingness-to-pay. procedure for benefit estima-
tion is that developing accurate assessments of in-
dividuals’ willingness-to-pag is difficult and expen-
sive, and the’ »\alldm of published attempts to
apply various’ esumamm techniques -1s questiond-
ble Furlhcrm()re, the extent to which esumates of
a particular population gropp’s™illingness to pay

for a parucular safetv-enhancing project can be

applied to other groups and other types of projects
is unknown.

»

I'he two principle methods for measuring the
values a houschold would placé on a prospecuve
public project are (1) Itiferences of ‘how much the
_hosehold values mortality reduction based on ob- .
sefvations of the imrphiat value the houschold

places on satepy and health in making private con-

sumption and job-selection deasions, and(2) Sui-
vey questionnarres which ask houschold heads o
state their wilhingness-to-pay for the program
benefit which 1s under considerauon

o~ %

. s
A. Implicit Values

Wg¢ can, in prnaplestnfer the values indi-
Miduals attach to mortalitv- and morbadity-
reducton 1o the same manner as was pr()p()sed for
governmental acuons (Section 11 above). Such a
revealed ‘preference gpproath s followed with
most mdrl\(‘l-pr()duwfg(mds thag have few exter:
nalivlls.?” We need not gonto a detailed sugvey of
relative preferences tgr, sav, apples and oranges
People reveal the prefdpences they attach by therr
market behavior This 1§ the method we would like
to use 1f we want to measure individoals’ true
preterences for the programs It presents the
strongest (laim to \.llldii. _because the people have
to back up thIr\pr(’f(‘rc-nccs with®facuon, and they
do 1tm the pntext of other evervday deasions for
spcndlng mtew 3 These chowces may include the
purghase of satety devices (for cxampl( seat belts),
a marginal cxpcnd'nurc on heglth items (perhaps a

dollar benefit of a program depemtient on the in- . ° doctor’s exammnation and some anubiotics for an

come distribution This dgpendence has been
cnazed enther because (1) 1 as felt that the y-

comg distribution 15 inequitable and hence not a '«

Just basis of public program evaluatuon, or (2) 1t 1s

felt that whether or not the ¥hicoma distribution 15
equitgble 1t 1s simply not an apprgpriate basis for
determining: the production and distribution of
certain goods (possibly induding adequate health
care and safety) which are, hike the vote, properly
cogsidered noncontngent privileges of «member-
ship in sodety - The problem which has not been
solved by critics 1s to devise ‘an alternauve benefit

7§ nure mhich sausfies such objections The livel-

-

infection), ‘'or the premium demanded for accept-
mg an elevated risk (for instancd higher wages for
cxtrahazardous employment)

Recent studies by Thaler, Tha
‘sen,*® Smith * and Usher*? have provided meas-
ures of implice willingness to Pay for. hfgsaving.”
I haler, Thaler and Rosen.-and Smith examine the
higher wages ' paid 1n occupations with above:
average sk of death for evidénce ‘about thé 1m-
pliat value of lifesaving. Usher cmpl()ys a hfe<cyce
model of uthtv maximization and infers the

trade-off between consumption: and probability of-

urvival from a ume séries of the national income

Ro-

’
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lower bound on “society’s value.”
. pay is compensation for assuming an above-

a
-

accounts and mortahty statistics. Both approaches
have the potential of overcoming'some reserva-

- tions about the syrvey-based willingne3s-to-pay

approach because they examine behavior revealed
through market acthlty and therefore have
stronger claims to validity and stabllity than exis-
tent survey.results. g

Since the two Thaler studies and tlie Smith
study rest on market wages, they have some draw-

"backs in common with the livelihood-saving ap-

proach. First, the measure requires that the persorf
be working to determine a’value. Therefore, it is
difficult to determine the appropriate value for
housewnves, children, retired persons, and others
who are not paid for their work. A second ctiticism
relates to the r€presentativeness of this group ob-

rved in riskiw pations. Presumably, those
iﬂ ho are least risk-averse will enter a given occupa-
tion before those who are more risk-averse, all

“‘other things the same. Cdnsequently, lower risk
*.premiums will be paid to those who select"the oc-
cupation that-would be necessaryyto compensate a-

rapdomly chosen individual who was subjected to
that level of risk, and these measuri.s will be a
Third, the extra

average risk, and for that reason may not provide
an appropriate meastire of value for programs

which aré designed to reduce risk. The compensa-.

tion which a risk-averse@person would TequiTe to
accept a A p increase in the probability of his own
death is greater thtan the amaunt he would.be will-
ing to pay for a A p reduction in this proba-
bility—although the amounts will be close to on€

another for small & p. Fourth, the wage-premium -

observed .will not necessarily reflect the exder-
nalities (to family and/or society) associated with a
persor¥s death-=although the externalities will be

better captured with this measyre than with the’

lrvelihood- -saving approach if the employee in-
cludes his family in the job-choice decision and re-
quires that the wage-differential ‘be adequatex

compensate them for his increas isk as w

Fifth, it is difficult-to ldentiﬂ%vhat portions of dif-

ferences in compensation are due to the additional

‘risk of death, risk of injury, and oth¢r working .

conditions. Sixth, althougH it 1s not a general

phenomenon, shiere may be some occupatioris in,

which the participants receive some utility from
the risk; and therefore. the compensation is in-

adequate for a normal person. Being a stock car
., racer or being a test pilot may be extreme exam-

ples, but this consideration may be reflected to

_ &isome degree in a nymber of occupations, some of

in

which are included ‘in Thaler’s calculationt.” Fi-
nally, at the conceptual level, we do-ot know for
certain what risks of death ot injury the individual

assumed were in force when he accepted the wage

offer. Given the difficulty Thaler seems«b have
had in getting good data on death rates by occupa-

tion, the amount of; uncertainty a given individual .

- * -~
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faces about the risk at a partlcular _Lob site may be

4

substantial.
.- %n the em’pmcal snde, Thaler found sngniﬁ- .

cant variation in [mphcnt valuation depending -on
the data source uséd. With one data file, he infer-
red a value of between $176,000 and $260,000 per
expected life saved (for a reduetion in probability
of 0.001 pér year), which is remarkaply close to the
peak human capital value observed for young men
and to the explicit willingness of pay obtained by
Acton *? in his survey for areduction of 0.001 in
heart ck death rate: Om the other hand, the
value implicit in-the Bureau of Laber Statstics in-
-jury data was over $2.6 million per expected life.
"Furthe

BLS da

his results are' subject to omitted variable bias, and
the difference between the first and second esti-
mates were even more extreme than they appear.4¢

Usher’s study is an imaginative use of the

(Canadian) naiional income dcounts to infer a -

tradeoff between consumption oyer a life cycle and

resources_devoted to death redhction, He makes, _

utility solely a function of consumption in each
time period (which is equa] in all time perlods) as
well as the probabillty of surviving, and employs

- strong assumptions about the form of the utility

_function to make his estimates. Given the strong

assumption dbout functjonal f@l the potentially’

severe aggregation- bias from using such highly

. aggregated data to infer a utility funetion for indi- |
-viduals, ‘and the absence.of*an indicdtian of the"

el of statistical significance, we may wish fo
place most emphasi$ on the qualitative, findings.
Usher's model implies that the value per expected

: life saved is greatest at a very ygung age (it peaks

around age 2 for plausible values of his paramet-
ers) and decreases through increasing age. Its
value in the age samplé 20—;0 is very s
human capital values reported for w

in eachéear Sfife, there is no differerce betw#‘n
s

the v@ilie assigned to men and women in

“ model. ‘ -

B. Explxcnt Statements of lndiv'iduals ¥

The survey approach 4% permits measyrement
of the entity which is diréctly appropriate to
evaluating a proposed, public pI'OJCCI—th
‘maximum amount each affected household would

be willing to pay to have the project adopted. :1n,

theory this. procedure requires no assumptions

- about individual prefirences (e.g., linearity, indif- -

ference to cause, abs¢nce of e'xtemalltles) which
other techniques require Since- the expense of
conducting a special survey for.every proposed

goject would pe prohibitive, howcver, Laafractibe
O > . ‘ .

ore; Thaler’s - regression résults with the -
yield an incorrect sign for the coefficient ,

of risk of injury. The regression with the first data -
file did not include a variable for risk of injury, so -

g r to the ’.
ales by ~

Rice and C .*8 Since utility is a function solely
ol1 consurpfition "Mpt earnings) and since he as-
sumes tha} every oMe consumes the same amount -
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we would want to generalize from the results of
" one survey in.order 'to assess*other project®
-proposals—such generahzations will of course re-
quire some assumptions on preferences. “
While mllmgness to-pay surveys have been
.conducted successfully in recreation program
. evaluation,*® thg only published” susvey we have
found of wi ness to pay for health programs is
contained in Afton,* and that survey deals_only
with programs Yhat reduce chances of sudden ac-
adental death or heart attack death. I»sought pre-
hminary evidence on the feasibility .of applying
willingness-to-pav responses to actudl program
- evaluation and addressed several questions:
® Can questions be formulated that 1n prlnu-
“le getat willingness to pay?
® Do people seem willing to answer and are
the reldtnclw comfurtable 1n ans“ermg
such questlogs‘
® Are the responses people make sub)ect to a
rational inlerpretatron?*
® What seem to be the major factors mﬂuenc-
m@stated willingness to pay® . .
In total. approximatelyv' 123 persons were ,
questioned-about their willingness to pav for héart
attack mortahty* reduction.*” People were posed
four tvpes of questions .
- t:Age chowe questons—Which of two ser/—
ouslv imjured would vou hke to see saved in
" aggniergency ? Those results were discussed

.

©

]

a

measures. ©  °a
vou be willing-to pav to have a heart attack °
ambulance that 1s expected to save X hves.
per vear of the 10, ()()0 people hving around
you?
‘Advice willingsess to pag—Suppose vour
nexghbor has just been told his risk of heart
.attack is Y. per vear. and hisighances of
dyving if-he has 4 heart’ a[f'.k are Z How
much”dh vou think-he should be willing to
pay_per=vear for a heagt attack program that
would reduce his chances of dying to 2*>
. Own willingness to pay—Suppose -voulld o -
tor tells you" your chances of a heart attack
are"Y pér yedr. and yourshances of death,
given the heart attack are Z. How ‘much, are
you willing to pay per vear-for a heart attack .
program that can reduce your ‘charices” of
dying:to Z*? K
Each respondent answered- 26 questmns of type
. (D), two qutsnons of type (2), and_four questions
each of types (3) and (4).

The results showed that we Lan pose questmns
that | get at yhe underlying i issues oﬁ-mllmgncss to
pay. Furthgfmore, people wete willing te complete
the ‘intervi and seeméd relatively comfortable
and responsive igagdoing so (the refusal and
breakoff rates®wer®ndgligiblé). The question of
'C;"‘nal Jnterpretation of the-responses was not

ERIC
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abole 1n the (nuque of hy ellhood-saun”

five in thé commumtv—How much would\‘

.

sponses varied significantly from one individ

the néxt (only part of this colh‘cl:be explamed

for these types of questions. We expect
ences. and attitudes to vary Xq)m one indiviqual tp
the next, even for identical expected benefits of
fered to lndlvnduals who appear to be si
, the socioeconomic and demographic profiles.
Nevertheless, the responses of most persons could
be given a ratienal lmerpremuon and predlcted _ -
effects were found for important explanatory var--
mbles such as income, .wealth, age, and sex. The
empirical results are discussed 1n detail in Acton.5t
Briefly, the principal staugtically significant, find-,
ings were that willingness-to-pay responses in-
wcrease withi increasing probability of death ahd
with greater reductions that are offered—but not
1n a hinear fashion.® Second, willingness-to-pay re-
sponses are greater the more (anretelv and im-*
mediately the hypothetical program 1s reldtcd to
the lndmdual 33

.
.

If such willingness-to- pay responses were t()‘be
used routinely for program evaltation, we would”
wish te conduct a survey of a greater number of .

* respondents (dpproprlatel\ selected for staustral
reprcsem.m\ eness) where the questions included
‘several different probabihities of mortality, morbid- -
iy, and several different reductions 1n the values of
each health consequerrce f it.appeared conceptu-
allv or empirically desirable, separaté sets of ques-
tions tor major categories of diseases or risks

" should be prepared (for inftance. heant diseases,
Y -cancer,, acadents, and so forth), If sausfacmry,
statistically sigmficant willingness-to-pay relation:
ships were tound, then it would probably be most
efficient to'use the results to multivariate regres-
won equations to estiate, the aggregate willing-
ness (o pay associadd with a particular programe—

'téflqng acedwpt of the socioeconomi¢ and demo-

graphic-charalerisucs of -the population affected
“and the anucipated chankes in probabllnies.

-

B
A

A number of yssues are still left open 1n the
fedslblll[) ot a sunvey-based method for eliciting ,
valué These include the vahdity of the responses,
their stabilty -and rephaability, problems with un-
derstanding and. processipg the information in
these ‘hypothetical situations, and strateglc. be-
havior m respondlng

«

.

) validity of responses to wﬂhng‘ess to-pay
‘ques(i()m as not been ekamined* emplrlcally In-
deed, it Is not dear that the validity can ever be
firmly Cslahllsh(d -A rigorous test of vahdnv might -
be to survey a group of people and theggome back -
and actually market the goods that had been de-
scribed (say a heart attack ambulance) or rajse
« their taxes in accordante with responses. Some
‘people mlghl refuse to act 1n accurdanu: with their
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previous responses because of irt?vening factors
which may be difficult te control for and which the

’fjp_ondent cannot even articulate.* .

The stability and replicability of these pre-
liminary results have not been demonstrated. Fur-
ther empirical work is clearly needed to see if the -

people respend, with a reasonable stable set *
of ‘preferences whengresurveved at a later date. .
Furthermore. we should see if the results can be
rephicated in other'geographic areas withodiffererit
socioeconomic and ethnic samples. '

We face several competln’g objectiyes in asking
gguestions that are both realistic and vet under-
standable for the respondents. Since many of the
situations we pose to people are h)pothetlcal
(either ygge disease state or. the consequences of the
programs). we are uncertain about the individual's
comprehensior of the situation. For instance, al+
though heart disease accounts for about 1 of all
deaths per vear, the realstic chance a person has
~sf dving from a heart attack 1s less than 1 per 100
per year for ihe majonity of adults. We are. as vet.
uncértain about how well people understand and
process such numbers.

.Similarly. we' do not necessarll\ know how “el!

ple understand the nature of certain disability
states ©r recoveries. The operationally, relevant
pnmt.'h(me\e; As \~heth r they understand the
situation well ®hotigh durmg an interview that
their preferences do not change sigmificantly if a
deasion 1s made to inaugurate the program. The
most direct way to test this assumption 1s to
cxamlne the stability of responses mergmf.

, A fourth unresolved iggue 1n \silllngness to—p:i\

chcitation is whether people will engage in |
strategic ‘behavior “htn thev respomd Lindahl **
obser\u#that when vou try to find out people’s
prefertn(es tor publig programs, .they mav have
an incentive to underreprestnt their true - Jluatl()n
if their taxes depend, on their stated. value. Ac-
ton ** and Bohm *7 observed that the opposite case
mayv also exist iIf people think the deasion whether
or not to have-the program 1s b}sed on aggregate .
value. but the cost-sharing rule % determined by a
diffefent rule. Under these circumstinces. if the
person fcels he w:ll be called on to Bear a small
proportion of the costs for a project he wants, he
should overrepresent his willingness to pay for fit..
+ Dreze and Poussin ** have shown that under some
‘c1rcums:antes people will ha\e the, cBrrect incen-
Jives to reveal thelr true, preférences for publlt.
goods that are already being: produced. Boh
- suggests that people be posed questions where the
payment rule is deliberately specified as-vet-to-be
'determined. In th& smanner. he expects to cancel -

- thei mcent@ves to over- or underrepresent true feel-

. ings, because pgople will not be able t8 select a
strategy for a mlsrepresentatlon af references that

. .

X » -y

is guaranteed to'make them better off than telllng
the truth.

Bohm % cd‘nducted an experifnent to seé how .
sensitive willingness-to-pay responses were to
question wording and to analyze whether strateglc

eha®br seemed present. The sample does not
rpott to be fully representative (only 211 of 605 -

andomly selected residénts of Stockholm agreed®-
to participate), but the experimental design is in-
“triguing And to the point. He paid the volunteers
KrﬁO ($10) for a one-hour “interview” about tele-
vision programs. When the respondents came to
the studio, they were told the interview’ was.de-
layed and they were put in a room with TV screens
and given an opportunity to watch a confedy show
with two very popular comedians. They were.given -
the impression that several other respondents
were in similar rooms around the building and
that the program would be shown only if the
aggregate willingness to pay exceeded the cost as-
sociated (Kr.500). The different respondents were
randomly given different instructio bout what' -
the decision rule for actual showing would be. Bf -
people were behaving strateglcally some’ lnstruc-
tions should cause mgnlﬁcantl) higher responses

than other instructions,. Bohm's empirical results
show no statlsncallv Slgmﬁcantxdlfferenceﬂat 5.
-percent) in the responses from one question form'

to another.

’

* "Atthe moment, ve «can conchude thaf although
strategic misrepresentation may exist in prmcn'ple -
in the willingness-to-pay context, it has not been”
demonstrated to be a significant empirical facjor. "-
At the pragmatic level. it ‘relatlv_ely unlikely to be
a serious problem with preliminary efforts to as-
se$s people’s values, because people are not accus-
_tomed to having their tax bill react to such state-
“ments of yalue. ‘

2
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Many of these potential problems in imple- <
‘menting a willingness-to-p easure will be
darified only with additional empirical, evidence.
For instance, the estimates of the true variance of
responscs In.society and the mean value of the tga
sponses can oniv.be judged by conducun$_}1rveys‘

reprelentatlve populatlons. i respondents

1larly, the reproducibility and sfability of res -
N sponses over time can be measureds’but®have not
yet been explored-empirically. Some of the more
basic concerns about thg, validity of the responses
and the rnt'erm‘l copsistency of a givén person’s re-
sponses are more difficult to' resolve. We have
crude measures of what mternal conststen-cy
» means. but to derﬁonstrate*ngorously its existence
(orponexistence) hard thinkinggs needed. An 1n-
terilve process ‘of poth ‘conceptual development
and refined empirical evidence seems to be’ the
most viable strategy for furthering our under-
standing in both areas. Furthermor?, ffdone with

_some foreplanmng we can also pr(} e useful
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T lntenﬁsurvey results that can be Jused as one saving or willingness to'pay as a basis for.evaluat- |

’ measure of social impact valuatlon for furrent, ing social impact, a streag case can-be*made for - *
evaluation efforts. . . . - _ ' the c0nceptual superiority of willingness :to_pay.

The livelihood measure does not bear any neces- . -

- Lo, - . sary relauonshlp to what pegple want in the way. of
V. Conclusion o, " ¢ J .. public programs If we décide ‘to fund pro(grams .

) " Therd are lmportam conceptual and emprric _ by this criterion, we know”that we could, irf gen-  ~
differences between approaches to evaluation_pé eral, raise adequate revenues by taxing those .
viewed here. The choice of method is importan whose livelihood’is extended.®* However, this:

néma‘ change the ranking and value of health criterion does not- guarantee that®society or any
or safety programs sngnfﬁcantlv The selection of a individual is made better off by adopting the pro-
partlcular method involves tradeoffs between ease _gram. . )
of application and conceptual soundrfess, The . o - e -
Irvelihood-saving approach is easy to apply (and "._Anindividualgpreference approach (based on

. has been used frequently in the .past) butit hasa  ~ willingness te pay) does provide ws with an dssye- 77
number of drawbacks wigén its implications are ance thal society is nrade better off in some sense. -
examined ih detail. An approach based on indi- b\.the programs that pass the criterion. By approv- '

- " vidual preferences (Operationally, what people are- Ing ()nlv programs such that people are willing to
willing o pay) meets the drawbaci® of theliv eh;  pay. In tht aggregate, more than the programs \.,/;J
hood -approach and s nceptually most satis¥act cos@yWe can-make a strong cas t sécicty as a e

“tory. Preliminar eyud!gfe suggests that it 1s feas:- whole gains. Itis ‘ledr that in ge the_program’
ble’to ask for éxplict statements and that mean- Wil be funded in a manner such th®some people 4
ingful answers result, but a number of prm‘ﬂems gain and some lose with,a particular implemgnty? .
. mav arise in implementation on a large scale. tion. Nevertheless, sipce ghe a gregzﬂc witling ! .
There has peen very little empirical experience to pay exceeds ke cost, 1t would " be pogsiblé to

. with measuring aimpheii valge or gith conducting . spread the costs such that no one was made worse
_survevs of people’s withngness to pay for public off by the programaThat is, with thecriterion we,
programs. In the revealed prefercncc appr()ac‘hes E entlf\ potential Pareto Superior moves “for sodi- .

. we may ngt Gbservefa represemggive group of T Every member.can be at least as well off as he ~
fpe()ple and it may ‘be difficult td™know_with cer- "‘35 m[h(‘ut the program, and “at-least one pcrson--

- tainty. that obsérved behavieral dlfTeremes should 15 bettet off. . . \ .

v, . ;

be attributed onlv to d¥ferences in tevel of risk.:

_Correspandingly’, we,do not know what the stabil- Ahh"“gh we starfed this paper witlt the "bJ('"

ity of sufvey responses 1s over time nor what the ‘tive of ldennf\mg means of plagnga value dn re- 2
mmple variance 15 Jikely to be Furthermore, the ““ductions in probability of death or disability, we -
should recognize that it mav not be possible (or de-- 4

. wahditi and internal mrbsmcn(\ of these resp(mse
L, s not vet established. It s difficult to. specifs
't TIGOTQUS tests of the external valtdity of these sorts
L - - of qugstions. but an mteramve tlevclopmem of the

- conceptual undcrpmnmgs and empinical evidence
- sprovides pr()mlsé ()f shdrpemng -our tnderstand-

sirable) to have a umquc value that can be used n

- se¥eral different contexts. Instead, 1, may turn out
. tht prcferQ:nces are such that we- have one value
*for a change in probabilitv for cancer death,
“another value for a change in probability of heart’
" attack death#and vet a third value for change, in

ing -’ . ) o

-, . .y probability of accidental death—even for similar a
) - Or nPan)g actgih c\dludnons- both [he persons "and identical stamng risks and rc;lum()n
1 h\ehhpod saving appr()a(h (with*1ts Krown dra“, in 1isks, Given the diversity of values now lmphnt

© “backs) and_an imperfect, crudely medgurcdx "+ in pubhc degslonmdkm‘g such a ﬁndmg would riﬂt
- “llllngncgg to pay mcth()dolog\ are cIearIv ‘“* be uncxpecfed Furthermore, ndl\sts like /e(k '
.- Superior tono formmal analysis. Fifs&the anahsis r§ ¥ hauser %* “arguie that the process b\ which PUhh‘ -
frequently an prdcr of-magnitude .evaluationgp - decisions are made may bc at Ieast as impaogtarit-as
Under these-eircumstances, the drawbacks ok quess, - *the -actual pumerlcal values used. An. approptiate

tions ve' have dbo.ut etther "approach ate sccqn(l « = ~strategy for.the (Ieusupnmakcr charged wath o«
*  order magnitudes and do not affect the mnclusmn " evaluating l'f“dk'ng programs before additional
whether or not to und;r[akc the program. Seu)n(l, ". methodological and empirical res¢arch tdkcs place ° .
o emplmmg both criteria to see lf thev yigld the may be to employ more than pnt of the techniques » .
" same conclusiongcan Menforce one's conﬁdt:me in - discussed. When the diffctent appréaches yield ‘
a the robus[m«ss of the decision. Third, thc ramg similar (.omlmlons he tan _gain confidence from .
of expectcd Cffeulvcne‘s for man¥ rcallsuc pro- ﬁc “Tact that his evaluation does not scem ta be
grams, tﬁc approa(_heq frequenth lead to rea- *  sensitive to the values emploved When they yield
* "+ sonably g:lo;e mcas'urcs and valqe 83 - - sharply dﬂferm\t conclysions, he-can- probc hi N
oy : . ' - own preferences or seek additioral ¢vidence about
S Wh ven a choice between Iheil‘huod-_, the, wnll_rsncss to pav of thg: ta[gct p()pulanq,n St
¢ ‘ J . . .
GRIC, e o83 AT
e o, o, - A R C ’ og" .. ) S
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Footnotes - .
* Economist, ‘The R’hnd Corporatmn San
Monica, California.’l wish to acknowledge wub

gratitude the comments of P. Cook, W. Mannipg,-

B. Mitchell, J. Ncwhousej Vaupcl M. Weinstein,
“and A. Williams. The views are those of the author

and do not necessarily reflect those of the Rand
.Corporation or any of its corporate sponsors.

1. Formal prospective evaluation of goverhm’enlal

. @programs, as discussed here, is a rela"vely young

dlSClplme Water resource allocation has’ the long-
~est history in the U.S., having been'
“the 1930's to deter?mne ‘if the benefits to whom-

“soever they accrug are in excess: of the costs.’
(From Elood Control Act 2,5%_ in AR,
Prest and R. Turvey, “Cost efit Analysis: A

Suryéy,” in §

St. Martin’s, l‘O (19663 Most of

. ew York
ghese apphcatmns in w&r resources have been
~ limited ™6 “economic benefits andk costs, although

gonsnderauons such as recr,eat.lopal valtes and

their distribution have been added; see, for exam-

ple, B. Weisbrod, “Income Redistribution Effects

in Benefit ‘Cost Analysis,” in Stuart Chase (ed.),
_.PROBLEMS IN PUBLIC EXPENDITURE

'ANALYSIS, The Brookmgsilnsutguon Washmg-
. ton,,D.C., 177-20 1968) .

A number of ists have reweweﬂsvarl-
ous aspects of the quluauon literature. Prest and
Turvey~ld,) have a good.background review of
the cost-benefit literature. P. Steiner (PUBLIC
. *EXPENDITURE BUDGETING, The Brookings

Institution, Wa.-shmgton D.C. (1969) ) focuses‘on a
number of issues in program budgetin'g for fed-
eral programs. H. Klarman-reviews literature_ re-
lated to health evaluation, focusing on the evalua-
tion of health technology in “Application of Cost-
Benefit\Analysis to Health Systems Techmology,”
in Morris Co&en (ed.), TECHNOLOGY AND
HEALTH CARE SYSTEMS IN THE 1980's,
DHEW Publicauon. No HRA 74-3011,
Washington, D.C: (1973), NTIS PB No. 220
613 266p. H.R, Thaler ("The Valde
of Saving a Lnfe A Mark& Estimate,” Ph.D.
dissertation, Department of Economics, University
of Rochester, New.York (1974) ) reviews spme his-

torical attempts at'yaluation_of_lifesaving, arid R.
Zeckhauser (“‘td‘ﬂ'r/e’s( fonyaluing Lives,”.

PUBLIC POLICY, Vol.23, Nof 4, 420-463 (Fall
'1975) ) provides*ussxon of $ome recent appli-

cations. There are several.essay§qn public expen-.

diture in general Dorfman and fChase have edited
. works focusx'ng on particular lems of publi€
expendlture ‘evaluation; see R. Dorfman,
MEASURING THE 'BENEFITS OF GO}gRN-
MENT INVESTMENTS, The Brookings ¥nstitu-
“tion, Washington, D.C., (1965), and S.B. "Chase,
PROBLEMS IN PUBLIC EXPENDITURE
ANALYSIS, The Brookings Institution, WaShing-
ton, D.C. (1968). R.H. Haverhan and J. Margolis:

rged since .

VEYS OF ECONOMIC THEORY,, -

o

v

k

: 6. G. Calabresn THE COST OF ACCIDENTS: A

TR

experience by a number of practitioners
Lcphtics, titled YEBLIC EXPENDITURES AND
RIC ANALYSIS Markham, Chicago (1970)\‘

it thénost extensive an&ccessful applica’
tiofts of formal analysis have béen in the defense
arga® Altﬂough they have tended to be cost-
eNective rather than cost-benefit analysis (i.e.,
How can we best achigve a defense or tactical”or
Strategic posture wnthout‘skmg how expenslve a
posture we should have?), some techmqu:s de-
vejoped there from (Re basls of analysis, especially
regarding the geneml tructuring of decisionmak-

ing under uncertamly and the quanllﬁcauo:n of °
.

‘uncertain outcomes.-A good introduction to this
systemati’&approach to analysrs with a description
of varxety of techniques, is found ‘in a collectiqn
of essay¢ eidted by E.S. Quade and W.I. Boucher,

_SWSTEMS ANALYSIS IN POLI ANNING,
"Atherican Elsevier, New York (1968)

2 € in general E.]. Mrﬂan‘ “Evaluation of Life

Limb:. A Theoretical Approach,” JOURNAL

‘OF POLITICAL ECONOMY, Vol. 79, No. 4,
687-705 (1971).vAn interesting discussion.of
whose interests should be reflected in benefit valu-
ation which considers. the intefgeneratjonal prob-

lems is to be found in L A. Dowie, #aluing the
Benefits of Health Improvement,” USTRALIAN
ECONOMIC PAPERS, Yol. 9, No. I, 93ff (1970). .

- 9. Thls criterion ‘was
N. KaMor,
and lnte‘i‘pér onal Comparisons-¢f
NOMIC jOURNAL Vol. 49 (1939); and J. R}
Hicks, ‘Fhe Foundautls of Welfare Economics,”
ECONOMIC jOURNAL Vol. 49 (1939). A good
recent dyscussion in the “valuing lives” contexeis J.
Hfrsh‘lerfer, “The Economic Approach to Risk-
. Benefit Anpalysis,” in David Okrent (ed.) RISK:

* BENEFIT METHODOLOGY AND APPLICA-
TIONS. (processed) UCLA- EN‘G;598 (December
197 5). Y

4. A term due to Schellmg (T. Schelling, “The Llfé
You Save May Be-Your Own,” in 8. Chase, ed.,

PROBLEMS .IN PUBLIC EXPENDITURE
* ANALYSIS, The Brookings lnstltuuon Washing-
.ton, D,C.5127-176 (1968) }—as distimet from the
lifesaving%villirigness -to-pay, approach. " - .

We\lfare Proposmons of- 'Eccmomlcs

T

5. See Mishan, note-2° sugra 2

LEGAL AND ECONOMIC" ANA&YSI‘S Yale

4

Univ. Press New Haven (1975). L

7. R. Posner (ECONOMIC -ANALYSIS OF THE
LA

Kean §'Products Liability: Implications of
hangifig Property Rights,” QUARTERLY
AL OF ECONOMICS, Vol. LXXXI1V,

4, 61 %626 (Nov. 1970) ) have explored comimons
under. which cconomlc efficiency is improved by

ginally proposed by bothv

ility,” ECO-" -

Little Brown. and Company, Bosten (1972) ).

Y
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‘assigning liability to'one part}g,(sa) the producer gt '
a good) rathet than permiturig the market to sup-
plv (or tail to supply) products that provide reduc-
tons 1n risk. Although, in general, these liability
sulutionsggnposed to improve economic etficiency
will upderstate the value of lifesaving or disability
saving that would be inferred from a direct as-
sessment or m!lingnéss to pav, they cannot be used

as an unambiguous lower buuﬁd!becausé of trans- ¥
- acions costs and lack of ‘pertéct information, pos-
- sible difterences between the group deternining

the lawund thd8t engaged s the transacuon;
punitive elements to settlements. or ditferences be-
tween the group aftected ex ante and the group
being compensated ex post. LT,
B. See R Fisner ;md'R' Strotz, pFhght Insurance
and fhe Theorv of Chowce,” JOURNAL OF
POLITICAL ECONOMY, Vol 69. No. 4, 356-368
(Augyst 1961) , :
9 ] L Cohen ("Liveldhood Benefits of Small Im-
provements tn the Lite Table.” HEALTH SERV-
[CES RESFARCH, 82-96, (Spring 1973)) remingls

us that it 1s crucial to make dear the tme course of

the benefit for epidemwological as well as valua-
nonalacasons Frequently, analvdts have in mind a
program that offers a reducton in possibihty of
death that 1s gttective tor one vear at a ume
Cohen points out that some program benefits may
be more-accuratels (har‘urémui'm(a ditterent
manneg, and that the alternative detimuon may
make a large ditferenc ’&l the measured benetu
He detimes.a “curative” benefit as one that otfers a -
persont a onestime save (or reductuon in probabihiy

. of death) from a disease, regardless of the age dt

why h it occurs, and then the person falls back into
the normal risk pool, He detinds a “prevemitive”

TeMtit as one that elminases a paru@alar cause of

death’enurely (Cohen. shows that sulstantial dif-
ferences can arise in the weasurost €0tal- Henetat
when a curative or preventuve benefit rather thar a
one-vear explosure benefit is m\n)\cd In the case

! [

3 \< ) d,‘ . / . .
. . /‘bﬁ- . B 4

. value of a life.” In generals one can only refer to

/tzw expected value per life saved at a groen 1unial
sk of death and for a ggven re@uction in nisk. Supposc
a given individual has an initial risk ot death P,

s

‘o and 1s offered a chance to reduce it by A P, It he

will be willing to pay an amount. X, to reduce the
risk, thenAe may refer to the value Y (which
equals ¥ 4 P) as the expected value per lite saved
for this set-of arcumstanges. (It can also be viewed

- .as the amaunt that a large number of people sumi-

larly dtfected and with sinnlar tastes would pav, on

the-average, for ¢ach life saved ut thar group ) In”

general (Recguse of risk aversion and because one's

budget constraint 1s atfected by non-trivial charges

in Mk of death)y people wall not be wilhng to pay
an amount 2X for a reductton m nsk’of 2 A, P.
Sunilarly, people’s whose mital risk s Q instead?ot
B. will generally'be willing to pav somethmg other

.lh.m X for %lt same’ A P We dlscuss some evidenc ¢
about amounts people arg willing to pav tor dif-
fegent vidues of P and A Pan Secuon®lV: ,

11 ] Carlson, "Valuation of Lite Saving,” Ph.D
Dissertation, Har\nrdwl'm\cmn (1063)

12 See. tor mstance, F Crammond, T he Cost of

the War,” JOURNAL OF IHE ROYAL SIATIS-

CHICAL SOCIE LY, Series A, Vol |78, 361-399

(Mav 19 l_,')') or H Béag.' ZHuman Capital and the
Cost ot the War¥ r()‘L'R.\‘AL OF T'HE ROYAL

- STALISTH AR SOCEETY, Sertes A, VAT 70,
7-17. (January 1916) For areview df some tel- -

“evant htersfrure. see I Dublin and A. Lotkas THE
“MONEY VABRUE OF MAN. Ist and 2nd eds ® he
Ronald Press %(), New York (1931 and 1946) o1 D

Rice, "Esumatng the Cost of IHness,” AMERICAN, -

JOURNALQF PUBLIC. HEALT'H. Vol' 57, No 3.
129-440 (1967) More recentlv, the Iivefhood-
sating approach has been used 1w a4 number of
governmental evaluaton studies® See. for example,
U S Department of Health, kducation and Wel-
fare., DISFASE CONTROL PROGRAMS
SELEETED DISEASE CONTROL PROGRAMS

of hidney disease tor 1S males, s calculations » (M6tayand HUMAN INVESTMEN T PRO-

vield a total benets about 22 lln'.ws. as large as that
of J Hallan, et al . THE ECONOMIC ¢ OST_OF
KIDNEY DISEASE AND RELATED DISEASES

"OF ITHE URINARY SYSTEM PHS Pub No ~

1940, US G P& . Washington. D € (1968) =

10 It'shauld benoted that while the “value of hie”

¥ N ~ .
terminology 1s convenient and frequently encoun-
tered within fhe philosophical tramewdrk of the °

In ehihodt procedure, 1t as stncthy accuratg only be-- .

cause of the I|ne\aru\ assumption” It deciston mak-

- ers are hon-hnear with respect to livelthood saving
(eg .1f they are notandifferent between. (a) saving &

one pcpr}n's hife [and hivelihood] with rrrlaz:rLfy and
(b) saving ane hun(iredlh each of 100.persons’
hivelihood), then one cannot gwen speak of the
“value of a hfe” within the comext of the el
hood measure Within the context of wHlingness-
1oy measures, 115 meaningless to speak of “the

Q
MC ’ f '1 « L

Text Provided by ERI v

GRAMS: SELECTED HUMAN INVESTMENI
PROGRAMS (1466h). B F Kiker (" Lhe Histone al
Roots ot Human Capial.” JPE. Vol 74, No 5.
181-499 (1966) ) and L. Thurow (INVESIMEN

HUMAN CAPITAL, Belmont, Cabtornia
(1970) ) have reviews of its general applicanon to

other areas of analvsis D Rice and B Cooper

("The Fconomic Value of Human Late” AMERI-
CAN f’()L’RNAl. OFPUBLIC HEALITH, Vol. 57.
No 11, 1954-1966 (1967)) have one most exten-
sively apphed set of Inelihood tables

13 That s, it the-carmngs in vear 1 are by the’

probabihty of survinkhg unol vear 15 Pr. and #he
. »

discount (or mterest) rate 1s r, then tht hvelthood
r

¢
of a4 person novears old s
L]

QE. P,l'.‘ N
® * n (l+n)'h -

-
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15. B. Conley (“The, Valug of Humaa Llfe in the
Demand for Safety,” AMERICAN: ECONOMIC
REVIEW, VA&. 66, No. 1 (45-55) y Has recently ar-
gued that’ changes in expected present valut.of
earnings ‘provides a lower bound to individual wjll-
ingness to pay for' hfesavmg programs. This ¢
clusion requires a number, of strong assumptigfis,
however, on the ndturé of-individya] preferelces
#and on a lack of interest by and Iklr‘others inyan

individpal’s lifésaving valuauoq Further, Co e\"

recogmzes that there is a fange of mcome\\)ver
- which hl‘§ ¢onclusions do not apply. He assumes
«that this 1s at a very low level of income. but thete
1s.no evidence to support or tovefute this assump-
tion.- P Cook ("The Earmngs Approach Ao Life
Valuation: Reply to Conley,” Draft. Paper €976))°
“suggests, some illusirative-yalues for thé paramet-
ers
this will not be aslower bound for a large class of
~mdmduals .

-

16 Rice ahd Cooper, note 11 supra and B. Cooper
and -W. Brody ("1972 Lifetime Earnings by Age,
Sex. Race. and Educational Level.”"-RESEARCH

o *

ey's model which make it plaugible that .

* AND STATISTICS NOTE, DHEW’ (September ‘

30, 197:)) ) have a widelv used set of sucketables.

17 the logrcal extension of the viewpoint which
seems tQ motivate ‘the livelihood precedure is to
argue that an individual's ¢ sumption should be

*deducted from his eaffings in calculaung the

value of his hife—that his. value 1s equal to ‘the

. present value of the Surplus he generates (note

again the’analog\ with the sla}e) Oe implication

of this “net hvélihood™ procedure ix that society s

made better off by .the death of thove whose ex- o

pected net present value 1s negati ef—w hich 1s true
.-of retired people and those who, dre near refire-
ment, some of these réceiving disability 4nd public

X asﬂstance pa\ments soMe children.aand so on. 6

Dissatisfaction with the smphéd Judgment that so-
ctety should not expend® anv effort to extend’ the

.+ hwes of such, people has led researchers to usgm-

come without excluding consutnption; See, anfong

others, R Fein, THE ECONOMICS OFWENTAL

ILL\ESS Basic Books, New York (1958); Klar-

man, note 1.5supra, and M. Feldstein, C

.- BENEFIT ANALYSIS AND HEALTH PLAN-

N

[

NING N DEVELOPING ’COL\TRILS Discuss
- s1on Paper Harvard Lnnersm (t970)

" 18, J.P. Acton, EVALUATING PLBLIC PR'O-
GRAMS TO SAVE BIVES: THE CASE OF

HEART ATTACKS, The Rand .Corporation,

'R—950-RC (1973). S
19. Thirty-six.of thesg respondents\qere

»* at random from three communities in BostofA (half

"tnen’ and half women): 19' were men ln A trade
union program, and 36 were In an advanced man-
gmem program a ‘the arvard Business School.
Acton*(note 18 supra,pp. 83—&3 a descrlp-
tion pof these samples .

cted .

»

¢‘86‘ .'.‘ ' - ':

D : N ’ . R ¥
. " ) .
"20 B. Welsbrod “The Valuation of Humarg.Capl- '
tal,?,JPE, Vol. 69, Nn)425—4}6(1961) v :

. 21. H. Klarman, “Syphilis Centrol -Programs,” in .
" Robert Dorfman, MEASURING THE BENEFITS
OF GOVERNMENT INVESTMENTS, Tht

v . Brookings Instititjon, Washington, D.C., 367-4]0

(1965). .,
22 Rice, note 11 supra. e .
. 23. M. Feldstein, not¢ 1 supra.

24. For jnnanEeNgould examine the ¢arnings of
women with similar education and training who
are employed full time in the market and impute -
those earnings. to the womgen who stay home. See
Posnkr, note 6 supra® ‘pp. 79-80 for (hls opporlu-
nity cost argument. ‘

. 25.]. Morgan I Sirageldim, and N. ‘Baerwaldt,
PRODUCTIVE AMERICANS: A SURVEY OF
HOW INDIVIDUALS CONTRIBUTE TO EGO- -
* NOMIC PROGRESS, University of Michigan, Sur-
vey Research Monograph 43, Ann Arbor (1966)

26 K.E. Walker, W.-H. Gauger, "The Dollar Valué
of Household Work,” Cornell Umversuy New
York State College of Human Ecology, Informa-
tion Bulletin No.'60, Ithaca (June 1973).

2% Rice and Cooper ynote 11 supra)-assumed that
all nonemploved wpmen contributed a full share ' '
to home production and alsigned the, Full-time
- aarnings of a domestic worker tq those women,
yabout $2767 per yearin 1964. They assigned no
other value for household production to others.
This implies, among other things, that it i¥re:
quently better to save women who do not work
than 1t 1s to save women who wotk part-time. In
. Cooper and Brody (note 6, supra) the value of
housem)rk measured by Wal{(er and Gauger (note
.26 supza) was used. but no adjustment is made for ‘
" nien or for changéd producn\/ltv after’age 63. |

28. Rice and Coope?. note 11 supra. - . '
29. Walker and Gauger, note 26 suprd
30. Morgan etal.. note 25 supra Yoo

+"*31.].P. Acton, MEASURING THE SOCIAL M-
PACT OF HEART AND CIRCUBATORY
DISEASE PROGRAMS: PRELIMINARY
FRAMEWORK AND ESTIMATES, The- Rang
Corpation, R=1697-NHL 111973)

2321, Spe IV g

33. After this work was compleu:d_) Dorothy Rice
(personal corgmumcatlon) informed me’ that the
.domestic w r's earmngs for 1972. were about
$4000, Resources did not permit recalculgmm of

- all the human capital tablés to adjust for thjs, fact,’
but we should .note thatlit ddes not change the -

* character of the meshodological and empirical -
ﬁndmgs If recalculatéed, the differential between

_ men and women would increase during the Workegge
-ing years and narrow.somewhat over,65 years of

-

-

~
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) ECONO\“CS AND STATISTICS. Vol. 36, No. 4.,

F- . ¢ . . 9' [ ]
; ‘ . oo M o/ .o t . ¢
¥ : y .o .. -
“age. The.average a ounlﬂ willingness-to-pay’ *  tancy,” in Milton "M.ose,‘ed., THEs MEAS
measure would incre fufher over. the human MENT.OF ECONOMIC AND SOCIA ,
capital amoum , . FORMANCE, NBER, New York 193- Y o

’

4. p Dupuxt “On thé Me)surement of the Utility 43, Actéh, note 18 supra. = ' -~
of Public Works,: (1844) granslation reprinted in ’
READINGS IN RE ECONOMICS, K. -
Arrow and T Scnoxsk) éds., ‘R.D. {rwin,
Homewood: Illinots (1969) ’ o

35, See. for exampw P.A. Sanﬁelson “The Pure ’
Theorv of Pubiic Expenditure,” REVIEW OF .

44. That'is, risk of injury is probably posmvely

correlated. with risk-of death. Omission of the first R

variable will biag the coefficient of,the second vari- A

ablg’away from zero, Qusmg his estimates wnlh the ’
st data file to be too high. . .-

ice and C00per note | lasupra.

387-389 (1954) and* Dlagrammatlc Exposition oﬂ 46 Ad\ocates of this approach include T."Schel-

the Pure Theor» of Public f\:pendnure," KEVIEW - -ling, note 12 supra; V.D. Ta\lor HOwW MUCH IS

OF ECON CS AND STATISTICS. Vol 37, QOQD HEALTH WORTH:, The Rand C()rpora- -

No 4, 3305-% 1985). P. Bohm, “An Approach to uon "P-3945 (1969): and J. Actan. note 18 supra. 81

the Prob}em of Esum:ﬁ ng the Demand for Public 47 Receml\ a pumber of resv,-archers have con- = ~ "m‘/‘
Goods.” SW EDISH jOL RNAL OF ECONOMICS. sidered the naturé of the unlity function that may

Vol. 73. No. 11.:55-66 (F971); M.S Feldstejm, - nderlie -an individual’s willingness to . pa) for ®

M A. Piy. and T-K. Sundaresdn, RESOURCHEK' 1L
4, anc san. RE H. Raiffa {PREFERENCES  FOR MUL-
ALLOCATION MODEL FOR PUBLIC HEALTH™ . le:wngLTng"A‘LTER\ATF\ Es. T:e O

PLANNING. A CASE STUDY OF TUBER-
YEULOSES CONTROL. World Heahh Orgamza-

1,(,,()rp()ra§mn (1969).has showninder very general
uen, Gefieva (1973): L.B. Lave and W.E Weber,

assumpffons, that a self-interested person, living 2]

A Benefit-Gost Analvsis of Auto Safets Features:” alone (mthféo heir and adprepaxd unerztl)l)bslhouldf

APPLIBD ECONOMICS, Vol. 2. No 4. 265-275 pay more fbr a given reduction f probability o

"(1970); E | Mishan. note 2 supra, and Zeckhauser death 1f he 1s at’a greater overaii nsk of death. ] .

note l-su‘pra ) - ' M ) Pllskm‘ M. Wernstern, and R. Shepard (LTlLlT‘t~ \)
- -t N ’ . FUNCTIONS FOR LIFE YEARS ARD HEALTH

36. See | “Tobin. “On Limiting the Domain of In- ©~ S1A TUS. Harvard Schgol of Public Health. (Oc

equality,” JOURNAL OF-LAW AND ECONOM- tober 1/977 )and M Weinstein,"R. Shepard. and ] .

ICS. VoL_13, (October 1976); A M Okun. ~  Phskin {DECISION-1 HEORETY( APPROACHES .

EQUALITY.AND'EFFICIENCY THE BIG ~ TOWVALUING A YEAR OF LlFEHHf)r\ard

TRADEQEF. The Brookings lnlnulmn. Washing- SChOOROf Public Health (January 1975 nsider
on, DC 1973) X . the \algnng of hfesvears as a problem :n ﬁulu-

. . atmbu}ed utility theory, where the joint or condi-
d the prmct fional nature of the "good” being of; makes a -

pal economic agent A good g le of exter- difference to the inferred value: P. and D, i %
nahities m\thc pollution that A% be generated in ° Graham ("The Demand for Insufrance and Ptotec-

the production of some goods. Nether the ‘man- tion: The Case'of Irreplaceable Commodities,”§ = * #
-afactdwer nor the consumer of the good pav for Draft ‘paper (1975) y explore th® relationship be-
sthe smoke (af lcast unul recently), although a  ( tween willingness to*pay to avoM a loss and the | - .. 4
number of people experience the effects. would compensation, required to make a person as ‘well * ;\
hike to see them reducc&1 and would be wilhng to. off after a loss. M. Jones-Lee (" Valuation of Re- .

.

37. That'ls. ‘efféets that ekte

pay to have ihem reduc - ducu(‘)n in Probability &f Death by Road Accident,” "
38./ Dreze, 1n parlrcular has argued the menits of ’ J?é"RN\.Ah OF‘TR,AVXPOR{A roN ECO}\QOM

. usmglhls proccdure See | Drese,” ‘Lgutilite Soaial l. -5 AND POLICY 3, No. 1. 3747 ( qg) -
d'une Vie Humame,” REVUE FRANCAISE DE providgs an analysis of the compensating variation
‘RECHERGHE OPERATIO\E.LLE Vol 23, lgaf requit¥d for various.changeés it the probability of - C
(1962). k death or injury Usher (note 42 supra) and Conley *

. ' “{note 15 supra) formulate the.issue as a life-cycle ) i

39 Thaler. note.} supra.” o model 1n which the individual 15 assumed to try to.
40. R Thaler and S Rogén. "‘The ‘Value of Saving maxinize his ;:xpected Tifetime uudity, which .de- R
a Life; Ewdence from the Labor Market,” paper - pends directly 6n his consumption in each time * . '_‘ "
presented- at “the NBER Conference on, Income -period. A_ctual application 1s rare. however, as
and Wealth, Washington, D.C. (\member 1973). most writers ha\"c stopped with a theoreucal” , |

" 41.RS. s? "Coh]pensating Wage Differentials treatment or ha¥é chose pn admiuttedly infenot
apd Hazardous Wark.” study for U.S. Department ted:mque for.actual measdrement. T PY ]
of Labor (August 1973). - .48. J'L. Knetsch and R K, DNavis, ‘(‘()mpa}isom of " 0
42. D. Usher,"An lmputam to th%: \1easure of. * Metho or Recreation F\alua,ugn (1966) in R, '
Fc3n(>mlc Growth for Changes in Life Expec- =1iiD()Hman and N. Dorfman, ECONOMICB OF g

T e
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cton, note 18. supra. Related work includes *

" the siyrvey of willingness to pdy for selected disease

entities condugted by M. Palmatier, * ‘Willingness to
Pay for Healrh Seryi¢esT A Sampling of Consumer
Preferences,” lrnpubhshed paper, Department of
Econc‘nlcs U niversity of Sdithern California
(Januaty 18, 1969) a prototype survey for deter-

" mining individual tradeoffs among attributes of

disease, reductioh programs was developed by E

Keeler, MODELS OF DISEASE COSTS AVD
THEIR USE IN MEDICAL RESEARCH RE-
SOURGE ALLOCATIONS, The Rand, Corpora-

nement Prac for Public Gdeds,™ REVIEW OF
-ECON®MIC

1971)

59. Bolm, note 35 supra:
60. P‘Bolm Esumaung Demand ‘forgfublic
Goads: An Experiment, Repa-oduced Depar)

ment of Econo Unlvermy of S,lockholm (n
date).

* 61. For instance, "yo’u pay your actual maximum

"

+tion, P44537 (1970) R.L. Berg (' Establlshlng the‘

Valuesof Vanous Conditions of Life Fot a Health
Status Index,”
' STATUS 'ENDEXES, Hospltal Research and Bdug
73)) and G.W. Torr-
ance, D.L. Sackett, and W.H. Thomas { ‘Ltility
Maximuzation Model for Program Evaluation: A
Demonstnatlon ARplication,” 1id.) have some im-
puted values for medlc?l risk- taklng\)ased on the
\_responses of physicians in their role -as proxy de;
clsaonmaker for patients’

50. Part of the sample was 4. representatlve comg.
munity sample in the Boston area, and part was a
sﬂmple of young and mlddle -aged®pgg in a busi-
ness school program. A varietyv o qugstionnaire

- forms were used as 1t it possible to repost

in R.L. Bepg- ed., HEALTH _

willingness to pay,” of you pay seme fractién, or
you pay a proportion yet-to-be-dgtermined, and SO
forth. . .

’

62. Other means besides a wﬂllngness to-pay sur-
vey cam be used to elicit the explcit values of indi--
viduals, but none ‘of them ‘answer the operational
question of evaluatlon How much should be spent
on programs that’change people’s chances of
death or disability? The excepf&z to this assertion
is a sealing technlque that employs von

DIES, No. 38, l33—l50{(.&prll ,

3

Neumann-Morgenstern lotteriess to*determine a

utility functiod. CR Neu emonstrates that this is |
formall» equwalent to a willingness<to-pay ap-
- proach (“The Use of Individual Preferences in the
Public Valuation of Life and Health?" unpublished
Ph D Dissertation, Department of Economics,
Harvard University (1975)"). The remaining tech-

-

"_mques cann‘oi#';rovide the operatiorvilly ‘reeded-. -

em
pirical results for the fall sample of tdentical qué-J '

for these surveys is con-

tions. The questlonn re
% supra, Appendix).

tained nr Aclon (hote-

51

52 This ﬁndlng i1s further evidence that lndmdual ‘
preferences do nof follow the imphications of a
hivelihdod-sgving measure. wKich 1s strictly propor- -
tional to inconmie We can infer both sk aversion

™

‘cton note 18 supra, esp. pp. 92- 105

and, an upper-himigof willingness 1o pay for a

given méchanism of death reduction from these

dat <,
a‘ .

‘\

: 33 That is. the responses to question types (2)

were geheralb less than the responses to types (3),

whlch were generally less than Tesponses to t\pes :

4’ ", ! . 14 ‘
‘54, For irrstance, after thmklng over what it rmg.ht
be like to be conﬁned to a bed for a long geriod of~

.~ time, his willingness to ‘Ppay to avdid such dlsabllll)-

might change. '

55. E. Lindahl, “Some C;ontro»erslal Quest?ohs in
the Theory of Taxatign,” (1928), translated by E
Henderson; reprinted in R. Musgrave and )&

s t”

Tanswer. &or i
scaling devices could, be employed to measurg
people’s attitudeés toward attributes of program ,
impact (say, death or disability), ortheir attitudes
toward programs (say, heagjgattack ambulance or
ant- h\pertenslon programs). The results of such'a
scallng however, do not answer the fundamental

, question of ev&luauon Should scarce résources be

J

committed? Suppose I"know that Program. A
score{.8 and Program B scores 4 on a 10-point
scale where Ows very bad and 101 very good. We -
do riot know wh¥heF or not to undertake either
program Suppose-we’ include- information about

* program cost and define 'te status qugras 5 en‘the

. ‘should or should not be undertake

sgale, we would still not know if eltmr()gram.
should be undertaken.’ Furthermore if such
a scalmg/produced an indication that 4 p ogram
he fresults
are of llmued applicability because’ weXngw “only
the valuation of a few programs ralher thin hav-.
ing a procedure that can be general'lzed Ayiother ™
approach would'be to ask people if l}y would like

‘to see more, less, or lhe same amount spent bmral

. Peatock, eds., CLASSICS IN THE THEORY OF *:

PUBLIC FI\A\(‘ 214—232 ‘1953 -

. 56. Acton hote.18 supra

.
.

‘A Taton-

57. Bolm, note 35 supra. '
58 J.H. Dreze apd‘ D de la.y Poussm

LN L g

»

given public, program.. 21f we then asked how much

more should be spent, and specified the persons
have a resylt equiva-

share, of the cost, we wo
lent to wllllngness-to-pay

lts and would answer

the quesuon of evaluation. Furthermore, if we ask —

enougb questions, this iteration w leproduce a

majo nde spuaupp,” which has slgnlﬁcant ap-*
peal public declslon;nakmgtrﬂerloh

<Y

stance, a variety of psychometric



.

) - : : . . L .
63 For instanee, in Acton (nole 18 .vupra) t’he con- L . .
. clusions: as w net benefit of five interventions for W
out-of-hospital heart'atacks were very similay,  ° L -
under both methods of cvaluauon o, ., ) 4
. . s s '
64. That is, if we were to, tax away an amoun,t up to ", ~1 "L P I . .
. %
thé entire future earnings’ of individuals whose L ‘., *
. lives \sere saved, then we would cover 1the costs of AN
- $uch programs. In the-absence of indentured ser- L. : )
, vnude we ma\’not -always realize even thls su:‘x ' . . - . /
tion. ’ ) . B . :
o 65. Zeckhauser, note 1 supra. » . . .
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. 84 I. Intrgduction ot T 3. Assessing the'costs of the pyogram, :
. E mr{mcs is the science of scarcity. It is useful 4. Selegu[lg fhe best gl;ernzftlv?. "
W helping {0 answer such health pr;.ogram evalua- e A R ‘
ton qfiestions as: @ -  » I Predicting the Consequences... . -

hould a new program be launched (e.g.,
shopld we add a mdbile rescue unn wilb'
. tra,med EMT's to an estung hospital emeér- -
, genu service)?
. ® Did we get our monev's worth from a pru-

gram that was started last vear>

~ . ®Should we expand contract. ot ellmlnate an
S/ ' existing.program> J .
OShuuld we expand our emcrgenC\ medical
. program ‘at the expense of another emer-
-- -t m —gency ical program®- - - -
' ¢ Shpuld we transfer resources from one -
. . - non-emergency program to a particular
. _emergency medieal program (e. g, should
N " the infrequentlyv-used extra surgical suite be
7).

([

..

, unit—or:should it be’the other was around)®

¢ Should we dev ote more of s'onet\ ‘s resources
tbeemergency medical services and less to
other sodalmndertakings? .

It 15 1mportant te deade af the & atuation 1s x

o T Cost-effectiveness Andlws This 1s an:efficiency
‘ . criteniom It asks. 15 thi the least cBy way -to

. PRI

- achieve a paru;.ular effect> .

> 2 .

. Brm’/lt Cost Anabysis [t asko. should the .pm-
. +*_gram be dndé ttaken at all* . That 15, do. the’ beneﬁts

. \,\. ‘uumelgh the costs? - ' e\",dence on- -which to base evalyation. tm-
. Benefit-cost analysrs had fdur par[s ) phant values. -range from a few hundred to
. . . Predicting’ the con‘s( quefices of a & over a illion dolrars per lifé*aved.
r prngram—!hal 1s% asscssmg the prob- 2. Livefihood Savmg The most commonlyl
‘ abihties. : ‘o usedfffechmque i past studies -Widely,
* v + B * . v
2. V:ﬂumg lhe' (unsequenceﬁ'or ()Ulpu1~—lhal A7 - .
- 18, measu“ng ‘the bcner[s DR - *sThe decision tree 1s'a dusplay teflirque emploved 1n decision®
N . A N tanalyus for deeisionmaking undet uncertainty’ Howard Rarffa, 'Ders-
' . « v sion Analysis Intreductory D'crun on GChoices Under Uncertainty, Read-
e "=, * The views ¢ pr ued in this paper are the awmhor’y and dn not ing, Mass. Addison-Wesley, [968 hgs a good mtroductory book The
, neceuanlv repre m osc of RAND (ﬁ any of s Corporatg Spnn handout matertal has an apphcatpn n JanoActon, Evaluatmg Public
L’ 'Pu(muu tp Save’ Llun The Case of Huarl Attachs, R-Q.’)O—RC
. Q . . S

5 .

. tive probabiliues.**

converted 1nto an extra ambulatery. care S

e ante—before a prqgram s under(ahn—-or RE - E : .
— ! et ' .
. . a re"”‘P“”“ analysis ‘ **, . Three major alternauves exist. /\ ,
Economics 1s most helpful anahz;ng ‘the ex.e » 1) Eyidence from'poltical process : .
. . ante funding decision . . + 2y Livelihood Sa\mg (or 'Human (,apnal)

Thls‘js usually best ddne with the aid of a deci-
sion tree and the use of both objective and subJec-
. Major points o rememtk{
abnhues '
I Mast studies find that lmualf)robabﬂm dis-’
. tributions are too narrow. Sprea® time out;
L xadmn it wheh you are uncertain!
.2 Each petson- knows more about some topics
. than others, Don't spread the .distribution
too far when' vou do have a good basis for
Judgmen'f ,
3. Make use of different experts for»dxfferem -
parts of the problerk > |
4. Most studies show that groups of people are
‘much mor&accurate than a sé‘gle assessor.
Suggested addnwnal r€ady, aiffls bool s
an extremel\ ﬁne and rea . introduction tot
h(m to be a Pracuuoner of ility assessment.* ,

L] &
[ '

n éssessing prob-

N

.,/

'
'

I Valuing the Benems .

measures Coe
'3) Willingness- To'Pay - (or lndmdual Prefer-
_ €Nnce) measures. co .
‘Principal criticisms -and u)mmems abnul each
include:

. | Poliucal Process:

» ]
Few aonsistent plcces uf




»

N B . &
criticized because of the,discriminatory
treatment of women, rétired persons, those

* who do not work, and-those who will' hot
reach workmg'age -

>

.3, Willingness-to-pay measures are based of

t_he premisegthat individual preferences

"should count in programsithar affect

Jpeople’s lives and happiness. Some work has

beep done based on implicit valuations—for

vinstance in extra hazard pav—but conslder-

able variability 1s observed. Breliminary evi-

Tdence suggests that people can respond well

to surveyv-ty pe questiogs and vield useful in-
formation, .but additional work is needed.

These alterpatives are discussed and critized

in detail 1n the attachment by Jan-Acton, Measur-*

ing the Monetary Value ()f Lifesaving Programs
P-36 . .

IV. Selecting the Best Alternative .

Major points to remembBer. * ‘

Don’t use a benefit-¢ost ratio to choose Select
the dlltrnauve with the greatest net benefit

Dot’t just seleu the alternative with the great-

st geduttion 1n mortality rates Remember,

E

Aruitoxt provided by Eic:

.seems sensitive to these omitted elements,

Lhangeﬂg mortality rates mav be: more importang
for some groups than for other groups of people
Check for senaitiiv to assumpuons and data
used> '
" 8 Would the choice chdng( stllghll\ dlﬂerenl
measures of benefit were used® L4
® Wouldathe choice change if the probabllmts
were somewhat different?
® Would %the choice change 1if the alternatives
avadable are’shighthy different:
If ves po any, question, tbn*tr» to sharpen lh(
data-or values'used % = -,

Check for ommed factors and vanables that
might tip the balance the other way. If the deasion
ry gy
INCoTporate them formally 1n the analysis g

JLLUS fR-\TIO\ ‘of Decision Anahsns apphed g)'
the evaluation of two new programs for an existing
emergency service These assumptions are admit-
tedl\ -arbitrary and somewhat unrealistic. but thes

1l|ustrale the methodology.

CN
v‘hsumplwns y ‘

® Two pregrams are available? one for treat-
ing heart antack vicums, one for trauma vic-
tims. Only onecan be selected The\ cannot
be combined * . .

® The outputs of bath programs consists

“mainly in, reducing the mumber of people dw-
ing Other outputs are not important. The -

= program will apply to a Repulation of 10,000 -
people. .

1Y

. ® Both, programs reduce the probability of

dcalh bv 50% for those ellglble people

reached ‘ -

Q ‘. :

RIC. . SR

o

Al

* ® The probablhlles of death, of callmg for the

program, and .of being treated successfully

are independent fer each program.
® Heart attack-and.trauma events ‘accur’ inde-
pendently. ;
. ®The probablh!y of calling the hearl attack
o program given a heart attack, is 50%. ‘
® The probabtllty of calling the trauma pro-
gram, given a trauma event, is 80%. °

v

® The heart attack program wil]l be_able to-

reach and help 80% of those who call. ~ -
~ »®The hedrt attack program costs $10(;,000
. per year. .
® The trauma program-osts 570 000 per year.
® The trauma pop!{lauon is wounger and has a

better prognosis if-"saved" by the program.®

. In the range of éxpected effectiveness ‘ex-
pected, each persog is willing to pay an aver-
« age of $8 per year for each chance in 10,000

that the Progranr reduces his.ehalce of

death. . .

® The hedrt attacke populauon’ls somewhat
older and has a worse prognosis 1f “saved”
by the program. In the expected range of ef-
fectiveness, each perséh 1s willing to pay an

2

Conwnlwns
« We ml/desxgnate pointsan the decisfon pmc-
ess where a choice must.be made with a square.
Chance nodes are indicated by .a circle.
Costs assoaated with action taken are indi
caied by a barrier across the pathwas

If) 000 that the program reduces his pro‘ba-
bxlm of death M

L ¢

.
[y

- Figure 1: Current Situa\tﬁ, No New Program -

’
{

d\crdge ot 83 75 per vear for each ;han’cem-

Live”

Live
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Figure 3. Effect of Trauma Program
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Approprlateness and Feaslbllity of Randomlzed < T . \ —
Field, Tests . , o o . = R
. . . - . R , ; , ¥ .
Robert F. Boruch ) . . . - v - g ~
Northwestern University- . : . - . ’ R
, L. St f (X ) . ’
Lt e .. ‘ . ; : . . 4 .
. . : : s .« - h
; . . @ g
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When 1t 13 proposed lo persons working ™ v@rious service delivery systems that their programs should be evaluated by expernnmental . - 87
methods, strong doubts are almost vivan ressed about the feasibility or even pussehility of riments tn publit service, .
, deliuery svetems  Robert Boruch, an éval v methodologist, has identsfied hundreds of experiments chrred out i just such’ :
X gelungs This paper summarizes his expertences and views I3 presenys a strong rationale for evalugtion, an ovetview of problem, o
. ‘and methods involved in program nralualum and’the case for (ondu(lmg randomized exprnmm!; e 1
. . ] i .
) ’ . . ; s ¢ .. )
1 lnNOGUCtion -4 . ‘ 23 Are the cﬂcus of the progum (urr(ntly
This pdpcr reviews briefly “Fm( we hd\(’ - dt’b‘“"bieap ‘ - - .
> ~learned about 4pproprmuncss (* mounung field 2.4 1f so. what 1s the proper. standard for an -
experlmtms 1o plan and evalliate social pr()grde - 1mpact e\‘;lud(mn— - - .
~ and about the feasibility of-such tests. “Appro- _ < .
PP 25V 1ethads other than a randomized ex
. prldten(ss 1s.considered here as a-kind of precon-
p( nmemt suffice for impact csnmd(mn‘ .
dition fog feasibility, one which exercises a direct

'

“irgpact on the level and nature of a subsequeht .. . L.

feasibility study. Feasibihty here concerns those 2.1 Interest infEvaluation °-_ ... '
* _ conditions which enhance ot detract from the suc- + -" ,spnns(;rs ()f'\%pro&r‘dm have an mterest i
,. cessful conduct of an exper;ment This‘discusston. . obhjaining'a fia'lr’app sal of a program’s effecuve-

“ depends heavily on studies of (ffnrts to foster the  pess. relatve to any standard ghen mouriting an,
;use of rd"d"HE,*’C(i tests of pro in field set- " evaluation. randomized or otRerwise_1s consid-
ungs. We adhere—s the following outline-_ . erably more-feasible It 15 dubttul. for xample, ‘ -
’ 2 Appropriggeness of Edaldation and. in par- thdt Carekr Education programs supportedh\by the  * ) -,
’ . " ucular. of Randsmized Field Tests * Natonal Institwte of Educanon would have or
-3 Historiaal Precedent as a (:(qcral Lest of  * cpuld hd\( evaluated themselves without t'n(()ﬂr-
+ Feasibiliy A\ B ag(m(m and demands made by the dgen(\ Tfar- i
*+ 1 Pilot Feasbilipy f‘P(” s as a Test-ot ) .sponsor’s support Is an msufficient interest sou o
Fedsabiity - . et < s also dear ‘from ¢ases in which despite spon ' .
S-Direct (Oh“m'm‘"“‘“‘r"' ‘}‘“ of Ran- demands rigorous evalgafions have been su
. domi/ed Tests SRS . verted by program “staff - !
The’ Bh‘ﬂmgraph\ attached p ‘5'"1(" sﬂnc bac . So program staff and dudnpér mnterest s alse -
ground support. ip ‘h(' form of field tests d‘“&’ﬁ .4 du(rmmant ()f fcas:bllns of any evaluanon.
.+ mounted, for lhe opinigns, utfered here. . R(‘pu(dblt program 'developers will often agree :
. Jthat an evaluanon s necessgry as «mll program
. 2 :ﬁr‘:::&z:tza‘:\z:)ﬁ;:::g:;:rm::t‘s R staff But assuring that tht-intesest js not honm‘lﬁ( o s
! almgcthcr a different paver. Some strateglcs
Several ?4u‘eslm 'S generall\ need to bc an-. fo dﬂurmg(()opcraunn \%nh s(dff must be worked
' ‘wered before an tAJenment is considered much out® betorehand., Some ob these ‘are, discussed in -
* less m()um(d The anspers to them Serve not only Riecken et al. (1974) and in Section 5. bel(m s

y has some vewed
valuation And this .
Tn ways olb/cr ..

as guides 1in dcudlfxg whether and \yhat to, . ' The cient population usu:
evaluate. but also determine subsequenl feasibihty 4 1nterestyn the outepme of an
of afexpeniment - “Those questions. discussed very . Interest is most often excmphhc

b[lcﬂ\ in the following remarks. indude than active collaborauon in the rigorous m(cs‘a.!)f

"2 Ps there any intérest in evaluanon. \much evaluatnon Often, the &ifficulues n txp(rlm(ﬁts‘
" less an experlmenldl test® o - turn around the. randnmi;atmn? process. Tactics .
1 2°2.Is an 1mpact evatuauon rather than’some tor, determining and enhancing teasibility are dis- -

. other type apprnprrate In hefcnmg at’~  cussed 1 Secuon 5 for the particular case of ex- '
QL hand? . . . 9 ?cnmemalegalu\a({nns ’ . s '
e e . 93 SR
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" Become difficult indeed.
-

Nf there is no interest in a fair estimate of pro-
gram quality from any of these quarters, then an
evaluatio# experimental or otherwise, is'likely to
be of little yge to anyone except the individual
conducting the evaluation. If there'is active oppos-
ition from-one or more of these quartefs, ‘thatters

.
.

'
.

2.2 .Typ'c of Evaluation ; )
The “evaluation of a program™ often implies a
disparate array of activities. And foavoid needless’
confusion, one ought to recognize the legitimacy
of several functional categories of evaluation:
evaluation of program objectives “
evaluation of program procgss or operations
evaluation of’ costbenefit ratios )
evatuation of impact.
Each of these 1s related to more elaborate
taxonemtes of evaluation activitv generated- by
Federal agenaes (e g. U.S ABMD) and especially by
académic researchers (e g..Stake). The taxonomies
are a useful guide through the thicket of types and
methods, but we focus on onlv four heré for
stmphaity’s sake Py Do
The first category, evaluation of program ab-
Jectves. imvolves pinming political, ethieal, or soaial
values to the dnnounced goals of the program
Tyvpucally, this tvpe of evaluatign is tied to real or:
imagined needs of a target group: it 1s tmphcit in -
most pohiey devebopment and pohicy critiasm; and
it 1s haseel on mdormation which puiports to show
thdt thére' s a secial problem‘and that a p’r(')grdm 1S
one wav to amehorate the difficulty. .

The second category, evafiation of prograin
activities, lm()*t-s,dcfcrmlnlng whether dnd how
well some wéll spedified standards Yor implement-
ing the program are met This dass of activities 1s
often managenal in ats ofientation. addressing
questions such as® Is'there a dearly speaified’
product baing developed® Is the praduct or service
being otfered m’th’c proper target group® k the
product accepted and, 1t so. to what extent? How]
mich does the program sastem cost® Arsecond
tnajor perspectiye 1s also relevant here and s more
technological 1in chazactér The expert program
praditioner or judge may ask whether @ pro-
gram’s elements and copduct are consistent with
the state df the art in the relevant disapline, and
whether there are any remarkable inconsistencies,

sonuniformity.”or devjations. The standards here
are those of a discipline, firmer perhaps than the
attachment of social or political values to program
goals, they focus on the immediate scientific com-’
mon sense of a program rather than on ultimate
outcome, and that too {s important

The third class of common activities 1s the
(()st/bcn(#lt analysis.” This covers a variety of sins,
but most often involves assuming that there 1s 1n-
deed a program benefit and assuming that the
bengfit has some value. The costs have been tradi-
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(iBhally a bit easier to pin down. The objective, . -
giyen- those assumptions, is to provide criterion for |
-determminggMow scarce€ résources qught to be allo-
dated when there are numerous competing, de-
mands for those repources. Again, whéther the
« program.does indeed haye an ‘effect is.gefferally
, taken for granl* or judged relative to a

| standard for which there is somé con-

vy

sensus. .
‘The final form of evaluation and the one
which intere$t$ us most here concerns the relatiye
effects of the programflli.e. impact evaluation. It
attempts to answer q ons such as the following:
Which of two education pragrams £phances stu-

- dent achtevement or ability or attitude most? Does
a new surgical trearm®nt ‘have fewer side effects
than thscurrent. one? Which®of several health

" educatiof programs has the largest-effect on ac-

“tual health status of individuals or cities or re-
gions? In each case, one asks how the program, or
service, or deliveryfmode, works with respect to

< some standard or alternative. .

", Fach ca{cg])n of evaluation is Iegit‘la‘te and
mmportant. And, of course, nothing prevents each
tvpe from being gonducted simultaneously. In-

"+deed, most major program evaluations include fea-

tures of edch tvpe. The first and third categories

are generally more feasible. than the second and
the last. But the information they provide differs
in each (ase. Whether one or another.category 1s
most appropriate depends heavily on the interest

of the principal sponsor of an evaluation.
v

23 E\?idenc‘A Impact
tf a program’s cffect on a target population 1s
“already known to be positive and its magnitude
and cost are similarly well established, there ap-
- pears to be very hittle point to conducting an im-
. pact evaluation, whether randomized or not.
Studwﬂs undertaken for strictly sdientific reasons,
rather than for the sake of policy planning and
- development, are an exception and this case we
put aside for the moment.
In most stances the need for an evaluation
anses Because there 1s some honest /Aisagrcemcm
among experts about the nature of4n effect The
lack' of agreement or even of informedy opinion
may stem from the fact that the prograngjsracom-
pletely novel one, as many innovatve #cial pro-
grams are advertised to be Or the_d®agreement
may stem from previous research which permits
only the most equivocal of inferences about the na-
ture of atreatment’s effect. The Negative Income
Tax Experiment, for example, wQ mgunted be.
cause regression, covanigpce, and other correla-
{ tional research te&hniqu%s wgre insufficient for
supporting major policy decisions: the effects of
various levels on income subsidy on work behavior
and so on coyld not be predicted with sufficient
accuracy or with a sufficiently dow level of ams.
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biguity. Similarly, equivocal data accumulated over
the past 15 vears has led to the development of the
current national climcal trials, to test experlmen-
tallv the effgct of specnal diets and drugs on ar-
teriosclerosis. .
Dlsagreemem hcre -applies not onhv to the
program itselt but also to the manner of its deliv-
erv. Itis well known, tor ex.zmple [that certainnu-
tritional supplements have positivé and detectable
effects on physicai developinent of children. But

how to manutacture, dehver, and encourage ac- |

ceptance ot such supplements among mal-,
nourished children 1o depressed regions 1s oten
not at all dear, T he agreement of ]udgqs that evi-
defice on best methods af dé IVEeTy i3 scanty serves
as a justificaton for impact evaluation, incduding
randomized tests and alternauve methods ot dehy-
ery and encouragement -

Simpilatlyv, disagreement mav occur about
components ot a program rather than about the
total program  Alternative methods of screening
indinviduals, of traming service dehvery staff, of re-
ferral service statf, or ot program reapients, and
SO mav not be central to d complex program, but
mav indeed warrant impact evaluauon

2.4 The Standard and Impact Evaluation -

I'wo kinds of standards are pernncri[ in.decidd-
ing what tvpe of impact evaluation 1s appropriate,
and i setthing on a randomized experiment as the
design of choste  The tirst kind concerns standard
agarnst which estimates of impact should be
judged  The second concerns standards tor judg-
ing the equivocality or huas, in esumates of prot
gram ctfects -

Standard foF magnzludr estimation

impact of treatment In the 1deal case. one has, a

long stable ime series avable, the pr()gmmgls m-

troduced abrupthy, and the program effect s
gauged by gts ettect vn the nme series There may
be other sirmlarly adeal empincal wavs (o speals
null conditons—Hhow Tthings are in the absence of
am cx,lranrdmar\ program effecr. Thev may
clude naturallv occurring, entirels: equivalent
compartson or cogdrol groups

Or. the sl.m%nrrd against which effects are
judged, the null condinon, mav also be specified
bv assumpton or by fat. In the tormer case, for
example, one maght be willing to assume, based o
theowy, commonsensg, or \\hdl(\(r that th(rcwull
be absolitely no improvement in the condiygpn of a
mentally retarded group without a pmﬁm In
the larter (ase one migh spu'lh as Nixon did.
that 1f a crime reducuon of 10% occurs, ahen the
program (whether ig1s really inttht field or not
will be declafedl a success p

Now any of these standards may, i pdt‘[l(ll’l‘lr
Wnstances, be quite appropriate. thugh may be
kn(mn from theord to speafy the null (()ndm()n

»
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’qu'lle accurately. There may be sufficient theory

and data to spedify the baseline standard well. And
in some instances, the use of these opuons is fine.
The problem, however, is that n soqal pro-
gram evaluation, neither theory nor prior data are
sufficient“for specijggng null conditions
adequately, for -assmning that the supposed stand-
ard of comparison is a fair one. Furthermore, even
the theory which does exist'may be insufficient tor

coping “with the ‘¢ ng explanalmn@ for the
" finding that an effect 15 ugnificant. The “effect

One can ol o -
course choose a historical ‘precedent 1o gauge the -

found mavgtem from influences completefy out-
side the pr(:zram. itNmav have been a conunuation
of an unrecogmred wend. and so on. -
L he randomized experiment-is, fn this con-
text, most appropmate when null conditions can-,
not be prespeafied well trom prior datas by .as-
sumpuon or By fiat That 15, 1t.sets up a timely
comparison group whose cqunalenu to a treated
group s guaranteed in the long tun and which can
be used as a tair and reasonable benchmark for es-
nmanng program ctfects The experiment also re-
duces the-equivocahity pr()hltm notablv: Tht
number and plauslhlln\ ‘of U)mp(un;, (‘([)ldndlﬂ)ns
can be reduced .
The standard for qumwalm u/ tnference The
benefitsot randemized Axperniments s that it they
are conducted praperty, the judgements one can
make about existence and size-of etfect re less
susceptiblé to attack That 15, other methodt mas
produce an_estmate of program mpact which, 15
stiscepuble tar buas, due to unrecogmized influ-
tncee, extraneous factors, and so on There 15 a
fine stafe of the artn denufving competng ex-
pl.m.nmns tor hn(hngs derned from Sheervanondg
(nnm.mdmmnd) gvaluavons, and ¢ will npt be
“discussed here See, for example, (.m]ph(ll
Stanlev’s (lQh()) classic m()nu;.,r.lph Or 4 rev
edition, G (mk dnd € dl’l][)h(“ (1976) . .
e exist.- hm&u(r no_ tormal techriique
Mot attaching a “leva af cquiyocalinn” 16 the hind:
ings trom quasi-experimgntal studies Whether
such a svsfem could be drawn up depends heavily
on the parucularssubstantinve area and op whether
the competng (-xpl‘m.n'mn's are plausible or realis-
uc Establishing the tenabiity of the last me, re-
garding rcalism, brings usyto another criterion in
‘bsl.lhllshmg the dpprnprl.ntnus tand con-
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seque nU\ feasibility) of randomized U(ptrlmelwr ‘

Can mcthn(b which de not rely op randomized 4s-
signment \u?d estimates of program_ eftect which
are close to those which one nugh['h;dm m an ex-
periment” Some tentative .ms\&c\rs to the question
areyven in the ne wiedron. .

2.5 Possxb'ly Suitable Alternatives to_ Randomlzed
Trials -

. w
I he basic wlea here 1s thay one ought to de-
termine randomized experimental tests are unneces-
fary anse we might be ﬁblw o use a vanely of (}uuu

“
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experimental Jand (or) glg:eb.ré;c adyustmants to, obtan
unbigsed. estimates of program effect? The'exact condi-
tions undér which a randomized experiment will

_vield thie same esunidie of program effect as a
nonexperiment ‘are, in principle specifiable be-
forehand. However, dctermmlng whéther those
coniditions are actually met in the field is usually
difficult and often impossible. One simply does
not know whetfer the ,amalyticil conditions as--
sumed for the nonrandomized evaluation and
analysis hold in reality. Cqpsequently, many such _
e\,;ll'uauonlﬁécanhol be used to support contentions
about program impact. That the problerl! is a per-
sistant one 1s evident from reviews bv Wargo and
his (olleagues (197.1) and waernsleln and
Freerhan (1977) of evaluations of Federally-
subsidized soaal programs: In the majoruy of the
“nonrandomized evaluations theré were competing
- ¥ explanauons for the hndlngs explanations which
could npt be ruled out on common sense grounds
or on the'basis of the empirial dawa collected
the cvalpanons -

5

*

T'o get an empirical fix on the matter we can
try an approach geared chiefly toward understand-
ing the limits of staustical manmpulation. Here. one
locates <(or u)nduus) a rdﬁd«qnlllcd e‘(pcrlmcmdl
_test of a program., and 1n addinon, collects suffi-
clent n()nrdjd()mllt'd- data to support ostensibly
appr()prlalc quasi-experimental assessment of the
: same program. Suppo_se’, for example, that dafa
are obtained on mdiidyals who have been ran.
domly assigned “either to a treatment pmg?am ('P)
or f()mml condupon (C) 'Simllar data are also

t

.

N -

severity of condition ghcreased after the intro-
ductton. of ar). arthritis treatment program.
Bgsed on this information alone, we mlght er-
roneously conclude that the program 's effect
was nggauve, 1.e., it actually harmed program
* participants. In fact, we know from rans
domized experimemntal tests that the equivalent
control group’s ¢ogdition deteriorated even
further, and consequently, the propg infer-
ence is thAt the program did indeed”havé a
beneficial effect. (See Deniston & Rosenstqck,
1972). . :
, i

”n bef‘ore-afl?f ¢valuaiions of compensatory
education- programs, cognitive scorés may in-
crease, decrease, or remain stable. The change
tells us virwallv nothing about the program
impact simplv because we usvlly.'do not know |
for the subgroup tested and fof the paru(ular
test what the change would have been in the
absence of the program, "(See Wdrgo et ak.,
1971.) *

L'suallg'one attempts to “find a comparison group
against which to gauge the conditon of gogram
_paruapants. and also to reduce the eq&wahl)
“underlving most before:after designs. But this s
also hazardous_to the extent tRat the Gompartson
group differs surcmdu(dlh and often m unknow; -°
able wavs from the pdruupdm gmup

‘.

L}

For,,,example one facet of the Salk vaccine
trials involved comparing volunteer’ vaccine’
recipients to dl*dllegcd?\ equ)\alcnl ‘natural”

¥ . eomparsan group of nonrecipients, "T'he, vac-
~ ‘ * 4 .
collected on an additiohal group (') whose mem- ~ane’s-effect in this nonrandomizegh quasi- |
bers, though not rdnd()mj\ assigned. are r/c;&rded . cxpérlmem was posiive. Bert estimai® based .
: as members of the ¢ group. and tJ the T group . == “on a’second facet of the trials—randomize
prior to treatment. The question 1s then posed lesis—gave estimates o cffcu/“huh were 14% ¢
How does the estimate of program effect’based on - "+ higher than the value bigl on the nonran-
ordinary analisis of varance of the T-C group | dom tests. Given onh ehe cydcn(c from the
conipare with an estimage of efdect based on the nonrandom group's then, we \\ould have con- .
# T-C groups and onventonal spatisysal techniques cluded that the vaccine wme notably leggettec-
_such as’ malfhmg covariance analysis, or change tive ”].a" it actuallv' was 'in reducing-polio.i lnu- 't
cores analyses? [he answer 1s ymportant sisofar @ 4':!1(6 (Mezer, 197") i v
‘ as”1t helps us to understand the nature afid direc- -
’ > eps i 2 ¢ 4 In randomized tests of a rcmrd(n’mn rehabili- 1
tion of hiad that mav be (rbldmed when using tech: i
» .« . lauon grogram, Heber. er al. J72)4oiluud
‘ niques such as ovariance analvsis purportedly :
N : v data ol an addiwonal plauﬂbh equnalcn,{ Y
v vield unbiased esumates of effect mithout ran- Wbl £ chald .ﬁ’nl .
LomzAtion . . . _ comparison group—siblings of chldren efrol,
> aommzaty . “ led 1n-the program , ‘Lhe dnffc,remc mgob
That csumalcs of etfect will ofter (but not al- served 1Q bgtwegn pmgram pdrtmgpanu dnd
* . wavs) be bidsed |f we relvsolely on nom'xpcrlmcna " nonparucpant¢ in » the randonuzed- was
tal evidenge becomes obvious with some cagicrete ‘ aboug 36 points A mmpdﬂson of progrdm e
mples. Consider the siniplest form of "”m' " apients agamst their snblmgs (dn ostensibly T
expe imental apalysis—comparing thc cofrdmon . equivijent contrast gmup) neldcd a 45-point
- of program reapients beforesthe program,& ntro; o, difference Had we rcllcd'S(’)l(.ly on the “natu-
. “ducuon to ther condition afterward Thes be ral” comparisan group, we wonld have overes-
-« after (or’pretest-post- -test) approach is common umated the program’s impact in.this mnstance.
» -
despite the fact,8hatmny increase or decregse . . :
‘ P Y EC At this point, the staustically knowtedgeable and -~
average condition may Be ‘enurely auributable to . . C . .
critical reader might observe that there are alge .
. unrecogmzed growth or development-processes. \ .
. . TdI€ technigues which pu p()rtedly- deu‘l out |
Q - % In the Mrghigag artl;ms studies) for cxample, differences bewveen groups and whlch gquaw ’
. » -

¥
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groups which differ imually, 1n order to avaid
* " biases such as these. The lc(hmques—nml(hmg
pmgrdrmpamdpams and nonparugipants with re-
spegt to their dcmogm hic or other (h-arauensn(s
Covariance or’ dggressmn dndhsls—-drc sophisti-
cated but de fequire strong assumpuons about the
« 7 underlving naturé of the data.*More 1mportantly,
those assumpllon's mav not be an adequatg picture
of realiy, i.e., of how indtviduals nill behave in the
absence ()fk@_n_)/progmm intervenuon Fo be.spe-
aific, when groups differ mmall\ and the differ-
ence persists, then these methods will not perform
.adequately af the matchigg varables or (ovariates
are mcasure,d inperfectly or incompletelv. Some
of the more advanced techmigues accomnodate’
the problem of fallible measures reasonably well,
provided that rehabiity of the data1s not too low
(¢ g . Porter, 1967). But nonc.accommodates the
spcuhumon prodfem sansfactonily. in manv cases,
we are very hikely to leave out \drlables \\hl(h atre
important but which are unmeasured or un-
measurable In either case, the adjustment process
1s imperfect. and esimates of program etfect will
. often be biased How often will thev ~Be brased It
1s impossible to sav, but a-few examples mav help
to 1tHustrate the problém .

In the Michigan Arthrius Study, a contparison
group was idenufied, difterences TLet\\cen this
group and program pirucipants were reduced
by mat¢hing individuals, and estumates of pro-
gram cftect obtained The esumates of effect
based on this comparisonas near zero, that s,
despite selecion of a matched group, the es-

- -timate obtained by comparing these individu-
als-to the progranry partiapants 1s biased, rela-
,tive to the estimate,obtained from the com-
pletelv randomized dd[d '(Denl.sl(m &
Rosenstock, 1972)

.

The Middlestart program was desxgncd b\
Yinger, eda, and Lavcock (1967) as a special
-pre-college program for promising high-
school students In their onginal evaluauon,
some students were assigned randomly to par-
tnapant dnd control groups Others were as-/
« signed on the basis of post-facto matching’
That s, five sets of treatment and comparison
- groups were constructed, they were not ran-
domized and were equivalent only 1n the sense
that thev were matched on the basis of therr
demographic characteristics. If one examinds
the pooled data. one finds a significant differ-
ence of about six months n grade equivalent

Al -
, achievement lcs\rsmrcs between parucipants
. and nonpartictpants However, 1{ one

| examines bnly the randomized set of students,
‘the estimate 1s far lower and quite neghgible
‘In this case, the nonrandomized COmMpArisons
vicld estinates of effect’ranging from zero to a
two-vear difference in achievement test scores
(Boruch, Magidson; Davis, 1976).
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. led to erroneous condusiods

~ . .

Time-seriey designs are also a promising approachl“’”
1o ¢stimating program lmpd(‘l Here (mc observes
snme outcome \Qrmblc over mme (e. g., rape rate
“over the last three years), introduces the program,

Pand then tries to d'cle(,l subscqucm (hange in‘the”
variable (e.g.; a drop in mmadence of rape) The -
time-series appmd(h is promising to the ‘extene
that there 15 no good compeung explanation for
the (hdnge in the outcome \drmblc such as ‘
changes in the accutacy of mcasurlng the - .
dence of rape, and w0 the extent-that the unlc )
series 1s suttable, so that a dlsumlmmu will be ob-
“vious if 1t occurs That tume-series analysts is often
"not possible and that it will often -ﬂeld estimates
which differ from”those based “on, experimental
evidence 1s also dear, however. .

Considering the Cah (Colombia) etaluanon of”
nutrition and educaton pr()grams,' we find *
that an estimate’ of program etfect based on .
short ume-series projection_from the (on.lrol .
group 1s hiased downward drasucally The
tume-series estumnate of effect on-children's
cogmtive skills 1s halt the size of the effect
based on test scores ()Lmnd()mlwd reapient
and homcuplcm groups The bias would® be

< smaller 1if a much longer time-series had been
available (see M(de McKav, & Sinnesterra,
1973) § . :

“

Flmc series data og” polio inadence prior to

“the Salk trials weré insutficientls. vahd and

. comprehensive to support credible time-series

- “estimates of the vacafie’s mpact Similarly,

" novel program¢ such as the Career Education

Projects supported by the Nanonal Insutute of

Education, thesHeadstart variauons efforts of

the US Office of Education, and others could

not be evaluated on the basis of ume-series

- analysis simply because valid, stable ume-.

series data on ifaportant outeome variables 1s
unavailable - .

In the Michrgan Arthrius Study, ume-series’ .
estimates of effect were 10% higher than ésy- v\y.,
mates based on randomized experimental tests”

in the same p()pulduons

Of course, there have bccn studies ‘employing
much less competent methodology than even the
lmpcrf('(t ones we have described which have alse
The more dramatic -
examples have occurred in medicine, where medi-
cal or surgical remedjes, adopted on the basis of
very weak evidence, have been found to-be of no ,
use at best and to be damaging to the pgtient at

4

worst - . )
The so-called frosen stomach appr to
surgical treatment of duodenal™®cers? for

example, was used by a vanety: of physicians .
who simply imitated the technmique of an ex-
pert surgeon Lager cxpernncmdl tests showu}
ppegnoses were go()(-i ‘simply because the

N . :
-
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originating surgeon was'g'ood, at surgery and
not becayse his innovation was effective. It
provided no benefit over conventional surgery

1969). & - ! ' :
Anticoagulant 'drug treatment of siroke vic-
- tims had prior to 1970 received considerable
+  endorsement by physmans whd rélied solel)
on informal observational data,for their opin-
ions. Subsequent randomized experimental
tests show ed not only that a class of such drugs
had no detectable positive effects but that they
could be damaging to the patiems’ health [see

Hill et al..(1960) artd other examples described
. inRutstein’s (1969) excellent article]. i g
None of this should be taken to mean that esti-
mates of . program impact based on experiments
will always differ in magnitude from tho;e based *
on nonrandomized assessments: The estimators
will be dlose. for example, if there is no systematic
difference between characteristics of the individu-
_als assignéd to one program varfation and.: those
assigned to another If.in a partxcular research

project theré is no systematic association—i. c.,
there is a Rind ofgnatural randomization
process—or if such dxfferences can be removed
statistically, then we may expect various types of

. designs to produce similar results.

We have been able to document few instapces
of this occurrence. hoyever. The first stage of
Damelss evaluation of the DANN Mental Health |
program for instance, involved allocation of in-

_coming patients to the expertmental treatment
ward on the ba5|§ of number.of beds available 1n

“ cach Comtrolled (deliberate) randomization was
iftroduced after ward turnover rate had stabihized.
Comparisons of the charactéristics of ward en-
trants prior to their treatment in the first nonran-
domized stage to the characteristics of entrants
admitted in the second (deliberately randomized) -
stage showed no important measurable differences
between the groups. More importantly, separate
analyses of the nonrandomized and randomized-:
groups yielded ‘very similar*estimates of program
effect. )

An essential condition for similarity of esti-
mates 1s that priar to-program introduction, there
be no systematic association between characteris-
tics of ellgxb\le program candidates and their par-
ticipation .in the program. The assaciatiop.may be
slight”ertough at times o give us some confidence
thatghe program effect is in the proper direction
evert if we recognize that the magnitude of the es-
umator is hkely to be in error. Holt’s (1974)
evaluative studie§ of sentence reduttion in prisens

+ is informative in this respect. A number of non-
randomized studies on early versus late release of
mdividuals from prison suggest€d.that length of
‘sentence (within certain limits), had no impact on
, post-prison behavior. Later randomized, experi-
mental tests demonstrated that the diregtion bub

-
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not the magnitude of the early estimates of the ef-
fect of early release were appropriate. . .
In  each of these cases, as in others (see

~ _Borach, 1975), randomized tests were needed to

verify that unobserved‘mﬂuences were nqt entirely
;respon5|ble for the results obtained in nonexpen-
“fnental stldies. More specifically, the Daniels ex-’
petiment helped to rule out the possibility that
program effects estimated from the nonexperi- *
mental data of the first stage wereqtrlbutablevto
subtle differences, in patients assigned to each *
-ward rather than’to the ward program itself. Tn
the Holt work, the experiment helped to demon-
strate that the success of early releases was not en-
tirely attributable simply to very expert judgmgnts
by ‘parole boards about the, likelihood of a
-parolee’s returning to prison, but that the length
of sentence aclfa]l\ has go dlscermble effect on
recidivism within certain limits. .
Remarks. It 1s clear that in some norran-
domized evaluations attempts to statistically/“ad
. just out” preemstmg’dlfferences between treatl y
ment and ncrequivalent comparison groups can
lead to biased estimates of the treatment effect.
The direction of these statistical biasgs in certain
stereotypical cases can be such t Ze treatment,
will appear to have had a negative éffect. glases of
this sort probably underlie spme evaluat decla-
ratigns that Headstart programs and ’aaripower
'Dev‘{lopmem and Training Act Programs had a
detrimental effect on program participants. Some
of the conditions under which the statistical biases
may appear are described, along with exampl&s, by
Campbell and Boruch (1975) and Boruch (1975).
To better,gauge the extent to which new statistical
approaches to analyzing nonrandomized data ac-
tually avoid this prqblem, the Project on®Sec-
ondary Analysis (Boruch, Wortman, & DeGracie,
1975) is applying competing methods of analy5|s to
the same data set' and documenting the biasegun-
derlying each method. «"L‘
Other researchers are conducting invesuga-
tions along related but dlsuncuve lines. That re-.
séarch is often supported by special divisions
within Federal agencies—NIE’s Program on Meas-
urement and Methodology (Porter, 1975), HEW’s
National *Cegter ,for Health Services Research
AID’s Diwsio* of Methodology (Technical Assist-
ance Bureau)—which are designed to foster
methodological investigations and which should
help to identify approaches to evaluation which’
have far fewer technical weaknesses and ‘greater
flexibility in the field than those currently avail-
able. o

°3. Historlcal Precedent as a General Test of
Feasibllity =
« The idea that experiments are an ideal but
impractical method for estimating relative pro-
gram effects'ia’(ifte sproposed. But tl\lj c_:?tem.ion
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about 1mpga(ucalu) 1s' rarels “supported with any
evidence gr anahsis. In fact. just a htle homework
wan vheld a good ded of informaton aboyt ex-
perimental tests whieh have bcen mounted And
that informauon can be used gt least as contextual
,or background evidence for making a crude
Judgement ahout “feasibtiny of e\penmenlal tests,
on the programat hand’ -

I'he Bibliography ot this paper. for example,
contains excerpts trom a hst ot more than 200 ex-
prrniments (Boruch. 1974 and lllustr.ues the re-
markable varien” of social programs ashich have
.been subjected to experimental Feld test In the
economic arena (Secunoh IN). for tnstanee. the
\cg.m\e Income A ax experyments, the Housmg@
JAllowance l'\penmem and the Health Insurance
Experiments represent remarkable eftorts, to de-
termine the best of .1ll;’rnd.mc ccbnomic subsidy
plans  Theme have been dramatic judiaal exper-
fnents (Secuon 1 which demonstrate the feasibil-
v ot randomized appransals ot the ettectiveness of
changes i judicial rules and pracuces Expen-
ments have been successtullh mounted 1o assess
dthe efteces ot police tratmng programs (Secugn 41,
rehabihitanion programs for juvdnile and adult ot-
t wmders (Seanbn 1L NI, and programmatec de-
uijr)n\ have been based on the fesylts of these
,‘S&(m medical ASection XD and mental rehabilia-
nun"t\pcrlmcm\ (Secuom I are represemed
here and abroad l'dll(d“()n.l] evperiments are
quile common, and’ .lllhough most are rather
smalll the Cali (Colombiay experiments on com-
prnsatory education tor nutnuonally deprived
children, the jesearsh on Sesame Street™ and

I he Elegrric e()mp.m\ "0 television-based educa-
“aonand at least g dozen others imvolve sizable
samples. conples prngmme and high-qualiny -
Yestigation (Secuon IV There have been a large
numbcr,nf t\g;‘nmcms conducted to 1denuty
superior methods of assuring quahty and com-
pleteriess of informauon transnussion in auduts
andxurvevs (Sectton V1), most have been designed
in the broader context of Federal (idla-(()“t'(lloq
eftorts. Fd they provide good evidence for choos-’
ing . dTs (0, accomphsh parteof that mission. Be-

Cduse, spme experments w hich take place 1n indus-
trial settings are Televant o groups often (argéled
for soaal programs (the .aged. the poor). lustras
uve experiments in this context have .1l<o becn -
cluded (Secunon VI

Experiments vary in other wavs Some evper-
ments. tor example. have been conducted to esn-
mate the impact*ot important, veryv small elements

of a verv complex treatment. e g . laboratory re-
search on _the most ettective size of letters Gnd
numbers in television broadcasts was conducted
prior tp l.irgc-_s(.nlc evaluatton of the more tom-
plex jotal Electric Company program Others, Iike
the Negative Income Lav Fxpernimé®it. imvolve
more simple and homogenous “programs”—the

- have been mounté

provisian of income subsidy, the administration of =
a rule. etc There 15 a surprising variety 1n the
target of randomrzed assignment: children, 1n as-
sessgrents of many educaqon programs adults. 1n
all supstantive program categories: famihes. 1n
economic experiments. neighborhoods. 1n ferthin
control and communications experiments. haspi-
tals. schooi districts. and others. Many of the ref-
erences cited 1n lﬁe Bibliograph reporéed 1n only
one experimental test 1n a series of "imultanevus
replications4as in the Negative Income Tax Exper-
mments (in Wisconsin.-New Jersev. Indiana. and
Colorado) A-series mav consist of a sequence of
experiments and quasi-experiments. dedicated to
long-range developmeny. testing. and revision of a
prdgram The Goodwin-Sanders (1972). work
exemplifies this last strategy. it imolved sequenual
assessments of tape-plaving devices for education.
.used on school buses enroté to the children’s
hombes -

’

Some experiyments have not been 1m-

" plemented completelv, of course For example. the

Hormik et al (1973) Wssessment of television edu-
cauon 1n El Salvador was designed 1n Par( as a
randomized experiment. but the randomization
procedure failed 1in the face of what appear to
have been insurmountable administrative difficul-
tes i the evaluauon Similarly, eff()rls to.coneluct
randomuzed tests have at umes been unsucaessful
1n assessments of dehnquenu programs (C larke &
(.orms‘h. 1969). educauon programs (Owenls ¢ral
1974). and elsc\\%\rc Sull. miny experiments

successfully byv-designing the
study 1o accommodate .pohudal and soaal faclrs
whxh mught otherwise undermine randomization
and valid meéasurement: for e\émple. the Manhat-
tan Bail Bond experiments. which conﬂ‘ched with
Jhe vested l‘nleresls of bail bondsmeng experimen-
tab tests of xuse pracutioper programs by Sacket.
(1973) which conflicted with the intetests of some
_phyvsicians. and pthers. In fact. most of the exper-
iments histed 1n Bibliography dld accomphish
planned randomizauon

Outright failures of randomization undonb-
tedlv occgr more frequenty tHan the Bibliography
suggests. and. of course. the reasons for falure are
important The onl svstematic analvsis of those
reasons available so far. however 1s Conner's
(1974 <et of chse studies and our own analvsis
Conner 1denufied the directaess of the ev alugtor’s

" .
role in the randommzation process as a kev ingre-

dient of success Qther ingredients are important,
but the curren® scaraty of documentation on fail-
ures. aside from evidence provided here. makes
idenuficagion of reasons for-tatlure difticult Hor-
nickh and ()lhersr&m\e displaved an exceptuonil will-
ingness tg exarmpe the reasons for unsuccessful
randoffizauon. and to build on that information to
develop better methods of anal\nng the resukzzm
observational data
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Given the number, quality, and variety of field
experiments which ‘we have been able .to identify,
the general contention that cxp.erlments are fm-
practical is a bit underwhelming. There are, how-
eCer, some other important feasibility issues which
have, also been used to justify not randomizing.
_The more typical ones are outlmed in the other

sections of this paper.

Remarks. That a notable number.‘of ran-
domuized experiments have been mounted %n the
field doés not demonstrate the feasibility of ex-
penimental tests under all or even most social con-
ditions, of course. The examples do, however,
serve as valid evidence against the broad conten- *
tion that rigorous appraisals of the effect of a so-

¥ al program are rare or lmposs‘ble They also

’
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serve as a basis: for examining conditions under
which controlled tests appear to be most readily
mvupted. For .example, many such tests compare
the effects of various mattrial products, such as
two different income subsidy plans, different
drugs, different sets of written instructions, and so
on, rather than the effects of social pragrams
whych are based heavily on personal skills of pro-
gham staft, such as two rehabilitation progtams for
the mentallv dl lt1s concervable that experimental
tests of the latter sort are more difficult to conduct
because we do not know enough about designing
tests which are espeaially sensitive to staff skills or
whieh do riot threaten the status of program staff.
Similarly, many experiments involve estrmating
the effects of new social programs, while relatively
fel are devoted to ongoing programs. Tiat strong
traditions, behefsﬂar;,d ingrained practice common
" to ongoing programs are less conducive to planned
evaluations. has been recognized by legal re-
searchers (e.g . Hans Zeisel), by medical research-
ers’'(e.g . Thomas Chalmers), arid others. But this
is not to say that experlmental tests of less mdterial
programs, or of ongoing programs are undesirable
or impossible. It 1s-to say that 6onsrderabl) more
effort muse be expended in mounting experlmen-
tal tests of ongoing programs and:that the efforts
may not pay off Th a successfué test if regular pro-
gram staff resist the 1dea of evaluation. ¢

A different reason for failure of an experl-
ment concerns the public’s reJect;on of an unfamil-
1ar idea—randomizatien. Som/e good experimental
tesis have been undeémmnined by premature 3nd
naive acceptance of randomization as well as by
sprematuse and naive rejection. Public education is
likely to-help mike gcceptance more lnformed

- But in_addition, some empiriggl work by-program
evalugtors on_related determinants of acgeptability
cgn be justified. Hendricks and Wortman (1974)
for example, are exammmg the effects of a pro-.
~gram candidate’s assigning hlmsejf randomly to"
" program condition, because assignment by pro-.
gram staff or by an lmper nal institution appears
at times to generate resjstance. These $mall labora--
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tory experllments and case studies'such as Conner's |
(1974) are likoly to be helpful in generating more
realistic appnoaches to handling the problem in
the actual figld experiment.

We consnder the matter of randomiy ation in
more detail in a later section Qf this paper. '

4. Pilot Feasibility Experiments as a Test of
Feasibility

The suggestion just made, that .examir:?ng
precedent can be helpfu] in making crude® Judg-
ments about the feasnblllty of arfexperiment, IS a
reasonable one. But it is considerably less direct an
approach than is generally necessary. Now one
relatively unfommon but_quite direct approach to
the matter is to mount a live pilot experiment, a.
little field test to appraise feasibility ofsthe full-
blown field experiment.

Such a pllO[ feasibility study may be a unified
endeavor as.we've implied, a dress rehearsal be-
fore a live but véry limited audience prlor to the
main test. This is not a common tactic in the social
sciences where the exuberance of a youthful sa-
ence and short ume frame may prevent its more
frequent ‘use. But 1t 1s not uncommen in other
arenas, including medical experimentation. The
more common approach, of course, 1s.to sef up a

“number of small tests or studies prior to the ham
study: to assure feasibility of special features of ; a
field test. That is glmost always done as a part of

_the natural process of program development, and _
it is without doubt essential. But the more frag-
mented process assures that the separate ingre-
dients of an experiment may be of sufficient qual-
lty, but usually tells\:xs -little about thé resultlng
muxture. .

To be more concrete, consider what a pilot
feasibility experiment may tell us about proble‘n‘ .
which can (and do) occur in major field exper
ments. The chronic problems, judging from pre-
cedent, -bear on: the target populatlon, the re-
sponse variable; the treatment delivery; and ran-
,domization. Except for the last, difficulties with

L

e

“each item has surfaced 1 most _program evalua-

.

tions, randomized or otherwise.

- v

4.1 Target Population .

[N

The chropic problern here is that members of
the target population, those individuals or instity-
fions which are supposed to avail themselves of a
novel program, are not well idenufied. That is, one

- usually hf¥.a general idea of who might ‘be. in-

terested, deserving, and so on, but prior to a major
field experiment:it’s usually not'at all clear how
Pone is supposed to identify those indwiduals
quickly, screen them, lnvolve them in the resea(ch
and so on.

So. for example, a need is declared a pro-
:,gram developed, and field test mounted without
. knowing exactly who is féedy “andhow toget at

.
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them The so-called ~career educauon programs
were beset by’ this psoblem for at least two vears
betore realls comimg to grips with it. The absence
_of any hard information on which adolescents
“were needy or even lmerfsted i career ‘education,
difficults of setting up a good system for referring
‘adolescentsifrom their Jocal.high school to an as
ved untested and poorly understood novel pro-
gram. geyerated problems in assuring a decent
. samplé size for the treatment groups ‘much less for
the control condition )
Exactly the same kind of. problem occurred at
p abous half the sites of the Section 222 experi-
ments. These adm.lrable tests ran straight into the
problem ofrecruntlng and selecung individuals for
treatment, 1.e day gare, because the size and na-
ture of the relevant local target population was not
sufficently well known, referral seryices for the
, new program fad to be set up with great effort
" since-neither phyvsicians nor hospital dischargeyof-
ficets were knowledgeable about either the new
, program nor the fundamemal need for random-
zauon The problem appearg to have stabilized
during the first vear of the experiment's.conduct
Remarks One of the best condiudns under
which a randomized experiment can be established
Is one 1n which the demand for services. the
number of memberys of the ehgible and interested
target populauoa, greatls exceed the supplyv of
treatmerd facihues With a new small program, the
latter condition 1s often met naturalh But the
former condition can onlv be known through
needs assessment survevs or through pilot tests of
‘the kind suggested here The market needs to be
idenufied well before the experimept and to be
expanded where necessary to enhance the feasibil-
ity of a randomized rrial .

4.2 Rg;v.ponse Variables * '

‘In. the béhavioral and socal saences at any
Yate, zhe character of a dependent vanable, espe-
aally 4 newl develgped test or raung system, 1s
often insufficientli documented prjor to a major
experimendal test. The problem 1s chronic and,
more 1mportantly,
program effects In brief. the response variable's
relevance to the treatthent prdgram 1s often quite
low.,despne its "face vahdity * And 1t 1s through
research prier to the main. experiment that the
most direct evidence can be obtained. that the best
systems for assuring rclesan(e can be set up
- For example. standardized achievement tests
lrave aften been used as a response vanable in ap-
- prgising the impagt “of compensatory education
programs” But, 1n faqr, many sach programs do
not, focus on academic achievement of deprived

students even when they are supposed to do so.
Even when they do. students in the needy category’

often perform s¢ poorly that the test 1s simply in-
sénsune to [hell‘ true level of achlevemem and to

J _ .
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4.3 Treatment Délivery

critical 1n fair sestimaiton of °
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changes in that level. To be sure, the test result
may also be affected notably by local testing condi-
tions which produce anxiety, apprehension, or
cenfusion among students, factdrs which are
bound to depress test scores generally. Similarly,

in health-related programs, measures’ of (say)

-functional mobility of the aged or arthritic may be

guite reliable'when made with well trained raters.
But in the field where condinons of measurement
are not ideal, even the well trained may yield rat-
ings which contain a good deal of random varia-
tion or systematic irrelevance. And if the program’
iself directs only a little attention ‘to improving
functional mobility, then unreliability will make
the subtle effect difficult or impossible to detect
Now aside from the normal precautions to as-
sure rehability 6f measurement and relevance of
the response variable, which incidentally are often
not taken. a.pilot feasibility test appears to’be a
decent approach 1o accommodaung the problem
Prior to the main field test one obtains all the evi-
dence one can on the sensitivity of the measures
And the test'should help oneunderstand the kinds
of quality-control devices and record ‘management
tacucs which should be emplpved 1n the main
study to assure the integnty of the data :

~ ’

If the main field experiment directs attention
to tmpact when, the program is delivered, 1t 1s nat-
ural to focus a pilot field test on the matter of ac-
tual delivers.

That 1s, during the pilot test phasg. the kinks
in the delivery system are worked out Mechanisms
are developed to assure that an individual who 1s
supposed to recewe an income subsidy does in-
deed receive 1t and no other A verificauon svstem
s set up to assure that stufents who are supposed
to participate 1n an activity do indeed do so. and so
on This basic requirement that one establish pro-
cedures for monitoring delivery seems trivial. But
in fact 1t 1s not always a simple matter The New
Jetsey Negauve Income Tax Experiments gener-
ated grand-jury hearings’ when 1t was discovered
by journalists that. unbeknownst to the experimgn-
ters. some treatment group subjects were receiving
muluple subsndx payments to which they avere not
enutled ] - /

A second chronic problem concerns.the indi-

vidual's willingness or attentnvéness in receipt of.

treatment when assigned to the treatment condi-
tion. For example. 1n the Kaiser Permanente ex-
perimental tests of multiphasic screening, many of
the wpdividuals assigned to the free screening pro-
gram failed to wurn up for their periodic examina-.

uon ThegKajser staff. interested 1ghe prevenuve
benefits f‘creemng and’ not m%rn out rate,
mountedfan intensive effort to encourage paruc-
pants to gme for screening. The battegy of tele-

1 Qﬂhone operators who furnished oral remmder
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Jjacked up the participant‘.}ate to a stable 65% for

. the ten-year period of tht experiment. A similar

encouragement strategy was developed during the

course of expenments to evaluate the children’s
television program “Sesame Street.”

Hete, the encouragement strategies were de-
veloped on line, i.e. during the conduct of the
main experiment. It's likely that at least some
problems could have been reduced earlier-through
pilot tests. >

4.4 Randomized Asmgnmem and Mamtenance of
Condition _ -

~ . v

JThe preceding séction dealt with maintaimng
‘a regimen, and here we consider both that mainte-
nance and the assignment process. The 1des"of the
- pilot test 1n thrs instance 1s to anticipate and ac-
commodate problems which#we expgct will other-
wise arise in the mamn test, to 'deve?p some 1deas
about the problem’s severity, and fo develop and
test strategies for accommodating the prgblems

The pilot test looks at the questipn “How:can
randormized assignment be accomplished best*"
and proceeds to examine tactics for enhancing
teasibility of randomized assignment in‘'subsequent
main field tests So, for example, the Diet Hgart
Feasibility” Study heiped to determine if indeed
randomized assignment of individuals to alterna-
teve cholesterol reducing diets was managenally
possible, ethically acceptable, and socially innocu-
ous. In a more elaborate pilot test, various public
arguments for randomizatlon might be tried out,
vaffous mechanical techniques fof achieving ran-
domization unobtrusively might be-tested. and var-
1ous systems for controlhng the inevitable lapses in
randomization might be examined

Maintaining individuals, once assigned, in the
alternative levels of treatrhent, or in alternative
treatment regimens, or in *the control ‘condition if
there 1s one 1s important, of course And in the
absence of any prior information Tt alternative
methods of doing so effecuvely."a pilot test of a
chosen approach seems prudent For the treab
ment conditions, systematic encouragement and
reminders for an effective tool and t%?rr’(grtﬂ or
worthlessness should be evident in a pyot test. For
members of a no-treatment control condition,*ad-
ditional incentives for parucipating in the expen-
ment may be wapranted.(see remarks below).
Those. may be tangstle or intangible, but in either
case, their usefulngie ought to be established be-
" fore the main expétifmient is put into the field.

.

.

i)
45 Summaxy . /‘,/
. To summarlze the m?)st direct way to establish
. the feasibility of a"rge field experiment 1s to
mount a pilot field experiment. That smaller test
can help one to ldenufy unexpected ‘problems, to
. try out solutions to the prpb{ems we know are
chronic, and to accumulaté information which is

\
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often essenual to, the quality of a major field test.
With very novel programs whose character is not

_well understood by the public, whbse target popu-
lation is difficult to reach, whose” effects may be
subtle and virtually undetectable using off-the-
shelf measurement devices, such a pilot test is es-
sential. -

With programs backed by Intensive longer
term research on-target populatlons on response
variables, and so.oR, the pilot test is less crucial. It’
becomes considerab less crucial when the exper-
imenter already knows a good deal about mount-
ing very hxgh quality field surveys in general, and
field experiments ip particular. "¢ :

A pilot test gay itsgif not be practical when
time 1s short, res&rces are slender, and a conser-
vative approach is not warranted. In that case, one
¢an only tdy to waerk out tentative solutions for
some of the problems we've idenufied and be
ready to improve them during the main experi-
ment if thev prove inadequate »

5. Direct Constra/ts on Feasibility of
. Randomized Tests

There are a vanéty of difficulties which can be

anticipated to assess feasibility of an experiment
Both the difficulties and some tactics which can be
used to resolve them are discussed in the following
“remarks, Since both irrelevant factors, 1.e. red her-
rings, and pertinent factors may influence judg-
ments about feasibility, so both kinds are discussed
here. 4

~

1

*
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5.1 Randomization and Selection.

Basic miscenceptions about randomized ex: _
periments can affec judgements about their feasi-
bility. We consider one such  misconception heye in
part kecause it emerges almost 1nvariably in dis-
cussiory with lay audiences about whether an ex-
periment can or should be done.

- The misconception. concerns ‘the ideq that
‘trealment group members be seélected randomly
from a prescribed popul . This is often impos-,

« sible, especially where in8ividuals must volunteer
for the program, and so ome must reach the
judgement that a randomized experiment is im-
possible

Now strictly speaking. randomization ih an

. experiment refers to thé asszg‘nment of individuals

¥ ’
from”a pool of eligible candidates to program varia-
fions or alternatives. Virtually nothing about how -
: the imtial poolégf candidates was:actually con-

" structed need be implied.

For exalee candldates who apply for admis-

*sion to a manpower traihing program wnecessarily
include only ‘those individuals who have hegrd
about the program; many have low salaries and
poor skills, which given them some incentive to
apply for admission. The resultant pool of appli-
cants will not ordinarily be representative of the

9
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total populauon of people eligible for manpower
traifing Nonetheless, we can stll cénduct a
legitimate experiment, randomly assigmng appli-
cants to training vanatons, i order to compare
- the telatiye effects of those varlanons It 1s the
random assignment process which 1s crucial to the
‘unbrased esumation of relauve effects on the can-
didates at hand. ohy is not to say, however, that .
the prd(ess of construcyung the pool of candidates
for ah experimental test4s ummportant. Indbed. it
1s 1mportam in that 1t determines how generaliza-
. ble the experimental results must be Suppose, for
'example that only eatly applicants for a training
program cons[ltu[ed the basic pool of cand¥®es
After randomly assigning members ofthe pool to
program yanations, we might find that one par
ﬂuu%ar variant of the program, s3y skill traimng
«and general education, was more effective than
skill training alone in increasing job'oppottuniues.
It 1s quite possible that this result i1s not generaliz-»
able to late applicants to the program, although'it
1s legitimate with respect to early applicants. Those ™
who apply late may be delaved by thesr inabihity to
read or to momtor governmental services, or for
other reasons. and thev mav profit greatly from
general education components added to therr skills
traiming. Making genéralistions about the pro-
gram’s impact on groups not represented in the
experiment can be hazardous for this and other
reasons So some exgerimental tests involve nog
only random assignment of individuals to’program
variants but random selections of individuals from
a populauon of -ehgible candidates.as well. Ran-
domized' selection, of course, 1s not the onlyv de-
terfiinant of generalizabihity 1n evaluationse ex-
perimental or otherwise Others are examined
brieflv below

5.2 Randomized Assignment to Control: Q:ifting

Treatment Variations \

-One of the most frequently mentioned obsta-
cles to the conduct of randomized tests concerns
the random asygnment of individuals to treatnient
or control conditions There are at least four 1ssues
mmpliat to arguments about this matter, and we
consider each 1n turn The first 1s a matter of de-
sign of the evaluation and involves a shift in the
question which the experiment is supposed to an-
swer This option 1s considered here. and other *
options which may be taken to determine or more
directly enhance feasibihty are discussed wn the
next three sections.

It +s clear that in some cases. it will be lllegal
unethical, or otherwise imprudent to assign some
members of a target sample to a “coritrol” (neo-
treatment) condition' . Nonetheless, 1t is still possi-
ble to conduct randomized experimental tests
without losing sight of the basic aim: to under-
stand the nature of program effects. Specifically,
we can compare the relative effectiveness of pro-

.
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gram uarnations®using randomlzed tests where it is
important 4o determine 15 some of those variationss
are more effective than others’ >~

" 1t may in any effect make more scientific sense
'to test variations. One would often like to know~
how response varies with different leyels of imten-
sity or elaborateness of treatment , ot merely what
the effect is at one lével: One would often like, to
" know ¥hether a more expensive program or pro-
gram cdmponent 1s that much more eftective than
a cheap and @ifferent program or component
which 15 adverused to have. roughlv the same ef-
fect ‘In the latter case, the ecomoniic Jus‘uﬁcanon
§ for testmg var;anons 15 also clear.

A\

To be mofg §pec1ﬁc consnder a specnal pohce

/ training program designed to reduce assaults on

pohce. It may be funded well egnough tq, accom-
modate all .ehgible candidates. Under this condi-
tion, policemen who are tanpdomly allocated to a
no-program (coatrol) condition may_object to their
assignment and. resist participaling in an experi-
ment. Managerial interest yn and logistical support
for a control con&:;on may not be available for a
variety of reasons, despite the fdct that 1t 1s not at
all clear that the program itsel will be effective
To deal with these problems t may be possible to
test ‘several

another, or)«ftest expensive elements of the pro-
. gram against one another rather, than to try to test
the complete program against control condittons.
This strategy will at least provide an unbiased es--

>

» -

. tumate of the relative impact of important training *

yariations (in reducing “assaults, say) And if the
‘experiment examiges expensiye program ele-
ments, we will be able to determine which of those
elements are least useful in reducing assaults. Not
using a control condition forfeits the option of estimating
program effects on assault relative to no program at all
But the option itself may be useless in the sense that “no
program” s not a politically feasible alternative

The comparison of program variations nted
not be jusufied solely ort grounds that control
group members may feel deprived. There are 1m-
portant ethical reasons for using a vanatrons .de-
sign which are discussed.below.(see Ethical
Grounds for Criticism). And there-are SIill other
cases in which comparisons among both variations
and the control condition are warrated. For
example, 1n evaluating the impact of a 'Vlanpmser
Development and Training Act pr6gram in Vir-
gima, Brazziel (1967) suggested that. ‘because the
vocational program tould not accommodate all eli-
gible candidates, the candidates be randomly as-*
signed only to program and no-program condi-
tions. In addition. however. he did take the oppor-
tunity to develop a majm‘ program variation—
general education pl'us vocational training—
against which the regular program could be com-
pared. Elgible -candidates were then assigned to
one of three conditions: vocational training. gen=*
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* Two cases are considered below. In the first,

v - ‘
eral education” plus vocational training, and a con-
trol condition In the event of failure of the voca-
tional program versus no-program comparison, a
comparison of the pregram variations would sull
be useful to determine if the program variaudk
(general education plus vocational training) leads
to trainees who are better equipped to adapt to
different job requirements than those who receive

vocational educauon alone.
. T - w
, \
5.3 Randomnzauon and Differential Effects of
Treatment

One of the special, constrdints on many pro-
gram_evaluations is that different types.of people
may be in need of treatment, and effectiveness of
treatment may vary with person type. -Accom-
modating that constraint is nqt difficylt, provided
that the person type can be”acqurately identifieq.
we
focus on e'xpenments which reveal whether indeed
there 1s an interaction between person type and

treatment type. In the next secaon, wé focus on,

the case in which randomization and need for what

-1s believed to be effective treatment aré at issue.

- Even a curspry investigation of textbooks on
experimental design reveals strategies which can

- be used routinely to determine how different types

of people are affected differenually by a program.
Given thede general desi it 1s up to the
.evaluator and the program feveloper to speculate
‘on what attributes of people might interact with
the progrant’s’effects and to decide upon a reliable
way of discovering whether people have those at-
tributes. The speculation may be based on anec-
dotal infOrmaFon)ns well as more structured
* judgments of the informed program developer.
And 1 one_g¢an measure those attributes well be-
fore the experiment, they qan be incorporated into
a randorhized block destgn which will permit us to
de[ect the interaction when 1t occurs.

Such designs have often been used by sophis-
ticated analysts. Results of some California Youth
Authority experiments, for example suggest that
delinquent boys who are socially assertige do have
the capacity to work in and benefit f%nY confron-
tive group treatment, while boys 'sensitive .to

threats fate better under more supportive treat-

ments which de-emphasize confrontive, probing
bcflaylor‘ (Knight, 1970). At a cruder level, the
Health Insugance Experiment mounted programs
in different sites to assure.that if effects of insur-
“ance (say) on health services ytilization vary with
local access. to Health Maintenance Organizations,
or with site-to-site differences in use of health
services, the experiment will detect those inperac-

tions. Good experimental tests ‘of clinical treat- ~
,{nents regularly incorporate qualitativé charac-
n

ertstics of clients into designs not only to detect
differential effects of treatnient but also to antici-
pate problems in field implementation of the pro-

’ -
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gram. The Cohen and Krause'(197l) experiments
on therapy for wives, of. alcoholics, for example

: dellbgrately included demographic variables to ac-
- commodate the known tendency of clients from

uppe"f socioeconomic classes to .seek and begin
treatment more quickly than individuals from the
lower-income brackets, to be more accessnb}e to-
prograrh staff, to be more easily engaged in treat-
ment, and so forth.

By ignoring thé possibility of such interac-
tions, of course, we run the risk of not Jpecting
the program’s ‘main effects. One might find, for
example, that there is no difference between, two
programs, when in fact one program affects type
A individuals dramaucally in one direction while
the secgnd program afects, them equally in the op-
posite direction. Conversely, we also run the risk

of adopting a program for general use (on the.

basis of large avefage effects) when in fac¢t the ef-
fects differ c‘onsxderﬁly, depending on charac-
teristics of particular

populauon.

’
w
v

5.4 Randomization a;nd Need for Treatment

subgroups in the target”

The preceding section focused on changing *

the character of the treatment and the evaluation
quesuon to adbmmodate the problem of resis-
tance toyrandomized assignment to treatment and
control condition. HeTe the foeus is also on chang-
ing the evaluation design, but alteraudn is made to
screening tests for the target population rather '
than the program. The objective is the same: to
avoid or attenuate a possible local constraint on
randomization, and sé to enhance feasnblllty of an
experiment.

Randomization is mest appropnate when the
effect of the treatment variation on the sample at
hand is unknown. We recognize' that the effect is
unknown from the judgements of experts. They
regard the evidence as equivocal and, in the ab-
sence of any other information, so usually must
we. Now this immediately suggests that as a gen--
eral strategy-in identifying the target population to
which the program is most:-relevant, ofie qught to
classify possible recipients into three classés: those
who, most experts would agree, need the program;

.

N

»

those whose peed is debatable or ambiguous; and »~

those who clearly do not need it at all. It is the
middle group which is most perginent to ran-
domized assignment, there being no other rauonal
basig for providing treatment.

The best example which we have been able to
find to illustrate this perspective is the British
Myocardial Infarction study, moeunted to deter-
mine whether home care or hospltzi care Is a bets
ter vehicle for treatment of a certaif class of heart
attack victims. The serious condition of some pa-
tients, physicians said, clearly warranted
intermediate-term hospital care; for others, such
care was very likely to be a waste of time. The gray

\ .
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area of need included patients for whom a cénfi-
dent judgement cou,ld not_be made, and it \was
mempbers of this group who were assngned ran:
ddmly to home or hospital care in the experiment.
The group had until then.almost invariably gone
*to hospital rather than home" since hospn@llzaudn
costsaere paid, physicians had been very conger-

l\’

- T .\ .9 :
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perimentalfevaluation of the Career Education
. = programs %hich 1t supperts,

vative in their judgements, and for othér reasdns. ’

The experiment, carried out successfully, was use-
ful 1in abtaining evidence that home treatment was
no less effective than hospnal and in obtaining
data usetyl for economic planning and manage-
ment of a broadefied home care systerf.

An experiment of this type tells one v1rtua{ly
nothing about the impact of the program on those:
who are said to be really needy But 1t does do so
for the ubiquitous marginal group. If the experi-,
ment 15 informative for this group, then the sdme
theory_-might be extended to an adjacent group,
said to be needy, but néw consufung a new mar-
ginal group, to sew if the tieatment has some 1m-
pact on them. |

«

* Renarks .
¢ Even with inual pnor agreement by expert
judges to Jabel the marginally needy, the actual
experimént mayfail because the judges, on secongd
thought. may find they can really .assign very few
to the marginal group
« This appears to have occurred 1n Judlcml ex-
periments, where pfor judicial ggreements to
label those for whom a sentence s qujte arbitrary
» were abandonéd during. the cours® of the re-

€

search.- They appear to_have occurred n experi- -~

mental tests of parent effectiveness training where
the agreement was subverted by staffs with a
strong vested 1nterest in the outcome of the exper-
» iment And 1t has occurred glsewhere The prob-
lems_and potential solutions 1n these jnstances
might be better sdenufied 1n a pilot field test

. rather than 1n a large-scale effort.
' a

5.5 Cost of Randomized Expenments .

»

»”

We often hear the cldim that expcnmems are ‘

™-rather expensive and time consuming. Yet the de-
. tailed costs of mo< program evaluations, experi-
mental or not, are often poorly (iocumemed

suggesung that contentions about expense cannot
", be edsily verified. The data necessary to permit a

A oS

. fair comparison between, say, a randomized test
-

and a very well thought- or and quasi-
+ experimental tegyl are simply uf8vailable. Tq be
sure, some evaluators have laid out the tosts of
* evaluation well (e.g., in the Taiwan Ferulity Con--
trol research), but most have not. Mere generally,
“there exist o special accounting conventions for
costs of program evaluation and no coherent body
of stamstica
of Education, in fact, has had to develop special
» contracts to lay the groundwork for good jccount-
. |nl! pracnces for documenting the costs of the ¢x-

. H

/ .

data on costs. The National Institute ~
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Th€ only hard comparative data of whlch Iam
aware, bearing g{n the costs of experiments versus
other methods of lmpacteValuatvol;l stem from the
NIE effort. Randomlzagon appears to have re-
quired mudh less than a 1% increase in evaluation
“ budgets, the increase being spent on paymems to
control group members and to expenmemal
group i(lembzs in return for their cooperation.
The, data are based on Experience-based” Career
Education Programs which shifted from' their
plans to conduct nonrandomized,, assessmemsv}
(covarlance analysis) to’ randomized [es[sgf thqlr
programs. '

If we examme other preced ore closely,

it becomes obvibus* [ha[ not all- expernmemaj tests
of social programs need be costly in abgolute
terms, Especially in education, the feasibility and-
utility of small, economical experimental gests of
Jess than a vear duration have/gen demdhnstrated
, fepeatedly: ‘For example, Goodwin and Sanders
* (1972) required less than three months to collect
évidence on the effectiveness of tape-recorded
scurriculum umts for use on school buses; Zener
and Schnuelle’s (1972) assessments of alternative
career education progsams for high schools took
less than 12 months. The Welch and Walberg
(3972) experiments on dissemination of teaching
matersals for'Project ‘Physics (Harvard) requated
less than 12 months and-$30,000 ta complete.
Other econ omiical ‘experiments 1n evaluation of
curriculum and tegching strategies are described
in Riecken et al. (19%3), Gage (1963), and
elsewhere. '

Experiments especially need not be costly if
the treatment 1s of short duration and if the time
interval between imposwion of the program armd
the<pbservation of the program recipient's re-
sponse is small. For example,“in the, Manhattan
Bail Bond Experiment (Botein, 196p), the pro-
gram consisted of a bail waver for irNividuals ac-
cused of having committed certain crimes, fol-
lowed within a year by observation of a crterion
variable—failure of the accused to appear for trial.’
" Similarly, experimental evidence regarding effects

' of vanous voter registration campaigns was avail-
able soon after the new campaigns were tried
.((;osnell, 1929). The etfects of alternative com-
munication strategies are available soon after the
suBJects receipt of information; for example, the
cjassic wartime propaganda and communicauons
research of H®¢land, Lunsdaine, and Sheffield
(1949). In marketing and census research, infor-
“mation about the relative effe,ctnw:ness of various
methods, of eliciting and transmitting valid data
“from respondems can be made available routinely
within six months after’ survey programs are 1ni- '
tiated. . ’

This is not to say, however, that some experi-
. mental tests have not been experwe and time

. / °
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consurﬂing in absolutg tefms. Those programs
which are expected tohave Jong-term effects or to
have effects only after 3 long period of treatment '
can be,particularly expensive. Staff required for
evaluation must bé maintaineds and deciStons
about. wholgsale adgption of the experimental

program are-delayed until data are obtained and «
. analyzed. The ﬁcgauve Income Tax Experiment is

an expensnve (more than $12 million) and long-
term (6 years) research effort, wheré time is re-
quired ,primarily to “fix” the expenmerﬁal ‘tréat-
ment (i.e., to, get people familiar with the welfare
subsndy) -and to detetniine long-term effects’of the

subsidy. Expenmental tests of criminal reform ,

programs, of rehabilitation strategies for the men-

tally ill, and of some education programs are time, . .

consuming, not only because the time necessary
for treatment can be long, but because it is the
long-term rather than short-term effects that are
most relevant to program devefgpment. .

© At least with respect to absolute size of in-

. testments, the requiréments of experimental tests

vary cons:derabl) with the particular developmen-
tal stage of the program, the adequacy of short-
term effgcts as an indicator of program succgss.
and the time necessary for completing the treat-*
ment program. Thére are at,least two important

issues, however, .which suggest that, we cannot be”

content with deasien of absolute cqsts: the costs
and benefits of lower quality appraisals, and the

“ intermediate products of experimental evalia-

tioms. The cost of not doing an experiment will
often be high, simply because the data stemming
from observational studies w sually be
equivocal, g3nd the cost of wrong d\lons (er no
decisions) based on equivocal data can be high.
Unfortunately, there have.bgen few formal
analyses of the costs to society of not doing evalua-
tiong, of dojng equivocal evaluations, or of mount-
ing rigorous tests of social programs. The better
(and perhaps the only) cost/benefit analyses of ex-
periments’ are in the fertility-control area where,
fer example, the Population Council -has suc-
ceeded 1n obtaining fairly good informauan on the
cgst and impact of data stemming from its
fertility-control research.

On the other *hand, there has b&&mw-a bll more
progress in identifying the benefits of evaluation
and of staging research to obtain usable products
periodically before the experiment’s completion.
Before program effects appear, the experiment
often provides better information about thes pro-
gram’s.target group than was pﬁviously available.
Such baseline daia often yield more accurate
characterizations of the target group®than were
available. at program inception, and consequently
may be helpful in designing and launching sub-
sequent programs. See Field and Orr (1975) for
remarks on this in thé context of the ‘Housing Al-
lowance Experiments and the Negative Income
Tax Experiments. . -

i
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_if the decisions are “correct’
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5. &Accommodatmg Ethical Constramts on an
Experiment . )
Claims about the ethical aspects of randomlza-

tion generally take several related fofms. The con-
tention whit control (ho-pregram) group members

are deprived of a program which might be begefi-
cial to them occurs often. A mirgpr-image of this .

complaint is that the program recipient is-stb-
jected to risk by his participation because a novel
program may have unpredlctable negatiye effects..
A second broad class of criticisms concern manipu-
-lation of human beings—an activity which may be
objectionable in principle. A related issue cqncérns
the notion that the research subject is being
exploited regardless of the costs and benefits of
the experiment; that is, that he receives little in the
way of dirgct reward for his participation and lacks
even a guarante.e‘that the information.he provndes
will nbt be used improperly. .

[

Some exp@nments can bé judged to be unethi-

cal for these reasons. But this does not imply that .
all expegiments are unethical, any more than one ,

high-quality exgenment implies that'all are of
gh quality. The following remarks capitalize on
hat we already Know about fairly universal if
crude ethical*standards and about potemntial con-
flicts between th#se standards.and experimenta-
ion. They focus on th8 question of how to design

the’experiment within the framiework set by ggod *

ethical standards. .

atlure to expervment'as unethical. A fre(‘juém
clalm about randomized eypenments is that some
members of the social program’s target
pcﬂ)ulatlon—the control group. members—must be
deprived (randomly) of a benefit. The claim as-
symes, of course;‘that the treatment is attually be-
neficial, and if it is known to be benéficial, then the
experiment may- well be unethical. But the aim of
most experiments is to discover whether there is a
detectable program effect; we may not need an
experifnent at all if the impact is already under-
stood. By restricting randomization to programs
about which we are in doubt, we avoid the ethical
dilemma (or accasation) of depriving an individual
of a benefit, There can be no benefit if the pro-
gram is wseless and oftgn we cannot show if it is
useful without an experiment.

A related line of argument here is that a fail-
ure to discover whether a program is effective is

& unethical. That 4s, if one relies solely on néhran-

domized assessments to mal@®judgments about the
efficacy of a program, subsequent decisions may
be entirely inappropriate. Insofar as‘a failure -to
obtain unequivocal data on effects leads to deci~
sions whichy are wrong and ultimately damagipg,
that failure may violate good standards of bath so-
cial and,professional ethics (Rutstein, 1969). Even
in'the sense of coin-
ciding with those one might make based on ran-
domized experimental data, ethical problems per-
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sist. The righit action taken for the wrong reasons
is not especially attractive if we are o learn any-
thmg about how to effectively handle the child
abusér, the chromcally ill, the'poorly tralned and.

SO forth a0 ',

There wille valways be cases in which the use of
%)-progrgm ‘control condition conforms readily

professional ethics. That is, there is agree- “

ment that program effectlvenes‘s is ambiguous,
that the available data are insufficient for making
aJudgment apout 1ts quality, and hence an exper-
iment 1s ethically justified. But a public or stand-
ard may deviate from this riotably, and it may be:
come necessary to adopt some strategy for either
altering that public ethic er adjusting the design to
atcommodate 1t. . .

Changmg a public ethic is usually impossible
with the time available to mgunt experiments.
Nonetheless, ‘some short-term approaches have
been tested Somnie rely heavily on.the use of the
média to enhance the reading public’s understand-
ing of the process. l?’l':hat some journalists and
ence writers can eftectively translate the matter
into lay terms is readily evident from artigles by
Alan Otter in the Wall Street Journal, Kout le®in
the Chicago Tribune, P.C..Gilmore in the New York
Times, and elsewhere. Alice Rivlin has written spe-
cral articlés-on the Negatlvé Income Tax EXpern-
ment for the Washington Post and New York Times,
as other social scientists have done for other press-

es. ,

v More direct actl&i 1s usually warranted, in-
cluding the ¢onstruction of unobtrusive but ‘effec-
tive schemes for randomization, dand fair séts of in-
structions to assure that informéed consent re-
quirements for participants are met. This area

doet not seem to fave received much in the way of -

systematic research and development. The whole
matter of encouraging participation 1n an experi-
ment 1s still a veyy ill-documerited ar§a. The liule
systematic reseath we've seen suggests that people
will find randomizanon more palatable Af they, are
party to the randomization process: they pick the
lottery-number themselves rather-than having
someone else do it. They will fmd jt more palatable
if eveqr begng’a member of a Coritrol group affords
some benefit (see Section 5.* and remarks below).
They will find it more palatable if there are intan-
gible benefits, such as increased self-esteem or de-
(;reasgd angiety of lone)iness or boredom by par-
ucpating. :

There will also be cases in which a randomized
test of a program versus.a=no-program control

conditign is unethical. frhat{partlcular experi- *

v
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duce or eliminate conflicts between ethlcal stand-
ards and evaluation needs . )

1

One us device is to stage the |ntrod‘uctlon
of treatment so that one merely delays treatment
foy individuals in.the randomized control group.
Tol{e strategy:is. sometimes essential in any event
because many programs cannot accommodate all
eligible candidates lmmedlately, and staged ac-
_'ceptance of candlda.tes is managerially justified.
The_control groups may subsequently be réduced
incrementally or all at ohce, so long as the delay is
- sufficient to permit useful comparisons between
‘program participants and nonparticipants. (See
Chapter IV of Riecken et al., 1974, for more de-
tailed. descrlptlon of this design and its lim-
itations.)

“Playing the winner’

ore often in’ bio-medical research, to estimate
program effects with minimal deprivation to
- members of the less effectlvely treated group.
Here, subgroups ‘of candidates or individuals are
. assigned to a program only as long as the outcome
?reatment is successful. When a failure occurs,
th¥ very rext subgroup.or ifdividual
the control (or alternative treatmeft) condition.
Subgroups continue to be‘assigned to the control
group so long as no failure occurs. When it doe$,
the very next subgroup is assigned.'tosthe first
treatment. And go gn. This strategy is a more,
complex one, but recentgnalytic work shows that’it
cap be very effecgive when success o failure be-
come evidernt quickly and when switches can be ac-
complished easily (see, e.g., Fushimi, 1973). The
strategy also ncquires that the “success” be readily
identified when it occurs, a demand which may be
difficult though not 1mpossible to meet in some.
settings. , S

If,delays in program participation are ethically
unacceptable and if program instaltation involves
no naturally occurring delays, thenyother strategles
can b€ usedy, Rather than think solely in terms of
treated versus untreated program candidates, for
example, it is often reasonable to change the re-
search questlon slightly to permit us to think about

> comparmg treatment variations, an option already
discussed in Section 5.2 above. Candidates for the
social program,can be allocated randomly to dif-
ferent levels,of treatment, the lowest level beinga
minimal ethlcally acceptable offering.-This idea
'has been used ig both the Negatlve Income Tax
Experl‘nt and Health Insurance Experiment,
where deprivation of economic benefits relative to
curtent social standards would bet:thically'uncon-
scionable despite its importance as an economic
question. And it has been used in critical medical
studies such as Rutstein’s (1969) tests of cortisone
_ against aspirin in treatment of rheumatic fever. In

»’.

a

’ is'a related 'stréégy, used ™\

assigned <o .
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mental design is, ethically unaceeptable in a parfcu-
. lar evaluation of course lmplfes nothing aBout tlle\
acce‘p.tablllty of other randomized designs. In fact,
.a vaniety of techniques have been developed to.re-

these and other cases, new programs are compared .

against the better conventional ones rather than

against no pro m at all in order to satlsfy both
‘u&ntlﬁc and e'll;cal Xandards. /
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Similarly, expenmemal assessments of ,compo—

mnff of a program rather than the total p'rbgram'

: may, also be possible' when there islittle prior evi-
dence .on effects of, tl\e)componems but there is
s,trong professanal or socle{al belief that the pro-
gram is lndped ef'fztuvé Bhysicians, for example,

¥ are -often \conﬁdem that 1r}t§grated health-care sys- -

" tems-are good ‘and that if.
Niyered, ammdmdualsb
Undert ese! nd:don&}— t

notal" health aage is de-
health will _.improve:

evaluator might look for.those components of the
program about which there is some doubt as to
their effecuveness For example mteg.rated
health-care delivéry systems.in lesser “developed
countries are being supported by the U.S. Agency

for International Development: To the extent that ¥

nutrition, hgalth care lnformauon and the like are
regarded a priori as “a .good thing,” trying to
evaluate their total #fect using a randemized ex-
periment mdy be a pointless exercise at this time.
Component-wise ‘evaluation i’not. No one knows,
for éxample, how paggmedics should be chosen
(onks,” midwives, rel , or vilage elders) and
trained to yield high treallgent rates with minamal
“cultural disruption. The situation praeents us with
an opportunity to experlment with alternatlve re-
cruitment and training strategies even if we dp not
obtairt unequwocal data on the actual product de-
livered by the trainees. - .
Often, criteria such as merit' or need are jus-
ufied on ethical grounds for assigning individuals
to programs whose -effeets are not well
- documented. And the meritocratic criteria lead
some critics to conclude_ “that randomlzauon is
therefore impossible on ephical as well as mariage-
- rial grounds, However, we can still obtain evidence
based on randomized- tests gf we capitalize on so-
called "regression-discpntinuity -designs
(Thistlethwaite & Cagfgbell, 1960). In the simplest
tase, one orden‘s all program candldates on the

basis of need, then assigns all obviously deserving,

candidates to, the program and all the *obviously
undeserving to the ¢othrol condition. lndlvnduals
in the ublqunous marginal group are assigned
randomly to program and contrgl conditions; their
marginality implies that no reliahle Judgemem can
be-made about‘ghe. exteanhlch they merit the
program. A variant on tfs design has béen used
successfully in the British myocardial infarction

studies, where marglnally ill indigiduals wereran- -

domly assigned to home or to hospital care to
sausfy_gthlcal standards\and to Miscover whether
hospital care resulted ip any notable improve;
* ments in_their health.
Demands on the research pamapant One of the
"\slmplest ethics-based criticisms of randomized £x-
periments is that regardless of the scientific and

_ social beneﬁts of the experiment, it is a distingt -

lmposmon on theyresearch participant. Exactly the
safe criticism, ol course can be leveled against

may be impossible to
~mdunt a fair test%f“,t-lle total program. Instead, the

‘ . ’

.. . .

: e~ » ‘ o
syrvey resetirch dPany\sért and against quasi-
experimental and other fypes of evaluative re- .
search, The research participant does indeed pro- -

" vide a setvice to the researcher—information
about himself, 'his time, energy, and’ courtesy in
providing the information, and so forth. And in-
"sofar as the social scientist profits (at least intellec-
tually) from the information-he réceives, w\fhy L2
should not the provider also proﬁt’ The rewards
t¢ be.suré need not always be Targe or even tangi-
ble. For example, there is some evidence for'the
contention that in certain types of tesearch, h
interviewer's behavior, tonversatiofi, and discls-
siofi* of Tesearch do constitute a temporarily re- .
warding expertence for interviewees.- If higher:
demands are made of research paruc ants, they
mayébe ‘entitled to more tanglble rewargs for their
cooperation. Students who participate in experi- «
mental tests of NIE-supported Career Education
Pr grams, for mstance are “paid for providing
.their opinions, reictions, for taking tests, etc., re»
gardless of whether they were assigned fo the ex-
‘perimental program ortoa c,ontrol condition (thé
conventional high-school programs in cgreer edu--

. cauon) What the hatuge of the reward should be
in different types of expervments and how alterna-
tive rewards affect the integrify of .the experiment
need” more ‘empirical investigatioh, however. The
litle data 3vailable on -this topic stem primarily — -
from survey research ‘where* alternative rewards
have oftgn- been tested-experimentally to deter-
mine, how rewards such as money payments, smali’
gifts, etc. stimulate cooperation (e.g., the Sudman

- & Ferber (1971) wofk en Strategies f‘impt‘oving'
response rate in consumer surveys). > .
Confzdermalzty of information. ‘The problem of .

assuring cohﬁdenuallty of data is not confined tp

experiméntal research but appears in survey re-

“*search as well. But the problem~has been highligh-
ted by the Negative Income Tax Experiment, in
which a .county prosecutor forced economic re-
searthkers to yield research -recards on idéntified .

" subsidy recipients (research subjects). Thecaseis a
Tegrettable illustration that the researcher may be
cast unwnllmgly into the role of iriformanty if . he
does not anticipate the possibility of judiciab or
legislative appropriation df his records for prose- °
cuting_some of his re'search-subjects There have
beeén somg,advances in resolvmg this dnd related
conflicts. For example, procedural and" statistical
devices have been created to assurg conﬁdenuallty
of respondents’ reporis without undermining re-" -
search goals (Boruch, 1974). Specnal forms of tes-
tlmomal privilege for sogial rescarchers ‘are being?®

‘ constructed to supplant or complement technical

-. devices for assurmg that research records, are used

only for research purposes (see Reicken et al.” -
1974; Boruch, 1976, and referefices tberem) ;
These approaches are imperfect, but they are
being field tested, and they do help to reduce con-
flict between légal demands for individual record§ .
-1 08 ! PRV
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and the social scientist’s ethical requiremeptll r

confidentiality of records on his resporrdgnts.
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Development of Staff for Evaluations .t -

: ~(A"Rg}rospec'tive.Vievg) ) ‘ , vy p L ?

’ Georgq L. Kelling ) - \ o ' v
Evaluator 'e : v ' :
Police Foundation ) ‘ . ’ ' . . "

Washington, D.C.

¢
» .

George Kelling 15 on the staff of the Police Foufidation dnd has been working as an evaluator 1n Kansas City dnd Dallas over the 105
past several years. In patticular, Kelling was the Director of Research for the major study of police patrol practices carried out in .
KansasCity In gaaring up for that projecthe had to put together from scratch and manage a large and complex research team. This

paper presents his views on the problems that are likely to be encountered in putting together an evaluation research staff dnd on  *

approaches to solvmg those prqblems.

When in confirmation class as an early adoles- £

cent, I, as mahy other young Lutherans, was
forced to memorize Luther’s explanation of the
three sections of the Apostle’s Creed. While no
longer able to pull the explanations back intoscon-
sciousness, I can clearly» recall the last sentence of
each explanation. The phrase,-identical in each,
was ‘This is most certainly true.” The matters
Luther was dealing with were, of course, eternal
verities. While they may or may not be “mosf cer-
tainly true” for others, they were for Luther and
he emphasized their importance.to himself and his
followers with his declaration.

As a result of”ad’mimstering many evaluations,
.I have been asked to talk to you about developing

personnel for work in evaluative research. While -

h\ positions I take in the following pages certainly
do‘not approach, for me at least, the state of eter-
- nal verities, they do achieve the level of pragmatic

and survival verities in the conduct of evalpations. .

Part of this feeling comes from a set of values and
assumptions which I have and which perhaps is
woTthwile for me to identify. These includer
1. It is godd to complete evaluations—few
. really are.

’ . 2.It s good to maintain .'experienced lead:
' ership” in an evaluation staff—read that: “I

: want to survive.”N .,

3. It is good to maintain “experienced lead-

. ership” in the prganizations in which evalu-

- ations are confucted—need I explaln the

worth of that to you? s

* 4.1Itis not that the best predictor of an indi-

vidual’s or organization’s performance is

‘ his/herfits past ptrformance—it’is the only
predictor.

. And finally, conflict in the activities of or-
ganizations and personnel need not be de-
letorious to achievement but rather, if the
rules of conflict are established, can con-

tribute to- creauve\and original work.
Qo . -
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With those vélu%s, assumptions, confessions
out of the way, I will continue with one final ven-
ture into the rarified air of theology with a para-
phrase of a stateme%by Paul Tillich.’
I shall proceed to lecture now, and continue to
perform in evaluations on'the assamption that
I am absolutely correct in what I am about to >
say. I am aware that I may be wrong,,‘but I will |
not let that awareness interfere with this dis-
cussion of my future performance as an ad-
ministrator of evaluations: ~
If any of you, as you read or hear this, feel like
standing, applauding, and cheering; I, of course
invite you to.-If on the other hand you feel like
booing and hissipg; there is nothing I can do to
stop you, so feel free.

Verity #1. Where one’s tenure is, Is where one’s
heart is—or—the use of consultants. ] v

The use of consultants is standard in evalua*
tions and evaluation proposals. Generally comsult-
ants are luminaries -from academia who have a
superb record of, research and thinking about
methodology and/or service delivery in a particu- °
lar endeavor. They are generally competent, lead-
¢ in the field, and involved in a myriad of enter-
prises. Generally they are capable of, and have
executed, good research and/or evaluations. They
are experts. Basically, they;:an serve two functions
in an evaluation:

1. They can help * young comers” get grants,
contracts and exposure. If done responsi-
bly, this is legitimate and ought not to be
sneered at. The function of a memor or
ponsor i an important one in academia.
“Young comers” present-a high risk toboth .
program 3nd evaluation administrators and

' grantors, but at the same time they have the
energy, and ‘are enough “on the make” to

_ complete an evaluation. The “baptism” of
“young comers” by luminaries must be un-
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derstood for what it is however? Do not ex-
_-pect the “heavies” to conduct,the evaluation

" or write the resulls They cannot and will
not. * =
2, They can provnde technical consultation ony.
critical Yoints of an evaluation. Three criti-
ca)] points stand out:
> J a."Now that I have all this data, why did I
collect it in the first place and what
should I do with it.” In other words, it is
possible that the evaluator will get so im- ,

‘mersed in details that he/she-will forget

« what the original goals of the project were
and how the data deals with those goals.
Further, after being removed from the
world of academia during the year or two
of the evaluation, the evaluator may need
some assistance in updating his/her statis-
tical skills. The consultant or consullan%
can help the feld staff of an evaluation t8
review their workand update skills.

. Review the outline for the presentation of
the ﬁndmgs This-ig-related to “a” and is
parl of “a” yet is'so importartt thal I sepa- |
rate it out. Getfing a"good outline of the
final report is the critical issue in getting
the evaluator to put his/her pen to paper.
It nicely makes a comipletely unmanage-
ablg task (completing the report) into a .
manageable one,

- Finally—reading the preliminarydrafts of
the e¥aluation and providing construc-
tive, non-threatening advice. Generally
upen completing the first draft, the
evaluator thinks (hopes) that he/she is

_ finished writing. In fact, he/she has just _
begun. Remember, anyﬁfsl draft, regard-
less of its' weaknesses, .is good. If an
evaluator i rea!onably good and has
good consultation,-any first draft almost
assures compleuon

So much for the pgsitive contributions of con-
sultants. They can ‘make real and substantial con-
tributions, but for all parties involved in the con--
- duct of an evaluation, it is certainly best.to under-
estimate their contributions rather than to overes-
timate them. R ) :
They cannot: - } v
1. Supervise staff’ Young, energetic staff need
constant and ‘ongoing stroking, direction,
love and supervisionr. Congultants cannot
. provnd‘e that. They do not havq the. time,
nor do they control the means and rewards
necessary to manage staff. -

- Develop evaluatfon instruments. (quéstior- -

naires, ®tc.). Instruments must'be developed
" by resident evaluation staff .In close collab-’

- oration with agency program staff. Consult-

ants don’t have the time, energy,and, gen-
erally, the-patience to collaborate as closely
as necgssary.

112

,clear. In the doctorat progra

)

.3. Wrile-up results. The writing of the final

_report is a consuming full-time task. “Con-

. 7. sultants al‘e involved in too many things to™
e be expectbd to_write-up a final report.

- The key thing to remember in dealing with
consultants (and I do not mean this critically) is
that they are un respomsible. They are bright,
knowledglable, clever, but they have no respogsi-
bility for the final produd and rarely, if ever, will
be cornered into accepting- such responsibility.
‘They have different responsibilities and will meet
those first—and—that is to be expected. Neither
, the program evalyator or administration shauld be
surprised by this as likely they, too, are consultants
some place. This is most certainly true. K

L4 * ’;' 2
Verlty #2. The children shall lead you (or at least -
they will do most of the necessary:
* “‘grunt work’’). Staff Structure

‘I will divide this sectiori into two parts: first,

-~ the characteristics of evaluation staff, and, second
the characteristics of the evaluation dlreclot‘

Perhaps it will be easiest if 1 begm ith the
characteristics of the staff ‘who are “on 5“‘1 and
. who do the daily work of evaluauog' (Be clfzar that
"1did not always know these verities, and not even
when I knew them did I always follow them. One
result is that in the early projects I have adminis-
tered. the casualty rate of project staff was very
high. In the early days, I often took those persons
for staff who were available at the time. Some were
less than_satisfactory. Applicants were few. I had
no track record as an evaluator. Evaluat]lon was
considered mappropnale—read “inappropriate”

- as “sinful”—by major professors for thdir good
students. But, I am gemng ahead of mysljlf) The
people who actually “do the daily work” of an
evaluation have to have certain characterlsucs
These include: high levels of engergy, methodolog-
ical sophlsllcat&m skill at handling data, keen in-
telllgence and curiosity, being professionally “o
the make,” the capablllly of using creatively the
. great freedom ‘that evaluatdrs have, andx the ego
slrenglh t6 move with some comfort inte an-alien
‘envitonment., The staff need not have, and, if you
recruit the propdﬁirs/o’r‘ls probably will not have,
organizational “smarts,” familiarity with the field

" of service delivery, or experience in completing a -
project. (I will discuss thed1 points somewhat
later.)

.Where are these kinds of pedple found? (Thé
people who do the daily work.) The answer is quite

s of universities.

And as lmportant, in the doftoral programs of

" gpod universities. Their chargreristics are as fol-
lows: <, ’

—They have :;fn born, bred, and expect to

die in universities.

——"ﬁley have déver held a job (except maybﬁ

Vista or a summer &mp)

0




e

ERIC - . ‘

>

-

-
.

—-They have managed to makg avondm'g dead-
lines a fine art and skill. ,

—They are arrogant.. (Often”they are right—
they are more methodologically skillful than
their professors and, later, than you as proj-
ect director.) .

—They know-how to develop sophisticated

. questionnaires but they do not know how to

+ out a pretested quesuonnalre) They will
". have to be driven, almost with whips, to
*+. work closely with agency program staff and
to really talk to them (but once they do,

" another problem—that of cooptation—rears
“its -head, which we shall discuss in detail
later). .

—They view all researchers and grantsmen
who operate outside of universities as
whores and “operators” interested only in

. t}&g “bucks” (they really believe that their
profssors live on their salaries alone) and
*  thatall truth is to be discovered in the world

, by condugting methodologically “pure” éx-
periments on freshmem - '

And finally, they’re marvelous. They believe

~the world can and will change, they work night
and duy; they're damned smart, and they have that
marvelous characteristic of youth—energy. (Oh, 1
know-its unbounded and undisciplined, but evalu-
’atioi‘!ilrectors have to do something after all.)

But now in a somewhat more serious vein, I

-

" wish to talk about each of the characteristics that I

find necessary in staff.

High Levels of Energy .

Evaluations are diffieult.and time consuming.
They combine all the intellectual and methodolog-
1cal rigors of laboratory experiments with the mes-
siness and complications of the real world. The
real world presents a myriad of problems for
which a great deal of energy 1s necessary to solve.
The foljlowing are examples.

Agepcy records willg not devised for research.
Often when computerized, they tontain errprs and
omissions which, while not a problem fo:ggency
administrative purposes, are in such a condition

- that it is necessary to return to the original dequ-

ments when they are used for research or evalua-
tion.* (I don't mean (o offend agency offigials at
this point, and maybe it is different in thé medical
field, but for the most part all agency data have to
be verified for research purposes and every evalu-
ation which is based upon agency data which have
not been verified in great detail is a terribly sus-
pect evaluauon )a.

.
’
“ 4

-

* Not only u'a high level of energy r‘cemry but also dealing with *
. these sorts of problers requires a pft for great awention to detail and 2

toleration for the tedious—characteristics sometimes dlfferenl from
:nd in conflict with high energy levels. :
L}

”

talk to people (read “talk” as interyiew with--

g — g 0o

~

o
As Mr. Lewis points oWt in his paper,+often-

- times “agency program managers who are-respon-

sible for the administration of an experiment care
less abbut maintaining the controbs of the.experi-
ment than they do about “starts” or exporting the
program to other areas or jurisdictions. 1 would

" underline Mr. Lewis' point about “starts” and rec- -

ommend that each of you re-read it. The dynamics*
and consequences of it are substantial. Given the
media’s interest in “starts” and the fact that”
everyone\rgeté bored with continuing programs) the
evaluator must attempt to carefully deal with and
exploit both the initial publicity frgm “starts’ fd
the subsequent obscgnty when th periment or
prograim is ongoing. The management of rhe
momentum of an experiment is critical and a bal-
ance has to be developéd between the extremes of
the publicity and momentum of the.“start”
later obscurity of slowdown. Obscurity both has its
benefits and problems. Generally, the momentam
gainedsfrom the initial thrust will not>proyide
enough energy to complete the task. Occasionally

“‘boosters” frorb agency ‘program and evaluation
staff are absqitely netessary to obtain the'goal of
a completed program. Alertness of the mainte-
nance of the ongoing program 1s essential for
evaluation staff. ‘ .

A vafiation of the problem is “restarts.” That
is when an agency administratgr decides that the
indicator of his’her wisdom andesklll is hlS/hCP abil-
ity to replicate the program in other departments,
divisidnd\ etc., before the evaluation i1s completed.
This hot only consumes a great deal of staft

energy (both of agency staff who are pushing todo
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and *

.

it and of evaluation staff who are trying-to stop it)

but also potentially destroys the expertment:er

evaluation.by cbntaminating control areas. * ‘

Personnel involved in program efforts may
have more of a vested interest in the success or
faifure of a program. -than in the.conduct of thé
experiment and as a r,csult madvertently Jor pur-
posely) attempt to bias th¥ outcome. Evalu.atorg
must constantly monitor, in as discreet 3 manner '
as possnble'(as momtormg itself riay devzlop resis- .
tarices) all planned stimuli, control\s and data col-
lection. '

" Dealing wuh these and a mynad of the prob
lems simply requires a hlgh level of alertness and
effort for a prolonged perlod of .time.. There is
much “dirty work” which has to be dore and on-
site person

(In one city tfiPdirty work’” meant night work fo#

e to have the endurance to do it. -

1 Y

at least six weeks in a record division. That was in "

addition to the regular day activities.) e

.
2

Methodological Sopiiistication .
Often the exngencnes es of real world agency ex-’

_ istence are such that program evaluation can be

quite, complicated. Finding the right design—that
is an cOaluatxon deslgn -which is as powerful as the

;

"
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program allows and warrants—requires consider-
able methodological sophisticatién. The “match- -

s
. o’f
) > . . .

- 4 -
S

better 'posmon to know that thap 1. I g6 know,
ho‘ivever that almost all recordfwnll need copnsid-,

ing” of program*and evaluation design is not to be . erable work to be suitable fér research purposes.

accomplished by returning ong more time to.the
bible of, Campbell and Stanley but rather comes
{through the careful “wedding” of research tegh-.
. niques and pperating programs: There is nothi
mysterious about this. The evaluator simply must -
*muck around” in the program, data, and. funds
and find a design which is appropriate to the pro-
gram operation, the Tunds -available, the impor-
~ tance of the program, and the available data. That
means that the staff must know desngn ‘and scien-
tlﬁc method and not just have a shopping basket
“ of ,designs, one of which she/he pulls out for this’
progra . -

.
Ve

kill at Handling Data

Two important things' have to be said dbout
“this. r .

One staff member “has to approach the
psychological state of being an obsessive compul-
sive. If someohe -does not keep careful record of
every decision made regarding design and data _
-storage, the disaster pf having’to reconstruct those
'deaisions will redult in the waste of spending the
time re-doing things and also of not meeting dead-
lines. Not that things cannot be reconstructed, and
generally they can, but to have no way of idenufy-

cators means a period of reconstruction bdsnd
~ that normallkreqmred to re-familiarize oneself
with the ‘material. Two examples. In the Kansas
Crty | Preventive Patrol Experiment, the details and
records of tHe samplmg procedures for the com&-
" munity survey wer*nevej gathered together in
one file or written up when the sample was drawn.
When, 18 months later, we had to discuss the sam-
pling procedures, at least three people in three
different organizations had to search theiy files for
.the various memos, instructions, etc. It ‘'was possi-
ble, but that Whlch was easy to do at one time, be-
came comfilicated‘at another. On the ‘other hand,
in-Dattas we gl two departmentwnde surveys. The
T: survey was completed in 1973, the Tz-survey in
1976. Because we had carefully documeated the
“zsource of gvery question, all coding decisions, ‘and
T - every other decision, the time necessary for review
wa$ spept telatlng the- theories under which we
“ operated to the forms of analyses we were to use.
Thus, an axiom emerges. Never, never, never rely
on memory. Rely on it only tg fall and, even
- worse, to deceive.
* The second area of the importance of data
handling has to da with the assessment of- agency
records This is no simple matter, especially in
. police agengies, but I suspect in other agencies as
2 Wwell. Again I wantsto emphastze that I imply ho
- criticism of agency recbrds.”I simply-have no way
of‘knownng whether they are adequate for admin-

.

ing which questions were reflated to what indi- .

If the records are computetized, considerable

work“will have to be done to insure its accurac'y ’
and reliability. (Even at that evaluators must aps -
proach them cautiously since much of it is self-,
'reported lnformatlon, xe, crime and activity> -
analyses, which are sub_]ect to manipulation,
whether conscious or unconscidus, to show desired
or self:serving results.) If records are kept in
manual files, other problems, such as coding, or
age rﬁy policies which allow for several file systems,
emerge. (In one police department complaints
against policg officers are kept in three different
places—depg¢nding on where the citizen first filed

’

* his complairit-=-and may or may not be stored with

- the other units. Notice the phraseé “may or may
not” since that complicates thirigs considerably. H_

“any officer has complaints filed against him_ in .

mote than one locatigh,”and many do, the .
evaluator has to carefully read each one to deter- o
mine if they are separate or the same cemplaint.
Thus, even establishing the “n’ of complaints is -
not a.counting task but an anaF/ical task.) e
The évaluation staff has to know wha,t they * .
know both in _terms of recalling decisions #hd as-
sessing data. Both tagks are, far more compltcated

_than generally thought. .
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. Keen‘Intelligence and Curiosity |

In some respects this is self-explaratorys But
while keen intelligence and curiosity are necessary, "
thef are not sufficient. They have to be combined
with many of the other characteristics described in
this section. Wathout energy, discipline, and
creativity, intelllgence simply is not enough. :

Let me add one thing about curiosity as I
think it to be quite important. The characteristic of,
_asking “why” is absolutely essential. In the first
~ place it helps to keep the intelligent persbn. from
seeing the emperor’s clothess The “emperor” can ,
be the agency, the evaluation directdrt, or col-
leagues. Secondly, it helps the evaluator pursue
unanticipated findi And, if properly pursued,
these unariticipated n£|dings can be quite. impor-
tant to an evaluation. [t might mean the evaluation .
is on to something new (I call your attention to Mt.,
Bieck’s study of police-response time. The surprise
finding of the length of time it takes citizens to re; -.
port even serious crimes is not only of great re-
search and program interest, but is also an indi-
cator of just how poorly thought through the~
whole business-of the importance of police re-
sponse time has been by pglice, researchers, and
evaluators.) or reflects an artifact of improperly a
stored or analyzed data. The evaluator, wha, out ’
¢f his/her curiosity, continues to pursue those
leads, either enriches the evaluation immensely or

istrative purposes. I assume they are. You are ir a 1 fves iv from spuriou§ findings. .

I ¢ L -v. . .
. . . :
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Professxonally “On the Make”

Perhaps 1t.is purely a personal matter on my
part, but I simply have an easier time dealing with
speople who know what thgy want. I find it difficult
to deal with people, on-a project’ level at least, who
‘are lndeCIsne about their own goals {By that I do
nqt miean that evervone who ‘comes onto an evalua-
von staff has tg know that he wanggto do evalua-
tion research in a particular servicég#livery systém
, for the gest of his hife.) She/he ma¥ want t§ gdin
research experience, get publlcauons egkamihe a
. service system, or do a variety of other. things, bug

they have some sense of their, own "goals. If shat

“purposefylness” 1s flot presented in staff mem-

bers, 1 have been unable to develop 1t (And'l
don’t mean that an individual's goals tant ghange,
but purposefulness remains.) The casualty rate of ,
those who hdve not-’been pun}mé‘efql has been very,
hlgh '

. Those people \«ho are b€§mmng '(hel.r carxrs
" and are pugposeful . c.lé»arf\ do #let yet know the,
pr’ices of long hours and _crash. proaucuon ,sched~
uled which .they, will have i@’ pag 1o “sBrain what _

-

-

\

a&“

thev want. Bug vthey “will ledrn’ that, apd most »
" phy.those -

people “on the make™ ares mlllng t
prices. Pt*ople'wh()‘are not aggress)\el urposeful =
ssimply aren't oty ted ough to “pa# the price” *
(Thal makes ense ?u dont kno\s what you
v.dru why shoul;l vout'pay the price?) cL

»

.
A

“ A side comme
nons live on gfanl};mTr& o lhmk of~"evalual|op
bureaucracies that do rid i¥e én grants Féw come
to‘mind W hlle, medical, socal, pohce. and’ o[/herl
" servige: sxSLemg.hd\é‘ ongomf exnslences mdepend S
end of *most -§pec1fr( projects., eva,lpauon people A
_either hive from grant to graat, or work full-im¢.
. ina unnersnu or conSukmg\{‘rm»a‘nd do -evalua- »
’ tions part- llme The refult is thag f‘o? an e.\aiuatlon
capacity to survive inot” omly, mast, “der the' eValua-
* _trons at hdnd bu; 11, must, also use nsour(es
(prnimarilv nme) o ger’terale de’a
‘allerﬁmwe IS (orrslant’ gearl
ing” a staff,’ cllher one of/a\h,lchvde'st?ms ‘estab-"
* ished orgam/duonal sle,s gn.d wofkmg rc}_a.hon-
ships Ihusa inmy judgifent, evalydtors. mus he
) prepdred <0 “pay the prlcc“%amsmnlpreSSUrq to
both comp\ele and general‘e activiyés simultang-
ously { Wor-kahohcs make..good evaludttng.)

AN One “Fisral (om{neq(,g.bout bemg
makg.”* | belleve that most good evaluafors are
from universities and #ill and’ ought td relu‘gl to
universities ‘for rest and. recreatlon (in th¢ {inest
sense of regredlron that lS re-creation of knowls
edge and skills). rdet t& do that, puphshing’is
an absolute necessny Thus, from the beginning, I
have jried to insure that the 'data collected.will be
not only necessary forsevaluation, but also, when-
ever possible, be useful as sociology, poltical sci-
ence, or psychology and thusresulr m publications?

. mdependem of the evalnation. 1 musl also contess

Emc )

Aruitoxt provided by Eic:
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v foe . \
“that I have not always been completely candid
about, this to agencies‘or the Police Foundation.

" We have called these nterests the."oh by the
ways.” To {nsuré e pro&ecuon of agencies, I have

.' always assured them, and meant it, that nothing will

%

Y
.

t here Peop]e V\hQ do s\alua- ..

1 e

als. T,he_ )
qai‘srpan {8

the .’

""Be publlshed without their review and pern‘hssxon
The resullam problems are different.t one
would, expect.’ Flisl lhe agencies encourage .
publlcatlons——admmlstra(ors have found that
agency repulauon is enhanced by such activities.
Second and this gets to. be a problem, oftentimes
+agehcy admmlsn;ators get to.be More interested
the “oh by the ways" than jn"the evaluatons. (The
consequence of 'this 15 that staff time 'can be di-
verted away from evaluauon sp&cxﬁc activiues to__
“tess crmcal lssues at the wrong time:)

‘But the’ pomt 1s that the. data, if properly col-
lecled .can ke available for publication lndeBend—
ent of wheLher the program succe'eds fails, never
gets off.the ground..or collapses 1n the middle
- (that does happen, unfortunatélf much, much too

”oflen) and. young slaff can-get the publlcauons
. necessary for their own careers. And, [ wobld add,
Mdam Jusi tgo expensive to collecl to be ‘used for
only Lne purpose If, at no or relauveh little ex-
penst d can be coliécted which is mulu-
purpose, ems to'me only prudent to do SO.

.+For. som . résearchers, the freedom
pronded iyevaluation 1s such a burden that they,
Just handlet. They search for day to day di-
recuoh ~are terrnfied of makmg mistakes, mlhdra\{
inte, obse,ssnpn about codes or analyses, canat start

" towrite a ort because all’the) can think about s
the final product rather than just the page they are
on, get-prevccupied with the administrauve isSues
of évaluauon ralher than evaluation itself, etc.,
Al Worsl they begin 'to “nip-off” freedom, using
their u'me forfacyviies other than thepgevaluation
work (‘\ol tHat 1 feel that*staff should not be - ~

_+volfed in other/consulung, lecturing, etc., He-

[lVLlleS I th‘ they should. 1t gives them wider

. ~e#pdsure al %mebody glse’s expense? the) en-

* hance the' repulauoﬁ of the entire ‘capacm and 1t

Keeps them from, bemg too narrowly focused on

parllcular projects. But they -

own expense, .not at the exp
tuon.) Flnally they may becpme so cynical that
termination’ i1s‘inevitable. They are not necessarily

“bad” people, 1t's"just that the available freedom

snmpl) leaves them unable to function.

'For others, freedom isdan opportuaity to re- !
spopd flexpbly to the myriad of complexities that
occur durjng the process of an evaluation. They
(and I think. I am covering somewhat sim#lar
ground as I did when I talked of purposefulness)
feel comfortable making decisions and fhakyng
mistakes. They are far more comfortable ¢ém-
muntcating to the project'director wh
. done, why they have done 1t, and—at first I found

~
o

~Capable of ’Us ng Frfedom 4
1]

v

v

.

etg /

r;'l?y. do so attherr
se of the évalua- -
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this swrpnsmg—-what mlstakes they have made. lt.‘ "~ elevénth month of 3 year’s experiment eveh the
_tarns out that, while #hey obsess less, they are far.  chief, or top administratbr, wx want.to give in to
more thorough in reéordlng their decisions. And’ his subordinates. Often then.only the threat of loss

_ finally, when in" a jam, theylegk for Relp. Those f external funds can assure completion)

" who can really han le freedom are open and , * This sonfliet is compolmded by the fact-that
communicative. Thése who canno‘t turn secretive. =  often evaliagors have ‘different norms; goals and

And once the vicious cycle of secreuuveness begms lifestyles” than agency pefsonnel (this is eSpecially,
I*have not yet found a way to intgrfere with it. . the case for evaluators whq deal with, pohce) andit *

One final comment, there “are good people . is posslble for mutual “culture shock” to develo .
#ho, at times, seem to go'into 3 work moratorium. The evaluator is often not used to the 9:00 to 5 '(‘%,
Generally, those periods occur during the quiet  day of many agencies. As a student he/she fou

- periods of an evaluation. It seems that they go that the computer was less expensive and more dc- « -
. through periods when they can’t get anything  cessible after 11:00 p.m. His/hef work pafterns
done, and just can't gét started. They, different * were made more tuned to his/her own personal
from those{wﬁe can’t handle freedom, will often , rhythms than those of an organization.’ Bureaucra-,
feel quite guilty, g)me even going so ‘far as 4o tic niceties 'seem irrelevant. Ad_]usmfg to political
suggest a reduction in-paid time during this | realities seems dishonest. And so it goes. Both

period. They are in need of support and assut-  evaluation group and service agency find the work
ances that the moratorium wil] pass and that when,, * and lifestyles of the other alien. And little can be
“the work crunch” comes, they will mo than - done to¢hange that. Both staffs can lear,n to re-
make up for lost time. ,7 spect and tolerate each other, but only if they un-
derstand that conflict is not to be dvoided, but

., rather managed. * '

I will begin this section by paraphrasing Wil- ~° So’far I have talked exclusively about the
liam Goode, who, in one of his books on occupa- necéssary characteristics of field staff members of
tions and professions, says someth‘ing like the fol- an evaluation. I would like to talk bneﬂMabpu[ key

. lowlng& - characteristics of project directors. (Just as in the

Men at work and forests appear peaceful but previous dlscusslon I shall be ‘talking “about the

upon close examination ‘orre finds that in both Jddegl. I am certain that just as perfect field staff do

[work and forests], struggle i§ both swift"and not exist in. nature, so neither do perfect project

deadly., directors. ‘The extent to which I, as an evaluator, ..

It “OUld be nice to believe that evaluators and approach the followlng characteristics is unclear. I
agency personnel could work together happily and' -will not burden you with my own assessment of
producuvely with little or Yo conflict, but that how I rate in striving Yor the'ideal.)-

Agems rarely to be the case.’ And it isn’t that lined Although I think other characteristics_ are im-
up on one side are the “good guys” and on the. portant I will identify three ‘key ones: organiza-
other “the bad guys,” or that one set of actvitie$  “tional “smarts,” familiarity with the service dellv-
are reasonable and anoth'er unreasonable, or that  « ery system, and experiencein completing a proj-
which gne group i3 doing is more important than *ect, I will keep comments about these to an abso-
that which the other is domg In fact, “good guys”, Iute minimum. - . ‘
are on bwoth sides, both sets of jactivities are reason- ) c e . .
able, and both important. ’z'he problem is that Orgamuuot}al Stparts ' ‘
agency personnel, whether knowmg tornot, turn  ° " To meg, administration and intra-
power over.to evaluators when they contract for an organlzauonal wark is, to a large extent, the effecs '
evaluation. While it is unforturiate that this i$ tive use of power to get particular 4asks done ex-
rarely made explicit when the contract is made, - cellently and then distribute fairly the benefits
agd even more unfortunate that it is only barely which accrue from getting the'Job done. Lined up
understood when it is made éxplicit, this transfet against the struggle to get work_done excellently
of power is a_powerful determinaht of evaluation- are the work patterns, pﬂ)cedures and organiza-
Service agency relationship. Let me give an exam- tional rules of grantors, sponspring agencies, re-
ple. If an agency decides to'do arl.experiment, the . view groups, evaluation agencies, etc. Think of
administration will impose restriints on the discre- many of those for a ‘moment. . . '
tion of administrators- to transfer personnel, start Planning penods are \pot allowed. Generally a
new programs, reallocate equipment, adjust program is funded and started and then the
schedules, etc., etc., etc. It is lmmedlately apparent evaluators ‘are called in. False starts are nat al-.
what this does to the formal powet structure of an lowed. If, as in Kansas Clly, a false 'start occu
organization. Just contemplate for a moment on . .most often_the response is to “make do” rather
what it does to thé nformal ‘pawer structure. And, than start gver. (Read. “make do™ as “waste all the
‘the evaluator be.comes at times, the “tattler” and . . money, not just part of it.”) t )
depé ing upon circumstances, at other times, the . ° Failures are 'not allowed to be’ pubhshcd
: enfo er.” (It shauld not fe surprising that in the . Rather than publish'a failure so that other people

- 2 it .
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can learn, the tendency is to squelch a failure (so’
that other people can also fail).*

Degisions are not ,allowed, Often the adminis-
trator asks the question, “Whai does the rule book,
organizational manual, etc., say?”" The obvious
conclusion 1s if the rule book says it can't be done
then it can’t be done. (What marvelous freedom
for the administfator! All the prerequisites and

{ none of the decision makmg) R 4

(Let me-apologize to those of vou who con-
“sider me ‘nutrageoush irreverent in-my attitude
towards mgamzauonal rules and procedures: |
" have become, convinced that the pprpose of most
rules is twofold: .-

They are te protect agarnst “ri offs"—

although I suspéct that more often than not,

they ‘serve to stop the very minor fxpense

accoynt “nip-offs” rather than the really
gross ones.

/2 They protect admunistrators from having to
make decgisions

N

. But let me add, 1t would be an over- simplification
to sav that procedures and work patterns ought to
be removed ' They ought not to be. They serve an
important function. When properly administered -

_thex can protect agencies, grantors, ete., from
gross rip-offs and absolute incompetence Unfor-
* tunatelv. the rules, etc’,'do lttle to encourage ex-
cellence and can interfere with 'such achievement.

The ke 1s that an effectuve adminstrator has to -

learn how to.wend his wav through such™rules,
using them, if possible, to his advantige in getting -
the tasks done. There are various strategies to do
this. I have known and seen “creative bureaucrats”
who work 9:00 to 5:00 hours, take breaks and
lurich-at precise times, and who, because thev
know the rules and play the rules better than any-
one else in the ofgamization, usé those rules to get
— Jobs done They are beaunful to watch because
+ they have really mastered the skills of bureaucracy
" and remember that, 1deally, the function of rules 1s,
o get a job done [I have also seen accountants
who understand that money 1s to spend fo gét a job
done. Not spending money 1s no ment It can be
irresponsible 'not to spend.mioney.] There are
strategies other than being a “creative b@rreaucr®t,”
but the skillful administrator learns how to use
rules to Asiher benefit. These skills are developed, -
honed. tested, in the world. They are not taught in
. umversities and rarely talked about in bureauc-
« racies. Learning them 1s accompanied by the ac-
. quisition of bruises, welts, scrs. burns ang age.
Age alone doesn’t do it, but it is only through the
attainment of expfrlenccs to be reflected upon
that these skills ¢can be acqu1red There are men-
tors and tutors to be had, but they rarely formally

'

* Thisss really a verv complex rsuc and one that can anly be reterred to here
The publication of failures 1s dangerous to agency administrators because it umply
provides another w€apon to those who are always lurking in the wings waiing to
exploit any mistakes made by competent people who make mistakes and are willing
to admit them  As 2 result the pubhumm of mistakes has to be carefully orches-
trated

Aruitoxt provided by Eic:

" stages. of your career

* v
you through it. At early
y\\l know only after you've -
been. through a parucular‘ lesson and you sit
bruised and smartmg that you have been taught.
Later, you know as it happens and&hlle you may
not particularty enjoy it at that time;’ you can ad-
‘mire the skill with which it is accomplished. [But if
you have concentrated during your early lessons,
there really aren't all the accomppnying painss just
generally. the reminder that when doing complex
work 1t 1s necessary always to be very alert.])

The coupling of energeuc*brlght, relatively
undisciplined young researchers with a seasoned
organizational veteran who can provide a certain
amount of structure (or thgiappearance of struc-
ture) seems to me a likely ghiarantee of 4 reason-
able success in completing an evaluation\

teach. Most oﬂen they

Familiarity with the Field of
Service Delivery

While 1 am not sure the, following assertion
will be absolutely cleat, I nevertheless want to
begm with1t.'T am not interested 1n evaluatmg ,par-
ticular programs I am interested, and I think my
clients are best served, if I evaluate methods and
strategies, not progrdms Let me explain that The
|mportant principle here 1s generahzab}hty, A pro-
gram is only of genera'l interest when 1t
exemplifies methods, skills and strategies which
are relevant to a wide variety of settings. Programs
may or may not be that generalizable. If a ;ﬁ-’ogram
1s so dependent upon local circumstances that 1t
cannot be exported to other settings, 1, as an
evaluator, am simply not interested in it. It may be

“that 1t 1s of legitimate interest to the agescy pro-

gram officer. But I'am interested in developing
the knowledge base about the effectiveness of
methods and strategies which are transferable in a
broad field of service delivery. In order tp se¢ the
broad apphcauon of a project, an evgluation direc-
tor must 4now that service delivery system, must be
aware of the int¢llectual traditions that have given
‘rise to the present knowledge and skill base of that
profession. And, it seems to me, she/he must be
able to help the chient context her/his program in
those traditions. If the'evaluator can’t do that, out-
comes are meaningless.

I did not include this in the characteristics of
evaluation staff. If they would have such knowl-
edge of the field whén they started, that clearly
%ld be desirable. But it 1s not essential that the
evaluation director makes certain thit staff acquire
it during their work. Staff will, if highly metivated
(one clue to the curipsity, skill and interest of an
evaluation group is the extent to which they

“quickly start immersing themselves in the litera-
ture té acquire familiarity), acquire famiharity with

service theory 1n relauvely brief periods of time.
(Methodological sophistication cannot. That has to
be learned by doing as well as studying.) But since |
the project director 1s the person who will be set-
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ting the general directions of the evaluation group
and provndlng the overall guidance; it is esséntial
that he/she kgow the substance and theones of the
ﬁeld

' Expenence in Completing a PrOJect .

Evaluations doin’t complete themselves. A staff~
can be skilled in data collection, analysis, theory
bunldmg and graptsmanship and still not be able to
complete an evaluation. The best of people can’
block in completing an- evaluation. It's almost a
stage in resgarch or evaluation. The person who
has been through completing a project-knows the
project’can be completed. The fact that at least one
person knows it can be. completed is cfitical. Out*
liges arculated widely to colleagues and consult-
ants ca;ﬂl:lelp disperse the feeling of hopelessness
which develops when people sit down tp write
after five years of work and $600,000 of funds.
And, if they have kept their records, exploited the
resident obsessive compulsive, and if they can nar-
rowly concentrate on the questions the psogram
addresses rather thap the “olr«by the ways,” the
first rough draft is h{jlf written by the time they sit
down to write. (In 6ther words, if the project has
been well run, the writing of the final report began
with the development of the original grant. Report
writing implements includes scissors, scotch tape,
xerox machines; as well as pencil and paper.)

These then are the characteristics that I find
essential in gond evaluators, both staffrand direc-
tor. No doubt there are other characteristits which
should be addressed here, but, at least for me, the
mentioned ones are most critical. Ths s #ost cer-
tainly true. P

Other miscellaneous Verities: ?

Verity #3. In order to understand one (police
‘ officer, physician, nurse, social
worker) you must not be one (the -
other side of—"In order to understand
one, you must be A
* one’’}—or—cooptation.

Much police, social and medical work 1s per-
cewed of, and often is, exciting and important. For
young persons who have hardly seen the outside of
a unlversnty such real world work will be attractive
and interesting. For many it will be a welco -
lief from the years of thinking ahd reading er
than domg Their high degree of interest in such
activities makes them especially vulnerable to
cooptation. .

My own expenences have led me to the follow-
ing points of view regarding cooptauon

1.1t 1s to be expected. It is a stage that all re-

searchers must go thfough if they are prop—
erly sensitive to their subjects.

2. Cooptation is a trade-off. Whether agencies

~and evaluators do it consciously or we€®n-

sciously, both try to seduce the other to
their respective points of views In so doing,
both allow an unusual amount of access to

\

»
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secrets” of their organizations. When
searcher (or professional) Is generally much
.wiser. about the other organization and
him/Herself. : .
.Althou’gh there are counter-strategfes, i.e.,
supervision, and’ creation of a staff culture,
most often remission is spontaneous and oc-
curs when a terribly biased initial report is
reread with horror and shock several .
monthy later. (Here, good supervision
points out the universality of the ailment, is
supportive, and recogpizes it as an impor-
tant learnmg opportunity.)
. There is no subsequent lmmumty to it. It
happens over and over, even to crotchnty
old ;io_ject directors.

5+1f remission does not occur, more likely

than not it is terminal and career counseling
is in order. Unreconstructed co-optees are a
disaster to evaluatipns. They are devisive,
secretive, and generally have all the zeal of
religious converts. Truth is theirs alone.
.Symptoms include: (for police
evaluations—people doing evaluations in
other agencies will have to fill in their own
specifics) .
a. Wanting to carry a gun.
b. Feélinig that nobody Teally understands
the police as well as you do.
. Becoming a police “buff.”
. Overemphasizing confidentiality. (When
"cooptation has occurred, the principle of
c'onﬁdentiality igcludes and more often
than not is specifically ‘targeted. at the
project director. The researcher feels
that he must “protect the poor police de-
‘partment and police officer” from the
rapacious projest director.)
. Developing the police “swagger””
. Using police jargon.
. Wanting to get invelved in the action, i.e.,.
help with arrests, etc.
. Ignoring ﬁndings or “twisting the text to
meet the message.”

And flnaljy, I would argue that the staff
member who s never cooptable sirpply is too disin-
terested or too far removed from the issues. Coop-
tation is like sex and love relationships,.You might
not want it all the time, but withdut it there’s bore-
dom and disinterest. This is ?ost certainly trug. .

‘ o

Verity #4. The only truly unforgivable sin is
covering mistakes a secorid
time—or—mistakes at work.

7’

-

! Mistakes are common for people at work.” My
own feeling is that I make a minor mistake a day, a
middle range mistake every week, and a truly
majoy goof-up once a month. Such is the nature of

» work. But mistakes are not to be confused with in-
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- and failures of ourselves and our colleagues. But
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competence. People have rights/to mistakes, but -

, not to mcompetence And the nature of the world
of work is such_ that, given proper colleaguesh"p
supervision, and direction, most mistakffg can be
handled and compensated for—most’ often by
: extra work. (That is to be expected.) And while it
might soundt Pollyannaish, I really ‘believe that
mistakes and the handling of mistakes provnde
some of the most critical opportunities for learn-
ing and growih to capable reﬂective people.

Further, it1s to be expected that some persons
who make mistakes will try to cover them up (not
by redoing the task but by hiding what they .know
or lying). As a result, a project director has t6 be

* careful to remain famlllarl'nough with what is

going on to be able to spot the covering of a mis-
take, especially a major one. When “covering” does
becur dramatic action is- necessary. All must be
made to know that that is the one unfo‘rglvable sin
and, if “covering” ever occurs again, that's it.
Termination, firing, is the only alternative. ’
But, for the most part, mistakes simply have to

be lived with as a fact of life. Often one can only °

shrug off the minor mistakes knowing that it
would be more of a mistake to try to undo it than
Just to forget it. The middle range misfakes often
have to be made up for by extra work (not that
anygne tells you you have to, it's simply work that

has to be corrected). Regardmg the major mis- -

takes, they not only require effort ¥ undo (some
may be so serious that they cannot be redone) but
they also provide rich learning experiences in hv-

- ing with the consequences of life, Be clear, major

mistakes generally do have ‘consequences, but most
often the consequences are not calamities if faced
up to. *

For me, my primary goal regarding my own

mistakes is to discover them myself and report -

them. (This can be read as honesty or practical
realism.) Such reporting does not free one from
the consequences however. It simply is the de-
velopment of trust in work relationships. | hope
that my-boss can trust me completely’ That is—-
that he can trust that I will make my mistakes, but
that"he will never be surprised by them. [ .have
- found few mistakes that cannot be, handled n civil
ways. Covering a mistake, on the other, hand, may
mean that the opportunity to redo 1t 1s lost and
potemlally is disastrous to a project. (If I sound

“preachy” at this point, it is because [ feel quite
strongly about this. Much of the work we do in
evdluation is new and exploratory. If staff runs
scared because they are fearful of making mistakes
or taking appropriate nisks, then the whole enter-
prise is lost. Evaluations are simply risky business.
. Bright competent people have the right to mis-
takes. Evaluations and evaluators can fail. If fail-
ures are seen as legitimate, then we can continue
to develop our field, both through the successes

.

-

failures, too, should be published so we don’t have

to go oh and on making the same major mistakes-.

in evaluatfons.) This is most certainly true.
i ™~
/ :
Verity #jB “identifying the laborer who is to be
in the vineyard’’-—or—selecting a
subcontractor.”

i

,
Although I do not have a great deal of empiri-
cal evidence about this, I nevertheless am con-
vinced that every gevaluative organizatipn has a
genius of design working someplace.in the inner
sapctums of the organization. That person is not
on‘iy a genius buit often too has E.S.P.; in that
she/he seems to be uncannily aware of exactly the
design the contractor has in mind. But the grantor
will never meetythis design genius and once she/he
has completed the design, she/he will be irrelevant
to the evaluation. The poing I am making is that
the key persons to assess in“selecting evaluators are
the people who will actually do the work. They will,
make or break. the evaluation. Even the project di-
rector is not enough. You must see and make-
ments about the key on-site evaluation staff
ber(s). This is most certainly true

Verity #6. The truth shall make thém ' -
free—or—passing by the crotchity old
evaluation d:rector

And finally, if young researchers are bright
and capable, and if an evaluation director has
given thém the opportunityvto really use their
magnificent selves and skills, and 1f he/she believes
that knowledge and skills are really crescive, the
evaluation director will see young evaluators fly
slightly higher and slightly faster than the crotch-
ity old evaluation director. And that’s what it’s all
about and s most certainly true.

Conclusion

Those of you familiar with hermeneutical
principles will recognize that I have used the clas-
sic three point Lugheran sermon style: Introduc-
tion, three'pomts#; the body with th;ftomral part
being both the longest and most important, and
the third part a miscellaneous section where things
are put that-don’t fit into the outline. The conclu-

" sion is generally an exhortation. I have presented

my verities. I shall spare you farther exhortation.
And that 1s most certainly true.

One final point. My evaluation colleagues, the
Kansas City Police Department and I have'com-
pleted an experiment which has been considered

Jo be fairly well done. We were very, very lucky.

We worked very, very hard. Most of the things I
am’telling you are in hindsight. I may be wrong. I
think I am night. That 15 most.certainly true. Selah.
Amen.
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Additional com on putﬂng togelher a good
evaluation-research p -

» .

. -
“The skills involved in carrying eut good pro-
gram evaluations are special and not widely avail-*
able. There are suffjcient special characteristics of ~
progrffh. evaluation. research to make.it Qpllkely

Lee Sechrest

that researchers without specific experpments .

and/or trammg for evaluation will able to re-

solve all the problems that agra sute to, arise. "

Therefore, an“admimstrator yanting to J#écome
involved in program evaluagfon researc{ will not
maximize chances of successful completion of the
evaluation by reiymg on the usual sources of xe-
search expertise in his community, e.g., a local
universiy faculty. Unfortunately, many university
faculty members have no notion that their
capabilitiesay be in any way limited.

In fact, most administrators will npeed somé
hetp in locatinig and recruiting evaluation re-
searchers. There are several sources for such help.
First, the potenual Junding agency for® the re-.
seagch will often kh8w a good bit about the local
reska'rcommumty and will be able to make rec;
ommendations based on their experience of re-
searchers -who have the needed expertise and
interest. A second source of information often
available 1s the directors of other similar evalua-
tion research projects. If amadministrator knows
of evaluations whieh he or she considers to have
been well-done, a good move would be to contact
the evaluators of those projects for advice. Even
though the evaluators are at a considerable dis-
tance, esaluation researchers will often know the
resources available in the community. Finally, the
administrator may inquire locally to determine
whether there'are evaluators with experience of
the type needed. The administrator should not be
reticient about askmg to examine credentials and
samples of previous evaluation reports. If neces-
s@y outside help, e.g., from funding agencies,
should be sought in assessing the credentials and
previous work samples. No competént and honest
evaluator will balk at having his or her work
examined carefully.

A good evaluation research team beginswith a’

< highly competent evaluation researcher. That per-
son will then, ordinarily, be able to put together
the staff to the evaluation if it is funded, In the
meantime that researcher should be qunte willing

* to participate in planmng the evaluation study and

in preparation of the proposal to be sent to the
funding agency. The greater the mput from the
potenual research director, the stronger the pro-
posal is likely ro be and the greater the chances of
the ulumate success of the evaluation.
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Over the past several years the Police Foundation has been fostering, supporting, ménatoring, and publishing results of a variety of
research on the delivery of police services. During that time the Police Foundation has accimulated a valuable fund of information
ZFWWM in daing police work and 1n getting 1t paid attention, to in the police community. While police work cannot be

equated

. -

he delivery of emergency medical services, 1t 1s believed that there are énough stmilanities between the two fields to make
~ B least some of the lessons learned from police work transferable.

v
.
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It has been a long time since I have done any - purfoses of tire Foundation, in(policing situatioRs

work, .but I have had the-opportunity to learn

from the labors of others. The last five years have

been especially interesting. Puring that time the

Police Foundation, in collaboration with % number

of police agencies across the country, has initiated
fifteen substantial pieces of evaluation research in

the field of urban policing. Ten experiments are

finished, three are in various stages of evaluation,
report completion, and two are still running.

Some expariments have been.done by Poli(&

Foundation evaluatggn staff with support in some
instances by cqhtract research institutions, many
by research institutions under direct contract to
the Foum@(jer. These numbers do not sound im-
pressive c§mpared to, say, the national debt, But
they do, ir?fact, constitute a respectable fraction of
the evaluation research in regard to policing that
can be termed consciously formal in the sense that
it is intended to conform, as far as nature will al-
Jow, to the rigorous.standards of science. Since
these are a class of social éxperiments we aretalk-
ing about, it will cpme as no surprise to you that '
semetimés the correspondence with scientific
standards of rigor has not been as close as orne
could wish' But all of our work has-been con-
ducted, reviewed and reported by those standards.
Much that the Foundation does is of-a differ-
/ent nature, related to removal of barriers to im-
provement in personnel and other important as-
pects of administration or to more direct efforts at
reform through inférmation exchange and the
like, but all of the activiti¢s under direct discussion
here were initiated with the firm intention of for-
mal.exgerimentation. Each initiation has been the
product of a negotiation between the Foundation
and\a i)olice agency. Each negotiation began with
exploration by a Foundation program officer with
police administrators to search out possible issues
Cf common interest which lie within the strategic

5110 ' - '121 .
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that appear to lend themselves to productive re-
search. ' /‘
When an acceptable issue to test is found ina
climate of circumstances that appears to fator
formal experimentation, the program officer
works with the police agency to help the agency to
produce a proposal sufficiently concretg to enable
our Board of Directors to assess the intrinsic worth
-of the idea, in terms of generating nationally, as
well as locally, usable knowledge of substantial im-
portance to improving policing, and to consider
the cost to develop a program plan for the exper-
iment and an evaluation design to go with it. This
preliminagy proposal will have had, at the very
ledst, input and advice from me with regpect not
only te evaluation.design and planning needs, but
"also about bringing the statemént of program
purpose and process toward measurable, concrete
terms. Often, even at these very preliminary stages
of program development there will have been
more extensive evaluation staff collaboration in
specifying what kind of exgeriment if will be at-
{tempted {o design.

When the Board approves the planning grant
and a sum for evaluation design, the police agency
adds officer and other capacities—including civil-
ian professional specialists as needed—td the
planning team which will develop the full experi-
mental design and program of action. Evaluation
capacity is mobilized to work in close conjunction

, with the planning team to produce the evaluation

design and work plan so that the experiment and
evaluation are parts of a single, coherent entity
aimed at producing the'defined knowledge speci-
fied.

Initial estimates ofythe eXperimental design
task, of the capabilities of the police'or evaluation
groups to perform, or both, may have been mista-
ken. If the design and planning proeess-goes well

X
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but needs more tilne or other additional resources,

extensions to as long as one year, on one or two
occasions even longer, may be funded. If it should
b‘eu)'me clear that a feasible design for_formal ex-
perimentation and.evaluation is not going to
emerge, no expefiment will be funded, Should-
‘another kind of research than an experiment still
seem promising,’a proposal for it,” prepared

through the full cooperation of the police and the .

tesearchers, would be submitted to the Board.for
consideration. | . -

A grant to a police agency to conduct an ex-
periment or other form of research requires the
agenzy to commit itself gp facilitate collection, and

"“in some cases to provide, baseline and other data

pertinent to maintenance of the experiment and
conduct of the evaluation. It must also commit it-
self to maintenance of experimental conditions for

" the planned duration of the experiment, barring

catastrophe. Foundatien program officers monitor
and ‘work with the project management staffs of
the police agencies in which they have experiments
or pther programs in progress to make sure that
the agencies have the capacities needed to main-
tain controlled experiments and are doing. so.
Should that not be-the case, every attempt would
be made to assist the agency to do so.-If carcum-
stances did not allow for full success but the
ag@cy remained committed to the 4ftempt, ad-
Justment of objectives might be made if substantial
gains in knowledge could still be expected. Other-

) wise ﬁmdmg would b€ subject to termination.

7+ These, no doubt, simple appearing para-
graphs com’press a great deal of information about
what we-have learned about doing ‘evaluation re-
search in policing. It is the model we believe to be
most useful in our.business. _We have come close,
much closer perhaps than most, to operating-as I
have described. Even whén we do, there are seri-
ous problems to deal with. .

* Development and conduct of experimentation

and evaluative research in these fifteen instances

“has provided rich experience in identifying some
of them. Several of your speakers are participating
in this conference because Professor Sechrest be-
lieves that some of our learnings from them may
be transferable to research in the field of emer-
gency medical services. Our_practijioners ard re-
searchers in that field can assess which ones may
be applicable and to ~wha( degree that may be so. I
shall not -myself attempt to draw many parallels.
There are ptobably many reasons why I should
.not, but one seems sufficient: I don’t know enough
about emergency medical services (EMS).

Let us begin to unravel some of these -

- genieralities: Note first that all of the foregoing has
been stated in terms of Jthe interests of a funding
agency, one dedicated by the terms of its charter
and commitment from the Ford Foundation in late
1970, to’improvement of policing in the Umted
States. \ .

"good ideas ab

. - M )

~ : . . . |

¢ . - .

There are a umber of reasons for thisc An -

obvious one’is that that ig the pcrspective natural
to my present. business., Another,” however, of ,
more direct intérest for thls/dlscussmn is thab the .. -
funding experience can be a sort of integrative
mechanism for learning. When we take mote over
tme, for example of wh;lt the most useful items . .
are thit our funds provide w1tf1 respect to initiag- -
ing or to sustaining an expcrlment -or an eval‘ua-
tion, or to keeplng them in adequate relation one.
to the other, we begin to understand which of
them seems special to one circumstance and which

‘are recurrent and mdre general in application: It. .

is the fact of being a-funding nexus that lets us

-learn the same thing across a variety of projects

about the importance of what our program or our
evaluation people do. Once we have understood
those observations, the findings that seem to be
most general can be used by any agency that wants
to test, in a formal sense, the usefulness of what it

“already does or innovations that might lmprove

the agency’s effectiveness. .

Finally;“rhis perspective is suggestive of
another important pojnt.- When the Foundation
was first chargered, it was expected that a flood of
t things-to try, expressed in terms -
of well thought out and specnﬁed proposals, would .
“pour in from pollce agencies across the country. A
flood did pour in at first, but in general, they were
requests_that the Foundation fund conventional
training programs, or a new headquarters, or a.
management survey or the like. .Those thaware-
ferred to a desire to try a new idea often showed
an unawareness of what other agencies were doing
or were not well thought out in terms of specnﬁed
objectives, concrete steps to achieve them or meas-
ures of success. In short, it quickly became clear;
even to those of us who did-not alreadygknow it, i
that the Foundation was never likely to be able:
simply to hand a check to a police department and
stand back to wait forthe inevitablg good results.

The problem for the police is that they are
fragmented into some 17,000 forces, each an is- -
land unto itself. They cawbe islands in two senses
important to this discussion. They have tended of-

F)

" ten, as you probably know, to feel defensively iso-

lated from the communities they serve. In cities
where our sutveys have shown, as théy ivariably -
do, that citizens have a high regard for the polite
and are supportive, the police tend to underrate

that regard and support. There is an aura of sec-

recy about what thé police do ahd how they go

.about it. ,

But, for our purposes almost more lmportam
is the fact that police agencies are, generally, insu-
lar with respect to each other. Almost all of our
nearly half million police sgrve their whole careers
in the dgency they first join. Lateral movement ex- * -
cept at the highest levels is almost non-existentand
is rare even at the level of chief. Communication -
among thenr about the substance and methods of

i
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their work is generally poor. In the spriné‘of 1974,
thé Foundation convened ‘a4 conference -of the
chiefs of patrol of the forces in the 35 largest cities
in the country. That is the first time they had ever
met.

-

of the following kind. It is rare for police adminis-.

trators to be formally tralned in management, as i

city managers mus{ be, or in business manage-
ment. It is rare for police agencies to employ the
many professional or technical-skills .from “o
side,” as many other forms of enterprise that deal
with organlzatlonal management and human serv- -
ice issues find it haturaltto d\.xanagement prac-
"tices common to' many other forms of enterprise

- are slow to be adopted in policing. State-of-the-art
knowledge or breadth of experience with prob-
lems and practices across differing jurisdictions 1s*
hard to come by in such a setting. G

This is why the money.the Poli§f Foundation™”
prov1des in plannlng grants goes largely for two

< thlngs ‘outside” consultants and travel. -

Over the last few years we have helped several
police agencies learn how to use psychologists,
sociologists, program analysts; data technicians,

- pdrsonnel speciahsts, organizational development
spkcialists, and others with talents and specialties
from outside the world of policing. It has been
necessary to do so to help police adminjstrators
formulate in concrete terms the ideas they want to
Join with us in testing,to help them learn what else -
“1s known that is related to 1t, to help them select -
the most promising ways by which to test therr
ideas, afid how to make those tests acceptable with
meanifig to patrol op other officers, as well -as to~
the citizens, who are affected by the test or who
.may be by the results. . . . -

Travel budgets for other than the chief dre
small or non-existent in many departments. Even
the chief may be restricted to one or two tnps per,
year. Travel is often the first item to be cut ,in
tlghtened aty ‘budgets. A cutter simply has to say

“boondogle,” and wield the axe.

The Foundation has sponsored travel, by offi-
cers at all levels, to other cities that have dealt in
,some way with an issue area they wish to explore
- that will help them jgrtheir planning,

have said that providing these two kinds
of aid to >olice agencies, helping them to open up
toa broagler world, both of policing and of the still
onk beyond, may be among thé most us%ul
oundation does. I would nat deny t‘at
. possibility. Itis, at any rate, clear that we could
design and plan good research, with our p

e

-

-
.Does any part of this sound familjar to you as
EMS practitioners and researchers?
Let" us .move on now from what we have
learned about what it takes to help a willing police-
. agency design and pldn good research to.what we,
3V tearned about what it takes to execute a good

These factors seem to have had consequences®,

1

.
'

research design to produce cregdible answers about
what works or, what does not. To lay the ground
work, consider what we need wr-deal with.
Evaluatiori of the consequences of experinien-
tation requlrQ ideally, .commonly accepted, well
defined measures of input and output Measuring
the peyformance of pollce réquires’ agreement
ut {the”
are posed to deal with, how they are supposed
to behave, and what they are supposed to accom-
.plish, all in mepsurasle terms and based upon data
that it is feasible to get. It is common knowledge
that measurement of public sector activities is gen-

. erally far more difficult than, for_business where

-

dollar gains and losses are comparatlvely easy
yardsticks to apply. Poliging provides an excellent
illustration of the complexities of megsurement in
the publjc sector.

Let us trace that idea for a moment. One ori-
gin of the problem is that there generally is not
one public which decides and transmits through
city management what it \7'ants the pollce to do;
there are several and they ‘are often in sharp dis-
agreement Field interrogation, stopplng and
questioning citizens, can be proper ofder mainte-
nance to some middle class blacks or whites affll, at
the same time, harassment to youngsters with long
hair og bushy afros. Some want arid need emer-
gency&lelplng services, from transportation to
medical service, to couns;llng about domestic
trouble, to solving neighborficod disputes, to deal-
ing with an insane reldtive or friend. Others in the
same cfty would turn to their doctor, their mar-

~riage counselor, fheit lawyer, or their psychiatrist
- for these sorts of service, bellevmg firmly that the

police should “stick to.crime” or “solve the &raff?-

problem™ and not be diverted by these, as-they
would term them, ‘extraneous, unprodugtive de-
mands on their time. And so it goes.

For any particular remedy the police might
apply, there will be disagreement about its yse, Is
"an Arrest.the best solution to a problem> People
differ. It is almpst automatic for many in and out

J"of policing to-tRink of good policing -as aggressive

123 o

policing and to-think of high arrest gates as indi-

\cators, of good, aggressive policing. But for several
years, ‘many have thought not for some kinds of
behavior the police most often déal with and have
-trled to divert young offenders, or drunks, or
others away from. the law enforcement system, .or
" they have wanted to teach police to counsel police
In domes(lc disputes, partly so as to avoid Jxrests
whenever posslble Some believe, the polgps'h;o yld
terested. =~ 7
* © What this means for resea.rch d‘r}d-\gest mthz*
no single mearsure of performance or"dutcom

suffice.. As many aspects s poss% bg meas;

ured and the results-lgid qirtiso t e}ﬂce or
publlc reader may app_jy his’ owqre‘latlve welghts
or values'to them..
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" Another perspective that helps to understand  _ the police mclude in their records, to determine
why evaluation of experimgnts or assessments of whether crime is changing, we run the risk that
police performance or of effectivehess are com- any changes we may see may be caused by différ-
plex and défficult ster.n's frpm recognition that little ~ ences in what ‘peqple choose to report to the
is firmly known- about cause: and effect relation- police. They may also be caused by changes in the
ships in dealing with critne, little theory exists that way thé police treat the reports coming in, These
explains how or why what the police do ought‘to j)roblems can*be guarded against for certain kinds
affect crime. Only a tiny beginning has been made. of crime by conducting wlcumlzatlon surveys of
Two examples will help to make the pohht. It has citizens. Data from such surveys do not have police ,

been assumed. 4s\a rule by many, in and out of bias in them buf surveys have some problems of
poliéin.gf;.r::l;t one-third to one-half of the time of  their own."What looking for modesw®ffects with

police officers assigned to stréet duty must be imperfect measurement instruments demands is
spent routinely patrolling the streets to prevent measurement of any given effect- from as many
crime; insure citizen satisfaction yvith the police perspectives as possible. Such multiple perspec-
and reducde their fear of crime. Our experiment in tives when applied to a sizable number of outeome
partnership with the Kansas City Police Depart- " measures can give confidence about what did or
ment ! suggested that quie wide variations in - did not happen even though, taken singly, most
routine preventive patrol, keeping everything else measures would be too weak to do so.
constant, had no effect on crime, satisfaction, or, But it is not impossible to bypass all of these
f'ear that we could find. Anolher Kansas City ex- comphcauons'by noting that, sinte the busingss of
periment ? that the Law Enforcement Assistance the police is to provnde service, to the public, direct ~
. Administration is fynding is beginning to suggest measure$ of citizen sgtisaction with polite service
that, in many instajices of even serious crime like would be the ultimate indjcator of sugcess or fail-
street robbery, citizgns wait so long before they'call , ure? Unfortunately this is'not now a real possibil-
the police that it [does not matter whether the '~ ity. If the lack of hard knowledge and the other
police hurry or ngf as far as opportunitjes for on- complicati we have mentioned are-linked back
the-spot qrrest&re concerhied. And yet both to e earlier point about insularity of police with
police and pupblic have always felt sure that short respect to thei¥ public and the secrecy that sur-
response times were good for that. In fact, short - rounds what they do and how they do it, the result
response times are often used, by themselves, as | is that'citizens have little or no' basis for knowing
indications of a gaod police force. And police what it is reasonable to expect their police to ac-
hlanagers coach their publits to expect short re- © complish or how to judge whether how they go
spense times to all kinds of calls and they spend about it.is productive or wasteful. This denies
substantial resources on radios and cars, man- evaluators the slrhighlforward use of indicators of
poser and computers to make them short, an ex- citizen satisfaction as a measure of adequacy of
pensive propdsition. ' police performance or effectiveness. .
What this says1s that there is npt'yet muchgal- , » What have we learned about conducllng re-
idated, codified knowledge and that much of yhat search, experimentation and evaluation in €lich an
we think we “khow” is not trge. Clearly, lhc&qn environment in partnership with police agencies?
the. ﬁeld of policing it is important to test the con-  "Let us go back to the con(?ensed summation with
ventidnal-wisdom as well @s to try out new ideas. which we began to see what those simple looking
We must expect our lack of knowledge to compli- statements mean in practice.
cate our research designs and to incréase the risk * We said that a police agency that wants tastest
of failure for unexpected.reasons. an idea must -commit itself to facilitate.collection,
' The effects we are looking for are often subtle and in some casés to provide, baseline and other
or modest in size. The measuremgnt tools so far data pertinent to maintenance of the experiment
developed are not always very sharp. Many believe ~ and conduct of the evaluation. The importance of
that,; to some unknown degreez much criminal be- baseline data, that is, data that shows what condi-
havior stems from economiic and social conditions. uons are-before a contemplated change is begun, is
Young people are being arrested for a large and pretly clear. Without it, it would not be possnble to

growing amount of it, up to half in many places.  make serious, befO{f and alter comparisons to

The police cann6t keep people from being young, show whether any change took place when a new

or poor, qr male, or black. th police can do can technique or other change was tried. But what
a

affect some kinds. of crimin havior some of the many administrators whose experience has been
time in some places. When we try to use the concentrated gn operations, making things hap-
amoynl.,oé crime reportéd to the police, and that pen, are not prepangfffor is that collecting such
B ' data can be a’'massive, time- con:/ﬁng affair.
' George L Kelling, Tony Paté, Duane Dieckman angh Charles E Brown, The Commonly, it_has been their experfence that it is
Kansas Cuty Prevennon Pairol Experimest (Sammary Report. 1974, Technical Report. " dlfﬁculg to gear up their organization o generate
1975). Police Fousidation " -
\ . ) support for change or innovation,+p challenge
Deborah K Bertram and Alexa¥ider . "Response Time Analyss Study. . . . A
Preliminary Findings on Robbery 1n Kaneas City.~ The Police Chief. May 1976 -~} accepted wisdom. We will come back to this point
P - . X R . . . -
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in a2 moment. Once that enthusiasm has beerr gen-
erated, it is natural to want to act&fore it dissis
pates. What has o be done in practice is to incor-
porate that hasellng data collection process as an
integgal part of the agency’'s preparations for the
experiment. It is easier to do so if the issue to be
addressed by each test is as concrete as possible.
The measurement complications and lack
theoreticalknowledge of policing to which we have
previously called attention also suggest thi
The process of bringing ag organization to the
pitch of enthusiasm often generated to facilitate
launching and support for malntalnlng an exper-
iment or other kind of innovation in policing can
result in a state of overpromise leading to sub-
sequent disillusion.”Tt is something like the politics
of congressional legislation, so much has to be
promised to secure passage that any action bill 1s
almost automatically doomed to be seen as a fail-
ure when it is implemented. We noted earlier that
" most of the effects the police can produce by
changlng what they do-are expected to be modest
in size Overpromising is easy.—éhsillusionment—
both of officers and of thé public—is frequent and
makes further change more difficuh. The shrew-

dest chiefs have learned to focus on the trying of

better ideas or the testing of old ones to make 1m-

provement rather than on expectations of

elimnating crime or citizen, fear by gny single
thing, however major, their department§ by them-
selves, can do This 1s a hard-learned but valuable
lesson for other managers of service systems.
We also said earlier 1n our imtial summation
"that a cooperating poheg agency commits itself to

planned duration of thé experiment, barring
catastrophe. Let us deal with catastrophe a little
later. Experiments do not maintain thémselves. By

. defimuion, they constitute the maintenance of

strange conditioils. Organizations have enormous
capacities for aBsorbing attempted change so that
when one looks again, all 1s as 1t was before. There
are many reasons for this: Practitioners may be-
lieve that ‘the way they’ normally do their work s
best; they may feel that a change to be tested risks
the safety of their beat: individuals may fear a loss
.of relative power or prestige, or even pay. Collec-
tively the effect 1s similar to inerua, ad organiza-
tion tends to keep on doing whatever it has been
dotng in the same way 1t always has unless an in-
side or putside forke is brought tq bea‘r‘to change
1t. -

To'be serious about research that requires exs

perimental conditions to be set up means that the
pollce administration needs to decrde 1n advance
how it will know that those conditions are 1n being
and to set up exphclt means—data or indicators to
watch and people to do it—for contipuously pr
perlodlcally monitoring whether they are.'Such a
monitoring eapacity must be able to feed informa-

' uon to the boss as to what is off the track and what

.
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maintenance of experlmental conditions for the,
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change will restore it. It is then up to the boss to
take the necessary action to do so. If some police
activity is to he stopped in defined areas, is it stop-
ped? Does it remaln so? If an acuvity, or the
number of officers is td be increased at certain
times or in certain areas, 1s that happening? If two

kinds of officers, say male and female, are to be
assigned to tasks equally, in this case without re-
gard to sex of officers, 1s that being done, or are
men subtly protecting women? .

In practically every case, the cooperating
police agency has required the continued internal
assistance of some of the sameends of consultants
that were provided to help with the tnitial design,

-and plapning of the research. To these have been
added police managemant and operational talent
which together form a program management

)'\, group to ran the research program on behalf of

the agency.

Often, and what the Foundation especially
likes to- see, the city govern'ment, at the recom-
mendation of the police administration has created
the necessary budgeted positions ta institutionalize

the civiian additions to the police agency's capac/

ity to plan and manage research after the first yéar
or so of Foundation suppory. Such bodies often as-
sume wider planning, af apd research
management ‘capagities tha agency s abil-
ity to innovate and test v»hat it does well beyond
the initial levels the Foundation has sponsared.
The Kansas City respomse tifne study was de-
signed, funded and conducted including t\he pres-
ently oggoing analysis‘of results, through the ef-
fortsgff the research capacity originally established
in the course of Police Foundation experimerita-
tion 1n that department. .

We had said that Foundation program officers
monitor and work with project management staffs
to make sure that the agencies have the capacities
needed to maintain controlled experiments and
are doing so. The energy and attention of our
program officers have often been as important as
our funding in securing th¢ successful completion
of research. When the indicators show that some
condition 1s not being maintained as agreed, it may
‘be tHat a shift of existing program resources will
help to get it back on track. A staff visit to another
department where a similar problem has been
solved may help the agency’s project management
more than additional computer time that may be
budgeted. Or a computer specialist may be able to
solve a programming problem to help get better
data for controllipg the experiment. FlCX'Blllly in
shifting experimental program resources has often
heIped to ‘make the most of research oppottuni-
ties.

The police agency’s own monitoring process is
"designed during the early planning phase that we
hrave talked about when the experimental and
evaluation designs are béing worked out together.
The evaluation team works with the agéncy’s proj-
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éct mzfnager_nem staff and helps to specify what
indicators will shqw whether the experiment is on
~‘track and asyjsts in designing the data collection
..scheme thatsWN| produce those indigators. Once
. the experiment 1 running, the evaluators monitor
- ‘the quality of.th? indicators and help the agency to
. improve the quality-where it is not adequate for
the purpose. In every case so far that has been

necessary. One reason is that data adequate for

every day familfar operations are often not suffi-

- cient for doing research or trying out new ways to
do things; the level of detail may be too low or pot

- all the kinds of data heeded may be routinely cdl-
lected. Another is that many police agencies are in
- some state of transition in their use of computers.

120 This means thdt, ceven though the computer is
producing dyta about an opefation, the operation
may still be being managed and run by the pre-
existing method of control. In such cases, errors»‘m
the computer data ‘may not be noticed. In any case,

) lhcy do notmatter. When, for example,«adherence

~ 10 dispatch di_saplvme in a team policing experi-

. ment forces uSe of com pulerlzed dispatch data, er-
rors in thewdata suddenly make a dlfference Be-

' -~ fore that, no one knew that there were any.

The four-way feedback between pollce agency
. program 'management and evaluators in the field,
between police and, Foundation program officers,

2 . . .
- ’Between evaluators in the field and evaluation,

management and, finally, between Foundation
program and evaluation mianagement, has been
.} responsible, at its best, for getting the thost out g,f
a research opeortumty to help a police agency gain
knowledge about a question important to its own
purpeses, as well as to policing nationally.. Whén
‘communications in one or more of the links has
been incomplete or slow, results have tended to be
less sauéacl‘or‘y This may happen because the

 d

capacity or behavior of the pohce agency or evalu-

ation stalf could rot be adjusted rapidly enough.
‘ ’ When circumstances beéyond control prevent
‘ , realization of imitial expectations for ar/ixperi-
ment, jt is sometimes true that less ambitious but
still valuable research objectives can be reached if
the facts %earned soon enough that police
" agency and #bundation management, both pro-
gram and evaluatigq, can agree on the changed re-
“a search specification. If events preclude that, it.s
still essential that these feedback loops, especially
. from evaluation staff, operate so as to make clear
to all concerned how a given state of affairs diffets
from what was planned. For example, it can hap-
pen, as it can in most public or private buwreauc-
racies,"that a prime sdurce of inertia or resistance
to change is middle management. A decentraliza-
" tion plan, perhaps such as neighborhood team
policing, when implemented, will shift operational
decision, making authority downward away from
middle management. If other aspects of the
change.in organization and operations do ‘not
ccbrbppensate for that in ways perce{ived»as adequate
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by middle managemejt mémbers of that group
may well r¥sist the maintenance of the new ar-
rangement g4 ‘that, in a few months or-a year or
two, authority they deem’ important will become
re-centralized and the planned change will really
net exist except, perhaps, for superficial ,appear-
ances. Should such EJstate\of affairs be detected, it
would be important for a chief t6 know as soon as
possible so that he could decide whether he has the
‘political power, internal and external to his
agehcy, t6 deal with the situation. (We-will come
back to this pomt agam a litle later.) If circum-

stances change, it is lmportam for all concerned to -

know that the evaluation report will say that.

By now we have seen that, in all cases, operating
agencies have added new capacities to themselves -
to enable them to plan and _conduct serious re-
search. The sorts of capabilify adequate for operat-
ing as usual are not adequ?tle for an agency that
really wants to advance its knowedge- of, and to
improve, its own art and practice. The sorts of ad-
ditjonal talent that are needed do not ordinarily
grgw in police agencies so they. must be Brought in
from outside where they do, from univérsities and
. research groups, from technical and professnonal
schools, from other backgrounds and experiences.
"When this has happened, not only has the agency
been able to conduct research and tests that it
wanted to do, but also, it has been able to improve
its knowledge and control, for management and
operational use, of its data and information sys-
perations; it
has been able to plan, secure funding for, and’exe-
cute additional research and test or other im-,
provement projects on its own. Most’ lmportantly,
the viewpoint of the agency can change to one .of
open questioning. of what it and other aggncies do
and how they do it, making learning from experi-
ence a continuous, explicit process, and innovation
and change based upon such learning, natural.
This is a sharply different atmosphere from the
isolated, defensive, rigid climate which has per-
vaded agencies that have not moved. . _

Adding such capacities, even only one or two
people bringing new kinds of talent aund training
not “slotted” .in the orgdnization, costs money.
Sometimes part of the 6perating force or of man-
.agement that is to participate in an experiment or’
other research need to be specially trained. That ,
costs money, sometimes at overtime pay rates for
large numbers of officers, plus the cost of instruc-
tion. Sometimes additional or special equipment is
needed (although the Police Foundation has tried
to kéep its contribution to equipment at a
minimum), agd that costs money. City or county,
councils do not, even in relatively good’ times,
readily make money available for research and ex-
perimentation; they prefer'to fund only traditional
or tested items. If it were not for that, police or
other agencies could go ahead and add whatever
abilities are needed and do their own research and
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testing of whay they do or of new ideas. As it is,
with rare exceptions, outside furiding sources must.
nlways pay the bills for.initiatihg test and innova-
tion. And another need for outside funding ’s to
make. é¥alugtion cregible.

It may seem strange that we have come this far
in discussing’ evaluative research in policing with
only cursory mention of evaluation. We have said
that evafuation and program designs must be de-
veloped and planned together as parts of a cohe-
rent whole; that evaluation staffs help police
agency project management staffs to design -and
test internal project monitoring and evaldation
plans and data systemg for them; that evaluation

—~

staffs monitor these mopitoring systems and ind:f

pendgntly assess.the sfate of maintenance of e

perimental conditions. We have said that
evaluators provide Erugially important feedback
about that.to the agency and to the funding

sodrce, to both program and evaluaton manage-

ments. But.that is all.
One reason we have not said more is that

»

. sarily assure it. That is why, in

own evaluations i many important circumstances:
One is thatif the agency wishes to make a substan:
ti ontribton to better understandmg of a
pollce 155Ge that has national importance, it is es-
sential ‘that the evalbation of results ofsan expen-
ment done for that purpose be, and, most impor-
tantly, be seen to be, disinterested. A separately
funded, independently managed evaluation staff*
to measure impact of the convéntional W|sdom or
new technique or operation being tested is essen-
tial to credlbllltf‘though even that does not neces-
1 experlments
sponsored by the. Foundation, fie evaluation s
funded by our Board in a budget entirely separate *

and distinct from the budget for the program to be .
evaluated; the evaluation capacity, whether inter- ~ 121

nal to the Foundauon or contracted for, is man-
aged and directed entirely separate from pro-
gram management, and both designs and draft
evaluation reports are -extensively reviewed by an
outside Evaluation Adwsory Group, membeérs of
which have no vested interest 1n the success or

other speakers at this Conference have alreadyg __failure of a program or of a pélice agency. A more
. complete separation would occur if the Founda-

done so. But the most important reason 1s that we
“are dealing wjth first things first. An ageney chief
and administration that really wants to test an
idea, -1s fully committed to maintaining agreed
-upon experimental conditions for the duration of
the test, has‘the capacity to design and plan a good
experiment and the ability yo monitdr and to take
whatever action is requréd to maintain 1t, can
make the evaluation task, inherently difﬁq‘{lt at
best, worth trying. If the agency chief and his ad-
ministrators, either through lack of mterest or im-
pauence, lack of understandmg of the commit-
ment they have made and what 1t may require
them to do, or for any other reason, do'not main-
tain the experimental conditions, the planned
evaluation 1s impossible and no amount-of evalua-
uon talent can make 1t otherwise. So we have con-
centrated here on what service practutioners need
to do'to make experimentation and evaluation
feasible -

Given that the cQ’ndmons for research and ex-
perimentation leading to opportunites for- good
evaluative research have been established in an
agency, why should 1t not go ahead and do 1ts own
evaluations? For many purposes 1t should. This
will be parucularly true for tracing of internal
operating processes and attempts to change them
and for some experiments which can be evaluated
at relatively low cost. An ability.to do so' will not
only enhance the abjlity of such an agency to do 1ts
own work betterBut will make it a much smarter
customer for outside research it may wish to con-»
tract for—a point of no small impertance when
one 1s aware oi how vulnerable most agencies are
to the purveyors of ‘outside “expertise” and how
little unsophisticated a&encles benefit from such

Jservices.
X But factors work against the agency doing. its'
<
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ipn sponsored the evaluation of an experimental
&?:gram funded by others. This has happened but
is rare, partly because so few experimental pro-
grams well enough controlled to be worth formal

N

evaluation are being funded ot are occurring nat-
urally, parily because others who fund programs,."

not unnaturally, want to reap the potential bene-
fits- which may come with publishing reports of
‘good outcomes. Since experlence has taught us
the, l|terally, crucial impprtance of program
monitoring and control of experimental condi-"

uons, the separation of program and evaluation *

management but stll within the Fouﬁdatuﬂh fubric

* has seemed to us so far a most useful compromise

between assurance of as high quality research as
the situation may allow and the high external cred-
ﬁ)illty of results

he other reason why evaluation of experi-
mental impact must most often be externalis cost.
It 1s not unusual that baseline data that must be
collected even before 1t can be known that the ex-
periment will run successfully, or everr for sure
that it will start, can easﬂy cost, $100,000. A com-
pleted evaluation of a major experlment “such as
. the Kansas City Preventive Patrol Experiment,
conducted by Dr. George Kelling and the_ POlICQ/
Foundation Kansas Clty Evaluation Staff, with--
technical suppore from™ Midwest ReXearch Insti-
tute, may cost $650,000 to $700,000. The five-
year, from start to design to publication of report,
Urban Institute evaluation of the Cincinnat
neighborhood team policing project known as_
ComSec will have cost well over $1 million when it -
is completed, this despite the effective éfforts of
Alfred Schwartz, who managed it, to keep the costs
as low'as possible. Such costs come about through
the mhcrent dlfﬁculty of answermg the questions
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we are attemptmg to deal with, however simple

_they may’sound, in 'the face of the complexities

" about measyrement in policing tg which we al-
* luded earlier and with the rather blunt Ltg at our
.disposal. In order to say whether sex is.a bona fide
basis for exclusion of policewomen from patrol, it/
was “snmply nfssary to determind whether some
women could perform as well on patrol as accept-
able male officers. Given the disagreements about
what patrol afficers should do, .how they should
behaveand. what they should be able to deal with,
* it was"necessary for Peter B'loch in directing The
. *Urban Institute evaluation of pollcewomen on pa-

trol §n the District of Columbia, to report in the,
- summary findings three measure§ of comparability

of assngrynt 23 measures of performance, three-
of citizepattitudes and 13 of pollce attitudes. This
expenmc;m took two years and cost over $300,000.

Few police agencies ever have these levels of
fu;&ding free*of operational commitment. For
major evaluatiens; outside fundmg is almost al-
ways a necessity.

We have set out’in simple terms " whiat an
-agency needs to do to participate effectively in
evaluativé research. But why should they? v

{tis common for administrators of all kinds to
believe that evaluations of programs they ‘direct

are threatening, that such evaluations ‘may cast

theam irr.bad light if the results are ngt-positive, not*
just the program. Police chiefs or othepolice ad-
ministrators afe no exception to this tendency.

Not onJy that, but there is positive, political
potential in starts that have no endings. The value
and powe(of starts must not be underrated. Any
stuly of, experienced specnallsts' in' bureaucratic
survival is likely fo show that they'understand and
make full use of this principle—that starts of new
projects, new ontracts, {imost * ‘anything—can be
announced with fapfare! can be made to seem im-

) portant and goad simply by rhetoric, and can lead
to gains in image, all at relatively little cost since
they are often paid for with outside- money. End-
m'gs can {oo often be, at best, modest as compared
to opening rhetoric, at worst, downright. damag-
ing. The thing to do is to start as often as possible,
let the project disappear qunetl' when that money
is gone and bury the disappearance éven more
.deeply by. new starts. Until recently this has

wotked well for any administrator who chose, or
* unwittingly found himself in, this cycle. Now some

law enforcement outside funding is'tied to evalua-
tion commitmeénts and some of these will be im-
plemented. But the' relative _power of the start is

stﬂl a force to reckon with. It does not invite )

evaluation. .

Not only’that, but some police administrators
who begin well désigned, purposeful research in
good faith, on matters that they intend to result in
real change respongive to' the knowledge they
hope to gain, can be disappointed part way

«.through the process. It is natural foroperationally

oriented people, ll&e pohce chiefs, to want to *

move; they live on $hort time scales, whefe pale:/

ble actiorr €eounts. Sometimes.they get impati
with evaluators who do not know what the results |
of an experiment show as soon as the last data are
collected. It may take as long as a year to analyze
and synthesize the vast quantities of data involved
in major evaluations. In the rheantime, the chief
may feel there is a real cost to waiting. It can hap-
pen that he has unreal expectatioss of the knowl-
» codge analysts h%ve and the use they can make of it.
.He may not know that, with rare exceptions, oper-
atlonal judgmeénts about “what happenéd” in ah
experiment are ‘still best made by his own opera-
tional staff, not by analysts despite the piles of raw
- data they may have. Their contributions to empirj-
cal knowledgeqcoime from their ability to analyze
and ultimately totunderstand the meaning of com-
plex data sets. Ewrs for their part, may feel
“sympathy for the chlef’s sense of need and try to
. give interim m!ll 0oris ‘arlier than they find their
knowledge of th cts allows. This situation is a
potential source efirritation to both police agency
and evaluation staffs. Good feedback loops and
patience are needed to avoid or correct unreal ex-
pectations of each other by theseStwo very differ-
ent kinds of p
Not only tﬁ}: but we have said that the chlef
must be prepared when he undertakes to conduct
an experiment to discipline people in his own
agency if they do not support or if they interfere
.with maintaining necessary experimental condi-
tions. People have been removed from positions or
reassigned. The internal political costs to do that
can be high.- . ’
Not only that, while no one would expect ex-
perimental conditions to be maintained that con-
sciously jeopardized the safety of citizeps, and it is ‘
‘understood in every case ‘that a chief will stop an
experiment in which the eyidence shows that that
is taking place, nevertheless the chief is taking
risks when he starts an experiment. He risks losing
public support of citizens who do not uhiderstand
what he is doing to assure no significant change in
their safety during‘an experiment. He may feel
that he may risk losing support of his city man-
agement if results are not favorable. These risks .
are real.<The average tenure of police chiefs in this
. country .is only about three years. Survival is his
main preoccupation, and he well knows the whim-
sical natute of the determinants of his tenure: a
replaced mayor or manager or one breaking scan-
dal which catches him yith surprise can overbal-
ance precious years of satisfactory performance:

« What are the inducements to accept these risks
and challe_nges? Why is it that police agencies have
attempted as many as four formaMexperiments at
once? (That, we learned, is three tqp many even
for a department with more m3nagement capacity
than most. The concentration of attention at the -
highest level to jnsure that one major experiment
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*can be controlled along with mnn{ng the depart-

mént,or a day-to-day ‘basis—no small job m-,\is the basis of. the

1tself—dlctates attempting only one major experi-
ment at a time.) The forces that lead to doing so
must be powerful.

Thére are envxronmental ones. The public,
the Federal governmgat, commumty groups, and
.scholars have been applying pressure for im-
provements in police civility and effectiveness for
about a decade. When a city coundil tells a chief to
show the effectiveness of a practice that has be-
copne controversial or abandon it, the chief can be-
come more receptive to formal testing. In that
process, ‘dements of his department can see and -
seize upon the opportunity to plan, secure his ap-
proval, get finanaal sup for, and test a differ--
ent concept of policingy- furthefresponslve to the

- cm council's concerns, which changes the role of a
" patrol officer. In three years, looking back, John .
" Boydstun qf System Develppment Corporation di. , ¢
rected evaluations.of both the San Diego Field In- ,*
terrogation and Community Profile experiments
and the department 1s now engaged with us n a
most complex and difficult experiment to attempt
to measure the relative desirability of one- versus
two-officer staffing of patrol cars. The department
has committed tself to and 1s engaged in adopung .
Community- onented Pochmg throughout jts pa-
trol force. The chief and the department are lopk-
ing ahead to planning more tests of patrol prac-
tice. \ v
What ®egan largely as a response to environ-
mental pressure 1s now an accepted mode of w ork-
ing This has happened n other pohce agendies
too, because there are manv n pohicing, chiefs and
others, who feel stronglyethe need to learn and *
change and will respond to opportunity  The
Foundaton sometimes represents such an oppor-
tunity. So, internal fdrces can also be strong
Foundation funding 1s another reason Bring-
ing in external funding ¢an have pohtual value n
wself But, in most instances. Foundaudn program *
grants are small compared tg the poliwce budgets
thev might be ‘thought to influence. Foundation
funding certainly has facilitated the thoughtful,
". tesung of rdeas by those police agencies that wish
to do so, but, by tself, could not do more than-
that. Expendxture of”$30 mullion on police re-
search and reform over, a period of some-eight
years cannot be expeeted to force the changing of
an enterprise that will have spent, perhaps, well
over $50 llhons or more over that ume span

But change, and research and, experimentation

"in policing 1s going on increasingly. A principal
reason seems to be that. many leaders in policing
have concluded that this 1s the distinguishifg mark
of-leadership—to be open, to query, to test in a
formal sense and then apply what 1s learned and
move forward by such reasoned steps Others, who
wish to be seen as leaders in their own right, are
ﬁnd-ng that this is the way to do so credibly They
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are joining forces with the earliér 1fbvators. This
rength thatAs gow showing,
despite how much more needs doing.

. One caution is due to those who would follow
“in thxs excellent path. The definition of suceess
1s customary for al-
mos any. administratoror’ program n}a«n‘éger- in-

ing those 1n policing, once Fiehas decided
what to do,“to commut himself to the success of the
program or practice. He cOmmonly dees so in such
a way that if 1t fails, he fails."Hence his uneasintess
about ‘evaluation. Thé leading innovators’ ap-
proach Jsgidfferent. They foc.uE their attenti§yn on
the Problem to be dealt with' and they cofamit
themselves to a fair test of the most effecu p-

~ proach they can devise or find at the time If the

test shows that not to be effecuve, they make
changes or apply another technique or pragctice
and test again. They do nat fail when a program .

does not operafe or delner as expected. They only
)

fail 1if they do riot trv another approach ymproved
by what they learned 1n the test. .

An evaluator measures the ‘success of an ex-
periment, not 1n terms of whether the outcomes -
were as expected or ?mped tor by the agency, but
rather, in terms of whether he knows what hap-
pened. (This difference can lead to fricuon.) The
only faxlure an experiment qan have 1s not to
know “The leading 1nnovators 1n policing have
adopted some of that philosophy. Innovators in -
other kinds of enterpnise maV Tind 1t useful

~

129 ' -

.Y,




« * Blographical Sketches ’ o

jan}\clop 1s an economist with Rand Corporation, cur-'’

rently working on energy probltms He is under-
graduate work at San Dlego State College, 'and com-
pleted his, Ph.Dy at Harvard in economics. His doctorsl
thesis was an assessment of strategies for, treating vic-
tims of heart attack He also analyzed seyeral measures
for valuing the hives that might be sa\ed 'bv.e}wrgepcy
intervenuons. .

- . . N
William Bieck is Principal Invesugator on the Response
Time Analysigy Stgdy, a five-Vear project funded
-through the National Institute of Law Enforcement and
Criminal Justice, fof_the Kafsas City, Missoun, Police
Department. Prior to joining the Kansas City, Missour,
Pohce .Department. he was employed by the Police
Foundauon as an Observer on the Kansas Citv Preven-
tne Patrol Studv. This experience enable lo
. monitor patrol’ operationt first hand, having
panied ov er’50 officers across all watches for a period of
14 momths Before hisemployment with the Police
Foundayon. he %as an Assistant Professor of Sociology
“at Nebr®ka Weslevan University 1n Lincoln. Nebréska,
and an Instructor 1n the Department of Law Enforce-
ment and Correcuon for t *niversity of Nebraska, at
- Omaha, a posjtion he h€ld tor seven vears. Mr Bieck

. <hasaBS n P%icholog\ and a M A.n Socwology.

Professor Robert F Boruch 1s Diréctor of the
Methodology and Evaluation Research Division,
Psvchology .Department. Northwestern University, and
current President of the Counal for Applied Social Re-
search He 1s a coauthor of Social Expenimentgtion and an
editor of Experimental Tests of Public Policy. he has pub-
lished over thirty journal articles dealing with

methodological. managenal, and ethical problemsn re- |

search Dr Boruch is a member- of advisorv panels of
the Nauonal Academv of Sciences, the American
Psvchological Association, and consults frequently for
Federal ageneiés on research [ziannmg?nd design. -

Russell D Clark I1I 1s a social psychologist and/A-
sociate Professor at Florida State University. He did his
undergraduate work at Tarkio College and his graduate
work at the University of Kansas..Aside from work on
atutude measurement he has studieds the influence of
» groups on decision maklng and the factors 1rfluencing
helping behavior
‘ »
Linda Victor Esrov's educaugnal background 1s in ex-
perimental psychology. She received her B.A..from
Temple University and a"Ph.D. from Northwestern
University. She also completed a two-year post-doctoral
fellowship in evaluation research with Lee Sechrest at
Florida State University and has been involved in a
number of evaluatipn projécts concerning; emergency
medical services. ~ .

Lieut. Colonel Lester Harriy had been a member of the

Kansas City, Missouri Policg/Department for twenty-two

(22) years and is currently’assign€g as Assistant Chiet of

Police. Past assignments include patrol, instructor of the

Police Academy, Cammander of Planning and Re-

search, Commander of a patrol divisidn, Commander of

an investigauons-division, Assistant Commander.of both

Q -the Administration Bureau and the Operations bureau
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and Commz;n‘der of the Services Bureau. He is a 1968
graduate of the Southern Police Institute and has at-
tended Central Missouri-State Univershy, majormg in
Criminal Justice Administration.

George Kelllng received his BA deg{ee from St. Olaf
College, his’ Master's degree in sbgial work from the
University of Wisconsin-Milwaukee, and his Ph.D. in so-
cial -work ‘from the University of WisconsinfMadison.
Pripr tp begmnlng his work with the Police Foundation,
where he is currently employed he was involved in pro-
. bation and parole activities, and institutional work with
aggressive youngsters. He was also an Assistant Profes-
sor of Social Work at ‘the University of Wiscongin-
Milwaukee. Since jetning the Police Foundation in 1971,
'Kelling has (worked on evaluation studies in Dallas &
Kapsas City, and is now involved in a large scale study
of police foot patrol in several cities |n New Jersey.

Joseph Lewis is Director of Evaluation at the Police.

?Eoﬂndalion in Washington, D.C. His first degree was
from the University of Maine in Electrical Engineering,
but he received a subsequent Master's degree in Eco-
nomics and Business Administration. After working as
an engineer for Consolidated Edison and ghe U.S. Navy,
Lewis had a brief and successful ca'reo{siﬁprivate indus-
try before joming the Office of the retary of De-
fense From there he went o the Insttute for Defense
Analys:s where he developed and directed Command
and Control Activities of the Weapons System Evalua-
tion Group. In 1968 he joined the Urban Institute staff
as Director of the Urban Governance Research Program
and remained there until 1971 when he assumed his
presefit posmon at the Police Foundation.

.. Lee Sechrest received all three of his academic degrees
from the Ohio State”University, with a majar in clinical
psychology. He taught for two years at Penrisylvania’
State Umversny before gomg -to Northwestern Univer-
sity, where he remained for fifteen years. -During his
tenure at Northwestern, Sechrest became interested in
program evaluatien and in health services research and
was, instrumental in developing training programs in
both those areas. He moved to Florida, State Unlvefsny
in 1973, where he is Professor of Psychology. He is a
past member of the Health S&vices Research Study Sec- -
tion and 1s currently involve work on assessing per-
formance of emergency medical technicians.
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Current NCHSR Publications

The following NationalCenter for Health Services

. Research publications are of interest to the health

community. Copies are available on request to
NCHSR, Office of Scientific and Technical infor-
mation, 3700 East-West Highway, Room 7-44,
Hyattsville, Maryland 20782 (tel.: 301/436-8970).
Mail requésts will be facilitated by enclosure of a

self-adhesive r#ing label.

PB and HRP numbers in parentheses are order
numbers for the National Technical Information
Service (NTIS), Springfield, Virginia 22161 (tel.:
"703/557-4650). Those publications which are out
of stock are indicated" as available from NTIS

F\Pnces may be obtained from the NTIS order desk

Tan interdisciplinary audience of health s
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on request. -

Research Digests ;

+

Thg Research Digést Series provides overviews of
sxgmﬁcant research supported by NCHSR. The
series describes either ongomg or completed prOJ-
ects directed toward high priority health services
problems Issues are prepared by the pnnc1pal in-
vestigators performing the research, in collabora-
tion with*NCHSR staff. Digests are intended for
rvices
planners, administrators, legislators, agd others

who make decisions on research apphcauons
(HRA) 76-3144 Evaluation of a Medical Information Systtm
i a Community Hospifal (PB 264 353) .

(HRA) 76-3145 Computer- Slorcd Ambulatory Record (COS-
TAR) (PB 268 342)

(HRA) 77-3160 Program Analysis of Physictan Exlender Al-
gorithm PrOJCClS (PB 264 610) ¢

(HRA) 77-3161 Changes in the Costs of Treatment of Selected
linesses, 1951-1964-1971 (HRP 0014598)

¢
(HRA) 77-3163 Impact of State/Ceruficate-of-Need Laws
Health Care,Costs and Ul zation (PB 264 352) .

(HRA) 77-3164 An Evaluauon of Physician Assistants in Diag-
nostic Radiology (PB 266 507) .

(HRA) 77-3166 Forelgn Medical Graduates A Comparauve
Study of State Licensure Policies (PB 265 '233)

(HRA) 77-3171 Analysis of Physician Price and Output Dea-
sions

(HRA) 77-3173 Nurse Practmoner and Physician Assistant

Traning and Deployment * ¢,

(HRA) 77-3177 Automation of the Probiem-l’)nemed Medical

Ragord . .

Helarc.ﬁ Summaries

The Research Summary Series provides rapid access
to sngmﬁcant results of NCHSR- supported re-
searc¢h prOJCClS The series presents executive
summaries prepared by the investigators at the
completion of the’ project. Speciﬁc findings are
highlighted in a more concise form than in the
final report. The Research Summary Series is in-
tended for health services administrators, plan-
ners, and other research users who require recent
findings relevent to immediate probl!:ms in health .
scnuces

-
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(HRA) 77—3162 Recent Studies in Health- Services Research
Vol. I (July 1974 lhrough December 1976) (PB 226:460)

(HRA) 77-3176 Quality of Medical Care Assessment Using
Outcome Measures
Policy Research

The Policy 'Research Series descnbes findings from
the research program that have major significance

for policy issues of thjgmome'nt. These papers are

prepated by-members 6f the staff of NCHSR or by
independent investigators. The series is intended
specifically to inform those iN the public and pri-

. vate sectors who rthust consider, design, and im-

plement policies, affecting the delivery of” health
services. .

(HRA) 77-3182 Controlling the Cost of Health Care (PB 266
885)

Research Reports

/‘\e Research Report Series provides significant re-

/search reports in their entirety upon the comple-

-t

tion of the project. Research Reports are de-
veloped by the principal investigators who con-
ducted the research, and are directed to selected
users of health services research as part of a con-

) ‘unumg NCHSR effort to gxpedite the dissemina-

tion of new knowledge resulting from its project

support.

THRA) 76-3143 Computer-Based Pauent Monitoring System
(PB 266 508)

(HRA) 77 3152 How Lawyers Handle Medical Malpractice
Cascs (HRP 00]43]3) X

(HRA) 77-3159 An Analysis of the Southern Californta Anbt-
rauon Project, January 1966 through june 1975 (HRP
012466)

(HRA) 77-3165 Statutory Provisions for blndmg Arbitration of
Medical Malpracuce Cases (PB 264 409)

" (HRA) 77-3184 1960 and 1970 Spanish Heritage Population

137 :

of the Southwest by County

. .
(HRA) 77-3188, Demonstralﬁ;n and Evaluation ‘of a Total
Hosptal Information System -

(HRA) 77-8189 Drug Coverage under National Health lnsur
ance The Policy Options

(HRA) 77-3191 Diffusion of Technologacal fnfiovation in
-Hospitals: A Case Study of Nurlear Medicine (in prepara-
tion) .

Reuarch Management

The Researcth Management Series describes pro-
grammatic rather than technical aspects of the
NCHSR research effort. Information is presented
on the NCHSR goals, research objectives, and
priorities; in additiom, thi§ series contains lists of
grants and contracts, and administrative informa-
tion on funding. Publications in this series are in-
tended to bring basic inforfeation on NCHSR and
its programs to, research planners, administrators,
and others who are involved with the allocation of
research resources.

(HRA) 76-3136 The Program in Health Services Research

(Revised 9/76)

M
(HRA)
June Sg

v

-3158 Summzry of Grants and Comracts Acuve
1976
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(HRA) 77-3167 Emergency Medical Services Systems Research
Projects (Active as of June 30, 1976) (PB 264 407, available
S only)

= .

(HRA) 7743179 Research on the Priority Issues of th¢ National

Center for Health Services Research, Grants and Contracts
Active on June 30, 1976 : .

(HRA) 77-3183 Recent_Studies in Hcalth Services Research,
Vol. J1 (CY 1976) -

Research Proceedings

The Research Proceedings Series exténds the avail-
ablllty of new research annpunced at key confer-
ences, symposia and seminars sponsored or-sup-
ported by NCHSR. I addition to papers pre-
sented, publications in this series include discus+~ «
sions and responses whenever possible. The series

is intended to help meet the information needs of

health services providers and others who require
direct access §o cdncepts and ideas evolving from

the exchange of research results.

(HRA) 77-3138 Women and Their Health: Research Implica-
uons for a New Era (PB 264 359, available NTiS only)

(HRA) 77-3150 Intermountain Medical Malpratuce (PB 268 =~

344, available NTIS only) .
. ¢
(HRA) 77-3154 Advances in Health Survgy Research Methods

(JIRA) 77-3181 NCHSR Research Conference Report on Con
sumer Self-Care in Health

(HRA) 77-3186 International Conference on Dmg and Phar.

maceutical Servncxgs Rermbursement
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