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FOREWORD 

The fads and fashions that dominate the social action arena defy simple explana¬ 

tions. The emphasis shifts from shaping people to modifying groups and then to 

remolding the entire social structure; sometimes attention is directed at the preven¬ 

tion of incipient social problems and at other times at the amelioration of existing 

disorders; goals of programs either may be in the hands of highly trained profes¬ 

sionals or in those of the program participants themselves; and the actual categories 

and areas of concern change rapidly as well. Perhaps more dismaying than the ap¬ 

parent chaos that characterizes both public and private efforts to remedy the many 

social ills of contemporary society is the inability to identify and implement action 

programs that are both effective and within the resource means of the country. Policy 

makers and the general public alike are justifiably disgruntled and dissatisfied with 

the current state of affairs. 

It is difficult to be optimistic about the future for the world of social action. 

Political pressures continue to result in expeditious decisions, which are then modi¬ 

fied by counter pressures. Policy makers are replaced rapidly at all levels of govern¬ 

ment. The practicing professions are deficient not only in manpower that is compe¬ 

tent but in persons courageous enough to battle the many forces who resist efforts at 

social intervention. Even the most naive observer today recognizes the importance of 

political ideologies and of both economic and manpower resources. Given the small 

likelihood of changes in the way these forces are arranged, large gains are unlikely. 

But there is another reason for the present state of affairs. The social and beha¬ 

vioral sciences have failed to measure up to expectations in supplying either knowl¬ 

edge on which to base intervention programs or information on the success and 

failure of different types of action approaches. In part, it is possible to place the 

blame on policy makers and practicing professionals, who are often reluctant to de¬ 

velop appropriate relationships and structures for the application of social science. 

In part, actual limitations in technology and the ability to develop appropriate 

methodologies impede the utilization of social science. Still another reason is the 

failure of social scientists to address themselves to "important problems." Finally, in 

IX 



X Foreword 

some instances the value of research for program development and assessment and 

for decision making about the allocation of resources in the human service field has 

been oversold. These matters have received considerable comment elsewhere.1 But it 

is important to point out that despite a recognition of the limited place of social 

science and social research in the overall process of program development and im¬ 

plementation, and the less than fully successful endeavors of the past, there remain 

considerable—indeed apparently increasing—interest and support for inputs from 

the various social and behavioral science disciplines. 

Particularly in these times the idea of evaluation research has many enthusiastic 

supporters among policy makers, practitioners, and, perhaps to a somewhat more 

limited extent, among social scientists themselves. To some degree, the increased 

realization of limited resources accounts for this interest. More fundamental, per¬ 

haps, is the growing skepticism regarding the effectiveness of conventional programs 

in such areas as health, education, income maintenance, and the administration 

of justice. Programs that have existed for a long time and that seem on the surface 

to have obvious utility, like many common-sense medical remedies, simply do not 

work, or at least their effectiveness is difficult to demonstrate. This situation has 

resulted in what at least on a relative basis could be regarded as a groundswell of 

interest in social experimentation and in the evaluation of both existing and innova¬ 

tive programs. 

It is fair to observe that the social sciences are not ready to take on the challenge 

fully. Up to now evaluation research has been a marginal activity in several different 

fields of social science, such as sociology, economics, and psychology. Opportunity for 

training is limited; and since evaluation research is not a cohesive discipline in its 

own right, there is minimal opportunity for professional development, the sharing of 

new technologies and contributions, and an understanding of the political and inter¬ 

personal complexities that besiege the evaluation researcher. It bears emphasis that 

the number of persons who are actually trained to undertake evaluation research, the 

vicissitudes of various situations that potentially can be evaluated, and the level of 

technical development in the social sciences all limit its applicability in the human 

behavior field. We risk overselling the immediate potential of evaluation research. 

However, the number of behavioral scientists concerned with evaluation is grow¬ 

ing. In various professional schools as well as in more traditional social science de¬ 

partments, evaluation research is being treated in separate courses, special seminars, 

1 See, for example, National Science Foundation, "Knowledge Into Action: Improv¬ 

ing the Nation’s Use of the Social Sciences," Washington, D.C.: U.S. Government 

Printing Office, 1969- Eleanor Bernert Sheldon and Howard E. Freeman, "Notes on 

Social Indicators: Promises and Potential,” Policy Sciences, 1, 1970, pp. 97—111. 
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and general research training. Dr. Caro’s book is an effort to provide these readers, 

as well as persons currently engaged in research and social action, with a broad 

series of readings on evaluation research. The volume contains views on the scope 

of the field and on methods, ideas on how to conduct research of an evaluative char¬ 

acter, and some examples of actual studies. 

The volume was supported by Russell Sage Foundation as part of its program 

to improve and develop the field of evaluation research. In 1967, with support from 

the Foundation, Edward Suchman wrote a useful volume entitled Evaluative Re¬ 

search. This book by Dr. Caro should prove equally useful as a companion volume. 

In addition, the Foundation is supporting a number of "evaluations of evaluations,” 

that is, efforts to look at both the technical aspects and the problems of implementa¬ 

tion of major evaluative efforts being conducted in the 1970’s. We hope that these 

reviews of actual evaluation studies lead to more responsive and widespread utiliza¬ 

tion of the evaluative efforts themselves, and also that eventually these documents 

can be made available for case material for educational purposes. The Foundation 

is also supporting several investigations of a methodological character and a review 

of current work being supported by the federal government in evaluation research. 

These efforts, it is believed, will lead to improved opportunity for evaluation research 

to have an impact on the development and implementation of human service pro¬ 

grams. 

HOWARD E. FREEMAN 



w. 
* 



PREFACE 

Interest in evaluation research has been greatly stimulated in the past decade by 

widespread concern for domestic social reform. Searching questions have been raised 

about the adequacy of organized programs in such institutional sectors as health, 

justice, education, employment, housing, transportation, and welfare. In an atmos¬ 

phere charged with demands for rapid and significant change, a great many inno¬ 

vative action programs have been introduced. Some reformers have urged that the 

quest for more effective institutions be orderly and cumulative. They have argued 

that careful program evaluation is needed as a basis for continued planning and 

have recommended that the methods of social research be utilized in the evaluation 

of reform programs. 

The present volume brings together material about evaluation research drawn 

from a variety of sources. Professional writing about the topic has been scattered 

because evaluation research is an application of methods of social research that falls 

between traditional disciplinary interests and a number of applied social science 

fields. Included in the book are both general statements about evaluation research 

and specific case materials. The general papers address such issues as the nature of 

the evaluation task, the role of evaluation research in programs of directed change, 

the organizational context in which evaluation research is conducted, and the 

methodological strategies appropriate for evaluation research. The case materials 

include treatment of problems in the establishment of the evaluation research role 

and reports of findings of completed evaluation research studies. 

The readings are intended for students and professionals concerned with directed 

social change. Although the book is most clearly pertinent for those who actually 

conduct evaluation research, it has important implications for social planners and 

administrators who are potential consumers of the product. (The crucial quality of 

researcher-policy maker collaboration is emphasized in several papers.) Particularly 

in the selection of case materials, an effort was made to suggest the wide range of 

problems to which evaluation research might fruitfully be addressed. 

An advantage of a set of readings over a conventional text is that it can more 

xm 
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readily convey differences in the ways in which issues are conceived and addressed. 

Yet, collections of articles often disappoint those who seek an integrated view of a 

field. The editor has attempted to accommodate the latter interest in the introductory 

chapter, which is a broad review of writings about evaluation research, not limited to 

the selections included in the book. The overview chapter is an updated and ex¬ 

panded version of a paper by the editor entitled "Approaches to Evaluative Re¬ 

search: A Review,” which appeared originally in Human Organization (28, 1969, 

pp. 87-99). The general readings are divided into three groups: basic issues, the 

organizational context, and methodological issues. Inevitably, the articles did not 

lend themselves to easy categorization. The editor was often forced to make some¬ 

what arbitrary judgments concerning the area in which a well-balanced paper made 

its greatest contribution. 

A bias built into the volume is its consistent sympathy for programs of directed 

change and the contribution of evaluation research to those programs. It is assumed 

that social researchers can resolve the ethical questions that may be raised about their 

professional participation in programs of directed social change, particularly when 

no more can be expected than gradual and moderate change. 

The editor wishes to acknowledge the contributions of Howard E. Freeman, who 

initiated the project and provided valuable suggestions. Gene V. Glass offered a 

good deal of information on writing about evaluation in the education literature and 

a number of useful insights into evaluation processes. A grant from the Russell Sage 

Foundation facilitated the editorial work. Most of the editorial work was done at 

the Institute of Behavioral Science of the University of Colorado. It was completed 

at the Heller School of Social Welfare at Brandeis University. 



EVALUATION RESEARCH: AN OVERVIEW 

BASIC ISSUES 

No matter which political party dominates the legislative process, or which aca¬ 

demic viewpoint is held at any given time, or whether the mood of the country is for 

increased spending or cutbacks, constant modification and innovation in human 

service programs is bound to continue. There is every reason for dissatisfaction with 

the current state of intervention on problems of health, economic security, education, 

housing—indeed on the entire range of social disorders that confront our urban 

communities. Success, of course, is a relative concept, but it is fair to observe that in 

virtually all areas the increased public and private expenditures of the past decade 

simply have not appreciably improved the social order, or at least new problems have 

emerged that are as distressing as any that have been ameliorated. 

Numerous limitations surround current efforts at social action: inadequate tech¬ 

niques, scientific knowledge, and manpower are commonly cited examples. Then, 

too, there is the matter of political reality and the difficulties of setting priorities and 

sticking to them. All the barriers to intervention and action must be removed or at 

least penetrated to whatever degree possible. But knowing what to do and when to 

do it requires another tactic as well. Neither the rhetoric of politicians nor the pleas 

of do-gooders of various persuasions are sufficient to guide program development. 

Similarly, neither the theories of academicians nor the exaggerated statements of 

efficacy by practitioners are an adequate basis for the support and expansion of vari¬ 

ous human service activities. 

Evaluation research, not a new but nevertheless an increasingly robust enterprise, 

can have a major impact on social problems. While it would be foolish to argue 

that all the deficiencies of current programs or all the political and conceptual prob¬ 

lems can be swept away by evaluation studies, the adequate assessment of existing 

and innovative programs can be a vital force in directing social change and improv¬ 

ing the lives and the environments of community members. In order for evaluation, 

or evaluative (the terms are here used interchangeably), research to be useful, 

however, there must be an understanding of its scope, of the various approaches to 

assessment, of the ways it has been utilized, and of the different viewpoints of per¬ 

sons who work in the field. Naturally, it makes sense to consider first the matter of 

definition. 

1 
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Evaluation Defined 

Recent attempts to define evaluation reflect concern with both information on 

the outcomes of programs and judgments regarding the desirability or value of 

programs. In their definitions, Greenberg (1968), Brooks (1965), and Suchman 

(1967a) emphasize the information-seeking aspect of evaluation. Greenberg (1968, 

p. 260) refers to evaluation as "the procedure by which programs are studied to 

ascertain their effectiveness in the fulfillment of goals.” Brooks (1965, p. 34) lists 

as evaluation objectives the determination of: (1) the extent to which the program 

achieves its goal; (2) the relative impact of key program variables; and (3) the role 

of programs as contrasted to external variables. Suchman (1967a, pp. 31-32) de¬ 

fines evaluation as "the determination ... of the results . . . attained by some ac¬ 

tivity . . . designed to accomplish some valued goal or objective.” In addition, Such- 

man (1966, p. 68) identifies four categories for evaluation: (1) effort (the amount 

of action); (2) effect (results of effort); (3) process (how an effect was 

achieved); and (4) efficiency (effects in relation to cost). 

The judgmental dimension is emphasized by Scriven (1967, pp. 40-41) who 

defines evaluation as a "methodological activity which combines performance data 

with a goal scale.” Glass (1971) similarly stresses that evaluation is an attempt to 

assess worth or social utility. He also argues that since the desirability of announced 

program goals may be questioned, evaluation should include procedures for the 

evaluation of goals. 

Approaches to Methods of Evaluation 

There are several distinctly different approaches to evaluation methodology. 

Among those who typically rely on impressions or informal evaluation are legisla¬ 

tors, administrators, practitioners, recipients of services, and journalists. Stake 

(1967, pp. 23-24) notes that informal evaluation depends on casual observation, 

implicit goals, intuitive norms, and subjective judgment. He also describes the vari¬ 

able quality of informal evaluation—sometimes it is penetrating and insightful, 

sometimes superficial and distorted. Similarly, Mann (1969, p. 13) notes that ob¬ 

servations of participants may provide suggestive leads for interpreting the effects 

of programs, but because the extent of their bias is unknown, it is impossible to 

judge the accuracy of their conclusions. 

Among formal approaches to evaluation, a distinction may be made between those 

emphasizing inputs and those emphasizing outputs. Educational accrediting agen¬ 

cies, municipal building inspectors, and fire insurance underwriters, all of which use 

explicit checklists and formulas, base their evaluative judgments on inputs. Educa¬ 

tional programs are evaluated on the basis of such factors as teacher qualifications 
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and ratios of library books to students. Criteria like plumbing facilities and sleeping 

arrangements determine the adequacy of housing. Factors upon which fire insur¬ 

ance ratings are based include the nature of building materials and available fire 

fighting equipment. Data typically are obtained through site inspections. Glass 

(1969, pp. 18-27) points out that as an argument based on judgments of authori¬ 

ties, this approach is weak in objectivity and validity. 

The program accounting approach to evaluation, which also emphasizes inputs 

or effort, focuses on the maintenance and quantitative analysis of records of project 

activities. The extent of actual practitioner-client contact or the number of clients 

exposed to programs are typical concerns. Because program accounting is tied to 

routine agency records, outputs or effects tend to receive little attention. Agencies 

usually are unable to undertake the extensive follow-up activities that would yield 

complete information on the outcome of services. Program accounting is useful as 

a procedure for determining the administrative viability of programs, and it may 

provide a sound basis for screening programs on the basis of ability to establish 

contacts with clients and the cost of program-client contacts. 

Evaluative research, the approach of primary concern here, emphasizes outputs 

or effects, and it uses the scientific method. Suchman (1969, p. 15) distinguishes 

between evaluation as a "general social process of making judgments of worth re¬ 

gardless of the basis for such judgments’’ and evaluative research as the "use of the 

scientific method for collecting data concerning the degree to which some specified 

activity achieves some desired effect.” Similarly, Hyman and Wright (1967, p. 

742) call for evaluation based on "methods that yield evidence that is objective, 

systematic, and comprehensive.” Although evaluative research emphasizes outputs, 

input variables need not be neglected. Scriven (1967, pp. 55-59), for example, 

suggests "mediated” evaluation as a way of combining input and output variables 

so that the process through which goals are pursued can be studied. 

Program Development 

Evaluation may be viewed as a phase in systematic program development. Ideally, 

action programming is preceded by a planning process that includes: (1) identifi¬ 

cation of problems; (2) specification of objectives; (3) analysis of the causes of 

problems and the shortcomings of existing programs; and (4) an examination of 

possible action alternatives. Evaluation follows program implementation and pro¬ 

vides a basis for further planning and program refinement. (Although evaluation 

follows implementation, it is, of course, desirable that evaluation activities begin 

prior to implementation.) The planning-action-evaluation cycle may be repeated 

indefinitely until objectives are realized or until problems and objectives are rede- 
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fined. Results of evaluation may be used to modify programs while they are in 

progress. When evaluation is viewed as part of a process of planned change, the 

utilization of evaluation findings in decision-making becomes a key concern. 

Evaluative research may be concerned with stable and well-established programs 

or with new programs for which viable administrative patterns are being sought. 

Scriven (1967, p. 43) introduces the terms "formative” and "summative” to dis¬ 

tinguish between these two concerns. Formative evaluation is designed to improve a 

program while it is still fluid; summative evaluation is designed to appraise a prod¬ 

uct after it is well established. 

Evaluation Research in Historical Perspective 

Anticipation of formal social experimentation and evaluation research can be 

traced back to the writings of early social scientists. Application of the scientific 

method in the development of social legislation was predicted by Lester Ward in 

1906. 

When people become so intelligent that they know how to choose as their representa¬ 
tives, persons of decided ability, who know something of human nature, who recognize 
that there are social forces, and that their duty is to devise ways and means for scientifi¬ 
cally controlling those forces on exactly the same principles that an experimenter or an 
inventor controls the forces of physical nature, then we may look for scientific legisla¬ 
tion. (p. 338) 

More explicitly, F. Stuart Chapin called for sociological experimentation in an 

article published in 1917. Chapin cited the utopian communities of the nineteenth 

century as examples of experiments but characterized them as trial-and-error rather 

than scientific experiments. Chapin expected that knowledge of social conditions 

would eventually be sufficient so that precise sociological experiments would be 

possible. 

An actual evaluative research study was reported by J. M. Rice, an educator, in 

1897. Rice used a standardized spelling test to relate the length of time spent on 

drill to spelling achievement. By comparing schools that varied in their emphasis on 

drill, he generated data that he used to argue that heavy emphasis on drill did not 

lead to improved achievement. 

Between 1920 and 1940, attempts were made to use empirical research methods 

to determine the effects of programs of directed social change in a variety of settings. 

Experiments concerned with productivity and morale among industrial workers 

were begun in the 1920’s by Elton Mayo (1933) and extended by Fritz Roethlis- 

berger and William Dickson (1939). The application of experimental method to 

the study of medical effects of public health programs was well enough established 
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in the 1920’s to be celebrated in Sinclair Lewis’s Arrowsmith (1925). Best known 

of the early sociologically oriented evaluative research contributions to public health 

is Stuart Dodd’s study of the effects of a health education program on hygienic 

practices in rural Syria (1934). Dodd administered standardized measures of ade¬ 

quacy of public health practices in experimental and presumably isolated control 

villages both before and after the introduction of educational clinics. 

Chapin and his associates at the University of Minnesota, stimulated by the social 

reform concerns of the Depression, conducted evaluative research on such topics as 

the effects of work relief compared to direct relief, the effects of public housing on 

project residents, and the effects of treatment programs on juvenile delinquents 

(Chapin, 1947). 

In spite of Rice’s early work and the heavy emphasis on testing and student 

evaluation which began in the early part of the century, educators were relatively 

late in developing concern with program evaluation. Writing in 1935, Ralph Tyler 

urged that progressive schools be seen as experiments in education and formally 

evaluated as such. 

An important and relatively early social psychological contribution which may 

be considered evaluative is Theodore Newcomb’s study of students at Bennington 

College (1943). Newcomb attempted to determine the effects of participation in 

an experimental college program on the personalities and attitudes of students. 

An important social research contribution to social policy issues was made dur¬ 

ing World War II by a group of sociologists headed by Samuel Stouffer in the Re¬ 

search Branch of the Information and Education Division of the U.S. Army. Al¬ 

though most of the research was nonevaluative, extensive evaluative research was 

conducted in that setting on the effects of films and other forms of mass communi¬ 

cation (Hovland, Lumsdaine, and Sheffield, 1949). 

After World War II, a number of impressive evaluative research studies were 

contributed by a relatively small group of social psychologists concerned with social 

issues. Much of the stimulus for that work came from the interest in experimental 

research in field settings generated by Kurt Lewin and his associates in the late 

1930’s (Lewin, 1948). The experimental work of Lippitt and White on the effects 

of autocratic and democratic leadership styles on the performance of groups of chil¬ 

dren is, of course, well known (Lippitt, 1940). In the postwar period, Lewin and 

his colleagues turned their attention to issues such as the effects of programs de¬ 

signed to change attitudes toward minorities, effects of programs designed to apply 

group dynamics principles in industry, and the effects of community organization 

activities on the morale of residents of a housing project (Festinger and Kelley, 
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1951). Other frequently cited psychological contributions to the evaluative research 

literature during this period include Deutsch and Collins’ (1951) study of an inter¬ 

racial housing project and Riecken’s (1952) evaluation of a volunteer work camp. 

Other major evaluative research reported in book form during this period include 

Powers and Winner's (1951) study of a delinquency prevention project; Hyman, 

Wright, and Hopkins’ (1962) work on a summer camp experience for college 

students; Wilner and associates’ (1962) work on the implications of public housing 

for health and social psychological adjustment; Weeks’ (1958) research on the ef¬ 

fects of an innovative program for the treatment of delinquents; and Meyer, Bor- 

gatta, and Jones’ (1965) experimental research on the effects of social work inter¬ 

vention. 

The rediscovery of poverty and related domestic problems in the early 1960’s led 

to a renewed interest in evaluative research. Social scientists who participated in 

the development of early antipoverty programs urged that these efforts be viewed 

as experiments and that evaluative research be emphasized. The "Grey Area” Proj¬ 

ects sponsored by the Ford Foundation and the delinquency prevention projects of 

the President’s Council on Juvenile Delinquency, which were forerunners of the 

Office of Economic Opportunity Programs, included extensive evaluative research 

components staffed by social scientists (Marris and Rein, 1967, pp. 191-207). 

Although the early emphasis on formal planning and evaluative research did not 

survive in the Office of Economic Opportunity’s Community Action programs, 

federal administrators in a variety of agencies concerned with domestic social pro¬ 

grams have sponsored research on the effects of their programs. Program evaluation 

in education was given an important stimulus by an evaluation requirement written 

into the Elementary and Secondary Education Act of 1965. Evaluative research has, 

of course, a particularly important contribution to make in the demonstration pro¬ 

gram approach which has been widely employed in recent years by federal agencies. 

Perhaps the present situation could be characterized as one in which the potential 

contribution of evaluative research is recognized in a great number of areas of ap¬ 

plication. The fundamental concepts and methods of evaluative research have been 

widely diffused. Because evaluative research reports are often left unpublished or 

are published in widely scattered journals, it is difficult to estimate the extent of 

actual use of scientific method in the evaluation of social programs. It is clear that 

the early optimistic predictions of extensive scientific social experimentation have 

yet to be realized. Even though research-oriented social scientists today tend to be 

less optimistic about the possibilities for fully scientific approaches to social reform, 

they are persuaded that the productive contribution of evaluative research to pro¬ 

grams of directed social change has only begun to be tapped. 
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Factors Affecting Investment in Evaluation Research 

Interest in evaluation research is likely to be greatest among groups predisposed 

toward gradual and moderate change. Where change is thought to be undesirable 

or impossible, little interest in evaluation is to be expected. Groups demanding 

rapid and radical social change are also unlikely consumers of evaluative research 

both because their inclinations tend to be ideological rather than empirical, and 

because evaluative researchers are generally not able to fill their information needs 

rapidly enough. 

Emphasis on evaluative research is most appropriate where it is expected that 

program effects will not be directly and immediately evident (Coleman, 1969, p. 6), 

typically in contemporary large-scale education, welfare, and social service programs. 

Not only are the effects likely to be subtle and diffuse, but large-scale programs also 

tend to increase the social distance between policy makers and recipients of services. 

When they are close to clients, policy makers may be reasonably confident of their 

own informal evaluations of programs. As their distance from the client population 

increases, however, policy makers may recognize the need for more formal evalua¬ 

tion procedures (Trow, 1967, pp. 7-15). 

In principle, evaluation activities may generate judgments regarding effectiveness 

on such varied dimensions as programming approaches (remedial reading or in¬ 

come-maintenance programs); administrative units (schools, departments, or agen¬ 

cies); individual practitioners (physicians or teachers); or recipients of services 

(patients, clients, or students) (Cronbach, 1963, p. 673). In practice, for reasons 

to be discussed, evaluators who are primarily concerned with program effectiveness 

usually deliberately avoid making judgmental statements regarding particular ad¬ 

ministrative units, practitioners, or recipients of services. 

Another way to look at evaluation is as a programming input, which may be sub¬ 

ject to evaluation just like other inputs. In cost-benefit terms, the cost of evaluation 

should be related to the benefits that evaluative data and judgments contribute to 

programming efficiency or effectiveness. A heavy investment in formal evaluation is 

most likely to be justified when a program is expensive, when its impact is poten¬ 

tially great but uncertain, and when there is a great potential for diffusion of pro¬ 

gramming concepts. Glass (1971) further contends that decisions to conduct evalua¬ 

tive research should reflect estimates of the cost of evaluation, the extent to which 

program effectiveness is uncertain, and the cost of implementing alternate programs. 

Organizational Arrangements 

Theoretically, evaluative research may be undertaken without any formal spon¬ 

sorship, it may be based upon a wide range of value perspectives, and its findings 
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may be reported to a variety of audiences. In practice, however, because of prob¬ 

lems of cost and access to information, formal evaluation is usually a sponsored 

activity. External funding agencies (such as private foundations or the federal 

government) and top administrators of action organizations are the most common 

sponsors. Whether they are an internal unit of an organization or outside consult¬ 

ants, evaluative researchers are usually linked directly to persons high in the ad¬ 

ministrative structure of the action organization. Therefore, those who actually 

carry out the programs to be evaluated are subordinate to those to whom evaluators 

report. Sponsorship often affects the issues addressed by evaluation and the manner 

in which results are reported. Consequently, evaluators may not fully serve the in¬ 

terests of the general public, practitioners, and recipients of services. 

Evaluation Research and Basic Research 

From the point of view of a behavioral science, evaluation research represents an 

application of the scientific method that is quite different from basic research. Some 

insist on a sharp distinction between research and evaluation, whereas others classify 

evaluation as a form of research. Wrightstone (1969, p. 5) suggests that "research 

is more concerned with the basic theory and design of a program over an appropri¬ 

ate period of time, with flexible deadlines, and with sophisticated treatment of data 

that have been carefully obtained.” Evaluation, on the other hand, "may be con¬ 

cerned with basic theory and design, but its primary function ... is to appraise com¬ 

prehensively a practical . . . activity to meet a deadline. . . .” Suchman (1969, p. 16) 

argues that the distinction between basic research and evaluative research is one 

of purpose rather than method. Evaluative research applies the scientific method to 

problems that have administrative consequences, whereas basic research is concerned 

with problems of theoretical significance. Cherns (1969, p. 211) distinguishes be¬ 

tween pure basic research, which arises out of perceived needs of an academic disci¬ 

pline, and action (evaluative) research, which is concerned with an ongoing 

problem in an organizational framework and involves the introduction and ob¬ 

servation of planned change. He (p. 214) also points to differences between the 

types of fesearch in diffusion and generality. Basic research has a great potential 

for generality, but a limited potential for immediate utilization. By contrast, evalua¬ 

tive research has limited potential for generality, but great potential for immediate 

utilization. 

Evaluative research represents only one form of applied or action research, since 

research may contribute to social action without assessing the effect of specific in¬ 

terventions. Research on the causes of problem behavior, the incidence and con¬ 

centration of patterns of social problems, and on public knowledge of and attitudes 
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toward existing services may all have important policy implications without being 

specifically evaluative. 

For social scientists interested in contributing to programs of directed change, 

evaluative research is only one possible role. Alternately, social scientists may con¬ 

tribute to training programs and engage in consulting activities. Brooks (1965, pp. 

31-33), for example, suggests that social scientists may provide ideas for experi¬ 

mentation and encourage the greatest possible rationality in the planning process. 

They may aid in the identification of objectives and action alternatives and predic¬ 

tion of consequences of possible courses of action. (See also Bennis, 1965; and 

Likert and Lippitt, 1953.) 

THE ORGANIZATIONAL CONTEXT 

Problems in Establishing and Maintaining the Evaluation Research Role 

Although there is often a strong rationale for a central role for formal behavioral 

evaluation, effective participation of evaluative researchers in social programming 

is much less common. Looking at evaluation from an organizational and occupa¬ 

tional perspective, some practical problems in establishing and maintaining the 

evaluation role become apparent. 

Traditionally decision makers have not given evaluative research a major role in 

policy formation and change in social programming (Rossi, 1969, p. 18). Policy 

has been formed without considering what kinds of evaluative data would be needed 

to sustain the worth of a program. Objective evidence of the effects of programs 

has not been demanded as a basis for modifying programs. Satisfied with informal 

evaluation, administrators often include evaluative research only when it is specifi¬ 

cally required by a funding agent. Recent emphasis on evaluation in education, for 

example, stems largely from a provision of the Elementary and Secondary Education 

Act of 1965. 

Administrators may regard evaluative research as expensive and of little practical 

value; but in addition, they may have important covert reasons for resisting formal 

evaluation. The very presence of an evaluation component invites administrators to 

consider the possibility that their policies do not lead to the effective realization of 

announced objectives. Because administrative claims for programs are usually un¬ 

reasonably optimistic, evaluative research results are almost inevitably disappointing 

(Rossi, 1967, pp. 51-53). Campbell (1969, pp. 409-410) observes that ambiguity 

in results helps to protect administrators where there is a possibility of failure. 

Freely available facts would reduce the privacy and security of some administrators, 

making them vulnerable to inquiries about their honesty and efficiency. In addition, 
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administrators may resent evaluators who raise questions about basic organizational 

premises or suggest evaluative criteria that may be embarrassing to the organization. 

Horowitz (1969, pp. 320-326) identifies several other reasons why administra¬ 

tors of an action organization may consider applied social scientists who belong to 

an internal research unit as troublesome. Social scientists often demand preferential 

treatment, creating resentment among other employees. Social scientists often want 

direct access to top decision makers, thereby threatening by-passed bureaucrats. 

Furthermore, the extracurricular involvements of social scientists, such as writing, 

teaching, and lecturing are often resented. 

At the same time, administrators interested in evaluative research have often 

found it difficult to recruit and hold qualified behavioral scientists. Like other scien¬ 

tists, behavioral scientists often prefer to be oriented toward the general scientific 

community rather than the needs and goals of the organization that employs them 

(McKelvey, 1969, p. 21). Scientists typically wish to do research that will contrib¬ 

ute to a scientific body of knowledge. Administrators, on the other hand, typically 

expect that scientists on their payroll will do research that contributes directly to the 

goals of their organization. Social scientists who like to be able to publicize their 

work also resent the norm of secrecy, which prevails in some organizations (Horo¬ 

witz, 1969, pp. 313-316). In contrast to administrators who want social scientists 

to work within the framework of established policy, social scientists may want to 

challenge an agency’s ideological premises (Horowitz, 1969, pp. 317-319). In 

addition, some social scientists have been concerned that agreement to undertake 

the evaluation of a program may be interpreted as implicit commitment to the 

philosophy or goals of the program. Evaluative researchers, then, may give a pro¬ 

gram a legitimacy they believe it does not deserve (Ferman, 1969, p. 153). Also, 

social scientists have been deterred from engaging in evaluative research by the 

low prestige accorded to applied research in academic settings, exasperation with 

the methodological and administrative problems of conducting research in an action 

setting, and disagreements regarding the use of research results. 

Problems in Administration of Evaluation Research 

Successful administration of evaluation research depends on cooperation from 

agency administrators and lower-level practitioners charged with implementing ac¬ 

tion programs. Even though they often advocate extensive collaboration and com¬ 

munication with administrators, evaluative researchers typically insist that they hold 

ultimate responsibility for research design and execution. Administrative interfer¬ 

ence with what social scientists consider to be critical issues in the design and execu¬ 

tion of research is seriously resented (see, for example, Smith et al., I960). 

Whether or not researchers are agency employees, they are readily drawn into 
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staff-management conflicts. A number of observers have noted that acceptance of 

evaluative research is often accompanied by suspicion of research at lower levels. 

(See, for example, Rodman and Kolodny, 1964; Lippitt, Watson, and Westley, 

1958, pp. 270-271; Argyris, 1958; Whyte and Hamilton, 1964, pp. 209-221; and 

Likert and Lippitt, 1953, pp. 581-646.) Because evaluation is linked to top ad¬ 

ministration and involves examination of the activities of staff subordinates, evalu¬ 

ators are sometimes suspected of being management spies. Staff practitioners anxious 

to avoid criticism of their work are likely to attempt to conceal real or imagined 

shortcomings. Such steps may, of course, add greatly to the evaluator’s difficulties in 

obtaining valid data. 

Research neutrality is also likely to pose a problem with practitioners who con¬ 

sider a strong value commitment to their programs important. Scriven (1967, p. 

44), for example, reports the complaint of some practitioners that the skepticism 

of evaluative researchers may dampen the creativity of a productive group. Argyris 

(1958, pp. 35-36) argues that research neutrality leads to subject alienation which, 

in turn, produces anxieties in the researcher that result in invalid observations. 

Purely mechanical demands of data collection may also create a burden. Practi¬ 

tioners typically, and perhaps correctly, consider themselves overburdened with 

record keeping. Characteristically, even when record keeping is emphasized, records 

are not sufficiently accurate or complete to satisfy research criteria. 

Conflict between research and service goals may interfere with the collection of 

data called for by research designs. When a research design calls for action incon¬ 

sistent with immediate service goals, practitioners may disregard research needs in 

favor of providing services. Compounding the problem, practitioners may "neglect” 

to inform evaluators that clients have been shifted from a control or comparison 

group to an experimental group. 

Different conceptions of efficient use of time may lead to mutual annoyance. A 

professional evaluator, for example, is not accustomed to turning in daily time 

sheets; but his failure to do so can be interpreted as a sign of indolence by an ad¬ 

ministrator concerned with time and cost factors. Bynder (1966, p. 67), reflecting 

on his research work in a social work unit of a general hospital, observes that 

"thinking is not a tangible use of time, and, therefore, could not be accepted in an 

agency which measured work in terms of clients interviewed, physicians contacted, 

meetings attended, and pages written.” An insecure social scientist may respond by 

engaging in "busy work,” which satisfies the immediate demands but which may 

be detrimental to long-term evaluation objectives. 

Status ambiguities may further strain relationships. If an evaluator has more 

formal education but less clinical experience than his administrator and practitioner 

counterparts, conflicts may result. The social scientists may display an academic 
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disregard for practical problems. Administrators and practitioners, in turn, may be 

defensive about their educational inferiority and highly sensitive to what they in¬ 

terpret as the snobbism of evaluative researchers. Sometimes threatened practitioners 

have claimed that evaluators are incompetent because they do not understand the 

practical problems of an action agency. Evaluative researchers, perceiving them¬ 

selves as exposed and defenseless members of a minority group in an action or¬ 

ganization, have sometimes reacted at this point by looking for ways of returning 

to an academic setting. 

The publication of the results of evaluative research may create two basic prob¬ 

lems. (See, for example, Rodman and Kolodny, 1964, p. 176.) Agencies often 

impose controls on the publication of "sensitive” data because a negative report may 

threaten not only the agency’s public image but also its access to funds. Even if it is 

agreed that project results should be reported, there may be disagreements about 

publication credits. The evaluative researcher who contributed the research design, 

data analysis, and writing may regard the report as a scientific publication for which 

he is solely responsible. The administrator, emphasizing the content of the project, 

may believe he deserves major recognition for conceiving and implementing the 

program. 

A final important issue is the availability of funds for evaluative research. Action 

organizations nearly always operate within tight budgets. Administrators typically 

attempt to use funds to provide as much service as possible. The cost of the elabo¬ 

rate data collection and analysis that evaluative researchers consider essential, how¬ 

ever, may represent a substantial proportion of the total project budget. Given the 

often intangible and uncertain contribution of evaluative research, requests for 

evaluation funds may be among the first to suffer when the budget is curtailed. 

Problems in Utilization of Results of Evaluation 

Since the ultimate purpose of evaluation is to contribute to the effectiveness of 

action programs, implementation of research results is a critical phase in the proc¬ 

ess. Yet numerous writers have warned that even the most carefully designed and 

executed evaluative research does not automatically lead to meaningful action. (For 

some examples of cases in which findings of evaluative research were ignored or 

rejected by program administrators, see Rossi, 1967; and Hall, 1966.) Disregard 

for results of evaluation appears to stem from a variety of sources. 

Some of the nonuse of evaluation results is, of course, attributable to limitations 

of the research itself. In discussing demonstration projects, Rein and Miller (1967, 

p. 174) note that evaluative research often cannot produce results early enough to 

be a major factor in short-term policy decisions. J. Mann (1969, p. 13) similarly 

reflects on the dilemmas of rigor, timing, and utility of evaluation: "The better the 
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study, the longer it takes, and consequently the less usefulness it may have. Con¬ 

versely, the sloppier the procedure, the more likely it is to provide information on 

questions of interest even though this data will be of doubtful validity.” Weiss 

(1966, p. 19) further indicates that the influence potential of evaluation may be 

limited because results are indefinite, show only small changes, and fail to indicate 

the relative effectiveness of various components or the reasons for a program’s suc¬ 

cess or failure. 

Of basic importance in cases where pertinent evaluation results are ignored is 

the evaluator’s lack of authority. Since the evaluator is an advisor, policy makers are 

under no obligation to accept his recommendations. Nonuse of evaluation findings 

is sometimes explained by the fact that evaluation was included for the "wrong 

reasons.” Downs (1965) points out that professional advice is sometimes sought to 

justify decisions already made or to postpone action. Several commentators have 

suggested that an evaluation component is sometimes supported because it lends an 

aura of prestige to an action enterprise (Rodman and Kolodny, 1964; Bynder, 

1966; Rosenthal and Weiss, 1966; and Schulberg and Baker, 1968). An adminis¬ 

trator may support an evaluator in the hope that he may provide other services—for 

example, the organization of information to justify grant requests (Miller, 1965a; 

and Luchterhand, 1967 ). As previously indicated, evaluation is sometimes included 

in action programs only because it is required by law or the administrative regula¬ 

tions of a funding agent. In these cases evaluation results may be ignored because 

administrators do not adequately understand or appreciate their relevance or even, 

perhaps, because they resent evaluation as an imposition. Discrepancies between 

the findings of evaluative research and informal evaluations, personal convictions 

and professional ideologies of decision makers, and judgments of the competence 

of evaluators also contribute to the nonuse of evaluative research findings (Sadofsky, 

1966,p. 25). 

Disagreements regarding evaluative criteria sometimes contribute to nonuse of 

findings. Rossi (1969, p. 18) observes that administrators sometimes discount 

evaluation findings by claiming that the "real” goals of the project were not meas¬ 

ured. Schulberg and Baker (1968, pp. 1250-1252) question the wisdom of the 

usual practice of building evaluation on the public goals of an organization because 

administrators may have no intention of achieving those goals. An evaluative re¬ 

searcher, then, may be ineffective because he misread the administrator’s real intent. 

Basic Strains between Evaluative Research and Administration 

Relations between evaluative researchers and administrators are likely to be 

strained in the introduction, execution, and utilization of evaluative research. Many 

of the specific obstacles to effective collaboration identified here can be summarized 
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by consideration of several basic orientations in which administrators and evaluative 

researchers are likely to differ markedly: service versus research, specificity versus 

generality, methods, status quo versus change, explanations for failure, and aca¬ 

demic versus practical experience. 

Service versus research. In contrast to the practitioner who is concerned with the 

immediate and specific application of knowledge, the evaluative researcher is re¬ 

sponsible for the acquisition of knowledge. The service-research strain is most evi¬ 

dent in field settings where research and service perspectives call for opposite courses 

of action. An evaluative research design may call for the assignment of a client to a 

control group when, from a service perspective, it appears preferable that he receive 

the experimental treatment. (See, for example, Argyris, 1958; Freeman, 1963; and 

Perry and Wynne, 1959.) In addition, evaluative researchers, reflecting their aca¬ 

demic backgrounds, are likely to have greater appreciation than practitioners for 

the acquisition of knowledge for its own sake. 

Specificity versus generality. In contrast to administrators who emphasize the 

solution of immediate problems, researchers are more often interested in long-term 

problem-solving. Similarly, administrators emphasize the uniqueness of their agency 

and program, while researchers prefer to generalize in both time and space. What is 

of theoretical significance to the scientist may be trivial from a practical viewpoint. 

(See, for example, Shepard, 1956; Warren, 1963, pp. 21-22; Merton, 1957; Rod- 

man and Kolodny, 1964; and Cherns, 1969.) 

Methods. Although administrators and researchers may agree that methods used 

in program development should be "rational,” they often do not mean the same 

thing by that term. Evaluative research, for example, requires explicit statements of 

objectives and strategies to which administrators find it difficult or undesirable to 

commit themselves (Schulberg and Baker, 1968). Administrators may be displeased 

with evaluative research which, in emphasizing organizational outputs, often tends 

to neglect administrative activities that are needed to maintain the organization as a 

viable system (Etzioni, I960). At another level, the researcher’s commitment to 

scientific decision-making procedures may run counter to the administrator’s con¬ 

fidence in intuition. Evaluative researchers have a professional interest in being 

able to show that the scientific method is superior to conventional wisdom as a 

basis for decision making (Ferman, 1969, p. 146). 

Status quo versus change. Implicit in the evaluation role are attempts to discover 

inefficiency and to encourage change. Administrators, however, usually prefer to 

conceal inefficiency and resist disruptive change. A claim to superior knowledge of 

human affairs predisposes social scientists to dramatize inadequacies in the conven¬ 

tional wisdom upon which programs are often based. Administrators, on the other 
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hand, look for evidence of success of past and current programs to assert their 

competence. Evaluative researchers are thus predisposed to see a need for change 

whereas administrators are inclined to defend their efforts and maintain the status 

quo. (See, for example, Argyris, 1958; and Ferman, 1969.) 

Explanations for failure. Evaluators and administrators are likely to emphasize 

different explanations for the persistence of social problems. Again, apparently be¬ 

cause of a desire to assert their competence, administrators tend to accept the validity 

of the theoretical premises on which their programs are based. Attributing failure 

to the inadequate application of their approaches, administrators are likely to call for 

the expansion of present efforts. Evaluators who are free to question program prem¬ 

ises often attribute failure to an inadequate understanding of the basic problem. 

They are likely to suggest that a radically different programming approach is 

needed if the problem is to be addressed effectively.1 

When both administrators and evaluators acknowledge difficulties in implement¬ 

ing programs, administrators are likely to look for explanations that are idiosyncratic 

(incompetence or emotional instability) and moral (dishonesty or laziness) in 

contrast to social scientists, who emphasize amoral and structural factors. Part of 

the issue is the social scientist’s sensitivity to the impact of organizational structure 

on the particular job-holder. Insiders, on the other hand, tend to explain organiza¬ 

tional behavior in terms of the personal characteristics of the individuals involved. 

Also related is the evaluative researcher’s more secularized explanation of human 

behavior, which leads him to emphasize factors outside the realm of free choice. 

Academic versus practical experience. Because the evaluative researcher typically 

approaches social action from the perspective of an academic discipline, his knowl¬ 

edge of practical affairs is likely to be highly incomplete. Unless he has had admin¬ 

istrative experience in an action setting, the evaluative researcher is not likely to 

comprehend fully the administrator’s position. Political constraints, budgetary prob¬ 

lems, and limitations of personnel and facilities are among the realities that an 

evaluative researcher, preoccupied with the substance of programs, is likely to un¬ 

derestimate. In the same sense, it is difficult for administrators with limited research 

training to understand the evaluative researcher’s emphasis on methodology. 

Client Activism 

Much of the innovative social programming in recent years has been directed 

toward reducing the incidence of poverty. At the same time, the minorities who 

represent a substantial proportion of the poor have been growing more self-con¬ 

scious as groups. Stimulated by the civil rights movement and professional com¬ 

munity developers, minority activists have taken a significant interest in local com- 
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munity affairs, including the social programs directed at the poor. As clients or 

spokesmen for clients of antipoverty programs, they have pressed for extensive 

participation if not full control of these programs at the levels of both policy and 

implementation. Antipoverty programs consequently have often been surrounded 

by substantial and continuous conflict over such matters as representation on and 

authority of boards, employment policies and practices, and the substance and 

administration of programs. Beyond the direct programming implications of mi¬ 

nority activism, the movement has added to the challenges confronting the evalua¬ 

tive researcher. 

Even though evaluative researchers may firmly believe that their efforts ultimately 

contribute to the cause of the poor, minority activists may confront them with a 

hostility greater than that which they direct at other middle-class professionals. The 

basic issues that strain evaluator-administrator relations even more thoroughly set 

evaluation researchers apart from low-income program clients. Preoccupied with the 

immediate, tangible, dramatic, and personal, the minority activist is likely to be 

impatient with the evaluator’s concern with the future, abstract concepts, orderly 

procedures, and impersonal forces. In contrast to the activist who often seeks to 

generate open conflict, the evaluative researcher typically emphasizes cooperative 

approaches to problem-solving. The evaluator may also find himself in an awkward 

position in the power struggle between client spokesmen and professional adminis¬ 

trators. If his entree to the program is through a funding agency or a professional 

administrator, the evaluative researcher is likely to be mistrusted immediately by 

minority activists who see him as a potential spy. Indeed, if evaluative criteria are 

limited to those acceptable to administrators, and if evaluation findings are subject 

to administrative review prior to being publicized, client spokesmen have good rea¬ 

son to challenge the evaluator’s contribution. 

Some of the minority activist’s hostility to evaluative research is also attributable 

to a more general antipathy toward social research. Minority spokesmen frequently 

complain that they have been ' surveyed to death.’’ Perhaps for some social research 

has come to symbolize the powerlessness of the poor. The poverty spokesman re¬ 

sents that social research on poverty has nearly always been initiated by outsiders 

and addressed to issues defined by outsiders. The poor have been encouraged to 

cooperate by rhetoric that links research to desired social goals; yet, it is difficult for 

them to see tangible benefits stemming from social research. In fact, many activists 

cynically view research as a substitute for needed action. General antagonism toward 

social research is also linked to the activist’s political ambitions. The independent 

social scientist who does poverty research is a potential competitor for the activist 

who would like to control the flow of information from poverty areas. The would-be 
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indigenous spokesman for the poor has reason to be anxious if his claims are chal¬ 

lenged by respected social scientists.2 

Strategies for Establishing and Maintaining the Evaluation Role 

A number of experienced evaluators have suggested strategies for dealing with 

the problems that can be expected in establishing and maintaining the evaluation 

role. 

Inside versus outside evaluators. A basic administrative issue concerns the com¬ 

parative advantages and disadvantages of "inside” and "outside” evaluators. The 

inside evaluator is a staff member in the organization whose programs are evalu¬ 

ated; the outside evaluator is an outside consultant. The following are some of the 

arguments that have been presented in favor of outsiders: (1) they tend to be better 

able to maintain their objectivity; (2) they are more likely to be able to include 

evaluative criteria that question basic organizational premises; (3) they may be 

able to mediate more effectively where there is extensive internal conflict; (4) they 

usually are better protected from problems of marginality and status incongruity; 

and (5) they are better able to avoid unwelcome nonresearch tasks. 

It has been suggested that insiders have the following advantages: (1) they are 

usually able to develop a more detailed knowledge of the organization and its pro¬ 

grams; (2) they are in a better position to do continuing research. (Likert and 

Lippitt, 1953; Weinberger, 1969; Weiss, 1966; McEwen, 1956; and Rodman and 

Kolodny, 1964, are among those who have addressed themselves to these argu¬ 

ments.) Luchterhand (1967, p. 514), however, points out that outsiders cannot 

always be counted on to be more objective than insiders. When they are concerned 

with maintaining good relations with clients, outsiders may slant their interpreta¬ 

tions to accommodate their client’s interests. Alienated inside evaluators, on the 

other hand, may be inclined to report on their agency’s programs with stark objec¬ 

tivity. Yet, funding agencies, spokesmen for clients, and the general public usually 

consider the reports of external evaluators more credible. As Lortie (1967) points 

out, persons and organizations cannot be trusted to act as judges in their own case. 

Their self-appraisals cannot be accepted without question. When evaluation is 

conducted for the purpose of accounting to an outside body, utilization of external 

evaluators appears preferable. If, on the other hand, evaluation is conducted to assist 

an organization in its program development efforts, an internal evaluation unit may 

be able to contribute more effectively. 

Establishing relationships. If the evaluative researcher hopes to contribute to 

internal program development, he should take early steps to establish effective ties 

with those who make key decisions regarding programming. Sensitivity to the locus 
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of decision making is, therefore, important. Relations with administrators are al¬ 

ways important, but in more decentralized and democratic organizations evaluative 

researchers may find it appropriate to work more closely with the professional 

practitioners (such as physicians, social workers, and teachers) who are most con¬ 

cerned with the substance of programs. Some have pointed to the importance of 

the evaluator’s organizational position. (See, for example, Argyris, 1958; Bennis, 

1965; Rosenthal and Weiss, 1966; Suchman, 1967a, pp. 162-166; and Whyte and 

Hamilton, 1964, pp. 183-222.) The evaluator’s prestige and power are considered 

to be positively related to the likelihood that his findings will be implemented. If 

the evaluator is an insider, it is important that he have a prestigious position within 

the organization. Similarly, if he is an outsider, it is helpful if he has strong profes¬ 

sional and organizational credentials. It is also important for an outside evaluator 

to be linked to someone of high status in the action organization—a relationship 

that Sussman (1966) calls the "Merlin role.” When he makes status claims, the 

evaluator, however, must also consider the possible resentment of staff subordinates. 

If they believe he receives more status prerogatives than he deserves, they may not 

cooperate fully. 

As he begins working with agency representatives, it is important for the evalua¬ 

tor to create what Likert and Lippitt (1953, pp. 582-584) call an "image of po¬ 

tential.” The evaluator must, for example, provide administrators and practitioners 

with assurance of his technical competence, his understanding of the action setting, 

and his personal integrity and decency (Warren, 1963, p. 28). 

A mutual clarification of expectations at an early stage in the relationship may be 

useful. Administrators should, for example, be informed of some of the limitations 

of the contribution of evaluative research. Evaluators might need to explain, for 

example, that their work cannot resolve fundamental value issues nor can it, by it¬ 

self, resolve deep-seated conflicts between administrators and their staff or between 

the agency and its clients. If evaluation is to be used for program development pur¬ 

poses, evaluators should attempt to gauge the extent to which policy makers may be 

willing to tolerate challenges to their basic premises. An early agreement regarding 

the manner in which evaluation results will be publicized is also desirable. If the 

purpose of the evaluation is summative and it is externally sponsored, there should 

be advance agreement on the extent to which persons and organizational units will 

be identified in published reports. The evaluative researcher’s interest in pursuing 

professional research interests should also be discussed. For his work to be relevant 

in the action setting, the evaluative researcher may have to postpone the pursuit of 

some of his personal intellectual interests. It may be desirable for the evaluative 

researcher to reach an early and explicit agreement with the funding agency and 

program administrators on the extent to which he is free to use his time and project 
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data for professional research purposes. In addition, the evaluative researcher should 

inform himself not only about available action alternatives, but also the timing of 

decision making. If evaluation findings are to be used, evaluation must be addressed 

to pertinent action issues and results must be available when needed. 

Cooperation in task definition. Evaluators may be able to make a greater contri¬ 

bution if they can modify the policy maker’s approach to programming. Sadofsky 

(1966, p. 26), for example, suggests that the program operator’s fear of failure 

may be diminished if action projects are accepted as experiments. Failure, then, can 

be seen as a learning opportunity. Weiss (1966, pp. 15-16) recommends that in¬ 

stead of judging programs in simple success or failure terms, the administrator 

should be encouraged to ask questions about the relative effectiveness of alternative 

programs. 

In general, evaluators should work closely with administrators in establishing 

evaluative criteria first, so that evaluators may become more fully aware of admin¬ 

istrative concerns; and second, so that administrators may become more committed 

to the evaluation process (Freeman and Sherwood, 1965, p. 16). Collaboration in 

the identification of criteria or goals may help evaluators base their work on variables 

more explicit, realistic, and perhaps more comprehensive than the objectives shown 

in official program documents. Stake (1967, p. 531), however, strikes a note of 

caution. He argues that administrators or practitioners should not be expected to 

work at the high level of abstraction required for the writing of behavioral goals. 

Rather, evaluators should draft statements of objectives that attempt to reflect and 

clarify the intent of administrators. Coleman (1969, pp. 6-7) similarly points 

out that because administrators are often not fully aware of their decision-making 

criteria, evaluative researchers may have to discover these criteria for themselves. 

As a number of writers have pointed out, evaluative researchers need to consider 

a wide variety of potential program effects, including those which are unintended 

and undesired. Scriven (1969, p. 22), for example, emphasizes the evaluator’s 

responsibility as a professional to focus his efforts on appropriate evaluative cri¬ 

teria. Campbell (1969, pp. 415-416), concerned with undesired side-effects, rec¬ 

ommends that several outcome measures be utilized, including those recommended 

by "loyal opponents.” Because of limited evaluation budgets and the relatively nar¬ 

row range of alternatives which the administrator sees as open, however, the evalu¬ 

ator often finds it prudent to narrow the range of his inquiry. Aware of his lack of 

power, but hopeful of being able to influence policy makers within a limited but 

significant range of decision alternatives, the evaluator may find it desirable to 

ignore some potential evaluative criteria. 

Cooperation of program staff. It is important for the evaluator to take steps to 

obtain cooperation not only from administrators, but also from subordinate staff 
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members. Staff support is critical if programs are to be carried out as designed and 

if program records, essential for evaluation purposes, are to be maintained. Staff 

cooperation, however, cannot be taken for granted. A basic problem here is that the 

evaluator’s relationship with top administrators puts the evaluator in the same or¬ 

ganizational position as an inspector or policeman. If he hopes to obtain staff co¬ 

operation, the evaluator must insist that program evaluation is quite different from 

the evaluation of individuals or organizational units. Thus, Likert and Lippitt 

(1953, p. 611) emphasize that staff members must be assured "that the objective 

of the research is to discover the relative effectiveness of different methods and 

principles and that the study is in no way an attempt to perform a policing function. 

The emphasis must be on discovering what principles work best and why, and not 

on finding and reporting which individuals are doing their jobs well or poorly. . . .” 

Staff subordinates must, then, be given emphatic assurance of confidentiality and 

anonymity. It is also desirable to be able to obtain a commitment from administra¬ 

tors to share evaluation findings openly with subordinates. If evaluation efforts are 

to add to the record-keeping duties of practitioners, evaluators may be wise to pro¬ 

vide practitioners with added compensation or staff support to assure their coopera¬ 

tion. 

Feedback. Because of pressure to produce results quickly, timing may be a critical 

concern in the organization of evaluation efforts. Time pressures must, of course, be 

given strong considerations in selection of a methodological strategy. Grobman 

(1968, pp. 87-91) further suggests that evaluators use a formal planning procedure 

such as Program Evaluation and Review Technique (PERT) to assure that evalua¬ 

tion work will be completed within a tight time schedule. In some cases, evaluators 

may wish to report interim findings either to aid in an immediate decision problem 

or to keep administrators interested in the evaluation process. Early feedback, how¬ 

ever, may be a problem for evaluators if it leads administrators to change programs 

substantially before enough cases have been observed to satisfy the requirements of 

an experimental design. 

Utilization of evaluation findings may depend on the manner in which results are 

reported. Some have pointed to the need for clear, concise, and even dramatic pres¬ 

entation of findings. Sadofsky (1966, p. 24) warns that delivering results to an 

administrator publicly and without warning may produce a defensive reaction. Writ¬ 

ten reports may be supplemented with personal fneetings with administrators. Mann 

and Likert (1952, pp. 16-19) recommend a series of small group meetings from 

top administrative levels through the ranks of subordinates to facilitate communica¬ 

tion of results and to stimulate interest in following through on the action implica¬ 

tions. They argue that the pressures generated in small groups increase commitment 

to implementation of recommended changes. Argyris (1958, pp. 37-38) proposes 
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another strategy. He suggests first asking administrators and practitioners for their 

own diagnoses, to reduce the likelihood that they will reject research findings as too 

obvious. 

Strategies for Obtaining Cooperation from Client Spokesmen 

Where client cooperation with evaluation may be an issue, support of client 

spokesmen should be sought at an early stage. Funding agencies or administrators 

should initially explain the rationale for evaluation and the allocation of funds for 

this purpose. Participation of client spokesmen in the selection of an evaluator may 

also be advisable. Since employment opportunity is a central concern among minor¬ 

ity activists, it is desirable for evaluators to employ some members of the population 

served by programs. (Such a commitment may make it necessary for the evaluator 

to place more emphasis on staff training and supervision than he would otherwise.) 

Even more than staff subordinates, client spokesmen need persuasive assurance that 

confidential personal information will be used only for overall evaluation purposes. 

They also need to be convinced that unlike basic research, evaluative research is 

designed to have rather immediate action implications. Client spokesmen need as¬ 

surance that evaluation results will be available to them and that they will have full 

opportunity to participate in their interpretation. An evaluator may be able to satisfy 

some of the personalistic concerns of poverty groups by spending enough time with 

minority spokesmen so that they know and trust him as an individual. 

In some situations the level of conflict between client spokesmen and established 

agencies may be so great that cooperation in program evaluation is not a realistic 

possibility. In these cases it may be preferable for each group to sponsor its own 

evaluation enterprise. Funding agencies may find it advisable in these cases to pro¬ 

vide organized client spokesmen with the funds needed for their independent evalu¬ 

ation of programs. 

METHODOLOGICAL ISSUES 

The methodological principles that apply to the evaluation of social programs are 

the same as those of general behavior science inquiry. However, certain problems of 

measurement and design arise with some regularity in evaluative research.3 

Measurement 

A basic step in evaluation is the identification of objectives and their measurement. 

Suchman (1966, pp. 64-65) suggests that the formulation of objectives has five 

aspects: (1) the content of the objectives (i.e., that which is to be changed by the 

program); (2) the target of the program; (3) the time within which the change is 

to take place; (4) the number of objectives (if they are multiple); and (5) the ex- 
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tent of the expected effect. Freeman (1965), Suchman (1967a), Greenberg 

(1968), and Weiss (1966) are among those who urge a distinction among imme¬ 

diate, intermediate, and ultimate objectives. Measurements that focus on immediate 

and intermediate objectives are particularly important when evaluation results are 

needed before ultimate objectives may be realized. If immediate and intermediate ob¬ 

jectives are used as substitutes for ultimate objectives, however, the burden is on the 

evaluator to argue the validity of the hypothesized links to ultimate objectives. When 

programs fail to realize ultimate objectives, utilization of a hierarchy of objectives 

may also be useful in accounting for their limited success. 

Input measurement. Because the realities of program operations are often incon¬ 

sistent with public project descriptions, measurement of program inputs has also 

been recommended. Greenberg (1968, p. 266), for example, terms observation of 

administrative patterns and analysis of service statistics as "quasi-evaluation.” Cole¬ 

man (1969, p. 7) further urges a distinction between resources as allocated by or¬ 

ganizations and services as actually received by clients. Analysis of these administra¬ 

tive data may be useful for preliminary program screening purposes. To the extent 

that organizations are unable to deliver services to clients, expectations of program 

effectiveness are, of course, diminished. As discussed previously, it is also helpful for 

the evaluator to anticipate and measure possible unintended effects of programs, in¬ 

cluding the undesirable ones. Scriven (1967, pp. 77-80) further recommends that 

evaluators consider secondary effects of programs, which include impact on the in¬ 

dividuals and organizations who conduct programs and those who regularly interact 

with program beneficiaries. 

Original and secondary data. Identification of variables is, of course, only a first 

step in the measurement process. Evaluators are often confronted with serious obsta¬ 

cles in seeking the valid, reliable, and sensitive measures they need. Lerman (1968) 

and Campbell (1969) are among those who point to the shortcomings of the 

agency records upon which an evaluator often depends. When he uses agency rec¬ 

ords, the evaluator must consider that these data may reflect the organizational, pro¬ 

fessional, and individual interests of the record keepers as much as they do the be¬ 

havior that they are intended to measure. 

Because his information requirements are relatively refined and because the qual¬ 

ity of agency records is frequently poor, the evaluator must often collect his own 

data, thus creating additional problems. Data collection may add enormously to the 

cost of evaluation. Administrators and practitioners may object either because data 

collection interferes with the time available for programming or because it may jeop¬ 

ardize client or community acceptance of the program. Evaluators, on the other 

hand, may be concerned that their data collection activities may artificially enhance 

client awareness of the program, thereby altering its apparent or actual effectiveness. 
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The evaluator may cope with these data collection problems by using unobtrusive 

measures (Webb, et al., 1966) or by disguising the relationship between his data 

collection and the program (Seashore, 1964, p. 169). He may also address these 

problems through his selection of a research design. Campbell (1957) suggested use 

of the Soloman four-group design or a design requiring only post-test measurements. 

(See also Suchman, 1967a, pp. 91-114; and Wuebben, 1968.) Although Hyman, 

Wright, and Hopkins (1962, pp. 33-37) review evidence indicating that sensitizing 

or practice effects of pretesting are often negligible, the evaluator is clearly advised 

to take steps to guard against this potential source of measurement error. 

Freeman (1963, pp. 150-153) urges that evaluators use behavioral rather than at- 

titudinal measures of program objectives because policy makers are more likely to be 

impressed with behavioral data. Deutscher (1969) similarly argues in favor of direct 

behavioral measures because they pose fewer validity problems than do procedures 

designed to provide estimates of hypothetical behavior. 

Beyond the sensitizing effects of measurement, widespread awareness of evaluative 

criteria and measurement procedures can have important undesired effects on the 

way in which programs are administered and interpreted by clients. The danger is 

that administrative units, practitioners, or clients may artificially redirect their be¬ 

havior to affect the outcome of evaluation. The problem is particularly acute where 

incomplete sets of evaluative criteria and imperfect measures are used to judge the 

performance of participants. Considerable attention has been given to this problem 

in higher education, for example, where it has been argued that faculty are often ex¬ 

cessively concerned with publishing and students are overly preoccupied with grades. 

By emphasizing their concern with program concepts rather than specific partici¬ 

pants, evaluative researchers may be able to deal with this problem effectively. 

Timing of measurement is often another serious issue in evaluative research. (See, 

for example, Freeman and Sherwood, 1965, p. 25; Hyman and Wright, 1967, 

pp. 759-762; and Harris, 1963.) Often it is not clear how soon program effects can 

be expected, and how stable and durable changes brought about by programs will 

prove. Ideally, the problem is addressed through continuous or at least repeated 

measurement of output variables. Many evaluative researchers, however, find that 

they have only an opportunity for a single post-treatment measurement. The timing 

of such a measurement may have most important implications for the outcome of 

evaluative research. 

Design 

The problem of control. To assure that changes in measured behavior can be attrib¬ 

uted exclusively to the program at hand, evaluative researchers prefer to be able to 

employ some form of an experimental design. From an evaluation perspective, it is 
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desirable that clients be assigned randomly to treatment and control groups. Ade¬ 

quate control, however, is difficult to achieve in an action setting. Suchman (1967b, 

pp. 348-349) cites two obstacles to the effectiveness of use of control groups: (1) 

service orientation—administrators, practitioners, and client representatives are re¬ 

luctant to withhold services from those who might benefit from them; and (2) self¬ 

selection—it is difficult both to refuse service to those who seek it and provide serv¬ 

ice to those who resist it. J. Mann (1965, pp. 186-188) further observes that in an 

organizational setting, innovative approaches may "spread like a disease” to control 

groups. In discussing the evaluation of community-wide programs, Greenberg 

(1968, pp. 269-271) points out the added problem of finding truly equivalent 

communities. Where control groups are not possible, experimental control may be 

approximated through some design adjustments. One approach is to match partici¬ 

pants with nonparticipants and compare them through the use of analysis of covar¬ 

iance. Campbell and Erlebacher (1970), however, warn that matching may produce 

regression artifacts that seriously bias the results. The time-series design (Hyman, 

Wright, and Hopkins, 1962, pp. 20-27; Campbell and Stanley, 1963; Campbell, 

1969, pp. 412-428; and Gottman, McFall, and Barnett, 1969) is an alternative 

through which the treatment group is used as its own control through repeated 

measurements of outcome variables, beginning well before program implementa¬ 

tion.4 

Lerman (1968, pp. 55-59) argues that evaluators should resist the common as¬ 

sumption of administrators that evaluation be based on those who complete treat¬ 

ments. Rather, evaluation should be based on the population in need of services. He 

points out that the issue is particularly critical among private agencies, which can 

select their own clients. 

In action settings it may be possible to use comparison groups when control 

groups are unacceptable. Unlike the control group which receives no treatment, the 

comparison group receives an alternate treatment. Where policy makers are com¬ 

mitted to the principle of providing additional services, a comparison-group design 

may actually provide more useful information than a design using only a strict 

control. 

Social programs usually cannot be expected to produce a dramatic impact. If eval¬ 

uation is to document subtle but important changes, large samples or highly sensi¬ 

tive designs are necessary (Freeman, 1963, pp. 155-156). The conservatism that 

often prevails in academic research regarding rejection of null hypotheses may also 

be inappropriate in the formulation of decision criteria in evaluative research. 

Rather, evaluators may wish to be cautious in drawing negative conclusions regard¬ 

ing innovative programs (Miller, 1965b, p. 444). 
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Program practitioner interaction. A persistent problem in the design of evaluative 

research is the separation of effects of program content from those of the character¬ 

istics of practitioners. Staff enthusiasm and confidence may be critical variables in in¬ 

novative programs. Design adjustments are particularly difficult where the number 

of practitioners is small. Greenberg (1968, pp. 271-272) suggests that program per¬ 

sonnel be rotated between treatment and control conditions. Some of Rosenthal’s 

(1966, p. 402) suggestions for controlling experimenter expectancy effects in social 

psychological research appear to be applicable. Special training and supervision of 

practitioners may be introduced to reduce variability in practitioner behavior. Alter¬ 

nately it may be possible to conduct some programs with minimal practitioner-client 

contact. 

Program recipient interactions. Program recipients may contribute to the effect of 

an intervention through their feelings of self-importance as persons selected for spe¬ 

cial attention (Hawthorne effect) or through their faith in the program (placebo ef¬ 

fect) . The impact of these effects is likely to be particularly great when the program 

is new and experimental and when participants are volunteers. Scriven (1967, pp. 

68-71) suggests the use of multiple experimental groups to separate these effects 

from those of programs. He urges that enthusiasm be held constant while treat¬ 

ments are varied. Trow (1967), however, points out that some administrators may 

try to capitalize on Hawthorne effects by attempting to build an experimental cli¬ 

mate into their normal programming. Sommer (1968) similarly argues that the 

Hawthorne effect is not an extraneous disruptive influence; rather it is an important 

and ever-present factor in any field situation. As he puts it, "Environmental changes 

do not act directly upon human organisms. They are interpreted according to the in¬ 

dividual’s needs, set, and state of awareness” (p. 594). If the effects of social pro¬ 

grams are to be fully understood, it seems to be important that the client popula¬ 

tion’s predisposition toward and interpretation of programs be an integral part of 

comprehensive evaluative research. 

New programs often pose special difficulties for evaluators. On the one hand, the 

evaluative researcher must be prepared to deal with the positive effects of novelty, 

special attention, and enthusiasm. On the other hand, he must look for some strictly 

administrative problems in implementation which can account for the failure of an 

otherwise soundly conceived program (Hyman and Wright, 1967, p. 751). It is 

particularly important for administrators of innovative programs to be free to modify 

their procedures on the basis of their early experiences in implementation (Marris 

and Rein, 1967, pp. 191-207). These modifications pose an enormous problem for 

evaluation if research designs call for a lengthy commitment to a highly specific set 

of procedures. If, as Glass (1971) recommends, evaluators focus on program con- 
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cepts rather than specific procedures, their experimental designs may be able to ac¬ 

commodate procedural adjustments as long as basic concepts remain intact. 

Program outcomes may also be affected by many other variables that cannot be 

controlled in a single evaluative study. Among these are the physical characteristics 

of the program site and the duration and intensity of the program. 

Because action programs are often ineffective and because experimental evalua¬ 

tion is often very expensive, Rossi (1967, p. 53) recommends a two-phased ap¬ 

proach to evaluation. First correlational designs would be used to identify promising 

programs. Then powerful controlled experiments would be conducted to evaluate 

the relative effectiveness of those programs that passed the initial screening. 

Diffuse and unstable programs. Tight experimental designs are most easily im¬ 

plemented in the evaluation of programs conducted by highly centralized organiza¬ 

tions with extensive voluntary or involuntary control over clients. Prisons, hospitals, 

and residential schools are typical of such organizations. Where programs involve a 

number of autonomous organizations, are conducted by practitioners with consider¬ 

able personal and professional autonomy, and are directed at client populations 

whose willingness to cooperate is highly uncertain, evaluators often must be satisfied 

to use limited methodological tools.5 

Contemporary community-wide antipoverty programs are among those in which 

it is most difficult for evaluators to use well-controlled experimental designs. The 

relative contribution of various components of these large-scale programs may be 

difficult to determine because of uncontrolled exposure of clients to several pro¬ 

grams. It may also be difficult to determine the extent to which new programs are 

supplements to rather than substitutes for earlier programs. Weiss and Rein (1969, 

pp. 139-140) further argue that in the case of these highly diffuse and unstable pro¬ 

grams, it is particularly difficult to select and operationalize evaluative criteria that 

are broad enough in scope to reflect a program’s full range of consequences—espe¬ 

cially those that are unintended. 

In these settings the evaluator must look for research strategies that are realistic 

and, at the same time, yield a maximum of useful information. Particularly in the 

case of completely innovative programs where evaluation results are needed at an 

early stage, informal research approaches usually associated with exploratory re¬ 

search may be most appropriate. Observational techniques and informal interview¬ 

ing may provide more useful rapid feedback than can formal experimentation. (See, 

for example, Weiss and Rein, 1969.) Lazarsfeld, Sewell, and Wilensky (1967, p. 

xv) observe that because the decision process in these programs is continuous, 

evaluation must take place at many points. They recommend concurrent evaluation, 

a procedure through which records are kept of all decisions including information 
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on rejected alternatives and expected outcomes. Perhaps as Benedict et al. (1967) 

suggest, what is needed is evaluation that combines rigorous experimental data with 

a "natural history” account of events and actors before, during, and after program 

implementation. 

Decision makers are usually concerned with efficiency as much as they are with 

effects of programs. Evaluators, therefore, should be prepared to deal with the rela¬ 

tionship between cost and effectiveness. In some cases cost analysis is straightfor¬ 

ward; in others, it adds another complex dimension to evaluation.6 

CONCLUDING THOUGHTS 

Clearly, evaluative research is an activity surrounded by serious obstacles. Satisfied 

with informal and impressionistic approaches to evaluation, policy makers are often 

reluctant to make the investment needed to obtain verifiable data on the effects of 

their programs. Evaluative researchers are typically confronted with problems of 

measurement and design, which greatly restrict their ability to reach unambiguous 

conclusions. Abrasive relations with practitioners and clients can add to the evalua¬ 

tor’s difficulties in obtaining information. Evaluative research is often addressed to a 

distressingly narrow range of issues, and results not fully or widely disclosed. At the 

same time, policy makers often ignore highly pertinent findings of evaluative re¬ 

search. Little wonder that many social scientists regard evaluative research as a dubi¬ 

ous enterprise. 

Yet, there is a strong argument for emphasizing evaluative research in social pro¬ 

gramming. This country spends enormous amounts for social service programs (in¬ 

cluding health and education). At the same time the effectiveness of many of these 

programs is seriously questioned. Increases in program costs tend to be much more 

conspicuous than improvements in the quality of services. If it is agreed that social 

programs should be strengthened and that improvement is most likely to come 

about through the use of rational methods, it is clear that the evaluation role is vital. 

Because the results of social programs are often not obvious, the methods of empiri¬ 

cal research are needed to obtain precise information on program effectiveness. 

Evaluative researchers can take a number of steps on their own to improve their 

contribution to program development. They can become more skillful in applying 

their methodological tools to specific evaluation problems. By becoming more 

knowledgeable about the decision problems of action organizations, evaluators can 

recommend more appropriate evaluation strategies. Greater personal familiarity with 

action settings may make evaluators more effective in working with practitioners and 

clients. The climate for evaluation might be improved if evaluators were to 

place more emphasis on educating administrators, practitioners, and client represent- 
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atives regarding the role of evaluation in program development. Evaluators might 

also develop more effective ways of communicating the action implications of find¬ 

ings. Behavioral scientists who assume administrative roles in programs can also help 

by showing how programs can be structured to accommodate evaluation require¬ 

ments. 

If, however, evaluative research is to make its full contribution, substantial 

changes must be made in society’s overall approach to social programming. Legisla¬ 

tors and other public officials reflecting widespread public concern must raise signifi¬ 

cantly their demands for the effectiveness and efficiency of programs. In addition, 

they must learn to focus more on program goals so that they can assume a more ex¬ 

perimental attitude toward specific programming strategies (Campbell, 1969, pp. 

409-410). Such fundamental changes in attitude would lead to greatly expanded 

interest in evaluative research. If there were more serious emphasis on performance 

standards and the search for more effective program approaches, evaluative research¬ 

ers more often would be able to obtain the political and administrative support 

needed to employ powerful experimental designs. Behavioral scientists who hope to 

contribute to the effectiveness of social programs through evaluative research need to 

concern themselves, then, not only with immediate methodological and organiza¬ 

tional problems but also with the larger issues concerning the social context in 

which social programs are conducted. 

NOTES 

1 In arguing that what is needed is "more of the same,” the practitioner may also serve 
his professional interest in expanding the demand for his services. Evaluative researchers 
similarly have a vested professional interest when they argue that more effective pro¬ 
gramming requires an expanded emphasis on evaluation. 

2 Client representatives are also justified in challenging evaluative researchers if they 
have reason to question the latter’s assurances of confidentiality in the use of infor¬ 
mation about persons. Walsh (1969) reported that such an incident developed in the 
evaluation of an Office of Economic Opportunity project concerned with delinquent 
gangs. After confidentiality had been pledged and significant information on individuals 
had been collected, the study group complied (however reluctantly) with a Senate com¬ 
mittee’s subpoena of raw data. 

3 Texts and manuals on the methodology of evaluative research include those written 
by Hayes (1959), Herzog (1959), Fairweather (1967 ), Suchman (1967a), and Grob- 
man (1968). Writings on field experiments by such persons as French ( 1953), Camp¬ 
bell ( 1957, 1967, and 1969), Campbell and Stanley (1963), and Barnes (1967) are 
also highly relevant for evaluative research. Among those who have written extensively 
about methodological problems in their evaluation work or that of others are Hyman, 
Wright, and Hopkins (1962), Cronbach (1963), Whyte and Hamilton (1964), 
Mann (1965 ), Greenberg (1968), Lerman (1968), Scriven (1967), Stake (1967), 
Glass (1969), and Freeman and Sherwood (1970). For a recent summary of evalua¬ 
tion principles as they apply to federal programs, see Wholey et al. (1970 ). 
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4 For treatment of further design possibilities, see Campbell and Stanley (1963) and 
Campbell (1969). 

0 Effective programming is, of course, also very difficult under these circumstances. 
6 For examples of the use of cost-benefit analysis in evaluation of social programs, 

see Wholey’s (1970) bibliography. 
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PART I 
BASIC ISSUES: PROGRAM DEVELOPMENT 

AND SCIENTIFIC INQUIRY 

The idea of applying the methods of science to the management of social problems 

is very appealing. Science implies an order and rationality that contrasts to the con¬ 

flict and disorder which often plague efforts to deal with community problems. Eval¬ 

uative research attempts to link directly the realms of scientific inquiry and organ¬ 

ized social problem management. The articles in this section address themselves to 

basic questions about the effort to bring together these disparate spheres of activity. 

Perhaps primarily of historical interest is Stephan’s plea for experimental social 

research on the effects of programs of directed change generated in response to the 

Depression. Although it voices greater optimism and is written with a greater rhetor¬ 

ical flourish than a social scientist might dare to express today, the paper’s basic 

message is similar to more recent statements of the potential contribution of evalua¬ 

tive research. Stephan’s article also invites a sobering question. If the contribution of 

evaluative research was so clearly recognized so long ago, has the approach been as 

productively developed in the interim as might have been expected? 

Suchman offers a clear and concise statement of the purpose and method of eval¬ 

uative research. He argues that the logic of evaluative research is identical to that of 

basic or nonevaluative research. Evaluative research differs only in that value is at¬ 

tached to the dependent variable. Suchman goes on to point out that evaluative re¬ 

search provides a scientific basis for testing the principles of program administration. 

In contrast to Suchman’s emphasis on the use of scientific method in evaluation is 

Scriven’s concern with the judgmental aspect. Scriven contends that the evaluator 

must be more than a technician who addresses evaluative criteria suggested to him 

by program administrators. The evaluator must assume some responsibility for locat¬ 

ing a program in a broad societal context and structuring the evaluation accordingly. 

Although Scriven addresses himself specifically to problems of evaluation in elemen¬ 

tary and secondary education, his argument may be readily extended to other institu¬ 

tional sectors. 

Brooks outlines a number of the contributions that social research can make in 

programs of directed change. In addition to conducting evaluative research, social 
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researchers can provide ideas for experimentation, engage in research contributing 

to program planning, and generally encourage rationality in planning. Brooks also 

offers clear statements of the dimensions of and constraints on evaluative research. 

A valuable refinement of previous efforts to distinguish between pure and applied 

research is offered by Cherns. At one end of the continuum he sees pure basic re¬ 

search, which arises out of disciplinary interests and is addressed to theoretical issues. 

Action (evaluative) research, at the other extreme, is addressed to experimental ac¬ 

tion conducted within an ongoing organizational framework. Cherns emphasizes dif¬ 

ferences in the generality and diffusion of results. Pure basic research is likely to have 

very broad implications but little to contribute to any specific administrative prob¬ 

lem. Action or evaluative research, on the other hand, is designed to be highly use¬ 

ful in an immediate organizational context but is likely to contribute little to gen¬ 

eral knowledge. 

Schulberg and Baker distinguish between what they call goal attainment and sys¬ 

tem models of evaluation. The goal attainment model focuses rather narrowly on 

the overt objectives of a program and the strategies through which those ends are 

pursued. The system model is broader than the goal attainment model because it also 

concerns itself with organizational survival interests. Schulberg and Baker argue that 

when the design and administration of evaluative research reflect system concerns, 

findings are more likely to be utilized. 

Trow contributes to an understanding of the evaluator’s role through his insights 

into the source and nature of innovative activities in highly decentralized organiza¬ 

tions like colleges and universities. Much of the innovation in curriculum in higher 

education is spontaneously introduced by faculty members rather than by adminis¬ 

trators to whom educational researchers are most often linked. Innovation is often 

introduced primarily to rekindle the practitioner’s interest and enthusiasm. Trow 

urges that evaluative researchers collaborate with those who actually introduce im¬ 

portant changes. Because interest in innovation often has important positive by-prod¬ 

ucts, it is important for the evaluator to strive to facilitate rather than inhibit the 

practitioner’s creative efforts. 



1. Prospects and Possibilities: The New Deal 

and the New Social Research 

A. Stephen Stephan 

Mankind in a test-tube is the hope and 

aim of social science. 

Students of human behavior have 

long envied the chemists and physicists 

who are releasing the secrets of nature 

through experimentation and laboratory 

procedure. The exacting methods of the 

laboratory have been responsible for the 

phenomenal advance of the physical sci¬ 

ences. The gap between the accumulated 

knowledge of the physical sciences and 

the social sciences is largely explained by 

the difference in the exact methods of the 

former and the floundering methods of 

the latter. Man knows more about the 

atom than he knows about himself. 

The promise of a more exact knowl¬ 

edge of human relations must come 

from a development of experimental 

methods that will approximate in preci¬ 

sion the techniques of the laboratory 

scientists. No one, however, can deny 

the progress in the social sciences. But 

with all the exacting methods devel¬ 

oped, the economists, sociologists, and 

political scientists, have suffered from a 

lack of large-scale experimental set-ups 

to match the every-day resources of their 

brother scientists in the laboratory. 

The current enthusiasm over planning 

and the planning schemes now being de¬ 

vised by the alphabetical corporations of 

the Federal government furnish some 

hopes that this deficiency may be par¬ 

tially remedied. The blueprints of these 

agencies and the carrying out of their 

plans may well be looked upon as the 

creation of experimental laboratories for 

the social scientists, and for the social 

workers, educators, and administrators 

who may profit from their research. 

These laboratories set up by the plan¬ 

ning agencies of the New Deal per¬ 

mit a more effective use of the experi¬ 

mental method in the research projects 

of the social scientists. This research in 

turn would not only be an addition to 

science but would also be a form of so¬ 

cial auditing for the planning authorities 

in noting and accounting the changes 

wrought by the programs. The investiga¬ 

tor combines here the roles of scientist 

and citizen.1 Hence there is a practical 

relationship between planning, experi¬ 

mentation, and social auditing for both 

social scientist and administrator. Excel¬ 

lent examples of the possibilities in this 

direction lie in the wholesale changes in 

social behavior brought about by the 

repeal of prohibition, the program of 

the Tennessee Valley Authority, and 

more particularly, the low-cost housing 

and slum-clearance projects of the Hous¬ 

ing Division of the Public Works Ad¬ 

ministration. 

The essence of the experimental 

method in social research, as Chapin has 

pointed out,2 is the study of social be¬ 

havior through observations made under 

controlled conditions. It is an attempt to 

Reprinted with permission from Social Forces, Vol. 13, 1935, pp. 515—521. 
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conduct research by keeping constant as 

many forces or factors as possible which 

may influence a given social situation. 

This procedure permits the elimination 

of these forces or factors as disturbing 

elements causing a certain form of so¬ 

cial behavior and allows the investigator 

to concentrate attention and analysis on 

variable or non-controlled disturbing 

and causative factors. When a criminolo¬ 

gist uses the device of a control group in 

his investigation he is utilizing a famil¬ 

iar and perhaps most commonly em¬ 

ployed experimental technique. He 

compares a non-delinquent group with a 

delinquent group and tries to have the 

non-delinquent group match the delin¬ 

quent group as nearly as possible in edu¬ 

cation, nationality, economic status, and 

other similar factors known by experi¬ 

ence to influence a certain form of social 

behavior. He cannot say that the delin¬ 

quency is precipitated by membership 

in a certain nationality group or that it 

is due to a certain economic status, for 

these two factors would be constant and 

present in both the delinquent and non¬ 

delinquent groups. He must look for the 

influence of other factors and for other 

explanations. This is all similar to the 

work of an Arrowsmith in testing the 

effectiveness of a certain serum in curing 

a particular disease. One group is inocu¬ 

lated and another is not. Both groups are 

given the same food and live under the 

same conditions, these are constant fac¬ 

tors. The variable factor is the inocula¬ 

tion. If the inoculated group gets well 

ergo mighty medicine says it’s no doubt 

due to the inoculation. 

It goes without saying that the enor¬ 

mous planning enterprises and the expe¬ 

rimental situations which these plans set 

up make of Soviet Russia a paradise for 

the research social scientists. Russia is 

the most colossal experimental labora¬ 

tory for the study of human nature ever 

created by man. At no time in the 

stream of human history has there been 

as violent and as wholesale a transforma¬ 

tion in the living conditions of so large 

a segment of humanity, for the U.S.S.R. 

is one-sixth of the earth’s surface and 

one-twelfth of its population. 

The emphasis upon experimental 

methods in the social sciences is not a 

vicious attempt on the part of those so¬ 

cial scientists interested in this approach 

to order people around and regiment 

their behavior. The business of these 

scientists is to study, not administrate. 

These students merely hope to use the 

more exacting techniques of observation 

and investigation, the value of which is 

attested by the history of science, in per¬ 

fecting an important addition to logic 

and insight for the advancement of hu¬ 

man welfare through the power of a 

more exact knowledge. 

Adequate social planning demands a 

knowledge of the field of operation of 

the planning programs, be it foreign ex¬ 

change or slum-clearance. Planning, fur¬ 

thermore, calls for a rigid observation 

and "control” over the possible factors 

which may affect a given situation. 

"Control” is an attempt to observe and 

measure the forces put into operation 

and the results produced by these forces. 

A certain percentage of reduction of the 

gold content of the dollar may raise 

prices so much, or the transfer of the 

slum population of River Bottom to the 

model community of Sunlight Gardens 

reduce by a certain percentage the num¬ 

ber of delinquents in a given popula¬ 

tion. 

Control in many instances is made 
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more effective by the fact that the plan¬ 

ning agency is the source of many of the 

new influences and forces which are 

made to operate in setting up and chang¬ 

ing certain social situations. Control fur¬ 

ther means that large-scale experiments 

are set up for influencing human be¬ 

havior and that these controlled situa¬ 

tions approximate the wished for experi¬ 

ments in the more exact physical 

sciences. All this calls for some form of 

social auditing to determine the effect of 

the forces set in operation by the plan¬ 

ning authorities. Planning unaccompa¬ 

nied by research is of little avail since 

only by research can we And out what 

changes for better or for worse have 

been brought about by these plans. 

Many of us can see all this in the eco¬ 

nomic maneuvers of the Federal agen¬ 

cies in such projects as that of managed 

currency and the programs of the AAA. 

However, not as many of us can appre¬ 

ciate the fact that there are programs of 

a more social nature in the repeal of pro¬ 

hibition, the work of the Tennessee Val¬ 

ley Authority, and the projects of the 

Housing Division of the PWA in terms 

of the changes in social behavior which 

these programs may effect. 

Repeal calls for a comparison of the 

drinking habits of the nation during 

three periods: "before prohibition"; 

"during prohibition"; "after repeal." 

This field in particular has been notori¬ 

ously neglected by the social scientists. 

So infinitesimal is our knowledge of the 

social effects of the legal and illegal con¬ 

sumption of liquor that instead of rely¬ 

ing on the findings of careful research 

we have to base our opinions on the 

colorful utterances of A1 Smith and the 

thunder of Bishop Cannon. This condi¬ 

tion exists despite the fact that the coun¬ 

try is now a virtual laboratory for every 

type of experiment from wet to dry 

spots, from state control to free and open 

sale of liquor. 

In the Tennessee Valley mountaineers 

are being hurled from primitive condi¬ 

tions to living in an industrial empire 

made possible by giant power. They are 

going to be different folk from what 

they once were. Electricity will give 

them the shock that will make them 

jump from the eighteenth to the twen¬ 

tieth century. What changes in the so¬ 

cial habits of these people will be 

brought about by this radical alteration 

of their environmental conditions? 

Public housing programs will mean 

that people nurtured in the slums and 

then permitted to live in modern com¬ 

munities of low-cost homes will perhaps 

behave differently from the way they 

once acted. America has been woefully 

negligent in providing adequate hous¬ 

ing for its lower-income groups. We are 

beginners in public housing and have 

much to learn from the continental and 

English housing experts who, despite 

the devastated finances of their coun¬ 

tries, have built thousands of apartments 

and homes. Vienna, Hamburg, London, 

and Moscow, are excellent testimonials 

of their skill and zeal. It is along these 

lines that we want to emphasize for pur¬ 

poses of detailed illustration, the possi¬ 

bilities of planning, experimentation, 

and social auditing in the low-cost hous¬ 

ing and slum-clearance projects which 

the Housing Division of the PWA is 

developing in a dozen or more cities 

throughout the nation. 

Enthusiasm regarding these housing 

projects has waxed and waned, but 

enough headway has been made in At¬ 

lanta, Louisville, New York, Cleveland, 



40 A. Stephen Stephan 

and other cities3 to warrant the belief 

that low-cost housing will be a reality in 

some cities if only for the purpose of 

demonstrating what can be done. 

Through this program the housing 

authorities are planning to alter the liv¬ 

ing conditions of great bodies of the 

population in a number of cities. 

Do slums make slum people or do 

slum people make the slums? Will 

changing the living conditions signifi¬ 

cantly change the social behavior of the 

people affected? The public housing 

projects may furnish the made-to-order 

test-tubes to help in answering these fas¬ 

cinating and bewildering questions. 

The accumulating studies of the so¬ 

ciologists reveal the slums as the sore 

spots of our modern industrial civiliza¬ 

tion. In the slum areas of our urban cen¬ 

ters are found high rates of delinquency, 

adult crime, dependency, tax delin¬ 

quency, sickness, malnutrition, insanity, 

and similar conditions, together with 

such characteristic groups as delinquent 

gangs and institutions of vice. These in¬ 

stitutions and conditions epitomize the 

so-called viciousness of the slum. The 

implication is that if these people lived 

under more wholesome conditions there 

would not be as much delinquency, 

dependency, sickness, among them. No 

doubt—but how much less delinquency, 

dependency, sickness? Compare a slum 

group with the people living in a sub¬ 

urb. Less delinquency, dependency, and 

sickness? To be sure. But the people liv¬ 

ing in the suburbs are not similar to the 

people living in the slums in terms of 

certain significant factors. They are usu¬ 

ally wealthier, better educated, healthier, 

than the slum dwellers. The layman 

would call this an unfair comparison. 

The best way we can answer this prob¬ 

lem, perhaps, is to compare the social 

indices (rates of delinquency, depend¬ 

ency, adult crime, sickness, and simi¬ 

lar factors) characteristic of a given 

population while living in the slum with 

the social indices of the same or a similar 

population after living in the changed 

environment of a model community. 

This would mean a "before and after” 

study. In other words we would have to 

employ the exacting techniques of an ex¬ 

perimental approach. This would permit 

controlled observation and enable us to 

know with more precision the difference 

which may occur in social behavior ac¬ 

companying a change in social environ¬ 

ment brought about by the altering of 

living conditions. Graphically, it would 

be like transferring a population mass 

from Test Tube 1 of Liquid A to Test 

Tube 2 of Liquid B and finding out what 

happens. 

Certain of the social indices may be 

reduced to monetary items in terms of 

costs to the government (costs of delin¬ 

quency, adult crime, dependency, police 

protection, sickness, and similar factors) 

and a comparison made of the costs to 

the government preceding and follow¬ 

ing slum clearance or the transference of 

a slum population to a model commu¬ 

nity on more open land. Specifically, such 

a program may reduce delinquency and 

adult crime. The cost-per-delinquent and 

the cost-per-adult-criminal may be com¬ 

puted and the differential in lower costs 

to the state that may result from the 

housing program calculated. A compu¬ 

tation may be made of the social cost dif¬ 

ferential in favor of the new commu¬ 

nities which may be logically considered 

a governmental and social saving. Such a 

body of data may even serve as a basis 

for recruiting financial support to future 

housing programs. 

The experimental method in a re¬ 

search program of the kind suggested 

would depend on the plans of the hous- 
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ing authorities and the developments ac¬ 

companying these plans. Suppose the 

program for the city of Metropolis is 

that of slum clearance (we shall call this 

Plan I), with a significant part of the 

old population of former residents re¬ 

turning to live in the rebuilt community. 

Then the investigator would have to 

compute the social indices in terms of 

rates of delinquency, dependency, adult 

crime, sickness, and like factors, of a 

sample population for whatever number 

of years he decides is satisfactory for his 

purpose before slum clearance, and fol¬ 

low the same procedure for the sample 

group after the population had taken up 

residence in the model community and 

after it had been "exposed” to the living 

conditions of a more wholesome envi¬ 

ronment. Hence he would study the so¬ 

cial indices in their "before” aspects, and 

later in their "after” aspects, and then fig¬ 

ure out the differences in these social 

indices. These differences the investiga¬ 

tor would attribute to the changed living 

conditions for he would have held a 

number of significant factors constant. 

Why? Because the same population was 

studied throughout the investigation and 

the principal variable was that of dif¬ 

ferences in living conditions. But sup¬ 

pose a research bureau decides to make 

a study of this sort after the slum popu¬ 

lation had moved to the new commu¬ 

nity. Will it mean that the study could 

not be inaugurated? Not necessarily, for 

the investigator would then become a 

contemporary archeologist and comb the 

records of the city from the juvenile 

court to the social agencies for his data. 

In any event he would have to do some¬ 

thing of this sort whether he began his 

study before or after the slum was 

cleared. 

Now the identical procedure of study 

may be followed in Plan II, a much bet¬ 

ter program (as we shall point out 

later), of transferring a population from 

the slum to a model community built on 

more open land, perhaps in the suburbs. 

The same "before and after” analysis 

may be made of a sample slum popula¬ 

tion moved to a less congested area. 

The slum clearance program of Plan 

I as a gesture towards better housing for 

a congested population is an unsatisfac¬ 

tory procedure in many instances. This 

springs out of the very nature of the 

slum in our unplanned and unregulated 

modern American cities. Slums are typi¬ 

cally found where rents are low but 

where space values tend to rise.4 They 

are located on speculative and highly 

priced properties, for they are on the 

fringe of the commercial areas and the 

hope of the landlords is that the central 

business district will incorporate the 

slum. All this is based, among other 

things, on the belief that urban popula¬ 

tions will continue to increase, a belief 

not substantiated by recent population 

statistics. Stability of population means 

a curb on speculation and a more realis¬ 

tic basis for land valuation. But where 

speculative values exist and high cost 

land is purchased for slum clearance a 

large slice of the cost of rearing the new 

structures is eaten up by the land and 

hence huge apartments are constructed 

with the possible resultant of a greater 

congestion than was apparent before the 

slum was cleared. This would mean rents 

beyond the reach of the lower income 

groups. However, through expert han¬ 

dling and accumulation of land, the 

Housing Division of the PWA is at¬ 

tempting to make possible the valuation 

of slum property on a realistic utility 

rather than on a speculative basis. Slum 

clearance is perhaps not unsatisfactory 

in the aspects mentioned here for cities 

under the 250,000 class. 
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The purchase of more open land for 

the construction of model homes, as sug¬ 

gested in Plan II, is the best policy. This 

means that cheaper lands can be utilized 

and more money spent for basic housing 

and community planning for parks, play¬ 

grounds, streets, and ample sunshine. 

Community planning is an indispensable 

part of adequate housing.5 Furthermore, 

there is no need in this late day to have 

thousands of people jammed in close 

quarters within close proximity to their 

work. Rapid and cheap transportation 

enables workers to be within easy dis¬ 

tance of the factory, office, and work¬ 

shop, though they live miles away. 

The hitch in Plans I and II comes in 

the distinct possibility that the new resi¬ 

dents in a model community may not all 

come from a particular slum locality. 

The new development of Sunlight Gar¬ 

dens in Metropolis may have residents 

drawn from Slums A, B, C, and perhaps 

a number of neighborhoods of a not-so- 

slummish character. We shall call such a 

possibility Plan III. Does this mean we 

shall have to abandon the experimental 

approach? Not necessarily. After things 

have settled in Sunlight Gardens the in¬ 

vestigator would analyze the social in¬ 

dices of its population. Then the investi¬ 

gator would assume the role of a social 

Arrowsmith and try to get a satisfactory 

control group. His control group would 

be a slum population which continued 

to live in the slum. The investigator, we 

shall say, finds such a population in the 

slum of the Roundhouse District. But he 

would have to get a slum control group 

that as nearly as possible matched the 

population of Sunlight Gardens on such 

factors as nationality, religion, educa¬ 

tion, economic status, and similar con¬ 

ditions. Then he would analyze the so¬ 

cial indices of his slum control group 

and after computing these measuring 

sticks compare these indices with the so¬ 

cial indices of Sunlight Gardens and 

compute the differences in these indices. 

Now the closer the control group of the 

Roundhouse District is to the popula¬ 

tion of Sunlight Gardens the more nearly 

the investigator would be on safe ground 

in concluding that the differences in the 

social indices were due to differences in 

living conditions. We would hence be 

in a better position to gauge the benefits 

of model housing to the people of Sun¬ 

light Gardens. 

A check on the results obtained above 

and supplementary qualitative analysis 

may be secured through a clinical study 

of the population of Sunlight Gardens. 

Case studies of the past behavior of the 

population, or enough of the population 

to furnish a good sample, as reflected by 

such indicators as delinquency, depend¬ 

ency, sickness, and like factors, of the 

Sunlight Gardeners could be made be¬ 

fore they took up residence in the new 

community. Similar case studies on the 

same items could then be made after the 

population had lived for some time and 

had been "exposed” to the environment 

of the model community. A comparison 

may then be effected and the differences 

in the results obtained credited to a large 

degree to the variations in housing and 

living conditions. 

The change of residence from the 

slum of River Bottom to Sunlight Gar¬ 

dens may permit an important qualita¬ 

tive analysis of the subtle influence of a 

variation in living conditions on the 

personalities of the Sunlight Gardeners. 

Down on congested Delancey Street lit¬ 

tle Joe never would play baseball with 

the gang. He was afraid of cars, an auto 

had run over him once. In a crowded 

apartment on the same block old Mr. 
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Flannagan would grumble all the time 

because a room full of children wouldn’t 

let him read his newspaper in peace. In 

Sunlight Gardens Joe could play ball on 

the playground and Mr. Flannagan 

would stop grumbling, there would be 

plenty of room in the house and the chil¬ 

dren would be in the open air. It would 

be an ideal set-up for a psychiatrist. 

Bold are these plans and pious are the 

hopes that engender them. The "before” 

and "after” aspects of experiments need 

auditing. Studies of the character men¬ 

tioned and particularly of the social ef¬ 

fects of public housing need to be prose¬ 

cuted for certain selected communities 

by some great public spirited foundation 

as the Russell Sage or as an adjunct of 

the housing project itself. A minimum 

study from the point of view of social 

policy would be a census of the popula¬ 

tion after residence in the model com¬ 

munity to find out the character of the 

group attracted to the new environment. 

The economic experiments of the ad¬ 

ministration from the NR A to the AAA 

are being studied by the governmental 

agencies and the Brookings Institution 

of Washington. Why not studies of so¬ 

cial experiments? 

NOTES 

1 See Read Bain, "Scientist as Citizen,” Social Forces, March, 1933, pp. 412—15, for 
an excellent and timely discussion of how the cloistered objectivity of the scientist makes 
him oblivious of his role as citizen. 

2 See F. Stuart Chapin, "The Experimental Approach in the Study of Family Group 
Patterns,” Social Forces, December, 1932, pp. 200—07. Also, F. Stuart Chapin, "The 
Problem of Controls in Experimental Sociology,” The Journal of Educational Sociology, 

May, 1931, pp. 541-51. 
3 See Harold L. Ickes, "The Federal Housing Program,” New Republic, December 19, 

1934, pp. 155-57. 
4 Nels Anderson, "The Slum Endures,” Survey, March 15, 1927, 799 fi. 
5 See Albert Mayer, "New Homes for a New Deal,” New Republic, February 14, 

1934, pp. 7—9. Also Albert Mayer, "Housing: A Call to Action,” Nation, April 18, 
1934, pp. 435-36. 

2. Evaluating Educational Programs 

Edward A. Suchman 

By and large, researchers have been 

reluctant to undertake evaluation stud¬ 

ies. The basis for such resistance lies 

mainly in the general inadequacy of 

many of such studies judged by scientific 

standards. While this poor reputation 

may be justified from past experience,1 

the shortcomings are not inherent in the 

conduct of evaluation studies. The pur¬ 

pose of this paper will be to formulate 

Reprinted with permission from The Urban Review, a publication of the Center for 
Urban Education, Vol. 3, No. 4, February 1969, pp. 15—17. 
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some of the basic issues involved in 

viewing evaluation as research and to 

point out some of the ways in which 

such studies can be improved. 

DEFINING EVALUATION 

The key conceptual elements in a def¬ 

inition of evaluation from a methodo¬ 

logical point of view aret(l) a planned 

program of deliberate intervention, not 

just any natural or accidental’ event; 

(2) an objective or goal which is con¬ 

sidered desirable or has some positive 

value, not simply whatever change oc¬ 

curs; and (3) a method for determining 

the degree to which the planned pro¬ 

gram achieves the desired objective. 

Evaluative research asks about the kind 

of change desired, the means by which 

this change is to be brought about, and 

the signs according to which such change 

can be recognized.2 

However, an evaluation study should 

do more than pass’ or 'fail’ a program 

(an administrative goal); it should at¬ 

tempt to find out why a program was 

or was not effective (a research goal). 

The answer to this question "why” re¬ 

quires an analysis of such factors as (1) 

the attributes of the program itself that 

make it more or less successful; (2) the 

population exposed to the program in 

terms of which subgroups are reached 

and which affected; (3) the situational 

context within which the program takes 

place, such as auspices, locale, compet¬ 

ing programs, and public opinion; (4) 

the different kinds of effects produced 

by the program, such as cognitive, atti- 

tudinal, or behavioral, long or short 

term, unitary or multiple, including spe¬ 

cial attention to any negative side-ef¬ 

fects. In this sense evaluation involves 

more than judging; it also encompasses 

research on conditions affecting success 

or failure. 

This emphasis upon the analysis of 

why a program is more or less successful 

underscores the evaluator’s responsibility 

not to take as given’ the administrator’s 

definition of his program. One of the 

major contributions of an evaluation 

study lies in an analysis of the program 

being evaluated in terms of its objec¬ 

tives, the assumptions underlying these 

objectives, the specific program activities 

designed to achieve these objectives, the 

rationale for believing that these activ¬ 

ities are capable of attaining the objec¬ 

tive, the separation of the 'idea’ of the 

program from how it is being carried 

out, and the determination of criteria for 

observing the extent to which the objec¬ 

tives are being attained. Few of the an¬ 

swers to these questions can be directly 

obtained from program personnel; they 

are largely the product of careful obser¬ 

vation and analysis on the part of the 

evaluator himself.3 

It follows from the above that the de¬ 

sign of the evaluation study must pro¬ 

vide for testing underlying assumptions, 

for examining processes by which objec¬ 

tives are attacked, for looking at pro¬ 

gram content separate from program 

operation, for providing measures of un¬ 

anticipated, negative consequences, and, 

in general, for formulating the evalua¬ 

tion project in such a way that one learns 

as one evaluates. Obviously there are ad¬ 

ministrative constraints upon how de¬ 

tailed such an analysis can be, but the 

goal should be to approach the evalua¬ 

tion as one would any research project— 

to understand how 'theory’ and 'opera¬ 

tion’ are linked together in the program 

being evaluated. 
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EVALUATIVE VS. NON-EVALUATIVE 

RESEARCH 

Let us examine briefly the underlying 

logic of the evaluation process. First, we 

distinguish between evaluation as the 

general social process of making judg¬ 

ments of worth regardless of the basis 

for such judgments, and evaluative re¬ 

search as referring to the use of the 

scientific method for collecting data con¬ 

cerning the degree to which some speci¬ 

fied activity achieves some desired effect. 

Our concern in this paper is obviously 

with the latter. 

Science is concerned with the study of 

process or the interdependence of events 

or phenomena. In non-evaluative or basic 

research this process (greatly over-sim¬ 

plified ) usually involves the test of some 

hypothesis concerning the relationship 

between an independent or causal’ var¬ 

iable and a dependent or effect’ varia¬ 

ble: i.e., "the more a, the more b.” Basic 

research proceeds to test the Validity’ of 

this hypothesis and to elaborate upon 

the control variables which account for 

or modify the relationship of a to b. 

The same basic logic applies to eval¬ 

uative research. The independent varia¬ 

ble a becomes the goal to be achieved. 

However, unlike basic or non-evaluative 

research, value becomes attached to b as 

something desirable, while a becomes 

the object of deliberate, planned inter¬ 

vention. The non-evaluative hypothesis 

"the more a, the more b” becomes the 

evaluative hypothesis, "by changing a 

(through a planned program), the prob¬ 

ability of b (which I judge to be desira¬ 

ble) increases.” Thus evaluative research 

tests the hypothesis that "Activities A, 

B, C, will achieve objectives X, Y, Z.”4 

But just as the non-evaluative hypoth¬ 

esis "the more a, the more b” requires 

further testing in terms of some control 

factor c which may destroy or modify 

the relationship, the evaluative hypothe¬ 

sis concerning the relationship of activ¬ 

ity a to objective b requires critical ex¬ 

amination according to control factors 

which test (1) whether it was really ac¬ 

tivity a that achieved objective b, and 

(2) which elaborate upon how and why 

the activity was able to achieve the ob¬ 

jective.5 This is the heart of evaluative 

research. First, to ascertain whether pro¬ 

gram a is associated with the occurrence 

of objective b\ second, to prove’ that 

this association is a ’true’ one—that a 

was demonstrably responsible for b; and 

then third, to elaborate upon the condi¬ 

tions which determine or modify the 

ability of a to achieve b. 

Using this approach, evaluation be¬ 

comes research. The significant differ¬ 

ence between basic or non-evaluative re¬ 

search and applied or evaluative research 

is one of purpose and not of method. 

Both types of studies attempt to utilize 

research designs for data collection and 

analysis based upon the logic of the 

scientific method. The evaluative study 

applies this model to problems which 

have administrative consequences, while 

non-evaluative research is more likely to 

be concerned with theoretical signifi¬ 

cance. But the validity of both types of 

studies rests equally upon the degree to 

which they satisfy the principles of sci¬ 

entific methodology. 

To be sure, the above difference in 

purpose has important ramifications for 

determining how a problem is defined 

and attacked. For example, evaluative 

research is more likely to emphasize the 

study of variables which lend themselves 

to manipulation or change or to be more 

concerned with the immediate, concrete 
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time and place relevance of one’s find¬ 

ings than non-evaluative research which 

places its emphasis upon explanation 

rather than manipulation and upon ab¬ 

straction as opposed to specificity. While 

undoubtedly evaluative research creates 

greater personal involvement in out¬ 

come than non-evaluative research, this 

distinction is apt to be exaggerated into 

questions of honesty or bias not at all in¬ 

herent in differences between the two 

approaches.6 To be sure there are more 

administrative constraints upon the eval¬ 

uator both in the choice of his problem 

and in the interpretation of his find¬ 

ings, but again these are interpersonal 

problems and should not be confused 

with methodological problems. The 

question is one of norms and values, not 

of principle.7 

A RESEARCH MODEL FOR 

EVALUATION 

In social research we generally deal 

with multicausal models in which no 

event has a single cause and each event 

has multiple effects. No single factor is 

a necessary and sufficient cause of any 

other factor. These logical conditions of 

a 'multiplicity of causes’ and an 'interde¬ 

pendence of events’ applies equally to 

evaluative research. It means that activ¬ 

ity A becomes only one of many possible 

actions or events which may bring about 

(or deter) the desired effect. Further¬ 

more, both activity A and effect B will 

have many other effects or consequences. 

The significance of this model of causal¬ 

ity’ is that evaluations of success must be 

made in terms of conditional probabil¬ 

ities involving attacks upon causal factors 

which are only disposing, contributory, 

or precipitating rather than determin¬ 

ing. The effect of any single activity 

will depend upon other circumstances 

also being present and will itself reflect 

a host of antecedent events. Any single 

activity will, in turn, have a great many 

effects, many of them unanticipated and 

some of them even undesirable. 

Thus, any 'explanation’ of the success 

or failure of program A to achieve effect 

B must take into account the precondi¬ 

tions under which the program is ini¬ 

tiated, the events which intervene be¬ 

tween the time the program begins and 

the time the effects are produced, and 

the consequences that follow upon the 

effects. Thus no program is an entity 

unto itself but must be viewed as part of 

an ongoing social system.8 

It is important to point out the rela¬ 

tionship of theory to action in terms of 

the above model. The evaluative hypoth¬ 

esis, "Activities A, B, C, will achieve 

objectives X, Y, Z/’ implies some logi¬ 

cal reason for believing that the program 

of activities as the independent or stim¬ 

ulus variable has some causal connec¬ 

tion to the desired objectives as the de¬ 

pendent or effect variable. There must 

be some theoretical basis for linking the 

program to the objectives. The question 

"Does it work?’’ presupposes some ra¬ 

tionale as to why one might expect it to 

work. 

In this sense, evaluative research may 

be viewed as a form of social experi¬ 

ment. These social experiments test the 

validity of the hypothesis that the action 

program has the power to affect certain 

causal’ processes related to the develop¬ 

ment of the desired effect. The ideal 

evaluation study tests under field experi¬ 

mental conditions the hypothesis that ac¬ 

tivity A will attain objective B because 

it is able to influence process C which 

affects the occurrence of the objective.9 

If a program is unsuccessful, it may 

be because the program failed to 'opera- 
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tionalize’ the theory, or because the 

theory itself was deficient. One may be 

highly successful in putting a program 

into operation but, if the theory is incor¬ 

rect or not adequately translated into ac¬ 

tion, the desired changes may not be 

forthcoming: i.e., "the operation was a 

success, but the patient died.” Further¬ 

more, in very few cases do action or 

service programs directly attack the ulti¬ 

mate objective. Rather they attempt to 

change the intermediate process which 

is causally’ related to the ultimate objec¬ 

tive. Thus, there are two possible sources 

of failure (1) the inability of the pro¬ 

gram to influence the "causal” variable, 

or (2) the invalidity of the theory link¬ 

ing the causal’ variable to the desired 

objective. We may diagram these two 

types of failure as follows: 

INDEPENDENT INTERVENING DEPENDENT 
VARIABLE VARIABLE VARIABLE 

ACTIVITY 'CAUSAL* 
OR PROCESS 

DESIRED 
EFFECT 

PROGRAM 

PROGRAM 
FAILURE 

THEORY 
FAILURE 

According to this analysis, evaluative 

research tests the ability of a program to 

affect the intervening causal’ process. 

Non-evaluative or basic research, in 

turn, tests the validity of the intervening 

causal’ process as a determinant of the 

desired effect. For example, the evalua¬ 

tion of an obesity clinic may show 

whether attendance leads to a loss of 

weight, but whether such a loss of 

weight decreases the incidence of heart 

disease is a question for non-evaluative 

medical research. Similarly, a project 

Head Start may succeed in increasing the 

curiosity of culturally deprived pre¬ 

schoolers, but whether increased curiosity 

leads to higher educational aspirations 

is a matter of theory and non-evalua¬ 

tive research. This is probably the rea¬ 

son why so few evaluations can show any 

direct effect of a program upon ultimate 

objectives.10 

EVALUATIVE RESEARCH AND 

ADMINISTRATIVE SCIENCE 

Evaluation as the study of the effec¬ 

tiveness of planned social change can 

play an important part in the develop¬ 

ment of a field of administrative science. 

With its emphasis upon understanding 

why a program succeeds or fails, evalua¬ 

tive research is a strategic source of 

knowledge about principles of program 

administration. In fact one might argue 

that evaluative research provides the 

main scientific basis for testing or vali¬ 

dating principles of program administra¬ 
tion. 

From an administrative point of view, 

evaluation becomes an ongoing process 

related to all stages of program plan¬ 

ning, development, and operation. Each 

stage has its own set of objectives and 

means for attaining these objectives 

which become subject to separate eval¬ 

uations. These evaluations feed back in¬ 

formation to the program administrator 

at each stage and permit him to deter¬ 

mine when and how to proceed from 

one stage to another. We may view 

these stages as interrelated with the ob¬ 

jectives of each preceding stage being 

means toward formulating the objectives 

of each succeeding stage. Thus an eval¬ 

uation of the planning process is judged 

in terms of its success in program devel¬ 

opment. The developmental program, in 

turn, has as its objective the formulation 

of an operational program. Evaluation 

at this stage attempts to assess the rela- 
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tive success or failure of various at¬ 

tempts or approaches to the problem be¬ 

ing attacked. Thus, this stage provides 

an excellent opportunity for 'experimen¬ 

tal’ research. Finally, the operational 

program is evaluated in terms of its abil¬ 

ity to achieve the desired objectives as 

specified in the planning process. As we 

have discussed previously, such opera¬ 

tional program evaluation should stress 

an analysis of program process as well as 
end results. 
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The above approach to program ad¬ 

ministration has often been character¬ 

ized by the term "scientific manage¬ 

ment.”11 The key to its success lies 

largely in its utilization of the scientific 

method for making decisions. The cen¬ 

tral position of evaluation in this process 

underscores our concern with the devel¬ 

opment of evaluative research in as 

methodologically a rigorous a manner as 

possible. 



3. Evaluating Educational Programs 

Michael Scriven 

The following comments are based on 

an examination of a number of evalua¬ 

tion reports dealing with Title I pro¬ 

grams and on extensive discussions with 

and consultations on behalf of urban 

educators and planners in cities across 

the country. The criticisms are not 

claimed to apply to all the evaluations I 

have examined. Rather, they indicate de¬ 

ficiencies that should never occur, or 

should never occur without explicit ex¬ 

planation of the exigencies that pre¬ 

vented their removal. Apart from the 

criticisms, I make some conceptual sug¬ 

gestions and emphasize some problems 

that seem to deserve our attention. These 

aims will often be combined in one dis¬ 

cussion. 

INCONSISTENCY 

The most unsatisfactory feature of the 

evaluation being done at the moment is 

the lack of common basic framework. 

Of course, each evaluation presents its 

own problems, but the time is long past 

when that excuses not using a basic 

check list. Even in a single report on 

several schools one finds an inexplicable 

absence of comparable data: e.g., about 

availability of commercial courses in 

each school, despite the explicit discus¬ 

sion of this datum in one case and its ob¬ 

vious importance in all. In many cases, 

tabular presentation of the qualitative 

data would be superior for information- 

retrieval purposes; and it would cer¬ 

tainly help to prevent the omission of a 

datum in some cases. At least, tabular 

presentation in an appendix would be 

valuable. 

Now there are certainly legitimate 

disagreements about the best method¬ 

ology for a given evaluation task, from 

the tests given to the statistics used. But 

this does not obviate the need for devel¬ 

opment and publication of a master 

check list on which all the measures rec¬ 

ommended by reputable investigators 

can be entered, avoiding any need for 

the prospective evaluator to rely on his 

memory in planning his evaluative de¬ 

sign. From this master list he can draw 

up his own submaster involving his 

choice of measures probably amplified in 

directions where innovative masters are 

to be employed. This then forms the 

framework for presentation of his ter¬ 

minal data. The procedure mentioned 

has, essentially (at last and secretly), 

been done in consumer evaluation of 

automobiles by the rival magazines. In 

the educational domain the secrecy 

should be anathema. 

PAROCHIALISM 

There are obvious advantages in using 

evaluating teams that know the local sys¬ 

tem under discussion. But the disadvan¬ 

tages should be equally obvious to an 

evaluator. A hint that they are not 

merely theoretical is to be found in the 

saliently favorable response of private 

Reprinted with permission from The Urban Review, a publication of the Center for 
Urban Education, Vol. 3, No. 4, February 1969, pp. 20-22. 
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school principals to New York City s 

More Effective Schools models, by com¬ 

parison with social scientists and school 

of education faculty. These men not only 

know the difficulties of running a school 

but they want credit to be given to those 

who do it. A team of New Yorkers is 

liable to have too much sympathy for 

the problems of New York, or in some 

cases to have too much background 

knowledge, to make an objective judg¬ 

ment of certain practices. Each of the 

larger evaluation teams should have had 

one or two aliens’ involved in at least a 

consultant capacity, doubling up with 

'natives’ in the classroom visits and staff 

interviews. Ideal aliens would be the 

Neil Sullivan type: people like Sullivan 

[the Berkeley superintendent of schools 

under whom integration was achieved] 

with an ego-stake in a different ap¬ 

proach, but plenty of experience in the 

mills of practice. It is from such inter¬ 

action of perspectives that the most con¬ 

structive suggestions come, and a major 

obligation of the evaluator is to the fu¬ 

ture. A useful source for such personnel 

is the visiting faculty in schools of edu¬ 

cation and administrative interims; but 

it is still just possible to fly consultants 

in and out of New York for the site 

visits. 

RELATIVISM 

There is, in my view, a shortage of 

truly fundamental evaluation in initially 

all the reports I have seen and heard 

across the country. By this I mean eval¬ 

uation of the goals of the project itself. 

Of course, as every evaluator knows, 

there is always a 'point of entry—you 

have to assume some values or you can t 

get started on evaluation. This is misin¬ 

terpreted in two ways: either as making 

it legitimate to accept whatever values 

are assumed by the individual or organ¬ 

ization that asks for the evaluation, or 

as making it irrelevant to consider other 

means to those values besides the one 

proposed for evaluation. For example, 

in evaluating a program to use school 

buses to transport 'disadvantaged stu¬ 

dents to places of civic and cultural in¬ 

terest, the evaluator should not pass over 

the question whether visiting such places 

has any educational merit as he does if 

he merely checks on data-retention 

about them. Nor should he ignore the 

possibility that more good could be done 

with the same expenditure either to 

these or other students. The lack of such 

considerations, even if brief and incon¬ 

clusive often distorts the whole perspec¬ 

tive of the evaluation design and, more 

importantly, fails to provide the policy¬ 

maker with the correct framework in 

which to see the data presented. Nat¬ 

urally the policymaker should have con¬ 

sidered these alternatives before instigat¬ 

ing the project, but the evaluator is 

often stimulated to think of alternatives 

that had not been considered previously, 

and, bearing them in mind, he may be 

able to pick up new data that materially 

affects their feasibility or utility. The 

study just mentioned essentially tests 

whether the visits had any effects: e.g., 

on the children’s conversation in the 

buses. It does not seriously evaluate the 

actual choice of sites from the recom¬ 

mended list, let alone possible alterna¬ 

tives to those listed, such as Harlem or 

Greenwich Village rather than the Staten 

Island Zoo, a hospital rather than the 

Cloisters, an airport rather than a second 

trip to a matzoh factory, a circus instead 

of the UN-not-in-session. It does not 

suggest a procedure for matching defi¬ 

ciencies in the experiences of children 

with the trips. And, of course, it does 
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not even mention other uses of these re¬ 

sources, undoubtedly because it was felt 

to be irrelevant to the assigned task. But 

it is not irrelevant; the same buses and 

drivers could have been used for a dozen 

other activities from a treasure hunt de¬ 

signed to teach map-reading ability, to 

guided tours of the city’s streets and 

docks. Moreover, thinking of these pos¬ 

sibilities is a systematic way of generat¬ 

ing suggestions that might be combined 

with the mere transportation use of 

buses. And thinking up such alterna¬ 

tives focuses the philosophical and 

methodological problems of evaluation. 

If we ask, why not have the class plan 

and prepare a picnic in the country in¬ 

stead of loafing around Egyptian 

tombs in the Metropolitan, we see how 

hard it is to answer within the limited 

framework of interviewing students to 

see 'if they learned anything.’ We are 

forced back to more fundamental and 

more important criteria. 

The effect of the changes I am recom¬ 

mending here is not to diminish the 

amount of or need for the present prac¬ 

tical evaluation stress, but only to add 

something a little more fundamental, 

sometimes to be handled in a page or 

two, and nearly always involving only 

the extra thought that should anyway 

have preceded the design of the evalua¬ 

tion study. When Consumers Union did 

an evaluation of special rug cleaning 

powders, it included for comparison a 

dilute solution of Tide, at a tenth the 

price, and found it worked best of all. In 

the educational field it is often worth go¬ 

ing even further and asking whether the 

rug shouldn’t be replaced. 

INFORMALISM 

The casual acceptance of impossible 

or notoriously unreliable claims by 

teachers, principals and students is still 

too widespread in evaluative reports. 

There are usually two main defenses 

against this demand for better valida¬ 

tion. It is said to be psychologically in¬ 

appropriate, creating an atmosphere of 

hostility and defensiveness. And it is 

said to be excessively difficult or expen¬ 

sive to cross-check those claims. Both 

comments are themselves usually defen¬ 

sive or an admission of inadequate com¬ 

petence. There are many ways to increase 

the validity of these studies and still 

avoid the FBI role: e.g., by involving 

the principals and teachers and parents 

in planning the investigation, by avoid¬ 

ing any direct challenge to the truth of a 

claim, and by very thorough pre-plan¬ 

ning so that non-threatening questions 

are avoided whenever possible and the 

cross-validation strategy will be known 

in advance to the interviewers. There are 

plenty of examples in evaluation studies 

where too much hangs on these matters 

for an evaluator to rest easy. Here are 

two relatively trivial ones we can discuss 

quickly. Were books for the library or¬ 

dered? The principal says they were. A 

call to the publisher would immediately 

give us the answer but might well be re¬ 

garded as an intolerable intrusion; yet a 

later visit to the library would at least 

tell us whether they were ever ordered 

and in the long run that is the most im¬ 

portant matter. A new secretary is hired 

for Title I funds; but does she work for 

Title I goals? The principal says so; what 

does she say? The FBI would ask her but 

the evaluator cannot, if he does it after 

asking the principal. The design should 

have foreseen this point and prevented 

the investigator painting himself into a 

corner. 

An important source of information 

in this connection is the use of an anony- 
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mous feedback system. Looked at di¬ 

rectly, it is decontaminated data—freed 

from the implicit threats that face iden¬ 

tifiable complainants. There is a corre¬ 

sponding possible source of contamina¬ 

tion, of course, namely personal jealousies 

and vendetta. But this can be handled 

safely in various ways: e.g., by filter¬ 

ing such data through a staff member 

not otherwise involved in this project 

who passes on only those claims which 

allow independent checking. This filter- 

criterion should probably be loosened up 

to pass through qualitative indication of 

unreliability in data sources. Soliciting 

anonymous letters from teachers about 

principals or vice-versa is not the way to 

win friends; but the use of standard 

mailable questionnaires is usually ac¬ 

ceptable. In any case, their use should 

be approached through frank discussion 

of the sources of error in face-to-face or 

other non-private communication. 

INCIDENTALS 

There may be some value in mention¬ 

ing some other points that occurred to 

one reader and seem to have rather gen¬ 

eral application. 

1. Treatment of significance levels is 

often naively reverent and imprecise. 

The actual figure—not just the magic 

term 'significant’—should always be 

quoted in the tabular if not in the prose 

presentation. 

2. The see-saw of reading levels over 

the summer (to mention one example) 

suggests looking at the home environ¬ 

ment in summer for its reading-training 

deficiencies and potentialities. What 

happens if children are encouraged to 

take books home from the library, espe¬ 

cially fiction or sex-education materials 

they want to read? The losses may cost 

less than remedial teachers. What about 

rapid-reading contests on return or on 

the educational TV channel during sum¬ 

mer? The general point is that schools 

can often use their resources better for 

off-campus education than at present. 

(Confirmation is suggested by the suc¬ 

cess of the home-visits-by-teachers fea¬ 

ture in the prekindergarten enrichment 

program.) 

3. Reduction of class size has often 

had disappointing results and this has 

been attributed to failure to adjust teach¬ 

ing methods to the smaller size. But this 

is an empty refuge unless (a) teachers 

know exactly what the adjustment in¬ 

volves, and (b) the adjustments 

have been shown to yield significant 

gains. This is clearly a case for a new 

'point of entry’: e.g., questioning the 

basis for class grouping (age/ability, 

heterogeneity), or why programmed 

texts aren’t being used (which might 

be expected ..to free the teacher for indi¬ 

vidual consultations where reduced 

class size immediately pays off in in¬ 

creased duration of personal attention). 

SUMMARY 

Despite their great merits the quality 

of present evaluations is unsatisfactory 

chiefly because they have not under¬ 

taken their full responsibility. In this so¬ 

ciety, the evaluator cannot be a mere 

meter stuck on to the outflow pipe of an 

educational pump. He or his team must 

become the designers’ alter ego, combin¬ 

ing the roles of Recording Angel, com¬ 

petitor and conscience. 

I think this view of the matter re¬ 

quires a practical and a philosophical 

shift of emphasis. At the practical level, 

the team needs augmentation with aliens 

—enemy agents from other disciplines 

as well as districts. The evaluator’s best 

friend is his worst enemy, someone who 
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shaves as few of his presuppositions as is 

consistent with getting out a coherent 

report. There is little evidence of the 

mind-stretching period of gestation that 

recommendation implies in most re¬ 

ports. The philosophical effort required 

concerns the residual hangup over the 

pseudoscientific doctrine of the value- 

free social science. It seems bizarre that 

evaluators could be accused of this he¬ 

retical belief, but I suspect its presence. 

I think it is principally evident in the in¬ 

conclusiveness of some of the reports. 

They sometimes sound as if they stopped 

in midstride. Why don’t they sum the 

evaluation up and just say the project 

was, for example, a practically unquali¬ 

fied failure, as it often is? Because of the 

possibility of hurting feelings? As an 

evaluator, that’s irresponsible; your ob¬ 

ligation is to the funding agency, and 

ultimately the taxpayer, and not to the 

educational project being evaluated. 

Medical and industrial researchers have 

their feelings hurt all the time—most in¬ 

novations are unsuccessful—but we 

don’t want dangerous or useless drugs or 

devices on the market, hence the regu¬ 

latory commissions. The educational 

evaluator needs to remember he’s the 

public protector in this area. It’s his task 

to try very hard to condense all that mass 

of data into one word: good, or, bad. 

Sometimes this really is impossible, but 

all too often the failure to do so is sim¬ 

ply a cop-out disguised as or rationalized 

as objectivity, or description rather than 

prescription! "Evaluators should eval¬ 

uate’’ is a value judgment itself but it 

also happens to be a tautology. So forget 

the idea that evaluations are matters of 

opinion or taste. They are matters of 

fact and logic and more important than 

most. 

4. The Community Action Program as a 

Setting for Applied Research 

Michael P. Brooks 

INTRODUCTION 

In 1964 the government of the 

United States launched a nationwide 

"war on poverty” with the passage of the 

Economic Opportunity Act. Title II, 

probably the Act’s most significant com¬ 

ponent in terms of potential impact, 

authorizes Federal grants covering up to 

90% of a locality’s costs in carrying out 

a "community action program” designed 

to combat poverty. 

The Act defines a "community action 

program” as one 

(1) which mobilizes and utilizes re¬ 
sources, public or private, of any 
urban or rural, or combined urban 
and rural, geographical ar^a (re¬ 
ferred to in this part as a "commu¬ 
nity”), including but not limited 
to a State, metropolitan area, 
county, city, town, multicity unit, 
or multicounty unit in an attack 
on poverty; 

(2) which provides services, assistance, 

Reprinted with permission from Journal of Social Issues, Vol. 21, 1965, pp. 29-40. 
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and other activities of sufficient 
scope and size to give promise of 
progress toward elimination of 
poverty or a cause or causes of 
poverty through developing em¬ 
ployment opportunities, improv¬ 
ing human performance, motiva¬ 
tion, and productivity, or bettering 
the conditions under which people 
live, learn, and work; 

(3 ) which is developed, conducted, and 
administered with the maximum 
feasible participation of residents 
of the areas and members of the 
groups served; and 

(4) which is conducted, administered, 
or coordinated by a public or pri¬ 
vate nonprofit agency (other than 
a political party), or a combina¬ 
tion thereof.1 

While each community is to devise its 

own program, the Act suggests as ap¬ 

propriate projects those dealing with 

"employment, job training and counsel¬ 

ing, health, vocational rehabilitation, 

housing, home management, welfare, 

and special remedial and other non-cur- 

ricular educational assistance for the 

benefit of low-income individuals and 

families.”2 

The concept of a coordinated and 

community-wide assault on poverty is 

not a new one. Many cities have at¬ 

tempted to carry out such programs un¬ 

der the auspices of inter-agency "welfare 

councils” or "community planning coun¬ 

cils.” United Fund or Community 

Chest agencies have, in some communi¬ 

ties, assumed coordinative functions be¬ 

yond the mere collection and distribu¬ 

tion of funds. Other Federal programs, 

for example the President’s Committee 

on Juvenile Delinquency and Youth 

Crime, have stimulated community at¬ 

tempts to solve problems closely related 

to poverty. And in recent years the Ford 

Foundation, through its "gray area” pro¬ 

grams in New Haven, Boston, Oakland, 

Philadelphia, Pittsburgh, Washington, 

and the state of North Carolina, has pro¬ 

vided a variety of models for anti-pov¬ 

erty action at the community level. 

What is new is the scope of the pres¬ 

ent Federally-supported undertaking. 

Small communities which previously 

have lacked the resources necessary for 

such programs now find themselves 

able to act—if they choose to do so. 

Larger communities, in which efforts at 

innovation in or coordination of pov¬ 

erty-relevant programs have been feeble 

or nonexistent, are experiencing pres¬ 

sures—from both within and without— 

to initiate community action programs. 

While the funds available for such pro¬ 

grams throughout the nation are not 

without limits, there is nevertheless a 

relative abundance of money for activ¬ 

ities which, until the Act’s passage, were 

chronically under-financed. Officials of 

the Office of Economic Opportunity 

(created by the Act to administer its 

provisions) estimate that by the end of 

1966 some 600 of the nation’s commu¬ 

nities will have received grants for com¬ 

munity action programs under Title II. 

The central message of this paper is 

that the emerging community action 

programs offer unprecedented oppor¬ 

tunities not only to the nation’s poor, 

but to a second category of persons as 

well—namely, to students of the struc¬ 

ture and dynamic processes of the com¬ 

munity. 

Describing the difficulties involved in 

attempts to undertake comparative stud¬ 

ies of similar programs in several com¬ 

munities, Robert Morris wrote in 1961 

that: 

We are not yet able to locate a number of 
communities which are planning to take 
certain actions and to set up a research 
plan which will begin with the action 
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rather than follow after it. As a matter of 
fact, research of this character labors under 
a significant disadvantage in that there is 
insufficient national data by which re¬ 
search personnel can learn what is being 
planned in enough different places to se¬ 
lect an ideal sample (6, p. 48). 

While the "ideal sample” may continue 

to elude us, we are nevertheless con¬ 

fronted with a research opportunity un¬ 

paralleled in the history of American 

community studies. 

A well-conceived community action 

program is, in a very real sense, a social 

movement with far-reaching implica¬ 

tions for existing patterns of commu¬ 

nity life. It solicits the involvement of 

all segments of the community—and, 

regardless of the manner in which these 

segments respond, it threatens to alter 

the social, political, and economic envi¬ 

ronments which surround them. It calls 

for new voices in the processes whereby 

community decisions are made; it pro¬ 

claims the need for more equitable 

means of allocating community re¬ 

sources. 

Not all community action programs, 

of course, will be well-conceived. But 

the opportunity confronting the student 

of community life exists in either event. 

He can, while carrying out his profes¬ 

sional function, simultaneously play a 

role which is in harmony with the broad 

objective of the community action pro¬ 

gram (i.eto eliminate poverty). 

FUNCTIONS OF THE RESEARCHER IN 

COMMUNITY ACTION PROGRAMS 

As is generally the case in applied re¬ 

search settings,3 researchers are not the 

only—nor even the central—actors in 

the conduct of a community action pro¬ 

gram. Their objectives qua researchers 

are necessarily subordinate to those of 

the program’s action personnel (admin¬ 

istrators, program developers, field fep- 

resentatives, and the like). 

A community action program which 

ignores the contributions to be made by 

research, however, places its potential 

effectiveness in serious jeopardy. While 

possible functions for the researcher in 

such a program are numerous, the fol¬ 

lowing four are suggested to be those 

of greatest importance. 

First, the researcher can provide ideas 

for experimentation in action programs. 

Assuming his training to be adequate, 

he will come to his task equipped with 

knowledge of the basic theories of one 

or more of the social or behavioral sci¬ 

ences. From these theories are generated 

hypotheses; the hypotheses, in turn, can 

be translated into programs. Each com¬ 

ponent project of a community action 

program is, in effect, a test of a hypoth¬ 

esis about the causes of poverty or the 

means of its alleviation. Rarely is a proj¬ 

ect publicly described in this manner, 

of course, since it is politically expedi¬ 

ent, when undertaking an action project, 

to create the impression that failure is 

simply out of the question. The Con¬ 

gress, other funding bodies, and the 

public at large tend to look askance at 

"experiments” where human "subjects” 

are involved. But the fact remains that 

we do not have adequate knowledge 

concerning effective anti-poverty strate¬ 

gies. Despite the "answers” which are 

rife in public (and even academic) dis¬ 

cussions of the subject, we know dis¬ 

tressingly little about the fundamental 

causes and processes of poverty; we have 

not yet systematically identified the key 

variables in the causal chain whose end 

product is poverty, nor have we charted 

the precise nature of the interactions 

occurring among those variables. Re¬ 

gardless of the image which is generally 
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presented to the public, then, most proj¬ 

ects proceed on the basis of assump¬ 

tions which are, in reality, untested. 

Each project is an experiment, and the 

researcher has the responsibility of see¬ 

ing not only that appropriate hypotheses 

are introduced, but that the projects con¬ 

stitute adequate tests of the hypotheses 

as well. 

Second, the researcher can collect and 

analyze data necessary for program plan¬ 

ning. Stories are frequently recounted 

concerning projects initiated in complete 

ignorance of relevant data, e.g., the rural 

county which undertakes a job-finding 

program for 1,000 male high-school drop¬ 

outs under 21 years of age, only to dis¬ 

cover that the county doesn’t contain 

1,000 males in that category. While this 

is an extreme example, it is an unfortu¬ 

nate fact that few community action 

programs are begun with an adequate 

body of data in hand. To "make their 

case,” program officials will often throw 

together figures from any available 

source, and little attention will be paid 

to whether the data is up-to-date or rele¬ 

vant to the proposed project. As a result 

such projects stand in danger of being 

poorly conceived, difficult to evaluate, 

and perhaps even inappropriate for the 

population to be served. 

Much useful data is kept by, and may 

be obtained from, the various public 

and private agencies now performing 

functions related to poverty. The task is 

that of developing a means whereby this 

data can be collected and organized on a 

systematic basis. Other questions, of 

course, cannot be answered through the 

use of existing data sources. This is 

the case, for example, with regard to the 

attitudes, values, and aspirations of the 

poor. Hence sample surveys are needed 

in many instances. Here, however, a 

word of caution is in order. It is almost 

a "law of community action” that a 

group of "leading citizens,” when meet¬ 

ing to organize an anti-poverty program, 

will decide that "the first thing we’ve 

got to do is conduct a survey.” Since 

little thought is given to who should 

carry out the survey, or to what sort of 

information should be obtained, the 

resulting survey is often poorly con¬ 

structed and administered, to the ulti¬ 

mate detriment of the project. In addi¬ 

tion, it is this writer’s wholly unverified 

suspicion that such surveys are often 

used as delaying actions by persons who 

are, in reality, reluctant to initiate a pro¬ 

gram which threatens to alter the local 

status quo. 

The researcher’s responsibilities here, 

then, are clear. Working in conjunction 

with the program’s action personnel, he 

should assist in identifying the data 

which is needed for effective program 

planning, should collect and analyze it, 

and should communicate the resulting 

information the program’s decision¬ 

makers in as clear and concise a manner 

as possible. 

Third, the researcher can assist in the 

planning process itself by encouraging 

the greatest possible degree of rational¬ 

ity. Planning processes vary widely as 

to the extent of their rationality. Even 

though man’s limited knowledge of the 

future precludes his acting in complete 

accord with the standard models of ra¬ 

tional decision-making {e.g., 7; 5, pp. 

303—329), such models nevertheless 

suggest important questions to be asked 

and guidelines to be followed. The re¬ 

searcher, then, should encourage action 

personnel, citizen committees, and other 

decision-making bodies to deal with 

questions such as these: 
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(1) What are the goals of the program 
or project? (There is a tendency 
for groups such as the above to 
confuse means with ends, e.g., 
"Our goal is to set up a project 
which will train drop-outs for 
jobs.”) What is the relative im¬ 
portance of the various goals? 

(2 ) Given the resources and limitations 
of the situation at hand, what al¬ 
ternative courses of action may 
realistically be considered? 

(3) What consequences of each such 
course of action can be foreseen? 
(Here the resources and time 
available to the researcher help de¬ 
termine the sophistication of the 
predictions which he, or others, 
can make; simulation models will 
probably be rare in the "war on 
poverty,” at least at the local 
level!) 

(4) Considering the project’s goals, the 
available alternatives, and the pre¬ 
dicted consequences, what course 
of action should be adopted? 

The researcher has, of course, many 
other contributions to make to the plan¬ 
ning process. He should be able to iden¬ 
tify and clarify the values which underlie 
the suggestions of the decision-makers; 
to distinguish between fact and assump¬ 
tion; to puncture the myths which 
inevitably come into play in the ideolog¬ 
ically-charged environment of an anti¬ 
poverty program; and to identify inter¬ 
relationships between data, and between 
component projects of a total commu¬ 
nity action program, which might not 
otherwise occur to the action personnel. 
(See 4, esp. pp. 178 ff., for a related 
discussion.) 

Fourth, the researcher can design and 
implement evaluation studies. Since 
evaluation is, in this writer’s opinion, 
the most complex of the researcher’s 
functions in the community action pro¬ 
gram, it will be discussed at greater 
length below. 

EVALUATION OF COMMUNITY 

ACTION PROGRAMS 

For our purposes evaluation will be 
defined as (1) determination of the 
extent to which a program achieved its 
goals, (2) determination of the relative 
importance of the program’s key vari¬ 
ables in bringing about the results ob¬ 
served among the target population at 
the program’s conclusion, and (3) de¬ 
termination of the part played by pro¬ 
gram variables, as opposed to variables 
external to the program, in bringing 
about the observed results (i.e., to what 
extent would these results have occurred 
without the program?). The first of 
these is a relatively simple matter; little 
more than a before-and-after comparison 
is needed. The other two are more diffi¬ 
cult, and require controls of a sort rarely 
available in social action programs. The 
Economic Opportunity Act of 1964 pro¬ 
vides an opportunity, however, for the 
attainment of at least some of the desired 
controls. Large-scale studies of numer¬ 
ous communities undertaking similar 
programs are now possible. But the op¬ 
portunity must be seized quickly; it is 
an axiom of evaluative research that ef¬ 
fective evaluation can take place only 
if its procedures are incorporated in the 
program at its outset. 

Why should community action pro¬ 
grams be evaluated? Among the most 
important reasons are these: 

(1) To inform the funding agent— 
whether a foundation, the Con¬ 
gress of the United States, or per¬ 
haps even the American taxpayer 
—as to the value being received 
for dollars spent. (The accounting 
function.) 

(2) To refine and improve the program 
being evaluated, through a contin¬ 
uous feedback of its results to the 
planning process (planning -» 
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action -» evaluation -» planning 
. . . etc.). (The feedback func¬ 
tion. ) 

(3 ) To make available to other interested 
communities, whether involved in 
community action programs or 
not, the results of the program be¬ 
ing evaluated. (The dissemination 
function.) 

(4) To clarify, validate, disprove, mod¬ 
ify, or otherwise affect the body of 
theory from which the hypotheses 
underlying the program were de¬ 
rived. (The theory-building func¬ 
tion. ) 

While the above are largely self-ex¬ 

planatory, a word about the last is per¬ 

haps in order. Theory-building is not a 

sterile pastime. Rather it is (among 

other things) a means of making knowl¬ 

edge cumulative, of facilitating com¬ 

munication between professionals, their 

disciplines, their locales, and their eras. 

Too often community action has been 

undertaken in a theoretical vacuum; its 

prosecutors have acted in complete ig¬ 

norance of the results of similar pro¬ 

grams carried out elsewhere, and have 

made no effort to communicate to others 

the more generalizable principles to 

emerge from their work. The result has 

been a tendency for so-called "experi¬ 

mental” programs to test the same ideas 

again and again, with each such test be¬ 

ing billed as the application of a "new 

and exciting technique.” It is to be 

hoped, then, that attention will be di¬ 

rected to the theoretical relevance of 

such evaluative studies as are carried 

out; systematic growth of knowledge 

concerning anti-poverty strategies can 
best occur in this way. 

DIMENSIONS OF EVALUATION 

While the evaluation function can un¬ 

doubtedly be conceptualized in a variety 

of ways, it is suggested here that such 

evaluation has two major dimensions. 

The first of these is the level of evalu¬ 

ation. There are three levels with which 

we should be concerned: (1) the indi¬ 

vidual projects (pre-school centers, vo¬ 

cational training programs, etc.) which 

form the parts of each community action 

program; (2) each community action 

program in its totality, as to its net im¬ 

pact on the incidence of poverty in the 

local community (or specific areas 

therein); and (3) the aggregate impact 

of a number of community action pro¬ 

grams upon the incidence of poverty in 

some larger geographical or political 

framework (e.g., a state, region, or the 

nation). Needless to say, the higher the 

level at which generalizations can be 

made, the more successful will be our 

effort to derive, from our evaluations, 

findings of relevance to the nation’s ef¬ 

forts to eliminate poverty. While an 

evaluation of a single community action 

program (and its component projects) 

has considerable value, our findings will 

be more powerful to the extent that they 

can be aggregated at supra-community 
levels. 

The second dimension, cross-cutting 

the first, concerns the focus of the evalu¬ 

ation to be carried out at each level. For 

the present, two such foci are suggested: 

(1) the program product—that is, the 

measurable changes (or lack thereof) 

which occur, as a result of the commu¬ 

nity action program, in the data which 

describe the concomitants of poverty 

(low income, unemployment, inade¬ 

quate housing, etc.), as well as in the 

data on the values, aspirations, etc., of 

the impoverished; and (2) the program 

process, involving the largely non-quan- 

titative social and political aspects of the 

community action program which con¬ 

tribute to the degree of success it attains. 
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Concerning program product, there 

will undoubtedly be many programs sus¬ 

ceptible of evaluation in accordance with 

the classical model for evaluative studies 

—i.e., specification of goals for the tar¬ 

get population; operationalization of the 

goals through the selection of indicators 

which can be used to measure the de¬ 

gree of goal attainment; identification 

of one or more control populations; and, 

finally, measurement over time (see, e.g., 

2). Insofar as our interest is in the 

relative impact of the program’s various 

elements, however, the above model is 

inadequate. Clearly there must be a con¬ 

tinuous search for better methods of 

conducting quantitative evaluation re¬ 

search. 
An evaluation program focusing solely 

on the quantifiable results of community 

action programs, however, would leave 

many questions unanswered; hence the 

need for attention to the process of com¬ 

munity action as well as its product. A 

community action program both affects 

and is affected by the existing patterns 

of decision-making, of influence and 

power, of social interaction and strati¬ 

fication, of communication, of institu¬ 

tional relationships. To ignore these 

elements, as communities mobilize to 

attack their most severe problems, would 

be to miss an unparalleled opportunity 

for increasing our understanding of the 

structure and functioning of community 

systems, with special reference to those 

citizens whose attempts to adapt to (or 

otherwise cope with) such systems have 

been so frustrated as to relegate them to 

lives of poverty. 

Not the least of the opportunities 

presented by the Economic Opportunity 

Act, then, is the potential for a series of 

case studies of the decision-making proc¬ 

esses of a large number of communities 

mobilizing to grapple with a common 

problem. Assuming the use of a single 

conceptual framework and mode of 

analysis, it might be possible to begin 

developing that comprehensive theory 

of community power and influence 

which has remained so elusive to date. 

Here our concern would be with the 

external variables which act upon a com¬ 

munity action program to influence its 

direction and degree of success. Viewing 

the program as a system of action, we 

would examine the environmental in¬ 

puts to the program; we would want 

to assess the manner in which, via in¬ 

teraction with the program (or internal) 

variables, they influence program out¬ 

puts. 

In practice this would mean asking 

questions such as the following. What 

sort of community planning process 

achieves the best results (and indeed, 

how and by whom are certain results 

defined as "best”) ? What difference does 

it make, for a community action pro¬ 

gram, how a community organizes for 

action, marshals and allocates resources, 

makes decisions? What people and in¬ 

stitutions become involved, and with 

what effect? What is the impact upon 

existing institutions, their interrelation¬ 

ships, and their patterns of activity? 

What sorts of opposition are encoun¬ 

tered? Why are some people "reached” 

by the program while others are not? 

What is the response, and degree of 

participation, of the poor themselves? 

What roles are played by (1) program 

administrators, (2) field personnel, (3) 

researchers, (4) "indigenous leaders” of 

the poor, (5 ) political groups, churches, 

unions, and other institutions, (6) the 

community’s economic elite, (7) the 

vast—and generally unconcerned—mid¬ 

dle class, (8) existing service personnel 
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(professionals in health, welfare, educa¬ 

tion, and the like), and (9) racial 
groups? 

Needless to say, program product and 

program process are closely interrelated, 

and should be examined as such. It is 

desirable that we measure project results 

—but we will know far more if we can 

understand the set of social and political 

processes and institutions which in¬ 

fluence those results. In all likelihood a 

given program x will have a different 

impact on community A than it has on 

community B; our opportunity, as re¬ 

searchers in community action programs, 

will be to discover why this is so, and to 

communicate our findings ’ to those in 

positions to use them in the construction 

of more effective anti-poverty programs. 

CONSTRAINTS ON EVALUATIVE 

RESEARCH 

Finally, mention should be made of 

some of the constraints which operate 

to hinder or frustrate effective evalua¬ 

tion of community action programs. 

The first is the long-standing tension 

between the realms of action and re¬ 

search. Certainly the actors in these two 

realms have tended to view each other 

with a large measure of suspicion and, 

on occasion, even hostility. The action- 

oriented professional has regularly lam¬ 

basted the ivory tower, whose inhabi¬ 

tants supposedly spend all their time 

gathering data aimed not at solving con¬ 

crete human problems, but at building 

bigger and better theories to be dis¬ 

cussed at stuffy conferences and debated 

in unreadable journals. Such persons are 

often reputed—only half-jokingly—to 

be incapable of making the most innocu¬ 

ous of judgments without a supporting 

body of empirical data; and, since such 

bodies are frequently subject to more 

than one interpretation, the data itself 

immobilizes the researcher and makes 

him unwilling to formulate policy im¬ 
plications—or so the critics say. 

The researcher, for his part, is often 

heard belittling the action-oriented prac¬ 

titioner for his failure to conceptualize 

clearly; for his inability to think in terms 

of systems; for his tendency to act on 

the basis of subjective whims or im¬ 

pressions, ignoring existing empirical 

data which might suggest altogether dif¬ 

ferent actions; for his failure to realize 

that the actions which he takes in the 

future could be made more rational and 

effective if only he would engage in (or 

support) a little follow-up research on 

the actions he is taking today; and for 

his apparent fear of evaluation on the 

grounds that it might call his own ac¬ 
tions into question. 

It is certainly true that "evaluation’’ 

sponsored by action personnel has often 

consisted of nothing more than a two- 

day conference, at the program’s end, 

to draft a report on its magnificent (but 

unverified) accomplishments. It is also 

true, however, that research personnel 

have often demanded controls somewhat 

inimical to the objectives of the pro¬ 

gram. Nor have researchers been overly 

concerned that their findings be com¬ 

municated to action personnel in clear 
and usable form. 

There are signs, however, that this 

tension is easing.4 The behavioral sci¬ 

ences are characterized by a growing 

dialogue between the two realms, as 

researchers come to recognize the enor¬ 

mity of their responsibility in the areas 

of public policy and social action, and 

as action-oriented practitioners become 

increasingly aware that the findings of 

research can be put to good use in de¬ 

vising more effective programs. Clearly 
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we must do all we can to further this 

rapprochement; it is in the best interests 

of both ourselves and our society. 

A second constraint is that imposed 

by the disciplinary boundaries which 

separate the various social sciences from 

one another. Poverty is an interdisci¬ 

plinary problem; to approach it with 

only the concepts of sociology, or psy¬ 

chology, or economics, or political sci¬ 

ence, or anthropology, etc., is to omit 

a broad range of variables which must 

ultimately be taken into account. Here 

too there are encouraging signs, how¬ 

ever, such as the emergence of inter¬ 

disciplinary bodies of theory (e.g., "gen¬ 

eral systems theory”), interdisciplinary 

methodologies (e.g., operations research 

techniques), and interdisciplinary insti¬ 

tutes drawing on persons from many 

fields to attack specific problems. Still 

greater cooperation between disciplines 

will be necessary, however, if research is 

to fulfill its potential contribution to 

anti-poverty programs. 

A third constraint is the ethical neces¬ 

sity for continuous feedback of research 

findings into community action pro¬ 

grams, thereby producing adjustments 

and improvements in their operation. 

While this is the correct procedure from 

the action—and indeed, the ethical— 

point of view, it has the unfortunate 

effect of tossing a monkey-wrench into 

the research design constructed at the 

program’s outset. The person interested 

solely in the research implications of a 

program might prefer that it be carried 

through to completion without altera¬ 

tion, whether successful or not, so as 

to yield unsullied findings of maximal 

generalizability (and perhaps publish- 

ability as well). Given the social ethic 

which underlies the community action 

program, however, it is necessary to de¬ 

vise an evaluation procedure which not 

only accommodates, but in fact facili¬ 

tates the feedback process. (Fortunately 

the researcher is not left functionless; 

he can help design, observe, analyze, 

and document that process itself.) 

Fourth is the constraint imposed by 

the time dimension. Since in the United 

States social action programs are typi¬ 

cally sponsored either by foundations or 

by political administrations with rela¬ 

tively short life-expectancies, the pres¬ 

sure for immediate results is always 

strong. The objectives of the community 

action programs are, however, long-range 

in nature; their attainment can become 

apparent only with the emergence of a 

new generation, hopefully one freed 

from the chains of poverty and igno¬ 

rance. At the end of, say, two or three 

years, the community action programs 

may have produced some detectable re¬ 

orientations of attitudes and aspirations, 

perhaps some minute but encouraging 

changes in the statistics which document 

the plight of the poor, but to expect 

much more is unrealistic. Our evaluation 

procedures, then, must be extremely 

sensitive to social change in its incipient 

stages. 

Finally, a fifth constraint is the open¬ 

ness of the system which the human 

community comprises. The community 

is not a laboratory in which all the 

variables can be carefully controlled and 

manipulated at will. All the diversity 

and unpredictability which characterize 

human beings conspire to plague the 

researcher’s attempts to construct a 

"pure” design for community action 

research. Thus, as Peter Marris has 

noted, we can follow only loosely the 

standard model of scientific research in 

such efforts (3, pp. 1-3).5 We must 

often rest content with evaluation tech- 



62 Michael P. Brooks 

niques much less rigid than the precepts 
of scientific method would dictate. Our 
control populations, whether a small 
group or an entire community, will 
never be wholly adequate; there will al¬ 
ways be too many differences, too many 
opportunities for the intervention of un¬ 
controlled and uncalculated variables. As 
a result of all this, of course, uncertainty 

will continue to surround our findings. 
But uncertainty is no stranger to the 
social science researcher. If proper care 
is given to the manner in which findings 
are obtained and interpreted, the posi¬ 
tive contributions to be made by the 
researcher will far outweigh the negative 
implications deriving from the imper¬ 
fection of his tools. 

NOTES 

1 Economic Opportunity Act of 1964, 78 Stat. 508, Title II, Sec. 202(a). 
2 Ibid., Sec. 205(a). 
3 No attempt will be made here to join the ongoing debate as to the proper dividing 

line if any between applied and pure (or basic) research. Clearly, research carried 
out in connection with a community action program features objectives, consumers, and 
uses which are outside the realm of science; the primary concern of such research is not 
with the development of knowledge "for its own sake.” That we are speaking here of 
applied research, and that the term does have meaning for our purposes, seems indis¬ 
putable. For a brief but useful treatment of the "pure vs. applied” question, see Ackoff 
(l,pp. 7-9). 

4 The recent emergence of the periodical Trans-Action is perhaps one such sign. 
5 "In social research,” writes Marris, "you are usually either disreputable or unhelpful” 

(3, p. 2). 
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5. Social Research and Its Diffusion 

Albert Cherns 

The use of social research has hitherto 

been disappointing and in the writer’s 

personal view could be much greater. 

We need look no further than the four 

volumes published by the U.S. Govern¬ 

ment entitled "Use of Social Research in 

Federal and Domestic Programs” (1967), 

described by one hostile critic as "a four 

volume appendix to an angry para¬ 

graph.”1 The Committee conducted an 

enquiry asking U.S. Government agen¬ 

cies to evaluate the results of the re¬ 

search they had sponsored and the use 

they had made of them. Not only were 

the agencies unable to do this, but it was 

clear they had not set up any system 

whereby such evaluations could be made. 

This is not surprising, or should not be. 

At the root of this problem lies a mis¬ 

conception of the processes whereby re¬ 

search gets translated into action. Our 

reading of the process in the natural 

sciences provides us with a model in 

which pure research leads through ap¬ 

plied research to development, and from 

development to application. In their 

studies of British industry Carter & Wil¬ 

liams (1967), showed how inadequate 

this model was in describing what ac¬ 

tually occurred: 

The misconception ... is that research pro¬ 
vides something which is communicated to 
the industrial scientist who performs some 
applied research and communicates the re¬ 
search results to someone else who takes 
matters a step further. We have not found 
any cases of successful industrial research 
where this left-to-right movement is not 

accompanied by a right-to-left movement 
in which management and other depart¬ 
ments suggest projects to other depart¬ 
ments. 

Thus, even in the natural sciences and 

in the well-developed context of indus¬ 

trial research and application the popu¬ 

lar model is found wanting. 

The Tavistock Institute, in discussing 

the relation of the "pure” and the "ap¬ 

plied” to the "professional” model in 

social science, pointed out that "the 

relation between the pure’ and the ap¬ 

plied’ is different in the case of the social 

sciences from that of the natural sci¬ 

ences.” This crucially affects the condi¬ 

tions which the social sciences require 

for their development and needs to be 

understood if this is to take place. 

In the natural sciences, the fundamental 
data are reached by abstracting the phe¬ 
nomena to be studied from their natural 
contexts and submitting them to basic re¬ 
search through experimental manipulation 
in a laboratory. It is only some time later 
that possible applications may be thought 
of and it is only then that a second proc¬ 
ess of applied research is set under way. 
The social scientist can only use these 
methods to a limited extent. On the whole 
he has to reach his fundamental data (peo¬ 
ple, institutions, etc.) in their natural state 
and his problem is how to reach them in 
that state. His means of gaining access is 
through a professional relationship which 
gives him privileged conditions. The pro¬ 
fessional relationship is a first analogue of 
the laboratory for the social sciences. Un¬ 
less he wins conditions privileged in this 
way, the social scientist cannot find out 
anything which the layman cannot find 

Reprinted with permission from Human Relations, Vol. 22, No. 3, pp. 209—218. 
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out equally well, and he can only earn 
these privileges by proving his competence 
in supplying some kind of service. In a 
sense, therefore, the social scientist begins 
in practice, however imperfect scientifi¬ 
cally, and works back to theory and the 
more systematic research which may test 
this and then back again to improved prac¬ 
tice. Though this is well understood in the 
case of medicine, it is not so well under¬ 
stood, even among social scientists, that 
this type of model applies to a very wide 
range of social science activities. The 
model may in fact be called the profes¬ 
sional model (1964).2 

The Heyworth Committee made an 
allied point: 

In the physical sciences the translation of 
research findings into practical applica¬ 
tions is the function of the specially 
trained development scientist or engineer, 
who understands both the relevant scien¬ 
tific discipline and the technology of the 
establishment in which he is employed. In 
the social sciences, even when allowance is 
made for the difference in the nature of 
applied research, there are few people 
whose functions correspond to the engi¬ 
neering or development function in the 
physical sciences, and nowhere are such 
people trained. If anything approaching 
the full potential value is to be obtained 
from research in the social sciences, an at¬ 
tempt must be made to define and analyse 
this function and train people to perform 
it. This means that organisations must also 
be ready to employ them when trained 
(1965 ).3 

Our misconceptions begin with the 

words pure,’ "applied’’ and "research.” 

The distinctions that are frequently 

made between pure and applied, theoret¬ 

ical and empirical research in the social 

sciences are not only unhelpful but often 

downright mischievous. Confusion is 

worse confounded by the frequent equat¬ 

ing of "pure” with "theoretical,” and 

"applied” with "empirical.” The aim of 

this paper is to attempt a more useful 

categorisation of research in the social 

sciences and to suggest that each type 

of research has its associated diffusion 

system. Further, we aim to show that the 

limitations of these diffusion systems 

condemn much well-meaning, so-called 
"applied” research to frustration. 

The classification that we adopt here 

owes much to that proposed by the 

Zuckerman Committee (1961) which 

offered the useful distinction between 

pure basic” and "objective basic” re¬ 

search.4 In the social sciences these two 

categories, together with a third, oper¬ 

ational research, and a fourth, action 

research, will serve as "pure types.” We 

shall expect that in practice many stud¬ 

ies will be of mixed varieties. We also 

postulate that each of these four types 

has associated with it a typical diffusion 
channel. 

DEFINITION OF TYPES 

1. Pure basic research is research 

arising out of perceived needs of the 

discipline and is, generally speaking, 

oriented towards resolving or illuminat¬ 

ing or examplifying a theoretical prob¬ 
lem. 

2. Basic objective research is oriented 

towards a problem which arises in some 

field of application of the discipline, 

but is not aimed at prescribing a solu¬ 
tion to a practical problem. 

3. Operational research is aimed at 

tackling an on-going problem within 

some organisational framework but does 

not include or involve experimental ac¬ 

tion. This kind of research is distin¬ 

guished by its strategy and methods. 
Broadly speaking these are: 

(a) Observation of the "mission” of 

the Organisation. 

(b) Identification of its goals. 

(c) Establishment of criteria of goal 
attainment. 
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(d) Devising measures for assessing 

performance against these cri¬ 

teria. 
(e) Carrying out these measurements 

and comparing them with the 

goals. 

(f) Completing the feedback loop by 

reporting on the discrepancy be¬ 

tween goal and achievement. 

Note In the course of an operational re¬ 

search project changes may occur as a 

result of the enquiries of the operational 

researchers, but this is not perceived as 

the aim of the research, although it may 

be a more-or-less welcome concomitant 

of it. 
4. Action research may involve as 

part of its strategy a piece of operational 

research, but is distinguished from an 

ordinary piece of operational research 

by the addition to the strategy of the 

introduction and observations of planned 

change. The change proposed may be 

arrived at as a result of a piece of oper¬ 

ational research and operational research 

techniques are often used within a 

scheme of action research. The further 

down this list we proceed, the more 

appropriate becomes the Tavistock In¬ 

stitute’s "professional” model. 

It is instructive to consider examples 

taken from the field of social research to 

illustrate these types. Goldthorpe & 

Lockwood’s studies of "The Affluent 

Worker’’ (1968) are, in this terminol¬ 

ogy, pure basic research. Because they 

are empirical and because they relate to 

the field of industrial sociology, they 

might easily appear in the popular cate¬ 

gory of "applied” research, but, as we 

shall show, this would be an inaccurate 

description. Indeed, if the research had 

been intended to be applied, it could 

have been expected to predict, or at 

least to provide indicators of, the tur¬ 

bulence and discontent of the workers 

they were studying, which subsequently 

resulted in open dispute. 

The aim of these studies was to re¬ 

solve a theoretical problem arising from 

the analysis of the position of the highly 

paid manual worker. According to one 

hypothesis the important factor in de¬ 

termining the manual worker’s behav¬ 

iour is his class identification, arising, 

partly, from the realities of his work 

situation. On another hypothesis the im¬ 

portant factor in his identification is 

his style of life. If the latter is true, then 

the effect of high wages is to provide 

opportunities to the worker to abandon 

his working class affiliation. A middle 

class style of life would lead to middle 

class identifications or enbourgeoise- 

ment. If the class hypothesis is correct, en- 

hourgeoisement would not occur. The 

studies of the affluent manual worker in 

motor car factories in Luton were aimed 

at throwing light on this controversy 

by seeing what actually happened. Now 

it may well be that some of the findings 

could be applied in some way or another 

and certainly they may have interest for 

audiences other than those of profes¬ 

sional sociologists, but the goal is one 

of pure basic research and the preferred 

diffusion channel of the investigators is 

through the scientific channel, that is, 

the learned publications. 

We may take as examples of the ob¬ 

jective basic research type the studies of 

Burns & Stalker (I960) reported in 

Management and Innovation and those 

of Woodward (1964) reported in In¬ 

dustrial Organisations: Theory and Prac¬ 

tice; indeed, these titles reveal an objec¬ 

tive orientation. Burns & Stalker’s 

problem was one arising from "out there.” 

The studies were initiated at the behest 

of the Scottish Council whose aim was 
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the development of Scottish industry. 

The studies conducted in the electronics 

industry sought to answer the question, 

"What were the factors that enabled 

some firms to adapt while others failed 

to adapt to changing market situations?” 

It is true that the outcome of these stud¬ 

ies was at least as much to throw light 

on the theory of organisations as to pro¬ 

vide illumination of practical problems 

within management; but the aim was to 

apply the methods and principles of the 

social sciences to the analysis of an ob¬ 

jectively posed problem. Woodward’s 

studies were aimed at investigating the 

practical question, "Is there one pattern 

of organisation structure appropriate to 

all industrial organisations, or are there 

different structures appropriate to differ¬ 

ent industrial situations?” Again the 

theory of organisation is greatly ad¬ 

vanced by these studies, but the orienta¬ 

tion was, at least partly, to a problem in 

the field of application. The case is less 

clear cut than is that of Burns & Stalker. 

The request did not come from outside; 

but the problem that posed itself came 

from the field of practical management. 

As in the case of Goldthorpe & Lock- 

wood, publication of Burns’ and Wood¬ 

ward’s work took place through the 

traditional routes, as books issued by 

academic publishing houses, but it is 

noteworthy that in both these cases sim¬ 

plified industrial versions of the studies 

aimed at practising managers accompa¬ 

nied their full scale publication—indeed 

in Woodward’s case the simplified ver¬ 

sion preceded the book by seven years.5 

As an example of operational research 

we may take the collection of studies 

reported under the title "Institution and 

Outcome,” by L. P. Ullman (1967). 

This book reports studies of thirty psy¬ 

chiatric hospitals and analyses the or¬ 

ganisation of such characteristics as size, 

staffing, expenditure and measure of 

hospital effectiveness. Much of the 

ground which is broken in these studies 

is in connection with teasing out these 

measures of effectiveness. For this, of 

course, the aims of the institutions have 

to be made explicit, criteria set up and 

so on. Even before studies of this kind 

are reported, considerable fall out, in 

terms of self-understanding of the or¬ 

ganisation, takes place. Clearly there 

must have been considerable response 

to the discovery that criteria of effective¬ 

ness used by one department could mili¬ 

tate against the criteria of another; for 

example, the maximum utilization of 

hospital beds—an administrative sub¬ 

goal—conflicted with the criterion of 

rapid patient discharge—a rehabilitation 

sub-goal. The channel for diffusion here 

is, typically, the feedback process to the 

hospitals concerned. But the novelty of 

applying these methods to this field, and 

the possibilities of using them in sim¬ 

ilarly intractable fields justified their 

wider publication, thus entering another 

channel of diffusion at a later date. 

Action research studies may them¬ 

selves, as we have seen, include opera¬ 

tional research techniques, but their es¬ 

sence is the introduction of planned 

change and the observation of its results. 

Besides the use of operational research 

techniques, those of participant observa¬ 

tion tend also to play a part. The exam¬ 

ples that I shall mention here are Rapo- 

port’s (1967) "Community as Doctor” 

(1968), Revans’ (1967) hospital in¬ 

ternal communications project, and Sad¬ 

ler’s (1968) studies of firms in the 
printing industry. 

Rapoport’s work involved a great deal 

of participant observation; in fact, the 

study is written from the point of view 
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of someone who had to become in¬ 

volved very closely with the experimen¬ 

tal unit concerned in order to obtain 

sanction for his work. A study of this 

kind is likely to be seen quite differently 

by different participants, and any par¬ 

ticipant may have "applied” as well as 

"pure” goals. Thus we find different 

aspects reported in publications of dif¬ 

ferent kinds. It is, at least in part, action 

research because planned change was 

thoroughly documented and conclusions 

drawn from it. Here again operational 

research aspects obtrude and we note 

that treatment sub-goals are found to 

conflict with rehabilitation sub-goals. 

This study provides an interesting ex¬ 

ample of action research which in a sense 

is incomplete in that although the inter¬ 

actions of the unit concerned with the 

hospital environment in which it was 

located are noted meticulously and with 

insight, the outcome in terms of change 

for the institution as a whole is not 

evaluated. Here the time scale of in¬ 

stitutional change appears to have been 

too long for the research design. How¬ 

ever, we shall have this deficiency made 

good by the follow-up to be published 

shortly by Rapoport on the impact of 

the studies some eight years later. 

Rapoport finds that the generality of 

the results strongly denied at the time is 

much more easily admitted today. In¬ 

deed, many ideas arising from the origi¬ 

nal study have been incorporated into 

practice, but their origins are not recog¬ 

nised. 

Revans’ studies of hospital internal 

communications form a usefully clear 

case of action research, the aims of each 

of the ten projects he initiated being 

to introduce change and observe its ef¬ 

fects. Precautions were taken in this 

case to remove the evaluation from the 

involvement of the change agents and 

this sets pretty problems for the identi¬ 

fication of the evaluator. Wieland has 

described the pressures put upon him 

to give "positive” support to the re¬ 

search teams.6 

Sadler’s studies in the printing indus¬ 

try are also action research and bring 

out even more clearly than the other 

studies the research/consultancy mix 

that is involved in some kinds of action 

research. Here the involvement of the 

researchers in the success of the enter¬ 

prise is much more explicit. 

DIFFUSION VERSUS GENERALITY 

As will be seen from this very brief 

review the further we proceed down the 

list from basic pure research to action 

research, the more is utilization likely, 

but the less generality is possessed by 

the results. In the case of basic research 

the potential utility may be very great. 

The generality of the findings is very 

high. They could be applied to an analy¬ 

sis of many different kinds of social in¬ 

stitutions. The question is how are they 

likely to be useful in an appropriate 

situation. The results of the research 

are committed to the channels of diffu¬ 

sion that we have called "stock of knowl¬ 

edge” channels; that is to say, the re¬ 

searcher writes papers in academic 

journals or publishes books, teaches in 

academic institutions and relies upon the 

active scanning of others of the material 

thus provided for diffusion of the knowl¬ 

edge. In this way the knowledge tends 

to enter channels of reflection rather 

than channels of action. In due course, 

after many years, ideas or facts or myths 

may have obtained a hold over the 

minds of enough people in the channels 

of action for action to be influenced. 

Alternatively the findings may be "trans- 
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lated” into field-oriented terms, thus en¬ 

tering the channels of diffusion for "ob¬ 

jective” research. The rules of academic 

publishing set by journal editors tend 

to distort the account of a piece of re¬ 

search. Instead of appearing as a voyage 

exploration, it follows a logical profes¬ 

sional pattern which seeks to "place” 

the contribution into its scientific con¬ 

text. In this process it becomes divorced 

from its own social context and much 

less available to the diffusion channels 

in that context; for example, the more 

a piece of educational sociology terms 

"sociology,” the less it belongs to "edu¬ 
cation.” 

When we consider basic objective re¬ 

search we note that, broadly speaking, 

the same channels are relied upon. 

There is, however, some modification: 

typically, versions of the studies appear 

in communications addressed to a spe¬ 

cial public. These may be specialist 

professional journals or journals of gen¬ 

eral interest to people in particular kinds 

of organisations; for example, business 

and managerial journals. The research¬ 

ers themselves, and subsequently other 

teachers, may communicate them in 

courses for managers, administrators, 

professional people and the like. Thus, 

we may say that in addition to the "con¬ 

ventional channels” to which pure re¬ 

search is consigned, "selective scanning” 

channels are also used for objective re¬ 

search. Providing these are effective we 

may expect that the delays and distor¬ 

tions encountered in diffusion through 

conventional channels will be reduced. 

While it is true that these selective scan¬ 

ning channels pick up research outcomes 

more quickly, they do not usually lead 

directly into the decision-action foci in 

the organizations concerned. If, for ex¬ 

ample, a personnel department is seen as 

the appropriate one for "keeping in 

touch with” social science research, the 

use that is made of the results is likely 

to depend on the prestige the depart¬ 

ment has in the organisation, the effec¬ 

tiveness of its communications with other 

departments and the professional com¬ 

petence of its members. Such compe¬ 

tence may not include the ability and 

knowledge to "develop” social research 

into usable form in the organisation 

concerned. This development may be a 

very sophisticated operation as the Hey- 

worth Committee pointed out (1965) ? 

Although the "objective” piece of re¬ 

search may have been stimulated by the 

challenge of a practical problem, its 

findings may be of considerable value 

to the development of the scientific 

discipline. It is not only pure research 

which may provide a scientific break¬ 

through. However, on the whole, the 

results must be expected to be of sig¬ 

nificance in the particular field of dis¬ 

course in which the problem arose and, 

typically, the outcome is of less generality 

than that from pure research. 

Operational research is obviously in¬ 

tended to solve problems or improve 

administration in a specific organisa¬ 

tional setting. The preferred diffusion 

channel is in fact the feedback loop 

without which the operational research 

design is incomplete. Utilization is cer¬ 

tainly not guaranteed thereby, but failure, 

if it occurs, is not due to lack of informa¬ 

tion in the action channels. The fact 

that failure occurs at all in this situation 

is something of a puzzle to many op¬ 

erational researchers who identify the 

source of their discomfiture as "resist¬ 

ance to change” which may be comfort¬ 

ing but does not help to improve the 

design of the research-action model. The 

generality of operational research studies 
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is obviously very limited: what is most 

generalizable is the method, the adapta¬ 

tions of techniques and the development 

of new techniques which the successful 

solution of a particular problem may 

involve. The study itself may have con¬ 

siderable pedagogic value but the actual 

solution is clearly unlikely to be one 

which can be applied elsewhere as the 

methods used to produce it may be. Thus, 

there is one additional diffusion channel, 

principally for the method and tech¬ 

niques similar to those in use for basic 

research, i.e., a journal specializing in 

discussion of the methods of operational 

research. 

We do not mean that operational re¬ 

search cannot illuminate general or even 

theoretical problems. But the generaliz¬ 

able material is essentially a by-product 

and sophisticated design of industrial 

operations may plan for a valuable by¬ 

product; the same can be true for opera¬ 

tional research. Miller and Rice’s (1967) 

study of airline operations is a case in 

point. In many respects it is a modified 

form of operational research. It is 

planned also to throw light on the "ob¬ 

jective” general problem of the design 

of task and sentient boundaries. By con¬ 

sidering it together with other similar 

projects, the authors succeed in making 

a contribution to the general "pure 

basic” theory of organisations. 

In action research the creation and 

use of a diffusion channel is an essential 

part of the research. Utilization is built 

into the research design. The generality 

of the findings is, however, very low. If 

the research is treated as a case study 

and reported in such a form that it can 

be discussed and evaluated along with 

other case studies, some generality is 

possible. As in the case of operational 

research, the methods used may have 

some generality and secondary diffusion 

channels may be used; but, far more 

than in operational research these chan¬ 

nels tend to be personal to the researcher. 

Action research is essentially a variety 

of the research-consultancy mix, and as 

Trist (1968) has observed, "No-one 

knows what a Tannenbaum, or an Ar- 

gyris, in the U.S., or a Bridger, or a 

Hutte, or a Pages, or Faucheux in Eu¬ 

rope, in fact does, unless, he works with 

him.” 

If, then, we conclude from all this 

that the more generality and hence po¬ 

tential utility that research possesses, 

the weaker the system by which it may 

enter action-decision channels, we must 

ask ourselves whether we can improve 

the research-action diffusion channel or 

construct new ones. Table 1 summarises 

the relationship of type of research to 

its generality and its preferred diffusion 

channels. 

While we are unable to offer an im¬ 

mediate solution to this problem, we are 

engaged in efforts toward this end.8 To 

begin with we are studying the actual 

process whereby research gets into ac¬ 

tion. The diffusion channels within 

organizations are another topic for re¬ 

search. It appears that the factors influ¬ 

encing the choice of channel and the rate 

at which different kinds of information 

progress through them are complex but 

analyzable. Over and above this, how¬ 

ever, we are tackling the problem from 

a different angle. 

Diffusion channels, after all, consist 

of people. If there is no-one in an or¬ 

ganisation with an understanding of 

mathematics, then information available 

only in mathematical terms is unavail¬ 

able information. For this, among other 

reasons, many organisations employ 

mathematicians, as they employ physi- 
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cists, chemists and engineers in a de¬ 

velopment role. Their effective use re¬ 

quires a good deal of organisational 

sophistication and tolerance of ambigu¬ 

ity as shown in studies by Burns & 

Stalker (I960) and others. 

Few organisations possess this sophis¬ 

tication as far as the social sciences are 

concerned; few, if any, social scientists 

exist who are competent and willing to 

act in the development role; and in any 

case, as we have pointed out above, the 

use in any organisation of the results of 

research undertaken elsewhere nearly al¬ 

ways requires a sophisticated analysis of 

the organisation concerned. Even where 

relevant results exist and a social scien¬ 

tist capable of understanding the neces¬ 

sary analytic study is available, there is 

no guarantee of utilization of his efforts. 

But if our argument in this paper is 

correct, we may be able to make use of 

the operational research and action re¬ 

search designs for this purpose. We are 

experimenting with these and, at the 

same time, have initiated a course of 

training for a Master of Science degree 

in Social Science Utilization to provide 

graduates with competence in opera¬ 

tional and action research designs and 

techniques, as well as relevant social 

knowledge. Next problem: to train or¬ 

ganisations to employ and make effective 

use of them. 

NOTES 

1 Use of Social Research in Federal and Domestic Programs. A staff study for the Re¬ 

search and Technical Program Sub-Committee of the Committee on Government Oper¬ 
ations, U.S. Government Printing Office, April, 1967. 

2 Social Research and a Natural Policy for Science.” Tavistock Occasional Paper No. 
7, London, 1964. 

3 Heywood Committee Report on Social Studies, HMSO, Cmnd. 2660, London, 
1965, para. 124, p. 39- 

4 The management and control of research and development. Zuckerman Committee, 
London, 1961, HMSO, p. 7. London. 

5 The closer identification in the United States of business with the academy and the 

prevalence there of the business schools means that there we can expect business to be a 

greater part of the public for an academic publication of this kind than in Britain. 

6 Wieland, G. Evaluating action research: some psychological problems. In a paper 

presented at the 21st Congress of the International Institute of Psychology in Madrid, 
October 27, 1967. 

7 Heyworth Committee Report, op. cit., para. 124, p. 39. 

8 Centre for the Utilization of Social Science Research, University of Technology, 

Loughborough, Leicestershire. 
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6. Program Evaluation Models and the Implementation 

of Research Findings 

Herbert C. Schulberg and Frank Baker 

A source of great dismay to both the 

researcher and the clinician is the diffi¬ 

culty encountered in trying to apply the 

findings of a research project. This 

consternation is particularly acute in the 

research specialty of program evaluation, 

since both the program administrator 

and program evaluator undertake studies 

with the fullest and sincerest intention 

of utilizing the resulting data. The rea¬ 

sons for the gap between research and 

implementation are varied and consid¬ 

erable attention has been devoted in 

recent years to analysis of personal and 

organizational resistances to change. This 

paper restricts its focus to the issues spe¬ 

cifically relevant to program evaluation 

and program modification and then de¬ 

scribes implications of different evalua¬ 

tion research models for the implemen¬ 

tation of research findings. 

A common approach among those 

concerned with the utilization of research 

findings has been the study of the proc¬ 

esses through which information flows 

among scientists. In his review of this 

broad field, Menzel1 was able to iden¬ 

tify and classify many different types of 

information-receiving behavior on the 

part of scientists and to suggest numer¬ 

ous leads for further research. For the 

past six years the American Psycholog¬ 

ical Association has been engaged in a 

wide-ranging study of scientific informa¬ 

tion exchange and the entire November, 

1966, issue of the "American Psycholo¬ 

gist” is devoted to a report on this 
project. 

In one of the papers, Menzel2 dis¬ 

cusses five interrelated themes about sci¬ 

entific communication which he con¬ 

siders central to the understanding of 

this process. Perhaps most relevant to 

the topic of program evaluation and 

modification is Menzel’s notion that acts 

of communication constitute a system. 

He conceives of the flow of scientific in¬ 

formation as a set of interaction proc- 

Reprinted with permission from American Journal of Public Health, Vol. 58, No. 7 
July 1968, pp. 1248-1255. 
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esses in a social system. As the informa¬ 

tion-receiving actions of any one indi¬ 

vidual often involve several of his roles, 

Menzel urges a systemic view of the 

problem. The changes and innovations 

introduced in any one component of the 

system will have their consequences on 

the utilization and efficacy of other com¬ 

ponents. 

In considering the processes which 

intervene between the completion of re¬ 

search and its ultimate application, Hal- 

pert3 identified several barriers to 

useful communication. The obstacles orig¬ 

inate with both the researcher and the 

clinician. In a perhaps overly stereo¬ 

typed fashion, we may describe the re¬ 

searcher as suspecting malicious sur¬ 

reptitiousness among those charged with 

the implementation of his findings and 

inappropriate defensiveness in striving 

to maintain the status quo. Conversely, 

the administrator alleges that the re¬ 

searcher’s findings have been presented 

in an unnecessarily frustrating, abstract 

manner and that the findings have 

precious little application to the complex 

reality of his program. If we are to ac¬ 

cept Halpert’s contention that "a test of 

the efficacy of communication is its abil¬ 

ity to translate research into altered be¬ 

havior of key individuals,”4 we then 

must sadly conclude that much program 

evaluation has been unsuccessful. 

Proceeding from this conclusion, one 

should then ask a series of questions 

whose answers may contain guide lines 

for future developments. The most basic 

question is whether the research and 

clinical enterprises are so antithetical in 

their nature that they inevitably will be 

in conflict, particularly when the re¬ 

searcher contends that his findings ne¬ 

cessitate modifications in clinical prac¬ 

tice. Although we are all familiar with 

practitioners to whom professional au¬ 

tonomy is so sacrosanct that it even pre¬ 

vents the intrusion of research findings, 

over the years there have been suffi¬ 

cient examples of research and evalua¬ 

tion directly affecting clinical practice 

to conclude that under appropriate con¬ 

ditions evaluation and practice can be 

harmonious. Many of the recent program 

developments in the field of community 

mental health stem from demonstrations 

that alternative patterns of care, e.g., 

day hospitalization, are preferable to 

ones used previously and that increased 

flexibility is possible. 

It becomes important then to de¬ 

termine what the appropriate conditions 

are for bringing program evaluation and 

clinical practice closer together and to 

develop them in such a way that they 

have greater applicability. We will con¬ 

sider now the purposes of program 

evaluation and the alternative ap¬ 

proaches for enhancing the implemen¬ 

tation of findings. 

PURPOSES OF EVALUATION 

Even though it is impossible to iden¬ 

tify all of the factors associated with 

the administrator’s decision to evaluate 

an activity, it is essential to identify 

as many of them as possible. Many 

aspects of the evaluation procedure it¬ 

self, and certainly its later utility, hinge 

upon the administrator’s or the organiza¬ 

tion’s motivation in initiating the evalua¬ 

tion. Earlier papers by Greenberg and 

Mattison5 and Knutson6 highlight the 

complexity of this matter. Knutson 

thought that the implicit and explicit 

reasons for program evaluation fall into 

two categories: (a) reasons that are or¬ 

ganization oriented, and (b) reasons 

that are personally oriented. In both 

categories values of an unspecified na- 
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ture exert powerful influences upon de¬ 

cision-making in ways unrecognized by 

those participating in the process. 

The relationship of evaluation pur¬ 

pose to subsequent utilization of findings 

is indicated in many ways. If the ad¬ 

ministrator is concerned with achieving 

status and impressing his peers, he will 

select for evaluation a program of 

widespread interest. The evaluation of 

a relatively obscure service will attract 

little of the administrator’s energy ini¬ 

tially and even less if the implementa¬ 

tion of findings requires the overcoming 
of staff resistance. 

The purpose of evaluation similarly 

will affect the depth of investigation to 

be undertaken and the level of critical 

analysis to be completed. Knutson 

suggests that the administrator’s orienta¬ 

tion will determine the selection of eval¬ 

uation criteria, since what is valid evi¬ 

dence to one person will not be accepted 

as such by others. Controversy fre¬ 

quently arises between those subscribing 

to a "cost analysis” criterion and those 

advocating a criterion of "human suf¬ 

fering alleviated.” In a period of in¬ 

creasing competition for the limited 

funds in governmental budgets, legisla¬ 

tors and economists often reject a pro¬ 

gram which entails a higher cost per unit 

of service even when it has been eval¬ 

uated as successful. The many instances 

of "successful” demonstration programs 

which cease operation after the initial 

funding period demonstrate how the 

evaluation criteria satisfactory to the 

professional may leave the legislator un¬ 
impressed. 

EVALUATION MODELS 

In seeking to conceptualize the vari¬ 

ous approaches to evaluation, two re¬ 

search models stand out: (a) the goal- 

attainment model, and (b) the system 

model. The characteristics and limita¬ 

tions of each will be described as they 

affect the implementation of research 

findings. 

Goal-Attainment Model 

There is popular agreement among 

those concerned with program evalua¬ 

tion that one of the most critical and 

also difficult phases in this process is 

clarification of a program’s objectives. 

This emphasis stems from a conception 

of evaluation as measurement of the 

degree of success or failure encountered 

by the program in reaching prede¬ 

termined objectives. Related to this con¬ 

ception of evaluation is the assumption 

that if specific program objectives can 

be defined, then the appropriate method¬ 

ology and criteria for assessing the pro¬ 

gram will be selected correctly. The 

specification of objectives and goals in 

the evaluation process is considered by 

some to be so essential that Freeman 

and Sherwood7 suggest that if the evalu¬ 

ation researcher is to act responsibly as 

an agent of social change, then he should 

actively participate in developing the 

program’s goals. Having failed to do 

this, he may find himself in the position 

of either evaluating incorrect objectives 

or of never even being told what objec¬ 

tives are to be studied. 

Accepting the significance of goal 

clarification as an integral component in 

the evaluation process, one can proceed 

then with well-defined methodologies 

for determining the degree of success 

achieved in attaining the goal. This 

''goal-attainment model” of evaluation 

has been widely described in the litera¬ 

ture (e.g., Herzog8 and Knutson9) and 

it has many of the characteristics of 

classical research. Freeman and Sher- 



Program Evaluation Models 75 

wood maintain that evaluation research 

seeks to approximate the experimental 

model as much as possible and, when 

this cannot be achieved, then quasi-ex- 

perimental designs should be employed. 

Knutson distinguishes between evalua¬ 

tion of progress, which is conducted 

during the course of the program, and 

evaluation of achievement, which meas¬ 

ures change between the base line period 

and some ultimate point in time when 

the program is expected to have pro¬ 

duced results. The data and criteria se¬ 

lected for evaluating progress toward 

intermediate goals are different from 

those used in evaluating achievement of 

final objectives. 

In spite of the methodological rigor 

evident in the "goal-attainment” model 

of evaluation, a relative lack of concern 

is found within this approach for tech¬ 

nics of implementing findings. Although 

evaluation research usually is distin¬ 

guished from other research by virtue of 

its closely knit relationship to program 

planning, only rarely has this interweav¬ 

ing been evident in fact. An exception 

can be found in James’s10 description of 

the goal-attainment evaluation process as 

a circular one. It starts with initial goal¬ 

setting, proceeds to determine measures 

of the goal, collects data and appraises 

the effect of the goal, and then modi¬ 

fies the initial goal on the basis of the 

collected data. 

Nowhere is any indication found, how¬ 

ever, of the manner in which the evalu¬ 

ator can insure closing the circle of the 

evaluation process in the goal-attain¬ 

ment model. More often than not, the 

previously linked series of cooperative 

processes between evaluator and admin¬ 

istrator break down at the point of goal 

modification. What had been a recip¬ 

rocal relationship of mutual benefit 

suddenly becomes an antagonistic ar¬ 

rangement marked by the stereotyped 

interpersonal perceptions described ear¬ 

lier in this paper. 

What are the characteristics of the 

goal-attainment model of evaluation that 

render it relatively ineffective at the 

point of implementing findings? First, 

we must consider that one of the sup¬ 

posedly major assets of this model may 

be mythical in nature. The researcher, 

attempting to avoid the bias of imposing 

his own objectives as criteria of the or¬ 

ganization’s effectiveness, turns instead 

to the administrator for a statement of 

the goals to be used as criteria. How¬ 

ever, in gaining this "objectivity” and 

utilizing an unbiased evaluation model, 

the researcher potentially has sacrificed 

much of the significance of his work. 

Etzioni11 forcefully notes that organiza¬ 

tional goals, particularly public ones, 

have an illusory quality in that they 

may never have been intended to be 

realized. When this is the case, the pro¬ 

gram administrator will be troubled very 

little by the researcher’s finding that 

his previously enumerated organizational 

goals are not being achieved. Never hav¬ 

ing meant to attain the goals studied by 

the researcher, the administrator sees no 

need to alter his program to accommo¬ 

date the findings of the researcher. The 

program evaluation has little impact 

upon the organization since the re¬ 

searcher had little understanding of the 

administrator’s purpose in participating 

in the study. 

A second limitation in implementing 

the findings of the goal-attainment model 

of evaluation is the relatively circum¬ 

scribed perspective with which this 

evaluation model views an organization. 

Since the model assumes that specific 

goals can be evaluated and modified in 
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isolation from the other goals being 

sought by the organization, it consti¬ 

tutes an artificial, if not fallacious, ap¬ 

proach. A wide body of literature in 

the field of organizational study (e.g., 

Rice1J and Sofer13) highlights the in¬ 

terrelated nature of goals and the man¬ 

ner in which modification of any one 

is constrained by characteristics of the 
others. 

An example of this process of inter¬ 

related goals can be found in studies of 

the ways in which large mental hospitals 

establish administrative and clinical 

structures which will permit them to 

function in an optimal manner. The 

hospital administrator is faced by the 

need to deploy limited resources in such 

a way as to maximally benefit new ad¬ 

missions as well as long-term patients. 

Achieving the goal of optimal function¬ 

ing is further complicated by the fact 

that the mental hospital as an organiza¬ 

tional system is faced with many tasks 

besides its clinical one. The treating and 

discharging of patients must be con¬ 

sidered as just one among several legiti¬ 

mate tasks including training, research, 

custodial care, and so on, which affect 

the over-all framework of the institu¬ 

tion’s administrative and clinical struc¬ 
ture. 

A recent study by Schulberg, Notman, 

and Bookin14 of the treatment program 

at Boston State Hospital found that al¬ 

though the total number of inpatients 

not involved in any specific form of 

therapy had been reduced by 50 per 

cent between 1963 and 1965, geriatric 

patients have received little additional 

treatment in this period. The implica¬ 

tion of this finding is clear-cut in the 

sense that one aspect of the hospital’s 

treatment program is not functioning up 

to par and modification of this clinical 

service’s structure seems warranted. 

What are the obstacles, then, to imme¬ 

diate implementation of the findings in 

this evaluation of goal attainment, i.e., 

treatment for all patients. 

It becomes immediately evident that 

alteration of the geriatric unit’s treat¬ 

ment program must have reverberations 

in many other facets of the hospital’s 

total operation. Change in the techno¬ 

logical component of the system, there¬ 

fore, cannot be accomplished without 

equal attention to the implications of 

change for social aspects of the system. 

The goal-attainment model of evaluation 

often has restricted itself to recom¬ 

mendations about either altered forms 

of technology or administrative struc¬ 

ture, without adequately considering the 

constraints imposed by other competing 
factors. 

Returning to the services of a geriatric 

unit, the hospital superintendent might 

accept the findings of the previously 

cited treatment survey as a matter re¬ 

quiring his immediate attention and de¬ 

cide to increase the level of care on this 

unit by assigning additional psychiatric 

residents to it. In doing so, however, the 

superintendent must, first, overcome the 

widespread resistance of many residents 

to working with this aged population; 

second, operate within the constraint of 

his training program’s guide lines re¬ 

garding length of time that residents 

will spend on any one service; and third, 

consider the imbalance that will be cre¬ 

ated in other parts of the hospital by 

transferring additional residents to this 

unit. Realizing the complexity of these 

constraints, the superintendent may pos¬ 

sibly decide that although the findings 

of the evaluation were certainly illumi¬ 

nating, they provide him with little 

guidance on the merits of altering the 
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present situation in the face of the diffi¬ 

culties that change would create. 

It is suggested that this brief example 

of the fate befalling an evaluation of 

goal attainment is representative of the 

process through which many studies 

have passed at the point when adminis¬ 

trators considered implementing their 

findings. 

System Model 

In view of the implementation limi¬ 

tations inherent in the goal-attainment 

model of evaluation, what alternative is 

available to the researcher concerned 

with the utility of his findings? An ap¬ 

proach which warrants more attention 

than it has received in the program 

evaluation literature is the system 

model. It is described by Etzioni15 who 

points out that the starting point in this 

approach to evaluation is not the pro¬ 

gram’s goal, as it is in the goal-attain¬ 

ment model of evaluation. Instead the 

system model of evaluation is concerned 

with establishing a working model of a 

social unit which is capable of achieving 

a goal. Unlike the study of a single goal, 

or even a set of goal activities, the sys¬ 

tem model is that of a multifunctional 

unit. It recognizes that an organization 

must fulfill at least four important func¬ 

tions for survival. In addition to the 

achievement of goals and subgoals, the 

system model is concerned with: the 

effective coordination of organizational 

subunits; the acquisition and mainte¬ 

nance of necessary resources; and the 

adaptation of the organization to the 

environment and to its own internal de¬ 

mands. The system model assumes that 

some of the organization’s means must 

be devoted to such nonobvious functions 

as custodial activities, including means 

employed for maintenance of the or¬ 

ganization itself. From the viewpoint of 

the system model, such activities are 

functional and actually increase organi¬ 

zational effectiveness. 

In contrast to the goal-attainment 

model of evaluation which is concerned 

with degree of success in reaching a* 

specific objective, the system model es¬ 

tablishes the degree to which an organi¬ 

zation realizes its goals under a given 

set of conditions. Etzioni indicates that 

the key question is: "Under the given 

conditions, how close does the organiza¬ 

tional allocation of resources approach 

an optimum distribution?”16 Optimum 

is the key word and what counts is a 

balanced distribution of resources among 

all organizational objectives, not max¬ 

imal satisfaction of any one goal. From 

this perspective, just as a lack of re¬ 

sources for any one goal may be dys¬ 

functional so may an excess of resources 

for the goal be equally dysfunctional. 

In the latter instance, superfluous at¬ 

tention to one goal leads to depressed 

concern for the others and problems of 

coordination and competition will arise. 

It should be noted that this model of 

evaluation is a more demanding and 

expensive one for the researcher. In¬ 

stead of simply identifying the goals of 

the organization and proceeding to study 

whether they are attained, the system 

model requires that the analyst deter¬ 

mine what he considers a highly effec¬ 

tive allocation of means. This often re¬ 

quires considerable knowledge of the 

way in which an organization functions 

but it carries with it the advantage of 

being able to include in the analysis 

much more of the collected data than 

is possible in classical research design. 

Another system model concept deserv¬ 

ing consideration in regard to program 

evaluation is feedback mechanisms, i.e., 
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the processes through which the effects 

of organizational actions are reported 

back to the organization and compared 

with desired performance. Inadequate 

utilization of research findings is an in¬ 

dication of blocked feedback and thus 

represents an organizational problem le¬ 

gitimately subject to scrutiny. The sys¬ 

tem model, therefore, provides not only 

a more adequate model for determining 

the types of data to be collected but it 

also has utility for determining the fac¬ 

tors associated with effective or ineffec¬ 

tive integration of the findings. 

Turning now to the problem of utiliz¬ 

ing the system model in producing 

change, several studies will be cited as 

examples of how this approach can be 

applied. An almost classic instance of 

the greater ability of the system model 

than the goal-attainment model to offer 

the program director sufficient guidance 

for implementing change can be found 

in the work of the Cummings17 relative 

to mental health education. They started 

out to study to what extent and in what 

directions attitudes toward mental illness 

could be changed through an intensive 

educational program. After completing 

the six-month program, the Cummings 

found virtually no change in the popula¬ 

tion’s general orientation, either toward 

the social problem of mental illness or 

toward the mentally ill themselves. If 

the goal-attainment model had been pur¬ 

sued, the researchers might simply have 

concluded that mental health education 

is ineffective and that the program 

should be dropped. Instead the Cum¬ 

mings shifted to a system model of 

evaluation and considered their data 

within the context of the functions, both 

manifest and latent, that traditional at¬ 

titudes toward mental health play for the 

community as a social system. From this 

perspective, the researchers were able 

to formulate several hypotheses explain¬ 

ing the failure of their mental health 

education effort and to suggest possible 

concrete avenues for bringing about fu¬ 

ture change. 

Another example of the use of the 

system model in evaluating program 

change can be found in studies18, 19 of 

the changing mental hospital. Baker20 

contends that viewing the hospital as an 

open system exchanging inputs and out¬ 

puts with its environment promises to 

permit improved evaluation and pro¬ 

gram modification as the organization 

moves toward provision of comprehen¬ 

sive services. Three categories were 

identified by Baker for focus and in¬ 

tensive study: (1) the intraorganiza- 

tional processes of the hospital; (2) the 

exchanges and transactions between the 

hospital and its environment; and (3) 

the processes and structures through 

which parts of the environment are re¬ 

lated to one another. When attempting 

to implement the findings from one cate¬ 

gory, it becomes immediately evident 

that change may potentially affect the 

others as well. In a community mental 

health program the linked interdepend¬ 

ence of all components in the system is 

of particular concern since modification 

of any one element can only occur 

within the framework of change for the 

entire system. 

The system model suggests a variety 

of linkages and feedback mechanisms 

which can be used to bridge the gap 

between research findings and program 

modification. Individuals who have con¬ 

tact with the organization’s environment 

as part of their regular work are con¬ 

sidered in the system model to occupy 

"boundary roles.” These people are par¬ 

ticularly crucial for research implemen- 



Program Evaluation Models 79 

tation since they often are the first to 

receive information from external 

sources about the effectiveness of pro¬ 

grams. 

Boundary roles may occur at all levels 

of the organization but they usually are 

found at the top and bottom of the ad¬ 

ministrative structure. The program ad¬ 

ministrator at the top of the structure 

acts as a filter of research results be¬ 

cause of his strong commitment and par¬ 

ticipation in the implementation of new 

programs. Negative evaluation of the 

program’s effectiveness, however, may 

reflect adversely on his decision to back 

the program and in such a situation 

research findings may not be utilized 

properly. On the other hand, those oc¬ 

cupying boundary roles lower in the or¬ 

ganizational hierarchy often cannot make 

effective use of evaluation results because 

they do not have the formal authority 

to influence individuals at levels higher 

than themselves. A lower-level boundary 

role incumbent may pass on only that 

information which he thinks his superi¬ 

ors want to hear. 

Since most health organizations lack 

a unit or individual specifically con¬ 

cerned with the translation of research 

into practice, it is suggested that plan¬ 

ning divisions be established as one way 

to fill this void. The planner, being in a 

relatively objective and highly placed 

position for analyzing the total organi¬ 

zation, can be sensitive to both the data 

emerging from program evaluation as 

well as to the unique characteristics of 

his facility. He, thus, can gauge the flex¬ 

ibility and constraints of his system in 

accepting the changes suggested by the 

results of evaluation. 

To assist the feedback of research 

findings to the program administrator, 

increasing attention is being given to 

scientific communication. Professional 

information experts, librarians, abstrac¬ 

tors, editors, and others, are employing 

a variety of hardware-oriented technics 

for making information more readily 

available to those who engage in even 

minimal information-seeking behavior. 

Examples include computer search pro¬ 

grams, abstracting services, review pa¬ 

pers, and various types of professional 

and interdisciplinary conferences. Per¬ 

haps these modern technics will partially 

solve the problem of researchers re¬ 

porting their findings in forums and 

language which are foreign to program 

developers. These devices may be of par¬ 

ticular importance when the research 

conducted in the focal organization is 

reported elsewhere by the researcher 

who is without a clear contract to feed 

back his findings to the organization 

under study. 

A last problem to be considered in the 

development of feedback mechanisms is 

the time discrepancy that often occurs 

between administrators and evaluators. 

The time dimension of those closest to 

program implementation is often shorter 

and more variable than that of the 

evaluator who focuses upon a more dis¬ 

tant horizon. It is suggested that feed¬ 

back can be enhanced by the design of 

evaluation procedures which more ap¬ 

propriately fit the schedule decision¬ 

making needs of an organization, and 

which have data available at a time 

when they can be used for planning. 

SUMMARY 

In seeking to conceptualize possible 

approaches to program evaluation, two 

research models stand out: (a) the goal- 

attainment model, and (b) the system 

model. The characteristics and limita¬ 

tions of each were described as they af- 
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feet the implementation of research find¬ 

ings. It is contended that the system 

model, by focusing upon the various 

factors determining research design and 

interpretation of the data, offers more 

promise for programmatic utilization of 

the evaluation findings. The system 

model also has utility for determining 

the factors associated with effective in¬ 

tegration of the findings. It is suggested 

that organizations establish planning 

divisions because of the problems of 

blocked feedback to the organization of 

information on its performance and in 

order to insure translation of research. 
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7. Methodological Problems in the 

Evaluation of Innovation 

Martin Trow 

There is at the moment considerable 

ferment in American higher education 

arising out of widespread discontent 

with present arrangements and prac¬ 

tices. The dissatisfaction has its roots in 

a set of developments in higher educa¬ 

tion, and in the larger society which 

taken together are changing the charac¬ 

ter and functions of our colleges and 

universities, as at the same time they 

change expectations of what they should 

be doing. These forces affect individual 

institutions in very different—indeed, 

even in quite opposite—ways: for exam¬ 

ple, the steady growth of college-going 

in the population raises the academic 

quality of entrants to selective institu¬ 

tions, while bringing to less selective 

institutions large numbers of students 

who are there at least initially because 

there is nothing much else for them to 

do. The presence of large numbers of 

relatively unmotivated students in col¬ 

leges without strong academic traditions 

of their own poses a problem similar to 

the one which gave rise to the transfor¬ 

mation of the curriculum, and of the re¬ 

lation of teacher and student, in our 

high schools earlier in this century: the 

problems, in brief, of generating in the 

classroom the interest and motivation 

which one could no longer assume the 

student brought with him. The concern 

for the relevance of the curriculum to 

the lives and interests of the student, 

rather than to a traditional body of 

knowledge, or the specialized interests 

of the academic disciplines, underlies I 

think a good deal of current efforts to 

change the forms and content of instruc¬ 

tion, especially at the undergraduate and 

introductory levels. 

But there are other forces which are 

making our traditional forms of educa¬ 

tion less and less satisfying, in the grad¬ 

uate and professional schools as well as 

in the undergraduate liberal arts col¬ 

leges. The rapid growth of knowledge 

makes the traditional syllabus obsolete, 

as it simultaneously weakens the tradi¬ 

tional boundaries of the academic disci¬ 

plines. Closely related are changes in 

professional education, as an increas¬ 

ingly wider range of knowledge becomes 

directly relevant to effective professional 

practice; the growing role of the social 

sciences in the education of physicians, 

lawyers, engineers, architects and city 

planners is a case in point. 

Whatever its sources, the ferment in 

higher education has led to a variety of 

new approaches to higher education. 

These range from sweeping innovations 

in the organizational forms of higher 

education, such as the consortia of in¬ 

stitutions represented here by the Clare¬ 

mont complex, or in New England by 

the group of colleges in the Connecti¬ 

cut valley; through single institutions 

which embody some distinctive organi- 

Paper read at the Symposium on Problems in the Evaluation of Instruction, Los 
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zational principle, such as Santa Cruz’s 
collegiate structure; to varied approaches 
to what used to be called "general edu¬ 
cation,” all the way to the latest effort 
any one of us makes to create a new 
course around a problem or a cluster of 
disciplines or a new way of using teach¬ 
ing assistants or the new technology of 
electronic instruction. There are many 
kinds and degrees of innovation, and 
the problems of assessment of these var¬ 
ied efforts obviously differ. It is difficult, 
though I will try, to say something about 
educational innovations, regardless of 
where initiative lies, or how far-reaching 
in intent they are. My emphasis will be 
less on the technical problems of evalua¬ 
tive research—the relative strengths of 
different modes of investigation or dif¬ 
ferent strategies of analysis—than on 
the characteristics of the phenomenon 
being studied and assessed and on the 
social context in which they are em¬ 
bedded. What forces give rise to an in¬ 
novation; what are the criteria of its 
success; who cares about whether or how 
it is assessed: these are problems for the 
researcher which often over-ride the 
knotty difficulties of how to measure 
change or the influence of a clique of 
friends. And I would like also to address 
myself to innovations in the curriculum, 
and in the modes and content of teach¬ 
ing and learning, rather than in broader 
organizational forms, which I think in¬ 
volve a somewhat different set of "meth¬ 
odological problems.” 

Innovations in instruction in higher 
education arise most often out of some 
felt sense of the inadequacy of existing 
arrangements, and very often out of 
sheer boredom with what one has been 
doing. We are always tinkering with our 
courses, or with the curriculum, even 
when they are working reasonably well. 

And while proposals, whether for a new 
college or for a new course, are usually 
justified as promising some improve¬ 
ment over what is being done, very of¬ 
ten we know or strongly suspect that 
what is proposed recommends itself not 
so much on its promise of betterment, as 
on the certainty of its being different. 
And that is no small gain. An innova¬ 
tion is a break with routine and habit, 
it disrupts unreflective ways of thinking 
and feeling and behaving, it requires a 
heightened measure of attention and in¬ 
terest in the matters at hand, it forces 
the participants and especially the cre¬ 
ators to think in fresh ways about famil¬ 
iar subjects, and to reconsider old as¬ 
sumptions. Above all it dispels, even if 
only briefly, the fog of boredom that 
hovers over everything we do, in our 
offices and corridors and classrooms. 
Habit and routine are extremely useful 
in allowing us to do a great many neces¬ 
sary things without having to think 
much about them, thus freeing our 
minds and energies for other, presum¬ 
ably more demanding matters. But 
when habit and routines begin to en¬ 
crust educational structures and proc¬ 
esses, the life, the thought, the interest, 
the creative imagination go out of them 
and they become boring to us and to our 
students. I think we know intuitively 
that boredom is a greater enemy of edu¬ 
cation than ignorance or error or even 
stupidity, and is rivaled only by dog¬ 
matic authority. And if boredom is a 
chief enemy, innovations and change 
are our chief weapon against it, innova¬ 
tions that break through routines and re¬ 
lease fresh energies and imagination and 
inquiry. 

I am suggesting that innovations in 
education justify themselves by their in¬ 
trinsic qualities almost without regard 
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for their outcomes. And indeed innova¬ 

tion goes on constantly, for the most 

part not advertising itself by that name 

often because the innovator doesn’t need 

additional resources and because he 

doesn’t want to become entangled in the 

cumbersome machinery through which 

formal changes in the curriculum are 

made. 

But whether advertised or not, it is 

important that innovation is commonly 

done for its own sake and only secondar¬ 

ily for its outcomes. Because that fact 

greatly reduces the relevance of sys¬ 

tematic evaluation of innovation. It re¬ 

duces the significance of the manifest 

functions of evaluation—to tell the in¬ 

novator what he has achieved and how 

successfully—as compared with its chief 

latent function, to legitimate an innova¬ 

tion and contribute to its continuation 

and extension. Innovations will be made 

with or without evaluations, and almost 

regardless of the nature of them, be¬ 

cause we enjoy doing them. From this 

perspective, evaluation studies are aimed 

less at the innovator than at funding 

agencies or course committees or other 

powerful agencies which can support or 

limit their life or scope. And such stud¬ 

ies thus are typically directed at innova¬ 

tions which are expensive or which have 

a broader impact on other parts of the 

institution and thus involve others who 

must be persuaded that the innovation 

has value and should be supported, or at 

least not opposed. Innovations that don’t 

cost much or are confined within one 

department or one course are usually not 

evaluated, they’re just done. 

To speak of the latent functions of 

some social pattern or practice like eval¬ 

uation is to appear implicitly to mini¬ 

mize the significance of their manifest 

function. I do not mean to do that; I do 

not assume that evaluation studies need 

be "nothing more than” devices for 

legitimation and persuasion. I do believe 

that in modest ways evaluation can help 

shed light on educational practice and 

perhaps help us see what in fact an inno¬ 

vation consists of and what it achieves. 

But the context and function of such 

studies themselves have consequences for 

how we conduct them and how much 

confidence we can place in their find¬ 

ings, and thus are deeply implicated in 

their methodologies. 

I would therefore like to speak to 

three aspects of research and innovation 

in higher education. 

First the political context of evalua¬ 

tion, and the political significance of 

evaluation. Second the dual educational 

and research problems posed by the 

diffuseness of the intended outcomes 

of education, including its innovative 

forms, and the long delay beyond the 

college years before many of these out¬ 

comes manifest themselves. 

And third the great difficulty, espe¬ 

cially in innovative courses, of distin¬ 

guishing the special circumstances sur¬ 

rounding their creation and adoption 

from the other characteristics of the in¬ 

novation which may recommend it to 

others and to its institutionalization. 

THE POLITICAL CONTEXT OF 

RESEARCH IN HIGHER EDUCATION 

I think that we see in American 

higher education a growing sense of the 

relevance of systematic research pro¬ 

cedures, research on educational forms 

and processes including experimental 

ones, side by side with a considerable 

hostility to social research and suspicion 

of the educational implications of its 

findings. And paradoxically both the 

growing need for such research and the 
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wariness of it rise from similar sources. 

The rapid growth and democratization 

of higher education which is bringing 

into our colleges an enormous number 

and variety of students whose values, 

motives, and purposes are strange to the 

academic man are leading to the exten¬ 

sion of social research in many colleges 

and universities. Moreover, conditions 

in the large public colleges and univer¬ 

sities make it difficult to establish the 

old personal relation of student and 

teacher, and thus for the faculty mem¬ 

ber to know his anonymous students in 

any real sense. Increasingly, and often 

for much the same kind of practical rea¬ 

sons which prompted the social surveys 

of the 19th century, educators are turn¬ 

ing to social science to tell them the facts 

about their students that are no longer 

directly known or knowable by the 

teacher or administrator. But this proc¬ 

ess is met with the same ambivalence 

among cultivated men as was the earlier 

development of social research. It threat¬ 

ens their role as intellectuals, as inter¬ 

preters of their own social experience, 

because it asserts that much of impor¬ 

tance not only in the wider society but 

in their own classrooms and in the stu¬ 

dents’ residence halls, can no longer be 

adequately known and understood by the 

man of intelligence and sensibility— 

that is by the ordinary faculty member. 

The suggestion, often made not very 

tactfully by social scientists, that the 

professor of humanities cannot grasp the 

social processes going on around him 

without the aid of the social scientist’s 

special skills and techniques, is fre¬ 

quently met, and will be met, with hos¬ 

tility and resentment. The very exist¬ 

ence of social research on campus as 

some professors put it in more candid 

moments, is an insult to their intelli¬ 

gence. And their response, made per¬ 

haps with more feeling than logical con¬ 

sistency, is at once to doubt that social 

science is more than a pretentious fraud, 

and at the same time to fear its manipu¬ 

lative consequences if it is as powerful 

a tool for understanding and control as 
it pretends to be. 

But social research threatens not only 

the intellectual competence of academic 

men regarding their teaching functions, 

it is also felt by some to be a threat to 

liberal education. Colleges in which edu¬ 

cational practices and arrangements are 

seen as embodying the values of the in¬ 

stitution, and not merely as facilitating 

their attainment, are likely to be inhos¬ 

pitable to the notion of applying the 

findings of social research. To the extent 

that a college’s practices have become 

highly institutionalized, charged with 

value in themselves, it will resist con¬ 

scious planning based on rationalized 

procedures and data. Such an institution 

is likely to rely on committee delibera¬ 

tions as more likely to preserve the 

primacy of the substantial values. By 

contrast, a college committed to the 

achievement of easily measurable goals, 

and which is prepared to measure and 

modify its practices against the criterion 

of the efficient achievement of these 

goals, is more likely to sponsor and ap¬ 

ply social research, against whose find¬ 

ings elements of the organization can 
be evaluated. 

Liberal education is in large part a 

substantial value in and of itself; it is 

the practices and relationships and pat¬ 

terns of behavior that enter into it, at 

least as much as it is some nebulous 

outcome,” difficult, if not impossible to 

measure, and showing itself in the whole 

life of the student after he leaves col¬ 

lege. By contrast, vocational and profes- 
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sional education is to a much greater ex¬ 

tent instrumental and goal-oriented—the 

outcomes measurable in skills and knowl¬ 

edge acquired, examinations passed, di¬ 

plomas earned. The colleges and the 

parts of large universities which are 

deeply committed to liberal education 

have been less likely to welcome or ap¬ 

ply social research which touches on 

their core values and activities, than are 

those organizations or parts of organi¬ 

zations whose practices are defined as 

instrumental to some more clearly de¬ 

fined and measurable goals or outcomes. 

Typically, in American colleges and 

universities, power is distributed in ex¬ 

tremely complicated and obscure ways 

among the administrators, the faculty, 

the trustees, and various important con¬ 

stituents, such as the alumni and the 

current body of parents, and in the case 

of public institutions, the legislature or 

other sources of public funds. In these 

institutions, the question of what is 

manipulable by whom is itself highly 

problematic, at least as difficult to know 

as the patterns of student behavior 

which may be nominally the subject un¬ 

der investigation. Every organization is 

to some extent a polity, in which politi¬ 

cal processes determine who can initiate 

what events and who can veto them, 

and whose consent must be gained be¬ 

fore policies are put into effect or sabo¬ 

taged. Some studies of these internal or¬ 

ganizational processes have been done 

within formally bureaucratic organiza¬ 

tions, such as business firms, and within 

formally democratic organizations, such 

as trade unions and political parties. But 

almost nothing has been done by way of 

studying the political processes within 

the bewildering variety of institutions of 

higher education, which are in part 

bureaucratic and in part democratic, and 

where the principles of hierarchy and 

colleagueship are usually both present in 

varying and conflicting degrees. I am not 

here suggesting a design for the study 

of colleges and universities as political 

structures, but rather that the relevance 

of social science to educational policy 

cannot be discussed without recognizing 

that policy recommendations within col¬ 

leges are quickly transformed into polit¬ 

ical issues. 

A highly rationalistic conception of 

the relation of research to policy ob¬ 

scures the political character of a college 

and of recommendations -to it; those 

who hold such conceptions are continu¬ 

ally surprised and indignant when the 

institution doesn’t take the "reasonable” 

course of action suggested by the re¬ 

search. A director of a Bureau of Institu¬ 

tional Research at a large mid-western 

university has described, with becoming 

candor, actions taken by faculty com¬ 

mittees in two cases in which his Bu¬ 

reau conducted research on the issue in 

question—both actions at variance with 

the apparent indications of the research. 

He observes, with more sadness than an¬ 

ger, that "Actions such as these repre¬ 

sent one of the frustrations of a person 

in institutional research. The mere es¬ 

tablishment of an institutional research 

unit does not in itself guarantee that de¬ 

cisions will be made on a more realistic, 

objective, and reasonable basis. As you 

can see, even in our institution with its 

long tradition of faculty-oriented insti¬ 

tutional research, faculties and faculty 

committees have been known to make 

decisions on other than a purely ob¬ 

jective basis.” 

Without describing these cases in de¬ 

tail, I can only report that the research 

center’s recommendations are "realistic 

and objective” only on the basis of a 
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rather narrow conception of educational 

efficiency, and that faculty members 

with other values regarding education 

might well see such research as a politi¬ 

cal document, and oppose it as such. But 

the claim to objectivity denies the value 

implications of the research and makes 

opposition to it more pigheadedness, or 

in the words of this research man, "stub¬ 

born resistance to change." This in itself 

tends to excite suspicion of all social 

research among faculty members whose 

values are frequently at variance with 

those implicit in, but denied by, offices 

and bureaus of research—a point to 

which I would like to return a little 
later. 

The general principle that policy rec¬ 

ommendations (whether or not based 

on social research) are in most cases 

immediately transformed into political 

issues alerts us to a number of politically 

relevant factors that intervene between 

research and implementation. The for¬ 

mal, and probably the effective, distribu¬ 

tion of power in colleges and universi¬ 

ties is more diffuse than in most formal 

organizations. The principle of bureauc¬ 

racy tends to centralize formal power and 

authority at the top of the hierarchy, 

while the principle of colleagueship 

tends to spread it more widely among 

the faculty. There is some evidence that 

there is a long-range trend toward the 

diffusion of power through the strength¬ 

ening of the principle of colleagueship 

and of faculty participation in the gov¬ 

ernment of the colleges and universities. 

The AAUP, for example, finds that over 

the past several decades faculty influence 

in most of the colleges they have been 

studying has been growing. There seems 

little doubt that this tendency is a result 

of the strong efforts American colleges 

and universities are making to upgrade 

themselves, with the most distinguished 

colleges and universities, where the 

principle of colleagueship is most 

strongly established, exerting a powerful 

influence as models. One result of this 

tendency is for the interests and values 

of the faculty to become more widely 

and more directly involved in the appli¬ 

cation of social research to educational 

policy. It becomes, I think, increasingly 

more difficult for administrators simply 

to act ex cathedra, even on the basis of 

research findings and recommendations. 

The interests of the faculty are 

touched at many points by proposals to 

modify the structure or content of an 

educational program. Clearly, areas of 

investigation vary in the degree to which 

they impinge on the interests of the in¬ 

terested parties, or more accurately, how 

visibly they impinge on those interests. 

Colleges will be, in general, more recep¬ 

tive to applied research on issues further 

removed from the interests of those 

who make the decisions; more hospita¬ 

ble, for example, to research on student 

life than on faculty authority, and to 

research on the social implications of 

residence hall architecture than to stud¬ 

ies of the educational consequences of 

the distribution of power in college and 
university departments. 

In the United States the. bulk of ap¬ 

plied research in higher education has 

been carried out by fact-finding agencies 

within the colleges and universities—by 

assistants to the president, deans and as¬ 

sistant deans, by testing offices, and in¬ 

creasingly by offices of institutional re¬ 

search. The line between social statistics 

and social science is a fine one and lies 

in the shift of a passage in a report. 

Rates of reported illness, for example, 

may be indicators of underlying social 

and institutional processes, and the next 
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step is to study these processes more 

directly. If this step is taken relatively 

rarely, it is partly because the people 

who do this kind of research for colleges 

and universities rarely are social scien¬ 

tists or have an interest in organizational 

analysis, and partly because of the sus¬ 

picion with which research is viewed by 

important parts of the faculties of many 

institutions. 

Some of this suspicion has a quite 

different basis than that which arises 

from the dispute of men in the humani¬ 

ties with the social scientists over the 

relative power of science and sensibility 

for interpreting social life, but its effects 

are similar and reinforcing. It arises out 

of the profound struggle that goes on 

within many institutions and takes many 

different forms; between those commit¬ 

ted to some ideal of liberal education— 

to the development of the intellectual 

powers of the individual, of his breadth 

of vision, independence of mind, and 

critical faculties—and those primarily 

interested in education for extrinsic 

ends, for social and vocational skills. 

The suspicion held by many of research 

is that in this struggle, basically a politi¬ 

cal struggle over the means and ends of 

education, research is usually on the side 

of the vocationalists. 

It is thought to be so, not only by vir¬ 

tue of the kinds of people who do it but 

also by virtue of the very kinds of data 

they collect. For while the indicators of 

success of a liberal education are likely 

to be vague, difficult if not impossible to 

measure, and scarcely distinguishable 

from the effects of all the other experi¬ 

ences a student has had in his life, the 

indicators of successful training are the 

kind of performances testing offices and 

offices of institutional research can meas¬ 

ure. The recognition of this by those 

faculty members committed to liberal 

education, and the suspicion that arises 

out of it, partly explains the mechanisms 

that surround offices of research to insu¬ 

late them from the core values and ac¬ 

tivities of the faculty; for example, their 

subordinate status and their definition 

by the institution as technical agencies 

gathering statistical information primar¬ 

ily for administrative uses, rather than 

for basic research into the nature and 

processes of higher education. 

The criteria and indicators of "suc¬ 

cess” of educational practices or innova¬ 

tions that are employed in educational 

research are elements in the academic- 

political controversies on many cam¬ 

puses. And they affect the forms that 

research takes and the reception it gets 

—that is, what happens to it. These cri¬ 

teria are thus among them "methodolog¬ 

ical problems” that face the evaluation 

of innovation but they constitute prob¬ 

lems in a more direct, almost technical 

sense. 

PROXIMATE AND ULTIMATE 

GOALS OF EDUCATION 

Some "outcomes” of education are 

easily measured, and for that reason 

among others they are commonly meas¬ 

ured. Among these are the student’s 

grade point average; drop-out or trans¬ 

fer rates; achievement of graduate schol¬ 

arships and higher degrees. These mat¬ 

ters are studied in almost every piece of 

research on higher education, not only 

because they lend themselves to easy and 

systematic measurement, but also be¬ 

cause they are important in themselves. 

Grades are not merely an "index” (how¬ 

ever weak) of what has been learned; 

they are also an important determinant 

of the individual’s future opportunities 
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and life chances, among them, his 

chances of gaining admission to a good 

graduate school. Acceptance in a good 

graduate school is an even more impor¬ 

tant determinant of man’s chances of 

making significant contributions to sci¬ 

ence or scholarship. But whatever their 

objective importance, which is very 

great, grades and higher degrees are in¬ 

adequate measures of the outcomes of 

educational experience for many rea¬ 
sons: 

First they do not measure the whole 

of what some men wish education to do 

to or for students. They are poor meas¬ 

ures, for example, of the success of a lib¬ 

eral education in refining sensibilities, 

developing capacities for critical and in¬ 

dependent thought, or the use of reason 

and evidence in everyday life, or the 

enhancement of the individual’s capaci¬ 

ties for enjoying life and making fruit¬ 

ful contributions to it. Some men want 

these great goods to flow from a scien¬ 

tific and technical education as well. The 

difficulties in discovering whether in¬ 

deed an education has these effects are 
several. 

In large part, these qualities of mind 

and spirit do not show themselves, or 

cannot be assumed to show themselves, 

during the college years, but may be laid 

down then as potentialities which bear 
fruit in later life and career. 

They are, for the most part, qualities 

exceedingly difficult to measure system¬ 

atically, however much we pride our¬ 

selves on our ability to recognize their 
presence or absence in others. 

Moreover, they are not only valued 

outcomes of formal education, but also 

the products of the whole of man’s ge¬ 

netic equipment and life experience. 

Even if we could measure these qualities 

with some precision and confidence, how 

are we to distinguish the part played by 

formal higher education from all the 

other more enduring and emotionally 

weightier influences on a man’s life and 
character? 

In a word, then, the most important 

and truly valued outcomes of higher 

education are extremely difficult if not 

impossible to assess. As a result, many 

institutions, usually those with the least 

firm educational purposes and the least 

distinctive character, fall back in their 

self-assessments on those presumed out¬ 

comes of higher education that are most 

easily measurable. And, in a familiar 

translation of necessity into virtue, such 

an institution may begin to define its 

aims in terms of what can be measured, 

and to shape and justify its practice in 

terms of its success in reducing the drop¬ 

out rate, increasing the number of fel¬ 

lowships its graduates earn, and the like. 

What are the alternatives for the in¬ 

stitution that does not want to reduce its 

educational aims to the level of the most 

easily measured of student characteris¬ 

tics? Matters are not quite so hopeless 

as my remarks above may seem to sug¬ 

gest. There are things that research can 

do to help an institution assess its success 

in achieving its most profound and not 

merely its most proximate aims. For ex¬ 
ample: 

1. We are not confined to the study 

of the most obvious and easily measur¬ 

able outcomes of education. There are 

ways to explore changes in basic values 

and attitudes of students, and even as¬ 

pects of their personalities which edu¬ 

cation aims to modify over the college 

years; to explore changes in life plans 

and the conditions and experiences in 

the institution which give rise to them; 
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to at least attempt to study such subtle 

matters as creativity and independence 

of mind and judgment. 

2. These are all to a considerable de¬ 

gree a product of the student’s life ex¬ 

perience before coming to the institu¬ 

tion. And to some degree we can assess 

the extent to which they are already 

present at entrance, so that we can 

make some assessment of the relative 

efficacy of different educational practices 

during the college years in developing 

(or inhibiting) these qualities. 

3. And we can do far more than has 

been done to follow our graduates into 

their adult careers to see what happens 

to them there, and to see if we can make 

even tentative inferences about connec¬ 

tions between their adult careers and 

their college experience. 

THE INFLUENCE OF 

EXPERIMENTAL RESEARCH ITSELF 

ON EDUCATIONAL PRACTICE 

AND ITS OUTCOMES 

Different forms of social investigation 

vary in the extent to which they affect 

the educational processes that they aim 

to illuminate. A survey of a college’s 

alumni would presumably have little di¬ 

rect influence on the faculty and stu¬ 

dents at the Institute at the present time. 

Questionnaires distributed to entering 

Freshmen will probably have relatively 

little effect on their subsequent behavior, 

though repeated questioning about a 

given issue—say, the question of stu¬ 

dent-faculty relations—might be ex¬ 

pected to increase the salience of that 

issue in the minds of the students. 

But experimental changes in the cur¬ 

riculum, linked to research aimed at 

assessing its effects, are likely to have 

very marked consequences for the teach¬ 

ing-learning process over and above 

those effects which the alterations are 

specifically intended to achieve. It may 

be worthwhile to consider for a moment 

the problems such experiments pose for 

research designed to assess their effects 

and effectiveness. 

1. First, there are the difficulties, al¬ 

ready discussed, of measuring the gen¬ 

uinely desired outcomes, and of disen¬ 

tangling them from the manifold 

extraneous influences of life and time 

outside the experimental classroom. Ex¬ 

periments share this difficulty, as I have 

suggested, with other forms of research. 

2. But experiments in education, like 

social experiments in general, pose spe¬ 

cial difficulties for research, in that they 

introduce into social situations powerful 

forces over and above those purpose¬ 

fully introduced by the experiment. And 

these "other forces” affect the outcomes 

of the experiment in ways that are very 

difficult to separate from the effects of 
the "intended” experimental procedures, 

since they so closely resemble them. The 

general phenomenon to which I am re¬ 

ferring has become known as the "Haw¬ 

thorne effect,” after the famous experi¬ 

ment on worker productivity at the 

Hawthorne plant of the Western Elec¬ 

tric Company in the late 1920’s. That 

study showed that the experimental sit¬ 

uation itself, independent of the pur¬ 

poseful manipulation of the situation, 

modified social relations, group morale, 

and individual motivations among the 

subjects in ways that affected their per¬ 

formance, in most cases for the better. 

This phenomenon has become widely 

associated with the independent and 

common observation that in education 

no experiments fail, so that it has been 

seriously suggested that one educational 
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strategy would be to "institutionalize the 

Hawthorne effect” by making "experi¬ 

mental” innovations a regular part of 

school or college administration. This 

advice has not been widely adopted be¬ 

cause institutions are made as unhappy 

as are individuals by a steady diet of 

innovation; they put a strain on lines of 

communication and authority, make 

more difficult the coordination of the 

different parts of the institution, and for 

the individual, make life less predictable 

and thus more unsettling and anxiety- 

arousing. The gains of educational inno¬ 

vation may be worth all this, but before 

recommending such a strategy, which 

dissolves the distinction between "ac¬ 

tion” and "research” by making the re¬ 

search itself the action, it may be worth 

considering what are the forces in¬ 

volved in such "experiments” to see if 

they can indeed be made part of the in¬ 

stitution’s regular procedures without 

their unsettling side effects. Put another 

way, what are the sources of their evi¬ 
dent power to raise performance? 

a. One of the forces generated by a 

classroom experiment apparently is to 

make the "subject” students feel some¬ 

how distinctive, a "special” group get¬ 

ting special attention. This effect of the 

experimental situation was noted at 

Hawthorne, where it presumably gen¬ 

erated among workers there the special 

group morale and commitment to the 

task that resulted in their higher individ¬ 
ual performances. 

b. Quite distinct from that process, 

however, is the fact that experimental 

courses are customarily instituted and 

taught by imaginative teachers, who 

have given an extra measure of thought 

and effort to the pedagogical problems 

they face. The innovators themselves, 

one may guess, are probably better 

than average at it. This cannot help but 

play a part, perhaps the major part, in 

their customary "success.” 

3. Not only is the self-selected staff of 

an experimental class likely to be more 

gifted than the average; they are also 

likely to have a strong interest in the 

success of their "experiment,” and to 

communicate that interest through the 

enthusiasm with which they tackle the 

course. Enthusiasm for a subject is a 

well-known characteristic of the success¬ 

ful teacher, even in more routine 

courses. Coupled with the innovative 

character of an "experiment,” it is a 

powerful pedagogical force. 

4. Typically, if not uniformly, larger 

amounts of the institution’s resources 

are allocated to "experimental” courses 

than to comparable "routine” courses. 

The ratio of teachers to students is 

higher, and the amount and intensity of 

student-teacher interaction is commonly 

greater in "experimental” than in rou¬ 

tine courses. I suspect this also helps 

educational "experiments” to succeed, 

both through the more thorough way in 

which the course material can be cov¬ 

ered with each student, and through the 

higher levels of student motivation that 

teacher attention can generate. 

Much of the success of an "experi¬ 

mental” course is related to the fact that 

it is a break in routine which forces a 

higher level of imagination and energy 

from the staff and excites it in the stu¬ 

dent. The sheer innovative character of 

such an "experiment,” coupled with its 

typically rich endowment of resources by 

the institution, almost ensures its success 

independent of its purposeful content. 

But the problem for research which aims 

at assessing the worth of an educational 

innovation is clear: how to distinguish 

the experimental effects from the de- 
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signed or purposeful effects. It may be 

argued that the time to assess an inno¬ 

vation is when it is no longer an inno¬ 

vation, when it has become routinized 

and no longer can call forth the special 

energies, resources and enthusiasms of 

an "experiment.” The trouble is that an 

institution usually wants an assessment 

of an experiment in the curriculum be¬ 

fore it has committed major resources 

to it, made the necessary organizational 

adjustments, and persuaded or coerced 

people who did not invent it to go along 

with it and even to staff it. 

I have emphasized the difficulties for 

research in assessing the worth of a cur¬ 

riculum experiment, but I do not want 

to exaggerate them. Research methods 

of several kinds can be employed to 

explore the workings and outcomes of 

an experimental course, and such re¬ 

search may be of real value to the insti¬ 

tution so long as the police-makers rec¬ 

ognize the special characteristics of 

educational experiments that make them 

so difficult to assess. For one thing, the 

degree of "success” of such a course, 

whatever its sources, can be tested at its 

conclusion by using the ordinary indi¬ 

cators of comparative performance on 

examinations, or more subtle indicators 

of intellectual powers or creativity that 

might be devised. Another approach is 

to try to identify the pedagogical 

forces set loose by an innovation, by 

subjecting the experimental course to 

close and continuous observation, aim¬ 

ing to see what elements in it call forth 

the greater motivation and effort that I 

assume will be observed. Such observa¬ 

tion, of course, should also be accom¬ 

panied by parallel observation in "ordi¬ 

nary” classes covering the same or 

comparable materials, to allow something 

approaching a comparative analysis of 

the observational data. It may well be 

that such observation will allow the re¬ 

searcher to identify aspects of the course 

—pedagogical devices, organization of 

the subject, or whatever—which though 

not explicitly "intended” by the inno¬ 

vators, appear to be particularly success¬ 

ful, and which might be more widely 

introduced into the curriculum on a reg¬ 

ular basis. In a sense, this would be an 

effort to separate the pedagogical forces 

associated with innovation from innova¬ 

tion itself, and would attempt not to in¬ 

stitutionalize innovation but rather to 

identify those of its elements which are 

not dependent on the presence of the 

innovator or extra resources. Knowledge 

of the genuinely effective aspects of edu¬ 

cational practice might liberate institu¬ 

tions from reliance on the specific edu¬ 

cational forms in which they manifest 

themselves, allowing the invention of 

new forms which embody the effective 

processes in more effective or less expen¬ 

sive ways. To my knowledge, this kind 

of observation has not often been done 

on a systematic basis in educational in¬ 

stitutions, and while the value of such 

observations is heavily conditioned by 

the skill and sensitivity of the observer, 

it very much warrants trial. 

I have been speaking thus far of some 

of the problems of evaluative research 

in higher education: problems in the 

sense of difficulties, rooted in the suspi¬ 

cions of humanists and the conflicts 

within faculties; difficulties in the cri¬ 

teria we use to assess educational efforts 

and in the remoteness of ultimate goals 

from proximate outcomes; difficulties in 

disentangling the unique qualities of 

innovative teaching procedures from 

their enduring and transferable quali¬ 

ties. But I feel some obligation here to 

end on a somewhat more hopeful note, 
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and to suggest that these difficulties are 

not insuperable and worth the effort 

needed to deal with them. 

The first issue has to do with the in¬ 

stitutional context of evaluation; this 

involves who does the job, to whom he 

reports his findings, and what is done 

with his report. Insofar as evaluation is 

done by a research arm of the adminis¬ 

trator, reports to the administration re¬ 

garding the value of certain aspects of 

the curriculum the research enterprise 

are likely to face considerable suspicion 

and hostility from the faculty- As I have 

suggested, in my view much of the sus¬ 

picion is merited, since evaluation must 

be predicated on educational values, 

however disguised as science, and these 

values are very often—I might almost 

say are chronically—in dispute. The 

way out of this for evaluative research 

involves I think two changes in the char¬ 

acter of such research. First, research on 

innovative efforts must from the begin¬ 

ning be seen not as "evaluative” in the 

narrow sense, but "illuminative.” It must 

recognize that the value of innovation 

also comprises the rewards gained by 

the faculty members who create it and 

are not confined to its easily measured 

outcomes; and that moreover these out¬ 

comes bear only a remote relation to the 

ultimate impact the faculty member may 

be hoping to have on the minds, charac¬ 

ter and lives of his students. This means 

that such researchers must forego the 

dubious pleasure of awarding gold stars 

and demerits to academic innovators, 

but must try instead to serve them. Re¬ 

search on innovation can be enlighten¬ 

ing to the innovator and to the whole 

academic community to whom research 

reports are properly addressed, by clari¬ 

fying the processes of education, and by 

helping the innovator and interested 

other parties to identify those proce¬ 

dures, those elements in the educational 

effort, which seem to have had desirable 

results. Such research may involve a 

comparison of proximate results, such 

as examinations, papers and so forth 

with that of other more conventional 

courses. It may also involve close semi¬ 

participant observation of the course in 

an effort to identify the operative social 

and psychological mechanisms which the 

innovative procedures create, often be¬ 

yond anyone’s intention, which engage 

the interests and efforts of students and 

open them to the instructor’s attempts 

to transmit skills or broaden horizons 

or deepen understanding. Precise tech¬ 

niques of inquiry are not at issue here; 

we know pretty well their characteristic 

strengths and limitations. What is im¬ 

portant is that the research be seen to be 

in the service of the innovative enter¬ 

prise, and not sitting in judgment on it. 

And for that it must accept its own ten¬ 

tativeness, and function as a facility of 

the faculty and not a part of the admin¬ 

istrative apparatus. The formal status 

of the researcher or the research group, 

who employs them, to whom they ad¬ 

dress their findings, and how they avoid 

being drawn into academic controver¬ 

sies, are crucial here, though circum¬ 

stances differ enough so that no set of 

recommendations on these matters, ap¬ 

plicable to all institutions, is possible. 

When we consider the gulf between 

proximate indicators of the results of 

educational innovation as compared with 

their long range goals, I believe that 

wisdom resides in a decent regard for 

the limits of research. What are the 

qualities that make creative engineers, 

resourceful businessmen, thoughtful and 

responsible citizens, men of independent 

mind, moral sensitivity and aesthetic 

sensibility? What relation does college 

performance bear to these qualities? 
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And what influence do specific educa¬ 

tional arrangements have on what men 

do and what they are in their lives? A 

consideration of the kinds of men who 

have been exposed to the most varied 

kinds of higher education, and to none 

at all, should make us pause before we 

give any ready answer. 

But when we return, as does the 

teacher himself, to the student before 

him, we may attend to what we see not 

merely as a most imperfect indicator of 

future achievement or qualities, but as 

of intrinsic importance. On one hand it 

is important whether students learn as¬ 

signed material and be able to demon¬ 

strate that they have learned it for its 

effect on the range of possibilities that 

open to the successful student but are 

closed to the academic failure. It is at 

least as important whether students are 

bored or engaged, committing their en¬ 

ergies or coolly withholding them, ful¬ 

filling obligations or freely involved in 

learning. And these things as we know 

can be affected by educational arrange¬ 

ments and procedures, however con¬ 

strained by deeply set qualities of mind 

and character that the student brings 

with him to college and that remain 

with him unaffected there. We also 

know with Woodrow Wilson that: 

The real intellectual life of a body of 
undergraduates, if there be any, manifests 
itself, not in the classroom, but in what 
they do and talk of and set before them¬ 
selves as their favorite objects between 
classes and lectures. You will see the true 
life of a college . . . where youths get to¬ 
gether and let themselves go upon their 
favorite themes—in the effect their stud¬ 
ies have upon them when no compulsion 
of any kind is on them and they are not 
thinking to be called to a reckoning of 
what they know. 

And we know also that the life of the 

student outside of class can be influ¬ 

enced by our efforts. The innovator can 

see some of this, but he is busy teaching. 

The researcher can see more, much 

more. He is trained to see just those 

things, and he is less constrained to see 

what he hopes to see. The illumina¬ 

tion of educational innovation through 

systematic research can be in large part 

the identification and the bringing to 

awareness of those educational processes 

that can be linked to the innovation— 

the processes of learning and growth 

that go on both inside and outside the 

innovative classroom or laboratory or 

residence hall. 

And finally, with regard to the 

uniqueness of innovation, and the spe¬ 

cial resources of talent and imagination 

it frequently has available—it may be 

that research should attend precisely to 

those qualities of abundance, rather than 

trying to "partial them out” in assess¬ 

ing their effects. It may be that what we 

should aim for is not so much the rou- 

tinization and institutionalization of suc¬ 

cessful experiments as a climate and or¬ 

ganizational arrangements which make 

innovation easy and frequent. If as I 

suggested at the outset innovations rec¬ 

ommend themselves for their intrinsic 

qualities rather than for their putative 

outcomes, if they are our chief weapon 

against boredom and routine, then the 

real research effort should be directed 

toward the conditions which facilitate 

or inhibit their creation rather than to¬ 

ward the effort to "evaluate” them once 

in being. And this posture is completely 

compatible with the aim of illuminating 

their processes and proximate gains. We 

can want to encourage innovation, while 

recognizing that some experimental ef¬ 

forts will be more successful than others, 

by their own and by broadly accepted 

criteria. We need not set aside all "aca¬ 

demic standards,” notions of craftsman- 
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ship and achievement, in a wholly nn- 

reflective celebration of academic 

spontaneity. There is enough anti-intel- 

lectualism afloat today, both inside and 

outside the academy, without social re¬ 

search needing to contribute anymore. 

But here we come very near to a central, 

perhaps the central problem for the 

student of educational innovation. For 

in innovation we are very often dealing 

with "enthusiasm” on the part of inno¬ 

vators and sometimes of their students 

as well. On one hand this enthusiasm 

means heightened attention, alertness, 

involvement, commitment, creativity; on 

the other, danger of enthusiasm lies in 

the passion of the true believer and of 

his terrible certainties. If our studies of 

educational innovations can illuminate 

those forces which are respectively the 

chief instruments and enemies of edu¬ 

cation, we can perform a very consid¬ 

erable service to our students and to 

our innovative colleagues, and to the 

enterprise of learning. 



PART II 

THE ORGANIZATIONAL CONTEXT: 

ESTABLISHING AND MAINTAINING 

THE EVALUATION RESEARCH ROLE 

The task of evaluation research is to determine the effects of programs conducted 

in an organizational setting. Often the results are used to help a sponsor decide 

whether an organization deserves continued support, or to assist the administering 

organization itself in modifying its programming. Effective working relationships 

with those who administer programs, therefore, are critical for evaluative researchers. 

A serious imbalance of power is emphasized by Rossi in his examination of the 

typical relationship between program administrators and evaluative researchers. Be¬ 

cause policy makers are not committed in advance to the outcome of evaluation, the 

research itself is often weak, negative results are easily explained away, and evalua¬ 

tive research is assigned low prestige by academic researchers as well as program ad¬ 

ministrators. Only if evaluation is to play a major role in policy formation and 

change can social scientists expect the support needed to conduct their work effec¬ 

tively. 

Argyris describes strategies the researcher may employ to establish an effective 

working relationship with administrators. He emphasizes that the researcher must 

use his own initiative in motivating practitioners to cooperate with his research 

and in interesting administrators in using the results. 

In devising an evaluative research plan, the social researcher and his client may do 

well to consider various evaluation alternatives as investment strategies. Downs 

urges that the cost of research be considered in the light of the economic benefits the 

research might be expected to yield. (He notes that decision makers tend to under¬ 

estimate the contribution of research, whereas researchers tend to overestimate its 

value.) Downs also warns social scientists who assume consultant roles that their ad¬ 

vice is often sought less for its substance than as a ploy in organizational politics. 

Serious strains in researcher-practitioner relationships are common. Rodman and 

Kolodny emphasize organizational structure rather than personality variables in ac¬ 

counting for these difficulties. Practitioners, for example, have reason to be con¬ 

cerned that researchers will use their special ties to administrators to report on 
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practitioner errors. The authors recommend that efforts to alleviate these strains fo¬ 

cus on the social organization of the action agency. 

Unless its results are used in decision making, evaluative research fails in its ma¬ 

jor purpose. Weiss hypothesizes that the frequent nonuse of evaluative research find¬ 

ings can be attributed to two major sources: the failure of evaluation to address 

directly the covert organizational forces which often resist change, and the poor 

quality of much evaluative research. Weiss suggests several ways in which the 

quality of evaluative research might be improved, and organizational strategies for 

increasing the likelihood of utilization. 

Mann and Likert emphasize the importance of effective communication of re¬ 

search results in organizational settings. They address themselves particularly to the 

problem of motivating staff members to accept the action implications of research. 

Their argument is that research results are most likely to be used when staff members 

have an opportunity through group discussions to participate in the interpretation of 

data. 



8. Evaluating Educational Programs 

Peter H. Rossi 

There are no formal differences be¬ 

tween "basic” and "applied” research or 

between "research as such” and "evalua¬ 

tion research.” Research designs, statisti¬ 

cal techniques, or data collection meth¬ 

ods are the same whether applied to the 

study of the most basic principles of 

human behavior or to the most prosaic 

of social action programs. Whatever dif¬ 

ferences there are between pure research 

and evaluation research reside primarily, 

if not exclusively, in the social and 

political relations of the research proc¬ 

esses involved. The differences lie in the 

kinds of organizational contexts in 

which typically the one or the other type 

of research is carried out and in the rela¬ 

tionship among researchers, those who 

provide the funds for research, and the 

audiences to which research findings are 

directed. 

If the prestige standing of evaluation 

research (and other forms of applied 

research) is lower than that of pure re¬ 

search, it is because much evaluation 

research takes place outside the context 

of the prestigeful groves of academe, 

because the evaluation researcher is 

often defined almost as an employee 

who is providing services for an em¬ 

ployer at his demand, and because the 

outcomes of evaluation research often 

have little impact on social action pro¬ 

grams and are diffused to an extremely 

limited audience. In short, evaluation 

research is more a service industry rather 

than either a professional activity or a 

primary production industry and as such 

suffers from low prestige, a sense of 

alienation, and feelings of impotence. 

In addition, evaluation research is all 

too often of very low quality as research, 

a condition which is mainly a conse¬ 

quence of its social relational position. 

There is probably very little that can 

be done to move the organizational locale 

of evaluation research to a more pres¬ 

tigeful berth. Although many academic 

researchers will continue to be involved 

in evaluation research, the bulk of such 

activity (increasingly so as the volume 

of evaluation research increases) will 

undoubtedly be found in organizational 

contexts either within operating social 

action organizations or closely connected 

with them. School systems will continue 

to conduct most of the research evaluat¬ 

ing educational programs, and other op¬ 

erating agencies will also operate their 

own evaluation units. Although there 

have been suggestions made that the 

function of evaluation of federal pro¬ 

grams be vested in a separate agency akin 

to the General Accounting Office and 

responsible (like the GAO) only to 

Congress, it seems unlikely that such a 

separate agency will be established in 

the near future. 

If anything is to be done to raise the 

status and the quality of evaluation re¬ 

search, it will have to be accomplished 

within the present organizational con- 

Reprinted with permission from The Urban Review, a publication of the Center for 

Urban Education, Vol. 3, No. 4, February 1969, pp. 17-18. 
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text. The main problem, as I see it, is 

that evaluation has not yet been ac¬ 

corded its proper place as playing a 

major role in policy formation and 

change. Policy is formed without con¬ 

sidering what kinds of evaluation re¬ 

search would be needed to sustain the 

worth of a program and, even more 

important, what are reasonable alterna¬ 

tives when evaluation indicates that a 

program has failed. Without such a two¬ 

pronged commitment to evaluation, re¬ 

search tends to be wittingly or otherwise 

designed to produce irrelevant results 

shoddily conceived, poorly carried out, 

and easy to disregard. 

This commitment is especially im¬ 

portant to achieve for several reasons. 

First, as I have indicated above, it will 

raise considerably the status of evalua¬ 

tion research and evaluation researchers, 

providing a more attractive occupational 

niche for social researchers of high qual¬ 

ity. Second, it will make possible better 

knowledge concerning human behavior: 

it is impossible not to learn fundamental 

things concerning human behavior by 

the observation of social action pro¬ 

grams. Third, it will make possible bet¬ 

ter and more flexible social action pro¬ 

grams and policies more likely to 

maximize the effects desired. 

It is unfortunate that social action 

policies tend to be raised to the status of 

social ideologies by those who propose 

them. As ideological positions, too much 

is invested in their success. Like the 

apocryphal sects who predict the end 

of the world on a given date, the failure 

of a program to produce results or the 

failure of the world to end is not re¬ 

garded as a cue to change policy or 

prophecy but to add ideological flour¬ 

ishes to the doctrine which explains 
away failure, often as success. 

Proper rules for the game of evalua¬ 

tion would require that policymakers 

and policy making organizations develop 

action alternatives for both contingen¬ 

cies, positive and negative findings. 

Thus if the teaching of English as a 

second language to lower class black 

children turns out to be successful as 

measured by some criterion of increased 

ability to understand standard English, 

then we need to know what is the next 

step to take—perhaps the development 

of standardized procedures that can be 

used by ordinary teachers. If, on the 

other hand, the program turns out to be 

unsuccessful, we should also have an 

alternative set of policies that flows from 

this finding, e.g. abandoning the policy, 

instituting a new technique of teaching 

English as a second language, etc. With¬ 

out the development of action alterna¬ 

tives for the contingencies of positive 

and negative results and commitment on 

the part of administrators and practi¬ 

tioners to such alternative plans of ac¬ 

tion, the results of evaluation research 

often are ignored, or even destroyed. 

The ways in which practitioners and 

administrators welch on evaluation re¬ 

search are wonderfully varied. It is easy 

to attack the methodology of a study: 

methodological unsophisticates suddenly 

become experts in sampling, experimen¬ 

tal design, questionnaire construction, 

and statistical analysis or hire experts 

for the occasion. Apparently, you can 

always find some expert who will be 

able to find something wrong with any 

given piece of research.1 

Further replication may be called for 

to establish more firmly a set of nega¬ 

tive findings. (Apparently, positive find¬ 

ings are more easily accepted than 

negative ones.) The best example here 

is the long history of research on the 
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effects of class size on learning, in 

which each new generation of educa¬ 

tional psychologists attempts anew to 

find a strong negative association be¬ 

tween class size and learning, but with 

only equivocal success: the results of 

more than 30 years of research on this 

topic can be summarized as showing 

that sometimes class size has a small 

positive effect and sometimes a small 

negative effect and can be interpreted 

as showing the usual sampling variation 

around a universe value of no effect at 

all. 

Most often of all, it is "discovered” 

(after finding negative results) that the 

"real” goals of the social action program 

in question were not the goals that 

were being evaluated in the research 

after all. Thus the goals of a Head Start 

program may be reinterpreted to be 

increased commitment on the part of 

parents to the education of their children 

rather than the enrichment of the intel¬ 

lectual abilities of the child. 

Perhaps the best example of how 

"real goals” are discovered after goals 

that initially were evaluated were found 

to be poorly attained is to be found in 

the work of the very prestigeful edu¬ 

cational administration group at Teach¬ 

ers College.2 Fully committed to the suc¬ 

cess of the educational modernities of 

the ’40s and ’50s, this group found to its 

apparent surprise that whether or not a 

school system adopted innovations it 

was sponsoring had little or nothing to 

99 

do with the levels of learning achieved 

by its students. Hence they dropped 

achievement tests as the criterion of the 

goodness of a school system and substi¬ 

tuted instead a measure of how flexible 

was the school administration in adopt¬ 

ing new ideas, thereby producing an 

evaluation instrument which, in effect, 

states that a school system is good to the 

extent that it adopts policies that were 

currently being advocated by the school 

administration group. Obviously the 

Teachers College group were more com¬ 

mitted to their ideology of school ad¬ 

ministration than they were to being 

guided in their work by reasonable feed¬ 

backs concerning whether their policies 

in some sense worked. 

I have dwelt at length in this paper 

on the importance of commitment to 

the outcome of evaluation research be¬ 

cause it is my conviction that without 

such commitment on the part of prac¬ 

titioners, administrators, and researchers 

evaluation research will continue to re¬ 

main in disrepute among social re¬ 

searchers, continue to be performed in 

ways which violate the most elementary 

knowledge concerning proper design of 

research, and continue to be irrelevant 

to the formation and change of social 

policy. 

In sum, the problem presented by 

evaluation research lies not in research 

methodology, but in the politics of re¬ 

search. 

NOTES 

1 Even in the case of the controversy over whether there is some causal link between 
smoking and lung cancer, both sides were able to muster experts of considerable stature 
who were able either to argue strongly for or against the interpretation of a correlation 
as indicating a strong suspicion of a causal relationship. 

2 Donald H. Ross, ed., Administration for Adaptability. Metropolitan School Study 
Council, New York, 1968. 



9. Creating Effective Research Relationships in Organizations 

Chris Argyris 

The importance of behavioral science 

research is increasingly being recognized 

by administrators. They are looking for 

useful research results by attending hun¬ 

dreds of meetings where behavioral sci¬ 

entists discuss their research; reading 

journals and newsletters; and becoming 

surprisingly well-informed concerning 

the basic studies in the field. Other signs 

of the developing recognitions of the 

behavioral sciences are the increasing 

number of requests for researchers, and 

full-time positions in industry requiring 

"directors of behavioral science research.” 

The demand in both cases outstrips the 

supply of competent applicants. In an 

even more significant trend, three of the 

largest management consulting firms 

have been looking for behavioral scien¬ 

tists who will conduct continuing sys¬ 

tematic research programs into their 

own problems and also raise questions 

about new areas of activity for the fu¬ 
ture. 

In view of this interest, it behooves 

the researcher to examine the problems 

involved in: 1) creating effective re¬ 

search relationships, in order 2) to in¬ 

crease the wise application of research 

to organization. In the discussion of 

these two questions, I plan to draw ex¬ 

amples from research conducted in fac¬ 

tories, banks, hospitals, and utilities. 

Although governmental bureaus, educa¬ 

tional institutions, and labor unions are 

not represented, I believe the discussion 

is equally applicable to such organiza¬ 
tions. 

A useful first step is to examine the 

blocks that are presently inhibiting the 

conduct and use of research. As a mini¬ 

mum this would require an analysis of 

the administrator, the organization, and 

its internal culture, the socio-cultural 

milieu within which it is embedded, 

and the researcher. Such a complex 

analysis is beyond the scope of one pa¬ 

per. I believe, as a researcher, that it is 

best to focus on the barriers researchers 

create in organizations. The researchers 

should look at their own back yard be¬ 

fore criticizing others. 

WHY DO RESEARCHERS SHOW 

LITTLE INTEREST IN THE 

EFFECTIVE USE OF THEIR FINDINGS? 

There are at least four primary rea¬ 

sons which induce researchers not to be¬ 

come involved in the utilization of re¬ 
search findings: 

A) Dominant Values of the 

Scientific Community 

Shepard1 points out that in the scien¬ 

tific community the highest honors tend 

to go to the scientist whose work in¬ 

volves radical reformulations or exten¬ 

sions of basic concepts and theories. 

High status is accorded to uncommitted 

research conducted with "disinterested 

Reprinted with permission from Human Organization, Vol. 17, No 1 1958 pp 34- 
40. 
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curiosity” toward the extension of the 

boundaries of knowledge. Under these 

conditions young scientists will tend to 

be inculcated with the desire to shun the 

application of their research results, a 

desire reinforced by all the sanctions at 

the command of the scientific commu¬ 

nity. 

B) Lack of "Good” Theories 

and Inappropriateness of 

Traditional Methodology 

Lewin has often been quoted as say¬ 

ing that there is nothing as practical as 

a good theory. Perhaps another reason 

why scientists shun results is that they 

are not based on "good” theories; i.e., 

theories that are testable or have been 

tested in reality. In order for a theory to 

be testable in reality, it must be com¬ 

posed of a set of interrelated concepts 

that purport to mirror the reality being 

studied. Partially because of the enor¬ 

mous complexity of the subject matter, 

there are few theories that purport to 

mirror the world of "organizational be¬ 

havior” to the extent that concrete pre¬ 

dictions can be made. 

To make matters even more difficult 

the traditional experimental methods so 

frequently used may not be applicable 

in the study of organization. Organiza¬ 

tions are composed of many parts on 

multi-levels of analyses. They must be 

studied as organisms.2 Analyzing their 

parts without taking into account the 

pattern in which they are embedded; by 

which they are maintained; and for 

which they exist, may miss a crucial 

requirement in scientific analysis, namely, 

that the model used and the experimen¬ 

tal method derived must mirror the 

known or assumed empirical reality of 

the phenomena studied.3 

C) The Lack of Additive Inter¬ 

related Empirical Research 

In a recent survey of human relations 

research, it is reported that not only is 

there little attention paid to theory build¬ 

ing, but also very little attention is being 

given to interrelating the many empiri¬ 

cal studies that are presently being 

conducted. Many researchers cut out for 

themselves a "neat little problem,” work 

on it very carefully, systematically, and 

pay little, if any, attention to the prob¬ 

lem of how it may be related to, or be 

part of, a larger more inclusive set of 

problems. Examples are reported within 

existing research units where different 

researchers are conducting research of 

their interest with little or no attention 

paid to the interrelationships of this 

research in order to give the results the 

additive nature so common in the more 

mature sciences.4 

To be sure one must be careful lest 

the emphasis on the "total picture” might 

strait-jacket the researcher and pre¬ 

vent him from exploring a seemingly 

unrelated but important subject. Also, 

I admit that the interrelationships be¬ 

tween variables tend to become evident 

as the science matures. However, this 

does not mean that time alone will do 

the job. There must also be an interest 

on the part of the researcher. This in¬ 

terest can be manifested relatively early 

in one’s research career. Lewin’s discus¬ 

sion of understanding by "successive 

approximations” seems very valuable.5 

One result of lack of additiveness in 

the empirical research is that it makes 

the researcher feel anxious about study¬ 

ing actual situations because he realizes 

the high probability of being faced with 

problems that go much beyond his par¬ 

ticular area of interest. 
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D) Lack of Researcher Desire 

Let us now turn to the researcher as 

a person and focus on some of his atti¬ 

tudes and values that induce him not to 

desire to apply the results of his re¬ 
search. 

1) Most researchers are trained to 

use research techniques ranging from 

the laboratory experimental method 

where the variables are tightly controlled 

to the more descriptive observational 

techniques where control of the vari¬ 

ables is not as great. An analysis of these 

techniques, however, shows that regard¬ 

less of the degree of control of vari¬ 

ables, they all assume a certain degree 

of submissiveness of, and control over, 
the subject as a person. The experi¬ 

menter must motivate the subject to be¬ 

have as he (the experimenter) needs him 

to behave. The field researcher has prob¬ 

lems in inducing the subjects to submit 

to questioning and/or observation of 
their behavior. 

An individual brought up in the tra¬ 

dition of conducting only basic research 

where he controls and influences others, 

but where he is never controlled, may 

tend to become quite anxious in the 

role of action researcher. In such a role, 

his results, and he as a person, are open 
to scrutiny and analysis. 

Even where no action phase is planned 

many researchers are quite anxious 

about possible attempts to manipulate 

them by management or by employees. 

Why the researcher experiences these 
anxieties is an interesting question and 

one that deserves careful research. After 

all, he spends most of his life manipu¬ 

lating0 others. Why should he feel 

threatened by attempts on the part of 

the subjects to manipulate him? Does 

this relate to his own insecurities re¬ 

garding his ability to relate to people? 

This anxiety tends to increase as the 

researcher goes up the organizational 

hierarchy and deals with the top man¬ 

agement of the organization being stud¬ 

ied. Why should researchers tend to 

become more anxious with those in a 

power position? Could it be that re¬ 

searchers aspire for power and are deeply 

sensitive about their relatively low 

status? If the desire to be successful 
• 

among people in power is a motive for 

research, then rejection by management 

of the results would constitute quite an 

experience of failure for the researcher. 

The researcher may feel that, not only 

does management perceive him as hav¬ 

ing rather low status, but also as being 

a person who has not much of impor¬ 

tance to say. 

2) Compounding the problem is the 

possibility that the researcher coming 

from the academic culture may deeply 

disrespect practical people who have a 

different set of values. If I may draw 

again from my own experience, I found 

from a study of the situations in which 

I failed to obtain permission to conduct 

research, conducted a number of years 

ago, that the basic problem was the man¬ 

agers’ perception that I did not respect 

them; that basically I felt that research¬ 

ers were better people than managers. 

As much as I hated to admit it, at that 

time, their position was valid. It was not 

easy for me to accept this; it was even 

more difficult to answer the question of 

why I needed to defend myself by dis¬ 

respecting others. During that study I 

learned that the managers were quite 

defensive themselves about my academic 

background and were therefore keenly 

sensitive to any move on my part in this 

entire area. They reported that many 

times they felt that my "down to earth 

approach” for them, emphasized the 
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down and that fundamentally, I did not 

really want to interact with them. By the 

way, the discussion of these problems 

led the managers to examine more 

openly and freely their feelings toward 

me (e.g., they found that they had lit¬ 

tle respect for me). I noticed also that 

as we began truly to respect each other, 

my use of technical language no longer 

became a barrier to communication, nor 

an opportunity for them to express their 

aggression toward me by attacking my 

"high falutin’ gobbledygook.” This de¬ 

creased my defensiveness and permitted 

me to be more myself which, in turn, 

decreased their defensiveness and per¬ 

mitted them to be more themselves. The 

result was an increased feeling of deep 

emotional regard for one another.7 

HOW DOES APPLICATION OF 

RESEARCH CONTRIBUTE TO 

BASIC KNOWLEDGE? 

I should like to begin by stating three 

propositions which I believe have been 

amply substantiated by personality, per¬ 

ceptual, and clinical researchers, re¬ 

spectively. The first is that human 

behavior is need-fulfilling (and/or goal- 

directed).8 The second, a corollary, is 

that our needs significantly affect what 

we perceive and report. The third is 

that all human beings have a tendency 

to maintain their self-concept (or ego) 

by the use of a set of defense mecha¬ 

nisms. 

A) Valid Research Requires 

Motivated Subjects 

Research can be seen as a series of 

interpersonal relationships between the 

researcher and those being studied. 

It follows that, if the researcher of 

organizational behavior is to obtain co¬ 

operation, he must, as a minimum, be¬ 

have in such a way as not to threaten 

the subjects. Moreover, according to the 

second proposition, the subjects’ predis¬ 

positions (conscious and unconscious) 

to report valid information will be a 

function of the extent to which they 

perceive the researcher and his research 

as being meaningful and need-fulfilling. 

Let us examine this more closely: 

Experimental researchers presume that 

they minimize this problem by creating 

a situation that is so structured that 

only the needs of the subject relevant 

to the research will manifest themselves. 

The others will somehow be inoperative 

or held constant. 

The field researcher, however, does 

not have the luxury of being able to 

structure to such a degree the setting in 

which the research takes place. He can 

only depend for "leverage” on his per¬ 

sonal impact and on the impact of his 

research upon the subjects to motivate 

them to provide him with valid data. 

How effective are each of these "le- 

vers ? 

I doubt if the personal impact of the 

researcher can be a valid motivator for 

subjects. If the researcher could some¬ 

how be "all-loving” and well-liked, the 

resultant emotional tie between himself 

and his subjects could easily bias their 

reports. If one has emotional ties with 

the researcher, one might tell him only 

that which one feels is pleasing to him. 

The researcher is, therefore, left with 

the subjects’ perception of his research 

as a primary motivating factor in in¬ 

ducing them to report valid information. 

Thus the research itself must somehow 

be perceived as need-fulfilling. The sub¬ 

jects (management, employees, etc.) 

must perceive the research as helping 

them to gain something which they de¬ 

sire; to explore problems hitherto not 
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understood and unsolved. They must feel 

that they are contributing to something 

whose completion will be quite satisfy¬ 
ing to them. 

If the research is not perceived by 

the subjects as need-fulfilling and mean- 

ingful, they may perceive the researcher 

as a tolerable long hair who will leave, 

so just bear with him for a while longer.” 

In this role, the researcher tends to re¬ 

ceive more surface collaboration, more 

polite smiles, and is usually overwhelmed 

by data that, after careful analysis, are 

found to be primarily on the skin-sur¬ 
face level. 

If the research is perceived as mean- 

ingful, the researcher is faced with a dif¬ 

ferent set of problems. For example, 

many more fears come out into the 

open. Many more attempts are made to 

manipulate the researcher (which be¬ 

comes an important bit of data). Sub¬ 

jects also tend to show more resistance, 

more denial of problems, and more dis¬ 

tortion of events before they open up 

their true feelings. It is the understand¬ 

ing of the dynamics of these resistances, 

denials, and distortions that leads to 

understanding of the more underlying, 

basic problems. These defenses arise in 

individuals because they view the re¬ 

search as truly influencing their lives. 

Such defenses are not the same as those 

created by the researcher’s own behav¬ 
ior. 

B) Valid Research Requires a 

Committed Researcher 

The propositions stated above apply 

equally well to the researcher. His per¬ 

ception of what he hears and sees plus 

his reporting of data will also be influ¬ 

enced by how need-fulfilling the project 

is for him and by how defensive he be¬ 
comes. 

In order to minimize researcher de¬ 

fensiveness, the research project must 
be need-fulfilling for him. 

Also, it must be satisfying to the re¬ 

searcher to behave in such a way that 

he communicates his sincere concern 

about the subjects’ needs and values. 

This must be done without implying 

that he accepts these values as his own 

or promises any particular outcomes 

from the research. How can the re¬ 
searcher do this? 

I should like to draw from the field 

of psychotherapy for one possible an¬ 

swer. Rogers9 has shown that a thera¬ 

pist’s effectiveness increases as he feels 

a deep personal regard for his patient 

and a feeling that the patient is funda¬ 

mentally responsible for his own behav¬ 

ior and his own growth. Snyder10 report¬ 

ing on twenty-one studies agrees with 

Rogers and adds that a counselor’s suc¬ 

cess depends more upon how the client 

perceives him (i.e., what the counselor 

means to the client) and less upon the 

particular skills or approach used. 

I believe the same principles apply to 

the researcher and his relationship to his 

subjects. He must communicate to them 

that he feels a deep personal regard for 

their problems and that they are respon¬ 
sible for their solution. 

The research quoted above suggests 

that for a researcher to communicate 

such feelings he must feel a deep sense 

of personal worth and a desire to be self 

responsible. Thus what first must be 

developed is not a series of research 

skills but a basic philosophy about one¬ 

self in relationship to others. It is a 

philosophy that causes the researcher to 

be deeply interested in his own growth 

and in the growth of others. It is a phi¬ 

losophy which requires enthusiasm, in¬ 

volvement, and contentment in the proc¬ 

ess of understanding oneself and others. 

It is difficult, therefore, to see how 
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the researcher will uncover underlying 

problems if he tries to be "neutral.” A 

neutral researcher runs the risk of be¬ 

ing alienated from his subjects. Aliena¬ 

tion is increasingly found to be a crucial 

anxiety-producing factor.11 An anxious 

researcher will have difficulty being a 

valid observer. A researcher who is not 

anxious over his alienation may even 

be a less valid observer. 

C) Feedback and Subject- 

Researcher Commitment 

Up to this point we have said that 

basic research in organizational behavior 

requires motivated subjects and com¬ 

mitted researchers. Motivated subjects 

will exist when the research is perceived 

by them as meaningful and need-fulfill¬ 

ing. 

The question arises, how can research 

be made meaningful? 

In my experience one way for research 

to be made meaningful to the subject 

and truly to commit the researcher is to 

promise feedback of the results. 

PROBLEM OF FEEDBACK 

TO THE PARTICIPANTS 

At the outset, I should like to point 

out that feedback is not only important 

because of its influence on what subjects 

report. It can also serve as an oppor¬ 

tunity for the extension and deepening 

of the research. 

For example, during the feedback 

stage of a bank study, the employees 

reported the existence of some employ¬ 

ees perceived as the officers’ "Gestapos,” 

none of whom had been detected through 

interviews or observations. During the 

same feedback the employees and the re¬ 

searcher explored one of the research 

results (employees expressed their ag¬ 

gression toward officers by lowering their 

work standards). This was not only 

fully discussed, but the employees added 

new dimensions in terms of how they 

maintained these low work standards in 

spite of officer opposition. Both of these 

bits of information added immensely to 

the final model of the organization. 

How does one plan for feedback? In 

my own research, I make it a point first 

to ascertain the motives of management 

for inviting me into the plant. One ef¬ 

fective way to test motives is to ask if 

the administrators desire a feedback of 

results. If they do, to whom should the 

feedback be given? In most cases, the 

administrator asks for feedback to him¬ 

self and a few of his co-workers. A 

smaller number request a feedback to 

all levels. If the latter request is not 

made of the researcher, it may be helpful 

to inquire why the administrator does 

not desire feedback to his employees. 

The researcher tries to help the admin¬ 

istrator become aware that if he main¬ 

tains his position he may be interpreted 

as using research to control the em¬ 

ployees, or to keep them in the dark 

because he finds the results disturbing, 

or because he has no intention of doing 

anything about the implications of the 

findings. 

If the administrator insists that this 

is the way he wants it, then the re¬ 

searcher must make up his mind if he 

wants this particular research situation 

badly enough to accept the administra¬ 

tor’s conditions. If he does, he then in¬ 

forms the administrator that, in his in¬ 

troduction to every interview, he will 

make it clear that the data will be fed- 

back to the administrator and not to 

the employees. The researcher does not, 

at this stage, attempt to help the admin¬ 

istrator "work through” his defensive¬ 

ness so that he permits the employees 

to listen to the feedback. To do so would 

be to change him significantly. Such a 
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change would clearly have important 

repercussions on the other aspects of the 
organization. 

This leads also to the working prin¬ 

ciple of never giving relevant feedback 

to anyone until the researcher feels he 

has an adequate picture of the organiza¬ 

tion. The researcher refrains from giving 

feedback until the end of the research 

phase for two reasons. If his data are at 

all relevant, their feedback will tend to 

influence the administrator’s thinking. 

The researcher runs the risk of changing 

that which he is trying to study. The 

second reason is that if feedback is based 

upon partial information, and if it is 

somehow threatening, the administrator 

may defend himself by pointing to areas 

which the researcher has not as yet stud¬ 

ied. If he tries to cope with this defen¬ 

sive reaction by helping him to work it 

through, the researcher is again running 

the risk of changing the administrator. 

A) Obtaining the Administrator’s 

Diagnosis 

One of the first steps to be taken, if 

one plans a feedback stage, is to obtain 

the administrator’s (or group of ad¬ 

ministrators ) diagnosis of the organi¬ 

zation. Such information helps the re¬ 
searcher: 

1) To gain more insight into a) the 

personalities of the administrators, b) 

their interpersonal relationships, and c) 

the accuracy of their awareness with re¬ 

gard to the employees’ diagnoses. 

2) To help him to discover the causes 

for some of the factors which he may 

find are critical in creating the organiza¬ 

tion’s problems or its strengths. 

3) To help the participants compare 

their own diagnoses with those of the 

researcher. In the case of the adminis¬ 

trators, this has been clearly of help in 

decreasing their tendency, during the 

feedback stage, to rationalize their lack 

of awareness of organizational problems 

by insisting that "we knew these results 
all the time.” 

In utilizing the administrators’ diag¬ 

noses as a protection against possible 

aggression by management toward the 

researcher, the latter should not become 

so defensive that he uses these diagnoses 

in an "I told you so” manner. In my 

experience, the researcher’s initial feed¬ 

back may tend to arouse some defensive¬ 

ness among the administrators, especially 

if the results are in any way threatening. 

If such defensiveness does arise, the re¬ 

searcher is advised to permit its full ex¬ 

pression and to mirror his feelings back 

to the administrators for their explora¬ 

tions (e.g., "I can see how these results 

can be upsetting to you” or "I wonder 

what is the objective of your criticism 

of the results”). Such questions do not 

necessarily assume that the researcher is 

correct in his diagnosis. The objective 

is not to find out who is right or who is 

wrong. It is to help each party see how 

they are reacting to potentially threaten¬ 

ing behavior. To the extent a researcher 

does not feed back his data to the par¬ 

ticipants as he obtains it (or as the par¬ 

ticipants and the researcher obtain it 

together)12 his feedback can understand¬ 

ably be perceived as a hostile act. After 

all the researcher does keep his informa¬ 

tion hidden from people until it is ana¬ 

lyzed. If the research results do not jibe 

with the organizationally expressed di¬ 

agnoses made by the administrators, then 

the feeling of hostility may be com¬ 

pounded. Finally, if the results suggest 

that there are problems of free com¬ 

munication among management then the 

researcher, by bringing the administra¬ 

tors together to hear and discuss his re- 
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suits, is forcing individuals to come to¬ 
gether who do not usually discuss such 
matters while in the organizational con¬ 
text.13 

B) Maintaining the Role 
of Researcher 

Another important characteristic of 
an effective research relationship is that 
the researcher may in no way join exist¬ 
ing, or create hidden or open power 
groups with which to attempt to influ¬ 
ence participants, on any level of the 
organization. The researcher may feel 
free to influence, but this influence 
should be made explicit. 

A researcher can unwillingly become 
a member of the organization if he ac¬ 
cepts the administrator’s diagnosis of 
the human problems in the plant. Such 
acceptance may be interpreted by the 
employees as the researcher becoming 
part of management and they may react 
appropriately. At least as crucial, if not 
more so, is that once the researcher ac¬ 
cepts the administrator’s diagnoses, he 
will tend to lose one of his most im¬ 
portant assets, namely, a fresh point of 
view: a view not influenced by the exist¬ 
ing organizational activities, interac¬ 
tions, and sentiments. Thus, it is for 
the sake of the organization, as well as 
for the sake of research accuracy, that 
the management’s diagnosis may never 
be used as defining the objectives of the 
researcher as a starting point for action. 

Another potential disadvantage of ac¬ 
cepting the diagnosis of the administra¬ 
tor lies in the probability that the diag¬ 
nosis will not be valid. The probability 
that an administrator may make an in¬ 
valid diagnosis is quite high because he 
tends to be in an isolated position where 
much of the upward communication is 
highly censored. Another factor influ- 
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encing the administrator’s diagnosis is 
that he tends to see problems through 
his own set of "management logics.” 

Another way a researcher can entan¬ 
gle himself in the organization is to 
promise some employee to communicate 
something which the employee has been 
unable to communicate personally. One 
employee pleaded with me to inform 
his boss that he, definitely desired a raise. 
I told him that I had agreed not to men¬ 
tion any specific names in my report. He 
insisted that I had his permission. I re¬ 
plied that I was truly sorry, but I could 
not report his name even if he did give 
me his personal permission. In another 

case a group of foremen implied to me 
that if I wanted to become a member of 
their group, I should tell them, in gen¬ 
eral, what the administrator thought of 
them,. I replied that I could not divulge 
this information. They became extremely 
bitter and hostile. A few days later, I 
learned this was planned to test me. As 
one of the men said, "If you would tell 
us what the boss thinks, then you would 
probably tell the boss what we think.” 

PROBLEMS OF MANIPULATION 

Any research that has an applied as¬ 
pect can easily involve the researcher in 
situations where attempts may be made 
to manipulate him and he to manipulate 
others. It seems to me the researcher 
should not be afraid of manipulation. If 
manipulation is "natural” behavior in 
the organization, then a researcher’s 
warning against such behavior can make 
his subjects defensive and/or prevent 
them from providing him with impor¬ 
tant data. A researcher should not hide 
from manipulation. It is important raw 
data for his research. It will help him to 
obtain a deeper insight into the organiza¬ 
tion and to ascertain the probable degree 
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and direction of distortion in the re¬ 

spondents’ information. 

Many researchers become alarmed at 

the suggestion that they ought to create 

research relationships where they may 

be influenced after the research has be¬ 

gun. This violates the basic canon of 

systematic control over the subjects. 

Even if this is true, does the researcher 

conducting field research have any other 

choice? Is not the researcher acting like 

an ostrich that buries its head in the 

sand if he believes that, by defining a 

"proper” relationship and by gaining ac¬ 

ceptance of it at the initial stages, he 

makes the project safe from contamina¬ 

tion? 

Research, to the subject, means being 

controlled by, being dependent upon, 

being submissive to, the researcher. 

Healthy individuals naturally tend to re¬ 

act negatively to such conditions.14 If 

the researcher defines rules against such 

negative reactions, then will not the sub¬ 

jects continue to react but be careful that 

they are not discovered? Subjects, espe¬ 

cially in organizations, are adept at keep¬ 

ing the informal behavior secret usually 

by creating "organizational” reasons be¬ 

hind which they can hide.15 Might it not 

be profitable for researchers to become 

aware that there are perhaps informal 

systems against them? 

One way to control the effects of the 

subjects’ attempts at influence is not to 

prevent them, but to help create the 

process by which they can be expressed 

openly. The researcher can then "meas¬ 

ure” the influence and correct for pos¬ 

sible contamination. Thus, in the initial 

phases, it may be important for the re¬ 

searcher to make it explicit when he 

feels that he is being manipulated by the 

subject, and, if possible, when he, the 

researcher, is manipulating the subject. 

In both cases, the researcher must be 

careful not to be perceived as penaliz¬ 

ing the subject or trying to play a God¬ 

like role. Talking about manipulation 

attempts openly and freely, not only 

tends to decrease the covert manipula¬ 

tion, but it also helps the researcher to 

understand better the administrator’s 

manipulative activities. The assumption 

is made that his manipulation of the 

researcher does not differ (genotypi¬ 

cally) from the way he manipulates his 

subordinates. 

To be sure, this may lead to feelings 

of embarrassment on the part of the 

administrator which, in turn, may lead 

to his becoming hostile and aggressive 

toward the researcher. This is not neces¬ 

sarily "bad” nor does it mean that the 

research relationship will be terminated. 

Conflict, tension, disagreement, and mis¬ 

understanding per se do not necessarily 

disturb the relationship. It depends on 

how the researcher copes with these 

problems. (My experience suggests that 

subjects in organizations tend to be 

much more "at home” with tension and 

conflicts than do researchers.) How¬ 

ever, even if the relationship is termi¬ 

nated, it seems better that this should 

occur early in the research rather than 

late when much time and resources have 

been invested. 

If negative feelings are accepted by 

the researcher (i.e., he does not become 

defensive), it tends to strengthen the 

relationships because it gives the ad¬ 

ministrator the feeling that he can be 

himself without being "criticized” or 

threatening to others. It also tends to 

free the administrator to speak of the 

occasions when he feels he is being 

manipulated by the researcher. 

Such freedom can lead to greater 

spontaneity and freer expression of feel- 
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ings. Obviously, this is crucial in a di¬ 

agnostic research project. Nor does this 

result mean that the researcher has neces¬ 

sarily changed the situation appreciably 

(i.e., that it is having effects upon his 

design). If the administrator becomes 

more self-expressive in his relationship 

with the researcher, it does not neces¬ 

sarily mean he will automatically feel 

free to change his behavior toward the 

other members of his firm. On the con¬ 

trary, the administrator usually becomes 

more aware of and accepts the differ¬ 

ences between his relationship with the 

researcher and those which he has in the 

organization. Administrators are keenly 

aware that many of their relationships 

are organizationally defined and there¬ 

fore separate them from the research 

relationship. Being able to accept his 

"natural” set of organizational relation¬ 

ships and the relationship with the re¬ 

searcher, may lead the administrator to 

become much more accurate and valid 

in his responses regarding the more la¬ 

tent or genotypical characteristics of the 

organizational milieu. His patience with 

the milieu may be increased. Moreover, 

if the administrator does decide to at¬ 

tempt to change his organizational rela¬ 

tionships, he can now feel free to 

communicate such information to the 

researcher. I doubt if the researcher can 

or should stop any self-initiated change, 

even if it goes against his design. One 

possible mode of action for the researcher 

would be to point out the complexity of 

interrelationships within the organiza¬ 

tion and to suggest that the adminis¬ 

trator wait until the total picture is ob¬ 

tained in order that a more accurate 

evaluation can be made of his proposed 

change to the entire organization. 

Too often researchers tend to feel that 

the best relationship is one where they 
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are always perceived as being "under¬ 

standing” people who never upset oth¬ 

ers. Many times this leads the researcher 

to bend backward and suppress his true 

feelings. In the long run such behavior 

may lead to a deep rejection of the re¬ 

searcher. Individuals (e.g., management) 

find it difficult to respect and trust the 

researcher who is easily manipulated. 

Polansky and Kounin16 have shown that 

the client’s desire to continue with the 

counselor after the initial interview is 

partially due to his perception of the 

counselor’s technical skill, thoroughness, 

and competency. 

In this connection, I cannot see any¬ 

thing wrong in the researcher freely 

communicating, at the proper time, that 

he probably does know more about how 

to conduct accurate diagnoses of human 

problems than anyone else in the or¬ 

ganization. If this is not the case, then 

the research project ought to be label¬ 

led as a training project for the re¬ 

searcher. Implying that management 

knows more than the researcher only 

seems to increase the insecurity of both 

the researcher and the administrator. 

The latter may manifestly accept the 

"compliment” but underneath begin to 

wonder why he should permit the re¬ 

searcher to enter the organization. The 

researcher, on the other hand, in an 

attempt to be consistent may try to play 

down his abilities, skills, and his re¬ 

search results by such activities as im¬ 

plying that "no doubt the administra¬ 

tion knew these results all the time.” I 

believe that research some day will show 

that the researchers attempts to be "un¬ 

derstanding,” "nice,” "diplomatic,” etc., 

are not related to creating an effective 

research relationship. They are related 

to his personal insecurity in the re¬ 

search relationship. 
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An example, illustrating some of the 

points made above, happened to me a 

number of years ago. When I met with 

the president of a firm, he lauded be¬ 

havioral science research to the point 

where it became obvious to me that I 

was being "buttered-up” for some rea¬ 

son. He was not long in making his 

motives known. He asked me to give 

him some "general,” "off the cuff” evalu¬ 

ations of his vice-presidents. One pos¬ 

sible response could have been for me 

to remind\ the president of our arrange¬ 

ment that I would not divulge any such 

information or make evaluations of peo¬ 

ple unless they requested it and were 

present. Instead, I responded, "You do 

not know as much as you would like to 

know about your top management?” The 

president thoroughly rejected the state¬ 

ment by replying, "I’ve known these 

men for years.” However, after a burst 

of hostility, he admitted that at times 

he found it difficult to communicate to 

some of the vice-presidents exactly how 

he felt about them, because he felt it 

would embarrass them. By first accept¬ 

ing his feeling that vice-presidents do 

become embarrassed, the president was 

able to consider the possibility that 

"talking about personalities” also em¬ 

barrassed him. During a later meeting, 

he remarked that being able to talk 

about one of his own perceived "weak¬ 

nesses” in front of someone helped him 

to begin to accept himself. I replied that 

I had sensed his greater spontaneity and 

that this, in turn, had helped me to be 

more spontaneous. 

CONCLUSIONS 

1) Applied research adds to our basic 

knowledge of organizational behavior. 

Only if people are highly motivated, 

will they reveal the real problems that 

confront them. The researcher can 

hardly motivate them adequately unless 

they feel that the research is likely to do 

the organization some good. 

2) To motivate his respondents, the 

researcher needs to be motivated himself 

with a feeling of responsibility toward 

the organization and of respect for its 

members. 

3) Applied research requires feeding 

back research findings into the organiza¬ 

tion. Discussions growing out of the 

feedback are useful to the researcher in 

providing new knowledge. The feedback 

discussions may also help to provide 

people with understanding and motiva¬ 

tion to introduce changes. 

4) The researcher should not fear ef¬ 

forts on the part of the respondents to 

manipulate him. These manipulative ef¬ 

forts will indicate that the study is of 

real concern to the people. It will also 

give clues regarding the forces at play 

within the organization. 

5) The applied researcher must func- 

ion as an active agent. If he expects 

people to express their thoughts and 

feelings freely to him, he cannot conceal 

his own thoughts and feelings com¬ 

pletely from them. If he tries to play a 

completely passive role in his relations 

with them, this serves only to arouse 
anxiety. 

6) I believe that behavioral science 

research into organizational behavior 

will advance maximally when the basic 

and applied aspects are not separated. 

Burns,17 in a provocative article shows 

that Germany lost the race in developing 

radar because they split their basic and 

applied research. England, on the other 

hand, won the race by using the oppo¬ 
site scheme. 

But even more important is that it 
may be psychologically unhealthy for a 



Creating Effective Research Relationships 111 

researcher of human organizational be¬ 

havior not to feel some responsibility for 

the proper use of his product. 

It places the scientist in the unusual 

situation of not being induced to feel 

some responsibility for his own activity 

toward other human beings. I can see 

how this problem may not necessarily 

be important for scientists who experi¬ 

ment with rats, guinea pigs, and mon¬ 

keys. But I am raising the question of 

the possible effect on the psychological 

health of the researcher if he does not 

feel responsible for activities in which 

he uses human beings and for results 

which may be used by others against 

or toward other human beings. As far 

as I know, only children and mentally- 

ill people are freed of this responsibility; 

the former only temporarily. 
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10. Some Thoughts on Giving People Economic Advice 

Anthony Downs 
* 

I. INTRODUCTION 

Surprisingly, economists seem to have 

developed few theories about how to 

give other people advice effectively. 

True, there is a vast literature on how 

to make decisions. There are also ex¬ 

tensive writings on. which types of ad¬ 

vice from economists can be considered 

purely scientific, and which must also 

be considered partly ethical. Finally, 

there are tons of books and articles con¬ 

cerning the substantive issues which ad¬ 

visors are likely to grapple with. 

Nevertheless, there is a significant gap 

in both empirical data and theory con¬ 

cerning the kinds of relationships likely 

to develop between an advisor and the 

decision-makers who seek his counsel. 

Therefore, in this brief article, I will set 

forth a few thoughts on this subject 

developed in the course of acting as an 

economic consultant to a wide variety 

of clients, ranging from Latin American 

politicians to New England storekeepers. 

II. ADVICE AND THE COST 

OF MAKING MISTAKES 

A practicing economic consultant 

soon learns that many clients, and even 

some consultants, do not understand the 

elementary economics of information. 

The logical purpose of seeking advice 

or information before acting is to re¬ 

duce the likelihood of making an expen¬ 

sive mistake. Therefore, the amount 

which should be invested in advance 

research depends upon the potential 

costliness of making such a mistake. 

In this sense, a "mistake” can be fail¬ 

ure to make a 200% profit instead of a 

100% profit, as well as sustaining a 

loss. Hence this is just another way of 

saying that information should be ob¬ 

tained in order to maximize potential 
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gain. Nevertheless, I prefer the "mis¬ 

take-minimizing” approach because it 

illuminates two major misunderstand¬ 

ings concerning the economics of in¬ 

formation which I often encounter. 

The first is under-estimating the value 

of doing research before acting. This 

error is most often made by decision¬ 

makers themselves. They have a natural 

incentive to minimize research because 

they have to pay for it, and good advice 

is usually expensive. For example, many 

developers are unwilling to spend even 

$10,000 analyzing the crucial aspects of 

a potential investment involving five or 

ten million dollars. Yet a mistake caus¬ 

ing the loss of just two percent of their 

investment would cost them from $100,- 

000 to $200,000. True, getting advice 

normally requires cash-on-the-barrel- 

head; whereas its pay-offs may be way 

off in the future. Nevertheless, in the 

complex, highly competitive, and un¬ 

certain environment of most large public 

or private ventures launched today, it is 

all too easy to make a tremendously 

expensive blunder—perhaps a finan¬ 

cially fatal one—when relying strictly 

on "seat-of-the-pants” judgments. Al¬ 

though this truth is being accepted by 

more and more practical decision-mak¬ 

ers, I believe that the vast majority of 

large-scale private and public decisions 

still suffer from serious under-invest¬ 

ment in advanced research—particularly 

research into alternative policies. This 

is related to the myopia of looking at 

problems too narrowly—which will be 

discussed later. 

An exactly opposite misunderstanding 

is surprisingly prevalent among con¬ 

sultants themselves. It is most often 

found among those who are primarily 

academicians but occasionally venture 

into the real world to advise "men of 

action.” An exaggerated version of their 

typical error is proposing—or doing— 

$100,000 worth of research to solve a 

$10,000 problem. Moreover, they often 

fail to come up with a definite answer, 

since they believe more research is re¬ 

quired to produce one! Such over-in¬ 

vestment in research stems from ignor¬ 

ing the limited costs of making a wrong 

decision in certain situations. Thus, a 

man whose house is worth about $25,000 

would be foolish to spend $10,000 to 

have it appraised. Even if he sold it for 

less than it was worth through sheer 

ignorance, he would be very unlikely to 

make even a $5,000 error. He could 

certainly protect himself from this large 

a blunder by investing under $500 in 

research. 

A second cause of over-investment in 

research is intellectual fascination with 

solving the problem instead of advising 

the decision-maker. The primary pur¬ 

pose of advice is to insure that the 

decision-maker makes the right choice 

in a given situation. There are often sig¬ 

nificant secondary purposes, too, which 

we will discuss later. In some cases, the 

right choice for the decision-maker be¬ 

comes clear relatively quickly. This may 

occur in the midst of a planned data- 

acquisition program, even before infor¬ 

mation which originally appeared "vital” 

has been gathered or analyzed. Some¬ 

times it is worthwhile to continue such 

a program just to be sure nothing crucial 

has been overlooked, or because of the 

secondary purposes of advice. But in 

many cases, further research amounts 

to pure window-dressing. Yet some con¬ 

sultants who are oriented towards ar¬ 

riving at intellectually satisfactory solu¬ 

tions to problems may press on with 

expensive research because their expo¬ 

sitions are incomplete without it. And 
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without an aesthetically complete analy¬ 

sis, they are often unwilling to formulate 

useful recommendations, since they are 

explanation-oriented rather than action- 
oriented. 

III. SOME DIFFICULTIES COMMONLY 

ENCOUNTERED IN GIVING ADVICE 

Having examined two important gen¬ 

eral misunderstandings concerning the 

usefulness of economic advice, I would 

now like to discuss a few of the more 

specific difficulties which advisors fre¬ 
quently run into. 

The first is that many people who seek 

advice do not understand the real nature 

of their problems. They know that 

something is wrong, but their attention 

is normally focussed upon the symptoms 

rather than the disease. Hence nearly 

half of the contribution made by an 

economic consultant in most cases is 

helping his clients clearly define their 

problems. Once that is accomplished, 

the solutions are in some cases obvious. 

Properly defining the problem is often 

complicated by the client’s belief that 

he already knows what it is. Most of the 

time, he is wrong because he conceives 

of his difficulties too narrowly. A retail 

firm may say to us, "Find four cities 

with the following characteristics in 

which to locate stores.” Then it will 

present us with a set of characteristics 

which is inappropriate in terms of the 

firm s true objectives. For example, one 

firm requested us to locate store sites 

within 200 miles of Chicago so they 

would be within half-a-day’s travel time 

from the main office. When we pointed 

out that jet aircraft placed both coasts 

and much of the rest of the country 

within that time span, they radically 

shifted their horizons. This illustrates 

that decision-makers tend to think in 

terms of traditional or habitual catego¬ 

ries which are often unduly narrow in 
relation to their needs. 

A common manifestation of this bias 

is the "one-best-way” approach to prob¬ 

lems. Having perceived a problem, the 

decision-maker quickly devises a basic 

approach to solving it, and then devotes 

a great deal of attention to how that 

approach should be carried out. Only 

then does he seek professional advice— 

not on what approach to use, but on the 
details of its execution. 

Hence our first task is often to con¬ 

vince him to let us consider some alter¬ 

native approaches too. This may be 

touchy because it requires him to admit 

that he might have acted too hastily in 

concentrating on one approach. Yet we 

are firmly convinced that several alterna¬ 

tive approaches to most major problems 

should be carefully examined—at least 

on paper—before any one of them is 

selected for execution or even detailed 

investigation. For example, people often 

ask us to study the market for a specific 

land-use regarding a given site; whereas 

the best strategy would be to start by 

examining its potential regarding a num¬ 
ber of different uses. 

Thus, one set of difficulties in giving 

advice arises because decision-makers do 

not call upon the objectives and fresh 

viewpoint of outside advisors soon 

enough so that the latter can focus on 
the whole problem. 

Paradoxically, another set of difficul¬ 

ties arises because many decision-makers 

have an exaggerated idea of the precision 

with which economic advice can be 

rendered. They believe that we have 

standardized, well-tested, and extremely 

precise methods of making quantitative 

forecasts about variables which in re¬ 

ality are extraordinarily difficult to meas- 
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ure or forecast. This leads to the follow¬ 

ing problems: 

1. Many people postpone getting eco¬ 

nomic advice until the very last second 

before a decision must be made. Their 

confidence in our methods, or perhaps 

their last-minute realization that other 

methods are inadequate, often causes 

them to seek our counsel so "late in the 

game” that only sketchy advice can be 

given. An extreme but true example is 

a discount store operator who called me 

and said, "I have a thirty-day option on 

this property, and twenty-eight days 

have expired. What can you do for me?” 

2. Decision-makers often place exces¬ 

sive reliance upon specific quantitative 

estimates in making subsequent plans. 

We believe that most clients are correct 

in demanding numerical approximations 

of key variables instead of vague gen¬ 

eralities. However, they tend to forget 

that these numbers are sometimes rough 

estimates, rather than precise measure¬ 

ments. For example, many of our clients 

require that we estimate future store vol¬ 

umes as single numbers rather than 

ranges because they want to develop 

gross building volumes, floor plans, and 

merchandise layouts from those num¬ 

bers. Also, every real estate appraisal is 

stated as a single number, although it is 

often the midpoint of a confidence in¬ 

terval. 

IV. THE "SECONDARY” 

USES OF RESEARCH 

In many cases, the client—not the 

advisor—insists on the compilation of 

data, analysis, and illustrations which 

are logically superfluous in terms of 

the decisions at hand. This reveals a 

crucial fact which every consultant soon 

learns: many people seek professional 

advice not because they want to know 
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how to make right decisions, but for 

reasons largely unrelated to the advice 

itself. Examples of such "secondary” 

uses of advice are as follows: 

1. Using outside advice to settle an 

internal dispute among Board members 

or other high-ranking officials. In many 

cases, the particular resolution recom¬ 

mended is less important than having 

a policy on which all concerned can 

agree because it was devised by an "ob¬ 

jective” outsider. 

2. Using an impressive report to pro¬ 

vide justification for decisions already 

made on grounds largely unrelated to 

the reasoning presented in the report 

(although that reasoning is entirely cor¬ 

rect). This is more likely among public 

agencies than private firms. 

3. Using a report by a reputable ad¬ 

visor to verify findings previously ar¬ 

rived at by an interested party. An ex¬ 

ample is making a feasibility study for 

a shopping center which the developer 

shows to an insurance company to get 

long-term financing. In such cases, if 

the advisor’s "stamp of approval” is to 

retain any widespread acceptance in the 

long run, he must maintain a strictly 

impartial objectivity even though his 

client would like him to be a strong 

advocate. 

4. Using outside advisors as explicit 

weapons in a struggle for power. Thus: 

(a) An official may use a report to 

"prove” that his own operations should 

be expanded, or his pet policies adopted. 

(b) An organization may try to ob¬ 

tain a report to "disprove” the wisdom 

of allowing a rival to expand. Financial 

institutions often fight potential rivals 

in this manner. 

(c) An official may use a report by a 

well-known advisor primarily to call at¬ 

tention to himself, or to get his supe- 
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riors to consider a problem they have 

consistently ignored when he brought it 
up himself. 

(d) One official may seek to weaken 

the power of another by having the lat¬ 

ter’s operations subjected to thorough 

study. Since almost every operation can 

be improved, such studies initiated by 

outsiders are normally considered threat¬ 

ening by those being studied. 

5. Conducting further research as an 

excuse for deferring any immediate ac¬ 

tion regarding some issue which is 

highly controversial, or as the first step 

in burying the issue without any action 
at all. 

Two vital observations must be made 

about such "secondary” uses of advice. 

First, these logically "secondary” pur¬ 

poses of advice are frequently far more 

important than the usual primary pur¬ 

pose (i.e., discovering which choice is 

optimal). This is true because most ma¬ 

jor decisions in our complex world in¬ 

volve the interaction of many individu¬ 

als or organizations. Hence even the 

most dynamic "men of action” usually 

need to obtain the support and concur¬ 

rence of others in their decisions. Since 

they themselves are bound to be judged 

as advocates, they often have difficulty 

convincing others of the feasibility of 

their recommendations without docu¬ 

mented analysis and opinions from ad¬ 

visors well-known as Tzem-advocates. 

Second, merely because the person 

who hires an advisor wants to use him 

as a tool in advancing a certain cause 

does not mean that the advisor himself 

must become an advocate of that cause. 

On the contrary, his usefulness to the 

advocate as a means of obtaining sup¬ 

port from others is directly proportional 

to his reputation for objectivity and im¬ 

partiality. Naturally, no advisor can long 

maintain such a reputation unless he is 
impartial. 

Moreover, even though decision-mak¬ 

ers may initially engage an advisor pri¬ 

marily to substantiate views they already 

hold, this does not mean that the sub¬ 

stance of his advice is irrelevant. In fact, 

because such clients may not have been 

thinking as much about substantive ques¬ 

tions as about political ones, the advisor 

can sometimes discover extremely sig- 

nicant factors they have overlooked. 

Hence he may even shift the focus of 

their interests from "secondary” issues 

to the substance of the decisions at hand. 

As a result, he sometimes finds himself 

in a crucial position in relation to both 

"secondary” and substantive issues. 

On the other hand, a.i advisor often 

discovers that he is being used at least 

in part as a pawn in a quasi-political 

struggle, either within a single organiza¬ 

tion, or among different ones. Such "pol¬ 

itics” exist in every large organization, 

since its operations inevitably involve 

the personal ambitions and goals of its 

members as well as its formal social 

functions. Normally, when an advisor 

first arrives on the scene, he can only 

dimly grasp the "jockeying for position” 

going on all around him. The speed and 

accuracy with which he can sense the 

subtleties of the situation, and unravel 

the often complex power relationships 

involved—all without making an unwit- 

tingly tactless blunder—may determine 

both how long he remains on the scene 

and how significant a contribution he 
can make. 

Such circumstances usually require ex¬ 

treme tactfulness and sensitivity in hu¬ 

man relations, as well as the normal 

analytical talents associated with giving 

economic advice. The advisor must si¬ 

multaneously (a) maintain his stand- 
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ards of professional objectivity and in¬ 

tegrity and (b) consciously either assist 

certain officials in attaining their "sec¬ 

ondary” objectives, or assiduously avoid 

involvement. 

The rarity of the combination of traits 

required in these situations makes top- 

level economic consultants extremely 

valuable. The best advisors are always 

sensitive to both the "secondary” and 

purely technical issues at stake in the 

situations where their counsel is sought. 

They do not approach giving advice as 

purely intellectual problem-solving, but 

as assisting specific people to make the 

decisions that will help them attain their 

personal and organizational objectives. 

This certainly does not imply that ad¬ 

visors must compromise their intellectual 

integrity in any way. Rather, it implies 

that they see each situation in its full 

context of social, organizational, and 

personal implications. It is the challenge 

of providing such "full-range-response” 

to the needs of a wide variety of people 

in a whole spectrum of different situa¬ 

tions that makes giving economic ad¬ 

vice such an exciting and stimulating 

profession. 

11. Organizational Strains in the 

Researcher-Practitioner Relationship 

Hyman Rodman and Ralph Kolodny 

Social science researchers have, to an 

increasing extent, been moving into clin¬ 

ical settings, such as mental hospitals, 

general hospitals, child guidance clinics, 

and social work agencies, and into other 

professional settings, such as schools and 

courts. It is well known that problems 

arise when a social science researcher 

enters a clinical agency or some other 

professional setting. What we are inter¬ 

ested in exploring is whether there are 

similarities in the problems faced by re¬ 

searchers and practitioners in these pro¬ 

fessional agencies, and whether certain 

of these problems stem from the organ¬ 

izational structure of the professional 

agency. We shall deal primarily with 

the relationships between researchers 

and practitioners in health and welfare 

agencies, under those conditions where 

Revision and expansion of two papers, one presented at the annual meeting of the 

Society for the Study of Social Problems, in St. Louis, Missouri, August, 1961, and the 

other at the Michigan Sociological Association meeting in Albion, Michigan, in Novem¬ 

ber, 1961. The paper had its start while the first author was a Russell Sage Foundation 

post-doctoral resident at the Boston Children’s Service Association. It was also aided in 

part by a grant from the Social Research Foundation to Merrill-Palmer Institute. 

Reprinted with permission from Human Organization, Vol. 23, 1964, pp. 171—182. 
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only one or a few researchers are part 

of a larger agency.1 We feel, however, 

that our remarks have implications for 

research endeavors in any professional 
agency. 

Most of the writings on researcher- 

practitioner relationships are based upon 

the personal experiences of their au¬ 

thors in one or several collaborative at¬ 

tempts. While this is also true of our 

report, we have in addition made a seri¬ 

ous attempt to read the writings on 

researcher-practitioner relationships, and 

to highlight some of the major themes 

that emerge in these writings. Moreover, 

we focus upon some areas of stress and 

some reactions to these areas of stress 

that are only barely touched upon in the 

writings we have seen. Although we 

have not, by any means, attempted to 

cover all writings on researcher-practi¬ 

tioner relations, and although we have 

not automatically referred to every ref¬ 

erence we have seen, those references 

that we included in this paper constitute 

a fairly substantial bibliography on re¬ 

searcher-practitioner relationships. For 
an overlapping bibliography on re¬ 

searcher-practitioner relationships, and 

more generally for references to other 

forms of interdisciplinary team research, 

the reader is referred to the excellent 

bibliography to be found in Luszki’s 
book.2 

In their less charitable moments re¬ 

searchers complain that practitioners 

"can’t see the forest for the trees” while 

practitioners, in turn, wonder whether 

researchers "can see the human beings 

behind the statistics.”3 This kind of 

problem, as well as others, frequently 

plagues the relationship between re¬ 

searchers and practitioners. In attempt¬ 

ing to locate the difficulties that arise in 

the course of this relationship, reference 

is often made to personality differences 

or to personality problems. Blenkner 
talks about 

traits of temperament of a lasting character 

that divide researchers and practition¬ 

ers.4 In their discussion of anxieties as¬ 

sociated with research in clinical settings, 

Mitchell and Mudd suggest the existence 
of a 

deeply instilled bias for the "intuitive” on 
the part of the clinician against the bias 
for the "logical” of the researcher.5 

They also suggest that many clinicians, 

in their first anxiety reactions toward 

research processes with their clients, 

are reacting to inexperience, the unknown 
[and that] if their anxiety persists as evi¬ 
denced in their continued inability to dis¬ 
cuss or accept the fact that clients are not 
harmed by research procedures it can but 
be labeled as "neurotic anxiety.”6 

It is true, of course, that one cannot 

understand practitioner-researcher diffi¬ 
culties unless attention is paid to per¬ 

sonality variables as they apply to the 

behavior of individuals or groups of 

individuals in particular professions. At 

the same time, it seems to us, an under¬ 

standing of these difficulties is likely to 

be incomplete if we do not also take a 

close look at those factors, other than 

personality variables, that may influence 

the actions and feelings of practitioners 

and researchers toward one another.7 

In this paper, we will be focusing on 

one such factor, the formal organization 

of the clinical agency, and we will at¬ 

tempt to spell out some of the ways in 

which the strains which may be found 

between researchers and practitioners are 

built into the formal organization of the 

agency. Our purpose in so doing is not 

to discourage the undertaking of re¬ 

search in a clinical agency but to show 

the ways in which agency structure of 
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necessity conditions the response of re¬ 

searchers and practitioners to each other, 

so that the strains which arise between 

them may be better understood and 

managed. Since our aim is to illumi¬ 

nate problem areas our attention will be 

devoted to stresses and difficulties rather 

than to an examination of the more be¬ 

nign aspects of researcher-practitioner 

interaction. It should be noted, there¬ 

fore, in the interest of keeping a bal¬ 

anced view, that despite these stresses, 

satisfying and productive working rela¬ 

tionships have been developed in a good 

many agencies among administrators, 

researchers, and practitioners.8 

THE RESEARCHER AS EVALUATOR 

There is general agreement on the 

need for research activity in clinical 

agencies. The literature is replete with 

suggestions and even demands that prac¬ 

tice be subjected to systematic investi¬ 

gation. There are many reasons ad¬ 

vanced for undertaking research, such 

as the benefits accruing to staff by way 

of increased morale and sharpened per¬ 

ceptions of the possible consequences of 

their techniques. The ultimate purpose 

of research, however, is to evaluate as 

thoroughly as possible the effectiveness 

of practice (although it is recognized 

that "research cannot produce here and 

now the ultimate’ evaluation of efforts 

to bring about psycho-social changes in 

individuals.”)9 This evaluative orienta¬ 

tion is reflected in such statements as 

the following: 

As more time, energy, manpower and 
funds have been devoted to mental 
health, as more scientifically trained pro¬ 
fessional workers have become involved in 
the problem and as competition among 
community programs of all types for man¬ 
power and public funds has increased, the 
need for methods of evaluating mental 

health activities is obvious. It becomes 
mandatory that more scientific evidence be 
furnished if and where this is possible, 
or otherwise lack of knowledge concerning 
the results of enormous human effort can 
lead to wastage, furtherance of untested 
beliefs and possible counter trends which 
may obstruct the onward march of hard 
won progress.10 

One aspect, then, of the relationship be¬ 

tween researcher and practitioner is that 

the former may be evaluating the work 

of the latter. At the outset, therefore, 

practitioners may be threatened by the 

researcher and ambivalent about the un¬ 

dertaking of research, since the re¬ 

searcher, whether he likes it or not, is in 

the position of possibly showing up the 

work of the practitioner. Inherent in 

the role of the researcher is the concep¬ 

tion of a corrective agent who, through 

his findings, will help practitioners to 

improve their practice. Researchers in 

social work write of their 

focus on developing more "knowledge¬ 
able” ways of proceeding towards social 
work goals.11 

One cannot avoid an implication here 

that the agency practice upon which 

they are or will be doing research has 

been characterized by less knowledge¬ 

able ways of proceeding towards social 

work goals, prior to research. Although 

the researcher may want to see himself 

as an enabler in his relationship with 

the practitioner rather than as an evalu¬ 

ator, the corrective and evaluative as¬ 

pects of his position as he takes his 

place in the structure of the agency are 

sensed and reacted to by the practition¬ 

ers. As Wilensky and Lebeaux point 

out, objectivity has a critical tone to it, 

and 

what the social scientist thinks of as "objec¬ 
tive investigation” the practitioner often 
takes as "hostile attack.”12 
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Subsequent resistances on their part can¬ 

not be dismissed as merely irrational, 

for these, in part, are reactions to be 

expected to the researcher’s role in the 
organization. 

The painful aspects of the evaluation 

process for the practitioner cannot be 

glossed over. 

A public relations man who usually oper¬ 
ates on the basis of shrewd guesswork is 
likely to feel his "status” is in danger when 
an outsider threatens to question his guess¬ 
work by scientific method.13 

The practitioner’s convictions (and his 

occasional doubts) that his efforts are 

helpful often lead to an ambivalent at¬ 

titude toward research which purports 

to test whether his efforts really are 

helpful. This attitude is neatly reflected 

by Wirth in a review of Albert Rose’s 

book, Regent Park: A Study In Slum 

Clearance. Wirth writes: 

It is good for those of us who are interested 
in low-cost housing programs to have all 
of these convictions written down; yet it 
must be recognized that these conclusions 
are by no means satisfactorily documented 
and validated. Much more study remains 
to be done before we have evidence on 
hand definitely to assay the costs and bene¬ 
fits of public housing. Most social workers, 
however, are prepared to take the benefits 
for granted even without adequate proof 
in the firm conviction that the benefits will 
show up in time.14 

The questioning attitude which the 

researcher must necessarily assume in 

carrying out the basic purposes for 

which he has been employed is likely 

to be irritating to the practitioner. This 

is not because the practitioner is naive 

or blind to inadequacies in practice. 

Often it is because the probing of the 

researcher, at least initially, comes as 

an extra burden to the already over¬ 

worked practitioner. The researcher’s 

persistent request for evidence rather 

than impressions may be felt as carping 

and quibbling by the practitioner with 

a host of patients or clients to be seen. 

As Naegele phrased it, researchers kept 

therapists on their toes by asking, "How 

do you know?” and therapists kept re¬ 

searchers on their toes by asking, "So 

what?”15 

Assaying this situation, Poliak, in his 

comments on research in social work, 

has noted that to date researchers and 

social workers have collaborated under 

circumstances most likely to cause fric¬ 

tion because they meet each other at the 

point of evaluation, which places the 

researchers in the position of critical 

analysts and induces defensiveness in 

the social workers. Poliak suggests as a 

remedy for this situation that researchers 

begin not with evaluative studies in 

agencies but begin rather by working 

with the social workers on projects in 

such a way that the workers are able 

to perceive the researchers as helpful 

colleagues, rather than as critics.16 Such 

pre-evaluative, collaborative work may 

have the advantage of teaching research¬ 

ers more about the complexity of the 

problems that practitioners deal with. 

Researchers are then likelier to try to 

develop research instruments that will 

better reflect the complexities of prac¬ 

tice. This may be a chastening experi¬ 

ence for a researcher, but it may also 

contribute to a reduction of practitioner 

defensiveness and a heightening of mu¬ 

tual respect. 

Even under these conditions, how¬ 

ever, certain threatening features of the 

research process remain, for built into 

the researcher’s function from the very 

beginning is the role of innovator. The 

situation is parallel to what would be 

found within an industrial organization 

where the research department and the 
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production department may be at odds 

because the former has a vested interest 

in searching out ways to alter the pro¬ 

duction process and in discovering in¬ 

efficiencies while the latter has a vested 

interest in resisting changes that would 

upset the department and possibly reflect 

upon its inefficiency. In the same vein, 

in the relationship between researchers 

and teachers of psychotherapy in mental 

hospitals, the teachers may look upon 

research as an effort 

to undermine established authority and to 
destroy what the teachers are building 
within the limits of the administrative 
Procrustes.17 

It is not only the evaluative aspect of 

the researcher’s job which leads to or¬ 

ganizational strains between researcher 

and practitioner. Actually, the very ways 

in which the activities of researchers 

and practitioners are organized and the 

monetary and prestige values attached 

to these different sets of activities also 

have a definite bearing on the strains. 

A clinical agency is organized to help 

or treat the clients or patients that it 

serves; this is its basic function. A num¬ 

ber of such agencies, however, are also 

engaged in a certain amount of research 

work. A question of some importance, 

therefore, is the place the research ac¬ 

tivities find within the agency and the 

consequences that stem from the differ¬ 

ences between research activities and 

clinical activities. 

It is possible to further develop our 

analogy between the line and staff func¬ 

tions of an industrial organization and 

the service and research functions of a 

clinical agency.18 The workers on the 

line are engaged directly in the manu¬ 

facture of a particular product, while 

the staff members serve in an advisory 

capacity. In a similar way, the practi¬ 

tioners in an agency are engaged di¬ 

rectly with therapeutic goals, while re¬ 

searchers serve in an advisory capacity, 

or, at any rate, their findings may be 

looked upon as having advisory poten¬ 

tiality. 

Like the staff workers in an industrial 

organization, the research workers in a 

clinical agency have an inconsistent 

status. On some criteria they rank higher 

than the practitioners, and on other cri¬ 

teria they rank lower. For example, the 

research workers are often younger than 

the practitioners and they have had less, 

if any, clinical training or experience. 

On these criteria they rank lower. On 

the other hand, researchers have usually 

had more formal academic training, they 

are evaluators of the practitioners and 

they are closer to the administrator. On 

these criteria they rank higher. This 

makes for status inconsistency, and, as 

some studies have shown, there is a 

tendency for various forms of dissatis¬ 

faction or desire for change to develop 

in such a situation.19 

WORK AND TIME ORGANIZATION 

An additional factor that transforms 

the hyphen between researcher and prac¬ 

titioner into a thorn is the extreme 

difference between the research job and 

the therapeutic job.20 The way in which 

time is organized by the researcher and 

the practitioner is one difference. The 

practitioner is engaged in a continuous 

job with a number of clients or patients 

who are seen at regular or irregular in¬ 

tervals over a period of time. His time 

schedule is organized by the sessions 

with clients or patients which are held 

in his office, or, occasionally, in his 

clients’ or patients’ homes, and his ap¬ 

pointment calendar reflects his hour-to- 

hour "busyness” and shows relatively 
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few empty spaces. The researcher, how¬ 

ever, is working on a project; his time 

is much less organized on an hour-to- 

hour and day-to-day basis; there are 

often large blanks in his appointment 

calendar. Of course, the researcher’s time 

may be as tightly organized as the prac¬ 

titioner’s if he is conducting a series of 

research interviews, but after the inter¬ 

views are completed, they must not only 

be recorded, but also examined and 

analyzed and written up into a final 

report or article or monograph. It is 

clear, therefore, that the researcher’s ac¬ 

tivities and his organization of time dif¬ 

fer markedly from the practitioner’s. 

That these differences are not always 

appreciated is illustrated by the follow¬ 

ing brief phone conversation in which 

one of the writers was involved: 

Social Worker: I wonder when you 
would have time to get together with 
me? 

Researcher: Well, I am free on Tuesday 
afternoon, or anytime Wednesday or 
Thursday would be O.K. 

Social Worker: Boy, that’s quite a 
schedule; you’re really living the life of 
a lotus-eater! 

The comments of Ekstein and Waller- 

stein are interesting in this regard. They 

note that teachers of psychotherapy in 

mental hospitals sometimes see research¬ 

ers in these settings as 

living a parasitical life, free from sched¬ 
ules and responsibilities.21 

One aspect of the differences in time 

organization between practitioners and 

researchers is the fact that the practi¬ 

tioner focuses upon a series of individual 

cases, while the researcher focuses upon 

a general problem. This occasionally 

gives rise to the attitude that the research¬ 

ers are not interested in the individuals 

and the practitioners are not interested 

in the general problems. Practitioners, 

for example, may complain bitterly 

about the fact that their own or other 

agencies accept or reject clients or pa¬ 

tients on the basis of whether or not 

their problem happens to fit the research 

interest of people at the agency. In addi¬ 

tion, they frequently object to changes 

in their service routine which are called 

for by a research project and they may, 

as a final expression of protest, actually 

undermine such a project.22 

Researchers, on the other hand, may 

complain about the fact that practition¬ 

ers get so bound up with their patients 

or clients that they object to the use of 

follow-up studies or control groups. 

Florence Hollis has written on this 

point: 

This study would have been strengthened 
immeasurably had it been possible to fol¬ 
low up the cases, at say a year after closing. 
There is considerable resistance to such fol¬ 
low-up in the casework field. In the 
writer’s opinion there is very little rational 
basis for this resistance. There will always 
be certain individual cases which it is im¬ 
possible or inadvisable to follow but these 
would be the exception rather than the 
rule.23 

In addition, Martin Wolins, in referring 

to the use of control groups in social 

work, has commented that, 

in suggesting control groups I am advocat¬ 
ing denial of service, strongly opposed by 
every social work practitioner to whom I 
have mentioned it.24 

Making use of control groups is espe¬ 

cially difficult in public agencies.25 

The problems between researcher and 

practitioner are compounded by the fact 

that the practitioner, who is expected 

to cooperate with the researcher, may 

have demands placed upon him that 
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require him to change his procedures. 

One area in which change may be 

asked of the practitioner is in terms of 

fuller and more frequent recording. For 

the researcher, the recording of data is 

extremely important; he cannot hope 

to carry out his task unless he can get 

all of the data he needs. The practi¬ 

tioner, as he actually carries on his job, 

accords less importance to recording. 

Even in social work, despite the promi¬ 

nent place recording is given in the lit¬ 

erature and despite the belief commonly 

held by those from related disciplines 

that social workers over-ritualize their 

work through voluminous recording and 

that with regard to recording 

they seem to do too much of the work that 
psychologists and psychiatrists seem to do 
too little of,26 

recording is in fact not often attended 

to with anywhere near the diligence 

agency administrators hope for. This is 

attested to, for example, by the notices 

one sees posted from time to time ad¬ 

vising workers that vacations cannot be 

taken until recording is brought up to 

date, and by the workers who spend 

many days, prior to leaving an agency 

permanently, catching up on their re¬ 

cording. The practitioner may feel that 

the essential points he is concerned with 

can be remembered, and by saving time 

from recording, he can devote more 

time to doing what he considers his basic 

job—clinical work. In addition, because 

of the strong democratic ethic among 

social workers, certain items like race, 

religion, and national background may 

not be recorded, especially on a client’s 

face sheet, and this may lead to diffi¬ 

culties for the researcher.27 The different 

nature of research work and clinical 

work introduces a different attitude to¬ 

ward recording, and it is easy to see 

that these different attitudes will have 

consequences for the researcher-practi¬ 

tioner relationship.28 

CREDIT AND ANONYMITY 

Another problem that may arise from 

the different roles being played by re¬ 

searcher and practitioner concerns the 

credit that is assigned for the publica¬ 

tion of research reports. To the re¬ 

searcher, publication represents the cul¬ 

mination of his work, and he expects 

to get primary, if not sole, credit for 

publication. The practitioner who has 

cooperated with the researcher, however, 

typically feels that he has contributed a 

great deal to the research report and ex¬ 

pects to get substantial, if not equal, 

credit for its publication. The researcher 

who has had to overcome the resistance 

of the practitioner may tend to minimize 

the work that the practitioner has done, 

while the practitioner who has had to 

sacrifice important time that could have 

been devoted to what he considers the 

more essential service job may maximize 

the work that he has devoted to re¬ 

search.29 If, in addition, the research re¬ 

port is largely exploratory and descrip¬ 

tive, and makes use of case material that 

has been supplied by the practitioner, 

the latter has all the more reason to 

feel that he should get a considerable 

amount of credit for the final published 

report. Thus, one aspect of the problem 

is that, due to the roles they play, the 

researcher and the practitioner have dif¬ 

fering perceptions of the size of the con¬ 

tribution that the latter has made. This 

is compounded by the fact that the re¬ 

searcher ordinarily writes up the final 

report,30 and decides upon the credit to 

be given to other participants on the 
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project. He not only sees things differ¬ 

ently from the practitioner, but he also 

has a limited number of possibilities 

from which to choose in assigning credit. 

Perhaps the television industry has an 

easier time handling this problem be¬ 

cause the credit to be assigned is part of 

a contractual obligation, and because 

there is more scope for indicating 

greater and lesser stardom. The re¬ 

searcher who is publishing an article is 

often faced with the choice between co¬ 

authorship and footnote mention—and 

there is a wide gap between the two. In 

addition, certain journals, due to space 

limitations, are reluctant to accept arti¬ 

cles with more than two or three au¬ 

thors, and may want to edit out foot¬ 

notes that give thanks to a long list of 

participants in a research project. This, 

of course, adds to the strains that are 

faced in the relationship between re¬ 

searcher and practitioner. 

Space limitations do not enter the 

situation when book publication is in¬ 

volved, and it is, therefore, possible to 

arrive at a more just distribution of 

credit under these circumstances. Here, 

between magnanimous co-authorship 

and mere footnote mention, lie the addi¬ 

tional possibilities of secondary author¬ 

ship ("with the assistance of” or "with 

the collaboration of”) and of more or 

less protracted mention in the Preface or 

Acknowledgments. The problem is not 

however simply one of space limitations 

or the choice of a just distribution of 

credit, but also one in which the various 

role-players may have quite a different 
notion of what is just. 

Publication credit is therefore a sensi¬ 

tive issue, and is usually not discussed 

until the research report has been writ¬ 

ten, and it may not be discussed even 

then.31 This is another area in which 

the researcher has power, and through 

which he can broadcast credit (or 

blame) to a large audience. Because of 

this, the researcher has another channel 

through which he can exert pressure 

upon the practitioner to gain his coop¬ 

eration; that it may not even occur to 

the researcher to discuss publication 

with the practitioner certainly does not 

lessen this pressure. It may also be sig¬ 

nificant that social science researchers 

are often very responsive to the canon 

of confidentiality that protects the peo¬ 

ple from whom or through whom they 

gather their data. So much so, in fact, 

that they may all too readily grant 

anonymity to those who would prefer a 

share of the credit. 

THE PATTERNS OF COMMUNICATION 

We have indicated so far how the role 

of the researcher and the nature of the 

organization in which he carries out his 

activities can create strains between prac¬ 

titioners and researchers. Another source 

of strain which must be taken into ac¬ 

count can be found in the communica¬ 

tion patterns of the researcher. 

When research first begins in a clini¬ 

cal agency, it is almost always a creation 

of the agency’s administration. The ad¬ 

ministration may feel that research work 

holds out the only hope for new findings 

and techniques that can cut down on the 

continually increasing demands for serv¬ 

ice or that can help to meet these de¬ 

mands more effectively. The publication 

of research results from a particular 

agency also provides one of the most 

effective ways of gaining prestige for 

the agency. For these reasons research 

work is usually established because of 

needs that are expressed by the adminis- 
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tration rather than by the practitioners. 

In addition, according to some writers, 

it is the administrator who is expected 

to work through the resistance [to re¬ 
search] of inexperienced board members 
and staff.32 

This puts the researcher in a clinical 

agency in a unique position. His work 

has been created by the administration 

and it is with the administration that he 

has his main contacts, at least initially. 

This special position of the researcher 

will usually mean that he is not at¬ 

tached to any of the service departments 

of the agency. It might also involve the 

creation of a special research group 

which, by name, often becomes a patri¬ 

cian institute among plebeian depart¬ 

ments. In those instances where the re¬ 

searcher is part of a service department 

—perhaps because he is working both as 

a practitioner and as a researcher—he 

may have certain responsibilities to the 

head of the service department and also 

to the administrator of the agency. In 

such instances the formal organization 

may lead to a certain amount of strain 

and the administrator, researcher, and 

especially the department head, may all 

wonder, at times, to whom the researcher 

really belongs. 
There is perhaps another factor that 

binds the researcher and administrator 

together. This is the "loneliness” that 

Schmidt sees within the administrative 

position,33 and the administrator may 

therefore welcome a researcher as some¬ 

one to talk to in a way that he cannot 

talk to the regular members of his staff. 

THE PROBLEM OF MARGINALITY 

The special tie that the researcher has 

with the administrator cannot be too 

strongly emphasized. The formal or¬ 

ganization of his job, at least in the be¬ 

ginning, both isolates him from the rest 

of the agency and at the same time binds 

him closely to the administrator. The 

researcher’s activities are different and 

he is also not usually part of a regular 

agency department. For these reasons he 

has a marginal position within the 

agency.34 Even his research findings are 

marginal to the agency in the sense that 

they are usually published for a much 

wider audience. As compared to the re¬ 

search department in an industrial or¬ 

ganization, the research department in a 

direct service agency makes fewer sug¬ 

gestions that require changes on the part 

of the worker in the organization. The 

complexity of the service task makes it 

much more difficult for the researcher to 

suggest changes in clinical practice. It 

is indeed a reflection of the weakness of 

the researcher’s position that most of the 

changes he asks for are to enable him to 

carry out his research task, and are not 

changes to improve service that are sug¬ 

gested by his theoretical background or 

his research findings. It is, therefore, not 

surprising that difficulties develop in 

those situations where the researcher 

must work closely with the practitioners 

in order to carry out his task. The re¬ 

searcher’s marginal position both with 

respect to the structure of the agency it¬ 

self and the profession in which workers 

in the agency are engaged deserves close 

study. His role may be thought of by 

practitioners as a luxury role which is 

perhaps useful but certainly not essen¬ 

tial to the carrying out of the agency’s 

task and commitment to the public. He 

is not a part of the line organization of 

the professional agency. His formal 

training is in an academic rather than a 

clinical field which can lead to conflict 
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with the practitioners about the appro¬ 

priate way of viewing and understand¬ 

ing human behavior. Actually, the ori¬ 

entation of the researcher to personal 

and social problems may not be greatly 

different from that of the clinical practi¬ 

tioners, but his structurally marginal po¬ 

sition and his inconsistent status85 may 

lead him, at times, to feel isolated, with¬ 

out support, and unessential to the 

agency. In some cases it may make him 

a useful target for negative feelings dis¬ 

placed from authority figures who are 

part of the supervisory chain and struc¬ 
ture. 

The practitioners within an agency 

share a professional culture which they 

act out in their daily experiences. This is 

so regardless of whether they do or do 

not identify with one specific agency. 

The lone or the few researchers within a 

clinical agency are strangers who may be 

vitally interested in the professional cul¬ 

ture of the society in which they reside, 

but who nevertheless maintain their own 

distinctive customs and beliefs. They do 

not commit themselves to the mores of 

this new society to the same extent that 

its members do, and their acceptance by 

the society, therefore, is always condi¬ 

tional and tentative.36 Like the tradi¬ 

tional marginal man the researcher and 

what he does may be thought of as some¬ 

what mysterious. As a social worker 

laughingly remarked to one of the writ¬ 
ers, 

Nobody knows what you’re doing but you. 

This attitude may be reinforced by the 

fact that when the researcher begins his 

task he may have only the most general 

ideas about which problems he hopes to 

tackle and in what ways he will approach 

them. Since he cannot immediately ex¬ 

plain his research problem to the practi¬ 

tioners and may be some time going 

about exploring what is researchable in 

the agency, all sorts of misconceptions 

about his role, usually reflecting the anx¬ 

ieties of the practitioners about their 

own performance, can arise. 

In one instance, one of the writers en¬ 

tered a social work agency in order to 

explore what was researchable and after 

being in the agency for several months, 

a questionnaire was answered by the so¬ 

cial workers in which they were asked, 

among other things, to give their im¬ 

pressions of what the research worker 

was doing in the agency. At an early staff 

meeting the administrator explained that 

exploration was the research worker’s 

function, and this was repeated by the 

researcher to all practitioners who indi¬ 

vidually asked him about his work. De¬ 

spite this emphasis upon exploration, 

eight of the twenty-five social workers 

who answered the questionnaire men¬ 

tioned that evaluation was a function of 

the worker’s job. This was done in terms 

such as assessment, evaluation, and ob¬ 

servation in relation to the adequacy of 

service and the achievement of agency 

goals. Two examples of such responses 

are presented below: 

Mainly he seemed to be observing, asking 
questions on an informal level, and I 
thought that he was reading records and 
evaluating the work of the agency. 

Gathering statistical information and 
studying what an agency such as ours does, 
what its good and bad points are. 

The researcher, however, is not in a 

marginal position simply by virtue of 

the fact that he is placed there by the 

practitioner due to his distinctive role as 

an evaluator. His sense of marginality 

may also stem from his feelings about 

the means and ends of science and the 

means and ends of social action, both of 
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which may hold some attraction for him 

but may also appear to be in opposition. 

As Tax has said, 

Our action anthropology thus gets a moral 
and even missionary tinge that is perhaps 
more important for some of us than for 
others.37 

Or as Towle suggests in her discussion 

of the relations between social scientists 

and social workers (whom she refers to 

as "scientific missionaries”), 

Today, it looks as if the social scientist, in 
studying the missionary, risks becoming 
one.38 

Whether or not one agrees with Towle’s 

further comment that it may be neces¬ 

sary for the researcher to become a 

"missionary” in some measure 

if he is to be an understanding and hence 
a useful collaborator,39 

it is not difficult to understand the in¬ 

ternal struggle which may be created 

when the researcher finds himself faced 

with the possibility of becoming a part 

of that which he is studying, thereby 

running the risk of losing the objectiv¬ 

ity which he has been taught to value so 

highly. 

DENIAL AND DISPLACEMENT 

Up to this point we have concentrated 

upon the ways in which the formal or¬ 

ganization of a clinical agency leads to 

strains in the relationship between re¬ 

searchers and practitioners. We now 

want to focus upon some of the reactions 

that take place because of the formally 

induced strains. The first reaction we 

will discuss is that of denial and dis¬ 

placement, a reaction in which the re¬ 

searcher is not merely isolated by the 

practitioner, but annihilated. Such a re¬ 

sponse obviously does not lead to a bet¬ 

ter working relationship between re¬ 

searcher and practitioner. When we take 

up the informal humor that develops in 

the relationship between researcher and 

practitioner, and the formal responses to 

strain that may develop, we will be deal¬ 

ing with reactions that do lead to better 

working relationships between research¬ 

ers and practitioners. 

By denial and displacement we refer 

to the practitioner’s refusal to take the 

researcher or his findings seriously; 

rather, attention is called to the fact that 

the researcher is merely projecting. Sim¬ 

ply put, the researcher who suggests 

that a particular clinical practice is de¬ 

fective may be told that it is his own 

personality that is defective.40 In this 

way, the practitioner may ignore the 

researcher, or, at the very least, he may 

ignore some of the remarks that the 

researcher makes. He therefore attempts 

to eliminate the strains in his relation¬ 

ship with the researcher by creating a 

situation that permits him, in a sense, to 

deny the role of the researcher. 

It is perhaps to be expected that cer¬ 

tain professional groups, such as psy¬ 

chiatrists and social workers, should 

resort to this type of denial and displace¬ 

ment. They have, after all, been espe¬ 

cially trained to observe personality 

functioning, and are not nearly so well 

trained to observe the functioning of a 

social organization. 
We suspect, however, that this type 

of response does not take place too fre¬ 

quently. This is fortunate, for although 

it may effectively protect the practition¬ 

ers from the threatening researcher, it 

also inhibits the researcher from making 

any kind of contribution to the clinical 

agency. 
Apart from the professional self-re¬ 

straint and general good sense character¬ 

istic of most practitioners, one reason 



128 Hyman Rodman and Ralph Kolodny 

why this kind of response does not take 

place too frequently is because of the 

administrator-researcher tie: any out¬ 

right attempt to annihilate the role of 

the researcher becomes an attack upon 
the administration. 

When denial and displacement do oc¬ 

cur, however, they need not perma¬ 

nently inhibit the researcher. As long as 

he tries to understand the sources of 

these defenses and does not merely re¬ 

act to them as though they were personal 

attacks he may, in the long run, enhance 

his relationship with the practitioner. 

There are, after all, many matters of 

common interest to researchers and prac¬ 

titioners, and these may override defen¬ 

siveness. Practitioners, moreover, have 

become more interested in social factors 

and social scientists have become more 

interested in psychological and psycho- 

pathological factors, and this conver¬ 

gence provides a base that should enable 

researchers and practitioners to over¬ 

come defensiveness from either side. 

ONE-WAY HUMOR 

One of the most noticeable reactions 

to the strains between practitioners and 

researchers is the informal humor that 

may develop between them. As we have 

observed it, the humor is not symmetri¬ 

cal—most of the humorous remarks are 

made by the practitioner and directed 

toward the researcher. It is our belief 

that this humor reflects the ambivalence 

of the practitioner toward the researcher, 

and that its one-sidedness reflects the 

researcher’s marginal position within the 
clinical agency. 

One way in which the humor mani¬ 

fests itself is in the somewhat sarcastic, 

but kindly manner in which the re¬ 

searcher is addressed. Examples of terms 

of address that are used are "Doctor” (in 

a social work agency) and "Professor.”41 

The latter term may be related to the 

stereotype sometimes held of the re¬ 

searcher as an intellectual who is far 

removed from the real problems of the 

everyday world. Other humorous re¬ 

marks of a similar nature refer to the 

"Ivory Tower” that the researcher occu¬ 

pies; to the fact that he "has his head in 

the clouds”; or to his "high falutin’ gob- 

bledygook.”42 These all serve to em¬ 

phasize the fact that the researcher is 

different, and they reflect his marginal 

position within the agency. 

Other humorous remarks that are di¬ 

rected toward the researcher are a reflec¬ 

tion of the different jobs that are done 

by the practitioner and the researcher. 

The following three joking remarks, for 

example, all devaluate the writing and 

publishing that the researcher does: 

I’ve got an idea—why don’t we all stop 
working and just write. 

What are you doing with your time? 
Just writing? 

[A practitioner made an especially percep¬ 
tive comment.] 

Researcher: Gee, that’s an interesting 
remark! 

Practitioner: Why don’t you write an¬ 
other article on that? 

Another species of humorous remarks 

reflects the practitioner’s ambivalence to¬ 

ward the researcher’s recording. In the 

lunchroom one day a social worker called 

out loudly and jokingly to one of the 

writers who was sitting alone at a table, 

Hey, what are you doing there? Are 
you taking notes on group process? 

At another time, during a conversation, 

a social worker in the group turned to 

one of the writers and said, 

Now I hope you’re not going to go 
along [to the administrator] and tell 
him what we said. 
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The writer replied, 

That’s just what I was going to do, 

and everyone laughed loudly. 

These jokes seem to indicate a fear on 

the part of the practitioner that their 

activities will be reported, and also a 

desire to gain recognition through hav¬ 

ing their work reported. A not uncom¬ 

mon remark that is jokingly interjected 

into an informal conversation with a re¬ 

searcher—"Are you taking all this 

down?”—would seem to reflect this am¬ 

bivalence very well. 

Perhaps the humorous remarks that 

have the greatest significance, however, 

are those expressed by the practitioners 

as part of their working relationship 

with the researchers. In this way the 

practitioners can release some of their 

hostility in an acceptable manner, and 

thus be in a better position to cooper¬ 

ate with the researchers. For example, 

one of the writers received a birthday 

card from some practitioners who were 

collaborating with him that was signed, 

"From your resistant researchers.” Prac¬ 

titioners have also opened a research 

meeting with, 

Well what magnificent ideas are we go¬ 
ing to come up with today? 

and they have said, in the course of a 

meeting with the researcher, 

Boy, this is one of my resistant morn¬ 
ings. 

In these ways the practitioners can jok¬ 

ingly express a degree of hostility to¬ 

ward the researcher or his work without 

actually upsetting their relationship with 

the researcher. 

Radcliffe-Brown has pointed to the 

way in which joking develops between 

individuals who are in an ambiguous re¬ 

lationship to each other,43 and R. L. 

Coser has added that in a hierarchical 

structure humor tends to be directed 

downward.44 What we are saying is that 

there is a tendency for the humor to be 

directed not downward but sideways 

from those who play a more central role 

in an organization toward those whose 

role is peripheral. This humor, even 

though it is not reciprocal, clearly serves 

a social, as well as a psychological func¬ 

tion.45 And we might expect that as the 

peripheral researchers come to play a 

more central role in a clinical agency 

there will be an increase in the reciproc¬ 

ity of the humorous exchanges.46 

FORMAL RESPONSES TO STRAIN 

The formal structure of an organiza¬ 

tion is of course not absolutely fixed, 

and various kinds of formal changes can 

and have been made in order to mini¬ 

mize the strains that we have discussed. 

For example, the use of research con¬ 

sultants is one way of providing "ex¬ 

ternal structural supports”47 for the 

researcher who occupies a marginal posi¬ 

tion within a clinical agency. In this 

way the researcher spends a certain part 

of his time in interaction with someone 

who shares his viewpoint, and he can 

gain the encouragement he needs to 

persevere in his research tasks. This kind 

of formal provision would seem to be an 

especially valuable and necessary one for 

the lone researcher in a clinical agency.48 

Another formal response to the poten¬ 

tial strains we have discussed is the ap¬ 

pointment of a professionally trained 

practitioner to the researcher’s role.49 In 

this way there may be less mistrust and 

more understanding between researcher 

and practitioner, but such an appoint¬ 

ment does not necessarily eliminate all 

problems. 
Another type of formal response is 

the use of "research-practitioners” who 
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have the research focus of their job 

clearly spelled out to them before they 

start work.50 This is a typical practice 

where a grant has been provided for a 

specific research or demonstration proj¬ 

ect, and insofar as practitioners are 

made aware of the research aspect of 

their job and insofar as the job draws 

practitioners with an interest in research, 

some of the difficulties we have dis¬ 

cussed can be eliminated. The practi¬ 

tioner, indeed, may be the one who 

originates the research and who hires 

the social scientists, and under such cir¬ 

cumstances there is also a better likeli¬ 

hood of minimizing the strains inherent 

in researcher-practitioner relationships. 

A final type of response, which how¬ 

ever takes us away from this paper’s 

major focus upon researcher-practitioner 

relations within a clinical agency, is the 

creation of a research unit within an 

academic, rather than a clinical, setting. 

Under such an arrangement the practi¬ 

tioners may become the marginal men. 

But such an arrangement does serve to 

provide organizational support for aban¬ 

doning one’s traditional clinical role, 

so that, for example, psychiatrists will 

modify their methods of inquiry to the 
special requirements of social research.51 

It should be clear, however, that the 

formal strains that arise in the relation¬ 

ship between practitioner and researcher 

in a clinical agency are not dissipated by 

the appointment of practitioner-trained 

researchers or research-oriented practi¬ 

tioners. This is because the goals of the 

researcher and practitioner differ, so that 

in their role relationship a certain 

amount of strain must be expected re¬ 

gardless of who plays these particular 
roles. 

The validity of our argument becomes 

clear when we examine those situations 

in which the same person plays both the 

role of researcher and of practitioner. If 

what we have said about the strains that 

arise in the relationship between re¬ 

searcher and practitioner is correct, then 

one would expect to discover strains 

within the person who plays a dual 

researcher-practitioner role. In other 

words, one would expect to find a role- 

conflict situation under these circum¬ 

stances, and that is exactly what has been 

reported in the literature. 

Perry and Wynne, for example, dis¬ 

cuss the role of the clinical researcher in 

a research hospital. They point out that 

the clinical researcher faces 

conflict between his role as therapist and 
his role as researcher. 

The role conflict is "built into his job.”52 

Barnett discusses the difficulties of being 

both an anthropologist-researcher and an 

administrator with policy-making func¬ 

tions,53 and Holmberg, who was the 

patron of a Peruvian hacienda and who 

was a researcher, too, describes the dif¬ 
ficulties of 

playing the dual role of God and anthro¬ 
pologist.54 

The most complete account of the 

strains that are inherent in the dual re¬ 

searcher-practitioner role is superbly 

portrayed by Fox, in her study of a 

group of clinical investigators and their 

patients.55 The clinical investigators or 

research physicians had the dual respon¬ 

sibility of caring for patients with little- 

understood diseases and of conducting 

research upon them. Fox deals with the 

stresses that come from this kind of dual 

responsibility and with the ways in 

which the clinical investigators tried to 

cope with these stresses. It quickly be¬ 

comes clear that the major factor which 
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underlies the stresses faced by the clini¬ 

cal investigators is the organization of 

their job—the fact that they have two 

roles to play, and that these roles are 

often at variance. As one of the clinical 

investigators said, 

We’re caught in an eternal conflict be¬ 
tween being physician and medical re¬ 
searcher.56 

SUMMARY AND CONCLUSION 

The relationship between researcher 

and practitioner may be plagued by a 

variety of problems, and personality fac¬ 

tors are often cited as the core of these 

problems. On the one hand we hear of 

the neurotic anxiety of the practitioner 

when he is faced with research, and on 

the other hand we hear of the defective 

personality of the researcher who pro¬ 

jects his own problems upon the clinical 

agency he is studying. Personality fac¬ 

tors are not irrelevant, but they may 

often mask the nature of the role rela¬ 

tionships between researcher and practi¬ 

tioner. It is the nature of this role rela¬ 

tionship within a professional agency, 

and the strains that stem from this role 

relationship, that have been the primary 

focus of this paper. 

The organizationally-structured strains 

in the relationship between researcher 

and practitioner are too frequently over¬ 

looked. For example, there has been 

practically no discussion of the related 

questions of credit for publication and 

anonymity in the relationship between 

researcher and practitioner.57 It is of lit¬ 

tle wonder, therefore, that the question 

is only rarely discussed by researcher and 

practitioner before and during their re¬ 

search collaboration, and that this often 

becomes one of the chronic and insidious 

problems in the relationship. 

Other aspects of the formal role rela¬ 

tionship of researcher and practitioner 

that we have discussed are the evaluating 

nature of the researcher’s role, and his 

special tie to the administrator. On ac¬ 

count of this, the practitioner feels that 

his work is being assessed by someone 

with a vested interest in discerning er¬ 

rors who is also in a position to report 

these errors to the administrator. In ad¬ 

dition, the researcher’s primary job is 

tangential to the practitioner’s primary 

job, and they organize their time very 

differently—thus making it all the more 

difficult for them to understand each 

other and to collaborate effectively. As a 

member of the staff organization of the 

agency, the researcher finds himself in a 

marginal position, and this may inten¬ 

sify his ties to the administrator, and 

therefore add to the strain in his rela¬ 

tionship with the practitioner. 

Certain reactions to the strains be¬ 

tween researcher and practitioner—de¬ 

nial and displacement on the part of the 

practitioner, the development of a one¬ 

way humor relationship, and various 

changes in the formal organization— 

have also been discussed. From this it 

becomes clear that although some strain 

is inevitable in the relationship between 

researcher and practitioner, it is also 

possible to move toward alleviating this 

strain through a direct recognition of 

its most important source: the social or¬ 

ganization of the clinical agency. 
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12. Utilization of Evaluation: Toward Comparative Study 

Carol H. Weiss 

The problem to which this paper is 
addressed is the frequent failure of deci¬ 
sion-makers to use the conclusions of 
evaluation research in setting future di¬ 
rections for action programs. I will offer 
some hypotheses on conditions under 
which evaluation is or is not utilized, and 
propose that research be done to test 
them. In short, this is a proposal for em¬ 
pirical evaluation of evaluation research. 

The basic rationale for evaluation is 
that it provides information for action. 
Its primary justification is that it con¬ 
tributes to the rationalization of deci¬ 
sion making. Although it can serve such 
other functions as knowledge-building 
and theory-testing, unless it gains serious 
hearing when program decisions are 
made, it fails in its major purpose. 

The record to date appears to be an 
indifferent one. There are some well- 
known examples of prompt utilization 
of evaluation. The New York City 
Higher Horizons program is one. Eval¬ 
uation demonstrated the effectiveness of 
the prototype "Demonstration Guidance 
Program” in one junior high school, and 
steps were taken to implement the pro¬ 

gram in other schools in the system. Un¬ 
fortunately, in the process, budgets were 
cut and authority diffused, and the ensu¬ 
ing program never again realized similar 
success. But this was a problem of inap¬ 
propriate administration rather than of 
failure to accept and act on the basic 
findings. 

On the other hand, institutions often 
do not change their activities in response 
to evaluation. They explain away the re¬ 
sults, sometimes casting aspersions on 
the evaluator’s understanding, the state 
of his art, and his professional or theo¬ 
retical biases. Evaluators complain about 
many things, but their most common 
complaint is that their findings are ig¬ 
nored. 

What accounts for the high rate of 
non-utilization? I will give some sugges¬ 
tions, which are to be taken as hypoth¬ 
eses for study rather than as an addition 
to the flood of advice and exhorta¬ 
tion to social scientists on how to win 
more friends and influence more people. 
The first class of factors leading to non¬ 
utilization lies in the organizational sys¬ 
tems that are expected to use the evalua- 

Paper presented at the American Sociological Association meeting, Miami Beach, 
September 1, 1966. Used by permission. 
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tion results, and the second class lies in 

the current state of evaluation practice. 

Organizations invariably respond to 

factors other than the attainment of their 

formal goals. Even rudimentary knowl¬ 

edge of organizational behavior indicates 

the salience of the drive for organiza¬ 

tional perpetuation, personnel’s needs 

for status and esteem and their attach¬ 

ment to the practice skills in which they 

have invested a professional lifetime, 

conservatism and inertia and fear of the 

unknown consequences of change, sensi¬ 

tivity to the reactions of various publics, 

costs, prevailing ideological doctrines, 

political feasibility, and the host of other 

considerations that affect the mainte¬ 

nance of the organization. Evaluation’s 

evidence of program outcome cannot 

override all the other contending influ¬ 

ences. 

What evaluation can do is add its 

weight to the thrust for change. Few or¬ 

ganizations are so monolithically self- 

satisfied that counter-pressures do not ex¬ 

ist. Most of them face some discrepancy 

between the ideal and the actual that 

generates a search for better ways of 

operation. (This discrepancy sometimes 

provided the impetus that led to em¬ 

barking on evaluation in the first place.) 

There is at least a potential for utiliza¬ 

tion. But rather than ignore the forces 

that tend to subvert the implementation 

of evaluation results and trust in the 

good will and rationality of the organiza¬ 

tion, evaluators might well pay greater 

attention to the organization-mainte¬ 

nance imperatives that influence deci¬ 

sion-making, perhaps even address the 

covert goals as well as the formal goals 

of the organization in their research. 

With better knowledge of the kinds of 

resistance to be expected, they may be 

able to devise more effective strategies 

for defining evaluation issues and for 

gaining their results a hearing. 

A fascinating example of resistance to 

utilization can be borrowed from mili¬ 

tary history. In 1940—41 the RAF 

Bomber Command refused to accept the 

evidence of aerial photography on the 

failure of its missions. Photographs in¬ 

dicated that only one of every four air¬ 

craft reporting an attack on target had 

actually gotten within five miles of it. 

An officer who passed on to his chief an 

interpretation showing that an attack 

had missed its mark found it later on his 

desk with a note scrawled across it in 

red: "I do not accept this report.” The 

author of the account of these events 

states, in words that will echo familiarly 

to social evaluators, "it was very natural 

that many of those whose work it af¬ 

fected jumped to the comforting conclu¬ 

sion that something must have been 

wrong with the camera or the photo¬ 

graph or the man who wrote the re- 

port. J 

Fortunately the case had a happy end¬ 

ing, the style of which has implications 

for our discussion. Professor Linde- 

mann, Churchill’s scientific advisor, 

found the evidence convincing and ur¬ 

gent, and brought it directly to Church¬ 

ill’s attention. "So it was at these top¬ 

most levels that the evidence of the 

photographs was finally faced, and at 

these levels that the necessary priority 

was given to developing the new naviga¬ 

tional aides . . . which were to change 

the entire outlook for British night 

bombing.” 

Use of evaluation appears to be easiest 

when implementation implies only mod¬ 

erate alterations in procedure, staff de¬ 

ployment, or costs, or where few inter¬ 

ests are threatened. For example, in the 

Bail Bond project of the Vera Founda- 
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tion,2 where only the bail bondsmen 

stood to lose, use of the evaluation was 

immediate and dramatic. 

On the other hand, application of re¬ 

sults can threaten the function of a total 

organization or an occupational group— 

such as a detached-worker agency whose 

program for gangs is found ineffective 

in reducing delinquency, or psychothera¬ 

pists, if treated and untreated patients 

show similar recovery rates. In such 

cases, even overwhelming demonstra¬ 

tion of failure is unlikely to convince the 

practitioner group or its sponsoring 

agency to use the findings and go out of 

business. Use must be made at higher 

(or lower) levels, by groups that set pol¬ 

icy and determine the allocation of re¬ 

sources, or at least hypothetically, by the 

clients or potential clients themselves. 

The other major limitation on use of 

evaluation results is the current state of 

evaluation practice. Much evaluation is 

poor, more is mediocre. Evaluation in 

action settings is a difficult and demand¬ 

ing enterprise, and calls for a high order 

of imagination and tenacity as well as re¬ 

search ability. Much has been written in 

anguished prose about the problems that 

plague the conduct of evaluation, and 

just about all of it is true.3 

The achievement is that good evalua¬ 

tions can be done at all, and yet they are. 

They use appropriate change criteria and 

relatively reliable measuring instru¬ 

ments; they use control groups or apply 

other checks to rule the possibility that 

observed effects are attributable to non¬ 

program factors; their statistical methods 

and interpretation are sound. If they are 

not models of exemplary or sophisticated 

methodology, they do meet the basic 

canons of research. 

But technical competence by these 

standards does not imply the absence of 

methodological problems. Evaluation has 

special requirements. One of the most 

serious difficulties in evaluation is the 

imprecision of the program that is sub¬ 

jected to study. Evaluators usually accept 

the description of the program given by 

practitioners as sufficient. They rarely at¬ 

tempt to specify the theoretical premises 

on which it is based, define the princi¬ 

ples that guide its practice, or even 

monitor its operation so that there is 

confidence that the program as officially 

described actually took place—and at a 

reasonable level of competence. It is pos¬ 

sible that the evaluation is attributing 

the observed effects (or "no effects’’) to 

a phantom program, or to one of such 

marginal caliber that it hardly provides 

a fair test of the program concept. 

The imprecision of program input 

poses even more basic difficulties. Social 

action programs are complex undertak¬ 

ings. To quote John Mann: 

A positive change in behavior may be 
found. Assuming that the study itself was 
carefully designed and executed, this find¬ 
ing may be accurate. But to what is it to be 
attributed? When the method [program] 
is carefully examined, it is quickly seen to 
be an amalgam of components of unknown 
or partially controlled proportions.4 

We will return to some of these prob¬ 

lems later. Let me turn now to the theme 

of the paper—a proposal for systematic 

study of conditions associated with util¬ 

ization of evaluation results. 

THE STUDY OF UTILIZATION 

There may be value in taking the 

kinds of impressions discussed here and 

subjecting them to empirical study. If 

we can discover patterns and regularities, 

if we can get better leads to where, by 

whom, and under what conditions eval- 



Utilization of Evaluation 139 

uation results are most likely to be ap¬ 

plied, it may become possible to wedge 

a wider opening. 

We can differentiate three major types 

of use. First is use within the ongoing 

program, to improve its operation as it 

goes along. Although this is the type of 

use that program administrators often 

expect, it calls for a special kind of 

short-term, limited-effect, quick-feed¬ 

back study, and is not always compatible 

with the evaluation design and schedule 

that researchers develop. The second use 

is also at the original site of the program, 

but occurs at the completion of a total 

cycle of programming, to decide whether 

to terminate, modify, or restructure the 

program, or to continue it and pos¬ 

sibly carry it over to other units of the 

organization. The third use is in outside 

settings—by agencies operating similar 

programs, by standard-setting or grant¬ 

ing bodies, or by policy-making units at 

federal, state, or local levels. Such groups 

make decisions of wider scope, which 

can affect the initiation or discard of pro¬ 

grams throughout a federal, state, or vol¬ 

untary svstem. An intermediary "use” 

can also be recognized—the transmission 

of evaluation results by linking agents 

who, persuaded by the evidence, become 

advocates for its application. State and 

federal consultants and faculty mem¬ 

bers of professional schools are examples 

of such linking intermediaries, whose 

commitment and influence provide the 

potential for future utilization. In these 

days of maximum feasible representa¬ 

tion, target group members may be able 

to play a similar role. 

For a study of conditions associated 

with utilization, one variable must be 

the direction of results—positive or 

negative. The implementation of nega¬ 

tive results poses issues different in 

kind as well as degree from the use of 

positive results. 

To eliminate confusion arising from 

non-use of incompetent, unduly small- 

scale or fragmentary evaluation (where 

lack of use can be viewed as a responsi¬ 

ble position), it is proposed to limit the 

study to results of relevant and techni¬ 

cally sound evaluations, preferably con¬ 

firmed by replication or the accumula¬ 

tion of independent evidence. 

Types of conditions to be studied in¬ 

clude those both outside and inside the 

evaluator’s purview. A study, or more 

properly a series of inquiries, might look 

into such diverse questions as these: 

Are new and relatively innovative 

agencies more responsive to implement¬ 

ing evaluation results than long-estab¬ 

lished agencies? Is the rigidity of agency 

doctrine important? What combinations 

of evaluation results and political or elite 

pressures are effective? What kinds of 

threat, and to which levels of staff, gen¬ 

erate most resistance? Is utilization 

affected by the support of top-level ad¬ 

ministrators for the study—or the eval¬ 

uator’s position or influence in the or¬ 

ganizational hierarchy—or the conduct 

of the evaluation by a university or other 

outside research organization—or publi¬ 

cation of results in books or profes¬ 

sional journals? Effects of such factors, 

and others mentioned earlier in consid¬ 

ering organizational behavior, can be 

studied singly, additively, and in interac¬ 

tion. 

I am particularly interested in investi¬ 

gating ways in which evaluation itself is 

carried out that enhance its utilization. 

At present, evaluation usually examines 

conditions before and after the program 

and comes up with global findings on 
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the extent of change. But rarely can it 

answer questions about which elements 

of the program amalgam worked or did 

not work, and how and why. Yet it is 

just such information that is vital for in¬ 

stitutionalizing a program into routine 

practice and transferring it to other loca¬ 

tions. Without it we are saddled with a 

load of irrelevant specificities and likely 

to miss the essential ingredients. 

Therefore, utilization might be in¬ 

creased if the evaluation included such 

elements as these: 

(1) The explication of the theoreti¬ 

cal premises underlying the program, 

and direction of the evaluation to analy¬ 

sis of these premises. 

(2) Specification of the "process 

model” of the program—the presumed 

sequence of linkages that lead from pro¬ 

gram input to outcome, and the track¬ 

ing of the processes through which re¬ 

sults are supposed to be obtained. 

(3) Analysis of the effectiveness of 

components of the program, or alterna¬ 

tive approaches, rather than all-or-noth¬ 

ing, go or no-go assessment of the total 
program. 

Evaluation can—and some evaluations 

have—selected a limited number of pro¬ 

gram theories or notions and concen¬ 

trated study on these. They run the 

gamut from narrow to very broad-range 

issues. An example of relatively re¬ 

stricted scope can be taken from the eval¬ 

uation of a program for using young in¬ 

digenous aides in a community action 

program. Rather than look at the effec¬ 

tiveness of their total performance, 

which is a slippery undertaking at best 

when standards are ambiguous and func¬ 

tions change to fit people, it is possible 

to look at one premise. This might be 

the notion that as on-the-job workers, 

previously unemployed adolescents learn 

skills more readily than they do as pupils 

in a work training program. This type of 

evaluation begins to provide a test for a 

concept that can be generalized to other 

places and structures, rather than merely 

a description of the outcomes of one spe¬ 
cific project. 

The "process model” diagrams the ex¬ 

pected channels of change. For example, 

a group counseling project is operated 

for problem girls in an effort to reduce 

delinquent behavior. By what causal 

chain is the counseling expected to reach 

this goal—by changing the girls’ self- 

image? by providing information on 

other opportunities for self-expression 

and self-esteem? by motivating them to 

greater interest in school and vocational 

achievement? by providing role models 

for alternative behavior? After the ini¬ 

tial stage, what ensuing consequences 

are expected? The process model makes 

clear what intermediate effects the eval¬ 

uation has to look for, and directs at¬ 

tention to the essentials. Tracking the 

progress of the program input along its 

putative path allows a test of the theo¬ 

retical linkages and enables the evalua¬ 

tion to say useful things about the stage 

where things go awry and adjustment is 
needed. 

Analysis of components of the pro¬ 

gram and of alternative approaches can 

provide information on the effectiveness 

of specific strategies. The issue for de¬ 

cision is rarely the choice between this 

program and no program, but the choice 

among alternative ways of programming. 

For utilization, the immediate advan¬ 

tage of these related ways of pursuing 

evaluation is that they tend to avoid the 

dead-end of finding the whole program 

ineffective (or even effective) without 

any indication of why or what alterna- 
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tive courses of action are likely to be 

better. Moreover, evaluation findings are 

more apt to be comparable and additive, 

and contribute to the building of knowl¬ 

edge. 

Some other evaluation procedures also 

appear to hold promise for utilization 

and are worth study: 

(1) early identification of potential 

users of evaluation results and selection 

of the issues of concern to them as the 

major focus of study. 

Theoretically it is possible for a single 

study to provide information that can be 

used by an array of audiences—practi¬ 

tioners, administrators, higher policy 

makers, professional schools, clients— 

each of whom has different motivation 

and capacity to apply the results. In prac¬ 

tice, study requirements often diverge. 

For maximum pay-off, it may be effec¬ 

tive to decide in advance where the ma¬ 

jor potential for utilization lies, and to 

gear the study to the relevant users. 

(2) involvement of administrators 

and program practitioners, from both 

inside and outside the project, in the 

evaluation process. 

Not only does their participation help in 

the definition of evaluation goals and 

the maintenance of study procedures, 

but it may help change the image of 

evaluation from "critical spying" to col¬ 

laborative effort to understand and im¬ 

prove. Outside consultants may even be¬ 

come spreaders of the word to other 

focal sites. 

(3) prompt completion of evalua¬ 

tion and early release of results. 

Evaluation reported a year or two, or 

more, after completion of the program, 

is often too late to affect decisions, whose 

schedule is determined by the budgeter’s 

—not the evaluator’s—calendar. Long¬ 

term follow-up may well be essential, 

but considerations of use may dictate at 

least preliminary reporting of the direc¬ 

tion of results in early phases. 

(4) effective methods for presenta¬ 

tion of findings and dissemination of in¬ 

formation. 

There are at least four sub-items here. 

One is the clarity and attractiveness of 

the presentation of evaluation data to 

nonresearch audiences. Another is the 

spelling out of the implications that the 

study offers for action. This might ex¬ 

tend to analysis of the probable conse¬ 

quences of the implied changes for the 

organization. Third, there may be inven¬ 

tive mechanisms to reach remote audi¬ 

ences impervious to bulky reports and 

journal articles. And finally, aggressive 

advocacy by the evaluators for the posi¬ 

tions derived from evaluation may gain 

them a hearing in councils of action. 

This involves the evaluators’ abandoning 

the stance of detached professional ap¬ 

praisal and engaging in the rough and 

tumble of decision-making both within 

the organization and in the wider spheres 

of policy formation. 

A first study on utilization of evalua¬ 

tion could select and refine one or two 

of the notions from this speculative as¬ 

sortment—perhaps the position of the 

evaluator inside or outside the project 

staff, an issue with a hardy (mainly oral) 

tradition, or the inclusion in the evalua¬ 

tion of analysis of alternative program 

strategies—and investigate their associa¬ 

tion with subsequent use of results. 

If factors such as those discussed here 

do in fact increase utilization, there are 

clear implications for future evaluation 

practice. If none of these factors has 
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much discernible impact, efforts to ap¬ 

ply social science to the solution of social 

problems must seek new directions. 

Some critics, for example, have sug¬ 

gested that evaluation be replaced by 

laboratory experimentation with specific 

and carefully delimited program com¬ 

ponents. Although this approach has 

some appeal, it avoids the effects of the 

natural setting and the constraints and 

counter-pressures in the larger social sys¬ 

tems that can nullify program efforts. 

What concerns me is the current dis¬ 

enchantment with the utility of evalua¬ 

tion in some influential government 

agencies and foundations. It is possible 

that the sins of the program are being 

visited on the evaluation. Premature 

disenchantment can clamp limits on 

creative experimentation in evaluation. 

Better knowledge of what kinds of 

evaluation have an impact on decision¬ 

making, and under what conditions, 

should help to encourage more effective 

development of evaluation practice. 
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13. The Need for Research on the Communication 

of Research Results 

Floyd Mann and Rensis Likert 

Research on problems of human re¬ 

lations differs from research in most 

other fields of science in a very impor¬ 

tant respect. In most fields of science it 

is not necessary for administrators or 

executives to have a comprehensive un¬ 

derstanding of the research in order to 

utilize the results. All that has to be 

known is that the research has yielded a 

better method or a better product. Ap¬ 

proval to substitute the new for the old 

can then be given. But in the field of hu¬ 

man relations, effective use of the re¬ 

search findings cannot be obtained 

merely by an executive issuing an order. 

Administrators must thoroughly un¬ 

derstand the results of human relations 

research and their implications if their 

organizations are to use them. This re¬ 

quires both an intellectual understand¬ 

ing and an incorporation of the results 

into the administrator’s attitudinal 

structure and behavioral patterns. 

Research in human relations, there¬ 

fore, requires a dual approach. First, 

studies need to be made of the dynamics 

of social organization; and second, re¬ 

search needs to be done on how the 

findings of such studies can be commu¬ 

nicated so as to produce the required 

changes in attitudes and habits. The ne¬ 

cessity of doing research on both human 

relations and organizational structure as 

well as on how to communicate the re¬ 

sults of such research has been recog¬ 

nized in the Survey Research Center’s 

long-range program of research on the 

fundamental problems of organizing hu¬ 

man behavior.1 This program has two 

distinct phases. The first consists of the 

discovery of the factors associated with a 

high level of group motivation, produc- 

This paper summarizes briefly some of the exploratory work being done at the Survey 

Research Center on the problems of communicating research findings. The general 

theory and the specific procedures on which this exploratory study has been done have 

been the product of the thinking of a number of persons both at the Center and in The 

Detroit Edison Company where the work was done. Everett Reimer, Frances Fielder and 

Theodore Hariton of the Center, and S. F. Leahy, Blair Swartz, Robert Schwab, and John 

Sparling of the Company all made important contributions to this study. The work of 

the members of the Research Center for Group Dynamics and the Tavistock Institute of 

Human Relations has also been drawn on heavily. The Survey Research Center and the 

Research Center for Group Dynamics are divisions of the Institute for Social Research. 

The work reported here is one of a number of studies being done by the Center under 

its long-range program of research in human relations in organization. Both The Detroit 

Edison Company and the Office of Naval Research contributed to the support of this 

particular company-wide study. 
Reprinted with permission from Human Organization, Vol. 11, No. 4, Winter 1952, 

pp. 15-19. 
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tivity, and individual satisfaction in 

group situations. The second phase of 

the program calls for the translation of 

these findings into the every-day opera¬ 

tion of organization in order to test their 

nature further and to discover the most 

effective procedures and principles for 
utilizing them. 

During the first half of 1948, an ex¬ 

tensive body of data was collected in 
The Detroit Edison Company through a 

company-wide study of employee and 

supervisory attitudes and opinions. The 

main objectives of this study were: 

1. To determine what satisfactions 

employees engaged in a wide range of 

occupations, and supervisors at all levels 

obtain from their work situations. 

2. To determine the interrelation¬ 

ship between the supervisory or mana¬ 

gerial philosophies and behavior on the 

one hand, and the attitudes and behavior 

of subordinate supervisors and employ¬ 
ees on the other. 

3. To study the relationship between 

organizational structure and interper¬ 

sonal relations. 

4. To explore different techniques for 

communicating findings from human re¬ 

lations research and for translating re¬ 

search findings into administrative ac¬ 

tion. (This article summarizes some of 

our exploratory findings concerning this 
fourth objective.) 

In attempting to discover the best 

techniques for the effective communica¬ 

tion of research findings, we made use 

of a number of psychological and socio¬ 

logical principles concerning motivation, 

attitude and behavior change, and group 
structure. 

From the very beginning of the study 

we endeavored to apply the principles of 

participation. For example, we involved 

in study planning all persons who 

would many months later have the ma¬ 

jor responsibility for making administra¬ 

tive use of the survey findings. This was 

done in a number of different ways and 

with varying intensity at different levels 

within the organization. Since the top 

executives would have a greater voice in 

the way the findings were utilized than 

supervisors at intermediate levels, we de¬ 

voted more effort to involving top man¬ 

agement than intermediate management. 

Some of the specific procedures used at 

this stage were: (a) individual confer¬ 

ences with members of top management 

to learn what they felt their major prob¬ 

lems were, and on which they would like 

data from the study, and (b) chains of 

conferences starting at the top of the 

organization and going on down to the 

employees, explaining the purposes of 

the saidy, answering any questions 

which might be raised about the whole 

project, and asking for suggestions as to 

what should be included in the study. 

Throughout the whole project—during 

both the collection and the analysis-in¬ 

terpretation phases—steps were taken to 

keep company personnel informed as to 

what was going on and what would be 
happening next. 

In many research projects a real effort 

is often made at the outset to secure 

widespread participation. The need for 

clearly defining the specific objectives of 

the study frequently accomplishes this 

indirectly. More often than not, how¬ 

ever, as the study progresses, less and 

less attention is paid to participation. 

Efforts at joint consideration usually 

cease by the time the study reaches the 

analysis-interpretation phase. Thus at the 

end of the usual study, the traditional 

form of consultant-client relationship is 

firmly established and the researchers 

place a weighty volume, including the 
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complete analysis and extensive recom¬ 

mendations, in the hands of those who 

were interested in the research. 

Instead of allowing participation to 

decrease as the study progressed, not 

only did we attempt to keep employees 

and supervisors at all levels—and espe¬ 

cially top management—involved, but 

we increased the involvement during the 

analvsis-interpretation phase as much as 

possible. For example, we did not write 

any reports containing a set of recom¬ 

mendations based solely on our analysis 

of the data. We recognized that com¬ 

pany executives, supervisors, and em¬ 

ployees at all levels possessed knowledge 

of the company’s operation and history 

which would have to be focused on the 

data if the most adequate interpretation 

was to be obtained. Our procedure was 

to present the data showing the attitudes 

of employees and the practices of super¬ 

visors and to ask the men concerned 

with each set of data to help us study 

them and interpret them with us. We, 

of course, did not wait to look at the data 

until we sat down with company per¬ 

sonnel, but studied them carefully in ad¬ 

vance in order that our thinking in these 

meetings could be as constructive as pos¬ 

sible. Often company officers also stud¬ 

ied the data prior to the meeting. 

THE PROCESS OF PRESENTING 

THE FINDINGS 

The specific process which we have 

used in involving the total structure— 

from top management down to the em¬ 

ployee—in the analysis of the survey 

findings developed in the following way: 

As the initial data for the organization 

as a whole became available, members of 

the Survey Research Center and mem¬ 

bers of the Company’s personnel staff 

met to review the over-all figures and to 

plan in general what the first steps 

should be in getting the findings of the 

survey back into the Company. The 

members of this group agreed that if the 

data were to be put to use it would have 

to be done by the line—not the staff— 

organization and that data should be in¬ 

troduced at the top and not into the mid¬ 

dle of the structure. 

The data for the Company as a whole 

and for a few maior departments were 

then discussed with the two top officers 

of the Company—the president and the 

executive vice-president. These two men 

were asked to help interpret the data and 

to help plan a program for a gradual in¬ 

troduction of the survey findings into 

the Company. At this meeting—after a 

lengthy discussion about the tentative 

meaning of the data and the possible 

next steps—it was agreed that a series of 

meetings should be held to present to 

small groups of top officers the survey 

findings for their departments. It was 

also agreed that the meetings with these 

officers should include the president and 

executive vice-president, as well as the 

major executives for whose departments 

the data were being presented. Repre¬ 

sentatives from the Survey Research 

Center and the Company’s Personnel De¬ 

partment were also included in the meet¬ 

ing. 
When these meetings were held, the 

data presented provided a comparison 

between the attitudes of the employees 

in the departments being considered and 

the Company as a whole. Large charts 

were used to show how the attitudes of 

all employees in the Company compared 

with the attitudes of the employees in 

the specific departments for which the 

major executives attending the meeting 

were responsible. Only departments hav¬ 

ing employees whose attitudes might be 
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expected to be comparable were exam¬ 

ined in a given meeting. 

In these meetings the executives were 

asked to help us interpret the data and 

to decide what further analyses of the 

data should be made to help them in for¬ 

mulating plans for constructive admin¬ 

istrative actions. They participated not 

only in exploring the meaning of the 

data but also in planning the next steps 

for the introduction of the over-all find¬ 

ings to the next lower level of manage¬ 

ment. Through these group discussions 

it was usually decided that the results for 

each major executive group and the data 

for each department within each execu¬ 

tive group should be taken to the depart¬ 

ment heads for further joint planning 

and analysis. 

One or two planning sessions were 

held with each major executive before 

these group meetings with his depart¬ 

ment heads were undertaken. In these 

planning sessions, tentative objectives of 

these future meetings with the depart¬ 

ment heads were considered, and techni¬ 

cal questions concerning the procedures 

used in collecting and processing the 

data were discussed fully so that the ex¬ 

ecutive could present and discuss all but 

the most detailed technical questions 

concerning the data. The objective of 

these planning sessions was to equip the 

executive who was calling the meeting 

to handle his meeting without assistance 

from the staff of the Survey Research 

Center or the personnel staff of the Com¬ 

pany. 

Each executive then met with his de¬ 

partment heads to examine the survey 

findings, which were analyzed by depart¬ 

ments. The same general joint analyzing 

and planning session was then gone 

through by this group as had occurred in 

the meetings with the president and ex¬ 

ecutive vice-president. 

In subsequent meetings each depart¬ 

ment head in turn held meetings with 

his division heads. For these meetings 

the survey data were available, analyzed 

by divisions and even sections. This 

process has been repeated right on down 

to the first-line supervisor and in some 

instances to the employees in his work 

group. 

OBSERVATIONS CONCERNING 

THIS PROCESS 

Our experiences in these meetings— 

some 200 of them—have suggested fac¬ 

tors which we believe are important for 

securing maximum acceptance and utili¬ 

zation of survey results in any operating 

organization. Some of the major points 

emerging are: 

1. A High Degree of Participation 

and Personal Involvement Is 

Important 

Personal involvement not only de¬ 

creases the barriers to the utilization of 

data; it increases the probability that the 

results will be understood and emotion¬ 

ally accepted. It also yields positive mo¬ 

tivation to apply the results. 

The series of meetings we have just 

described are consistent with motiva¬ 

tional theory on several counts. The 

process consists of involving, through 

participation in research planning and 

analysis, the total line structure from top 

management down to the employees. 

The involvement of all individuals and 

groups who are likely to be affected by 

the findings must start at the very be¬ 

ginning of the project and increase as 

the project reaches the analysis stages. 

To wait until research results are avail- 
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able before attempting to secure partici¬ 

pation is likely to lead to rejection of the 

results. 

A high degree of personal involve¬ 

ment in the analysis and interpretation 

was obtained through having each su¬ 

pervisor who was engaged in any man¬ 

agerial or supervisory activity participate 

in two kinds of meetings. First, there 

was one or more meetings in which he 

participated as a subordinate with his 

associates and under the leadership of 

his chief, and secondly, there was one or 

more meetings where he participated as 

the chief of his group and conducted the 

meeting with his own immediate sub¬ 

ordinates. This latter compelled him to 

be familiar enough with the techniques 

used in the collection of the data and the 

over-all results so that he would have a 

good understanding of it. 

In many instances, as managers and 

supervisors participated in the analysis, 

they gained simultaneously a new aware¬ 

ness of the importance of the human 

problems of management, and a feeling 

of responsibility for initiating construc¬ 

tive action to solve such problems. They 

also tended to gain through discussions 

with their superiors and subordinates a 

somewhat better idea of what they could 

do to help solve these problems. 

It is important to note that part of the 

personal involvement achieved was ob¬ 

tained from following a procedure which 

differs substantially from that often used 

by the outside expert who has a fund of 

information available. Instead of assum¬ 

ing the role of outside experts ands tell¬ 

ing company officers and executives what 

to do, we asked persons at all levels of 

management to help us analyze the data. 

We recognized that their knowledge of 

company operations made them experts 

whose help we needed to interpret the 

data adequately. This action thus made 

the interpretations which emerged theirs 
rather than ours. 

2. Group Forces Are Important in 

Facilitating Attitude Changes and 

Redefinitions of Situations 

The procedure employed here in¬ 

volved working with groups rather than 

with individuals alone. Lewin2 and his 

students3 have emphasized the power of 

the interacting forces exerted by group 

members on one another. Participation 

in group discussions and group decisions 

concerning future action sets into motion 

pressures for action which are more ef¬ 

fective than when individuals alone 

are concerned. Through working with 

groups we attempted to make use of 

these continuing group forces. 

We found that the group situation 

seemed to be important for several rea¬ 

sons: 
a. Through group discussions the 

findings could be examined in a broader 

perspective because the group brought 

to the data experience that was richer 

and more varied than that on any one in¬ 

dividual. The research data stimulated 

discussion which tended to bring into 

the open the relevant information each 

member of the group had about a spe¬ 

cific problem and its causes. Often im¬ 

portant information or unrecognized 

problems which some members of the 

group had long known, were in this way 

brought into focus and dealt with con¬ 

structively. 

b. Group discussions, by allowing the 

pooling and exchange of this wider range 

of information, also provided the psy¬ 

chological situation in which superiors 

and subordinates at all levels could dis- 
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cuss possible solutions and thus give each 

other new and improved ways of not 

only viewing, but also of solving their 

problems. 

c. The discussion of the research data 

by groups compelled all members of the 

group to recognize openly the existence 

of the problems revealed by the data. Im¬ 

portant and serious problems which had 

long been bothersome were brought to 

light in an atmosphere and relationship 

which led to constructive attempts to 
solve them. 

d. Group discussions also helped su¬ 

pervisors at all levels—especially the 

new group members in organizational 

families—to learn what was expected of 

them by the group concerning their rela¬ 

tionship with subordinates, associates 

and their own chief. 

e. Group decisions concerning the 

next steps put powerful pressure, in the 

form of reciprocal expectations, on each 

member to carry out the decisions agreed 
to by the group. 

It is important to note that in many 

instances these groups were considering 

problems of inter-personal and inter¬ 

group relations which had been dis¬ 

turbed for some time and which were 

emotionally loaded. Problems which 

had been avoided because they were 

extremely difficult, were frequently 

brought out in the open by data. The ob¬ 

jective impartiality of the findings 

helped the members of the group to ap¬ 

proach these problems in a constructive 

problem-solving way. This body of evi¬ 

dence, therefore, provided each superior 

and his immediate subordinates with a 

chance to assess their organization’s long 

and short suits in human relations skills. 

Employees’ attitudes and feelings came 

to be facts, not things to be disregarded 

because they appeared to be too difficult 

to handle or did not clamor for imme¬ 
diate attention. 

3. It Is Important to Recognize the 

Hierarchical Structure of an 

Organization; It Is Also Essential 

to Understand and Utilize the Power 

Structure as Perceived by the Mem¬ 

bers of the Organization 

The sequence of meetings described 

above is consistent with what is known 

about the sociological and psychological 

implications of the hierarchical structure 

of American business organizations. Our 

data showed how different persons in the 

organization perceived the power roles 

of other persons in the line and in staff 

groups. As a rule, the particular set of 

managerial practices and beliefs found 

within a department—the managerial 

culture of an organizational unit—was 

determined primarily by the line rather 

than the staff. Moreover, the people at 

the top of each organizational unit— 

particularly if they were perceived as 

competent and powerful—were found 

to exercise more influence on the organ¬ 

ization than any other persons within it. 

In addition to carrying out direct orders, 

their subordinates also endeavored to do 

what they felt their superior desired, 

even on matters on which he had made 

no specific request. For these reasons, 

the series of meetings were started at the 

top of the line organization and worked 

down. We found that in those depart¬ 

ments where the people at the top took 

a genuine interest in the findings, stud¬ 

ied them and tried to apply them, that 

the data were discussed more adequately 

and used more constructively in working 

out action steps than where such interest 

was lacking. If the immediate line super¬ 

visor evidenced a concern about develop¬ 

ing a better understanding of human 
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relations problems, so did his subordi¬ 

nates. Higher levels of line management, 

by taking an interest in the factors affect¬ 

ing the morale of the non-supervisor 

employees, thus in a sense changed the 

environment within which supervisors 

at lower levels operated. 

It is important to mention that these 

sequences of meetings moved at differ¬ 

ent rates ?nd developed in different ways 

in different departments. The flexibility 

of the general procedure was such that 

it could be geared to the operating prob¬ 

lems and the psychological atmosphere 

which varied from department to depart¬ 

ment. We found that each supervisor in 

analyzing the data with his own group 

gave special emphasis to three or four 

specific points which seemed the most 

crucial to the problems that his group 

was facing. We also found that these 

groups did not dwell at length on those 

aspects of the survey findings which in¬ 

dicated where they were doing a good 

job but, after taking account of their as¬ 

sets, moved rather quickly to a consid¬ 

eration of their problems. 

We found that the chain of account¬ 

ability which we had expected would be¬ 

come operative through the structuring 

of meetings with organizational families 

—that is, the supervisor and his subor¬ 

dinates considering the survey findings 

together—was not sufficient to result in 

the maximum utilization of data. At the 

outset, we assumed that as the sequence 

of meetings moved down the structure, 

2nd different groups considered the find¬ 

ings and came to some tentative conclu¬ 

sions and proposals for action, that these 

results would be reported back up to the 

higher levels which had already consid¬ 

ered the data. We found this did not 

happen unless specific meetings were 

scheduled for this reporting back up the 

structure. The survey findings were 

much more fully utilized in those de¬ 

partments where the sequence of meet¬ 

ings was organized so that as the find¬ 

ings and discussions worked down the 

organization, the results on action taken 

were reported back up, than in those 

departments where the process went but 

one way—down. When top manage¬ 

ment was sufficiently interested to want 

to know how the results were interpreted 

and what action was taken, supervisors 

at lower levels were motivated to use the 

research results more effectively. 

4. Participation in the Form of Self- 

Analysis Is More Likely to Be 

Followed by Changes Than if the 

Analysis Is Made by an Outsider 

Like most of the other points we have 

made in this paper, this point and the 

specific procedures we used to imple¬ 

ment this point are not new. Clinical 

psychologists are well aware of the im¬ 

portance of self-analysis for bringing 

about change.4 
Some of the factors we have found to 

be particularly important are as follows: 

a. Objective survey data facilitate 

thorough and critical self-evaluations. 

The discussions concerning the problems 

of a particular organizational family 

were started from and centered around 

objective measurements about the situa¬ 

tion. This resulted in keeping the dis¬ 

cussions in a more objective and prob¬ 

lem-solving atmosphere than if the 

group had been considering less accu¬ 

rately based information. There were 

relatively few statements or interpreta¬ 

tions made by the outsiders to which an 

individual or a group could take excep¬ 

tion. At times the accuracy of some of 

the data was questioned, but an exami¬ 

nation of other relevant information led 
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with few exceptions to a recognition 

that the results were substantially cor¬ 
rect. 

b. The researcher can, by maintaining 

his role as researcher and being careful 

not to be drawn into the expert role, 

sidestep many of the individual and 

group protective mechanisms which ate 

set into action during any real evalua¬ 

tion of the self or the organization in 

which the self is deeply involved. In the 

group of meetings we described no out¬ 

side expert told any person what the 

data meant or what their problems wrere. 

The interpretations were worked out by 

the members of the groups themselves, 

with the Survey Research Center repre¬ 

sentative present to answer technical 

questions which the group leader could 

not answer about the data, their limita¬ 

tions, or the survey methods used in col¬ 

lecting the findings. The Center repre¬ 

sentative also answered questions on 

what additional tabulations and analyses 

could be prepared if the group was in¬ 

terested in getting further information. 

The researcher did not take the role of 

expert and make interpretations. As in¬ 

dicated earlier, he did sometimes ask 

questions for his own information and 

occasionally to focus attention on a spe¬ 
cific problem area. 

c. Timing and pacing is important in 

facilitating the acceptance of the data 

and gaining recognition of the need to 

act upon them. In those situations in 

which the survey results were quite dif¬ 

ferent from what had been expected, we 

found it was necessary to proceed very 

cautiously—preferably letting the indi¬ 

viduals who were surprised set the 

tempo. This meant letting the group 

pace itself in the speed with which it 

considered the different aspects of the 

findings, and also in determining the 

depth to which the analysis and interpre¬ 

tation of the data would go at any one 

meeting. These two factors were impor¬ 

tant in that they tended to reduce the 

number of times that resistances arose 

because the group members were not yet 

prepared to understand or ready to ac¬ 

cept certain findings as facts. 

d. It is important that the results be 

presented in a positive atmosphere. 

Every survey yields data showing that 

there are many excellent points about a 

given operation, as well as results indi¬ 

cating where certain things can be im¬ 

proved. It is useful to emphasize first 

the results which show what is being 

done well. Even when results are being 

presented on where the operation can 

be improved, it is important that the dis¬ 

cussion be oriented toward what the 

data suggest are ways to improve the 

operation. Emphasis on the possible 

means of improving enlists interest and 

consideration, while concentration on 

weaknesses or failures produces an 
avoidance reaction. 

e. Arbitrary insistence that the data 

are accurate, which is an implicit de¬ 

mand that the other individual make an 

immediate redefinition of the situation, 

only serves to increase the emotional re¬ 

sistance and the amount of time ulti¬ 

mately required before the findings are 

accepted and utilized. Examination of 

other relevant evidence was often help¬ 

ful. We also found it best to give the in¬ 

dividual ways to save face—let him 

explore all of the different possible 

meanings which the findings might be 

assumed to have—before going ahead. 

One of the most important things that 

an outsider can effectively do is to pro¬ 

vide the individual with the motivation 

to reexamine his psychological field and 

see if there are not even better interpre- 
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tations to the perceptual clues he has 

been getting and piecing together in a 

particular pattern which satisfies him. 

f. Presenting the results in simple 

non-technical language and in graphical 

presentation form is also important. Use 

of easily understood materials facilitates 

self-analysis by making the group realize 

that the data deal with its situation and 

are not something belonging to the re¬ 

search organization. 

In closing we would like to underline 

our conviction that effective human re¬ 

lations research in everyday organiza¬ 

tional situations requires skills in inter¬ 

personal relations on the part of social 

science research teams. From the work 

we have done so far, it also appears that 

the interpersonal skills required to do 

research successfully in ongoing, operat¬ 

ing organizations are based on the same 

fundamental principles as those required 

in communicating to others the results 

of human relations research. It is, there¬ 

fore, our judgment that research on 

these principles is an essential part of 

any program of research on human rela¬ 

tions. 
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PART III 

METHODOLOGICAL ISSUES: 

MEASUREMENT AND DESIGN 

Use of the scientific method in obtaining information distinguishes evaluative 

research from general evaluation processes. The basic methodological principles that 

apply to evaluative research are the same as those used in traditional scientific in¬ 

quiry. The situations with which the evaluative researcher is confronted, however, 

are such that the methods of social research must be applied in specialized fashion. 

The papers in this section are addressed to the methodological issues posed by eval¬ 

uative research. 

Greenberg offers a thorough and balanced presentation of the essentials of evalua¬ 

tion methodology, with emphasis on application to public health problems. Partic¬ 

ularly valuable is his treatment of the various levels of evaluation, ranging from 

measures of ultimate objectives to measures of inputs and program operations. 

Mann describes a number of technical issues and complications in the social en¬ 

vironment with which the evaluative researcher must contend. He emphasizes meth¬ 

odological and administrative problems common in evaluative research to support 

his argument that laboratory research is more likely to contribute to the scientific un¬ 

derstanding of behavior modification. Those who are satisfied that programs of di¬ 

rected social change are important enough in their own right to justify an emphasis 

on evaluative research may be more interested in Mann s insights into the evalua¬ 

tion process than in his larger thesis. 

A comprehensive statement on methodology, with reference to many specific 

evaluative research studies, is contributed by Hyman and Wright. Their statement 

of the implications of the cyclical nature of many programs and suggestions for con¬ 

ceptualizing the effects of programs are particularly valuable. Included is a discus¬ 

sion of their landmark study of the effectiveness of the Encampment for Citizenship. 

It is reasonable that evaluative research should be structured so that its conclu¬ 

sions are unbiased. Lerman claims that much evaluative research in the delinquency 

treatment field has been designed in ways that exaggerate actual program effective¬ 

ness. Some programs are successful only because they can be selective in accepting 

clients, and only those who complete treatments are considered for evaluation pur- 

153 



154 Readings in Evaluation Research 

poses. Lerman argues, then, that in evaluative research the population studied 

should include those who drop out or are pushed out of programs. 

Campbell recognizes that because social reform programs are conducted in a 

political arena, honest evaluation is often impossible. Yet, situations arise in which 

administrators have a serious interest in evaluative research and are in a position to 

structure programs so that evaluative research can be conducted. He suggests a num¬ 

ber of ingenious ways in which experimental designs can be adapted for evaluation 

purposes. Particularly valuable are his recommendations for the use of time series 

data. 

The challenge of applying evaluative research methods to complex, large-scale 

programs is addressed by Freeman and Sherwood. Citing their early experiences 

with Boston’s antipoverty program, they point out that in spite of serious obstacles, 

subjects sometimes can be randomly assigned to nontreatment or alternate treatment 

groups. In addition to concerning himself with program effectiveness, the evaluative 

researcher must deal with the efficiency of programs and their accountability, that is, 

the manner in which programs are actually implemented. Exposure of subjects to 

multiple programs is identified as a particularly difficult problem for evaluative re¬ 

searchers who are asked to sort out the effects of individual programs. 

Controlled experiments are the most powerful devices available for evaluative re¬ 

search; yet, they are politically and administratively difficult to utilize in the context 

of an action program. Rossi urges that this additional dilemma be dealt with through 

a two-phased strategy. Correlational designs should be used first for rough screen- 

ing. Experimental research then should be conducted on the more promising pro¬ 

grams. 

In the final selection in this section, Coleman argues that it is crucial that the eval¬ 

uative researcher focus on the criteria to be used in decision making, because his 

clients often are not aware of the appropriate criteria. Because information on the 

ultimate effects of programs frequently is unavailable, Coleman adds that program 

analysis often is an important arena for evaluative research. Citing examples from 

education, he shows that there may be important discrepancies between inputs and 

actual program operations. 



14. Evaluation of Social Programs 

B. G. Greenberg 

1. INTRODUCTION 

Governmental programs which pro¬ 

vide social and educational services to 

the public are generally costly in terms 

of money and manpower. Public ad¬ 

ministrators of such programs have the 

responsibility to account for their ac¬ 

complishments not only because of the 

scarcity of these resources but the some¬ 

times dreadful consequences which can 

result to the people from poorly admin¬ 

istered services. In health, educational, 

and welfare activities the damage caused 

by inadequate service is often irreversi¬ 

ble. It may be too late for the victims of 

poorly designed or inefficiently adminis¬ 

tered programs to have deficiencies cor¬ 

rected at a subsequent date. Public ac¬ 

countability requires advance planning 

such that, for the resources available, the 

best possible program is implemented at 

the outset both in design and perform¬ 

ance. 
The procedure by which programs are 

studied to ascertain their effectiveness in 

the fulfillment of goals is referred to as 

evaluation. It is the kind of follow-up 

one takes for granted in a field like med¬ 

icine. One would not look with favor 

upon the physician who failed to pre¬ 

scribe the correct medication for the 

given specific ailment or who was lax in 

determining the merits of this therapy. 

Therein lies the crux of the problem of 

evaluation—follow-up of therapy pursu¬ 

ant to a correct diagnosis. 

Although evaluation is defined as 

measurement of accomplishment with 

respect to a program’s particular target, 

meaningful study of this scoring opera¬ 

tion requires a look at the whole process 

of social programming. Programming 

starts much before establishment of the 

goals which are later evaluated. It would 

be a sterile exercise in statistical meth¬ 

odology to single out one discrete proc¬ 

ess, called evaluation, and to study it 

without considering the framework 

within which it is embedded. 

To what avail is the result of program 

evaluation if wrong targets had been 

chosen at the outset of the service? 

In statistical terms, this is equivalent 

to asking, "To what avail is the result of 

complex multivariate analysis if the 

basic data were invalid or the wrong 

variables had been chosen for study”? 

Both situations might be statistically 

valid from a methodological point of 

view but meaningless to the community 

of persons interested in application of 

the results. In the present paper brief 

mention will be made as to how statisti¬ 

cal methods can be used to study the 

whole range of problems that occur in 

social programming. The emphasis de¬ 

voted to evaluation as a special tool will 

then fit into its proper place rather than 

This investigation was supported (in part) by Public Health Service Fellowship 
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overshadow other important phases of 

the programming operation. 

To illustrate the process in program¬ 

ming, reference will be made to pro¬ 

grams in public health and medicine. 

The principles involved are generic and 

transference to other fields should be rel¬ 

atively simple. 

2. STATISTICAL METHODS IN 

PROGRAMMING 

The programming operation consists 

roughly of five stages listed below and 

described thereafter in limited detail. 

1. Measurement of need through 

community diagnosis. 

2. Program design and setting of 

goals. 

3. Measurement of service. 

4. Evaluation of goal fulfillment. 

5. Cost-benefit analyses and other in¬ 

put-output studies. 

Phase 1. Diagnosis 

A public program is provided because 

there is felt need for the services ren¬ 

dered. Such need might be taken for 

granted because of tradition at the time 

government is instituted (e.g. educa¬ 

tion and police protection), or the need 

established as a result of new demands 

by the public and/or interested groups. 

Regardless of the origin, it behooves the 

public official to design the program pur¬ 

posefully by measuring the needs in the 

community. This measurement process 

in public health is termed community 

diagnosis.1 

The process of diagnosis involves the 

compilation of a community profile in as 

complete and precise a manner as pos¬ 

sible. Thus, in estimating the need for a 

family planning or counselling program 

in the community, study should be made 

of fertility patterns, family size, birth 

rates, death rates, marriages, and hospi¬ 

tal admissions for abortion and compli¬ 

cations of abortion. In addition, surveys 

should be made regarding the knowl¬ 

edge, attitudes, and practices of family 

planning. This is by no means an all- 

inclusive listing of variables that need 

to be studied. The important thing is to 

study these indices in different geo¬ 

graphic and demographic units that can 

be readily identified to learn where the 

need is concentrated. 

Foolish would be the administrator 

who inaugurated a family planning serv¬ 

ice for the distribution of intra-uterine 

devices, say, where the knowledge and 

attitudes of the group were not appro¬ 

priate to the use of these contraceptive 

methods. It would take him up to the 

time of evaluation to realize that a more 

meaningful objective in such circum¬ 

stances would probably have been an 

education campaign among school chil¬ 

dren to prepare them to accept the use 

of these methods. 

The sources of information used in 

compiling the community profile in¬ 

clude: routine statistical data obtained 

by registration procedures (e.g. birth, 

death, and marriage certificates); mor¬ 

bidity reports; censuses and other demo¬ 

graphic studies; special surveys of the 

population for knowledge, attitudes, and 

behavior patterns: surveys of special 

groups (doctors, hospitals, insurance 

companies) and other sources contain¬ 

ing information about social and eco¬ 

nomic factors. 

To establish a community diagnosis of 

needs, some standards or norms must be 

available. The physician strongly sus¬ 

pects an individual’s blood pressure is 

abnormal because there is available to 

him data on what supposedly normal, 

healthy individuals manifest on this 
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characteristic. Lacking norms in commu¬ 
nity diagnosis, arbitrary rules have to be 
introduced to decide, say, that the 
death rate from a disease is too great, or 
that the illiteracy rate is too high. These 
rules (or lack of rules) call into play 
more subjectivity and personal judg¬ 
ment than when accepted standards ex¬ 
ist. 

To overcome the usual objection to 
arbitrary judgments, let us go back and 
consider how or when an individual is 
judged to be sick. 

Initially, we might agree that a person 
is ill when he cannot continue to per¬ 
form efficiently his usual role or occupa¬ 
tion. This concept of change in role per¬ 
formance does nothing for the person 
born blind, deaf, or otherwise congen¬ 
itally malformed. So, we enlarge the 
category of illness by allowing for the 
individual who differs physically or men¬ 
tally from 95 per cent, 99 per cent, or 
99.9 per cent of the remainder of his 
appropriate group. Whether the figure 
of tolerance is 95 per cent or 99.9 per 
cent is arbitrary and is dependent upon 
the severity of the disease and what one 
is going to do about it. For high blood 
pressure, we might be willing to call an 
individual deviant if he falls into the 
upper 5 per cent group. For blindness, 
we might employ only the upper 1 per 
cent or 2 per cent with regard to loss of 

vision. 
Both of these rules for diagnosing ill¬ 

ness, viz. change in role performance 
and deviation from central tendency, in¬ 
volve an arbitrary element in their defi¬ 
nition. 

How does this information help us in 

community diagnosis? 
First of all, we need to recognize that 

an arbitrary norm or standard may not 
be any less useful or functional merely 

because of its subjectivity. The level at 
which a death rate is tolerable (pro¬ 
vided one accepts the notion of non¬ 
immortality) may not be scientifically 
and objectively deduced but any rela¬ 
tively low figure can be valuable by serv¬ 
ing as a target at which to aim. Fortu¬ 
nately, there is in most fields a body of 
empirical knowledge available to help in 
setting realistic goals from a study of the 
community profile. For instance, if some 
other community has succeeded in 
achieving a given level, evidence exists 
that a goal at that level is attainable. 
Similarly, the presence or absence of a 
condition in individuals leads one to 
assume that perhaps the entire commu¬ 
nity (or 98 per cent, or 95 per cent) 
can achieve this same desirable state. 

At any rate, one must accept the fact 
that diagnosis is based upon norms and 
standards which are subjective. More¬ 
over, these standards are used as a basis 
for establishing goals and this process is 
discussed in the next stage of program¬ 

ming. 

Phase 2. Program Design and 

Objectives 

Based upon the statistical information 
collected for the community profile in 
diagnosis, a program should be designed 
with specific aims and targets such as the 
reduction of a death rate to a given level 
or the vaccination of p per cent of the 

population. The setting of goals gives 
direction to evaluation and is more im¬ 
portant from a statistical point of view 
than the detailed plans for rendering the 
service. There are two problems that 
arise in choosing program goals. 

a) Should the goal or objective be 

one which is attainable within one year, 

five years, or twenty-five years? 
Using the family planning program 
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once more as an illustration, should the 

purpose be to attain long range popula¬ 

tion stability, a lower birth rate, or sim¬ 

ply the immediate widespread use of 

recommended contraceptive devices? 

In certain social and economic plan¬ 

ning, the custom has developed to oper¬ 

ate within a so-called five-year plan. This 

has real merit on one hand but its uni¬ 

versal use tends to defer answering un¬ 

equivocally the evaluation question for a 

period of five years. 

A suggested way of examining the ad¬ 

vantages and disadvantages of using 

in evaluation immediate, intermediate, 

and long-range goals will be discussed in 

Phase 4, Evaluative Activities. Further 

discussion will be deferred until then. 

b) Having selected a particular set of 

time-dependent goals, there still re¬ 

mains a degree of arbitrariness with re¬ 

spect to the level stipulated, as discussed 

in the preceding phase on diagnosis. 

How low is low? 

Should a nation strive for a popula¬ 

tion growth rate of 1 per cent, 2 per 

cent, or 4 per cent per year? 

Should the annual death rate from 

tuberculosis be lowered to 100, 10, or 0 

per 100,000 persons? 

In addition to the points mentioned 

previously, it is helpful for the adminis¬ 

trator in choosing a level to envision the 

relationship that probably exists between 

amount of services and resultant bene¬ 

fits. This may be expressed in the form 

of a dosage-response curve such as the 

one shown in Figure 1. In this hypo¬ 

thetical formulation, the level of services 

on the abscissa might refer to the total 

amount of money spent for control of 

the disease (viz. money for tuberculin 

testing and immunization against tuber¬ 

culosis plus the treatment of active cases 

and follow-up of all contacts). The re¬ 

sponse or ordinate scale in the graph 

would represent the tuberculosis mortal¬ 

ity rate. The curve is based upon a 

MORTALITY 

GOAL 

Fig. 1. A hypothetical dosage-response relationship curve depicting how the arbitrary 
selection of a desired mortality rate can be converted into program needs. 
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model which attempts to relate input to 

output. 

Although the specific dosage-response 

curve may not be known or formalized 

for a particular problem, it is still help¬ 

ful to realize the existence of this kind 

of relationship. Even crude notions 

about the shape of the curve have led 

to the establishment of accepted stand¬ 

ards. From such curves, quotas in terms 

of level of services have been established 

in public health which serve as conveni¬ 

ent guides. For example, there exists a 

recommended number of health serv¬ 

ice personnel per 10,000 persons served, 

number of home visits per nurse per 

week, number of sanitary inspections 

per month, and a host of others. These 

are based upon the assumption that the 

specified amount of personnel and their 

activity will likely result in some desir¬ 

able condition. 

Similarly, in education, it is possible 

to plot the number of pupils per teacher 

on the abscissa and educational achieve¬ 

ment on the ordinate scale. From this, 

one might be able to decide upon the 

optimal size of a class. 

Standards and quotas can be estab¬ 

lished from a dosage-response curve by 

using something like the principle of 

optimal return. A point is selected on 

the ordinate where the rate of change in 

the slope is at a critical point. This is 

usually slightly above the origin but 

higher than the point where the lower 

tail on the right is flat and elongated (or 

its converse if high values on the ordi¬ 

nate are the desirable goal). 

An important contribution to pro¬ 

gram evaluation can be made by admin¬ 

istrators who accumulate data from 

which dosage-response curves or input- 

output surfaces can be estimated. Even a 

rough clue as to the relationship in¬ 

volved can serve as a guide to future 

planners. This is a plea for public offi¬ 

cials to make available data which can 

thus be used to relate input to output. 

Phase 3. Measurement of Services 

(Input) 

Along with the setting of goals dur¬ 

ing the previous stage, quotas and guide¬ 

lines are established to measure progress 

at periodic intervals. To learn whether 

the quotas are being filled service pro¬ 

viders must keep an account of their 

activities. 

For example, a family planning pro¬ 

gram should specify the expected num¬ 

ber of clinic visits per month. Each 

clinic must keep records to measure its 

progress against this quota and gauge its 

own progress from month to month. 

Furthermore, the program administrator 

can study all clinics during any one 

month to analyze why differing clinics 

vary in filling their quotas. 

This means that counts must be re¬ 

corded by the service providers or their 

helpers. To facilitate this recording in 

the field and so as not to interfere with 

the service itself, labor saving devices 

are commonly used. These take the form 

of precoded questionnaires, portable 

punch cards, mark-sensing devices, or 

even tape recorders. In the latter case, 

the material is coded or converted into 

usable form by a clerk or the person 

himself at a later time. However it is 

done, the basic data are compiled from 

records initiated by the program person¬ 

nel. 

The results of these compilations are 

called Service Statistics. They permit a 

statistical description of the services, the 

characteristics of those receiving and 
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those rendering the service, the place 

and time of the service, how the recip¬ 

ient’s needs were brought to light, and 

other features about the operations in¬ 

volved. 

These descriptions are of value to the 

program director and other supervisors 

as well as to the service personnel them¬ 

selves. These pieces of information, plus 

comparable data on financial costs, con¬ 

stitute the denominators that measure 

input discussed below in the input-out¬ 

put studies (cf. Phase 5). 

Phase 4. Evaluation (Output) 

This is the focal point of our discus¬ 

sion. To be of any value, the assessment 

assumes that suitable targets were se¬ 

lected during the design stage. In the 

present phase, an attempt is made to an¬ 

swer statistically what portion of the 

goal has been reached and how much of 

this can be credited to the program. 

Before considering the formal me¬ 

chanics involved in an evaluative 

scheme, much good can come from a 

pre-evaluation overview. This early ap¬ 

praisal, let us call it quasi-evaluation, 

starts by examining the details of a pro¬ 

gram even before service is rendered or 

data are collected. From this investiga¬ 

tion one might be able to predict likely 

outcome of the program using both a 

knowledge of the subject matter and 

general management science. 

For example, most health programs 

require early community and physician 

involvement in planning the service if it 

is to be successful. When a newly pro¬ 

posed health program ignores or pays 

little attention to the element of involve¬ 

ment, predictions of a probable poor 

outcome may be justified. 

Listed below are several items into 

which an experienced public adminis¬ 

trator would likely inquire during this 

pre-evaluation review. 

1. Organizational chart outlining the 

areas of responsibility, channels of com¬ 

munication, and ground rules for deci¬ 

sion making by members of the staff. 

2. The staffing of positions, proposed 

qualifications of personnel, plans for 

continued employment, promotion, in¬ 

centives, and staff morale. 

3. Plans for funding the program ini¬ 

tially and in later stages of develop¬ 
ment. 

4. Relationships with professional 

groups and other community agencies in 

both horizontal and vertical directions. 

5. Built-in designs for supervision, 

quotas and quality control measures. 

Early appraisal of a program using 

these general rules of management may 

avert a failure which true evaluation 

would require several months or years to 
detect. 

Looking now at true evaluation, the 

inevitable, crucial questions to be an¬ 

swered are how much of the objective is 

being reached, and whether such accom¬ 

plishment is due solely to the social pro¬ 

gram or to other concomitant and fre¬ 

quently uncontrollable forces in the 
community. 

A consideration of these questions 

will be undertaken in Section III. Before 

considering the statistical aspects dis¬ 

cussed in that section, however, it is well 

to reflect upon the kinds of goals that 

can be evaluated. 

Evaluation of accomplishment and, in 

fact, all output can be measured on a 

time scale which extends from imme¬ 

diate results to long range and ultimate 

goals. Ultimate goals may be specific, 

such as lowered mortality, or they may 
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Table 1. A Listing of Input and Output Variables 
Which Are Essential in a Program of Evaluation 

Input 
(Quasi-evaluation) 

Output 
(True evaluation) 

Immediate Goals 
Increase in knowl¬ 
edge, improved atti¬ 
tudes and practices. 

Intermediate Goals 
More positive 
health and im¬ 
proved status. 

Long-Range Goals 
Reduction in 
morbidity and 
mortality. 
-> ULTIMATE 

1. Administrative pattern 
a. Organizational chart 
b. Personnel staffing 
c. Funding plans 
d. Relationships with 

other agencies (hori¬ 
zontal and vertical) 

e. Built-in quality con¬ 
trol measures 

Reduced 
dissatisfaction 

Reduced 
disinterest. 

Reduced 
disease 

Reduced 
discomfort and 
deprivation 

Reduction 
in death 

Reduced 
disability 

2. Service statistics 
a. Operations analysis 

of services provided 
including crossclassi¬ 
fication by charac¬ 
teristics of services, 
recipients, and pro¬ 
viders of service 

b. Feedback and feed 
forward operations 
including compari¬ 
son with standards 
and quotas 

OTHER OUTPUT 

1. Accompanying favorable effects in community other than 
among recipients of service. 

2. Untoward side effects 

Output (in terms of goal fulfillment) 
FINAL INDEX Efficiency =---—--- 

Input (in terms of dollars, services and/or personnel time) 

be vague and refer to such concepts as 

increased levels of well-being or health¬ 

ful living. 

The possible outcomes for health pro¬ 

grams on this time scale are illustrated 

in Table 1. Immediate goals are based 

upon increments in knowledge about 

health and disease, improved attitudes 

towards the adoption of recommended 

health practices, and finally, adoption of 

the suggested pattern of behavior. Some 

of the immediate goals can be scored or 

measured almost spontaneously and usu¬ 

ally most of them are affected within a 

period of not more than about six to 

twelve months. 
The intermediate goals concentrate on 

the early benefits that are supposed to be 



162 B. G. Greenberg 

derived from the recommended health 

practice. If the health practice is vac¬ 

cination, for instance, the intermediate 

goal would be less disease. If the pro¬ 

gram consists of family planning serv¬ 

ices, the intermediate goal would be a 

significant decline in the crude birth 

rate or age-specific fertility rates. 

During the intermediate phase, there 

may also be other changes, more subtle 

in nature, taking place which reflect 

less discomfort and deprivation among 

members of the community. Less dis¬ 

ease, for instance, should be responsible 

for lower absence from school and in¬ 

dustry as well as reduced hospitalisation 

for that diagnostic condition. This 

means that the evaluation might be 

based upon an indirect, correlated re¬ 

sponse variable when measurement of 

the direct effect is too costly or impre¬ 

cise. 

Both the direct and indirect interme¬ 

diate changes require longer periods of 

time to appear than the immediate re¬ 

sponses. A three-to-five year period is 

not unreasonably long to wait before 

intermediate effects are detectable. 

The long range goals focus upon the 

eventual reduction of disability and 

death. Such effects may require ten or 

more years before being discernible. 

The output goals listed in Table 1 are 

all characterised by reductions in unde¬ 

sirable states. This is because the diag¬ 

nosis of needs was upon those same 

states and it is easier to measure devia¬ 

tions from health than to characterize 

well-being or positive health. All of the 

undesirable states listed in Table 1 start 

with the letter d, viz., disinterest, dis¬ 

comfort, disease, disability, and death. 

This mnemonic device is convenient in 

the field of health because data sources 

are expressible in the same letter, viz., 

doctors, dispensaries, departments of 

health and statistics, and domiciles. 

In selecting a goal for evaluation, suc¬ 

cess can be more rapidly ascertained by 

using an immediate goal. This has the 

obvious disadvantage of assuming that 

subsequent developments will continue 

favorably. For example, a family plan¬ 

ning program can be judged an early 

success if sufficiently large numbers of 

females accept and practice contracep¬ 

tion for the first time. To achieve a re¬ 

duction of the birth rate or an eventual 

stable rate of population growth, how¬ 

ever, the program will require not only 

the continued usage of contraception by 

these early clients but also an unending 

introduction of new clients in each co¬ 

hort of females. 

Another limiting feature about choice 

of an immediate goal is that changes 

from before to after are sometimes more 

difficult to detect. An intermediate goal 

involving reduction of the birth rate or 

death rate is relatively easy to ascertain 

in countries where there is dependable 

registration of vital events. On the other 

hand, detecting changes in knowledge or 

attitude may require highly sensitive 

measurement devices which are not 

available. Even changes in patterns of 

behavior are sometimes difficult to quan¬ 

tify when information must be based 

upon interviews and household surveys 

[2]. For example, in a program to im¬ 

prove mental hygiene in the home, how 

does one measure the emotional climate 

and stress in the home to see if changes 

have occurred? 

Fortunately, the choice of goal in 

evaluative activities is neither restricted 

nor unique. The evaluator is not neces¬ 

sarily limited to studying one target 
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alone but can examine a whole series of 

timed sequences. Furthermore, at any 

one time period, a recommended safe¬ 

guard is to look at cause-related variables 

of an indirect nature to detect changes 

in the status quo. This is a kind of insur¬ 

ance to protect the sensitivity of the 

evaluation. 

Expert opinion is often valuable in 

helping to decide the levels of success 

deemed feasible and realistic for a given 

community with specified resources. 

Owing to the fact that the level chosen 

for any target will be subjective, guid¬ 

ance by persons with experience in other 

communities is most helpful. 

Finally, the evaluator must reckon 

with the existence of unanticipated ef¬ 

fects regardless of the kind of outcome 

to be studied. Some of these accompany¬ 

ing side effects are favorable and might 

even overshadow in importance the 

main purpose of the program. Thus, in a 

family planning program based upon 

the insertion of intra-uterine devices, 

physical examination of the women 

might lead to early detection of uterine 

abnormalities. Similarly, the use of con¬ 

traceptive pills has been suggested as 

being valuable in preventing some forms 

of uterine cancer [9]. The latter finding 

has been challenged [10] but it illus¬ 

trates how a beneficial side effect could 

be important in assessing the full worth¬ 

whileness of any program. 

On the other side of the coin, there 

are genuinely untoward results that are 

also possible. Using the contraceptive 

pill again to illustrate the point, a sus¬ 

pected harmful effect is the premature 

development of blood clots and throm¬ 

boembolic phenomena [7], [11]. 

The two possibilities, good and bad, 

highlight the need for all agencies en¬ 

gaged in any kind of social program to 

be on the alert for accompanying side 

effects. Changes in the status quo of a 

dynamic, interwoven system of culture 

will result in many waves other than the 

one focused .on the targeted variable. If 

it is possible to assign a value judgment 

to the desirable and undesirable effects, 

the difference between the two might be 

considered as a kind of net output. 

A discussion of more technical statis¬ 

tical problems in evaluation will be re¬ 

sumed in Section III. 

Phase 5. Input-Output Studies 

This stage is concerned with an an¬ 

alysis of the benefits versus the costs, 

and is referred to as cost-benefit analysis, 

dosage-response curve, or an input-out- 

put study. The principle is simple in 

concept but difficult in application. 

The basic idea is to construct a model 

of how the important variables func¬ 

tion within the social system involved. 

Given an input or service as measured 

in Phase 3, we try to relate it to possible 

outcomes or output as measured in Phase 

4. The input might be expressed in 

terms of money, personnel, facilities em¬ 

ployed, or any combination of them. 

The most frequently encountered type 

of problem involving input-output is 

one in which the input is arbitrarily 

fixed and the aim is to maximize the 

output. Thus, an administrator may be 

told that he has X millions of dollars to 

spend for a program and his goal is to 

prevent the largest number of deaths or 

disease under this restriction. 

Another way of considering the input- 

output method of approach is to inquire 

how much input is required to produce 

a given level of output. For example, 

how much does it cost to prevent a case 
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of tuberculosis, or to achieve a year of 
birth prevention in a woman? 

Or, how many clinic visits are re¬ 

quired to prevent one birth? 

The answers to these questions be¬ 

come guidelines for the future. Thus, 

4 early experience in family planning con¬ 

firmed that the insertion of intra-uterine 

devices in approximately five eligible 

women would prevent one birth that 

year. Now, rightly or wrongly, this is 

frequently used as a rule of thumb in 

planning future programs of contracep¬ 
tion. 

The efficiency of competing social 

programs, determined by the ratio of 

output to input (or its reciprocal), can 

also be measured in this phase. This is a 

kind of operations analysis which is 

common to the military, growing quickly 

in industry, but only slowly seeping into 

social programming. Where skilled per¬ 

sonnel are scarce, the time has come in 

which output-input studies are indis¬ 

pensable tools of administration and 

where the most important input variable 

should be personnel time. 

Thus, suppose in a family planning 

clinic one obstetrician and two nurses 

can prevent one thousand conceptions 

per year. Is this more efficient than the 

half-time of an obstetrician and four 

nurses, or some other combination that 

involves health visitors and health edu¬ 
cators? 

Efficiency in social programs is not 

any less desirable than efficiency in in¬ 
dustry! 

3. STATISTICAL DESIGN OF 

EVALUATIVE STUDIES 

Evaluation of a social program is 

more closely related to and identified as 

a research endeavour than as a service 

function. This does not mean that serv¬ 

ice-oriented social programs have any 

less obligation to encourage and pro¬ 

mote evaluative activities nor does it 

imply that some other unit in govern¬ 

ment which is more research-oriented 

has the responsibility for evaluation. A 

well-designed social program incorpo¬ 

rates plans for evaluation at the outset 

of the operation. 

Evaluation as a research type of opera¬ 

tion does imply that the personnel in¬ 

volved in it should be free of any service 

functions. Separation of the two roles is 

not because of possible conflicts of in¬ 

terest—namely, that service personnel 

might consciously or subconsciously try 

to make a program appear favorable. 

One should assume that service person¬ 

nel will want to know the program’s 

true strengths and where the deficien¬ 

cies, if any, lie. To assure that this as¬ 

sumption holds, the point should be 

stressed again and again with service 

personnel that the evaluation is not a 

means of checking on their loyalty or 

ability nor is it being used as a kind of 

personnel grading scheme. 

The separation of staff for the two 

functions is to avoid a conflict in role at 

the time of rendering service. Persons 

gathering information for evaluation 

should be concentrating solely on that 

aspect and none other. 

The separation of roles does not nec¬ 

essarily require that two distinct staffs 

must be maintained, one purely for serv¬ 

ice functions and the other only for 

evaluation. The same personnel might 

be used for both activities by alternating 

their roles between service and evalua¬ 

tive functions. Not all staff should be 

required to rotate duties in this way but 

certainly all should be free to elect to do 

so. 

The scheme for evaluation does not 
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differ in principle from the usual experi¬ 

ment and resembles quite closely the 

clinical trial of a drug or the field trial of 

a vaccine. Methodology for such experi¬ 

mentation can be found in most statisti¬ 

cal textbooks or reference can be made 

to [5]. 

The basic design stipulates that one 

portion of the sampled population be 

allocated to the experimental treatment 

(i.e. the social program) and the re¬ 

mainder assigned to a comparison or 

control treatment, or placebo, and that 

this allocation should be done at random. 

After the passage of adequate time for 

the criterion event to develop, measure¬ 

ments are taken to ascertain changes in 

the response variables. Differences in 

response between the two groups are 

tested to determine their statistical sig¬ 

nificance before generalizing the ob¬ 

servations for the larger population or 

universe. 
The methods are simple enough in 

principle but difficult to apply in the 

case of field studies involving groups of 

human subjects. Let us consider five 

broad classes of statistical problems that 

almost always arise in this context. 

1. The first problem concerns the 

experimental units which are to be allo¬ 

cated to the differing treatments. Experi¬ 

mental units are supposed to be rela¬ 

tively equivalent to one another at the 

outset or, if not, to have covariables at¬ 

tached to them which can be adjusted so 

that equivalence prevails statistically if 

not physically. This requirement creates 

a host of problems in evaluation of so¬ 

cial programs because the experimental 

units will frequently be whole commu¬ 

nities. 
a) How can a set be constructed 

which contains truly equivalent commu¬ 

nities available for study? 

b) Can allocation be done at random 

within this set, especially if some com¬ 

munities are not ready or willing to ac¬ 

cept the social program? 

c) Can program officials justify the 

denial, during the length of time neces¬ 

sary for evaluation, of the supposed 

benefits of a social program to, let us 

say, one-half of the communities that 

are ready for it? 

d) Will there be cross-communica¬ 

tion between the two treatment groups 

which invalidates the original separa¬ 

tion for the experiment? 

These questions are not unfamiliar to 

the specialist in experimental design be¬ 

cause they arise whether the testing pro¬ 

gram involves animals, human subjects, 

or entire communities. Some partial re¬ 

plies to these questions are presented 

herewith in the same sequence as above. 

a) Experimental design recognizes 

that no two experimental units are truly 

identical and especially if the unit is a 

living organism. In one sense, each such 

unit is a population unto itself. On the 

other hand, all that experimental design 

requires is that the two groups should 

be as much alike as possible with respect 

to the more important variables, or ad¬ 

justable in these variables by an analysis 

of covariance. One of the roles of ran¬ 

domization is to balance the effects of 

the uncontrollable forces of variation. 

In some cases, the evaluator can take 

the whole community and divide it ran¬ 

domly into equivalent portions by using 

an unrelated or supposedly neutral var¬ 

iable. This might be done roughly by 

letters of the alphabet for family name, 

by Social Security numbers, or by certifi¬ 

cate number in the register of births, 

deaths, and marriages. An example of 

this type of allocation in evaluating a 

piece of health education literature is 



166 B. G. Greenberg 

illustrated in [6]. Where such division 

is possible, the design comes closest to 

constituting allocation at random with 

equivalence of the experimental and 
comparison groups. 

Where division of the community on 

some neutral category is not possible, a 

geographic classification or subdivision 

of the community is the next best 

scheme for generating experimental 

units. The least satisfactory and most 

questionable procedure is to classify the 

community into time periods, such as 

"before” and "after” the program. 

When the community has been sub¬ 

divided into constituent geographic re¬ 

gions, these smaller areas constitute ex¬ 

perimental units available for allocation. 

To safeguard against unforeseen possi¬ 

bilities, the principle of replication is 

used as a kind of insurance. Rather than 

a single experimental and a single con¬ 

trol area, it is much wiser to have 3 to 5 

or more small areas or communities in 

the experimental program and a like 

number in the comparison group. 

If it is possible to pair the constituent 

communities based upon a few major 

characteristics, considerable gain can be 

achieved by assigning at random one of 

each pair to the experimental program. 

No loss is sustained if the pairing was, 

in fact, unnecessary. A helpful refer¬ 

ence in pairing may be found in Cochran 

m. 
In the act of pairing two suppos¬ 

edly equivalent communities, attention 

should be focused upon trends rather 

than on the status quo. For example, 

consider a family planning program 

with a goal of lowering the overall birth 

rate. Suppose we observe two commu¬ 

nities, A and B, which have practically 

identical birth rates plus a few other 

vital features which are similar at time 

to- 
Is this sufficient evidence to pair the 

two communities? 

It is equally important to study the 

historical developments in the two com¬ 

munities which brought them to the 

point of having identical birth rates. 

Thus, the graph in Figure 2 shows that 

the two communities may have arrived 

at the common point by different paths 

and that this trend during the next five 

years might continue. That being the 

case, it would be folly to assume that 

the future birth rates in the two commu¬ 

nities would be equivalent in the absence 

of any special program. In other words, 

the communities should be equivalent in 

terms of expected future characteristics 
rather than simply their present status. 
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Fig. 2. Hypothetical graph of the crude 
birth rates in two communities before and 
after the start of an experimental program 
at time t0. 

b) Within the broad geographic area 

to be covered by the program, only 

those communities which are ready and 

willing to accept the program should be 

considered eligible for the randomiza¬ 

tion process. This might entail assistance 

to some communities in order to prepare 

them for the program and then if they 

are assigned to a control comparison 
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group, to risk loss of their faith and co¬ 

operation. 

This problem is not unrelated to item 

(c) discussed immediately below. One 

solution is to avoid a true placebo but to 

substitute, in its stead, a comparison so¬ 

cial program where the goal of evalua¬ 

tion is to learn which program is better 

or more efficient. Another solution is the 

proper indoctrination of the communi¬ 

ties beforehand so that they are prepared 

to accept various experimental designs 

like switch-over trials, latin squares and 

randomized blocks, which provide each 

participant community with a sampling 

of all the programs over a period of 

time. For such designs, a standard text 

on experimental design, such as Cochran 

and Cox [3}, can be useful here. 
c) A social program is usually being 

evaluated because its effectiveness may 

be in doubt. If a program is still experi¬ 

mental and has not been established as 

being worthwhile, temporary denial of 

its services to a community should not 

be penalizing or prejudicial. This argu¬ 

ment will, unfortunately, not carry much 

weight in convincing community lead¬ 

ers that it is just as good to be a control 

area. They will still feel, and perhaps 

rightly so, that any program providing 

social service must have more positive 

values than negative ones. The only so¬ 

lution is to resort to experimental de¬ 

signs which provide all communities 

with a variety of treatments at different 

times. As mentioned above, good de¬ 

signs are available for this purpose and 

appropriate ones can even measure re¬ 

sidual and carry-over effects as the treat¬ 

ments change during the different time 

periods. 
d) Cross-communication between 

communities, or groups within one com¬ 

munity, will inevitably occur and espe¬ 

cially when the social program has an 

educational or learning aspect. Evidence 

of cross-communication is, of course, an 

accompanying beneficial side effect be¬ 

cause it means the program is affecting 

more than the direct recipients. 

An interesting side experiment can be 

carried out if distances between experi¬ 

mental and control groups within each 

pair are used as an additional variable 

to measure the degree of cross-commu¬ 

nication. Thus, suppose program differ¬ 

ences are practically non-existent where 

the two communities in the pair are ad¬ 

jacent to one another but the program 

differences increase with the distances 

separating each pair. Not only can cross¬ 

communication be substantiated here 

but an attempt made to estimate its spa¬ 

tial relationship. Cross-communication 

can sometimes be established by time 

comparisons as well as by space com¬ 

parisons. 
If cross-communication is present and 

can not be related to time or distance 

between pairs of communities, what ef¬ 

fect does this have upon the evaluation 

scheme? 
Cross-communication tends to dimin¬ 

ish true differences between experi¬ 

mental and control groups and therefore 

lowers the probability of rejecting the 

null hypothesis. If the null hypothesis is 

rejected despite the presence of cross¬ 

communication, the estimate of program 

effectiveness is obviously a minimal one. 

To maintain the power of the evalua¬ 

tion procedure efforts should be made to 

minimize cross-communication if it can 

not be measured. 

2. The second type of problem in ex¬ 

perimental design involving social pro¬ 

grams is concerned with the difficulty of 
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confounding the merits of the program 

with the personnel involved. In any 

service regimen the testing procedure 

consists of evaluating the program in 

the hands of specified personnel rather 
than the program per se. 

The surest way to untangle the con¬ 

founding is to rotate personnel so that 

every worker spends an equal amount of 

time on each treatment or within the 

framework of the experimental design. 

Again, this principle is simple in con¬ 

cept but difficult to implement. Service 

personnel can not be moved about as 

pieces in a chess game. Moreover, the 

effectiveness of service personnel, fre¬ 

quently depends upon the close, per¬ 

sonal relationships they attain over long 

periods of time and they resent frequent 

interruptions of this relationship. The 

evaluation must strike a compromise 

here in order to have as much staff rota¬ 

tion as possible under the circumstances. 

Staff rotation does not solve all of the 

problems in this category. Service per¬ 

sonnel often express a preference for or 

are better skilled in one kind of service 

than another. If evaluation is to ascer¬ 

tain the effectiveness of the program 

when serviced by the average type of 

employee in the field, the service per¬ 

sonnel should not be assigned to that 

particular treatment for which they ex¬ 

press a preference. Those assigned to 

each treatment should represent a cross- 

section of interest, motivation, and abil¬ 

ity for that particular regimen. In spite 

of the foregoing, personnel should not 

be forced to render service relating to 

a particular treatment to which they are 

strongly opposed. 

An interesting example in the field of 

medicme will illustrate this problem 

and the solution adapted. In gastrectomy 

for duodenal ulcer, some surgeons testi¬ 

fied as to the superiority of operation 

type 1, and others did likewise for op¬ 

eration type 2. Each school of surgery 

had compiled reams of evidence report¬ 

ing on the percentage of successes 

achieved by its own type of operation. 

The data from the two groups were not 

comparable, randomization had not been 

practised, and no valid inferences could 

be drawn about the relative merits of 
the two types of operation. 

A clinical trial was thereupon de¬ 

signed to answer the question as to 

which type of operation would be su¬ 

perior if a group of young, uncommitted 

surgeons could be taught to perform 

both operations equally well. The surgi¬ 

cal plan which was devised required each 

participant surgeon to be available for 

both types of operation and each case 

was determined by a random selection 
procedure. 

There was a small clique of older sur¬ 

geons, however, who insisted upon per¬ 

forming only the single operation which 

they felt was superior and they would 

be unavailable for rotation. The partici¬ 

pation and co-operation of this senior 

group was necessary to make the trial 

feasible and acceptable to surgeons else¬ 

where. Rotation being out of the ques¬ 

tion for them, and probably wisely so, 

each type of operation was controlled so 

as to have an identical number of these 

"committed” surgeons in addition to un¬ 

committed ones performing both types 

of operation. Comparisons between the 

two types of operation could be made 

within the committed group, the uncom¬ 

mitted group, and the total. 

3. The third statistical problem in¬ 

volves a decision about the timing of 

measurements to be taken after the start 

of the program. In addition to the base 

or initial measurements which might be 
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available from the community diagnosis 

stage, the question arises whether sub¬ 

sequent measurements should be taken 

more than once and, if so, how often? 

Also, how long after the start of a 

program should the final observations be 

made for evaluative purposes? 

There is no panacea to this problem. 

Some clues as to the relative merits of 

repeated measurements, and their fre¬ 

quency, can be obtained from the litera¬ 

ture of growth studies [12}. In these 

types of studies, however, repeated 

measurement is likely to have little or no 

effect upon subsequent development. In 

community studies, on the other hand, 

the measurement process might become 

intertwined with the regimen itself and 

this in turn may influence program par¬ 

ticipation and/or effectiveness. 

To facilitate the taking of periodic 

measurements without unduly influenc¬ 

ing the program, observations can be 

conducted upon small samples of the 

population receiving the services of each 

program. By periodic sampling of non¬ 

overlapping segments, costs are reduced 

and observations are less likely to be 

autocorrelated. In some cases it is also 

possible to use successive samples with 

partial replacement of the units sampled, 

and this method is discussed by Patter¬ 

son [8]. 
By taking periodic observations, also, 

changes in the differences between treat¬ 

ment groups are more likely to be 

identified and traceable. The timing of 

the maximum differential effect between 

programs is thereby ascertainable. This 

is important because many social pro¬ 

grams produce a small initial im¬ 

provement which blossoms to a peak, 

eventually declines, and may disappear 

altogether. By spacing the observations 

over time in discrete non-overlapping 

samples, type II errors can be minimized 

as well as learning if program accom¬ 

plishments are temporary or more per¬ 

manent. 
A natural guide for the timing of 

final observations is, of course, the type 

of goal selected for evaluation. Goals 

with an immediate effect require early 

observation. Similarly, it would be fool¬ 

ish to expect any rapid change in a cri¬ 

terion based upon a goal far out to the 

right of the time scale displayed in Table 

1. 
To sum up the recommendations re¬ 

garding the timing of measurements, the 

first approximation should be based 

upon the nature of the goal to be evalu¬ 

ated. Having judged the expected time 

of its fulfillment, small, discrete samples 

should be selected for observation start¬ 

ing no later than one-half this expected 

time and extending to at least twice the 

expected period. 
4. The next statistical problem in 

evaluation concerns the mechanics in¬ 

volved in making the observations. In 

principle, the observer should be un¬ 

aware as to which service program that 

particular community had been receiv¬ 

ing. 
The basic notion of a "double blind” 

field trial is at stake because complete 

concealment is obviously impossible. In 

fact, whenever an experiment is based 

upon an activity in which service is ren¬ 

dered to human subjects, concealment of 

treatment identification is impossible 

from both the experimental unit and the 

service provider. In medicine, for in¬ 

stance, it is literally impossible to con¬ 

ceal from either the recipient or the 

donor the nature of the services rendered 

in psychiatric counselling, surgery,2 nurs¬ 

ing care, prenatal obstetric care, and 

others. 



170 B. G. Greenberg 

In social programs involving the com¬ 

munity, one might argue rather convinc¬ 

ingly that an integral portion of the pro¬ 

gram is the community’s involvement 

and awareness of it. Psychological and 

motivational benefits might be inextrica¬ 

bly combined with the service and this 

total package is what should be evalu¬ 

ated. In this case, any attempt to con¬ 

ceal the knowledge from the community 

that the program was underway or to 

mask its identity would, in fact, be 
wrong. 

Regardless of the steps taken to con¬ 

ceal, or not, the nature of the program 

from the community, it is absolutely 

imperative that final measurements on 

the criterion or response variables should 

be made by unbiased observers who are 

unfamiliar with the identity of the pro¬ 

gram. One way of promoting this is to 

select observers who were not involved 

in providing the service in that particu¬ 

lar community. This procedure reaffirms 

the principle of separating the staff roles 

discussed at the beginning of this sec¬ 

tion. 

5. Finally, the question of sampling 

and the applicability of tests of signifi¬ 

cance face the statistician-evaluator. So¬ 

cial programs generally are based upon 

whole communities consisting of large 

numbers of people. If tests of signifi¬ 

cance are appropriate here, the sampling 

errors are probably negligible in com¬ 

parison to the magnitude of the non¬ 

sampling errors. 

In most cases of program evaluation, 

there is likely to have been sampling in¬ 

volved either in space or time, or both. 

Therefore, even if the whole city or state 

is participating in the program under 

evaluation, one can consider it as a sam¬ 

ple from a universe which is time- 

oriented in its repetitiveness. That is, 

the question being posed is whether the 

program will continue to be effective 

next year, and the next one after that, 

and so on. 

This approach to the sampling prob¬ 

lem makes sense statistically although it 

is not a realistic appraisal of life. The 

program will inevitably change during 

the following years as the population 

migrates, ages, and its diagnosis under¬ 

goes modification. Similarly, the service 

personnel and administrators will change 

with time and all of them, whether de¬ 

sired or not, were part of the program 

that was evaluated. 

As a kind of insurance policy, how¬ 

ever, it is probably wiser to test for sta¬ 

tistical significance when in doubt about 

the appropriateness of doing so. The risk 

of reaching a wrong conclusion by ac¬ 

cepting the null hypothesis is not in¬ 

creased very much by testing because the 

sampling errors will usually be negligi¬ 

ble. To compensate, of course, there is a 

reduction in the chance of erroneously 

rejecting the null hypothesis. 

As in other uses of significance test¬ 

ing, the statistician must stress with the 

program administrator that testing is 

not in any way related to validating the 

social importance of changes wrought 

by the service. The distinction between 

sampling errors and importance of an 

effect is no less necessary in social pro¬ 

gramming than in other statistical oper¬ 

ations. 

4. ASSESSMENT PROCEDURES WHEN 

EVALUATION IS NOT CONTROLLED 

As discussed in the previous section, 

valid evaluation of a social program de¬ 

mands the same exactitude as any con¬ 

trolled clinical trial including random 

allocation of treatments, use of placebo 

controls or comparison groups, double 
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blind features and significance testing of 

differences observed in the response var¬ 

iables. These requirements are more dif¬ 

ficult, and sometimes impossible, to ful¬ 

fill in dealing with communities as 

experimental units and where social pro¬ 

grams based upon rendering service 

constitute the experimental regimen. 

These difficulties, real as they are, must 

not preclude the effort by program ad¬ 

ministrators to attempt good evaluative 

designs nor ever to justify no evaluation 

at all. If any of the desiderata are re¬ 

laxed, the evaluator must try to ascertain 

the risks of permitting such deviation 

and its possible effect upon any infer¬ 

ences. 

For instance, let us suppose that ran¬ 

dom assignment is impossible in a spe¬ 

cific program evaluation. The investi¬ 

gator should take every precaution to 

measure how paired communities differ 

and, at least, try to correct for any imbal¬ 

ance. Techniques such as analysis of co- 

variance, age adjusted and standardized 

rates, and similar tools are helpful {4}. 

This does not imply that analysis of co- 

variance corrects or adjusts for lack of 

randomization. Systematic designs and 

the use of communities which volunteer 

for only one regimen are non-random 

and no amount of statistical manipula¬ 

tion will overcome this defect. It is some 

comfort, nevertheless, to know that ini¬ 

tial differences were at least adjusted 

statistically by use of a device like a 

standardized rate. 

Likewise, suppose concurrent control 

or comparison communities were not in¬ 

cluded in the evaluation design at the 

time services were implemented either 

because of oversight or difficulty in pro¬ 

curing them. A frequently used method, 

unsatisfactory as it is, is to use each com¬ 

munity as its own control over time. In 

this way, several points from the past are 

selected to establish a trend so that ex¬ 

pected values without the program 

might be forecast for the community. In 

this procedure, owing to the absence of 

randomly allocated placebo controls, sev¬ 

eral adjacent and distant communities 

without the program should also be ex¬ 

amined in the same way. The degree of 

change over time in the non-program 

areas provides some expectation of what 

might have happened in the study com¬ 

munity if it did not have the program. If 

the trends in the two classes of commu¬ 

nities are similar, it would certainly 

appear that the service program was 

not primarily responsible for observed 

changes. 

Another approach to the use of a 

community as its own control is to clas¬ 

sify the services rendered according to 

characteristics of its recipients. Then, 

changes within the study community 

should be concentrated among those 

groups receiving the most service. By 

dividing the community into groups ac¬ 

cording to the amount of service re¬ 

ceived by each segment, one is essentially 

using segments of the community to 

serve as controls. This is a type of inter¬ 

nal control. 

An illustration will help to elucidate 

this point. Consider the plight of a city 

in South America which was faced with 

a large and rapidly increasing problem 

of abortion. Hospital admissions caused 

by complications resulting from abor¬ 

tion induced for non-medical reasons 

were almost 25,000 cases per year.3 

Owing to the rapidly rising rate of 

hospital admissions, family planning 

programs were started in several health 

districts throughout the city. Control 

health districts seemed impractical be¬ 

cause census studies showed that the 
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populations migrated frequently not 

only within the city but back and forth 

between city and farm. Not only would 

cross-communication be severe but the 

calculation of rates of hospital admis¬ 

sions with this diagnosis for each district 

would be quite invalid. The denomi¬ 

nators needed for such health district 

rates would be complete guesswork. 

After the start of the family plan¬ 

ning programs, the hospital admissions 

with this diagnosis for the total city 

started to decline about 4-5% per year 

for each of the first two years. The de¬ 

cline was even greater when measured 

against the expected number of cases 

from a projected trend line based upon 

previous years. 

Was the family planning program 

entitled to take credit for this decline? 

The use of other cities for compara¬ 

tive purposes, as suggested above, would 

not have sufficed because there were also 

changes during this same period of time 

in the definitions of and requirements 

for eligibility for hospitalization and 

other services under the country’s Na¬ 

tional Health Service. These changes 

were not implemented uniformly 

through the country and the whole pat¬ 

tern was mixed up. 

Hence, the only internal controls pos¬ 

sible were obtained by subdividing the 

community according to the characteris¬ 

tics of those using the family planning 

service. The age distribution of the fe¬ 

males using the service could be reliably 

and validly determined from good rec¬ 

ords that were available in all the clinics. 

Alongside this distribution of service re¬ 

cipients were placed the data on hospital 

admissions for Years 0, 1, and 2, classi¬ 

fied by age. Again, such data were fairly 

accurately determined from the hospital 

records. (The data on hospital admis¬ 

sions for this diagnosis for Year 0 could 

be either the expected number of admis¬ 

sions in Years 1 and 2 based upon the 

previous trend or the figure could be the 

actual annual number of admissions in 

the one or two years prior to the start of 

the program.) Thus, the proposed data 

table might look like the one shown in 

Table 2. 

The statistical analysis would measure 

how the service recipients were corre¬ 

lated by age with the changes in hospital 

admission rates. As shown in Table 2, 

changes in the hospital admission rates 

are measured by the ratio of observed 

admissions to expected admissions. Ob¬ 

viously, in addition to the "ratio” of the 

hospital admissions, attention could also 

be focused on the "difference” in the 

numbers of hospital admissions. 

Simple statistical procedures involving 

ranks and other nonparametric proce¬ 

dures would be useful in relating the 

changes reflected in the last three col¬ 

umns with the three columns measuring 

the beneficiaries of the service. Intui¬ 

tively one would expect that the age 

group receiving the greatest amount of 

service should reflect the maximum gain. 

This expectation is based upon certain 

plausible assumptions about equal need 

and viability at various age groups. 

From a technical point of view, minor 

adjustments in the proposed tabulation 

need to be taken into account to adjust 

for movement or graduation from one 

age group to another as the program de¬ 

velops in time from Year 0 to Year 2. 

Alternatively, a cohort method of analy¬ 

sis based upon year of birth rather than 

age could be used to handle this problem 

satisfactorily. 

In the suggested tabulation and analy¬ 

sis, the service recipients and the hospi¬ 

tal admissions were classified by age of 
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Table 2. Proposed Tabulation of Services and Hospital Admissions, 

Classified by Age, for Years Prior to and 

After Start of the Program 

Age Group 

(years) 

Number of 

Recipients of 

Service by Year 

Y ear Y ear Y ears 

1 2 1 &2 

Hospital Admissions by Year 

Number 
Percent Changes 

Year Year Year 

0 1 2 Year 0 

Y ear 1 Y ear 2 Y ears 1 & 2 

Year 0 2 * Year 0 

15-19 

20-24 

25-29 

30-34 

35-39 

40 and over 

Total 

mother or year of her birth. One should 

do identical analyses with all other var¬ 

iables which are reliably measured both 

in terms of services received and hospi¬ 

tal admissions. In the present situation, 

this would certainly include marital sta¬ 

tus, number of living children, and birth 

parity of the mother since both sets of 

records were adequate for these varia¬ 

bles. Other demographic variables which 

are always worth considering are race, 

sex, occupation, education, and level of 

income. In the case of medical and 

health data, additional variables that 

are frequently available include height, 

weight, other physical features, blood 

groupings, blood pressure, personality 

type, smoking habits, dietary patterns, 

and others. 

In the analysis of data in the recom¬ 

mended form, let us suppose that the 

family planning service had been con¬ 

centrated among married mothers with 

three or more children and who were 

20-29 years of age, from a low socio¬ 

economic group. Let us further suppose 

that this was the very group which ex¬ 

perienced the greatest decline in hospi¬ 

tal admissions for complications of non- 

medically induced abortions. 

Does this relationship prove that the 

family planning service was responsible 

for the decline in hospitalization? 

Unfortunately, it does not! We can 

not associate probability inferences to 

any statement rejecting the null hypoth¬ 

esis in this type of observational data 

or analytic survey. On the other hand, 

we would probably be willing to cast 

aside any notions of a causal relationship 

if the association between the two varia¬ 

bles did not show up in the data. The 

argument would be that since this group 

of women who had so much service did 

not show any improvement in the rate 

of hospitalization, whereas other groups 

of females did show improvement, it 

seems reasonable to conclude the family 

planning service was ineffectual in re¬ 

ducing hospitalization. 

One may question the wisdom of con¬ 

ducting this unilateral approach which 
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does not prove the existence of a causal 

relationship but which can be helpful in 

disproving it. 

Why do it? 

The answer depends upon the pur¬ 

pose of the analysis and what decisions 

are to be based upon it. If the aim is to 

establish scientific evidence that a pro¬ 

gram did indeed cause some desirable 

effect, the evaluation must be along the 

lines of the controlled field trial with 

random allocation and all the other de¬ 

tails. This is the limitation resulting 

from our existing knowledge of the 

scientific method and the requirements 

currently accepted to establish causal re¬ 

lationships. 

If, however, the aim is to recommend 

to health administrators what kinds of 

programs are likely to be effective, the 

need for scientific proof is not as strin¬ 

gent. The association of the two variables, 

hospital admissions and services re¬ 

ceived, in specific demographic groups 

does tend to lend credence to a causal 

relationship in a way which is quantita¬ 

tively immeasurable. This belief is sub¬ 

jective but if enough persons of recog¬ 

nised authority accept the idea, there 

would seem to be sufficient ground to 

base health programs upon the relation¬ 

ship. After all, deferral of a social pro¬ 

gram while waiting for the scientific 

proof to appear can be a disastrous deci¬ 

sion in some fields of application. The 

decision maker must reckon with the 

loss caused by a wrong decision in either 

direction. Nowhere is this more beauti¬ 

fully illustrated than in the present con¬ 

troversy regarding lung cancer and ciga¬ 

rette smoking. 

NOTES 

1 The activity may be denoted by other designations in different fields of application. 
2 In surgery, sham operations are sometimes performed to mask the identity of the 

treatment from the subject. This masking effect is particularly important in those areas 
where the psychological impact is likely to be as important, if not more, as the physio¬ 
logical benefit. This practice in surgery raised an ethical and moral issue which needs to 
be considered and resolved in every case of its usage on each subject. 

3 If one assumes that there was at least one satisfactory or successful abortion for each 
one requiring hospitalization, the size of this particular city was such that somewhere 
between one-fourth and one-half of all pregnant women were having abortions per¬ 
formed. No one would question that this is a high rate of nonmedically induced abor¬ 
tion. 
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13. Technical and Social Dijjiculties in the 

Conduct of Evaluative Research 

John Mann 

Underlying the physical realities of 

evaluative studies is a clear scientific 

model. It is so simple that it can be stated 

in one sentence: In order to perform an 

evaluative study it is necessary to com¬ 

pare the amount of change experienced 

by members of two equivalent groups, 

only one of which is exposed to the be¬ 

havior-change process. 

To design such a form of investiga¬ 

tion it is necessary to define the method 

of behavior change to be applied, se¬ 

lect appropriate measures of the change, 

and apply the process to one of two simi¬ 

lar subject groups. Nothing could be 

simpler than this, or so it would appear. 

However, in practice the application of 

this straightforward abstract model leads 

one into a maze of technical obscurities 

and problems created by social pressures, 

which collectively interact to make eval¬ 

uative studies one of the more difficult 

ventures in the social sciences. This Ap¬ 

pendix is designed to document this 

statement and can be taken as a sad ex¬ 

ample of such scientific experiences, an 

illustration of the vast gap that may sep¬ 

arate the logical model underlying the 

experimental investigation and the real¬ 

istic issues that must be faced to translate 

this model into research experience. 

The relevant material is presented in 

"Technical and Social Difficulties in the Conduct of Evaluative Research" is reprinted 

with the permission of Charles Scribner’s Sons from CHANGING HUMAN BEHAV¬ 

IOR, pages 177-189, by John Mann. Copyright © 1965 John Mann. 
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two parts: first, the technical require¬ 

ments that complicate this form of re¬ 

search endeavor, second, the types of 

hindrances that arise from the social en¬ 

vironment within which the research is 

usually conducted. Both the design ele¬ 

ments and practical necessities must be 

resolved in order to perform evaluative 

research successfully. It is this joint re¬ 

quirement that traps those who are at¬ 

tracted to evaluative research as the di¬ 

rect approach to the study of processes 

designed to alter and improve the qual¬ 

ity of human performance. 

TECHNICAL ISSUES 

Measuring the Effect 

of the Treatment 

All evaluative studies are designed to 

measure the nature and extent of the 

change induced by the given treatment. 

However, it is the reliability, appropri¬ 

ateness, and independence of the instru¬ 

ments used to measure the change that 

help to determine the extent to which 

it can be detected. The results of any 

study are, therefore, partially determined 

by the instruments selected. This selec¬ 

tion needs to be carefully considered in 

terms of (a) the claims made for the 

process under evaluation, (b) the instru¬ 

ments currently in use, and (c) the 

amount of time actually available for 

testing. 

Unfortunately, all instruments, re¬ 

gardless of their degree of methodologi¬ 

cal sophistication, are open to various 

forms of bias, which must be either con¬ 

trolled or taken into account when one 

interprets the data that they provide. 

Even the best evaluative technique re¬ 

mains open to misuse and some instru¬ 

ments, such as rating scales to be filled 

out by practitioners regarding the prog¬ 

ress of their subjects, almost demand 

biased response. The practitioner, for ex¬ 

ample, may want to demonstrate his 

competence and, therefore, indicate 

change where none has occurred; or he 

may have faith in his method and be¬ 

lieve that change must have occurred, 

even if, in fact, it has not. 

Similar problems arise with regard to 

the subjects’ self-ratings of progress, 

which may be influenced by desire to 

please or to be socially acceptable. Even 

such objective and standardized instru¬ 

ments as personality questionnaires are 

subject to response biases of various 

kinds, such as a tendency to give only 

moderate or only extreme responses, a 

tendency to agree with all statements, or 

an attempt to provide answers that are 

acceptable rather than true. 

Another problem relating to the 

measurement of change concerns the in¬ 

teraction between measurement and 

method. Certain test instruments in com¬ 

bination with certain change processes 

may indicate an amount of behavior al¬ 

teration that is out of proportion to the 

actual change produced by the method 

itself. Such an interaction between meas¬ 

urement and method can occur when 

the experimental subjects, because of the 

nature of the change procedure to which 

they are subjected, learn to guess how 

the experimenter wants them to respond 

to the test instrument. In other cases, the 

nature of the evaluative test may simply 

sensitize the subjects to some aspects 

of the treatment; in such a case, the in¬ 

strument actually becomes part of the 

change process. 

The Effect of the Practitioner 

In the typical evaluative study re¬ 

ported in the literature, one or perhaps 

two practitioners are used with one or 
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two groups of subjects, which may vary 

in size depending on the requirements 

of the particular study. Under these con¬ 

ditions, it is difficult or impossible to dis¬ 

tinguish between the effect on the sub¬ 

ject of the method and that of the practi¬ 

tioner applying it. The method itself 

may produce change; the practitioner, 

regardless of the method, may produce 

change by virtue of his own personality; 

or, a method when administered only 

by certain practitioners may produce 

change. Unless the experimental design 

is formulated in such a manner as to 

distinguish among effects produced by 

these possibilities, the results obtained 

are necessarily ambiguous. 

There are a variety of ways in which 

the practitioner himself may produce 

change. First, his personality may influ¬ 

ence the subjects. This possibility is es¬ 

pecially important in view of the find¬ 

ings of the psychologist Fred Fiedler 

that the personalities of expert thera¬ 

pists of different schools resemble those 

of well-adjusted persons in the commu¬ 

nity at large. This suggests that expert¬ 

ness in therapy may be largely due to 

the therapist’s own personal adjustment 

rather than to any particular method that 

he uses. 
Second, it is necessary to consider the 

degree of expertness that the practitioner 

has with the method he uses. Expertness 

is partially related to the amount of pre¬ 

vious experience and partially to ability. 

Since practitioners are not equal in either 

ability or experience, it is necessary to 

control for these characteristics if the 

results are to be correctly interpreted. 

The problem in evaluation created by 

these two factors becomes more serious 

in direct proportion to the smallness of 

the sample of practitioners used in a 

study. Generalization of any evaluative 

study depends not only on the adequacy 

of the sample of subjects, but also the 

adequacy of the sample of practitioners. 

It is not fair to test a method using 

either only its expert or its inadequate 

proponents if generalizations are to be 

made to situations involving capable, 

but not outstanding, practitioners. 

Third, it is only human for the prac¬ 

titioner to be more interested in and 

have greater faith in some change proc¬ 

esses than others. It is possible that his 

interest and faith have more effect on 

the patient than the technique itself. 

There is evidence to suggest that any sys¬ 

tematic approach presented with convic¬ 

tion tends to produce altered behavior in 

the subjects. Such change is independent 

of the method and must be separated 

from it in order to make the experimen¬ 

tal findings interpretable. 

The Effects of the Subjects 

Just as it is necessary to consider the 

impact of the practitioner on the find¬ 

ings, similar attention must be paid to 

the effects that the subjects, or influences 

that are applied to the subjects, may 

have on the outcome, irrespective of the 

method. The special attention given to 

the subjects in the experimental group 

by professionals and other interested 

persons may, for example, influence the 

amount of change they undergo. In many 

evaluative studies, the subjects in the 

test group are placed together to receive 

new and hitherto untried methods; the 

control subjects, on the other hand, sim¬ 

ply are treated routinely. The increase 

in attention associated with the introduc¬ 

tion of a novel type of treatment for the 

experimental group may by itself pro¬ 

duce new behavior in the subjects inde¬ 

pendent of the method being tested. 

This may explain why many techniques 
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are found to be successful when first in¬ 

troduced but seem to have little or no 

effect at a later time when they become 
routine. 

Another important point rarely dealt 

with in evaluative studies concerns the 

placebo effect. This is the amount of 

faith the subjects have in the treatment 

method. A wide variety of sources attest 

to the fact that faith alone can produce 

various social and psychological changes. 

Since any procedure may stimulate faith 

in some subjects, the effects of faith on 

the method must be separated from its 

impact if its potency is to be clearly dem¬ 

onstrated. 

The Control of the Experimental 

Method 

One of the essential requirements of 

any scientific experiment is that it be re¬ 

producible, so that independent investi¬ 

gators can verify the results obtained. In 

evaluative research this requirement is 

often not fulfilled. The change proc¬ 

esses tested are of such complexity and 

their description so general that it is im¬ 

possible to form a clear conception of 

what actually was done. Consequently, 

the results themselves may be statisti¬ 

cally clear but have little meaning, be¬ 

cause it is impossible to know to what 

they are attributed. 

A further problem arises from the fact 

that the experimenters frequently fail to 

demonstrate objectively that they are ac¬ 

tually evaluating the method they be¬ 

lieve themselves to be studying. Unless 

such a demonstration is provided, the 

research findings may not apply to the 

technique that ostensibly is being 
tested. 

A final problem related to the experi¬ 

mental situation concerns the appro¬ 

priateness of the instrument for the eval¬ 

uation of a given method. This issue 

arises because the demands of evaluative 

research are frequently in direct opposi¬ 

tion to the demands of the practitioner 

employing a given change technique. 

The practitioner must be flexible, warm, 

and insightful; the scientist must be 

rigid and detached. Unfortunately, the 

greater the scientific precision in demon¬ 

strating the effectiveness of a given 

method, the greater the likelihood that 

the experiment bears little resemblance 

to the method as it is normally employed 

by practitioners. On the other hand, 

when a procedure is tested as it is used 

by practitioners, it is almost impossible 

to describe the change process in a pre¬ 

cise and scientific manner. Consequently, 

evaluative research at best must repre¬ 

sent a compromise between scientific 

rigor and clinical practicality. In order to 

ensure that the experimental findings 

will have practical applicability, the ex¬ 

perimenter must determine whether the 

duration of the subject’s work with the 

practitioner is comparable to that found 

in practice, whether the motivation for 

change of the experimental subjects is 

adequate and comparable to that of 

subjects who usually undergo the par¬ 

ticular change process, and whether the 

choice of subjects is appropriate to the 

method. Any of these variables can in¬ 

fluence the outcome of the study and ob¬ 

scure a proper interpretation of the find¬ 
ings. 

If the experimental conditions should 

differ markedly from the everyday ap¬ 

plication of the change process, the in¬ 

terpretation of the findings will be 

clouded and of little relevance to the 

practitioner, though the conclusions 

themselves may be scientifically valid. 

The preceding represent some of the 

technical difficulties that must be over- 
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come in order to conduct an evaluative 

study properly. While they do not con¬ 

stitute an exhaustive list, they are suffi¬ 

ciently representative to demonstrate 

that the methodological problems in¬ 

volved in such research are varied and 

difficult. 

SOCIAL CONTAMINATIONS 

The second major source of difficulties 

experienced in conducting evaluative re¬ 

search arises from the social setting 

within which the method to be tested is 

placed. These contaminations of the ex¬ 

periment will be organized in terms of 

seven inevitable problems that arise dur¬ 

ing the course of evaluation, particu¬ 

larly in those situations where the 

method being evaluated is also being in¬ 

troduced into the program of the insti¬ 

tution in which the test takes place for 

the first time. This situation is rather typ¬ 

ical, since it is usually believed that the 

time to evaluate the effectiveness of a 

new procedure is when it is first intro¬ 

duced. 

The Control of Communication 

Channels 

The first, and one of the most dra¬ 

matic, problems encountered by the eval¬ 

uator as he attempts to translate his 

beautiful but somewhat unrealistic ex¬ 

perimental design into practice concerns 

the control of communication channels 

within the institution in which the re¬ 

search is conducted. For the experiment, 

it is necessary to isolate, insofar as pos¬ 

sible, the service or treatment method 

that is being evaluated from all other 

treatments or services currently being 

utilized by the institution. Without such 

isolation, it is impossible to tell whether 

change is due to the new treatment or 

one or more of the old ones. Several 

strategies are necessary to produce this 

isolation. First, the subjects are told as 

little as possible about the change pro¬ 

cedure and encouraged not to talk about 

it. Second, the practitioner is discour¬ 

aged from describing the method to his 

colleagues. Third, the records associated 

with the technique are kept separate 

from other subject records. All of these 

operations have the general effect of 

keeping the nature and effects due to the 

new procedure fairly well encapsulated, 

so that they can be studied with a mini¬ 

mum of contamination. It would be 

easier still if the total study could be 

geographically relocated, but the practi¬ 

cal difficulties in such an approach are 

usually insuperable. 

Further, this isolation tends to keep 

all other practitioners who are not di¬ 

rectly involved in the study naive with 

regard to both the nature of the new be¬ 

havior-change procedure and the iden¬ 

tity of the subjects who are involved. 

This naivete makes their estimate of 

progress more valuable, since it cannot 

be influenced by any asumptions they 

have about the validity of the procedure, 

including the general belief that any 

treatment must have some effect. 

Unfortunately, it is almost impossible 

for anyone to limit communication chan¬ 

nels artificially. In most centers where 

behavior-change techniques are utilized, 

it is an important aspect of the work 

to have communication channels open 

among different professional groups, so 

that they may share their findings and 

compare notes. Any attempt to inter¬ 

fere with this or any preexisting com¬ 

munications network is bound to pro¬ 

duce a strong reaction and may have 

repercussions that were not anticipated. 

The new method may take on the char¬ 

acter of a super-secret that may make it 
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important out of all proportion and 

produce an unrealistic evaluation of its 

effectiveness. Resentment against the re¬ 

search may be built up among persons 

who are kept in ignorance of its nature 

and goals. Or, finally, the restriction of 

communications may reduce the effec¬ 

tiveness of the change process itself by 

limiting the opportunity of the practi¬ 

tioner to interact with other staff mem¬ 

bers. 

There is no simple solution for this, 

or for any of the other confrontations be¬ 

tween research requirements and social 

reality to be described. If secrecy is elim¬ 

inated, the value of the research may be 

questionable. If secrecy is maintained, 

the method that is tested may be applied 

in atypical circumstances, and the eval¬ 

uative process impeded by the reactions 

of other staff members. 

The Relationship between Researcher 

and Practitioner 

A second, related situation arises very 

early in the research operation. It con¬ 

cerns the relationship between the re¬ 

search staff of the evaluative study and 

the practitioners regularly employed in 

the institution. For the most part, the job 

of any practitioner is clearly defined in 

terms of case load, methods of treatment, 

amount of time on the job, and so on. 

The researcher often has a much more 

fluid position. He may or may not keep 

a strict time schedule. He does not have 

a case load in the usual sense. Even 

more fundamentally, he has no obliga¬ 

tion to help anyone, and yet he is func¬ 

tioning within a setting that has this task 

as its central aim. In one sense, the re¬ 

search scientist has special privileges. In 

another, his value and importance to the 

organization in which he is working are 

uncertain. For these reasons the insti¬ 

tution’s staff tends to consider the re¬ 

searcher as a necessary evil, who must 

be tolerated for a time, but whose prime 

function seems to be to make their diffi¬ 

cult life even more complex by giving 

them more forms to fill out and by in¬ 

troducing research restrictions into cer¬ 

tain aspects of the treatment program. 

These reactions to research are quite nor¬ 

mal, but they impede the research proc¬ 

ess. 

The researcher can adopt one of two 

positions in dealing with this situation. 

He can invest a good deal of time, emo¬ 

tion, and patience in establishing pleas¬ 

ant personal relationships with various 

key members of the staff. He would do 

this on the theory that even if the staff 

questions the significance of the research, 

they will be willing to cooperate because 

they like him personally. This strategy 

may work if the demands of the research 

on the practitioners are relatively small, 

but it is hard for the experimenter to sell 

the research on a personal basis, since 

his personality and the study are two 

distinct things. 

The other alternative is for the re¬ 

searcher to remain as much in the back¬ 

ground as possible, on the theory that it 

is hard to resent something that has only 

a shadowy form. The researcher using 

this approach avoids as much contact 

with the staff as is practical in terms of 

the requirements of the research itself. 

If he is successful, he is hardly known 

and the research is accepted as part of 

the daily routine and soon forgotten. In 

many ways this is the simplest approach, 

since it provides the experimental scien¬ 

tist with more time to do his real job 

and prevents undue emphasis from be¬ 
ing placed on the evaluation. 

However, whatever he does, the fact 

remains that the evaluative study is pecu¬ 

liar and unique, and it may be ques¬ 

tioned, resented, or misunderstood. For 
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this reason, the researcher must, in the 

last analysis, have firm support from 

the institution’s administration, so that 

whatever the experience of day-to-day 

relationships with the staff, he can, in an 

emergency, appeal to authority to main¬ 

tain the operation that has been set in 

motion. If such authority does not exist 

or does not support the research actively, 

the researcher soon may find himself sail¬ 

ing hostile waters in a leaky boat. 

The Effect of the Control Group 

A third problem that arises in the im¬ 

plementation of evaluative research in¬ 

volves the use of a control group that is 

not undergoing sessions in which the 

method under study is applied. This 

problem has been widely discussed and 

to some extent resolved, but it must be 

mentioned since it logically falls into the 

present discussion. 

It is not possible to have a worth¬ 

while evaluative study unless a control 

group, equivalent to the experimental 

group, is used. This means that some 

persons who should have a chance to 

undergo the new method do not. This is 

in direct conflict with the humanitarian 

ethic requiring that persons who need 

help should receive it as soon as possible. 

In this instance, the practitioner and re¬ 

searcher are in direct conflict. However, 

the problem is not as serious as it might 

appear, largely because of the prevalence 

of evaluative studies of various drugs 

and medical procedures that employ con¬ 

trol groups. These studies have become 

almost traditional, so that practitioners 

have gotten used to the idea that to study 

a new technique a control group must 

be employed. They accept this, whether 

or not they logically understand its 

necessity. Therefore, the researcher’s 

problem is not as serious as it might 

otherwise appear. But there are still 

many areas in which the control group 

is either questioned or partially elimi¬ 

nated on humanitarian grounds. Thus, 

the partial victory of scientific procedure 

over practitioner’s ethics does not mean 

that the problem can be totally ignored. 

The Number of Practitioners 

Utilized 

The fourth difficulty encountered by 

evaluative research as it is translated into 

social function concerns the number of 

practitioners employed in the experi¬ 

mental test of the new method. From 

the viewpoint of the institution, it is de¬ 

sirable to have as little turnover as possi¬ 

ble. Each new staff member must be 

oriented, and he requires valuable 

weeks and months of time to learn the 

intricacies that characterize any complex 

organization. Unless the staff member 

remains an appreciable length of time, 

this investment in orientation is ex¬ 

tremely wasteful. 

Unfortunately, evaluative research fa¬ 

vors and almost necessitates a rapid turn¬ 

over of those involved in the project, 

since it is scientifically desirable to 

use as many different practitioners as is 

practical. To generalize, an adequate 

sample is necessary, both of subjects 

and of practitioners. The number of 

practitioners that are simultaneously 

available to work in the project is usu¬ 

ally limited, so the most practical alter¬ 

native approach is to rotate staff mem¬ 

bers during the course of the study. If 

the choice is between hiring one 'practi¬ 

tioner for three years or three men for 

one year each, the latter would be better. 

The Effect of the Study 

on the Institution 

A fifth area of potential difficulty in¬ 

volves the effects of an evaluative study 

on the institution in which the evalua- 
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tion takes place. The study most imme¬ 
diately affects the practitioners who are 
using the method under evaluation. It 
does, however, tend to spread through 
the institution, depending on the scope 
of the study, the findings obtained, and 
the general adequacy of the practitioners 
themselves. 

It is almost impossible for the practi¬ 
tioners using the new procedure to sepa¬ 
rate, in their own minds, the effect of 
the method that they use from their own 
personal and professional effectiveness. 
Technically, there are ways to separate 
the effects of the method and the practi¬ 
tioner on the subject when analyzing re¬ 
search data, but the practitioner is not 
aware of this. He tends to feel that he is 
being judged and tested by the research. 
If no change is noted in the subjects, he 
may feel that he has failed or been shown 
to be ineffective. These reactions are 
natural but extremely unfortunate. The 
practitioner is driven to protect himself 
either by making unusual and extraor¬ 
dinary efforts to ensure success or by 
biasing the results of the study in any 
way that seems open to him. He may in¬ 
dicate to the clients how he expects them 
to change, or how he hopes they will 
change. Whatever he does or does not 
do, it is hard for him to avoid being 
threatened by the research. 

The practitioner, it must be empha¬ 
sized, has nothing immediate to gain 
from the evaluative research. At best, it 
may provide external validation of the 

method that he uses. This he already 
takes for granted. If the evaluation is not 
positive, however, he is placed in an 
ambiguous professional position. He 
must either explain away the research or 
reconsider the methods he uses. Because 
of these facts, the evaluation threatens 
his professional image to some extent, 

though this may be minimized if the 
technique is new and untried. This 
threat is reflected in his reaction to the 
research process in a variety of undesira¬ 
ble ways. 

To a lesser degree, practitioners and 
administrators not directly involved in 
the research often suffer from the im¬ 
pact of the study. Once evaluation is 
started, it is hard to confine its field of 
operation or the generality of its conclu¬ 
sions. What starts out to be a limited 
evaluation of a new type of behavior- 
change technique in a given service 
spreads to the whole service and even 
beyond. For example, the control group, 
which does not participate in the experi¬ 
mental procedure, is still being treated by 
normal change techniques. Whether or 
not the control group has changed has 
direct implications for the effectiveness 
of the total ongoing program of the insti¬ 
tution, since the control group would ac¬ 
tually constitute the experimental group 
in an evaluative study of the effectiveness 
of the normal program of the institution. 

In a different sense, the evaluative re¬ 
search brings to light various weak spots 
in the coverage of clients and patients 
among other services. When staff mem¬ 
bers are required to make detailed eval¬ 
uations of the progress of particular 
clients, they become painfully aware of 
the extent to which they may or may not 
be successfully inducing change, regard¬ 
less of what the official records show. 

Evaluation can, from this viewpoint, 

be viewed as a disease. Once instituted it 
can spread anywhere, with a variety of 
unexpected effects. Since most institu¬ 
tional structures are designed to main¬ 

tain the status quo, any evaluation pre¬ 
sents a threat, regardless of its initial 
aim. It is unfortunate that the adminis¬ 
tration, which supports the original study 
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and may have gone to some lengths in 

order to obtain finance for it, realizes 

only when it is too late that it has orig¬ 

inated something potentially undesira¬ 

ble, or at least dubious, in terms of its 

effect on the organization’s structure. 

It is important, therefore, that adminis¬ 

trators and staff members be made ini¬ 

tially aware of what they are starting. 

But the researcher cannot tell them 

about it; he often appears only after the 

project has been approved. The staff 

members must learn by experience. The 

next time, they are more sophisticated 

in their expectations of and willingness 

to participate in this form of research. 

Because they are threatened the insti¬ 

tution’s staff and administration may put 

pressure on the researcher to obtain cer¬ 

tain results, usually positive. Most eval¬ 

uative investigations are instituted to 

"prove” something in which people al¬ 

ready believe. The researcher is generally 

aware of how the study is supposed to 

turn out. If the conclusions are not as ex¬ 

pected, he may be penalized if he is un¬ 

fortunate enough to depend on the insti¬ 

tution for full-time employment beyond 

the duration of the project. In this con¬ 

text, research is viewed more as a 

method of social validation than as an 

impersonal guide to the truth. If it does 

not supply the correct answer, it is ig¬ 

nored because its implementation would 

disturb the homeostatic balance of the 

institutional structure. 

The Effect of the Evaluative Study 

on the Change Process 

A sixth problem that arises when a 

new service or treatment is evaluated in¬ 

volves the effect of evaluation on the 

change process. It is common to think 

that new methods should be evaluated 

as they are introduced, so as to be sure 

that they are really effective from the 

start. Many government agencies require 

that demonstration projects be evaluated 

as a condition for providing support. 

Unfortunately, this apparently logical 

position contains an inner contradiction. 

When a new program is first introduced, 

it does not have the form it develops 

when it is routinely applied at a later 

time. It is still being perfected, and the 

initial amount of attention and interest 

that it generates is lost at a later time 

when it is fully accepted. For these rea¬ 

sons an evaluation of an innovation 

may tell little about its real effectiveness 

as a routine procedure. Unfortunately, it 

is the latter situation about which one 

usually wishes to obtain information. 

To further compound the confusion, 

the process of evaluation itself intro¬ 

duces completely foreign elements into 

the behavior-change technique. Forms 

must be filled out, observations must be 

made, special records completed. All 

of this data collection influences the 

method that is being evaluated to some 

extent. When these research require¬ 

ments are imposed on the normal prob¬ 

lems that occur in the course of any inno¬ 

vation, the effect on the new technique 

is hard to predict, except to say that the 

method as it is evaluated may bear little 

resemblance to the method as it may be 

routinely applied at a later time. If this 

is true, it is questionable whether the 

evaluation at this time serves a useful 

function. It would appear more useful 

to evaluate services after they have been 

routinized. 

The Question of Adopting 

the New Method 

In evaluative research, the most im¬ 

mediate, though not necessarily the most 

important, purpose is to determine 
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whether a new method should be 

adopted as a routine procedure in the 

setting where the evaluation takes place. 

This is one of the central motivations 

of those who support the research. How¬ 

ever, the timing of experimental inves¬ 

tigations tends to defeat the end for 

which the project was originally de¬ 

signed. Research is a lengthy process. 

Whatever the particular procedures un¬ 

der evaluation, it usually takes about a 

year at the end of a project to analyze the 

data and prepare the final report. During 

this time, since the institutional budget 

must be finalized well in advance, the 

administration must decide whether to 

continue the service that is being eval¬ 

uated or not; by the time the evaluation 

becomes available, it is literally too late 

to have any effect. 

The major difficulties encountered in 

the confrontation between scientific pro¬ 

cedure and social reality that have been 

described all can be traced to a mutual 

lack of awareness as to what to expect. 

If such awareness can be attained be¬ 

fore the research is initiated, its actual 

progress should proceed more smoothly. 

When such an awareness does not exist, 

the effects are unfortunate both in terms 

of the research itself, and for the insti¬ 

tution in which it is conducted. It is, 

therefore, not enough for evaluative 

scientists to study the higher levels of 

methodological sophistication and for 

practitioners and administrators to be 

concerned with the perfection of new 

procedures. Both groups need to become 

aware of the limitations, requirements, 

and opportunities that each brings to the 

other if the interaction between them is 

to be changed from an ambiguous skir¬ 

mish to a fruitful exchange. 

The direct approach to the study of 

behavior change is not necessarily the 

easiest one. There is a rather over¬ 

whelming set of complex problems that 

need to be overcome to bring such re¬ 

search to a successful conclusion. These 

snares for the unwary have not in past 

discouraged investigators from under¬ 

taking evaluative research. With vary¬ 

ing degrees of excellence many such 

studies have been performed, analyzed, 

and a majority of them reported in the 

professional literature. Thus it would be 

foolish to assume prematurely that such 

research was to be avoided because of its 

technical and practical difficulty since, in 

fact, it has been performed. The more 

realistic approach would be to turn from 

the problems underlying this kind of un¬ 

dertaking to the findings that such re¬ 

search has in fact produced. It is in this 

material that we could reasonably expect 

to find the basis for determining whether 

the direct, evaluative approach to beha¬ 

vior-change processes is, in fact, the 
most fruitful one. 



16. Evaluating Social Action Programs 

Herbert H. Hyman and Charles R. Wright 

INTRODUCTION 

Ours is an age of planned social action 

directed to the solution of every conceiv¬ 

able type of problem. Programmatic or 

fragmentary attempts to solve current 

problems are found in such varied fields 

as business, labor, politics, law, health 

and welfare, education, the military, reli¬ 

gion, and the family. Consider pro¬ 

grams of training and rehabilitation of 

workers, supervisors, and executives; 

political campaigns; rehabilitation of 

criminals; public health campaigns; wars 

on poverty; military training; mass in¬ 

formation campaigns; cultural exchange 

programs; reduction of inter group con¬ 

flict; reduction of prejudice; treatment 

of mental illness; treatment of alcohol¬ 

ism; programs to combat delinquency; 

and the adjustment of the aged. 

Both governmental and private spon¬ 

sors of action programs have come to 

expect an accounting of a program’s 

achievements. Critics must be answered, 

and usually their satisfaction requires 

more than subjective impressions by a 

program’s administrators. Furthermore, 

the directors of a program often feel 

the need themselves for an assessment 

of its achievements and shortcomings. 

Evaluation has come to be accepted, 

even sought, as an accompaniment to 

rational action. 

What more practical use of sociol¬ 

ogy could there be than to improve the 

methods of evaluation and to apply them 

in practice? The betterment of society 

has always inspired our field. We may 

work toward that end not only by schol¬ 

arly analysis of problems or by direct ef¬ 

fort at social action, but also in a scien¬ 

tific and yet active way as the evaluative 

service attached to the larger enterprise. 

In the process, all our skills as meth¬ 

odologists will be challenged, and, in the 

end, we will enlarge a whole branch of 

experimental design, enrich knowledge 

of social change, and hopefully acceler¬ 

ate its pace. 

Evaluation means many things to dif¬ 

ferent people, however, and as a conse¬ 

quence, the term evaluation research 

covers a wide range of activities in the 

assessment of social action. We shall 

limit our attention to those forms of 

evaluation which involve fact-finding 

about the results of planned social ac¬ 

tion. Even this limited definition re¬ 

quires further refinement; we restrict the 

term evaluation research to fact-finding 

methods that yield evidence that is ob¬ 

jective, systematic, and comprehensive.1 

Our concern is with the methodology 

of evaluation research and the general 

contribution that a social-science orien¬ 

tation can make to the evaluation of so¬ 

cial action programs. 

It is neither possible nor necessary to 

review here a complete methodology of 

evaluation research. A few examples of 

Chapter 27 of THE USES OF SOCIOLOGY edited by Paul F. Lazarsfeld, William 

H. Sewell, and Harold L. Wilensky, © 1967 by Basic Books, Inc., Publishers, New 
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books and monographs which describe 

the application of social research proce¬ 

dures to problems of evaluation may 

guide the reader.2 Campbell and Stanley 

analyze the properties of a series of ex¬ 

perimental designs and create some new 

ones which are appropriate to the design 

of evaluations. Hyman, Wright, and 

Hopkins develop certain basic principles 

of evaluation and illustrate their appli¬ 

cation to four studies of a program for 

training for citizenship. Hayes has pre¬ 

pared, under UNESCO auspices, "a 

manual for the use of field workers” con¬ 

cerned with evaluating development 

projects. A special issue of the UNESCO 

International Social Science Bulletin is 

devoted to discussions of evaluation 

techniques in a variety of fields such as 

intergroup relations, induced technologi¬ 

cal change, exchange of persons, funda¬ 

mental education, mass-media cam¬ 

paigns, and adult education. Evaluation 

in mental health is the subject of an ex¬ 

tensive review by a Subcommittee of the 

National Advisory Mental Health Coun¬ 

cil. Riecken discusses basic problems of 

program evaluation in his case study of 

the effects of volunteer summer work 

camps for young Americans. Powers and 

Witmer present a detailed evaluation 

of a community delinquency-prevention 

program. 

Limitations of space demand that we 

be selective in our focus on methodo¬ 

logical problems. The basic method of 

evaluation research, in our view, has five 

major aspects, each of which involves 

a body of methodological principles.3 

These are: (1) the conceptualization 

and measurement of the objectives of 

the action program and of unanticipated 

relevant outcomes; (2) the formulation 

of a research design and of the criteria 

for proof of the effectiveness of a pro¬ 

gram; (3) the research procedures them¬ 

selves, including provisions for estimat¬ 

ing and reducing errors in measurement; 

(4) problems of index construction and 

the proper evaluation of effectiveness; 

and (5) procedures for understanding 

the findings on effectiveness or ineffec¬ 

tiveness. 

The basic principles of research de¬ 

sign, the measurement procedures ap¬ 

propriate to evaluation, and the modes 

of analysis suited to appraising and un¬ 

derstanding the effectiveness of pro¬ 

grams of social action have all been 

treated thoroughly elsewhere. Here we 

shall set the problem in broader per¬ 

spective and present a different kind of 

methodological discourse. 

We shall first clarify and codify cer¬ 

tain features of the independent variable 

in evaluation research, that is, "the pro¬ 

gram,” and discuss the implications of 

these features for the conceptualization 

and execution of a project. Next we 

shall consider problems in the concep¬ 

tualization of the dependent variable, 

that is, the program’s intended and unin¬ 

tended effects, and elaborate some for¬ 

merly neglected aspects of this phase of 

evaluation. Then we shall turn to broad 

questions of study design, considering 

first the need for comparative studies 

and second the value of research designs 

that allow for continuity, replication, 

and longitudinal research—designs that 

have been too rarely used in evaluation 

studies. Throughout the discussion we 

shall draw upon cases of research which 

not only illustrate the point at hand but 

also serve to demonstrate the variety of 

uses to which evaluation has been put. 

In a final section we shall view in detail 

an actual evaluation study, which will 

exemplify the principles and show the 

uses of sociology in action. 
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THE VARIETIES OF EVALUATION: 

CONCEPTS 

Evaluation is the methodological accom¬ 

paniment to planned social action. By 

playing the accompaniment, the sociol¬ 

ogist replaces the little experiments of 

his own making by the great experi¬ 

ments in social change that are under¬ 

way. He must appreciate the opportunity 

and grab it. By his own inventiveness 

he must graft onto the ongoing activ¬ 

ity an appropriate and feasible experi¬ 

mental design that rigorously tests the 

effectiveness of the program. Let us as¬ 

sume that the right design can be in¬ 

vented and well executed despite the 

exigencies of the situation within which 

the evaluator must work. There are other 

real difficulties. The great social experi¬ 

ments are not neat and tidy. They are not 

created just to produce one little and 

temporary effect. Thus arise the difficul¬ 

ties of conceptualizing the dependent 

variables or effects of such an experi¬ 

ment. But big changes call for big meas¬ 

ures. The independent variables must be 

powerful, many in number, and long in 

duration. Thus arises another major dif¬ 

ficulty. What is it that has been put to 

the test? To this question we turn first. 

Conceptualizing the Program 

"A program”■—a most deceptive term. 

Following the model of an experiment 

may mislead an evaluator; deceived by 

the term "a program,” he may pursue an 

illusion. All too often a program is sim¬ 

ply a statement on paper of what the 

planners in an agency hoped to do> that 

has never been fully translated into ac¬ 

tion by the field staff. Taking the word 

for the deed, an evaluator may try to 

observe the effects of a nonexistent treat¬ 

ment. By contrast, no experimenter 

could ever deceive himself so greatly as 

to make observations of the effects of a 

nonexistent stimulus, since he would 

know that he had not yet initiated the 

procedure. 

Consider a government program 

which one of us was once called upon to 

evaluate during World War II. Posters 

containing various motivational appeals 

to the civilian population were to be 

widely distributed in many communities 

by members of a national voluntary or¬ 

ganization. The process by which per¬ 

suasive communication does or does not 

lead to mass action is a subtle matter and 

might have been invoked by an evalua¬ 

tor in designing the inquiry, but in this 

case such considerations were irrelevant. 

Although thousands of the posters had 

been printed and shipped all over the 

country, they simply sat in local depots 

for lack of any volunteers to distribute 

them. Where a program has no input, 

no output of effects can ensue, or any 

output observed must be attributed to 

some other factor. 
The discrepancy between program as 

plan and program as reality is a matter 

of degree. Although a completely un¬ 

realized program like the one mentioned 

above may be rare, partially realized pro¬ 

grams are common. Consider the find¬ 

ings from a survey of the rural health 

facilities in Egypt around 1950.4 A pro¬ 

gram to meet the need for health facil¬ 

ities was to be developed on the basis of 

the survey, and an evaluation was then 

to be conducted. The survey revealed 

that a substantial program had already 

been established: 

There are at present 205 rural health cen¬ 
ters in Egypt. Each unit is expected to 
have, under the present plan of operation, 
staff of one doctor, one nurse midwife, 
three assistant nurse midwives, one assist¬ 
ant nurse, one laboratory technician, one 
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sanitarian, and one clerk. The unit is ex¬ 
pected to serve 15,000 to 20,000 of popu¬ 
lation.5 

The investigators might have moved di¬ 

rectly to an evaluation of the existing 

program, but fortunately they conducted 

"a tabulation ... of the personnel sta¬ 

tus and operating capacity of these 

health centers to determine what per¬ 

sonnel deficiencies existed and to form 

a basis for planning training activities 

for the centers.”6 (See Table 1.) 

Although the plan for the improve¬ 

ment of public health may have been 

fine, the program was not in actual oper¬ 

ation in many instances, as the data in 

the table indicate. For example, 180 of 

the 204 rural health centers had no nurse 

midwives, and most lacked assistant 

nurses, while others lacked physicians or 

other medical personnel essential to the 
program. 

The evaluator must incorporate into 

his design various measures of input. 

While logically these constitute meas¬ 

ures of the independent variables or pro¬ 

gram, they may at times obviate the need 

for any measures of the dependent var¬ 

iables or effects, since a program with 

little or no input cannot, by definition, 

be producing results. They also clarify 

subsequent findings on change in the 

dependent variables and provide an in¬ 

dex of the efficiency of a program, which 

might be defined as the effect per unit of 

expenditure. A program that produces 

a moderate effect for a small input may 

be better than a program that produces 

greater effects, but at a prohibitive cost. 

Financial expenditures are one simple 

measure of input. For example, a com¬ 

munity-development project in India es¬ 

tablished that the actual expenditures 

for one year of operation of the pro¬ 

gram were only 18 per cent of the 

planned budget.7 

Units of input other than money may 

be used. In the Egyptian evaluation, 

man-hours actually worked were a 

highly informative measure. A tabula¬ 

tion made in one center "for a period of 

one month . . . indicated what each indi¬ 

vidual was doing each hour of the nor¬ 

mal working day. Although all person¬ 

nel were on duty from 8:30 A.M. to 

2 P.M., it was found that on an average 

no category of personnel were pursu¬ 

ing useful work for over two and one- 

half hours per day.”8 Where materials 

are to be distributed as part of the pro¬ 

gram, the actual amounts reaching the 

target group are useful measures. In the 

Indian community-development pro¬ 

gram some 520 units of improved seed 

were to be distributed in a given year in 

a particular area, but in the first six 

months only 171 such units of seed 

were actually distributed.9 

Although the manipulations by an 

experimenter may not always create in 

Table 1. Number of Rural Health Centers Lacking Personnel 

in the Indicated Category* 

Date of Doc- Sani- Lab. Mid- 
Asst. 

Mid- Asst. 
U nits 

Having No 
Analysis tors tarians Tech. wives wives Nurses Clerks Personnel 

Feb. 1951 58 90 37 180 90 127 91 53 
Feb. 1952 30 78 7 179 69 173 97 3 

* Weir et al., op. cit., p. 97; adapted from Table 27. 
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his subjects the intended social and psy¬ 

chological states, he at least does know 

in objective terms what the independent 

variables were. By contrast, the evalua¬ 

tor may be tracing the effects of an actual 

program which is very different in char¬ 

acter from the one outlined on paper. 

The discrepancy between original 

plan and operative program is under¬ 

standable. Any plan is bound to suffer 

some modification as it is translated into 

a reality. It may have to be changed radi¬ 

cally when circumstances dictate it. Also 

consider the scale of social action pro¬ 

grams. They may last six weeks or six 

years—not the six hours or six days that 

is the life of an experiment. Time is 

bound to work its changes. 

A program is often merely a sketch 

that has to be completed. The evaluator 

may have the sketch in hand, but to cap¬ 

ture the total contents of the operative 

program in order to know what is caus¬ 

ing the effects observed is very different 

from stating the nature of an experi¬ 

mental treatment. Consider a few of the 

independent variables employed in Cin¬ 

cinnati in a 1947 program to promote 

popular support for the United Nations: 

12,868 people were reached through the 

Parent-Teachers Associations which de¬ 

voted programs to the topic of world un¬ 

derstanding; 14,000 children in the 

Weekday Church Schools held a World 

Community Day Program; 10,000 mem¬ 

bers of the Catholic Parent-Teacher As¬ 

sociation were exhorted by their arch¬ 

bishop to support the United Nations; 

the radio stations broadcast facts about 

the United Nations, one of them sched¬ 

uling spot programs 150 times a week; 

225 meetings were served with literature 

and special speakers; in all, 59,588 

pieces of literature were distributed and 

2,800 clubs were reached by speakers; 

hundreds of documentary films were 
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shown; and the slogan "Peace Begins 

with the United Nations—the United 

Nations Begins with You” was exhibited 

everywhere, in every imaginable form— 

on blotters, matchbooks, streetcar cards, 

and so on.10 

It is ironic, but this massive campaign 

had very little effect. Suppose, however, 

that the campaign had been successful, 

but that the evaluators had not been 

foresighted enough to document in de¬ 

tail what had been described in capsule 

form as an "information campaign.” 

Then it would have been impossible to 

identify the magic treatment which pro¬ 

duced the effects. 
Sometimes the fact that the treatment 

to be evaluated is extended in time 

makes the use of the singular term "a 

program ” misleading. Other times, it is 

the extension of a program in space that 

leads to many treatments being labeled 

as a single program, with inevitable dan¬ 

gers of ambiguity in the conclusions. 

Take as an example of the latter the 

evaluation of a program intended to im¬ 

prove farm-management practices. The 

program lasted for six years and covered 

ten counties. Within each county, the 

major method involved varied forms of 

guidance by agricultural agents. Despite 

the fact that the leadership was fairly un¬ 

broken—after five years the agents who 

had initiated the program in seven coun¬ 

ties were still involved—and despite 

the fact that the agents were given uni¬ 

form training in a series of special train¬ 

ing schools, there was considerable var¬ 

iability in the treatments administered 

to the farmers of the different counties. 

Table 2 presents some aspects of the 

operative program to show its multiform 

character and the variability between 

counties. 
While the evaluation revealed that 

each of the topics in the educational pro- 
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Table 2. Variations in Execution of a Farm-Management 

Program in Ten Counties of New York State* 

Topics in 

Education Program 

% of Counties in Which 

Element of Program Reached 

a Majority of Participants 

Analyzing farm records 100% 
Soil testing 80 
Principles of fertilization 70 
Selection of seed 60 
Culling of herd 50 
Planning rotation 40 
Partnership arrangements 20 
Breeding programs 10 
Recommendations for disease 0 

* F. D. Alexander and J. W. Longest, Evaluation of the Farm Management Phase of 

the Farm and Home Management Program in New York State. (Ithaca: New York 
State Extension Service, State Colleges of Agriculture and Home Economics, 1962), 
adapted from pp. 15-17. 

gram was at least mentioned in every 

one of the ten counties, the table shows 

that some topics were not discussed ex¬ 

tensively enough to reach the majority 

of the target group in many of the coun¬ 

ties. If we examine not merely the con¬ 

tent of the educational program, but the 

teaching method the different agricul¬ 

tural agents employed, we observe even 

more dramatically that the program dif¬ 

fered markedly between counties (see 

Table 3). 

Still another index documents the var- 

Table 3. 

Method of 

Teaching 

Number of 

Counties in 

Which 

Employed 

Farm and home visits 10 
College publications 9 
Farm walks 5 
Tours 3 

iability in the operation of the program 

among the ten counties. For the four- 

year period 1956-1959, the amount of 

their total working time that the staff 

devoted to this program averaged 17 per 

cent, but the range over the ten counties 

was from 8 per cent to 28 per cent.11 

Such findings illustrate the multiplic¬ 

ity of actual programs that operated un¬ 

der the rubric of one farm-management 

program because the program extended 

over ten counties. How much more va¬ 

riety one would find in a program of 

even greater scale! Consider the com¬ 

munity-development program which 

was established in 1952 for all of India. 

In its first year it comprised 55 com¬ 

munity-development projects, each of 

which contained three community-de¬ 

velopment blocks, for a total of 165 such 

blocks. Each block covered on the aver¬ 

age 100 villages with a total population 

of 60,000 to 70,000 people and had a 

complement of about 38 field workers. 

By 1959, 2,405 development blocks 
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were functioning, covering some 

303,000 villages and a population of 165 

million people. Imagine the variability 

that might characterize the actual pro¬ 

gram and the performance of the staff in 

a given block, let alone the variety 

within a project or in the program for all 

of India.12 
A large-scale program that is widely 

extended in space can be evaluated, how¬ 

ever, by using proper sampling. For ex¬ 

ample, in an evaluation of the project 

in the Ghosi Community Development 

Block in India, which included 288 vil¬ 

lages and a population of 120,000 peo¬ 

ple, the researchers stratified villages by 

size of population and then selected two 

villages from each of three strata, for a 

total sample of six villages. Within vil¬ 

lages, households were stratified by var¬ 

ious criteria, and a small number was 

drawn from each stratum for intensive 

study.13 
The total or average effect demon¬ 

strated for all areas is perhaps the best 

single expression of a program s worth, 

since it measures the program as it oper¬ 

ated under a wide variety of conditions. 

But what is it whose value has then 

been appraised? An average description 

based on all the different programs may 

at times be a meaningless abstraction. 

The evaluator is best advised to describe 

the various local programs that are oper¬ 

ating and, depending on their variety, to 

make a decision that his inquiry is an 

evaluation of a single program, a series 

of replications, or a series of compara¬ 

tive evaluations. (The latter approaches 

will be reviewed in a later section of this 

chapter.) 
A program that is extended in time or 

space has, at least, a unity despite its 

multiplicity. Some thread of identity and 

some common purpose runs through¬ 

out, if only because there are central di¬ 

rectives emanating from one social 

agency. Therein lies the justification for 

the term, a program. By contrast, there 

is another type of operating situation 

into which an evaluator may blunder in 

which the notion of "a program” is ex¬ 

tremely deceptive. The researcher may 

attempt a single evaluation of independ¬ 

ent programs by different agencies with 

different goals because his powers of ab¬ 

straction lead him to see them all as rep¬ 

resentative of some common category. 

Then he supplies a common yardstick by 

which to judge them all and evaluates 

them as a single program. 

As a case in point, consider Philip E. 

Jacobs work: Changing Values in Col¬ 

lege: An Exploratory Study of the Im¬ 

pact of College Peaching, in which he 

concluded that basic values remained un¬ 

changed for most students at most 

American colleges. Our concern here is 

not with the accuracy of the finding, but 

rather to ask whether such an inquiry 

should be formulated as a single evalua¬ 

tion. Is it just or wise to test hundreds of 

separate private institutions with differ¬ 

ent goals against the common yardstick 

of some particular set of values, simply 

because they all deserve in some degree 

the name "college”? Admittedly, the fed¬ 

eral government or a large foundation 

concerned with some overriding educa¬ 

tional policy might call upon an evalua¬ 

tor for a grand study. Thus, in his excel¬ 

lent critique of the Jacob study, Barton 

takes the position that "evaluation re¬ 

search need not be limited to the practi¬ 

cal purposes of administrators, ... it 

may be undertaken to look into conse¬ 

quences which independent researchers 

or outside sponsors consider impor¬ 

tant.”14 However, one may entertain the 

alternative view that the common yard- 
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stick is arbitrary and the framework of 

the single evaluation inappropriate. In 

any case, it is clear that all sorts of prob¬ 

lems follow on the decision to evaluate 

diverse colleges in terms of the value 

changes they produce. 

For example, Jacob is forced to wres¬ 

tle with problems he has created for him¬ 

self: "What value or values . . . should 

a college appropriately seek? What is 

the relative significance of intellectual, 

aesthetic, moral, social, or religious val¬ 

ues as outcomes of college experience?”15 

His quandary centers exclusively on 

which values should be used as a com¬ 

mon yardstick, and not at all on the issue 

we pose: whether different colleges 

should be measured against a single yard¬ 

stick. His very usage, a college, the 

teacher, ignores the variability of the 

programs and staffs subsumed under 

these abstract terms. In his foreword to 

Barton’s critique of the Jacob study, 

Lazarsfeld remarks on the controversies 

that the original work inspired and notes 

that one line of criticism has been "that it 

is not the task of the college to inculcate 

values.”16 Perhaps the easiest way for the 

evaluator to handle this criticism is to 

note that some colleges have accepted 

this task, while others have not, and to 
guide himself accordingly. 

But even if one were to adopt change 

in values as the common yardstick ap¬ 

propriate for evaluating diverse colleges, 

one still does not have to regard such re¬ 

search as a single evaluation. It might be 

more illuminating to conceive of the re¬ 

search as a series of comparative evalua¬ 

tions for colleges with sharply con¬ 

trasted programs, target groups, settings, 

and staffs and as replications of the same 

evaluation for the colleges with "identi¬ 
cal” programs. 

Cyclical operations, another deceptive 

feature of ,(a program.” A program that 

is compact in time and space, or under 

centralized control, may seem to create 

little ambiguity for conceptualization 

and subsequent evaluation. But what 

superficially appears to be one homo¬ 

geneous program may in fact be many 

variations on a program that has been 

operated over a long period by a well- 

established action agency. The general 

description and specifications of the pro¬ 

gram may or may not correspond to the 

instance which the researcher evaluates, 

and the researcher should not confuse 

the general and the particular. Depend¬ 

ing on which segment of the life history 

of the agency the researcher cuts out for 

study, he has a more or less arbitrary 

sampling of the run of subjects, staff, 

program, facilities or site, larger envi¬ 

ronment within which the program is 

imbedded, and the stage of efficiency 

which the whole operation has reached. 

In the examples discussed earlier, the 

evaluator is usually studying many dif¬ 

ferent programs, but may mistakenly 

construe them as one. Here he is in the 

opposite, but still not enviable, position 

of studying one instance and construing 
it as typical of many. 

The model is not so clear for pro¬ 

grams which do not follow a regular cy¬ 

cle. Some established agencies operate 

their programs whenever the need or im¬ 

pulse dictates, intermittently whenever 

members of a target group present them¬ 

selves, or continuously upon a never-end¬ 

ing flow of subjects, as in the case of 

hospitals or prisons. There are no sharp 

breaks in the pattern, but nevertheless 

there is change. The model, however, is 

very clear in cyclical programs such as 

college education, where at regular in¬ 

tervals new cohorts of subjects from 

some larger target population are ex- 
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posed to the program, move through a 

full cycle, and depart. The intervals be¬ 

tween cycles provide ample opportunity 

for radical changes and sharply delimit 

the specific program that has been eval¬ 

uated. For example, some of the colleges 

which Jacob evaluated are very old in¬ 

stitutions, and the actual evaluations rep¬ 

resent a very small sample of the many 

cycles of program that have passed.17 

The evaluator of a cycle of a well-es¬ 

tablished program should try to assess dif¬ 

ferences between the subjects, staff, pro¬ 

gram, site, larger environment, and stage 

of efficiency reached in his cycle and ear¬ 

lier cycles. Sometimes it helps simply to 

ask why he was called in on this cycle, 

since the answer may document the fact 

that some major turning point has oc¬ 

curred or suggest the suspicion that the 

cycle selected for evaluation was a hand¬ 

picked one. 

Ideally, the researcher should conduct 

several evaluations of different cycles of 

the program in order to generalize his 

conclusions. Depending on the similar¬ 

ity of the situations, he might regard 

these either as a series of replications or 

as comparative studies. This may appear 

to be a formidable assignment, but 

studying a second cycle is not nearly so 

hard as doing a brand new evaluation. 

A good deal of the work has become 

routinized, and many of the difficult 

technical decisions have to be made only 

once. The replications can even be car¬ 

ried out in abbreviated form through 

the study of alumni or cohorts from ear¬ 

lier cycles. Such studies not only serve as 

approximations to the full-scale evalua¬ 

tion but also provide a way of studying 

the long-term persistence of effects, a 

problem of great importance in many 

evaluations. The gains from replications 

will be illustrated by the case study of 

the Encampment for Citizenship, to be 

reviewed later, wherein it was also es¬ 

tablished that the alumni design, despite 

its crudities, yields certain valid informa¬ 

tion. 

Sometimes an evaluator is called in 

on the very first cycle of a program. It is 

certainly reasonable to assume that the 

program is not yet functioning at maxi¬ 

mum efficiency, but it is also reasonable 

to believe that the early cycles of any 

program are peculiar. Enthusiasm fires 

the new enterprise. The staff has not yet 

become stale and tired. They are often 

bold and innovative and willing to risk 

their livelihood on something new, al¬ 

though there is also the possibility that 

they are castoffs who cannot find posi¬ 

tions anywhere else. Where entry is vol¬ 

untary, the first cohort of subjects may 

also be highly committed, since they are 

entering something new and unproved. 

Newcomb’s classic study of Bennington, 

which in its structure, if not intent, was 

clearly an evaluation, conveys the feel of 

the first cycle of a program.18 When 

Newcomb began his measurements in 

1935, the senior class he studied was the 

very first cohort in the history of the in¬ 

stitution, it having been founded upon 

their admission as freshmen in 1932. 

There are, of course, occasional one- 

shot programs in which the first cycle is 

the only one. A special and critical situa¬ 

tion may exist which, hopefully, is solved 

forever by the one-time application of 

the program, or an evaluation may dem¬ 

onstrate conclusively that the program 

should never be repeated. There are also 

occasional programs fraught with such 

great consequences that fortunately they 

are set in motion only once. The evalua¬ 

tion of strategic bombing in World War 

II, more particularly of the atom bomb¬ 

ing of Japan, perhaps provides such an 
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example.19 But in most instances the 

evaluator of a first cycle has to face the 

question of the effectiveness of future cy¬ 

cles. Most action agencies initiating a 

new program hope that it will live for¬ 

ever and be repeated on every new target 

group in need of its attention. 

Overlapping cycles. Cyclical programs 

exhibit in sharpest form a feature of 

many continuing programs that is very 

important for the evaluator to consider, 

but difficult for him to handle. Consider 

the Encampment for Citizenship, which 

operates a series of six-week summer cy¬ 

cles, each separated from the next by a 

ten-month interval. Since the program is 

small in magnitude and short in dura¬ 

tion, each cohort is trained as a separate 

group and is insulated during training 

from earlier and later cohorts by the in¬ 

tervals between cycles. By contrast, 

higher education is characterized by 

overlapping cycles. Such programs are 

large in magnitude and years in dura¬ 

tion; cohorts far along in their training 

have not left the program before new 

cohorts appear. Unless special methods 

are employed to insulate the cohorts, 

overlapping cycles provide a great deal 

of opportunity for those at different 

stages of training to make contact with 

each other and for the advanced to train 

the beginners. Training via interacting 

cohorts may even be facilitated by special 

methods. Thus the attending physician 

has already trained the resident who 

helps to train the intern, and the profes¬ 

sor has trained the teaching assistant 

who helps to train the graduate student. 

In continuing programs that do not 

have regular cycles, a similar situation 

prevails. In the mental hospital or 

prison, subjects in advanced stages of 

treatment or rehabilitation may be in¬ 

fluencing the recent arrivals. It is also 

true of all noncontinuing programs 

which treat their subjects in batches or 

groups, rather than one at a time, that, 

unless prevented, there is much contact 

between subjects. But in contrast with 

the overlapping cycle, all the members of 

a noncontinuing program are equally 

naive, and the training or socialization 

process is less potent, although still pres¬ 

ent in some degree. 

Barton describes all these processes 

succinctly in his review of the Jacob 

study: 

One of the problems of which Jacob is 
most clearly aware is that the influence of 
''college” upon students is that of a com¬ 
plex institution, consisting not only of 
classroom instruction by a faculty but of 
other relationships to the faculty and of 
other people besides the faculty, notably 
class-mates and students of older age- 
grades. ... At Bennington the juniors and 
seniors . . . had assimilated the very liberal 
attitudes of the faculty, and served as a 
powerful reinforcement to the faculty in¬ 
fluence.20 

Evaluations necessarily often include 

in the final score the effects of contacts 

between subjects and the training they 

render each other. Should the program 

receive the credit, and, if not, how shall 

the contribution of the other variables 

be extracted? Jacob’s dilemma, as Barton 

notes, was that he 

originally focussed his study on "curricu¬ 
lar, as distinct from 'extra-curricular* or 
'co-curricular influences’ ”... but the in¬ 
fluence of "the network of interlocking 
factors affecting students’ values became 
increasingly apparent” so that the no¬ 
tion of the "climate” of institutions was 
brought in, and especially the influence of 
the "prevailing sentiment of upperclass¬ 
men.”21 

We are presented with one more de¬ 

ceptive feature of the term a program. 

Interaction, socialization, and informal 

groups are the spice of life for the so- 
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ciologist and social psychologist. Thus, 

they are prone to see such accompani¬ 

ments to a program as integral features. 

But taking the role of an evaluator may 

call for a different perspective and some 

difficult judgments. Barton, sensitive to 

all the subtleties of these interaction 

processes, never once raises the evalua¬ 

tor’s question as to whether Jacob should 

have tried to exclude these influences. 

The interaction of cohorts certainly 

accompanies any program with overlap¬ 

ping cycles. Is it, however, an element of 

a program or simply accidental to its 

operation? Experimental designs and 

control groups are used by sophisticated 

evaluators in order to subtract from the 

final score of the program the contribu¬ 

tion made by such extraneous factors as 

external events or growth caused by the 

passage of time. By the same token, why 

not subtract the training contribution of 

the older cohort in assessing the intrin¬ 

sic worth of the program? Perhaps if a 

group of younger and older subjects 

were simply brought together without 

any program at all, the same effects 

would have occurred. In this light, eval¬ 

uations which follow the classic control- 

sroup design may well commit an error 

if the control group is simply a number 

of equivalent individuals who have re¬ 

mained isolated from one another. The 

influence of sheer interaction will not 

have been subtracted by such a design. 

Our formulation may at first appear 

eccentric. By a mere change in termi¬ 

nology, it may become more acceptable. 

Substitute for interaction the term "con¬ 

tamination” and the image of an older 

cohort "corrupting the young” rather 

than training them. Such is often the 

case in programs operating in prisons, 

military establishments, and even educa¬ 

tional institutions.22 Barton reminds us 

that at some of the colleges Jacob stud¬ 

ied, "qualitative evidence suggests that 

the prestigeful student leaders and stu¬ 

dent institutions generally maintained 

values strongly opposed to those of the 

faculty in general, and succeeded in coun¬ 

tering faculty influence to a great ex¬ 

tent.”23 The professors at these colleges 

would hardly be inclined to regard such 

influences as part of their programs, and 

in their judgment the final score should 

not include such factors and thereby de¬ 

tract from their good evaluation. 

How shall the evaluator reach a rea¬ 

sonable decision on when such influ¬ 

ences—whatever their direction—are 

part of a program? A general answer to 

the question is not possible, but a ra¬ 

tional decision can be made in each case 

simply by asking whether the agency in¬ 

tentionally designed its program so as to 

create or facilitate such interaction and 

training. If it did, the program should 

be given credit for the effects produced, 

since in such instances the interaction 

was not an accidental or unavoidable ac¬ 

companiment, but rather an intended 

part of the program itself. Thus, the 

communal life of the Encampment for 

Citizenship is organized precisely to in¬ 

sure certain kinds of interaction and mu¬ 

tual training. Recruitment insures ethnic 

heterogeneity; housing arrangements 

further interracial contacts; workshops 

expose the individual to group influ¬ 

ences. The Encampment even tries to 

bridge the interval between nonoverlap¬ 

ping cycles and to facilitate interaction 

between cohorts from different years. By 

meetings, visits, and correspondence 

throughout the year, interaction is en¬ 

couraged, if only via the symbolic pres¬ 

ence of others. Alumni are used to re¬ 

cruit new cohorts which may then be 

carried along by anticipatory socializa- 
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tion, even before they are exposed to the 

summer program. 

In the instance of the Encampment, 

the evaluator’s decision to regard inter¬ 

action between subjects as a part of the 

program was easy, but the decision can 

be much more difficult. The safest course 

for the evaluator is to try to separate the 

contribution of processes like interaction 

so that any decision he makes is reversi¬ 

ble. He can add these effects into the ac¬ 

counts or subtract them. Perhaps there 

are other components of a total program 

whose effects also must be isolated. 

Conceptualizing Aspects of a Pro¬ 

gram: The Independent Variables 

in an Evaluation 

In the attempt to conceptualize "a pro¬ 

gram,” the evaluator may be led astray 

by the very term itself. He may think of 

the treatment and forget the context in 

which it is imbedded. Except in such 

rare instances as mass-media programs, 

the treatment is applied by a staff.24 

Perhaps it is the staff that is the potent 

force for change, rather than the pro¬ 

gram employed. With one turnover of 

personnel, the findings of an evaluation 

may no longer apply. Or perhaps a very 

good program, damaged by a poor staff, 

is curtailed because the evaluator has not 

distinguished between the two. To be 

sure, the staff is a part of any operative 

program, and its effect must be incor¬ 

porated in any evaluation, but the eval¬ 

uator must attempt to isolate its contri¬ 

bution. Where a program is cyclical, 

replication of an evaluation provides a 

way to do so, since turnover occurs in all 

organizations.25 For noncyclical pro¬ 

grams and one-time evaluations, a solu¬ 

tion can only be approximate and 

inferential. By ingenious types of meas¬ 

urement and internal analysis, the evalua¬ 

tor must try to estimate the personal im¬ 

pact of the staff on the subjects who are 

treated.26 

The staff and the program are con¬ 

tained within a site, and the ecology of 

sites often contributes to the effective¬ 

ness of programs and should be concep¬ 

tualized by an evaluator. Many programs 

approach their target groups in their na¬ 

tural environment so that the site might 

more strictly be defined as a property of 

the subjects rather than of the program. 

For many other programs subjects are 

removed from their natural environ¬ 

ment, taken for treatment to a special¬ 

ized site whose character is carefully 

controlled, and then returned to their 

normal locations. The specialized site is 

in the strictest sense the property of the 

program. The process of removal, tem¬ 

porary residence, and return may be vol¬ 

untary or forced, but in either case may 

account for the immediate effects and 

their subsequent transference.27 

In estimating the contribution the site 

makes to the effectiveness of a program, 

the evaluator may often have to use in¬ 

ferential means. A more direct test is 

possible for cyclical programs, since mi¬ 

nor rearrangements within the site oc¬ 

cur frequently and even radical changes 

in site occur occasionally. Thus, the iso¬ 

lation which characterized the residen¬ 

tial site of the Encampment for Citi¬ 

zenship appeared to be an important 

factor. It insulated the campers during 

training from undesirable influences 

from the larger society and increased in¬ 

teraction within the little community.28 

An opportunity to examine the influ¬ 

ence of this factor arose in a later cycle 

of the program, when a second Encamp¬ 

ment was established in a new site where 

the walls around the community were 

much more permeable. 
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Staff, site, and treatment are three ele¬ 

ments of a program. The many examples 

already presented establish the fact that 

the treatment in most programs is any¬ 

thing but a unitary variable. The treat¬ 

ment is so lengthy, complex, and multi¬ 

form that it demands analysis, but in its 

sprawl it often defies our powers of con¬ 

ceptualization. For sure, the distinction 

between the didactic element and the 

communal element of treatment should 

be made so as to evaluate the contribu¬ 

tion of interaction between subjects and 

that of mutual training. 

The programs that a researcher may 

be called upon to evaluate are so varied 

in content that no common guide to con¬ 

ceptualization is possible. But all treat¬ 

ments can be ordered along a few for¬ 

mal dimensions which are relevant to 

their effectiveness. The temporal dimen¬ 

sion is an obvious example, and yet it is 

frequently neglected. We have in mind 

not only the duration of treatment but 

whether it is continuous or intermittent. 

If intermittent, is it regular in its phas¬ 

ing, or does it employ a system of "pe¬ 

riodic reinforcement,” which B. F. 

Skinner regards as a potent force for 

learning? 
Conceptualizing a program in terms 

of staff, site, didactic and communal ele¬ 

ments of treatment, and temporal pat¬ 

tern only provides a schema within 

which the evaluator can introduce further 

conceptual refinements. In our judg¬ 

ment, he should not push these refine¬ 

ments too far. He must certainly de¬ 

scribe a program and its main elements, 

but sometimes that is where he should 

stop. Such description and basic concep¬ 

tualization is quite different from end¬ 

less dissection of a complex treatment 

which an agency regards as a functional 

unity. 

Evaluation is action research first, 

scholarly inquiry only secondarily. To 

conceptualize a program variable whose 

influence cannot be put to any empirical 

test is a purely speculative exercise 

which has no implications for the cur¬ 

rent evaluation, although it may inspire 

a future evaluation.29 Even to establish 

empirically the influence of a particular 

variable contained within the program 

which is beyond the powers of the ac¬ 

tion agency to modify is an academic 

finding. The evaluator should focus on 

the manipulable and the testable. 

If our formulation appears too crude 

for the sociologist gifted in conceptual 

analysis, let him now turn his attention 

to the realm of effects. Here all his pow¬ 

ers of conceptualization are demanded, 

since the refinement of dependent var¬ 

iables is essential. 

Conceptualizing Effects 

Planned social action implies goals, 

and it may seem an obvious step for the 

evaluator to take such goals as given and 

to concentrate on other aspects of the 

research procedure. Nothing could be 

more wrong. Most social action pro¬ 

grams have multiple objectives, some of 

which are very broad in nature, ambigu¬ 

ously stated, and possibly not shared by 

all persons who are responsible for the 

program. For example, it is reported 

that the basic aims of community de¬ 

velopment in India, under the First Five 

Year Plan, included, among other goals, 

the desire "to initiate and direct a proc¬ 

ess of integrated cultural change aimed 

at transforming the social and economic 

life of the villages.” 

"The aim of the movement was to 

create in the rural population a burning 

desire for a higher standard of living and 

the will to live better.”30 
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How can the researcher hope to meas¬ 

ure success in achieving so broad a goal 

as the transformation of "the social and 

economic life of the villages”? What 

constitutes "a burning desire”? 

Basic concepts and goals are often elu¬ 

sive and vague. As Jahoda has observed 

about the evaluation of programs in the 

field of mental health: "there exists no 

psychologically meaningful and, from 

the point of view of research, opera¬ 

tional description of what is commonly 

considered to constitute mental health.”31 

Witmer and Tufts point to similar dif¬ 

ficulties in conceptualization in the field 

of delinquency prevention: 

Despite the attractiveness of the idea, de¬ 
linquency prevention is an elusive concept. 
What is to be prevented? Who is to be de¬ 
terred? Are we talking about the numer¬ 
ous acts that most children commit that 
are "anti-social” in character; about the un¬ 
conventional activities of "flaming” youth, 
"gone” youth, or youth otherwise disap¬ 
proved of; about "official” delinquency, 
with emphasis on that which is of serious 
nature and likely to be continued unless 
something is done about it? 

Does prevention mean stopping misbe¬ 
havior before it occurs, and, if so, what 
misbehavior? Does it mean keeping mis¬ 
behavior from becoming progressively 
worse and more frequent? Or does preven¬ 
tion have a kind of public health connota¬ 
tion in that the emphasis is on underlying 
environmental conditions rather than on 
individual cases? 

Each of these questions has been an¬ 
swered affirmatively by one or another pro¬ 
ponent of delinquency prevention. And 
each has different implications for pro¬ 
gram planning and for likelihood of suc¬ 
cessful results.32 

Even seemingly limited, concrete pro¬ 

grams with specific aims pose difficul¬ 

ties. Riecken, for example, in evaluating 

a summer work camp program of the 

American Friends Service Committee, re¬ 

viewed a number of official documents 

describing the program and concluded 

that "we have been unable to discover 

in these writings a simple, clearly and 

comprehensively stated set of aims that 

will meet with the universal endorse¬ 

ment of the directors of the program.”33 

One consequence of such difficulties 

in conceptualization is that a great deal 

of the initial labor in evaluation research 

consists of attempts to formulate in a 

clear and measurable fashion a list of 

goals which can serve as the basis for de¬ 

termining the program’s relative success. 

There is no codified set of principles to 

guide the researcher in rhe formulation 

of relevant, let alone critical, concepts 

and their accompanying operational in¬ 

dicators.34 In this phase of evaluation 

there is no discounting the importance 

of an imaginative approach by the re¬ 

searcher. Although certain objectives can 

be readily measured—a program aimed 

at extending rural roads, for example, 

can be evaluated in part by counting the 

miles of new roads constructed—most 

objectives call for more sophisticated 

formulations. Furthermore, not all ob¬ 

jectives are of equal importance, and 

many can be translated into a variety of 

alternative concepts. 

Even though social science cannot pro¬ 

vide the evaluator with hard and fast 

rules for formulating concepts and se¬ 

lecting among alternative formulations, 

it can at least encourage him to give sys¬ 

tematic consideration to the conceptual¬ 

ization of the program’s effects in terms 

of locus, time, and unanticipated conse¬ 

quences. 

The locus of effects. As we have noted 

elsewhere, a first principle in conceptual¬ 

izing the objectives of an action pro¬ 

gram is "that some attempt must be 

made to analyze the kinds of formal en¬ 

tities that are involved, to locate the re- 
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gions within which the concepts are 

set.”35 By "region” we mean initially 

whether the concepts pertain to an indi¬ 

vidual, an aggregate of individuals, a 

group, a total community or society, or 

a combination of these. To illustrate, a 

delinquency-prevention program might 

aim at "building the character” of indi¬ 

viduals; at reducing the total number of 

delinquents in an area, or the propor¬ 

tion of delinquents in a particular social 

category; at changing the habits of juve¬ 

nile gangs; at changing the community’s 

ability to cope with potential delin¬ 

quency through developing a more effec¬ 

tive organizational structure for detect¬ 

ing and removing conditions which 

cause delinquency; or at some combina¬ 

tion of such goals.36 
The region of effects is important for 

determining both the kind of evidence 

of effectiveness to look for and the cri¬ 

teria of success. To continue the illustra¬ 

tion, a program aimed at individual 

character development would look for 

evidence of changes within the individ¬ 

ual or in his conduct. In this case, the 

degree of improvement in the individual 

is the gauge of success, and perhaps one 

"soul saved” is sufficient to consider the 

program successful. A program aimed 

at aggregates of individuals could, of 

course, simply add together the numbers 

of individuals who have improved, per¬ 

haps assessing effectiveness in terms of 

the difference between this sum and the 

number who might have improved 

without the program. An alternative 

which is common in practice is to collect 

evidence on net changes in individual 

attributes, again comparing such gains 

with what might have been achieved 

without the program. Thus, one could 

compare the proportion of boys who ex¬ 

press certain antisocial attitudes before 

participating in a program with the pro¬ 

portion expressing such attitudes after 

the program. The net improvement 

could be compared with similar data 

from a control group. This focus on net 

gain or loss ignores the individual direc¬ 

tions of change. Certain boys may have 

become more antisocial, while others be¬ 

came less, and others remained un¬ 

changed; it does not matter, for the eval¬ 

uation is in terms of changes in the 

proportion of the boys having such atti¬ 

tudes. As another example, if a pro¬ 

gram aimed at changes in social groups, 

the evaluator might seek information 

about changes in such group characteris¬ 

tics as leadership, social norms, and or¬ 

ganized activities. Finally, programs 

concerned with total communities or so¬ 

cieties might require evidence on changes 

in the social environment that are be¬ 

lieved to be related to delinquency (im¬ 

proving housing conditions, for exam¬ 

ple) ; or they might follow through in a 

second stage of evaluation to determine 

whether such changes in environment 

actually result in a reduction of delin¬ 

quency in the community. 
In addition to deciding which types 

of effect are central to the program’s ob¬ 

jectives, the evaluator must collect as evi¬ 

dence of effects the type of data that 

matches best with the region of effects as 

originally conceived. Evidence on net 

changes in attitudes in a group, for ex¬ 

ample, would be inappropriate for eval¬ 

uating a program whose effectiveness 

was conceived in terms of individual 

case improvement; data from longitudi¬ 

nal case studies would match that region 

of effects better. 
Once the major regions of program¬ 

matic objectives have been located, it is 

then necessary to specify and elaborate 

subregions of concepts within each ma- 
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jor region selected. Here the evaluator 

is guided by the theoretical orientations 

of the relevant social disciplines. Psychol¬ 

ogy, for example, is rich in models of 

the individual, distinguishing the subre¬ 

gion of overt conduct from such inner 

states of the individual as his values, 

opinions, attitudes, motivations, inter¬ 

ests, information, and skills. Sociology, 

social psychology, and anthropology pro¬ 

vide guides to subregions concerning 

groups which would be salient to the 

evaluation of programs aiming at group 

change. Such group properties include 

the character of social norms, formal and 

informal organization, cohesiveness, and 

morale. A sociological orientation can 

also direct the evaluator to further speci¬ 

fication of subregions of community 

change, such as social institutions, social 

stratification, and the normative system. 

The final specification of regions and 

subregions of effects rests on the joint 

wisdom of the program director and the 

evaluator. Social science provides broad 

guidelines, and previous research has 

helped map the terrain. But most eval¬ 

uations have focused on changes in indi¬ 

viduals and aggregates; as a consequence 

almost any evaluation of programs aimed 

at changes on the group or total com¬ 

munity level must begin at the frontiers 

of the application of theory to practice. 

Once regions and subregions are spe¬ 

cified, the specific variables that will be 

measured must be determined. The best 

working principle is that there is safety 

in numbers, and therefore the evaluator 

will do well to avoid reducing his evi¬ 

dence to single measures of a concept. 

Temporal aspects of effects: develop¬ 

mental sequences and social chains. Cut¬ 

ting across the specification of goals in 

terms of their locus in individuals or 

larger units, and thereby further compli¬ 

cating the problem of conceptualization 

for the evaluator, is the dimension of 

time. Once the program’s official objec¬ 

tives are specified, certain temporal con¬ 

siderations are readily apparent, al¬ 

though it is not always easy to provide 

for them in the study design. These are 

considerations of some particular effect 

at some point in time. If a program aims 

to change certain opinions held by indi¬ 

viduals in the target audience, for exam¬ 

ple, one needs to know whether such 

changes are expected to occur imme¬ 

diately following exposure to the pro¬ 

gram, some relatively short time there¬ 

after, or in some more distant time; 

further, are the changes expected to be 

temporary or to endure, and if the latter, 

for how long? For certain purposes im¬ 

mediate change is the proper measure of 

effects, but social psychological research 

in mass communications indicates the 

possibility of sleeper effects, that is, 

changes in opinions that do not occur 

until several weeks after exposure to a 

program. If a program aims at affecting 

the conduct of its audience, a long-range 

time perspective may be vital, since cer¬ 

tain kinds of behavior may require a rel¬ 

atively long time span before the indi¬ 

viduals involved have an opportunity to 

behave as expected. Thus, the effective¬ 

ness of a campaign aimed at increasing 

an individual’s sense of civic responsi¬ 

bility and tendency to vote could not be 

determined until an election (or several 

elections) had passed. Problems of this 

nature, although many may seem self- 

evident, often pose difficulties in study 

design. We shall postpone discussion of 

them, however, until a subsequent sec¬ 

tion on longitudinal designs. 

A somewhat less obvious temporal 

problem is that of chains of effects. We 

distinguish three kinds of chain proc- 
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esses: the psychological developmental 

sequence, the social developmental se¬ 

quence, and the social chain. In the first 

two the locus of effects is restricted to 

members of the original target audience 

who are the immediate subjects of the 

social-action program. 

In the psychological developmental se¬ 

quence, effects in a particular subregion 

(for example, cognitive changes) must 

occur in the target audience and then 

develop or change into effects in another 

subregion (for example, from cognitive 

change to attitudinal change to con¬ 

duct). Usually such a "psychological 

movement” requires some time, and 

hence evaluation must be extended. 

Take as an example the mass informa¬ 

tion campaign in Cincinnati. It was 

hoped that at some point in time indi¬ 

viduals within the population would be¬ 

come more informed about the United 

Nations. Determining the point at 

which the cognitive changes were sup¬ 

posed to have occurred is problematic. 

If immediately, the evaluator might still 

raise the question whether they would 

persist. A subsequent measurement 

might establish that the information had 

all been forgotten. But even so, such a 

design might still have begged the real 

question. Perhaps implicit in the pro¬ 

gram was a model of a chain of effects, 

beginning with information leading to 

cognitive changes, which created new at¬ 

titudes, which in turn disposed the indi¬ 

vidual to new forms of conduct. 

An example of planned developmen¬ 

tal sequences comes from the field of de¬ 

linquency-prevention programs. Witmer 

and Tufts observe that certain delin¬ 

quency programs seek to "prevent or re¬ 

duce delinquency through educational or 

therapeutic measures applied in indi¬ 

vidual cases.”37 A complete evaluation of 

such programs, they argue, should first 

determine whether the immediate objec¬ 

tives of education or therapy were 

achieved; only then should success in 

terms of delinquency prevention be 

measured. 
Such psychological chains of effects 

may often merely be implicit in the 

plans of the action agency. If the evalua¬ 

tor does not bring the model to light, 

and treats an intermediate link in the 

chain as the ultimate effect to be meas¬ 

ured, there is danger that the agency 

—and perhaps the evaluator himself— 

will assume, without benefit of any em¬ 

pirical proof, that the chain process will 

go on to its desired end. Certainly, it is 

wise to evaluate effects all along the 

chain, but at what point in time do the 

transitions in the developmental se¬ 

quence occur? There are no hard and 

fast rules, but fortunately for the eval¬ 

uator chains of psychological effects can 

occur relatively quickly. For example, 

Hovland’s sleeper effects, in which the 

reorganization of cognitive processes was 

followed by attitudinal changes, took 

only a few weeks. 
By contrast, the evaluator has a much 

more tedious assignment when he deals 

with social developmental sequences in 

which the links that must be joined are 

changes in different societal sectors. Con¬ 

sider another example from the field of 

delinquency-prevention programs. Wit¬ 

mer and Tufts note that certain programs 

"would prevent or reduce delinquency 

through improving the environment . . . 

their aim is the removal or ameliora¬ 

tion of certain conditions supposed to 

cause or foster delinquency, and the 

test of their effectiveness is whether 

delinquent acts become less frequent or 

less severe after the program is in full 

force.”38 But evaluating such programs 
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is not simply a matter of measuring 

whether delinquent acts are reduced; 

suppose they are not. Clearly the pro¬ 

gram has failed; or has it? If a program 

aimed at delinquency reduction through 

improving housing conditions does not 

lead to a reduction in delinquency, then 

clearly it has failed in its ultimate objec¬ 

tive. But this is a proper test of the effec¬ 

tiveness of such a program only if the 

program did in fact improve housing 

conditions. Witmer and Tufts argue that 

the evaluation should inquire about 

both issues: first, has the desired change 

in the environmental situation been 

brought about, and then, if it has, by 

how much has delinquency been reduced 

by the change? They suggest that the 

evaluation of the effectiveness of social 

developmental programs (as well as 

those based on psychological develop¬ 

ment) should be a two-step affair. 

One can argue, of course, that the 

proper concern of the evaluator is with 

the ultimate effectiveness of any pro¬ 

gram, regardless of its degree of success 

or failure at intermediate stages. But he 

should still keep in mind the possibility 

that certain social-action programs are 

conceived in terms of intermediate and 

ultimate chains of effects and that evi¬ 

dence of success or failure at one link in 

the chain need not always imply success 

or failure at another. This matter is most 

serious when success at an early stage is 

taken as evidence of ultimate success. 

This point can be illustrated in connec¬ 

tion with our third type of chain of 

effects—the social chain. 

Ordinarily we conceive of a social-ac¬ 

tion program as directly affecting the 

persons, groups, or situation defined as 

its target. But there are important excep¬ 

tions. Many social-action programs aim 

at changing an ultimate target popula¬ 

tion or society through influencing a 

smaller vehicle group of persons who 

are to act as the agents for social change. 

Programs may focus on opinion leaders, 

for example, in the hope that they in 

turn will affect large numbers of their 

followers. Programs aimed at the ulti¬ 

mate widespread diffusion of innova¬ 

tions may concentrate on key influential 

in the community. Technical training 

programs which train foreign nationals 

provide another example. The ultimate 

aim of these programs is to assist the 

technological development of foreign 

areas; this is to be accomplished through 

the activities of the trained individuals 

when they return home. One link in the 

chain of effects is the success or failure 

of the program in training the individ¬ 

uals who attend the program. But suc¬ 

cess here may not mean success later. 

Some of the trainees may decide to re¬ 

main in the host society or migrate to 

another nation rather than return home; 

others, on returning home, may find it 

impossible to apply their newly learned 

skills and attitudes. Indeed, such evalua¬ 

tions as exist in this area have made it 

clear how common these possibilities 

are. Hence it is important that the eval¬ 

uator consider the relevant social chain 

of effects. 

Unanticipated consequences and neg¬ 

lected formal aspects of dependent var¬ 

iables. Evaluation aims to provide ob¬ 

jective, systematic, and comprehensive 

evidence on the degree to which a pro¬ 

gram achieves its intended objectives 

plus the degree to which it produces un¬ 

anticipated consequences which when 

recognized would also be regarded as rel¬ 

evant to the social-action agency.39 So¬ 

cial-science literature is rich in examples 

of programs that produced totally unex¬ 

pected side effects. Sometimes such ef- 
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fects have their locus in the target popu¬ 

lation. Riecken, for example, in evaluat¬ 

ing the effects of a volunteer summer 

work camp for young persons, noted 

that although the program was success¬ 

ful in changing certain attitudes of the 

participants it also seemed to increase 

the degree to which some of them be¬ 

came alienated from the total society and 

developed something like an elite self- 

image—an outcome not in keeping with 

the program’s intentions.40 In other cases 

there are unanticipated but relevant con¬ 

sequences for persons outside the orig¬ 

inal target group. Carlson, for example, 

reports on a public-health mass infor¬ 

mation campaign which failed to in¬ 

crease the amount of information about 

venereal disease among certain publics or 

the rate at which they volunteered for 

treatment; nevertheless the campaign ul¬ 

timately led to a reduction in the amount 

of untreated disease in the area because 

it boosted the morale of local health 

workers and stimulated them to more 

vigorous efforts on their job once the 

campaign had attracted public attention 

to their professional problem.41 

How can the evaluator anticipate ef¬ 

fects not foreseen by the action agency? 

Several procedures give him an advan¬ 

tage over the agency in anticipating such 

results: evidence of unexpected conse¬ 

quences from the records of previous 

cycles of an established program; specula¬ 

tion about the consequences if the in¬ 

tended effect reached an extreme value, 

such as would occur if an intended boost 

in the individual’s self-confidence led to 

a false sense of eliteness; alertness to pos¬ 

sible undesirable consequences which 

the agency once foresaw but believed it 

had avoided and therefore no longer 

thought about; and clues from the social- 

science literature. The importance of the 

literaaire cannot be overestimated. Fa¬ 

miliarity with previous studies of similar 

action programs and general scientific 

knowledge about the area involved— 

whether delinquency, attitudinal change, 

or voting behavior—can unlock the door 

to many of the relevant conceptualiza¬ 

tions of unexpected results. 

Something more can be done at this 

phase of conceptualization, but rarely is, 

and we can only call attention to its pos¬ 

sibilities here. Most evaluations are made 

in terms of dependent variables defined 

in a substantive manner; we have spo¬ 

ken, for example, of the subregions 

of attitudes, opinions, knowledge, con¬ 

duct, and the contents contained within 

these regions. It would also be useful to 

conceive of a program’s effects in terms 

of more formal aspects of the dependent 

variables. When dealing with attitudes 

and opinions, for example, an evaluation 

might consider the intensity, crystalliza¬ 

tion, congruence, consistency, linkage, 

and other formal aspects of an attitude 

structure, rather than the mere content 

of attitudes. A program might, for in¬ 

stance, intensify attitudes, even though 

it did not alter their contents, or it might 

activate an otherwise latent attitude. 

The utility of such a mode of concep¬ 

tualization is implied by Barton in his 

critique of the Jacob study: "The notion 

that college should make people arrive 

at their values through conscious explo¬ 

ration gives us a directive as to what to 

measure—something like value-con¬ 

sciousness’ or 'value-exploring activ- 
• • > >>49 
lties. 

Conceptualization of formal variables 

often solves methodological problems 

and may also save the researcher from 

the embarrassment which can occur if he 

has to present negative findings to an ac¬ 

tion agency. Action agencies faced with 



204 Herbert H. Hyman and Charles R. Wright 

negative findings are often skilled at in¬ 

venting concepts of a formal naaire. 

"Yes,” they agree, "the program did not 

change any attitudes, but it did reinforce 

them”; or "It did not change the be¬ 

liefs the group held but it clarified 
them.” 

VARIETIES OF EVALUATION: 

STUDY DESIGNS 

Extending the Usefulness of Evalua¬ 

tion by Comparative Designs 

The evaluator too often sees a pro¬ 

gram in terms of the imagery of the 

neat, independent variable of an experi¬ 

ment and runs the many dangers we 

have previously described. He needs to 

enlarge his conception of a variable, but 

he must also enlarge his conception of 

the nature of an experiment. Too often 

he has been taught that the perfect de¬ 

sign involves a comparison between an 

experimental group to which he gives a 

treatment and a control group to which 

he gives zero treatment and is thus re¬ 

garded as receiving nothing. Elsewhere 

we have noted in detail, and we shall 

stress it again later, that the notion of a 

group receiving no treatment can be 

very misleading when applied to the 

evaluation of programs. During the long 

period when a program is operative, life 

cannot be suspended for a control group 

as is the case in a brief experiment, and, 

unknown to the evaluator, some other 

agency may be providing a different 
kind of treatment. 

But let us suppose that there is no 

such ambiguity in interpretation, that 

the evaluator does overcome the many 

technical and practical difficulties and 

creates a beautiful but orthodox experi¬ 

mental design. Certainly it is useful to 

learn that an agency’s program is better 

than doing nothing, but it may be more 

important for social policy to ask 

whether something still better could be 

done. The comparative design speaks to 

this important question. Instead of an 

experimental group and an untreated or 

control group, the evaluator compares 

groups exposed to different types of pro¬ 

gram or to different levels and combina¬ 

tions of treatment within a single pro¬ 

gram. It is a harsh standard for an 

evaluator to employ—to demand that a 

given program or treatment be better 

than another—but it is certainly realistic 

to ask what is the best way to allocate re¬ 

sources and whether a more economical 

and curtailed program would produce the 

same effect. The ambiguity in the notion 

of ' 'zero treatment” is, of course, resolved 

in comparative evaluations. They may 

also be more feasible to apply than the 

orthodox design.43 An agency may not 

want to deny all treatment to a group 

that needs help, or the group may not 

allow itself to be denied help from 

that or any other quarter. In programs 

that are concerned with the control and 

rehabilitation of dangerous forms of be¬ 

havior, it is almost inconceivable that an 

agency would leave such individuals un¬ 

treated simply to establish a conven¬ 

tional control group for the evaluator. 

Comparisons between factors within 

a program. The treatment employed 

within a program is generally complex 

in character. In the usual evaluation, the 

effects of the different component parts 

of the treatment cannot be separated. 

But, if an agency were to be sophisti¬ 

cated enough, or an evaluator persuasive 

enough, several equivalent groups could 

be exposed to different amounts and ele¬ 

ments of the total treatment, and the 

component effects separated. 

In the Egyptian rural health program 
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mentioned above, a complex program of 

health and sanitary measures was applied 

to four equivalent villages in a kind of 

factorial design. Thus "The village of 

Aghour El Sughra was treated to Wells 

plus Fly Control. El Barada was treated 

to Wells, Latrines, and Refuse Dispo¬ 

sal Service. Quaranfil to Wells, Latrines, 

Refuse Disposal, and Fly Control. Sindh- 

bis to Wells, Latrines, Refuse Disposal, 

Fly Control, plus other preventive medi¬ 

cal activities.” As a result of this design, 

the evaluators were able to conclude that 

"the improvement ... is due largely to 

the provision of water supply and la¬ 

trines,” since the gain in the two villages 

that received the more elaborate treat¬ 

ments was very little, but the village that 

received the most rudimentary treatment 

was far behind the other three.44 

In this instance, the various factors 

produced different effects. But suppose 

they had all been proved equal. It might 

mean that all the treatments were equally 

good, but it could also mean that they 

were all equally bad—no better than 

nothing. We have resolved one kind of 

ambiguity with the comparative design, 

only to run the risk of another ambi¬ 

guity. In principle, the solution is sim¬ 

ple: merge the comparative design with 

the conventional design by adding an 

additional, pure control group which re¬ 

ceives zero treatment. In practice it is 

not so simple. In the Egyptian study, 

there was, in fact, a fifth village, Ag¬ 

hour El Kubre, which was "to remain 

without improvements to provide basic 

vital statistics for comparison with the 

above villages.”45 Yet the ambiguity of 

the conventional control group and the 

difficulty of giving an equivalent group 

"nothing” are brought home when one 

notes that this fifth village, like the other 

four, was near "a recently developed 

health center that could serve as the base 

for the program.”46 Therefore all the 

villages had at least this minimal pro¬ 

gram. The point will become even 

clearer as we turn to another compara¬ 

tive evaluation, in which "the objective 

was to learn how much family planning* 

could be achieved at how much cost in 

money, personnel and time.” 

Berelson and Freedman describe this 

large-scale program and evaluation in¬ 

volving the provincial Health Depart¬ 

ment of Taiwan, the support of the 

Population Council in the United States, 

and the research of the Population Stud¬ 

ies centers in Taiwan and the University 

of Michigan. In Taichung, a city of 

about 300,000, small neighborhoods 

within each of three larger districts 

were exposed to four different treat¬ 

ments, designated "nothing,” "mail,” 

"everything (wives only),” and "every¬ 

thing (wives and husbands).” In the 

"everything” neighborhoods, communi¬ 

cation and persuasion were administered 

via personal visits from field workers, 

whereas in the "mail” neighborhoods 

only a direct-mail or impersonal form of 

communication was used on two specific 

target groups, newlyweds and parents 

with two or more children. But what 

about the neighborhoods that acted as 

control groups, receiving, as the evalua¬ 

tors put it, "nothing”? "The city as a 

whole was exposed to only two aspects 

of the program: a general distribution 

of posters pointing out the advantages 

of family planning and a series of meet¬ 

ings with community leaders to inform 

them about the program, get their advice 

and enlist their support.”47 

"Nothing” is anything but nothing; 

apparently the various parties were 

either unwilling or unable to have a true 

zero treatment as a control. The point 
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will become even stronger as we exam¬ 

ine the total design of this particular 

comparative evaluation, which also 

wanted to examine the effect of word-of- 

mouth diffusion and therefore saturated 

the three larger districts with different 

* concentrations of the everything treat¬ 

ment. Thus in fact twelve different com¬ 

binations of treatment were evaluated, as 

schematically represented in Table 4. 

The combinations are ranked in order of 

their effectiveness, eleven months after 

the initiation of the program, in per¬ 

suading the married women, aged 

twenty to twenty-nine, of that type of 

neighborhood to accept or purchase a 

contraceptive device. 

The best treatment is ranked "first.” 

Some of the "nothing” neighborhoods 

and families, in terms of what we earlier 

labeled social chains of effect, received 

rather substantial treatments, and, either 

directly or indirectly, none of these 

neighborhoods received nothing. By 

their comparative design, Berelson and 

Freedman were able to demonstrate that 

"the added effect of visiting husbands as 

well as wives was not worth the ex¬ 

pense,” that the indirect effects of pro¬ 

grams via diffusion is indeed consider¬ 

able, but "that the maximum return for 

minimum expenditure can be obtained 

with something less than the heavy . . . 

degree of concentration.”48 

In the Taiwan study, the everything 

treatment, a form administered to the 

neighborhoods by direct personal com¬ 

munication via a staff of eighteen field 

workers, was found to be the most effec¬ 

tive. Neighborhoods receiving this 

treatment, even those within the least 

saturated districts, showed a higher per¬ 

centage of women accepting birth-con¬ 

trol measures than neighborhoods that 

received the mail treatment and were 

within heavily saturated districts. Even 

such a compelling finding, however, is 

subject to some ambiguity. Recall the 

principle that an evaluator must distin¬ 

guish between the staff of a program and 

the treatment administered by that staff. 

In any comparative evaluation of treat¬ 

ments, one of which involves the use of 

staff and the other of which does not, 

there is a danger that the particular per¬ 

sons employed account for the apparent 

effectiveness of the personal form of 

treatment. Change the particular field 

Table 4. Treatment Ranked According to Effectiveness* 

Amount of Saturation of Larger District 

Treatment of the 

Neighborhood 

Heavy: 

Half the 

Neighborhoods 

Medium: 

One-third the 

Neighborhoods 

Light: 

One-fifth the 

Neighborhoods 

Nothing 7.5 (tie) 11 (tie) 11 (tie) 
Mail 7.5 (tie) 11 (tie) 9 
Everything (wives) 
Everything (wives and 

2 3 5 

husbands) 1 6 4 

* Adapted from Berelson and Freedman, op. cit. 
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workers used on the next cycle, and the 
advantage of direct home visits might 

evaporate. 
In the instance of Taichung, the argu¬ 

ment is perhaps unreasonable, since it is 
unlikely that all eighteen field workers 
would turn out to be extremely forceful 
personalities. However, a similar evalua¬ 
tion was made in Madras State, India, of 
three different methods to encourage 
BCG vaccination for tuberculosis. In 
some villages each household was ap¬ 
proached individually. Other villages also 
received a mass-media approach, and 
still others received in addition a treat¬ 
ment involving group meetings organ¬ 
ized through the local leadership. The 
gains from the various methods and com¬ 
binations of method were quite clear, but 
one of the evaluators, Ranganathan, re¬ 

marks: 

We did not have the time to train persons 
to use the methods and media in a uniform 
manner. We made use of the existing pub¬ 
lic health workers. . . . These people were 
all very well known and accepted by the 
people of the villages under study. They 
were also very good in community or¬ 
ganization. Would it be correct to assume 
that the results of the study, especially the 
individual approach method, would have 
been different if the interviews were con¬ 
ducted by some other persons?49 

Comparisons between programs. The 
enlightened self-interest of the agency 
and the virtuosity of the researcher 
create the comparative evaluation of fac¬ 
tors within a program. The evaluator 
may have the intellectual power to con¬ 
ceptualize the important elements and 
to conceive the appropriate experimen¬ 
tal test, but the agency has the power to 
arrange the test, if it sees fit. No matter 
how complex the total program may be 
and no matter how many subprograms 

it may contain, it is at least a unity in the 
practical sense that it is all within the 
jurisdiction of a single agency. What¬ 
ever the findings, the agency gains. The 
situation is completely different for the 
comparative evaluation of several pro¬ 
grams operated by different agencies. In 
principle, the design has the same vir¬ 
tues: it provides a rigorous experimental 
test of a program and imposes the harsh, 
but legitimate, standard that a program 

be the best allocation of resources.50 But 
one of the agencies is bound to lose in 
the invidious comparison. Whatever the 
persuasive powers of the evaluator, the 
likelihood of his arranging a simultane¬ 
ous comparative evaluation of several 
programs having the same objectives but 
different sponsoring agencies seems 
small. In Jacob’s study, the colleges were 
not parties to any plan for a comparative 
evaluation. They became innocent par¬ 
ties to the evaluation only because Jacob 
used findings from studies done at dif¬ 
ferent times for other purposes. This is 
one reason for the crudities and techni¬ 
cal imperfections of the study as a sys¬ 
tematic comparative evaluation of pro¬ 
grams, but this is also why it was feas¬ 

ible. 
Lazarsfeld, contemplating some of the 

deficiencies in the Jacob inquiry and the 
complexity of the college program, calls 
for "systematically comparative research 
covering all the relevant interacting 
parts of the college as a social system. 
... It will require support from founda¬ 
tions ... it will demand close collabora¬ 
tion between the educator and the social 
research technician.”;)1 But if this com¬ 
parative research is to be explicitly eval¬ 
uative, it may demand a kind of co-opera¬ 
tion which is not likely to be given. In 
our discussion of continuities in evalua- 
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tion research we shall present a design 

which has the feasibility of the second¬ 

ary analysis and some of the systematic 

quality of the simultaneous comparative 
evaluation. 

Comparisons between programs in 

different settings. In current usage, com¬ 

parative research in sociology implies 

the study of a given problem in different 

societies. How different from our discus¬ 

sion of comparative evaluations of pro¬ 

grams or factors within a program! But 

clearly there is a miniature equivalent to 

comparative sociology in the compara¬ 

tive evaluation of a program in two dif¬ 

ferent sites. A major and perhaps neg¬ 

lected component of programs is the 

site in which they are conducted. If a 

site is changed on a subsequent cycle, or 

if the same program occurs in several 

sites simultaneously, an evaluator can 

make a comparative study of the effec¬ 

tiveness of this factor. 

But there is a closer parallel to com¬ 

parative sociology in the occasional com¬ 

parative evaluation of a program that is 

operated in two different social environ¬ 

ments. Here, the concern is not to reject 

one program (or factor) and endorse 

another, but to establish the generality 

of the effectiveness of a program. One 

can also combine the comparative study 

of programs or factors with the com¬ 

parison of settings, since it may well be 

that the better method in one setting is 

the worse method in another setting. 

But generally one simply evaluates 

whether a single program is effective in 

more than one setting. For example, a 

pilot project in rural adult education 

was conducted in France in 1953-1954 

under the auspices of UNESCO. Special 

television programs were broadcast to 

French villages which had organized 

' tele-clubs,” and the influence of the pro¬ 

grams as mediated through the clubs 

and their discussions was found to be 

considerable. In view of the success of 

the French program, UNESCO pro¬ 

posed a second such educational pro¬ 

gram, which was conducted in Japan in 

1956.52 Beginning in 1964, UNESCO 

has been sponsoring a comparative 

evaluation, conducted in India and Costa 

Rica, in which the relative effectiveness 

of several different types of programs in 

changing farm practices is being eval¬ 

uated. In addition to control villages 

which are not receiving any special treat¬ 

ment, some villages in each country are 

being exposed to radio farm forums 

and other villages to printed matter then 

discussed in forums and preceded by lit¬ 

eracy teaching.53 Comparative evalua¬ 

tion of settings here assumes an almost 

global scale, but note that in this case 

the research was successive rather than 

simultaneous. 

This is the mode of research that 

we call "continuities in evaluation.” Per¬ 

haps by slow degrees and long continu¬ 

ity, comparative evaluators will begin to 

establish the utility of social-action pro¬ 

grams in the very environments and so¬ 

cieties most in need of social change: 

the developing countries. Then the uses 

of sociology will really be extended, and 

a more widely based theory of social 
change will result. 

Designs Involving Continuity, Repli¬ 

cation, and Longitudinal Study: 

Their Use and Value 

Over a decade ago, the late Samuel 

Stouffer chided his fellow sociologists 

and social psychologists for their failure 

to give more attention to replications of 

studies. "Experimental psychology,” he 

observed, "which springs more directly 

out of the natural science tradition, puts 
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an emphasis on replication which social 

psychologists and sociologists might 

well emulate.” One reason for this fail¬ 

ure, according to Stouffer, is the unfor¬ 

tunate custom of applauding " original¬ 

ity’ so highly that students acquire no 

prestige out of 'just repeating what 

somebody else has done.’ ” He argued 

that the safest check on the reliability, 

validity, and generalization of findings 

is the consistency of replications. Stouf- 

fer’s comments were directed specifi¬ 

cally to studies based on survey tech¬ 

niques,54 but they have a special cogency 

for research that involves evaluation of 

social-action programs and policy. 

We shall distinguish three kinds of 

research operations that are subsumed 

under the label "replication.” 

1. There are studies that build 

upon, extend, and occasionally test under 

varying circumstances the findings and 

hypotheses of previous research. For 

purposes of discussion here we shall call 

this practice "continuity in research” 

and note that it subsumes what we ear¬ 

lier called comparative evaluations. 

2. Second, there are studies that at¬ 

tempt to duplicate, as closely as possible, 

the design, problem, hypotheses, and 

methods of earlier studies. We call this 

practice "replication.” It differs from 

continuity by attempting to repeat all 

the relevant conditions of the earlier re¬ 

search. 

3. Third, there is the attempt to con¬ 

duct a study in several stages, extending 

it over a relatively long period of time 

in order to see what new phenomena 

emerge. This practice we shall label 

"longitudinal,” or long-term, research. 

It is often regarded as the acid test of a 

program’s effectiveness, but the em¬ 

phasis on longitudinal research may at 

times be an evasive tactic by which eval¬ 

uation can be progressively postponed. 

For example, the preface of a report on 

a program in India stated: "Since this 

was essentially an experimental program, 

considerable emphasis was put from the 

very beginning on the need for evalua¬ 

tion and assessment.” Yet a few sen¬ 

tences later the report continued: 

When it is remembered that the program 
is to run over a period of five years and 
that in most of the districts it is hardly two 
years old and that a large part of this pe¬ 
riod has been taken up in making prelim¬ 
inary arrangements, building up the requi¬ 
site institutions and administrative and 
extension services, it must be recognized 
that it is yet too early to pass judgment on 
the impact of the program on agricultural 
development. No attempt, therefore, has 
been made in this report to make an eval¬ 
uation of the program.55 

Where there is no postponement of inter¬ 

mediate stages of evaluation, the longi¬ 

tudinal study does add great power to 

an evaluation. A fine touch is added to 

Newcomb’s original Bennington study 

by his twenty-five-year follow-up to de¬ 

termine whether his original subjects 

remained relatively nonconservative or 

regressed "to relatively conservative po- 

sitions. 00 

In practice, the distinction between 

these three types of replicative research 

is not always clear cut. A single study, 

especially one that involves a large-scale, 

complex design, may encompass certain 

aspects of each type. But for purposes of 

discussion, it is useful to keep the three 

functions separate, for each has some¬ 

what different consequences, implica¬ 

tions, and values for evaluation research. 

Lazarsfeld, in a preface to the second 

edition of The People’s Choice, notes 

that there are at least three scientific 

gains from continuity. 

1. Similar results corroborate earlier 

findings and thereby increase our confi- 
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dence in them and in their generaliza- 

bility. 

2. Differences in results between two 

or more studies may be traced to differ¬ 

ences in the specific test conditions and 

thereby enable us to specify the condi¬ 

tions under which relationships hold. 

3. Differences in results may lead to 

the discovery of new explanatory factors 

that clarify the findings.57 

Lazarsfeld’s views, then, suggest that 

much is to be gained from continuity 

in research, even under circumstances 

that prohibit the strict replication of 

initial test conditions. 

Sometimes continuity in evaluation 

yields benefits without any new data 

collection. Additional theoretical per¬ 

spectives on the problem, derived from 

the growth of our science over the years, 

can lead to a reanalysis of the earlier 

data, new interpretations, and even the 

discovery of an otherwise buried finding. 

An example is provided by McCord and 

McCord’s re-evaluation of the original 

Cambridge-Somerville Youth Study.58 

Before considering the re-evaluation, 

however, we shall give a brief history of 

the original project. 

The Cambridge-Somerville Youth 

Study was an experiment in the preven¬ 

tion of delinquency which structured its 

original design to facilitate the eventual 

evaluation of the relative success or fail¬ 

ure of the program, a rare and early in¬ 

stance of an action program that pro¬ 

vided for its own evaluation from the 

start. 

Two groups of 325 boys each, carefully 
matched, were formed out of a much 
larger number of referrals. Each group had 
the same number of "problem boys” 
judged by teachers and a team of experts to 
be pre-delinquents.” One group was to be 
let alone, thus serving as a "control” to 

the other, experimental or "treated” group. 
This latter group was to receive all the aid 
that a resourceful counselor, backed by the 
Study, the school, and community agencies, 
could possibly give. 

The original plan called for a ten-year 
period of work with the T-boys. ... At the 
conclusion of the ten-year treatment an 
evaluation of the conduct (and character) 
of the T-boys should be made in compar¬ 
ison with the conduct (and character) of 
their "twins,” the C-boys.59 

The assignment and treatment of boys 

began in late 1937. There were two in¬ 

terim evaluations, based on a variety of 

attitude scales and personality tests, in 

1941-1942 and in 1943; but the major 

and final planned evaluation was based 

on the results achieved by the end of the 

treatment period, December, 1945. 

(The Study was terminated sooner than 

planned, because of the shortage of 

counselors and disruption of treatment 

caused by World War II.) The statisti¬ 

cal comparison of records of delin¬ 

quency between boys in the treatment 

group and those in the control group 

showed no significant differences in fa¬ 

vor of the program; in these basic terms, 

then, the program failed to achieve its 

goals.60 In 1955, ten years after the ter¬ 

mination of the Youth Study, McCord 

and McCord undertook a long-term eval¬ 

uation of the project. 

The new evaluation of the Cambridge- 

Somerville Study was essentially a lon¬ 

gitudinal one; the researchers searched 

for evidence of a long-term beneficial 

effect of the program in terms of dif¬ 

ferences in the court records of the 

criminal activities (convictions) of the 

treatment boys and the control boys 

from 1938 to 1955. There was no sig¬ 

nificant difference between the records 

of the two groups. Thus the longitudinal 

feature of the new study provided addi- 
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tional negative evidence of the pro¬ 

gram’s effectiveness. 

Thus far the new evaluation was an 

extension of the old. But a new ap¬ 

proach was made possible by the con¬ 

tinuity of interest in the problem. The 

experimental and control groups had 

been matched at the beginning of the 

program on a variety of factors, such as 

health, intelligence, emotional adjust¬ 

ment, home background, and "delin¬ 

quency prognosis." Then a flip of a coin 

had determined which boys entered the 

experimental and which the control 

group. The procedure was perfect in 

design. But if the variables used for 

matching did not include certain factors 

critically related to delinquent or crimi¬ 

nal tendencies and these factors had not 

distributed themselves randomly be¬ 

tween the two groups, then the failure 

of the treatment group to behave "bet¬ 

ter” than the control group might sim¬ 

ply reflect an initial imbalance of such 

causal factors. Knowledge about possible 

causes of crime and delinquency had 

expanded in the nearly two decades be¬ 

tween the beginning of the project and 

the new evaluation. Obviously the com¬ 

position of the treatment and control 

groups could not be changed, but the 

data could be reanalyzed, giving consid¬ 

eration to the newly suggested variables 

since there was sufficient information 

about them in the boys’ files. The Mc¬ 

Cords present such a reanalysis: "By 

holding constant various factors in mak¬ 

ing a comparison between the treatment 

and the control groups, we could—in 

effect—correct errors in the initial 

matching.”61 

For example, parental discipline has 

been emphasized recently as a possible 

factor affecting delinquency and crime. 

Therefore the McCords searched the 

records of the social workers and coun¬ 

selors who had been in contact with the 

boys, to glean information about the 

parents’ methods of disciplining them. 

The evaluators could then compare the 

amount of crime found among treat¬ 

ment boys and control boys who had 

experienced similar types of parental 

discipline. By this procedure the eval¬ 

uators were able to take into account the 

possible influence on the dependent var¬ 

iable of a variety of factors which 

social-science theory now suggests were 

important but which had not been fore¬ 

seen in the original experimental design. 

Obviously such an advantage from con¬ 

tinuity in evaluation can be obtained 

only when it is possible to get the neces¬ 

sary facts about the new variables; it 

may be easier to obtain such facts about 

the experimental than the control group 

simply because the former has been the 

focus of attention during the action pro¬ 

gram. 

Continuity has been distinguished 

from strict replication, that is, from 

studies that attempt to duplicate the 

conditions of previous research as much 

as possible. An example of a research 

design that explicitly involves the use of 

replication as a criterion for accepting 

or rejecting hypotheses is provided by 

studies on the socialization of medical 

students, by Merton and others, which 

implicitly are evaluative in character. 

Similar or equivalent surveys were 

conducted with several classes of medi¬ 

cal students in different medical schools. 

In a methodological appendix to The 

Student Physician, the authors state that 

"results must be replicatively consistent 

if they are to be considered significant. 

That is, a finding in one group must 
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also hold true in a second independent 

group, if the same general conditions 

prevail in both.”62 A case study of eval¬ 

uation research involving several repli¬ 

cations of the initial study is presented 

in Hyman, Wright, and Hopkins’ work 

on the Encampment for Citizenship de¬ 

scribed below.63 

Continuity in evaluational research 

may either be long-term or short-term, 

and while there is no precise definition 

of what is long, we reserve the term 

longitudinal evaluations for studies 

which cover a long time span. The new 

evaluation of the Cambridge-Somer- 

ville Youth Study certainly may be re¬ 

garded as longitudinal; the evaluation 

explicitly tested the hypothesis that the 

treatment program would have a long- 

range influence on behavior despite its 

apparent failure to affect delinquency 

during the period of the program it¬ 

self. One phase of the evaluation for 

the Encampment for Citizenship was a 

longitudinal follow-up on the campers 

four years after the initial evaluation. 

A Case Study Involving Continuity, 

Replication, and Longitudinal 

Evaluations 

The discussion in this section draws 

chiefly on the experiences of the authors 

in a series of studies which not only 

were internally replicative but also pro¬ 

vided continuity with similar research 

by others and included certain longitu¬ 

dinal features in the research design. 

These studies were evaluations of the 

effectiveness of the Encampment for Cit¬ 

izenship, an institution devoted to char¬ 

acter development of a special sort: in¬ 

creasing the potential of youth for 

effective democratic citizenship.64 Each 

summer the Encampment brings to¬ 

gether from throughout the United 

States and abroad approximately 125 

men and women, eighteen to twenty- 

four years old, of many races and di¬ 

verse social backgrounds. They live to¬ 

gether on a school campus for six weeks, 

during which time they are exposed to a 

program of lectures, workshops, discus¬ 

sions, and other educational experiences 

and social activities designed to "pre¬ 

pare young Americans for responsible 

citizenship and citizen leadership, to 

educate them in the meaning of democ¬ 

racy . . . and to train and equip them 

in the techniques of democratic ac¬ 

tion.”65 

The 1955 Encampment marked the 

tenth anniversary or cycle of the pro¬ 

gram, and the sponsors felt the need for 

a scientific evaluation of its effective¬ 

ness. The original basic design of the 

evaluation consisted of measurements 

taken on the 1955 campers at the begin¬ 

ning and end of the Encampment. These 

measurements covered various areas of 

potential change in the camper’s char¬ 

acter which were related to the goals of 

the program or which might have been 

unanticipated effects of the program. 

Seven basic regions of effects were in¬ 

cluded: basic values, orientation toward 

civic activity, cognition of social prob¬ 

lems, salient social attitudes and opinions 

(such as attitudes toward civil rights and 

civil liberties), perceived relationships 

with the rest of society, certain skills and 

capacities, and conduct. (A variety of 

measurements were also made on rele¬ 

vant independent and intervening var¬ 

iables. ) 

The basic measurements before and 

after the six-week program demon¬ 

strated how much the cohort of campers 

changed, presumably because of the En¬ 

campment. Campers changed in many 

ways favorable to the program’s goals 
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and in very few ways, anticipated or 

not, regarded as unfavorable. As exam¬ 

ples from the region of desired social 

attitudes and opinions, campers be¬ 

came more appreciative of traditional 

civil liberties, more tolerant of unpopu¬ 

lar views, stronger in their defense of 

civil rights for minorities, and slightly 

less authoritarian in outlook; but they 

were not less likely to hold stereotyped 

views of various groups than when they 

started the program. By contrast, certain 

possible undesirable effects, unantici¬ 

pated by the program, did not occur. 

For example, campers did not become 

more radical’’ in their political ideology 

or more ethnocentric in their image of 

democracy. Results were obtained in 

other regions of desired effects. There 

was, for example, a slight reduction in 

political apathy; increased optimism 

(without exceeding the bounds of real¬ 

ity) about the ultimate solution of such 

social problems as race prejudice and 

unemployment; an unprejudicial selec¬ 

tion of friends during the summer; and 

less susceptibility to prestigious politi¬ 

cal symbols. But there were very few 

changes in campers’ basic values as indi¬ 

cated, for example, by the goals they 

considered worthy of personal sacrifice. 

This portion of the evaluation indicated 

that, on the whole, the program was ef¬ 

fective. 

Other evidence was necessary, of 

course, to help answer such important 

questions as whether similar changes 

would have occurred without the pro¬ 

gram; whether the changes were greater 

or less than those achieved by 'other 

programs; whether the effects were spe¬ 

cific to the 1955 cohort or would occur 

in other cycles of the program; whether 

the effects were short-lived, being dissi¬ 

pated over the years following the En¬ 

campment; and whether new or addi¬ 

tional effects would occur later, for 

example, in the region of conduct. Provi¬ 

sions for continuity, replication, and 

longitudinal research helped provide an¬ 

swers to such questions. 

Information about changes which oc¬ 

cur even without the Encampment pro¬ 

gram could in this case be provided by 

the study of control groups, following 

the classical experimental design, al- 

thoug this design is not always possible 

in evaluation research.60 Evidence about 

"natural” changes was obtained from a 

mail survey of a sample of campers six 

weeks prior to their arrival at the En¬ 

campment.67 Attitudes and opinions 

expressed in response to these question¬ 

naires were compared with those ex¬ 

pressed by campers six weeks later, 

when they started the program, thereby 

showing how much these attitudes ordi¬ 

narily change. Changes in campers’ opin¬ 

ions during this ordinary six-week period 

in their lives, reflecting the influence of 

nonprogrammatic sources of instability, 

were negligible. Against this standard, 

the changes brought about during the 

Encampment appeared substantial. 

Questionnaires were again mailed to 

all campers six weeks after they left the 

Encampment, in order to measure the 

impact of the return to their home or 

college communities on their attitudes 

and conduct. These data showed, for 

example, that the program’s apparent 

effects on attitudes toward civil liberties, 

tolerance, and civil rights did not vanish 

immediately after campers returned to 

their home towns, or even six weeks 

later. 

Finally, an attempt was made to esti¬ 

mate the long-range persistence of En¬ 

campment-sponsored attitudes and con¬ 

duct by conducting a simulated longitu- 
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dinal study among ex-campers. A 

questionnaire was mailed to a random 

sample of alumni from each of the nine 

preceding cycles, 1946-1954, now one to 

nine years after their original exposure 

to the program. 

The total initial research design is 

depicted in Table 5 as measurements 
A1 through A4, plus E. 

In 1955 we were aware of only one 

other recent major study that had 

faced similar problems in evaluation: 

Riecken’s study of summer work camps 

sponsored by the American Friends 

Service Committee.68 We drew heavily 

upon Riecken’s findings during this early 

phase of our own research, using certain 

of his questions and scales, and through 

this continuity a comparative evaluation 

was obtained. But this was only the first 

in a series of comparative evaluations 

produced by a chain of continuity. In 

1958, when Dentler was called upon to 

evaluate several youth programs, in a 

research project conducted by the Na¬ 

tional Opinion Research Center, he de¬ 

signed his study to provide continuity 

with Riecken’s research and with our 

1955 study.69 In certain respects, such 

comparative groups may be more real¬ 

istic for evaluation research than the 

conventional untreated control group, a 

point discussed earlier in this chapter. 

As an example, recall that the Encamp¬ 

ment had only a slight effect on camp¬ 

ers’ authoritarianism. Comparison with 

Riecken’s findings and Dentler’s findings 

showed that the Encampment’s ineffec¬ 

tiveness in this matter was no greater 

than that of comparable institutions. 

Other comparisons were made possi¬ 

ble by using certain questions from na¬ 

tional surveys of American youth. Data 

from these surveys provided standards 

against which the campers’ opinions 

were compared; also changes in certain 

opinions held by campers were com¬ 

pared with the amount of change found 

in the national surveys during similar 

times, reflecting the effect of nonex- 

perimental events. 

Although we did not know it in 1955, 

unparalleled opportunities for replica¬ 

tions of the original research arose in 

1957 and 1958 when the Encampment 

requested additional research on its ef¬ 

fectiveness. All told, there were three 

replications: two in New York in 1957 

and 1958, and one at a new Encamp¬ 

ment in California in 1958. By the ex¬ 

tension of our studies into 1958, Dent¬ 

ler’s evaluation then became available 

to us as a basis for a new comparative 

evaluation. (See Table 5.) 

The two additional cycles studied in 

the New York Encampment clearly 

were replications. The California cycle 

may be conceived either as a replication 

or as a comparative study of the factor 

of site, which differed in certain impor¬ 

tant ways from the one in New York. 

The design of these three replications 

was essentially the same as the original 

study, except for an additional special 

concern with those campers who were 

college students, for whom control 

groups were obtained. The major find¬ 

ings about the effectiveness of the En¬ 

campment were consistently supported 

by the results of the three independent 

replications. For example, campers in all 

three new studies became more sup¬ 

portive of civil liberties and civil rights, 

more tolerant of unpopular views, and 

slightly less authoritarian—just as had 

been found in the original evaluation. 

This consistency in findings strength¬ 

ened the evidence that the program 

was effective in these matters and re¬ 

duced apprehensions that the success in 
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1955 was atypical. Changes that ap¬ 

peared constantly among the campers 

could not be dismissed as the product of 

extraneous events, since such events var¬ 

ied greatly during these three years. 

The new studies also provided addi¬ 

tional evidence on many of the interpre¬ 

tations about the dynamics of change set 

forth in the first evaluation. Once the 

first replication had supported many of 

the original findings on effectiveness, we 

could afford to give more attention to 

exploring causal factors. For example, 

one of the project’s directors, Terence 

Hopkins, collected detailed evidence on 

small-group processes in terms of each 

camper’s friendships and associations 
during the summer; these data were an¬ 

alyzed to shed light on the dynamics of 

attitude change.70 

Then, in the spring of 1959 we re¬ 

ceived support for a truly longitudinal 

follow-up of the original 1955 group; 

through a mail questionnaire we meas¬ 

ured the persistence of the Encamp¬ 

ment’s effects on attitudes and conduct 

some four years after the program. In 

addition to providing substantial evi¬ 

dence on the Encampment’s long-range 

impact, and a methodological test of the 

value of the Alumni design, the new 

data permitted comparisons with find¬ 

ings from the six-week post-Encamp- 

ment follow-up study mentioned above. 

As an example, certain changes produced 

during the 1955 Encampment, such as 

support for civil liberties, persisted in 

both the short-term and long-term pe¬ 

riod; but others, such as optimism about 

a rapid solution to race problems, were 

lost fairly abruptly upon return home; 

and still others, such as tolerance for un¬ 

popular views, were slowly altered to 

erode the Encampment gains (but not 

completely). No single pattern of post- 

Encampment changes prevailed; conse¬ 

quently, findings from the short-term 

follow-up study could not be general¬ 

ized to the long run. The genuine lon¬ 

gitudinal study proved invaluable to the 

evaluation. 

CONCLUDING NOTE 

Throughout this chapter the emphasis 

has been on the usefulness of a social- 

science approach to the evaluation of 

social-action programs. In closing, we 

must at least note that there is another 

benefit from the application of social 

science to evaluation—the contributions 

evaluation research can make to basic 

social science, and especially to theories 

of social change. What opportunities for 

advancing our knowledge evaluation af¬ 

fords! It provides excellent and ready¬ 

made opportunities to examine individ¬ 

uals, groups, and societies in the grip of 

major forces for change. In its applica¬ 

tion it contributes not only to a science 

of social planning and a more rationally 

planned society but also to the perfec¬ 

tion of a realistically tested social the¬ 
ory. 
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17. Evaluative Studies of Institutions for Delinquents: 

Implications for Research and Social Policy 

Paul Lerman 

Evaluative research is usually under¬ 

taken for the purpose of gathering evi¬ 

dence of a program’s success in achieving 

its avowed goals.1 This approach can be 

questioned, however, unless a more basic 

question has first been answered in the 

affirmative: Is there any empirical evi¬ 

dence that the program under considera¬ 

tion is more likely to be associated with 

success than with failure? It is not suffi¬ 

cient merely to assume that assessing suc¬ 

cess is the relevant evaluative problem. 

One must be willing to face the possibil¬ 

ity that the program is associated with 

high rates of failure. Instead of the suc¬ 

cess of a program, it might be more rele¬ 

vant to evaluate its failure. 

This point of view can be applied to 

any program of interest to social work¬ 

ers. It is especially appropriate in study¬ 

ing institutions that seek to transform 

delinquents into law-abiding youths. 

This paper will provide evidence that 

supports the following conclusion: Re¬ 

gardless of the type of program investi¬ 

gated, residential institutions for delin¬ 

quents (under 18 years of age) are 

characterized by high rates of potential 

failure. On the basis of this evidence, it 

will be argued that researchers interested 

in evaluating new programs should focus 

on the problem of whether (and how) 

failure rates have been reduced—not 

whether an institution can claim success. 

In addition, this paper will propose that 

the issue of humanitarianism be consid¬ 

ered apart from the ideologies of treat¬ 

ment and success. 

WHAT IS ORGANIZATIONAL FAILURE? 

It has become virtually a custom in the 

delinquency field to measure the success 

of correctional organizations by deter¬ 

mining whether boys released from cus¬ 

tody have refrained from known law 

violations.2 From an evaluative perspec¬ 

tive this approach is quite misleading. 

Boys released from a residential institu¬ 

tion who are not "renoticed” by the legal 

system might be regarded as successes, 

but it still must be demonstrated that 

their success is attributable to the or¬ 

ganization. Boys can be successful in this 

respect for many reasons that have little 

to do with their residential experiences. 

It is the task of evaluative research to 

demonstrate that the organization was 

actually responsible for the boys’ achieve¬ 

ment.3 
The crucial difference between poten¬ 

tial and actual organizational success be¬ 

comes even clearer when the boys who 

are renoticed are examined. Residential 

organizations will not readily agree that 

renoticed boys constitute evidence of the 

organizations’ actual failure to rehabili¬ 

tate. Rather, they argue (and correctly 

so) that the failure may be due to many 

Reprinted with permission of the National Association of Social Workers, from Social 

Work, Vol. 13, No. 3 (July 1968), pp. 55-64. 
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factors—some of which may be beyond 

the power of the institution to control. 

Without further evidence, it is no less 

unfair to attribute the failures to the or¬ 

ganization than to credit it with the suc¬ 

cesses. But organizations cannot claim 

unnoticed boys as their successes without 

also claiming renoticed boys as their fail¬ 

ures. Again, it is the task of evaluative 

research to demonstrate that the organ¬ 

ization was responsible for the boys’ fail¬ 

ure or success. 

At the stage of formulating the evalua¬ 

tive problem to be investigated, interest 

is in estimating potential organizational 

failures. To carry out this purpose, all 

the hoys whom the organization cannot 

reasonably claim as evidence of success 

must he identified. 

Recontact with the criminal justice 

system constitutes one measure of poten¬ 

tial failure. Although this is a crude 

measure, it is difficult to deny its social 

utility. If it is granted that there is social 

utility in assessing failure by indications 

of renewed delinquent activity, it is still 

appropriate to question the usual meas¬ 

ure utilized in evaluation studies. Most 

delinquency studies rely on recidivist 

data—the reinstitutionalization of re¬ 

leased boys. This type of measure im¬ 

plies that boys who are known to the 

police and/or courts but who were not 

reinstitutionalized should be counted as 

successes, which is a dubious practice. 

Sophisticated criminologists are well 

aware that indications of delinquency or 

criminality decrease in reliability as the 

level of enforcement takes one further 

away from the offense itself. Sellin, the 

dean of American criminology, states 

this position as follows: 

The difficulty with statistics drawn from 
later stages in the administrative process 
is that they may show changes or fluctua¬ 
tions which are not due to changes in crim¬ 

inality but to variations in the policies or 
the efficiencies of administrative agencies.4 

In classifying boys as potential suc¬ 

cesses or failures, it is important that one 

avoid confounding the issue of renewed 

delinquent behavior with discretionary 

reactions to that behavior by court per¬ 

sonnel. Whenever possible, studies must 

be analyzed to obtain indications of fail¬ 

ure regardless of whether boys were re¬ 

institutionalized. In brief, the notion of 

counting as successes boys whose behav¬ 

ior indicates that the institution has 

probably failed is rejected. 

The importance of making these dis¬ 

tinctions explicit can be highlighted by 

reviewing the results of a major current 

study.5 For the past 6V2 years the Califor¬ 

nia Youth Authority’s research depart¬ 

ment has been continually engaged in 

evaluating the Community Treatment 

Project, in which since September 1961 

first-commitment youths have been ran¬ 

domly assigned to experimental services 

in their own communities or to a control 

situation that involves residence in an 

institution away from home. As of 

March 31, 1966, 241 in the experimen¬ 

tal group and 220 in the control group 

had been paroled to Sacramento and 

Stockton, the two major sources of the 

sample; the former had been on parole 

for an average of 16.4 months and the 

latter for an average of 17.9 months. 

As of May 1967, 33 percent of the ex- 

perimentals and 55 percent of the con¬ 

trols had violated parole (i.e., the boys’ 

parole was officially revoked, they were 

recommitted, or they had received an un¬ 

favorable discharge from the youth 

authority). A more detailed analysis sus¬ 

tains this difference, but regardless of 

the refinement, the findings are quite 

misleading about the behavior of the two 
groups. 

The difference in parole violation fig- 
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ures suggests that the experimentals as a 

group were less delinquent in their be¬ 

havior than the controls, but this is not 

the case. As a matter of fact, the experi¬ 

mentals had more known delinquent of¬ 

fenses per boy than the controls (2.81 to 

1.61).6 When the seriousness of the of¬ 

fenses is considered, then the rates for 

"low serious” offenses are 1.56 per boy 

for the experimentals and .52 for the 

controls; for "medium serious” offenses, 

.61 per boy for the experimentals and 

.45 for the controls; and for "high seri¬ 

ous” offenses, .64 per boy for both 

groups.7 The authors present convincing 

evidence that the parole officers of the 

experimentals were much more likely to 

know about their boys’ offenses than the 

parole officers of the controls.8 In effect, 

they argue that the delinquent behavioral 

output was probably the same, but that 

the rate of being noticed was different. 

The report could go a step further: It 

could demonstrate that the noticed of¬ 

fenses were reacted to differently by the 

experimental and control organizations. 

The parole violation rates differ because 

the modes of reacting to and handling 

the offenses are different. Table 1 com¬ 

pares the experimental and control 

groups by the seriousness of the of¬ 

fenses officially known; using known of¬ 

fenses as the base, the table then indi¬ 

cates the proportion of parole violations 

for each offense category for experimen¬ 

tals and controls. The table attempts to 

answer the following questions: Are no¬ 

ticed offenses of varying degrees of se¬ 

verity more or less likely to be judged 

parole violations when committed by the 

experimental group? 

As the table clearly shows, the chance 

that an experimental boy’s offense will 

be handled by revocation of parole is 

lower than for a control boy if the of¬ 

fense is low or moderate in seriousness; 

Table 1. Rates of Parole 

Violation per Offense Category 

for Experimentals and 

Controls, California 

Community Treatment Project 

Serious- . 
i Experimentals 

ness of ^_ 
Offensea Number Rate Number Rate 

Low 376 .02 114 .17 
Medium 146 .10 100 .40 
High 156 .37 140 .44 

a Seriousness-of-offense ratings are those 
used in the CTP study, but they have been 
trichotomized to highlight the trends. The 
low category includes California Youth 
Authority ratings 1—2, medium includes 
ratings 3—4, and high includes ratings 
5-10. 

SOURCE: Marguerite Q. Warren, Vir¬ 
ginia V. Neto, Theodore B. Palmer, and 
James K. Turner, "Community Treatment 
Project: An Evaluation of Community 
Treatment for Delinquents,” CTP Re¬ 
search Report No. 7 (Sacramento: Cali¬ 
fornia Youth Authority, Division of Re¬ 
search, August 1966). (Mimeographed.) 
These rates do not appear in the report but 
are easily derived by using Tables 6 and 
15. 

experimentals are judged similarly to 

the controls only when the offenses are 

of high seriousness. It is difficult not to 

conclude that the experimental boys 

have a lower parole violation rate be¬ 

cause offenses of low and medium seri¬ 

ousness are evaluated differently by 

adults according to organizational con¬ 

text. 

Instead of the misleading conclusion 

derived from using only parole violation 

differences, it appears that the potential 

rates of failure of the two programs are 

similar (at this point in time). The be¬ 

havioral outputs of the experimentals 

and controls are probably the same; how- 
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ever, the experimentals’ parole agents 

notice more of this behavior and there¬ 

fore give the impression that the experi¬ 

mentals are more delinquent. But even 

though the behavior of experimentals at¬ 

tracts more notice, it is not evaluated in 

the same way as the behavior of the con¬ 

trols. This important study may have ex¬ 

ercised excellent control over the ran¬ 

dom selection of boys; unfortunately, 

the ideology of treating boys in the com¬ 

munity spilled over into the postexperi- 

mental phase. The experimental and con¬ 

trol groups appear to differ in the behav¬ 

ior of the parole agents with respect to 

revocation of parole—not in the delin¬ 
quent behavior of the boys. 

In addition to officially noticed delin¬ 

quent actions that are not regarded as pa¬ 

role violations, there is another measure 

of potential failure that has been disre¬ 

garded: boys who do not "complete 

treatment.” The following section will 

describe this additional source of meas¬ 

urement; a subsequent section will then 

provide data from published and un¬ 

published studies that highlight the im¬ 

portance of measuring all the potential 
failures. 

COUNTING ALL OUTCOMES 

Before measurement of this other type 

of failure is discussed, the social book¬ 

keeping of institutions must be under¬ 

stood. The literature on delinquency re¬ 

veals a curious bookkeeping habit: Boys 

who do not complete treatment are usu¬ 

ally not counted in evaluations of organ¬ 

izational effectiveness. These boys are 

treated statistically as if they never 

existed; in a sense they are dealt with as 

Orwellian "no-persons.” It is difficult to 

think of such outcomes as successes, but 

organizations do not like to count them 

as failures. Therefore, these boys are set 

aside and ignored. If this group were 

small, this accounting fiction might be 

accepted; unfortunately, it is not. The 

rate of no-persons in an institutional 

population can exceed 30 percent. Dis¬ 

carding a third of an agency’s budget as 

nonaccountable would never be tolerated; 

should one tolerate discarding a third of 

its clients? 

The problem of how to count boys 

who are labeled as not completing treat¬ 

ment is especially acute in the private 

sector. Although private institutions for 

delinquents are heavily subsidized by 

public funds, they have been permitted 

an enormous amount of discretion in 

controlling the population they treat, es¬ 

pecially with regard to intake and main¬ 

tenance. These agencies choose the boys 

who will enter into residence and those 

who will remain in residence and com¬ 

plete treatment (and, of course, those 

who will not do so). By contrast, most 

public institutions, unless they are spe¬ 

cial experimental programs, are forced 

to accept into residence all boys the pri¬ 

vate institutions reject at intake; even if 

the boys do not "work out,” they are 

usually maintained in the institution, 

since there are few if any other places 

that will take them. State training 

schools rarely have reason to use the 

classification "not completing treatment.” 

One private residential center in New 

York State studied by the author con¬ 

trols its population to the extent of re¬ 

jecting seventeen boys for every one ac¬ 

cepted for residential treatment. This 

institution (hereafter referred to as 

"Boysville”) considers many nonpsy- 

chological factors in exercising discretion 

at intake, i.e., age, previous record, eth¬ 

nicity, space in the cottages. Having 

exercised this population control at in¬ 

take, Boysville then proceeds to use its 
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freedom to reject boys who "resist treat¬ 

ment." An unpublished study by the 

author of Boysville found that 31 per¬ 

cent (51 out of 164) of the boys in the 

study sample released from the institu¬ 

tion were classified as not completing 

treatment. Most of these boys (40) 

were sent to state training schools. The 

average length of their stay at the pri¬ 

vate institution was sixteen months, far 

exceeding the customary remand period 

of ninety days. Had these boys been sent 

to nearby "Statesville” at intake, their 

average stay would have been only nine 

months. 

This outcome was not unique to the 

specific time chosen for the Boysville 

study. The administrative staff was so 

surprised by the findings that they exam¬ 

ined their records for a different time 

period. This unusual replication—con¬ 

ducted surreptitiously—revealed an al¬ 

most identical rate of boys classified as 

not completing treatment released from 

the institution (33 percent). 

Nor is this problem unique to private 

nonsectarian organizations in New York 

State; it is just more acute at Boysville. 

A study of Highlights, a special public 

organization located in New Jersey, re¬ 

veals that 18 percent of the population 

released did not complete treatment.9 A 

study of another special public program 

located in Michigan reveals a rate of 18 

percent.10 An unpublished study of a sec¬ 

tarian residential treatment center in 

New York State disclosed a rate of 25 

percent.11 Street, Vinter, and Perrow 

comment that in one treatment institu¬ 

tion "many boys were screened out in 

the first three months.”12 These organ¬ 

izations share one characteristic: each 

exercised control at intake and was also 

able to "get rid of” boys who were "un- 

treatable.” In a less sophisticated period 

these boys might have been called "in¬ 

corrigible.” 

This shift in semantic labels should 

suggest to the researcher the need to 

seek his own definition of this outcome. 

It is suggested that boys classified as not 

completing treatment have been granted 

"dishonorable discharges” from the insti¬ 

tution, whereas those who have com¬ 

pleted treatment are released as "honor¬ 

ably discharged.” Only the latter boys 

can reasonably be conceived of as con¬ 

tributing to an organization’s potential 

success. Redefining boys not completing 

treatment as dishonorably discharged 

permits counting of all the boys ad¬ 

mitted to an institution in evaluating its 

success. Once this is done, it is clear that 

institutions yield two types of potential 

failures: 
1. Internal potential failures—boys 

released from residential institutions via 

the route of a dishonorable discharge. 

2. External potential failures—boys 

released with an honorable discharge 

who later engage in criminal or delin¬ 

quent violations. 

Internal failures can easily be identi¬ 

fied in the everyday records of residen¬ 

tial institutions. However, the type of 

discharge will not be stamped on the 

folders. Of the fifty-one boys in the Boys¬ 

ville sample who did not receive the 

usual honorable discharge—release to 

aftercare—forty were reinstitutionalized 

in state training schools, five were sent 

to mental hospitals, and six were pur¬ 

portedly "released to the community,” 

but were actually runaways who could 

not be found. All these boys are classifi¬ 

able as dishonorably discharged; they 

should be counted as the institution’s 

potential internal failures. Certainly it is 

unreasonable to view them as potential 

successes. 
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ADDING UP FAILURES 

The profound differences that can en¬ 

sue when all boys regardless of discharge 

status are counted are clearly shown in 

Table 2. When internal failures are 

taken into account, the minimum esti¬ 

mate of the total potential failures of 

Boysville is 54 percent. (If this group of 

boys had been followed for a longer pe¬ 

riod of time, there is little doubt that 

the total failure rate would have been 

higher.) If the usual custom of "not 

counting” internal failures in either the 

numerator or the denominator had been 

followed, the estimate would have been 

34 percent. Which social bookkeeping 

method is used obviously matters; the 

distinction is not just academic. 

Table 2. Potential Failures 

of Boysville Residential 

Treatment Center by Two 

Counting Methods 

( PERCENTAGE ) 

Type of 

Failure 

All Boys 
Released 

(n—164) 

Honorable 

Discharges 

Only 

(n= 113) 

Internal 31 0 
External*1 23 34 

Total 54 34 

a Refers to boys officially rated as having 
violated the law between six and twenty- 
four months after their release to one of 
the five boroughs of New York City. Insti¬ 
tutional records and the state files at Al¬ 
bany furnished the data. 

Although Boysville differs in many 

ways from its public neighbor, States¬ 

ville, the total potential failure rates for 

the two institutions are quite compara¬ 

ble for similar postrelease periods. The 

major difference between them is that 

Boysville’s potential failure rate is de¬ 

rived from both internal and external 

sources; Statesville has an internal fail¬ 

ure rate of only 3 percent. The total rates 

are similar even though Boysville and 

Statesville differ in their relative power 

to control intake and maintenance of 

population in addition to treatment 

modalities. 

Is this estimate of comparable failure 

rates a unique finding? Reanalysis of the 

best evaluation study available in the 

literature indicates that it is not.13 In 

Table 3 data obtained from Weeks’s 

comparison of Highfields, a special pub¬ 

lic program, and Annandale, a typical 

state training school—both of which are 

located in New Jersey—are presented. 

Table 3. Comparison of 

Potential Failures of 

Two New Jersey Public 

Institutions 

(PERCENTAGE) 

Type of Highfields Annandale 

Failure (n=229) (»= 116) 

Internal 18 3 
External*1 34 59 

Total 52 62 

a The external failures include all law 
violators, both institutionalized and non- 
institutionalized, who have been released 
for at least eight months. 

Source: H. Ashley Weeks, Youthful 

Offenders at Highfields (Ann Arbor: Uni¬ 
versity of Michigan Press, 1958), pp. 46- 
50, 52, 60. This table does not appear in 
Weeks but is derived from data appearing 
in the cited pages. 

The rates of total potential failures 

differ by only 10 percent. However, the 

two institutions differed in their treat- 
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ment services; Highfields boys worked 

away from their residence, received 

"guided group interaction," and stayed 

only four months; Annandale boys were 

incarcerated on a routine twenty-four- 

hour basis and stayed twelve months. 

The similarity of the failure rates is 

even more striking when the initial dif¬ 

ferences between the populations are 

taken into account: Annandale boys 

were more likely to have come from ur¬ 

ban centers rather than suburban towns, 

were more likely to be Negro, and had 

longer and more intense careers as delin¬ 

quents; Highfields boys tended to be 

younger and to have completed more 

years of schooling. In addition to these 

initial population differences, High¬ 

fields was composed of first offenders 

only; although the Annandale sample 

was also composed of first offenders, the 

institution itself contained knowledge¬ 

able multiple offenders. Annandale had 

little control over the maintenance of 

membership and initial recruitment, 

while Highfields had a great deal. 

Furthermore, the two populations 

were exposed to different types of parole 

(or aftercare) services. Highfields pa¬ 

role officers encouraged boys to enlist in 

the armed services; twenty-seven High¬ 

fields boys and only seven Annandale 

boys entered the armed forces and thus 

were removed from the risk of failure. 

Also, Highfields boys, unlike their peers 

from Annandale, were discharged from 

postprogram supervision "within only a 

few months after their release."14 More 

Annandale than Highfields boys were 

actually reinstitutionalized because of 

parole violations; had these boys not 

been under longer supervision they 

might not have been so easily renoticed. 

In general, Weeks presents an image of 

the Highfields population as more ad¬ 

vantaged before, during, and after treat¬ 

ment. Despite these differences, the 

total potential failure rates are not too 

dissimilar and in both cases involve a 

majority of the boys. 

COMPARABILITY OF 

CONTROL GROUPS 

In investigating potential failure, it is 

not necessary to measure boys "before" 

and "after.” Attempting to assess atti- 

tudinal change that can be attributed to 

an organizational experience is a com¬ 

plex affair; if the potential rates of fail¬ 

ure are high, there is scant justification 

for expending money, personnel, and 

creative energy in this direction. How¬ 

ever, there is one feature of the usual ap¬ 

proach to evaluation that cannot be set 

aside so easily in assessing potential 

failure: if two organizations are being 

compared, then it is crucial that the 

population of boys be quite similar. The 

Highfields study by Weeks exhibits 

sensitivity to this requirement; unfor¬ 

tunately, a more recent study indicates 

that this sensitivity has not yet been 

translated into a norm of evaluative re¬ 

search. 

In 1965, Jesness released a study, 

sponsored by the California Youth 

Authority, that attempted to compare 

"outcomes with small versus large living 

groups in the rehabilitation of delin¬ 

quents.”15 The design of the study called 

for random assignment of 10-11-year- 

old boys at Fricot Ranch to either the 

experimental twenty-boy lodge or the 

control fifty-boy lodge. For unknown 

reasons, random processes did not appear 

to be operating in the actual assign¬ 

ments. Instead of being comparable, the 

two populations were discovered to have 

significant background differences: the 

experimentals were 73 percent white 
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and the controls only 55 percent, 35 per¬ 

cent of the experimentals and 50 percent 

of the controls came from the poorest 

homes, and 67 percent of the experi¬ 

mentals were from households in which 

the father was the main provider as com¬ 

pared with only 52 percent of the con¬ 

trols.16 

Using revocation of parole as a meas¬ 

ure of failure, Jesness found that the ex¬ 

perimentals were less likely to fail than 

the controls up until after thirty-six 

months of exposure to parole. The rates 

are as follows: 32-48 percent after 

twelve months, 42-58 percent after fif¬ 

teen months, and 61-70 percent after 

twenty-four months. After thirty-six 

months the rates were virtually the same 

—76 and 78 percent respectively.17 Jes¬ 

ness concludes that the "effects of the ex¬ 

perimental program tend to fade as the 

exposure period increases.”18 This may 

be so, but it seems even more likely that 

the higher failure rates of the controls 

reflect the fact that they were actually a 

higher-risk group at the outset of parole, 

since the group was comprised of more 

Negroes and Mexican-Americans and 

came from poorer homes than the exper¬ 

imentals (and probably poorer neighbor¬ 

hoods, too). Unless Jesness presents 

evidence that these critical background 

variables, when used as analytical con¬ 

trols, do not change the differential out¬ 

comes after twelve or fifteen months of 

parole exposure, his inference cannot be 

accepted. These background variables, 

for which Jesness does not control, have 

usually been strongly associated with de¬ 

linquency and recidivism and these, not 

the institutional experiences, probably 

account for the differences in failure. In 

the language of multivariate analysis, 

Jesness’ findings on early failure are 

probably spurious (i.e., the result of a 

third, uncontrolled variable). 

INSTITUTIONAL INTERESTS 

Organizational personnel have a ma¬ 

jor stake in any evaluative outcome. 

They want to be associated with poten¬ 

tial success, not failure. Researchers are 

not likely to have a similar stake in the 

outcome. Although researchers do not 

purposefully seek to devalue people or 

organizations, their motto is much more 

likely to be: "Let’s find out the truth and 

let the chips fall where they may.” Their 

reference group is the scientific com¬ 

munity and their ethics are ideally 

guided accordingly. Administrators, on 

the other hand—the persons who hire 

researchers—usually want the evaluators 

to demonstrate that their operations are 

successful and worthy of the external 

community’s moral and financial sup¬ 

port. Rather than deny this conflict of 

interest, one ought to be aware of its 

existence and make sure that biases do 

not influence empirical studies and writ¬ 

ten reports. 

Biases influenced by organizational in¬ 

terests are especially likely to develop 

when researchers give up their independ¬ 

ence and seek ways to demonstrate pro¬ 

gram success. Consider the evaluative 

study of Wiltwyck reported by William 

and Joan McCord.19 Employed as the in¬ 

stitution’s resident psychologists, the Mc¬ 

Cords seemed so eager to prove its suc¬ 

cess that they defined one type of failure 

as "partial success.” Table 4 presents the 

data as reported by the McCords for 

Wiltwyck and "New England State 

School.” 

From the McCord text it is learned 

that "partial success” refers to boys who 

actually appeared in court for law viola- 
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Table 4. Successes and Failures 

As Reported by William McCord 

and Joan McCord 

(percentage) 

Type of 
Outcomea 

Wiltwyck 
(72=65 ) 

"New 
England 

State” 
(72=228) 

Complete success 43 48 
Partial success 28 5 
Complete failure 29 33 
Don’t know 0 13 

a For definitions of categories see text. 
Source: William McCord and Joan 

McCord, "Two Approaches to the Cure of 
Delinquents,” in Sheldon Glueck, ed., The 
Problem of Delinquency (Boston: Hough¬ 
ton Mifflin Co., 1959), pp. 735-736. 

tions but were not reinstitutionalized; 

"complete failures” were both noticed 

and reinstitutionalized. The McCords do 

not seem to be bothered by this odd use 

of labels, for they claim that Wiltwyck 

had a combined success rate of 71 per¬ 

cent whereas New England, a state insti¬ 

tution, had a rate of only 53 percent. A 

fair appraisal of the data would suggest 

that there is no appreciable difference 

between these institutions in potential 

success, using this writer’s definition; the 

5 percent difference—in favor of New 

England—is small. If all law violations 

are counted as potential failure, regard¬ 

less of court disposition, it appears that 

both institutions are characterized by 

high external failure. 

A subtle form of bias can be found in 

a saidy reported by Black and Glick.20 

The population of primary interest was 

composed mainly of Jewish boys sen¬ 

tenced to Hawthorne Cedar Knolls 

School, a sectarian-sponsored residential 

treatment institution. Both researchers 

were regular employees of the Jewish 

Board of Guardians, the sponsoring 

agency. In a monograph reporting their 

results, the investigators describe the se¬ 

lection of their sample as follows: "For 

purposes of this study the followup pe¬ 

riod was computed from the date of 

discharge from after-care.”21 Not surpris¬ 

ingly, Black and Glick report that Haw¬ 

thorne Cedar Knolls had a higher suc¬ 

cess rate than a neighboring state school. 

They excluded from their sample not 

only all of the internal failures, but also 

all of the external failures occurring dur¬ 

ing the period of aftercare. Since the 

bulk of post-release failures take place 

within the first two years, the researchers 

thus eliminated the chance of finding 

many failures. In effect, all this study 

can hope to describe is the potential suc¬ 

cess rate of an unknown population that 

has been selectively screened for boys 

who might be failures. Since the re¬ 

searchers have gone to such lengths to 

minimize their potential failures, it is 

reasonable to conclude that they were 

unwilling to face up to the possibility 

that their organization, like the state 

school, is characterized by a high rate of 

internal and/or external failure. 

IMPLICATIONS FOR A 

HUMANITARIAN POLICY 

The consistent finding that treatment 

programs have not yet been proved to 

have an appreciable impact on failure 

rates should not be misinterpreted. For 

even though institutions for delinquents 

are probably not highly successful—re¬ 

gardless of treatment type—there is no 

reason to go back to harsher methods of 

child handling. It can be argued, rather, 

that even when boys are kept for only 
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four months and treated with trust (as 

at Highfields), there is no evidence that 

this "coddling” will yield greater failure 
rates. 

The case for a humanitarian approach 

needs to be divorced from any specific 

mode of treatment. People can be nice to 

boys with and without engaging in psy¬ 

chotherapy. This point is implicit in the 

recent work by Street, Vinter, and Per- 

row.22 But we should not delude our¬ 

selves into adopting the unsubstantiated 

position that a humanitarian organiza¬ 

tion for delinquent boys yields lower 

rates of potential failures. With our 

present state of knowledge, it makes 

more sense to advocate a more humani¬ 

tarian approach on the ground that it 

does not increase the risk of potential 

failure. 

If it is decided to advocate humanitar- 

ianism in its own right, the social policy 

issue becomes much clearer. Given the 

fact that social work is still unable to in¬ 

fluence appreciably the rates of failure 

of institutions for court-sentenced de¬ 

linquents, should not ways be sought to 

make the total criminal-delinquent sys¬ 

tem more humane? In the name of 

treatment, boys have actually been sen¬ 

tenced for two and a half years (as at 

Boysville) for offenses that might bring 

an adult a sentence of only thirty, sixty, 

or ninety days. Surely it is time that 

youths were dealt with as humanely, and 

with similar regard for equity and due 

process of law, as adults.23 

If lighter sentences do not increase the 

risk of failure, then why not be more hu¬ 

mane and equitable? Keeping boys in 

the community is undoubtedly a lighter 

sentence than sending them away. But 

California has found that this probably 

does not increase the risk of failure. Ac¬ 

tually, the California Community Treat¬ 

ment Program has evolved a series of 

graded punishments. If youngsters in 

this program misbehave or do not obey 

the youth officer, they are temporarily 

confined. During the first nineteen 

months of the program, 57 of 72 experi¬ 

mental cases were placed in temporary 

confinement a total of 183 times; this 

was an average of three times each, with 

an average length of stay of twelve days 

per confinement.24 As earlier analysis dis¬ 

closed, the risk of post-program failure 

is not increased by using this kind of ap¬ 

proach. It is even conceivable—although 

this has not been demonstrated—that 

keeping these boys out of all long-term 

institutions in itself constitutes treat¬ 

ment and that this treatment may have 

a payoff much later, when the boys be¬ 

come adults. Spending less time in an 

all-delinquent community might yield 

more conforming adults. 

Even if communities are not willing 

to follow the California community ap¬ 

proach, one can still argue for shorter 

"lock-ups.” Highfields kept first offend¬ 

ers for only four months, yet the risk of 

failure was not increased. As long as so¬ 

ciety is still determined to "teach boys a 

lesson” by locking them up (or sending 

them away), why not extend the idea of 

shorter confinements to a series of 

graded punishments for offenses? Adults 

are sentenced for thirty, sixty, or ninety 

days—why not children? Perhaps we 

might even come to advocate taking the 

institutional budgets allocated for food, 

beds, and clothing (based on lengthy 

stays) and spending them on boys and 

their families in their own homes. It is 

doubtful whether this would add to the 

risks, but the program would be a great 

deal more fun to study and run than the 

old failures. 

Whether one embraces the perspec- 
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tive offered here, it is certainly time to 

address the problem of social account¬ 

ability, regardless of the type of pro¬ 

gram. Social welfare institutions are too 

heavily subsidized, indirectly and di¬ 

rectly, for social workers not to take the 

responsibility for knowing what has hap¬ 

pened to the people served. A good start 

can be made by keeping track of all the 

people not completing treatment, dis¬ 

continuing service, dropping out of pro¬ 

grams, and running away. Rigorous and 

nondeceptive social bookkeeping may 

yield discomforting facts about agency 

success and reputation. It is hoped that 

we will be aware of defensive reactions 

and remind ourselves that we entered so¬ 

cial work to serve people in trouble— 

not established agencies, ideologies, and 

methods. 
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18. Reforms as Experiments 

Donald T. Campbell 

The United States and other modern 

nations should be ready for an experi¬ 

mental approach to social reform, an ap¬ 

proach in which we try out new pro¬ 

grams designed to cure specific social 

problems, in which we learn whether or 

not these programs are effective, and in 

which we retain, imitate, modify, or dis¬ 

card them on the basis of apparent effec¬ 

tiveness on the multiple imperfect cri¬ 

teria available. Our readiness for this 

stage is indicated by the inclusion of 

specific provisions for program evalua¬ 

tion in the first wave of the "Great So¬ 

ciety” legislation, and by the current con¬ 

gressional proposals for establishing 

"social indicators” and socially relevant 

"data banks.” So long have we had good 

intentions in this regard that many may 

feel we are already at this stage, that we 

already are continuing or discontinuing 

programs on the basis of assessed effec¬ 

tiveness. It is a theme of this article that 

this is not at all so, that most ameliora¬ 

tive programs end up with no interpret¬ 

able evaluation (Etzioni, 1968; Hyman 

& Wright, 1967; Schwartz, 1961). We 

must look hard at the sources of this con¬ 

dition, and design ways of overcoming 

the difficulties. This article is a prelimi¬ 

nary effort in this regard. 

Many of the difficulties lie in the in- 

transigencies of the research setting and 

in the presence of recurrent seductive 

pitfalls of interpretation. The bulk of 

this article will be devoted to these prob¬ 

lems. But the few available solutions 

turn out to depend upon correct admin¬ 

istrative decisions in the initiation and 

execution of the program. These deci¬ 

sions are made in a political arena, and 

involve political jeopardies that are often 

sufficient to explain the lack of hard- 

headed evaluation of effects. Removing 

reform administrators from the political 

spotlight seems both highly unlikely, 

and undesirable even if it were possible. 

What is instead essential is that the so¬ 

cial scientist research advisor understand 

the political realities of the situation, 

and that he aid by helping create a pub¬ 

lic demand for hard-headed evaluation, 

by contributing to those political inven¬ 

tions that reduce the liability of honest 

evaluation, and by educating future ad¬ 

ministrators to the problems and pos¬ 

sibilities. 

For this reason, there is also an at- 
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Grant GS1309X. Versions of this paper have been presented at the Northwestern Uni¬ 

versity Alumni Fund Lecture, January 24, 1968; to the Social Psychology Section of the 
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Reprinted with permission from American Psychologist, Vol. 24, No. 4, April 1969, 
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tempt in this article to consider the po¬ 

litical setting of program evaluation, 

and to offer suggestions as to political 

postures that might further a truly ex¬ 

perimental approach to social reform. 

Although such considerations will be 

distributed as a minor theme through¬ 

out this article, it seems convenient to 

begin with some general points of this 

political nature. 

POLITICAL VULNERABILITY 

FROM KNOWING OUTCOMES 

It is one of the most characteristic as¬ 

pects of the present situation that spe¬ 

cific reforms are advocated as though 

they were certain to be successful. For 

this reason, knowing outcomes has im¬ 

mediate political implications. Given the 

inherent difficulty of making significant 

improvements by the means usually pro¬ 

vided and given the discrepancy between 

promise and possibility, most adminis¬ 

trators wisely prefer to limit the evalua¬ 

tions to those the outcomes of which 

they can control, particularly insofar as 

published outcomes or press releases are 

concerned. Ambiguity, lack of truly com¬ 

parable comparison bases, and lack of 

concrete evidence all work to increase 

the administrator’s control over what 

gets said, or at least to reduce the bite of 

criticism in the case of actual failure. 

There is safety under the cloak of ig¬ 

norance. Over and above this tie-in of 

advocacy and administration, there is an¬ 

other source of vulnerability in that the 

facts relevant to experimental program 

evaluation are also available to argue the 

general efficiency and honesty of admin¬ 

istrators. The public availability of such 

facts reduces the privacy and security of 
at least some administrators. 

Even where there are ideological com¬ 

mitments to a hard-headed evaluation of 

organizational efficiency, or to a scien¬ 

tific organization of society, these two 

jeopardies lead to the failure to evaluate 

organizational experiments realistically. 

If the political and administrative system 

has committed itself in advance to the 

correctness and efficacy of its reforms, it 

cannot tolerate learning of failure. To be 

truly scientific we must be able to exper¬ 

iment. We must be able to advocate 

without that excess of commitment that 
blinds us to reality testing. 

This predicament, abetted by public 

apathy and by deliberate corruption, 

may prove in the long run to perma¬ 

nently preclude a truly experimental ap¬ 

proach to social amelioration. But our 

needs and our hopes for a better society 

demand we make the effort. There are a 

few signs of hope. In the United States 

we have been able to achieve cost-of-liv¬ 

ing and unemployment indices that, 

however imperfect, have embarrassed 

the administrations that published them. 

We are able to conduct censuses that re¬ 

duce the number of representatives a 

state has in Congress. These are grounds 

for optimism, although the corrupt tardi¬ 

ness of state governments in following 

their own constitutions in revising leg¬ 

islative districts illustrates the problem. 

One simple shift in political posture 

which would reduce the problem is the 

shift from the advocacy of a specific re¬ 

form to the advocacy of the seriousness 

of the problem, and hence to the advo¬ 

cacy of persistence in alternative reform 

efforts should the first one fail. The po¬ 

litical stance would become: "This is a 

serious problem. We propose to initiate 

Policy A on an experimental basis. If 

after five years there has been no signifi¬ 

cant improvement, we will shift to Pol¬ 

icy B.” By making explicit that a given 

problem solution was only one of several 
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that the administrator or party could in 

good conscience advocate, and by having 

ready a plausible alternative, the admin¬ 

istrator could afford honest evaluation of 

outcomes. Negative results, a failure of 

the first program, would not jeopardize 

his job, for his job would be to keep 

after the problem until something was 

found that worked. 

Coupled with this should be a general 

moratorium on ad hominum evaluative 

research, that is, on research designed to 

evaluate specific administrators rather 

than alternative policies. If we worry 

about the invasion-of-privacy problem in 

the data banks and social indicators of 

the future (e.g., Sawyer & Schechter, 

1968), the touchiest point is the privacy 

of administrators. If we threaten this, 

the measurement system will surely be 

sabotaged in the innumerable ways pos¬ 

sible. While this may sound unduly 

pessimistic, the recurrent anecdotes of 

administrators attempting to squelch 

unwanted research findings convince me 

of its accuracy. But we should be able to 

evaluate those alternative policies that a 

given administrator has the option of 

implementing. 

FIELD EXPERIMENTS AND 

QUASI-EXPERIMENTAL DESIGNS 

In efforts to extend the logic of lab¬ 

oratory experimentation into the "field,” 

and into settings not fully experimental, 

an inventory of threats to experimental 

validity has been assembled, in terms of 

which some 15 or 20 experimental and 

quasi-experimental designs have been 

evaluated (Campbell, 1957, 1963; 

Campbell & Stanley, 1963). In the pres¬ 

ent article only three or four designs will 

be examined, and therefore not all of the 

validity threats will be relevant, but it 

will provide useful background to look 

briefly at them all. Following are nine 

threats to internal validity.1 

1. History: events, other than the ex¬ 

perimental treatment, occurring between 

pretest and posttest and thus providing 

alternate explanations of effects. 

2. Maturation: processes within the 

respondents or observed social units 

producing changes as a function of the 

passage of time per se, such as growth, 

fatigue, secular trends, etc. 

3. Instability: unreliability of meas¬ 

ures, fluctuations in sampling persons or 

components, autonomous instability of 

repeated or "equivalent” measures. 

(This is the only threat to which statis¬ 

tical tests of significance are relevant.) 

4. Testing: the effect of taking a test 

upon the scores of a second testing. The 

effect of publication of a social indicator 

upon subsequent readings of that indi¬ 

cator. 
5. Instrumentation: in which changes 

in the calibration of a measuring instru¬ 

ment or changes in the observers or 

scores used may produce changes in the 

obtained measurements. 
6. Regression artifacts: pseudo-shifts 

occurring when persons or treatment 

units have been selected upon the basis 

of their extreme scores. 
7. Selection: biases resulting from 

differential recruitment of comparison 

groups, producing different mean levels 

on the measure of effects. 
8. Experimental mortality: the differ¬ 

ential loss of respondents from compari¬ 

son groups. 
9. Selection-maturation interaction: 

selection biases resulting in differential 

rates of "maturation” or autonomous 

change. 

If a change or difference occurs, these 

are rival explanations that could be used 
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to explain away an effect and thus to 

deny that in this specific experiment any 

genuine effect of the experimental treat¬ 

ment had been demonstrated. These are 

faults that true experiments avoid, pri¬ 

marily through the use of randomization 

and control groups. In the approach here 

advocated, this checklist is used to eval¬ 

uate specific quasi-experimental designs. 

This is evaluation, not rejection, for it 

often turns out that for a specific design 

in a specific setting the threat is implau¬ 

sible, or that there are supplementary 

data that can help rule it out even 

where randomization is impossible. The 

general ethic, here advocated for public 

administrators as well as social scientists, 

is to use the very best method possible, 

aiming at "true experiments” with ran¬ 

dom control groups. But where random¬ 

ized treatments are not possible, a self- 

critical use of quasi-experimental designs 

is advocated. We must do the best we 

can with what is available to us. 

Our posture vis-a-vis perfectionist 

critics from laboratory experimentation 

is more militant than this: the only 

threats to validity that we will allow to 

invalidate an experiment are those that 

admit of the status of empirical laws 

more dependable and more plausible 

than the law involving the treatment. 

The mere possibility of some alternative 

explanation is not enough—it is only 

the plausible rival hypotheses that are 

invalidating. Vis-a-vis correlational stud¬ 

ies, on the other hand, our stance is one 

of greater conservatism. For example, 

because of the specific methodological 

trap of regression artifacts, the socio¬ 

logical tradition of "ex post facto” de¬ 

signs (Chapin, 1947; Greenwood, 

1945) is totally rejected (Campbell & 

Stanley, 1963, pp. 240-241; 1966, pp. 
70-71). 

Threats to external validity, which fol¬ 

low, cover the validity problems in¬ 

volved in interpreting experimental re¬ 

sults, the threats to valid generalization 

of the results to other settings, to other 

versions of the treatment, or to other 

measures of the effect:2 

1. Interaction effects of testing: the 

effect of a pretest in increasing or de¬ 

creasing the respondent’s sensitivity or 

responsiveness to the experimental var¬ 

iable, thus making the results obtained 

for a pretested population unrepresent¬ 

ative of the effects of the experimental 

variable for the unpretested universe 

from which the experimental respond¬ 

ents were selected. 

2. Interaction of selection and exper¬ 

imental treatment: unrepresentative re¬ 

sponsiveness of the treated population. 

3. Reactive effects of experimental ar¬ 

rangements: "artificiality”; conditions 

making the experimental setting atypical 

of conditions of regular application of 

the treatment: "Hawthorne effects.” 

4. Multiple-treatment interference: 

where multiple treatments are jointly ap¬ 

plied, effects atypical of the separate ap¬ 

plication of the treatments. 

5. Irrelevant responsiveness of meas¬ 

ures: all measures are complex, and all 

include irrelevant components that may 

produce apparent effects. 

6. Irrelevant replicability of treat¬ 

ments: treatments are complex, and rep¬ 

lications of them may fail to include 

those components actually responsible 

for the effects. 

These threats apply equally to true ex¬ 

periments and quasi-experiments. They 

are particularly relevant to applied ex¬ 

perimentation. In the cumulative history 

of our methodology, this class of threats 

was first noted as a critique of true ex- 



Reforms as Experiments 237 

periments involving pretests (Schanck 

& Goodman, 1939; Solomon, 1949). 

Such experiments provided a sound basis 

for generalizing to other pretested popu¬ 

lations, but the reactions of unpretested 

populations to the treatment might well 

be quite different. As a result, there has 

been an advocacy of true experimental 

designs obviating the pretest (Camp¬ 

bell, 1957; Schanck & Goodman, 1939; 

Solomon, 1949) and a search for non¬ 

reactive measures (Webb, Campbell, 

Schwartz, & Sechrest, 1966). 

These threats to validity will serve as 

a background against which we will dis¬ 

cuss several research designs particularly 

appropriate for evaluating specific pro¬ 

grams of social amelioration. These are 

the "interrupted time-series design,” the 

"control series design,” "regression dis¬ 

continuity design,” and various "true ex¬ 

periments.” The order is from a weak 

but generally available design to stronger 

ones that require more administrative 

foresight and determination. 

INTERRUPTED TIME-SERIES DESIGN 

By and large, when a political unit ini¬ 

tiates a reform it is put into effect 

across the board, with the total unit be¬ 

ing affected. In this setting the only 

comparison base is the record of pre¬ 

vious years. The usual mode of utiliza¬ 

tion is a casual version of a very weak 

quasi-experimental design, the one- 

group pretest-posttest design. 

A convenient illustration comes from 

the 1955 Connecticut crackdown on 

speeding, which Sociologist H. Laurence 

Ross and I have been analyzing as a 

methodological illustration (Campbell & 

Ross, 1968; Glass, 1968; Ross & Camp¬ 

bell, 1968). After a record high of traf¬ 

fic fatalities in 1955, Governor Abraham 

Ribicoff instituted an unprecedentedly 

severe crackdown on speeding. At the 

end of a year of such enforcement there 

had been but 284 traffic deaths as com¬ 

pared with 324 the year before. In an¬ 

nouncing this the Governor stated, 

"With the saving of 40 lives in 1956, a 

reduction of 12.3% from the 1955 mo¬ 

tor vehicle death toll, we can say that 

the program is definitely worthwhile.” 

These results are graphed in Figure 1, 

with a deliberate effort to make them 

look impressive. 

Fig. 1. Connecticut traffic fatalities. 

In what follows, while we in the end 

decide that the crackdown had some 

beneficial effects, we criticize Ribicoff’s 

interpretation of his results, from the 

point of view of the social scientist’s 

proper standards of evidence. Were the 

now Senator Ribicoff not the man of 

stature that he is, this would be most un- 

politic, because wexould be alienating 

one of the strongest proponents of so¬ 

cial experimentation in our nation. 
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Given his character, however, we may 

feel sure that he shares our interests both 

in a progressive program of experimen¬ 

tal social amelioration, and in making 

the most hard-headed evaluation possi¬ 

ble of these experiments. Indeed, it was 

his integrity in using every available 

means at his disposal as Governor to 

make sure that the unpopular speeding 

crackdown was indeed« enforced that 

make these data worth examining at all. 

But the potentials of this one illustration 

and our political temptation to substi¬ 

tute for it a less touchy one, point to the 

political problems that must be faced in 

experimenting with social reform. 

Keeping Figure 1 and RibicofFs state¬ 

ment in mind, let us look at the same 

data presented as a part of an extended 

time series in Figure 2 and go over the 

relevant threats to internal validity. First, 

History. Both presentations fail to con¬ 

trol for the effects of other potential 

Fig. 2. Connecticut traffic fatalities. 
(Same data as in Figure 1 presented as 
part of an extended time series.) 

change agents. For instance, 1956 might 

have been a particularly dry year, with 

fewer accidents due to rain or snow. Or 

there might have been a dramatic in¬ 

crease in use of seat belts, or other safety 

features. The advocated strategy in 

quasi-experimentation is not to throw 

up one’s hands and refuse to use the 

evidence because of this lack of control, 

but rather to generate by informed crit¬ 

icism appropriate to this specific setting 

as many plausible rival hypotheses as 

possible, and then to do the supplemen¬ 

tary research, as into weather records and 

safety-belt sales, for example, which 

would reflect on these rival hypotheses. 

Maturation. This is a term coming 

from criticisms of training studies of 

children. Applied here to the simple pre¬ 

test-posttest data of Figure 1, it could be 

the plausible rival hypothesis that death 

rates were steadily going down year after 

year (as indeed they are, relative to 

miles driven or population of automo¬ 

biles). Here the extended time series 

has a strong methodological advantage, 

and rules out this threat to validity. The 

general trend is inconsistently up prior 

to the crackdown, and steadily down 

thereafter. 

Instability. Seemingly implicit in the 

public pronouncement was the assump¬ 

tion that all of the change from 1955 to 

1956 was due to the crackdown. There 

was no recognition of the fact that all 

time series are unstable even when no 

treatments are being applied. The degree 

of this normal instability is the crucial 

issue, and one of the main advantages of 

the extended time series is that it sam¬ 

ples this instability. The great pretreat¬ 

ment instability now makes the treat¬ 

ment effect look relatively trivial. The 

1955-56 shift is less than the gains of 

both 1954-55 and 1952-53. It is the 
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largest drop in the series, but it exceeds 

the drops of 1951-52, 1953-54, and 

1957-58 by trivial amounts. Thus the 

unexplained instabilities of the series are 

such as to make the 1955-56 drop un¬ 

derstandable as more of the same. On the 

other hand, it is noteworthy that after 

the crackdown there are no year-to-year 

gains, and in this respect the character 

of the time series seems definitely to 

have changed. 

The threat of instability is the only 

threat to which tests of significance are 

relevant. Box and Tiao (1965) have an 

elegant Bayesian model for the inter¬ 

rupted time series. Applied by Glass 

(1968) to our monthly data, with sea¬ 

sonal trends removed, it shows a statisti¬ 

cally significant downward shift in the 

series after the crackdown. But as we 

shall see, an alternative explanation of at 

least part of this significant effect exists. 

Regression. In true experiments the 

treatment is applied independently of 

the prior state of the units. In natural ex¬ 

periments exposure to treatment is often 

a cosymptom of the treated group’s con¬ 

dition. The treatment is apt to be an ef¬ 

fect rather than, or in addition to being, 

a cause. Psychotherapy is such a cosymp¬ 

tom treatment, as is any other in which 

the treated group is self-selected or as¬ 

signed on the basis of need. These all 

present special problems of interpreta¬ 

tion, of which the present illustration 

provides one type. 

The selection-regression plausible ri¬ 

val hypothesis works this way: Given 

that the fatality rate has some degree of 

unreliability, then a subsample selected 

for its extremity in 1955 would on the 

average, merely as a reflection of that un¬ 

reliability, be less extreme in 1956. Has 

there been selection for extremity in ap¬ 

plying this treatment? Probably yes. Of 

all Connecticut fatality years, the most 

likely time for a crackdown would be 

after an exceptionally high year. If the 

time series showed instability, the sub¬ 

sequent year would on the average be 

less, purely as a function of that instabil¬ 

ity. Regression artifacts are probably the 

most recurrent form of self-deception in 

the experimental social reform literature. 

It is hard to make them intuitively ob¬ 

vious. Let us try again. Take any time 

series with variability, including one 

generated of pure error. Move along it 

as in a time dimension. Pick a point that 

is the "highest so far.” Look then at the 

next point. On the average this next 

point will be lower, or nearer the general 

trend. 

In our present setting the most strik¬ 

ing shift in the whole series is the up¬ 

ward shift just prior to the crackdown. 

It is highly probable that this caused the 

crackdown, rather than, or in addition 

to, the crackdown causing the 1956 

drop. At least part of the 1956 drop is 

an artifact of the 1955 extremity. While 

in principle the degree of expected re¬ 

gression can be computed from the auto¬ 

correlation of the series, we lack here 

an extended-enough body of data to do 

this with any confidence. 

Advice to administrators who want to 

do genuine reality-testing must include 

attention to this problem, and it will be 

a very hard problem to surmount. The 

most general advice would be to work on 

chronic problems of a persistent ur¬ 

gency or extremity, rather than reacting 

to momentary extremes. The adminis¬ 

trator should look at the pretreatment 

time series to judge whether or not in¬ 

stability plus momentary extremity will 

explain away his program gains. If it 

will, he should schedule the treatment 

for a year or two later, so that his deci- 
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sion is more independent of the one 

year’s extremity. (The selection biases 

remaining under such a procedure need 

further examination.) 

In giving advice to the experimental 

administrator, one is also inevitably giv¬ 

ing advice to those trapped administra¬ 

tors whose political predicament re¬ 

quires a favorable outcome whether 

valid or not. To such trapped adminis¬ 

trators the advice is pick the very worst 

year, and the very worst social unit. If 

there is inherent instability, there is no 

where to go but up, for the average case 

at least. 

Two other threats to internal validity 

need discussion in regard to this design. 

By testing we typically have in mind the 

condition under which a test of attitude, 

ability, or personality is itself a change 

agent, persuading, informing, practicing, 

or otherwise setting processes of change 

in action. No artificially introduced test¬ 

ing procedures are involved here. How¬ 

ever, for the simple before-and-after de¬ 

sign of Figure 1, if the pretest were the 

first data collection of its kind ever pub¬ 

licized, this publicity in itself might pro¬ 

duce a reduction in traffic deaths which 

would have taken place even without a 

speeding crackdown. Many traffic safety 

programs assume this. The longer time- 

series evidence reassures us on this only 

to the extent that we can assume that the 

figures had been published each year 

with equivalent emphasis.3 

Instrumentation changes are not a 

likely flaw in this instance, but would be 

if recording practices and institutional 

responsibility had shifted simultaneously 

with the crackdown. Probably in a case 

like this it is better to use raw frequen¬ 

cies rather than indices whose correction 

parameters are subject to periodic revi¬ 

sion. Thus per capita rates are subject to 

periodic jumps as new census figures be¬ 

come available correcting old extrapola¬ 

tions. Analogously, a change in the miles 

per gallon assumed in estimating traffic 

mileage for mileage-based mortality rates 

might explain a shift. Such biases can of 

course work to disguise a true effect. Al¬ 

most certainly, Ribicoff’s crackdown re¬ 

duced traffic speed (Campbell & Ross, 

1968). Such a decrease in speed in¬ 

creases the miles per gallon actually ob¬ 

tained, producing a concomitant drop 

in the estimate of miles driven, which 

would appear as an inflation of the esti¬ 

mate of mileage-based traffic fatalities if 

the same fixed approximation to actual 

miles per gallon were used, as it un¬ 

doubtedly would be. 

The "new broom” that introduces 

abrupt changes of policy is apt to reform 

the record keeping too, and thus con¬ 

found reform treatments with instru¬ 

mentation change. The ideal experi¬ 

mental administrator will, if possible, 

avoid doing this. He will prefer to keep 

comparable a partially imperfect meas¬ 

uring system rather than lose compara¬ 

bility altogether. The politics of the 

situation do not always make this pos¬ 

sible, however. Consider, as an experi¬ 

mental reform, Orlando Wilson’s reor¬ 

ganization of the police system in Chi¬ 

cago. Figure 3 shows his impact on 

petty larceny in Chicago—a striking in¬ 

crease! Wilson, of course, called this 

shot in advance, one aspect of his re¬ 

form being a reform in the bookkeep¬ 

ing. (Note in the pre-Wilson records 

the suspicious absence of the expected 

upward secular trend.) In this situation 

Wilson had no choice. Had he left the 

record keeping as it was, for the pur¬ 

poses of better experimental design, his 

resentful patrolmen would have clob¬ 

bered him with a crime wave by delib- 
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Fig. 3. Number of reported larcenies 
under $50 in Chicago, Illinois, from 1942 
to 1962 (data from Uniform Crime Re¬ 
ports for the United States, 1942—62). 

erately starting to record the many com¬ 

plaints that had not been getting into 

the books.4 
Those who advocate the use of archi¬ 

val measures as social indicators (Bauer, 

1966; Gross, 1966, 1967; Kaysen, 1967; 

Webb et al., 1966) must face up not 

only to their high degree of chaotic er¬ 

ror and systematic bias, but also to the 

politically motivated changes in record 

keeping that will follow upon their pub¬ 

lic use as social indicators (Etzioni & 

Lehman, 1967). Not all measures are 

equally susceptible. In Figure 4, Orlando 

Wilson’s effect on homicides seems neg¬ 

ligible one way or the other. 

Of the threats to external validity, the 

one most relevant to social experimenta¬ 

tion is Irrelevant Responsiveness of 

Measures. This seems best discussed in 

terms of the problem of generalizing 

from indicator to indicator or in terms 

of the imperfect validity of all meas¬ 

ures that is only to be overcome by the 

use of multiple measures of independent 

* 

imperfection (Campbell & Fiske, 1959; 

Webb et al., 1966). 

For treatments on any given problem 

within any given governmental or busi¬ 

ness subunit, there will usually be some¬ 

thing of a governmental monopoly on 

reform. Even though different divisions 

may optimally be trying different re¬ 

forms, within each division there will 

usually be only one reform on a given 

problem going on at a time. But for 

measures of effect this need not and 

should not be the case. The administra¬ 

tive machinery should itself make mul¬ 

tiple measures of potential benefits and 

of unwanted side effects. In addition, the 

loyal opposition should be allowed to 

add still other indicators, with the po¬ 

litical process and adversary argument 

challenging both validity and relative 

importance, with social science method¬ 

ologists testifying for both parties, and 

with the basic records kept public and 

under bipartisan audit (as are voting 

YEAR 

FlG. 4. Number of reported murders 
and nonnegligent manslaughters in Chi¬ 
cago, Illinois, from 1942 to 1962 (data 
from Uniform Crime Reports for the 
United States, 1942—62). 
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records under optimal conditions). This 

competitive scrutiny is indeed the main 

source of objectivity in sciences (Po- 

lanyi, 1966, 1967; Popper, 1963) and 

epitomizes an ideal of democratic prac¬ 

tice in both judicial and legislative pro¬ 

cedures. 

The next few figures return again to 

the Connecticut crackdown on speeding 

and look to some other measures of ef¬ 

fect. They are relevant to the confirm¬ 

ing that there was indeed a crackdown, 

and to the issue of side effects. They also 

provide the methodological comfort of 

assuring us that in some cases the inter¬ 

rupted time-series design can provide 

clear-cut evidence of effect. Figure 5 

shows the jump in suspensions of licen- 

Fig. 5. Suspensions of licenses for 
speeding, as a percentage of all suspen¬ 
sions. 

ses for speeding—evidence that severe 

punishment was abruptly instituted. 

Again a note to experimental adminis¬ 

trators: with this weak design, it is only 

abrupt and decisive changes that we have 

any chance of evaluating. A gradually in¬ 

troduced reform will be indistinguish¬ 

able from the background of secular 

change, from the net effect of the innu¬ 

merable change agents continually im¬ 
pinging. 

We would want intermediate evi¬ 

dence that traffic speed was modified. A 

sampling each year of a few hundred 

five-minute highway movies (random as 

to location and time) could have pro¬ 

vided this at a moderate cost, but they 

were not collected. Of the public records 

available, perhaps the data of Figure 6, 

showing a reduction in speeding viola¬ 

tions, indicate a reduction in traffic 

speed. But the effects on the legal system 

Fig. 6. Speeding violations, as a per¬ 
centage of all traffic violations. 

were complex, and in part undesirable. 

Driving with a suspended license mark¬ 

edly increased (Figure 7), at least in 

the biased sample of those arrested. 

Presumably because of the harshness of 

the punishment if guilty, judges may 
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FlG. 7. Arrested while driving with a 
suspended license, as a percentage of sus¬ 
pensions. 

have become more lenient (Figure 8) 

although this effect is of marginal sig¬ 

nificance. 

The relevance of indicators for the so¬ 

cial problems we wish to cure must be 

kept continually in focus. The social in¬ 

dicators approach will tend to make the 

indicators themselves the goal of social 

action, rather than the social problems 

they but imperfectly indicate. There are 

apt to be tendencies to legislate changes 

in the indicators per se rather than 

changes in the social problems. 

To illustrate the problem of the irrel¬ 

evant responsiveness of measures, Fig¬ 

ure 9 shows a result of the 1900 change 

in divorce law in Germany. In a recent 

reanalysis of the data with the Box and 

Tiao (1965) statistic, Glass (Glass, 

Tiao, & Maguire, 1969) has found the 

change highly significant, in contrast to 

earlier statistical analyses (Rheinstein, 

1959; Wolf, Luke, & Hax, 1959). But 

'51 ‘52 '53 ‘54 '55 '56 *57 '58 '59 

Fig. 8. Percentage of speeding viola¬ 
tions judged not guilty. 

Fig. 9. Divorce rate for German Em¬ 
pire, 1881-1914. 

Rheinstein’s emphasis would still be rel¬ 

evant: This indicator change indicates 

no likely improvement in marital har¬ 

mony, or even in marital stability. 

Rather than reducing them, the legal 

change has made the divorce rate a less 

valid indicator of marital discord and 

separation than it had been earlier (see 

also Etzioni & Lehman, 1967). 

CONTROL SERIES DESIGN 

The interrupted time-series design as 

discussed so far is available for those set¬ 

tings in which no control group is possi- 
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Fig. 10. Forms of quasi-experimental analysis for the effect of specific course work, 
including control series design. 

ble, in which the total governmental 

unit has received the experimental treat¬ 

ment, the social reform measure. In the 

general program of quasi-experimental 

design, we argue the great advantage 

of untreated comparison groups even 

where these cannot be assigned at ran¬ 

dom. The most common of such designs 

is the nonequivalent control-group pre¬ 

test-posttest design, in which for each of 

two natural groups, one of which re¬ 

ceives the treatment, a pretest and post¬ 

test measure is taken. If the traditional 

mistaken practice is avoided of match¬ 

ing on pretest scores (with resultant re¬ 

gression artifacts), this design provides 

a useful control over those aspects of his¬ 

tory, maturation, and test-retest effects 

shared by both groups. But it does not 

control for the plausible rival hypothe- 
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sis of selection-maturation interaction— 

that is, the hypothesis that the selection 

differences in the natural aggregations 

involve not only differences in mean 

level, but differences in maturation rate. qj 

This point can be illustrated in terms < 

of the traditional quasi-experimental de- ^ 

sign problem of the effects of Latin on \- 

English vocabulary (Campbell, 1963). ^ 

In the hypothetical data of Figure 10B, ^ 

two alternative interpretations remain 

open. Latin may have had effect, for 

those taking Latin gained more than 

those not. But, on the other hand, those 

students taking Latin may have a greater 

annual rate of vocabulary growth that 

would manifest itself whether or not 

they took Latin. Extending this common 

design into two time series provides rele¬ 

vant evidence, as comparison of the two 

alternative outcomes of Figure IOC and 

10D shows. Thus approaching quasi-ex¬ 

perimental design from either improv¬ 

ing the nonequivalent control-group de¬ 

sign or from improving the interrupted 

time-series design, we arrive at the con¬ 

trol series design. Figure 11 shows this 

for the Connecticut speeding crackdown, 

adding evidence from the fatality rates 

of neighboring states. Here the data are 

presented as population-based fatality 

rates so as to make the two series of com¬ 

parable magnitude. 

The control series design of Figure 11 

shows that downward trends were avail¬ 

able in the other states for 1955-56 as 

due to history and maturation, that is, 

due to shared secular trends, weather, 

automotive safety features, etc. But the 

data also show a general trend for Con¬ 

necticut to rise relatively closer to the 

other states prior to 1955, and to stead¬ 

ily drop more rapidly than other states 

from 1956 on. Glass (1968) has used 

our monthly data for Connecticut and 

T 1 _l_1_I_I_I_I_I_L 
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Fig. 11. Control series design compar¬ 
ing Connecticut fatalities with those of 
four comparable states. 

the control states to generate a monthly 

difference score, and this too shows a sig¬ 

nificant shift in trend in the Box and 

Tiao (1965) statistic. Impressed par¬ 

ticularly by the 1957, 1958, and 1959 

trend, we are willing to conclude that the 

crackdown had some effect, over and 

above the undeniable pseudo-effects of 

regression (Campbell & Ross, 1968). 

The advantages of the control series 

design point to the advantages for social 

experimentation of a social system allow¬ 

ing subunit diversity. Our ability to es¬ 

timate the effects of the speeding 

crackdown, Rose’s (1952) and Stieber’s 

(1949) ability to estimate the effects on 

strikes of compulsory arbitration laws, 

and Simon’s (1966) ability to estimate 

the price elasticity of liquor were made 

possible because the changes were not 

being put into effect in all states simul¬ 

taneously, because they were matters of 

state legislation rather than national. I 
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do not want to appear to justify on these 

grounds the wasteful and unjust diversity 

of laws and enforcement practices from 

state to state. But I would strongly ad¬ 

vocate that social engineers make use of 

this diversity while it remains available, 

and plan cooperatively their changes in 

administrative policy and in record keep¬ 

ing so as to provide optimal experimen¬ 

tal inference. More important is the rec¬ 

ommendation that, for those aspects of 

social reform handled by the central gov¬ 

ernment, a purposeful diversity of im¬ 

plementation be envisaged so that ex¬ 

perimental and control groups be avail¬ 

able for analysis. Properly planned, these 

can approach true experiments, better 

than the casual and ad hoc comparison 

groups now available. But without such 

fundamental planning, uniform cen¬ 

tral control can reduce the present pos¬ 

sibilities of reality testing, that is, of 

true social experimentation. In the same 

spirit, decentralization of decision mak¬ 

ing, both within large government and 

within private monopolies, can provide 

a useful competition for both efficiency 

and innovation, reflected in a multiplic¬ 

ity of indicators. 

One further illustration of the inter¬ 

rupted time series and the control series 

will be provided. The variety of illustra¬ 

tions so far given have each illustrated 

some methodological point, and have 

thus ended up as "bad examples.” To 

provide a "good example,” an instance 

which survives methodological critique 

as a valid illustration of a successful re¬ 

form, data from the British Road Safety 

Act of 1967 are provided in Figure 11A 

(from Ross, Campbell, & Glass, 1970). 

The data on a weekly-hours basis are 

available only for a composite category 

of fatalities plus serious injuries, and Fig¬ 

ure 11A therefore uses this composite for 

all three bodies of data. The "Weekend 

Nights” comprises Friday and Saturday 

nights from 10:00 P.M. to 4:00 A.M. 

Here, as expected, the crackdown is most 

dramatically effective, producing ini¬ 

tially more than a 40 per cent drop, lev¬ 

eling off at perhaps 30 per cent, although 

this involves dubious extrapolations in 

the absence of some control comparison 

to indicate what the trend over the years 

might have been without the crackdown. 

In this British case, no comparison state 

with comparable traffic conditions or 

drinking laws was available. But controls 

need not always be separate groups of 

persons, they may also be separate sam¬ 

ples of times or stimulus materials 

(Campbell & Stanley, 1966 pp. 43-47). 

1966-196 7-I96 0 

Fig. 11A. British traffic fatalities plus 
serious injuries, before and after Breath¬ 
alyser crackdown of October 1967 (season¬ 
ally adjusted). 

A cigarette company may use the sales of 

its main competitor as a control com¬ 

parison to evaluate a new advertising 

campaign. One should search around for 
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the most nearly appropriate control com¬ 

parison. For the Breathalyser crackdown, 

commuting hours when pubs had been 

long closed seemed ideal. (The "Com¬ 

muting Hours” figures come from 7:00 

A.M. to 10:00 A.M. and 4:00 P.M. to 

5:00 P.M. Monday through Friday. Pubs 

are open for lunch from 12:00 to 2:00 

or 2:30, and open again at 5:00 P.M.) 

These commuting hours data con¬ 

vincingly show no effect, but are too un¬ 

stable to help much with estimating the 

long-term effects. They show a different 

annual cycle than do the weekend nights 

or the overall figures, and do not go back 

far enough to provide an adequate base 

for estimating this annual cycle with 

precision. 

The use of a highly judgmental cate¬ 

gory such as "serious injuries” provides 

an opportunity for pseudo effects owing 

to a shift in the classifiers’ standards. The 

overall figures are available separately 

for fatalities, and these show a highly 

significant effect as strong as that found 

for the serious injury category or the 

composite shown in Figure 11 A. 

More details and the methodological 

problems are considered in our fuller 

presentation (Ross, Campbell, & Glass, 

1970). One further rule for the use of 

this design needs emphasizing. The in¬ 

terrupted time series can provide clear 

evidence of effect only where the reform 

is introduced with a vigorous abruptness. 

A gradually introduced reform has little 

chance of being distinguished from 

shifts in secular trends or from the 

cumulative effect of the many other in¬ 

fluences impinging during a prolonged 

period of introduction. In the Breath¬ 

alyser crackdown, an intense publicity 

campaign naming the specific starting 

date preceded the actual crackdown. Al¬ 

though the impact seems primarily due 

to publicity and fear rather than an ac¬ 

tual increase of arrests, an abrupt initia¬ 

tion date was achieved. Had the enforce¬ 

ment effort changed at the moment the 

Act was passed, with public awareness 

being built up by subsequent publicity, 

the resulting data series would have 

been essentially uninterpretable. 

REGRESSION DISCONTINUITY DESIGN 

We shift now to social ameliorations 

that are in short supply, and that there¬ 

fore cannot be given to all individuals. 

Such scarcity is inevitable under many 

circumstances, and can make possible an 

evaluation of effects that would other¬ 

wise be impossible. Consider the heroic 

Salk poliomyelitis vaccine trials in which 

some children were given the vaccine 

while others were given an inert saline 

placebo injection—and in which many 

more of these placebo controls would die 

than would have if they had been given 

the vaccine. Creation of these placebo 

controls would have been morally, psy¬ 

chologically, and socially impossible had 

there been enough vaccine for all. As 

it was, due to the scarcity, most children 

that year had to go without the vaccine 

anyway. The creation of experimental 

and control groups was the highly moral 

allocation of that scarcity so as to enable 

us to learn the true efficacy of the sup¬ 

posed good. The usual medical practice 

of introducing new cures on a so-called 

trial basis in general medical practice 

makes evaluation impossible by con¬ 

founding prior status with treatment, 

that is, giving the drug to the most needy 

or most hopeless. It has the further so¬ 

cial bias of giving the supposed benefit 

to those most assiduous in keeping their 

medical needs in the attention of the 
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medical profession, that is, the upper 

and upper-middle classes. The political 

stance furthering social experimentation 

here is the recognition of randomization 

as the most democratic and moral means 

of allocating scarce resources (and scarce 

hazardous duties), plus the moral im¬ 

perative to further utilize the randomiza¬ 

tion so that society may indeed learn true 

value of the supposed boon. This is the 

ideology that makes possible "true ex¬ 

periments’’ in a large class of social re¬ 

forms. 

But if randomization is not politically 

feasible or morally justifiable in a given 

setting, there is a powerful quasi-experi- 

mental design available that allows the 

scarce good to be given to the most 

needy or the most deserving. This is the 

regression discontinuity design. All it 

requires is strict and orderly attention to 

the priority dimension. The design 

originated through an advocacy of a tie¬ 

breaking experiment to measure the ef¬ 

fects of receiving a fellowship (Thistle- 

thwaite & Campbell, I960), and it 

seems easiest to explain it in that light. 

Consider as in Figure 12, pre-award abil- 

ity-and-merit dimension, which would 

have some relation to later success in life 

SCORES ON WHICH AWARD DECIDED 

Fig. 12. Tie-breaking experiment and 
regression discontinuity analysis. 

(finishing college, earnings 10 years 

later, etc.). Those higher on the pre¬ 

measure are most deserving and receive 

the award. They do better in later life, 

but does the award have an effect? It is 

normally impossible to say because they 

would have done better in later life any¬ 

way. Full randomization of the award 

was impossible given the stated inten¬ 

tion to reward merit and ability. But it 

might be possible to take a narrow band 

of ability at the cutting point, to regard 

all of these persons as tied, and to assign 

half of them to awards, half to no 

awards, by means of a tie-breaking ran¬ 
domization. 

The tie-breaking rationale is still 

worth doing, but in considering that de¬ 

sign it became obvious that, if the regres¬ 

sion of premeasure on later effects were 

reasonably orderly, one should be able to 

extrapolate to the results of the tie¬ 

breaking experiment by plotting the re¬ 

gression of posttest on pretest separately 

for those in the award and nonaward re¬ 

gions. If there is no significant difference 

for these at the decision-point intercept, 

then the tie-breaking experiment should 

show no difference. In cases where the 

tie breakers would show an effect, there 

should be an abrupt discontinuity in the 

regression line. Such a discontinuity can¬ 

not be explained away by the normal re¬ 

gression of the posttest on pretest, for 

this normal regression, as extensively 

sampled within the nonaward area and 

within the award area, provides no such 
expectation. 

Figure 12 presents, in terms of col¬ 

umn means, an instance in which higher 

pretest scores would have led to higher 

posttest scores even without the treat¬ 

ment, and in which there is in addition a 

substantial treatment effect. Figure 13 
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award 

a 
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AUGMENTING 
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DECREMENTAL 
EFFECT 

award 

Fig. 13. Illustrative outcomes of regres¬ 
sion discontinuity analyses. 

shows a series of paired outcomes, those 

on the left to be interpreted as no effect, 

those in the center and on the right as 

effect. Note some particular cases. In in¬ 

stances of granting opportunity on the 

basis of merit, like 13a and b (and Fig¬ 

ure 12), neglect of the background re¬ 

gression of pretest on posttest leads to 

optimistic pseudo-effects: in Figure 13a, 

those receiving the award do do better in 

later life, though not really because of 

the award. But in social ameliorative ef¬ 

forts, the setting is more apt to be like 

Figure 13d and e, where neglect of the 

background regression is apt to make the 

program look deleterious if no effect, or 

ineffective if there is a real effect. 

The design will of course work just as 

well or better if the award dimension 

and the decision base, the pretest meas¬ 

ure, are unrelated to the posttest dimen¬ 

sion, if it is irrelevant or unfair, as in¬ 

stanced in Figure 13g, h, and i. In such 

cases the decision base is the functional 

equivalent of randomization. Negative 

background relationships are obviously 

possible, as in Figure 13j, k, and 1. In 

Figure 13, m, n, and o are included to 

emphasize that it is a jump in intercept 

at the cutting point that shows effect, 

and that differences in slope without dif¬ 

ferences at the cutting point are not ac¬ 

ceptable as evidences of effect. This be¬ 

comes more obvious if we remember 

that in cases like m, a tie-breaking ran¬ 

domization experiment would have 

shown no difference. Curvilinear back¬ 

ground relationships, as in Figure 13p, 

q, and r, will provide added obstacles to 

clear inference in many instances, where 

sampling error could make Figure 13p 

look like 13b. 

As further illustration, Figure 14 pro¬ 

vides computer-simulated data, showing 

individual observations and fitted regres¬ 

sion lines, in a fuller version of the no¬ 

effect outcome of Figure 13a. Figure 15 

shows an outcome with effect. These 

have been generated5 by assigning to 

each individual a weighted normal ran¬ 

dom number as a '’true score,” to which 

is added a weighted independent "error” 

to generate the "pretest.” The "true 

score” plus another independent "error” 

produces the "posttest” in no-effect cases 

such as Figure 14. In treatment-effect 

simulations, as in Figure 15, there are 
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added into the posttest "effects points” 

for all "treated” cases, that is, those 

above the cutting point on the pretest 

score. 

This design could be used in a num¬ 

ber of settings. Consider Job Training 

Corps applicants, in larger number than 

the program can accommodate, with 

eligibility determined by need. The set¬ 

ting would be as in Figure 13d and e. 

The base-line decision dimension could 

be per capita family income, with those 
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at below the cutoff getting training. The 

outcome dimension could be the amount 

of withholding tax withheld two years 

later, or the percentage drawing unem¬ 

ployment insurance, these follow-up fig¬ 

ures being provided from the National 

Data Bank in response to categorized so¬ 

cial security numbers fed in, without in¬ 

dividual anonymity being breached, 

without any real invasion of privacy— 

by the technique of Mutually Insulated 

Data Banks. While the plotted points 

could be named, there is no need that 

they be named. In a classic field experi¬ 

ment on tax compliance, Richard 

Schwartz and the Bureau of Internal 

Revenue have managed to put together 

sets of personally identified interviews 

and tax-reairn data so that statistical 

analyses such as these can be done, with¬ 

out the separate custodians of either in¬ 

terview or tax returns learning the cor¬ 

responding data for specific persons 

(Schwartz & Orleans, 1967; see also 

Schwartz & Skolnick, 1963). 

Applied to the Job Training Corps il¬ 

lustration, it would work as follows: Sep¬ 

arate lists of job-corps applicants (with 

social security numbers) would be pre¬ 

pared for every class interval on per 

capita family income. To each of these 

lists an alphabetical designation would 

be assigned at random. (Thus the $10.00 

per week list might be labeled M; 

$11.00, C, $12.00, Z, $13.00, Q, $14.00, 

N, etc.) These lists would be sent to In¬ 

ternal Revenue, without the Internal 

Revenue personnel being able to learn 

anything interpretable about their train¬ 

eeship status or family income. The 

Internal Revenue statisticians would lo¬ 

cate the withholding tax collected for 

each person on each list, but would not 

return the data in that form. Instead, for 

each list, only the withholding tax 

amounts would be listed, and these in a 

newly randomized order. These would 

be returned to Job Corps research, who 

could use them to plot a graph like Fig¬ 

ures 10 or 11, and do the appropriate 

statistical analyses by retranslating the 

alphabetical symbols into meaningful 

base-line values. But, within any list, 

they would be unable to learn which 

value belonged to which person. (To in¬ 

sure this effective anonymity, it could be 

specified that no lists shorter than 100 

persons be used, the base-line intervals 

being expanded if necessary to achieve 

this.) 
Manniche and Hayes (1957) have 

spelled out how a broker can be used in 

a two-staged matching of doubly coded 

data. Kaysen (1967) and Sawyer and 

Schechter (1968) have wise discussions 

of the more general problem. 

What is required of the administra¬ 

tor of a scarce ameliorative commodity 

to use this design? Most essential is a 

sharp cutoff point on a decision-criterion 

dimension, on which several other quali¬ 

tatively similar analytic cutoffs can be 

made both above and below the award 

cut. Let me explain this better by ex¬ 

plaining why National Merit scholar¬ 

ships were unable to use the design for 

their actual fellowship decision (al¬ 

though it has been used for their Certifi¬ 

cate of Merit). In their operation, di¬ 

verse committees make small numbers 

of award decisions by considering a 

group of candidates and then picking 

from them the N best to which to award 

the N fellowships allocated them. This 

provides one cutting point on an unspec¬ 

ified pooled decision base, but fails to 

provide analogous potential cutting 

points above and below. What could be 

done is for each committee to collectively 

rank its group of 20 or so candidates. The 



252 Donald T. Campbell 

top N would then receive the award. 

Pooling cases across committees, cases 

could be classified according to number 

of ranks above and below the cutting 

point, these other ranks being analogous 

to the award-nonaward cutting point as 

far as regression onto posttreatment 

measures was concerned. Such group 

ranking would be costly of committee 

time. An equally good procedure, if 

committees agreed, would be to have 

each member, after full discussion and 

freedom to revise, give each candidate a 

grade, A+, A, A—, B+, B, etc., and to 

award the fellowships to the N candi¬ 

dates averaging best on these ratings, 

with no revisions allowed after the aver¬ 

aging process. These ranking or rating 

units, even if not comparable from com¬ 

mittee to committee in range of talent, 

in number of persons ranked, or in cut¬ 

ting point, could be pooled without bias 

as far as a regression discontinuity is 

concerned, for that range of units above 

and below the cutting point in which all 

committees were represented. 

It is the dimensionality and sharpness 

of the decision criterion that is at issue, 

not its components or validity. The rat¬ 

ings could be based upon nepotism, 

whimsey, and superstition and still serve. 

As has been stated, if the decision cri¬ 

terion is utterly invalid we approach the 

pure randomness of a true experiment. 

Thus the weakness of subjective com¬ 

mittee decisions is not their subjectivity, 

but the fact that they provide only the 

one cutting point on their net subjective 

dimension. Even in the form of average 

ratings the recommended procedures 

probably represent some slight increase 

in committee work load. But this could 

be justified to the decision committees by 

the fact that through refusals, etc., it can¬ 

not be known at the time of the commit¬ 

tee meeting the exact number to whom 

the fellowship can be offered. Other costs 

at the planning time are likewise mini¬ 

mal. The primary additional burden is 

in keeping as good records on the non¬ 

awardees as on the awardees. Thus at a 

low cost, an experimental adminis¬ 

trator can lay the groundwork for later 

scientific follow-ups, the budgets for 
which need not yet be in sight. 

Our present situation is more apt to 

be one where our pretreatment meas¬ 

ures, aptitude measures, reference rat¬ 

ings, etc., can be combined via multiple 

correlation into an index that correlates 

highly but not perfectly with the award 

decision. For this dimension there is a 

fuzzy cutoff point. Can the design be 

used in this case? Probably not. Figure 

16 shows the pseudo-effect possible if 

the award decision contributes any valid 

variance to the quantified pretest evi¬ 

dence, as it usually will. The award 

regression rides above the nonaward re¬ 

gression just because of that valid var¬ 

iance in this simulated case, there being 

no true award effect at all. (In simu¬ 

lating this case, the award decision has 

been based upon a composite of true 

score plus an independent award error.) 

Figure 17 shows a fuzzy cutting point 

plus a genuine award effect.6 The recom¬ 

mendation to the administrator is clear: 

aim for a sharp cutting point on a quan¬ 

tified decision criterion. If there are com¬ 

plex rules for eligibility, only one of 

which is quantified, seek out for follow¬ 

up that subset of persons for whom the 

quantitative dimension was determinate. 

If political patronage necessitates some 

decisions inconsistent with a sharp cut¬ 

off, record these cases under the heading 

"qualitative decision rule” and keep 

them out of your experimental analysis. 

Almost all of our ameliorative pro- 
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FlG. 16. Regression discontinuity design: Fuzzy cutting point, pseudo treatment 

effect only. 

PRETEST VALUES 

Fig. 17. Regression discontinuity design: Fuzzy cutting point, with real treatment 
plus pseudo treatment effects. 
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grams designed for the disadvantaged 

could be studied via this design, and so 

too some major governmental actions af¬ 

fecting the lives of citizens in ways we 

do not think of as experimental. For ex¬ 

ample, for a considerable period, quan¬ 

titative test scores have been used to call 

up for military service or reject as unfit 

at the lower ability range. If these cut¬ 

ting points, test scores, names, and social 

security numbers have been recorded for 

a number of steps both above and below 

the cutting point, we could make elegant 

studies of the effect of military service 

on later withholding taxes, mortality, 

number of dependents, etc. 

This illustration points to one of the 

threats to external validity of this design, 

or of the tie-breaking experiment. The 

effect of the treatment has only been 

studied for that narrow range of talent 

near the cutting point, and generaliza¬ 

tion of the effects of military service, for 

example, from this low ability level to 

the careers of the most able would be 

hazardous in the extreme. But in the 

draft laws and the requirements of the 

military services there may be other 

sharp cutting points on a quantitative 

criterion that could also be used. For ex¬ 

ample, those over 6 feet 6 inches are ex¬ 

cluded from service. Imagine a five-year- 

later follow-up of draftees grouped by 

inch in the 6 feet 1 inch to 6 feet 5 in¬ 

ches range, and a group of their counter¬ 

parts who would have been drafted 

except for their heights, 6 feet 6 inches 

to 6 feet 10 inches. (The fact that the 

other grounds of deferment might not 

have been examined by the draft board 

would be a problem here, but probably 

not insurmountable.) That we should 

not expect height in this range to have 

any relation to later-life variables is not 

at all a weakness of this design, and if 

we have indeed a subpopulation for 

which there is a sharp numerical cutting 

point, an internally valid measure of ef¬ 

fects would result. Deferment under the 

present system is an unquantified com¬ 

mittee decision. But just as the sense of 

justice of United States soldiers was 

quantified through paired comparisons 

of cases into an acceptable Demobiliza¬ 

tion Points system at the end of World 

War II (Guttman, 1946; Stouffer, 

1949), so a quantified composite index 

of deferment priority could be achieved 

and applied as uniform justice across the 

nation, providing another numerical cut¬ 
ting point. 

In addition to the National Data 

Bank type of indicators, there will be oc¬ 

casions in which new data collections 

as by interview or questionnaire are 

needed. For these there is the special 

problem of uneven cooperation that 

would be classified as instrumentation 

error. In our traditional mode of think¬ 

ing, completeness of description is val¬ 

ued more highly than comparability. 

Thus if, in a fellowship study, a follow¬ 

up mailed out from the fellowship office 

would bring a higher return from past 

winners, this might seem desirable even 

if the nonawardees’ rate of response was 

much lower. From the point of view 

of quasi-experimentation, however, it 

would be better to use an independent 

survey agency and a disguised purpose, 

achieving equally low response rates 

from both awardees and nonawardees, 

and avoiding a regression discontinuity 

in cooperation rate that might be mis¬ 

interpreted as a discontinuity in more 
important effects. 

RANDOMIZED CONTROL GROUP 

EXPERIMENTS 

Experiments with randomization tend 

to be limited to the laboratory and agri¬ 

cultural experiment station. But this cer- 
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tainly need not be so. The randomization 

unit may be persons, families, precincts, 

or larger administrative units. For statis¬ 

tical purposes the randomization units 

should be numerous, and hence ideally 

small. But for reasons of external valid¬ 

ity, including reactive arrangements, the 

randomization units should be selected 

on the basis of the units of administra¬ 

tive access. Where policies are admin¬ 

istered through individual client con¬ 

tacts, randomization at the person level 

may be often inconspicuously achieved, 

with the clients unaware that different 

ones of them are getting different treat¬ 

ments. But for most social reforms, 

larger administrative units will be in¬ 

volved, such as classrooms, schools, cit¬ 

ies, counties, or states. We need to 

develop the political postures and ideol¬ 

ogies that make randomization at these 

levels possible. 

"Pilot project” is a useful term already 

in our political vocabulary. It designates 

a trial program that, if it works, will be 

spread to other areas. By modifying ac¬ 

tual practice in this regard, without go¬ 

ing outside of the popular understand¬ 

ing of the term, a valuable experimental 

ideology could be developed. How are 

areas selected for pilot projects? If the 

public worries about this, it probably as¬ 

sumes a lobbying process in which the 

greater needs of some areas are only one 

consideration, political power and ex¬ 

pediency being others. Without vio¬ 

lating the public tolerance or intent, one 

could probably devise a system in which 

the usual lobbying decided upon the 

areas eligible for a formal public lottery 

that would make final choices between 

matched pairs. Such decision procedures 

as the drawing of lots have had a justly 

esteemed position since time immemo¬ 

rial (e.g., Aubert, 1959). At the present 

time, record keeping for pilot projects 

tends to be limited to the experimental 

group only. In the experimental ideol¬ 

ogy, comparable data would be collected 

on designated controls. (There are of 

course exceptions, as in the heroic Public 

Health Service fluoridation experiments, 

in which the teeth of Oak Park children 

were examined year after year as controls 

for the Evanston experimentals [Blay- 

ney & Hill, 1967].) 
Another general political stance mak¬ 

ing possible experimental social amelio¬ 

ration is that of staged innovation. Even 

though by intent a new reform is to be 

put into effect in all units, the logistics 

of the situation usually dictate that si¬ 

multaneous introduction is not possible. 

What results is a haphazard sequence 

of convenience. Under the program 

of staged innovation, the introduc¬ 

tion of the program would be deliber¬ 

ately spread out, and those units selected 

to be first and last would be randomly as¬ 

signed (perhaps randomization from 

matched pairs), so that during the tran¬ 

sition period the first recipients could be 

analyzed as experimental units, the last 

recipients as controls. A third ideology 

making possible true experiments has al¬ 

ready been discussed: randomization as 

the democratic means of allocating scarce 

resources. 
This article will not give true experi¬ 

mentation equal space with quasi-ex¬ 

perimentation only because excellent 

discussions of, and statistical consulta¬ 

tion on, true experimentation are readily 

available. True experiments should al¬ 

most always be preferred to quasi-ex¬ 

periments where both are available. 

Only occasionally are the threats to 

external validity so much greater for 

the true experiment that one would pre¬ 

fer a quasi-experiment. The uneven al¬ 

location of space here should not be 

read as indicating otherwise. 
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MORE ADVICE FOR TRAPPED 

ADMINISTRATORS 

But the competition is not really be¬ 

tween the fairly interpretable quasi-ex¬ 

periments here reviewed and "true” ex¬ 

periments. Both stand together as rare 

excellencies in contrast with a morass of 

obfuscation and self-deception. Both to 

emphasize this contrast, and again as 

guidelines for the benefit of those 

trapped administrators whose political 

predicament will not allow the risk of 

failure, some of these alternatives should 
be mentioned. 

Grateful testimonials. Human cour¬ 

tesy and gratitude being what it is, the 

most dependable means of assuring a fa¬ 

vorable evaluation is to use voluntary 

testimonials from those who have had 

the treatment. If the spontaneously pro¬ 

duced testimonials are in short supply, 

these should be solicited from the recip¬ 

ients with whom the program is still in 

contact. The rosy glow resulting is anal¬ 

ogous to the professors impression of 

his teaching success when it is based 

solely upon the comments of those stu¬ 

dents who come up and talk with him 

after class. In many programs, as in psy¬ 

chotherapy, the recipient, as well as the 

agency, has devoted much time and ef¬ 

fort to the program and it is dissonance 

reducing for himself, as well as common 

courtesy to his therapist, to report im¬ 

provement. These grateful testimonials 

can come in the language of letters and 

conversation, or be framed as answers to 

multiple-item "tests” in which a recur¬ 

rent theme of "I am sick,” "I am well,” 

I am happy,” "I am sad” recurs. Proba¬ 

bly the testimonials will be more favor¬ 

able as: (a) the more the evaluative 

meaning of the response measure is clear 

to the recipient—it is completely clear 

in most personality, adjustment, morale, 

and attitude tests; (b) the more directly 

the recipient is identified by name with 

his answer; (c) the more the recipient 

gives the answer directly to the therapist 

or agent of reform; (d) the more the 

agent will continue to be influential in 

the recipient’s life in the future; (e) the 

more the answers deal with feelings and 

evaluations rather than with verifiable 

facts; and (/) the more the recipients 

participating in the evaluation are a 

small and self-selected or agent-selected 

subset of all recipients. Properly designed 

the grateful testimonial method can in¬ 

volve pretests as well as posttests, and 

randomized control groups as well as 

experimental, for there are usually no 

placebo treatments, and the recipients 
know when they have had the boon. 

Confounding selection and treatment. 

Another dependable tactic bound to give 

favorable outcomes is to confound selec¬ 

tion and treatment, so that in the pub¬ 

lished comparison those receiving the 

treatment are also the more able and 

well placed. The often-cited evidence of 

the dollar value of a college education 

is of this nature—all careful studies 

show that most of the effect, and of the 

superior effect of superior colleges, is ex¬ 

plainable in terms of superior talents 

and family connections, rather than in 

terms of what is learned or even the 

prestige of the degree. Matching tech¬ 

niques and statistical pardalings gener¬ 

ally undermatch and do not fully control 

for the selection differences—they intro¬ 

duce regression artifacts confusable as 
treatment effects. 

There are two types of situations that 

must be distinguished. First, there are 

those treatments that are given to the 

most promising, treatments like a col¬ 

lege education which are regularly given 

to those who need it least. For these, the 
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later concomitants of the grounds of se¬ 
lection operate in the same direction as 
the treatment: those most likely to 
achieve anyway get into the college most 
likely to produce later achievement. For 
these settings, the trapped administrator 
should use the pooled mean of all those 
treated, comparing it with the mean of 
all untreated, although in this setting al¬ 
most any comparison an administrator 
might hit upon would be biased in his 

favor. 
At the other end of the talent con¬ 

tinuum are those remedial treatments 
given to those who need it most. Here 
the later concomitants of the grounds of 
selection are poorer success. In the Job 
Training Corps example, casual com¬ 
parisons of the later unemployment rate 
of those who received the training with 
those who did not are in general biased 
against showing an advantage to the 
training. Here the trapped administrator 
must be careful to seek out those few 
special comparisons biasing selection in 
his favor. For training programs such as 
Operation Head Start and tutoring pro¬ 
grams, a useful solution is to compare the 
later success of those who completed the 
training program with those who were 
invited but never showed plus those 
who came a few times and dropped 
out. By regarding only those who com¬ 
plete the program as "trained” and using 
the others as controls, one is selecting for 
conscientiousness, stable and support¬ 
ing family backgrounds, enjoyment of 
the training activity, ability, determina¬ 
tion to get ahead in the world—all fac¬ 
tors promising well for future achieve¬ 
ment even if the remedial program is 
valueless. To apply this tactic effectively 
in the Job Training Corps, one might 
have to eliminate from the so-called con¬ 

trol group all those who quit the train¬ 

ing program because they had found a 

job—but this would seem a reasonable 
practice and would not blemish the re¬ 
ception of a glowing progress report. 

These are but two more samples of 
well-tried modes of analysis for the 
trapped administrator who cannot afford 
an honest evaluation of the social re¬ 
form he directs. They remind us again 
that we must help create a political cli¬ 
mate that demands more rigorous and 
less self-deceptive reality testing. We 
must provide political stances that per¬ 
mit true experiments, or good quasi-ex¬ 
periments. Of the several suggestions 
toward this end that are contained in 
this article, the most important is prob¬ 
ably the initial theme: Administrators 
and parties must advocate the impor¬ 
tance of the problem rather than the 
importance of the answer. They must 
advocate experimental sequences of re¬ 
forms, rather than one certain cure-all, 
advocating Reform A with Alternative 
B available to try next should an honest 
evaluation of A prove it worthless or 

harmful. 

MULTIPLE REPLICATION 

IN ENACTMENT 

Too many social scientists expect sin¬ 
gle experiments to settle issues once 
and for all. This may be a mistaken gen¬ 
eralization from the history of great 
crucial experiments in physics and chem¬ 
istry. In actuality the significant experi¬ 
ments in the physical sciences are repli¬ 
cated thousands of times, not only in 
deliberate replication efforts, but also as 
inevitable incidentals in successive ex¬ 
perimentation and in utilizations of 
those many measurement devices (such 
as the galvanometer) that in their own 

operation embody the principles of clas¬ 
sic experiments. Because we social scien- 
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tists have less ability to achieve "experi¬ 

mental isolation,” because we have good 

reason to expect our treatment effects 

to interact significantly with a wide va¬ 

riety of social factors many of which we 

have not yet mapped, we have much 

greater needs for replication experi¬ 

ments than do the physical sciences. 

The implications are clear. We should 

not only do hard-headed reality testing 

in the initial pilot testing and choosing 

of which reform to make general law; 

but once it has been decided that the 

reform is to be adopted as standard prac¬ 

tice in all administrative units, we 

should experimentally evaluate it in 

each of its implementations (Camp¬ 

bell, 1967). 

CONCLUSIONS 

Trapped administrators have so com¬ 

mitted themselves in advance to the 

efficacy of the reform that they cannot 

afford honest evaluation. For them, 

favorably biased analyses are recom¬ 

mended, including capitalizing on re¬ 

gression, grateful testimonials, and 

confounding selection and treatment. 

Experimental administrators have justi¬ 

fied the reform on the basis of the 

importance of the problem, not the cer¬ 

tainty of their answer, and are com¬ 

mitted to going on to other potential 

solutions if the one first tried fails. They 

are therefore not threatened by a hard- 

headed analysis of the reform. For such, 

proper administrative decisions can lay 

the base for useful experimental or 

quasi-experimental analyses. Through 

the ideology of allocating scarce re¬ 

sources by lottery, through the use of 

staged innovation, and through the pilot 

project, true experiments with randomly 

assigned control groups can be achieved. 

If the reform must be introduced across 

the board, the interrupted time-series 

design is available. If there are similar 

units under independent administration, 

a control series design adds strength. If 

a scarce boon must be given to the most 

needy or to the most deserving, quanti¬ 

fying this need or merit makes possible 

the regression discontinuity analysis. 

NOTES 

1 This list has been expanded from the major previous presentations by the addition 
of Instability (but see Campbell, 1968; Campbell & Ross, 1968). This has been done 
in reaction to the sociological discussion of the use of tests of significance in nonexperi- 
mental or quasi-experimental research (e.g., Selvin, 1957; and as reviewed by Galtung, 
1967, pp. 358—389). On the one hand, I join with the critics in criticizing the exagger¬ 
ated status of "statistically significant differences” in establishing convictions of validity. 
Statistical tests are relevant to at best 1 out of 15 or so threats to validity. On the other 
hand, I join with those who defend their use in situations where randomization has not 
been employed. Even in those situations, it is relevant to say or to deny, "This is a trivial 
difference. It is of the order that would have occurred frequently had these measures been 
assigned to these classes solely by chance.” Tests of significance, making use of random 
reassignments of the actual scores, are particularly useful in communicating this point. 

2 This list has been lengthened from previous presentations to make more salient 
Threats 5 and 6 which are particularly relevant to social experimentation. Discussion in 
previous presentations (Campbell, 1957, pp. 309-310; Campbell & Stanley, 1963, pp. 
203-204) had covered these points, but they had not been included in the checklist. 

3 No doubt the public and press shared the Governor’s special alarm over the 1955 



Reforms as Experiments 259 

death toll. This differential reaction could be seen as a negative feedback servosystem in 

which the dampening effect was proportional to the degree of upward deviation from 

the prior trend. Insofar as such alarm reduces traffic fatalities, it adds a negative com¬ 
ponent to the autocorrelation, increasing the regression effect. This component should 

probably be regarded as a rival cause or treatment rather than as artifact. (The regres¬ 

sion effect is less as the positive autocorrelation is higher, and will be present to some 

degree insofar as this correlation is less than positive unity. Negative correlation in a 

time series would represent regression beyond the mean, in a way not quite analogous 

to negative correlation across persons. For an autocorrelation of Lag 1, high negative 

correlation would be represented by a series that oscillated maximally from one extreme 

to the other.) 
4 Wilson’s inconsistency in utilization of records and the political problem of relevant 

records are ably documented in Kamisar (1964). Etzioni (1968) reports that in New 

York City in 1965 a crime wave was proclaimed that turned out to be due to an unpub¬ 

licized improvement in record keeping. 
5 J. Sween & D. T. Campbell, Computer programs for simulating and analyzing sharp 

and fuzzy regression-discontinuity experiments. In preparation. 
6 There are some subtle statistical clues that might distinguish these two instances if 

one had enough cases. There should be increased pooled column variance in the mixed 

columns for a true effects case. If the data are arbitrarily treated as though there had 

been a sharp cutting point located in the middle of the overlap area, then there should be 

no discontinuity in the no-effect case, and some discontinuity in the case of a real effect, 

albeit an underestimated discontinuity, since there are untreated cases above the cutting 

point and treated ones below, dampening the apparent effect. The degree of such damp¬ 

ening should be estimable, and correctable, perhaps by iterative procedures. But these 

are hopes for the future. 
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19. Research in Large-Scale Intervention Programs 

Howard E. Freeman and Clarence C. Sherwood 

Dissatisfaction with the social order 

and zealous efforts at community change 

have characterized the personal and 

academic lives of social scientists since 

their emergence as an identifiable group 

on the American scene.1 In many ways, 

of course, the various disciplines and the 

persons that hold membership in them 

have changed markedly over the last sev¬ 

eral decades: the influence of visionary 

clergymen, guilt-ridden do-gooders, and 

political radicals-—dedicated to project¬ 

ing their own humanitarian views in the 

guise of scientific inquiry—has pretty 

well diminished.2 

But the social scientist has expanded 

his role in the modification of commu¬ 

nity life and in the amelioration of so¬ 

cial pathologies. He puts forth theories 

on which action programs may be based; 

he serves as expert and consultant to pol¬ 

icy-makers; and he uses his research rep¬ 

ertoire to guide program development. 

There are outstanding examples of such 

influence: the work of Stouffer and his 

associates on military problems, the stud¬ 

ies of learning psychologists on educa¬ 

tional practices, the manifesto of Clark 

and other social scientists in connection 

with the Supreme Court’s integration 

decision, and most recently, the docu¬ 

ment of Ohlin and Cloward on delin¬ 

quency programs.3 Certainly much of 

social science activity is directed at under¬ 

standing "basic” processes, but, whether 

by intent or not, social scientists serve 

as agents of social change; and, if one is 

willing to extrapolate from shifts in oc¬ 

cupational settings, it appears that there 

is an increasing number of them who 

know full well the social-change poten¬ 

tial of their work.4 

Over the years social scientists, at least 

a small number of them, have been en¬ 

gaged in still another type of activity, 

the evaluation of health, education and 

welfare programs and interventions—in 

some instances by means of experimen¬ 

tal designs that include control groups 

and pre-post-test measures. But up until 

recently the impact of their work and 

the findings of their studies on social 

policy and on community life has been 

minimal. This is so in spite of the fact 

that for 15 years or more there has 

been increased emphasis—particularly 

at the Federal level—on demonstration- 

research programs. 

On paper, at least, there has been 

much concern with the assessment of 

therapeutic and rehabilitation efforts. 

Virtually all of the demonstration pro¬ 

grams supported by public funds in the 

health and welfare field and many of the 

projects sponsored by philanthropic 

foundations include a requirement that 

the worth of the effort be assessed. For 

the most part, however, the evaluation 

This paper draws heavily on material presented by the authors in separate papers at 
the 1964 Meetings of the American Statistical Association, Chicago, Illinois. 

Reprinted with permission from The Journal of Social Issues, Vol. 21, 1965, pp. 11- 
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requirement has remained a formality; 

granting agencies have tended to over¬ 

look it in their frenzy to implement pro¬ 

grams intuitively believed worthwhile; 

statements and often elaborate designs 

for evaluation in demonstration-research 

programs have been included in propos¬ 

als as a ritual with full knowledge that 

the commitment would not be met; and 

researchers have, on occasion, found it 

expeditious to accept evaluation assign¬ 

ments and then redirect the resources to 

another type of study. 

Further, a significant proportion of 

studies that are actually initiated are not 

carried to completion. In part the failure 

to undertake and particularly to com¬ 

plete experimental investigations is re¬ 

lated to the barriers put forth by practi¬ 

tioners. There is no need to underscore 

the difficulties of undertaking research 

when the co-operation of practitioners 

and flexibility on their part is necessary 

for the development and implementa¬ 

tion of an adequate design; conflict be¬ 

tween clinician and scientist pervades all 

fields and the difficulties that medical 

researchers have in undertaking ex¬ 

periments with human subjects are min¬ 

imal in comparison with evaluation ef¬ 

forts in the community.5 Also, of course, 

many social scientists engaged in evalua¬ 

tion studies regard them as a dilettante 

activity and their interest in such work 

continues only so long as they think they 

are testing a theory of concern to them 

or believe their work will provide schol¬ 

arly publications or economic affluence. 

As a consequence, adequately con¬ 

ceived efforts have in fact been under¬ 

taken only rarely and the sheer infre¬ 

quency of completed investigations is a 

major reason for the minimal impact of 

evaluation research on social policy. Cer¬ 

tainly it is difficult to point to many in¬ 

stances in which programs actually have 

been modified, expanded or terminated 

because of evaluation findings. 

The multi-billion dollar "War on Pov¬ 

erty” has intensified the demand for a 

concerted attempt to undertake broad- 

scale action-research demonstrations, and 

to engage in knowledge-seeking ef¬ 

forts evaluated in terms of effect—rather 

than merely in terms of whether or not 

the program proves workable adminis¬ 

tratively or whether or not so-called "ex¬ 

perts” approve of it. Certainly, without 

efforts in this direction, literally billions 

of dollars may be spent without anyone 

knowing what works and, what is per¬ 

haps more frightening, without our be¬ 

ing any better equipped to contribute to 

the next round of mass change efforts. 

This situation would not be so serious 

if the social sciences had a significant 

reservoir of findings on which to base 

broad-scale intervention programs or 

had a wealth of experience in how to go 

about evaluating community-wide action 

programs in ways that provide "hard” 

findings on their worth. It also would 

not be so serious were there the op¬ 

portunity to earn new methodological 

wrinkles or to develop a strategy for 

rendering the results of evaluation stud¬ 

ies into a potent force in the determina¬ 

tion of action programs and social pol¬ 

icy. But we suddenly have a mandate to 

participate in massive social change, via 

community-wide efforts projected to re¬ 

structure health and welfare activities 

and to reorient the efforts of practition¬ 

ers. Despite the failure to work out 

methods and, most important, a strategy 

to influence policy on small-scale action 

programs, we now have been thrust into 

a prominent role in massive efforts de¬ 

signed to have an impact on virtually all 

community members and indeed on the 
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very social order. It is simply not possi¬ 

ble to retreat from this assignment, any 

more than it is for all physicists to avoid 

participation in the development and 

improvement of destructive devices. 

The opportunity to participate carries 

with it great responsibility; our posture 

and pronouncements are likely to affect 

markedly the shape of future health and 

welfare programs and indeed of all com¬ 

munity life. Although many individuals, 

for a variety of reasons, have decried so- 

called centralized programs of planned 

change and have expressed alarm over 

their control by public bodies and large 

foundations, there is little doubt that this 

is the direction that health and welfare 

activities are taking; and, the recent na¬ 

tional election is clearly an overwhelm¬ 

ing mandate for these efforts to con¬ 
tinue.6 

Perhaps those of us located in profes¬ 

sional schools or employed directly by 

community-based programs are most 

sensitive to the stakes involved, but it is 

obvious that the comprehensive and 

massive character of projects sponsored 

by organizations such as the President’s 

Committee on Juvenile Delinquency 

and Youth Crime, The Ford Founda¬ 

tion, and now the Office of Economic 

Opportunity are likely to rock the very 

foundations of our social system. If these 

observations are valid, we must rapidly 

accumulate an adequate technical reper¬ 

toire for the task and explicate the con¬ 

ditions that must be met in order for 

our work to have social policy potential 

and to meet the demands of our times. 

It is essential that we understand better 

the environment in which we are being 

called upon to work; have a clearer un¬ 

derstanding of the conceptual issues in¬ 

volved in measuring the impact of 

broad-scale programs; and recognize the 

knotty methodological problems that 

one encounters when participating in 

action-research demonstrations. In this 

paper we address ourselves to these is¬ 

sues and use portions of Action for 

Boston Community Development’s 

(ABCD) delinquency action-research 

program to illustrate notions advanced 
in this paper. 

THE RESEARCH ENVIRONMENT 

Since many social scientists have at 

one point or another been involved with 

large bureaucracies operating on a crash 

basis, certain rather obvious preliminary 

observations can be made most briefly. 

It is important to point out that depend¬ 

ence upon the legislative branch of our 

government or to whims of foundations 

for funds and the necessity to involve 

and obtain the co-operation of politi¬ 

cally and ideologically antagonistic par¬ 

ties in local communities have and will 

continue to produce a considerable de¬ 

gree of disorder in most of the massive 

programs. The development of adequate 

staffs, personnel policies, and long range 

planning by community-based mass pro¬ 

grams is difficult—some maintain al¬ 

most impossible—given the condition 

of being affluent one minute and pov¬ 

erty-stricken the next and given the 

fleeting support of the various political 

forces involved. The shape, size, and 

goals of programs appear to change 

from day-to-day, and one of the difficul¬ 

ties of evaluation research in these set¬ 

tings stems from the high degree of 

organizational and interorganizational 
chaos. 

Even in those efforts in which the 

over-all objectives remain relatively sta¬ 

ble, the number of specific programs is 

large. Moreover most programs consist 

of a complex of multiple stimuli im- 
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posed over an extended period of time, 

and the goals of the individual programs 

are diverse. The situation is much too 

complex to fit the classical independent- 

dependent variable model. Therefore, 

action-research needs to be developed in 

terms of a series of staged inputs and 

outputs. 

The juvenile delinquency action re¬ 

search demonstration project at ABCD 

which seeks to deal with this problem 

provides an illustration. It is based on 

three sets of variables: the dependent 

variable of the project is juvenile de¬ 

linquency; more specifically defined as 

law-violating behavior of 12 through 16 

year old males residing in specific areas 

of Boston. The second set of variables 

are referred to as the intermediate varia¬ 

bles; according to the three-step hypoth¬ 

esis, changes in the intermediate var¬ 

iables should produce desired change in 

the dependent variable. The third set are 

referred to as program variables: these 

are the specific interventions by which 

it is hoped to produce changes in one or 

more of the intermediate variables. 

A brief description of one of the pro¬ 

grams, the "Week-End Ranger Camp,” 

may make the ABCD delinquency 

model clearer. At a regular summer- 

camp site, boys on probation participate 

each week-end in a series of activities 

such as discussion groups, council meet¬ 

ings, and work and recreational activ¬ 

ities (the program variables). The 

model specifies that, as a result of these 

programs, shifts will occur in anomie, 

alienation and social values (the inter¬ 

mediate variables). The increased en¬ 

gagement of delinquent boys with the 

values and structural system of the so¬ 

ciety is held to lead to a reduction in de¬ 

linquency (the dependent variable). In 

order to evaluate the program, the over¬ 

all design specifies that local probation 

offices in parts of the City of Boston pro¬ 

vide lists of names of boys eligible by 

reason of age, residence and other cri¬ 

teria for participation in the program. 

These boys were asked to come to the 

probation offices and participate in a 

study. At the office, the boys were pre¬ 

tested on several attitude measures— 

i.e., anomie, alienation and value scales. 

An attempt has been made to build pro¬ 

cedures into the program which appear 

to have some hope of changing the atti¬ 

tudes of these youth and ultimately, ac¬ 

cording to the model, their on-the-street 

social behavior as well. After pretest¬ 

ing, the youth were randomly divided 

into two groups and the members of one 

group were invited to participate in the 

week-end program. The members of the 

other group were designated as ineligi¬ 

ble for the program. 

In order to undertake appropriately 

the evaluation of a mass program, it is 

necessary to develop an action-research 

design that includes a description of the 

interrelated elements: it must specify 

the ways the intermediate changes are 

expected to be produced, and provide 

hypotheses about the relationships be¬ 

tween these changes and the dependent 

variable. Further, the design must out¬ 

line the ways to determine, if such inter¬ 

mediate changes do occur, whether or 

not they are followed by the desired 

changes in the dependent variable. 

A proper evaluation of the implemen¬ 

tation of such a model requires not only 

knowing that certain effects were ob¬ 

tained but also knowing with some de¬ 

gree of probability that the effects were 

substantively related to a particular set 

of stimuli. Consequently, one major 

problem confronting efforts to evaluate 

programs of this type is that of control- 
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ling the stimuli. Major strides toward 

the accumulation of definitive knowl¬ 

edge about the effects of programs will 

not be made until we are able to think 

through and develop procedures for 

handling the problem of what consti¬ 

tutes the stimuli. The basic question is 

what is it that should be repeated if the 

program appears to work? 

There are two related but neverthe¬ 

less operationally separate issues here. 

One is the design of the stimulus or in¬ 

tervention. The other—and perhaps the 

more difficult one—is the problem of 

monitoring the intervention. Even if 

one begins with very definite and clear 

cut intentions to conduct and evaluate 

"repeatable” programs, it is possible to 

underestimate grossly the difficulties 

which are involved in both designing 

and monitoring programs with the goal 

of repeatability in mind. It is clear that 

this problem cannot be satisfactorily re¬ 

solved simply by reducing it to a process 

of spelling out procedures in great and 

specific detail, as difficult as even that 

may be. 

In an attempt to deal with this prob¬ 

lem, the approach at ABCD has been to 

move toward the development of prin¬ 

ciples rather than procedures, toward a 

set of theoretical concepts or ideas 

which trace the dynamics of how it is ex¬ 

pected that the program will have the 

desired effects, i.e., towards a theory 

which logically interrelates a set of prin¬ 

ciples and procedures with desired out¬ 

comes. If such an impact model is suffi¬ 

ciently worked out, a set of working 

principles becomes available upon 

which practitioners can draw not only 

for the design of programs but also to 

make practical decisions about day-to- 

day program situations. 

But unless the social science re¬ 

searcher participates, indeed leads the 

dialogue and bargaining required for 

the development of an impact model— 

including the identification of goals, the 

description of input-output variables, 

and the elaboration of a rationale that 

specifies the relationship between input 

variables and goals—these tasks are 

likely to remain undone. Once the im¬ 

pact model is formulated, the researcher 

must continue to remain within the en¬ 

vironment, like a snarling watchdog 

ready to oppose alterations in program 

and procedures that could render his 

evaluation efforts useless. 

It is only fair and from our view un¬ 

fortunate to note that the researcher can 

expect little help or guidance from the 

funding groups in these tasks. In part 

this is related to the lack of structured 

expectations of outcome on the part of 

these groups, but also because of an ef¬ 

fort to maintain as non-directed a pos¬ 

ture as possible in the light of accusa¬ 

tions of authoritarian control over the 

programs, or the theories that underlie 

them, in individual cities. The various 

President’s Committee on Delinquency 

projects illustrate this point well. From 

city to city, though the legislation di¬ 

rects attention to the reduction of youth 

crime and the amelioration of related 

problems, considerable latitude has been 

allowed individual cities not only in pro¬ 

gram development but in evaluation de¬ 

sign. Thus, not only are there variations 

in whether one is concerned with area- 

crime rates, the police contacts of indi¬ 

vidual youths, or the reduction of 

deviant though not necessarily illegal be¬ 

havior, but some cities apparently have 

not felt a need to be particularly con¬ 

cerned with any phenomenon of this 

sort. Unless the situation changes, the 

researcher is naive to expect that sane- 
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tions from above are going to provide 

him with much support in the specifica¬ 

tion of objectives, the identification of 

the intermediate variables (i.e., the 

goals of specific programs) or the out¬ 

lining of the theoretical links between 

these intermediate variables and the 

over-all objectives. 

The researcher has three choices: he 

can follow Hyman’s recommendation 

and try to guess the intermediate and 

over-all goals, and later be told that the 

ones he selected were not relevant at 

all;7 he can insist that program persons 

provide them in which case he should 

bring lots of novels to the office to read 

while he waits, or he can participate or 

even take a major responsibility for the 

development of the action framework. 

There is little likelihood of developing 

evaluation designs for these massive pro¬ 

grams by either second-guessing the ac¬ 

tion people or by insisting upon their 

coming up with an appropriate and 

explicit flow-chart. Indeed, if the re¬ 

searcher is going to act responsibly as an 

agent of social change through his eval¬ 

uation research, it probably is manda¬ 

tory for him to engage himself in pro¬ 

gram development.8 The task would be 

much easier if the sponsors of these mas¬ 

sive programs would establish and en¬ 

force a requirement that the necessary 

specifications be part of any application 

and renewal of applications and that 

sanctions be exercised to prevent slip¬ 

page. 
Furthermore, the task would become 

more manageable if the sponsors pro¬ 

vided a minimal set of outcome vari¬ 

ables—uniform measurement would be 

most valuable for long-range program 

planning. It is most difficult, indeed 

probably impossible, to compare the var¬ 

ious delinquency prevention efforts of 

the last three years, the various mental 

health reorganization attempts over the 

past ten years and, unless there are 

marked changes in policy, only limited 

likelihood of making city-to-city com¬ 

parisons in the economic, educational, 

and occupational rehabilitation pro¬ 

grams now underway as part of the pov¬ 

erty package. Given the lack of struc¬ 

tured directions by the government and 

foundation granting programs, and the 

lack of commitment to evaluation re¬ 

search on the part of many practitioners 

on the local level, it is not easy to manip¬ 

ulate the environment so the researcher 

can undertake his task. 

Again, we must acknowledge that the 

researcher has not always participated in 

these evaluation studies enthusiastically 

and with a full sense of commitment; to 

argue that the problems of evaluation re¬ 

search are solely due to the actions of 

others is as ludicrous as the general who 

maintained that the high V.D. rate 

among his troops was due to the promis¬ 

cuity of the civilian population. Partici¬ 

pation within the action environment 

obligates the researcher to bring to bear 

his substantive knowledge in the design 

of programs; to be a positive influence 

in their development and to recommend 

or condemn program plans or at least 

forcefully report and interpret findings 

from other research that have a bear¬ 

ing on program development. This we 

often fail to do. If we did exercise our 

responsibility, we probably would have 

built into these massive efforts more at¬ 

tempts to use physical means such as 

brighter street lights to prevent delin¬ 

quency and have exerted more pressure 

for coercive programs such as forced 

literacy training as a condition of pro¬ 

bation and parole in contrast with 

increased numbers of therapeutic com- 
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munities and the burgeoning of street¬ 

worker projects.9 

CONCEPTIONS OF EVALUATION 

In order to influence social policy, 

findings from social-action experiments 

must provide a basis for the efficient 

allocation of financial and human re¬ 

sources in the solution of social prob¬ 

lems. It is this notion of the efficient al¬ 

location of resources that is the key to 

the whole problem of planning and 

choosing among social-action programs. 

Traditionally service has been 

viewed—and in a vague way measured 

—in terms of that which is offered 

such as counseling, guidance, therapy, 

advice and the like. Good service is 

therefore that which is offered in a pro¬ 

fessional manner by a qualified person 

who in turn is supervised by a qualified 

supervisor. But service needs to be 

viewed not only in terms of process but 

of impact as well. In the final analysis, 

success must be viewed in terms of out¬ 

come rather than in terms of the sup¬ 

posed quality of the procedures used. 

The implications of this shift in view 
are considerable: 

1. It forces those responsible for pro¬ 

gram design to clearly specify their ob¬ 

jectives, to define what it is they are try¬ 

ing to achieve, what specific changes 

they are trying to effect. At the very 

least, it requires them to co-operate in 

efforts to operationalize what they have 
in mind; 

2. It shifts the emphasis from "pro¬ 

cedure as an end’’ to "procedure as a 

means.” Program personnel must then 

consider the relationship between the 

procedures it recommends and the de¬ 

fined outcomes that have been chosen; 

3. It leads to a reconsideration of the 

whole notion of cost of service. Cur¬ 

rently, we are in the grip of the propo¬ 

nents of the "per capita cost of service” 

point of view. If programs were to com¬ 

pete on the basis of how much it costs to 

achieve one unit (however that may be 

defined) of desired outcome, the ulti¬ 

mate selection of programs would be 
very different; 

4. And, finally, this view forces the 

inclusion of solid, empirical research 

into the over-all planning and program 

operation, because the decisions as to the 

optimum allocation of the resources 

available can, within this view, only be 

made on the basis of empirical evidence. 

The first requirement of evaluation 

research is the determination of efficacy. 

Evaluation research efforts must, there¬ 

fore, seek to approximate the experi¬ 

mental model as much as possible—we 

do not do so often enough and some of 

the so-called evaluation designs of the 

current mass programs have completely 

forgone an experimental or quasi-ex- 

perimental approach. Admittedly, there 

is a limit to the extent controlled experi¬ 

ments can be conducted within these 

programs. Nevertheless it is possible in 

most instances to make use of at least 

rudimentary or quasi-designs to approx¬ 

imate the conditions of the before-after 

and/or pre-post test designs, be it 

through randomization or statistical pro¬ 
cedures. 

The situation is exceedingly complex 

because of the previously discussed need 

to evaluate a series of input-outputs 

rather than just examining specific in¬ 

dependent-dependent variable relation¬ 

ships. The kinds of massive efforts go¬ 

ing on are of a linked input-output type 

and it is necessary to assess the efficacy 

of each of the specific programs, to 

measure the interactions among pro¬ 

grams, and to tie together by means 
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of relational analysis the impact that 

changes due to sub-programs have on 

the over-all program objectives. For ex¬ 

ample, an educational program may be 

designed to improve reading and this 

must be assessed, but if the over-all ob¬ 

jective of the community project is to 

reduce school drop-outs, the relation¬ 

ship between reading improvement and 

drop-outs must also be demonstrated. 

Of the many problems confronting 

the utilization of experimental models, 

the linking issue seems to be the most 

difficult. There is too great a tendency to 

use assumed reflectors of change rather 

than direct measures of desired change, 

such as shifts in attitudes toward Ne¬ 

groes when the program is concerned 

with reducing discrimination. The prob¬ 

lem is most serious when attitude scales 

are used as substitutes for measures of 

overt behavior. Most of us are aware of 

the limited correlations often found be¬ 

tween attitudes and behavior, but as a 

recent paper points out, the situation 

may be worse than that: reanalysis of 

several studies suggest that changes in 

attitudes may be inversely correlated 

with changes in behavior. Thus, if one 

may extrapolate, reducing prejudice may 

indeed lead to increasing discrimina¬ 

tion.10 Use of attitudinal reflectors in¬ 

stead of the direct behavioral measures 

specified in an impact model may there¬ 

fore render impossible the linking proc¬ 

ess. 
Given the size of community efforts 

under the poverty program, assessing 

the efficacy of each sub-program in every 

city is pretty well impossible. Even 

assuming the availability of research 

funds, the problem of obtaining neces¬ 

sary professional manpower renders this 

unworkable. Consequently, a more prac¬ 

tical approach would be to sample pro¬ 

grams in various cities and this raises 

knotty problems because of the already- 

made observations of the linked input- 

output character of these programs. 

Sampling must be attempted in terms of 

the selection of linked programs and the 

sampling unit needs to be a sub-system 

of linked programs, analytically if not 

actually distinct. For example, if one of 

the goals of a day-care program is to free 

unmarried mothers so they may receive 

literacy training to be eligible for em¬ 

ployment counseling and training, this 

"sub-system” of programs must consti¬ 

tute the sampling unit. It is worth em¬ 

phasizing again that in order to sample 

such linked programs, it is necessary to 

have explicit statements of the goals and 

linkages of the various parts of the com¬ 

munity-wide efforts and emphasizes the 

need for well formulated conceptual 

frameworks (impact models) for cur¬ 

rent efforts. 
But, we have no alternative to experi¬ 

mental evaluation. Should we demand 

less in terms of the treatment of com¬ 

munity problems than we call for in the 

provision of medical care for ourselves 

or our pets? Despite the problems of 

limited sampling and of validity and re¬ 

liability in assessing consumer goods, 

many of us read Consumer Reports be¬ 

fore making major purchases and a few 

of us even query our physicians about 

the efficacy of his intended therapies. 

We reject notions of "intuitive reason¬ 

ableness” and "impressionistic worth” 

and seek out comparative assessments in 

making many personal decisions and we 

have the responsibility to insist on such 

evaluation in these mass programs as 

well. 
At the present time even the most 

basic aspects of these community-wide 

programs are open to question. Many of 
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the mass efforts, for example, are heavily 

committed to community organization 

programs and to the stimulation of ex¬ 

pressive actions on the part of the so- 

called deprived populations. These pro¬ 

grams have, as in the case of New York 

City’s Mobilization for Youth, been a 

major source of controversy and yet, 

despite the resources expended and the 

conflict occasioned by them, at present 

they cannot be condemned or condoned 

in terms of objective evidence.11 It is 

possible to mass opinions pro and con 

but such major issues cannot be settled 

on the basis of evidence though it is 

thirty years ago that community experi¬ 

ments were attempted by a social scien¬ 

tist in Syria.12 

It is possible, despite the difficulties, 

to conduct reasonably well-controlled ex¬ 

periments in the community, even ones 

which require the co-operation of a 

number of individuals and agencies. At 

ABCD it has been found possible to in¬ 

stitute studies with the random alloca¬ 

tion of subjects to treatment and non¬ 

treatment groups. These designs usually 

must be modified because not all of those 

randomly selected for the experimental 

groups agree to participate in the pro¬ 

grams and therefore the exposed and the 

unexposed populations do not constitute 

truly random samples from the same 

population. In addition, it is possible to 

obtain the necessary co-operation for 

rather extensive pre-testing of both ex¬ 

perimental and control youth. It is likely 

that some version of a pre- post-test de¬ 

sign is going to be necessary in such ex¬ 

periments because of this element of 

voluntary self-selection to participate on 

the part of the experimental group. 

Thus we are eventually going to have to 

(and because of this co-operation we 

will be able to) rely on covariance ad¬ 

justments to bring the experimental and 

control groups back into line. 

It is worth noting, however, that a 

main reason we were able to get support 

for the randomization procedures was 

because of the limited number of open¬ 

ings in the programs. But there is still 

great public resistance to and a consid¬ 

erable lack of understanding about ran¬ 

domization. This problem is likely to 

be even more serious in the case of really 

massive programs in which there ap¬ 

pears to be room for everybody. This is 

likely to be particularly true where ran¬ 

domization to non-treatment groups is 
involved. 

Furthermore, in addition to the ever 

present abhorrence of "denial of service” 

there is a very strong proclivity on the 

part of practitioners to believe that they 

know which type of person will benefit 

most from a particular program. There¬ 

fore, co-operating practitioners desig¬ 

nate more people for a program than 

there are openings only with great re¬ 

luctance. There is a related tendency for 

practitioners to want the most deserving 

youth to receive the opportunity to par¬ 

ticipate in special programs. Unfortu¬ 

nately, in many programs, it is impos¬ 

sible to determine the extent to which 

these two tendencies are operating in the 

selection of candidates for the program. 

But if only the most deserving are se¬ 

lected—even from among say proba¬ 

tioners—the possibility of program 

impact may be lessened because both 

the experimental and the control sub¬ 

jects may fare very well according to the 

outcome criterion. Another problem is 

that when the selection is left to the per¬ 

sonal preference of the practitioners the 

representativeness of the demonstration 

population relative to some larger popu¬ 

lation will be unknown. 



Large-Scale Intervention Programs 271 

There are two lessons here of rele¬ 

vance to the evaluation of anti-poverty 

programs. One is that random allocation 

to treatment and non-treatment groups 

is not likely to be possible frequently. 

But, random allocation to alternative 

treatments is feasible more of the time. 

This means, however, if such an ap¬ 

proach is to be carried out well, the al¬ 

ternative treatments should be thought 

through very carefully so that at a mini¬ 

mum they are different and not cam¬ 

ouflaged versions of the same basic idea. 

The impact model—the set of theoreti¬ 

cal concepts or ideas which trace the dy¬ 

namics of how it is expected that the 

program will have its desired effects— 

again rears its annoying head, and in 

turn a hard look at what the goals, the 

outcome variables, of such programs are 

and how to measure them will be re¬ 

quired. 
The second is that these broad scale 

anti-poverty programs are not likely to 

be well-off with regard to knowledge 

of the representativeness of population 

treated; it is necessary to face the prob¬ 
lem of self-selection for participation 

and thus extensive pre-testing with 

sound instruments is going to be essen¬ 

tial if anything resembling definitive 

findings is to emerge. Not only should 

there be common use of some of the 

same instruments across similar pro¬ 

grams within communities but also 

across similar programs between com¬ 

munities. For the first time we might 
have some cross-country comparative 

material concerning the populations be¬ 

ing reached and the changes being ob¬ 

served. 
Accountability is the second require¬ 

ment of evaluation research. By account¬ 

ability we refer to evidence that there is 

indeed a target population that can be 

dealt with by means of a program; that 

this population is important either be¬ 

cause of its size or the intensity of pa¬ 

thology; and that the project program 

for the target population actually is 

undertaken with them. 

It is not enough to evaluate efficacy— 

the outcomes of programs. The massive 

efforts now underway need to be eval¬ 

uated in terms of accountability as well. 

While one might be accused of being in¬ 

human for saying it, given the needs, 

there is little excuse for sanctioning ac¬ 

tion programs that affect insignificant 

portions of the population. One of the 

aspects of accountability is the estima¬ 

tion of the incidence and prevalence of 

problems. Oftentimes programs are de¬ 

veloped to deal with problems that exist 

in the minds of practitioners or because 

of stereotypes held by the public. To 

cite one illustration, consider drug-ad- 

diction; despite newspaper and public 

alarm, the incidence in many urban cen¬ 

ters is so low that on accountability 

grounds these efforts hardly merit the 

attention of so many or the utilization of 

extensive research resources to evaluate 

them. If small-size programs use up all 

the potential clients and thus there are 

no cases left for assignment to control 

groups, then only under very unusual 

circumstances may the researcher be jus¬ 

tified in collaborating in their evalua¬ 

tion or even attempting to do so. If the 

programs are of a large-scale type, then 

the denial of services or at least the pro¬ 

vision of "ordinary” treatment to a few 

for control purposes and subsequent es¬ 

timation of worth is entirely necessary. 

Accountability, however, has to do 

with more than the number of clients 

served and the size of the potential ag¬ 

gregate of them. Evaluation researchers, 

in addition to a responsibility for deter- 
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mining efficacy, must deal with the im¬ 

plementation of the prescribed process. 

In many instances we have engaged in 

outcome studies without having any 

knowledge of whether or not what pro¬ 

gram people maintain is going on ac¬ 

tually takes place. It is clear that in many 

of the sub-programs being implemented 

as part of these massive efforts—even 

when evaluation studies of the finest de¬ 

sign are accompanying them—we are 

estimating the utility of programs that 

never get off the ground; evaluating pro¬ 

grams in which volunteers do no more 

than sign up or week-end educational 

camping programs in which kids have a 

good time and do nothing more than 

play ball or eat marshmallows around 

the fireside. To say a program fails when 

it is not truly implemented is indeed 

misguided, and the evaluation research¬ 

er’s responsibility here is one of provid¬ 

ing evidence and information that per¬ 

mits an accounting of what took place as 
well as what was the result. 

Finally, what we hardly ever worry 

about, to our knowledge, is efficiency.13 

The various specific programs that are 

linked together on these massive pack¬ 

ages differ extensively in target groups, 

use of scarce resources and duration. At 

the risk of being ludicrous, suppose 

neither individual psychotherapy nor 

group psychotherapy has any impact on 

the lives of persons but the former costs 

ten times that of the latter, given such a 

situation there is little doubt where one 

should put his money. In certain fields 

of medicine and in certain areas of wel¬ 

fare there is literally no way, given the 

community’s ideological outlook, to 

cease all treatment even if no efforts are 

efficacious. But without being too cyni¬ 

cal, even when we know this is the case, 

we refuse to employ a concept of effi¬ 

ciency. Suppose short-term treatment in¬ 

stitutions for delinquent offenders do no 

better than long-term ones, if they are 

more economical is this not something 

that the evaluation researcher has a re¬ 

sponsibility to take into account?14 

In terms of all programs, the efficient 

one is that which yields the greatest per 

unit change not the one that can be run 

at the least cost per recipient. What 

costs the most, takes the longest, and in¬ 

volves the greatest amount of manpower 

in gross terms may have the greatest net 

efficiency.15 Decisions on the continu¬ 

ance of various programs beyond trial- 

demonstration periods require that we 

think in these terms. In most evaluation 

efforts we fail to relate units of change 

to economic, or manpower or time ex¬ 
penditures. 

We contend that concepts of account¬ 

ability and efficiency as well as effcacy 

need to be implemented in order for 

evaluation research to be undertaken 

properly. Admittedly, we ought to seek 

out efficacious programs. But these pro¬ 

grams are or at least should be account¬ 

able in order for policy and program 

persons to make rational decisions, and 

we must also concern ourselves with ef¬ 

ficiency of operations. 

PROBLEMS OF MEASUREMENT^ 

In previously discussing the impact 

model notion, we have suggested that in 

the design of these community programs 

the premise is that certain changes will 

be followed by other changes. Programs 

are designed to expose members of a 

target population to procedures that 

hopefully will produce changes in the 

individual or his environment. These 

individual or environmental changes are 

expected to produce improved behavior, 

for example less law violation on the 
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part of the individual in the ABCD de¬ 

linquency project. It is hoped that a sig¬ 

nificantly greater proportion of the ex- 

perimentals in each program than their 

controls will experience the desired 

change and those experiencing such 

change, whether they are experimentals 

or controls, will manifest a reduction in 

law-violating behavior. It should be re¬ 

emphasized that the hypothesis asserts 

a relationship between two sets of 

changes, not between two static condi¬ 

tions. 
The problem of obtaining reasonably 

reliable change measures precedes the 

problem of relating change measures, 

since attempting to relate sets of unre¬ 

liable change scores does not appear to 

be too promising a game to play. There 

has been, of course, a long-standing 

concern for the problem of the reliabil¬ 

ity of scores. Interest in the reliability of 

change scores is somewhat more recent 

and is only now receiving attention 

among statisticians and psychometri¬ 

cians.16 Problems arising out of the 

mathematically demonstrated greater un¬ 

reliability of change scores relative to 

the reliability of the scores from which 

they were derived and problems arising 

out of demonstrated regression to the 

mean tendencies in test-re-test situations 

are likely to remain central as well as dif¬ 

ficult issues for those who are brave or 

foolish enough to pursue this change 

problem. 
The problem of the measurement of 

the relationship between sets of change 

scores involves serious statistical and 

mathematical difficulties. Measurements 

of each variable at a minimum of three 

points in time are required to provide 

some estimate of the shape of the curves 

involved. Two of the problems involved 

are: (1) the relationship between the 

shapes of the curves—the change curve 

for the intermediate variable and the 

change curve for the dependent variable 

—and (2) the question of the time lag 

throughout the series and between the 

two sets of changes. When are the pre¬ 

sumed effects of the program on the in¬ 

termediate variable expected to take 

place: while the program is going on or 

after participation in the program has 

terminated? And for how long are the 

effects supposed to last? How long a 

time is expected to lapse between the 

changes in the intermediate variable and 

their presumed effects on the dependent 

variable? What are their relative rates 

of change? These and similar questions 

are directly related to some very practi¬ 

cal issues such as the amount of success a 

project can possibly have during some 

specified demonstration period. If there 

is considerable lag or the rate of change 

in the dependent variable is relatively 

low, much of the effects of the demon¬ 

stration may take place after the cut-off 

point for the evaluation of the project. 

Again the need for a theoretically-based 

impact model is, it seems to us, under¬ 

scored. 
Of the many other problems which 

beset efforts to conduct and evaluate 

large-scale action programs, there are 

two more that should be noted. One is 

the problem of the meaning of change 

in the dependent variable—in our case, 

a reduction in law-violating behavior— 

and the other is the problem which 

arises from the fact that members of the 

target population may, in fact undoubt¬ 

edly will, be involved with more than 

one of the programs and such multiple 

involvement is non-random. 

The first decision made at ABCD con¬ 

cerning the definition of change in the 

dependent variable was that we could 
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not use comparisons over time of area 

rates of delinquency as a basis. ABCD’s 

aims were to change behavior, not to 

move law-violating people out of an 

area and non-violating people into it. 

Therefore an area delinquency-rate com¬ 

parison over time was rejected as a basis 

for measuring change since wide varia¬ 

tions in delinquency rates may occur 

over time simply because of changes in 

the constituency of the population. It 

was decided that a reduction in law-vio¬ 

lating behavior would have to be meas¬ 

ured in terms of the behavior of a spec¬ 

ified population—that is, a cohort of 

individuals. The same issue confronts 

the Office of Economic Opportunity’s 

community-action programs and the de¬ 

cision on evaluations must be the same. 

Another major problem in defining 

how change in the dependent variable is 

to be measured is that of shifts in the 

character of the target population such 

as the known relationship between age 

and delinquency. Beginning around 10 

or 11, age-specific delinquency rates in¬ 

crease rather sharply up into and 

through the late teens. Therefore to sim¬ 

ply compare a given individual’s behav¬ 

ior at age 15 with his behavior at age 

14, 13, 12 and so on would lose sight of 

the fact that the probability of a delin¬ 

quent act increases as he gets older. If a 

cohort of 15 year olds committed the 

same number of delinquent acts at age 

15 as they did at age 13, for example, 

this might not look like a reduction— 

and in terms of absolute numbers it is 

not—but in terms of what might have 

been expected of them it is. Therefore, 

within the framework of ABCD’s ap¬ 

proach, a reduction of law-violating be¬ 

havior must be defined in terms of a 

comparison of an observed measure with 

an expected measure. That is, a predic¬ 

tion instrument is required to provide 

an estimate of ihe law-violating be¬ 

havior which would have occurred had 

there been no intervention. 

A very similar problem will arise if 

efforts are made to take a hard look at 

the possible effects of various compo¬ 

nents of large-scale community efforts to 

deal with poverty. For example, em¬ 

ployability—which is central to most of 

the poverty proposals—is also a func¬ 

tion of age. It is quite well known that 

the great bulk of the very difficult to em¬ 

ploy 16 to 21 year-olds begins to disap¬ 

pear into the job market and from the 

unemployment rolls as they approach 

their middle twenties. Therefore, if eval¬ 

uations of community programs dealing 

with this particular segment of the 

population are based upon observations 

of their employment history subsequent 

to exposure to one or more anti-poverty 

programs, the success observed may be 

much more apparent than real. What is 

needed is a measure of their employ¬ 

ment status and prospects at some point 

in time as compared with estimates of 

what would have been the case at that 

same point in time had there been no 
intervention. 

A second issue that requires comment 

is that of multiple-exposure to pro¬ 

grams. This has presented the ABCD 

project with distinct methodological dif¬ 

ficulties. It is likely to be an even greater 

problem for any effort to evaluate the 

effects of anti-poverty programs. Two 

tendencies combine here, we believe, to 

aggravate the problem. One is the incli¬ 

nation on the part of practitioners to 

want to shower programs on the mem¬ 

bers of the target population. The other 

is the sheer amount of money that is in¬ 

volved and the resulting large number 

of programs that are likely to be con- 
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ducted. This is an extremely important 

issue if we are serious in our desire to 

ultimately acquire knowledge concern¬ 

ing the most efficient allocation of hu¬ 

man and financial resources. For if the 

members of the target population partic¬ 

ipate in a number of different programs 

and even if desired change occurs and is 

measured, a way must be devised to sort 

out the relative contributions of the dif¬ 

ferent programs to the outcome. Other¬ 

wise, in order to produce the same re¬ 

sults again the whole menagerie of 

programs would have to be repeated 

even though only a relatively few of the 

programs may have actually contributed 

to the desired outcome. Again, a predic¬ 

tion instrument appears to be indispen¬ 

sable to the solution of this problem. 

Individuals must be grouped according 

to the programs they have participated 

in—in our approach, according to the 

intermediate variable changes they have 

experienced—and then the groups com¬ 

pared on the differences between ob¬ 

served dependent variable and expected 

dependent variable behavior. 

CONCLUDING COMMENTS 

These remarks, though not entirely 

original, of course, may prove relevant 

for researchers who have occasion to 

participate in the evaluation of com¬ 

munity-wide programs. The need to be¬ 

come engaged in the action environ¬ 

ment, to look at a linked input-output 

system, to develop impact models, and 

to insist on experimental designs, and 

the necessity to assess efficiency and to 

recognize the accountability function in 

evaluation are, to our minds, key points 

and ones, not well-documented in our 

methods books and not always held to 

by persons participating in the evalua¬ 

tion of these massive efforts. 

But we would like to feel that we 

have communicated more than some 

specific observations—that we have con¬ 

veyed the potential and importance of 

the evaluation researcher’s role and the 

sense of conviction, commitment, and 

responsibility required. At no other 

point in time have we had so great an 

opportunity to have an impact on the 

social order; if we are to realize our po¬ 

tential within our current stance as so¬ 

cial scientists, however, we need more 

than additional technical innovations. 

An outlook, an ideology almost a moral¬ 

ity if you will, must be developed in or¬ 

der to function appropriately as agents 

of social change. 
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20. Evaluating Social Action Programs 

Peter H. Rossi 

We are today groping for new and 

presumably better treatments for a va¬ 

riety of social ills and have enough 

wealth to correct some of the obvious 

faults of our society. But, ironically, no 

matter how heavy our consciences now, 

we can no longer expect reforms to pro¬ 

duce massive results. We have passed 

the stage of easy solutions. To borrow a 

parallel from medicine, we can much 
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more easily and decisively reduce death 

and illness by bringing safe water to a 

backward land than by trying to get 
Americans to stop smoking. 

Similarly with social ills. Provide 

schools and teachers to all children and 

illiteracy goes down dramatically; but 

to achieve a level of education high 

enough to assure everyone a good job is 

a lot more difficult. Diminishing returns 
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set in: The more we have done in the 

past, the more difficult it becomes to add 

new benefits. Partly this is because so 

much has already been achieved; partly 

because in the past we have not had to 

deal so much with individual motiva¬ 

tion. Almost everyone has enough moti¬ 

vation to learn to read; it takes a lot 

more to learn a specialized skill. 

In short, massive results will not oc¬ 

cur, and new social treatments are going 

to be increasingly expensive in time and 

money. Practitioners and policy-makers 

are apprehensive; they want evaluations 

of program effectiveness, but they are 

afraid of what might be shown. 
Take Project Head Start. Everyone 

would agree that universal schooling for 

children has been a huge success—com¬ 

pared to no schooling or schooling only 

for those who can pay. But poor chil¬ 

dren are still behind and need help. And 

a preschool program for them can never 

make as much change as universal 

schooling did. 

Effective make-up treatment must be 

expensive. Each trainee at a Job Corps 

camp costs somewhere between $5,000 

and $10,000 a year, as compared to con¬ 

siderably less than $1,000 a year in the 

usual public high school. Yet Job Corps 

training is not five to ten times as effec¬ 

tive. 
Also, the less the effect, the greater is 

the measurement precision needed to 

demonstrate its existence—so in evalua¬ 

tion too it will cost more to reveal less. 

But if social scientists are pessimistic 

about results, operators of programs 

tend to be quite optimistic, at least 

when facing congressional appropria¬ 

tions committees. Claims made in public 

are usually much higher than any results 

we can reasonably expect. So the inter¬ 

ests and actions of the program admin¬ 

istrators themselves tend to undermine 

good evaluation. 
Finally, controlled experiments—the 

most desirable model—are not fre¬ 

quently used in evaluation. There is not 

a single piece of evaluation research be¬ 

ing carried out on any of the major pro¬ 

grams of the war on poverty that 

closely follows the controlled experi¬ 

ment model. 

THE POWER OF WISHFUL THINKING 

The will to believe that their pro¬ 

grams are effective is understandably 

strong among administrators. As long as 

the results are positive (or at least not 

negative), relations between practition¬ 

ers and researchers are cordial and even 

effusive. But what if the results are nega¬ 

tive? 
A few years ago the National Opinion 

Research Center undertook research on 

the effects of fellowships and scholar¬ 

ships on graduate study in arts and 

sciences. The learned societies that spon¬ 

sored the research sincerely believed that 

such aids were immensely helpful to 

graduate students and that heavily sup¬ 

ported fields were able to attract better 

students. The results turned out to be 

equivocal. First, financial support did 

not seem to have much to do with select¬ 

ing a field for study. Second, it did not 

appear that good students were held 

back by lack of fellowships or scholar¬ 

ships. The committed ones always found 

some way to get their PhD s, often rely¬ 

ing on their spouses for help. 

The first reaction of the sponsors was 

to attack the study’s methodology—lead¬ 

ing to the coining of the aphorism that 

the first defense of an outraged sponsor 

was methodological criticism. Policy re¬ 

mained unaffected: Sponsors are still 

asking more and more federal help for 
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graduate students on the grounds that it 

allows more to go into graduate study, 

and also spreads talent better among the 
various fields. 

Another example of the power of 

wishful thinking has to do with the rela¬ 

tionship between class size and learning. 

It is an article of faith among educators 

that the smaller the class per teacher, 

the greater the learning experience. Re¬ 

search on this question goes back to the 

very beginnings of empirical research 

in educational social science in the early 

1920 s. There has scarcely been a year 

since without several dissertations and 

theses on this topic, as well as larger re¬ 

searches by mature scholars—over 200 

of them. The latest was done by James 

Coleman in his nationwide study for the 

Office of Education under the Civil 

Rights Act of 1964. Results? By and 

large, class size has no effect on learning 

by students, with the possible exception 

of the language arts. 

What effect did all this have on 

policy? Virtually none. Almost every 

proposal for better education calls for 

reduced class size. Even researchers 

themselves have been apologetic, point¬ 
ing out how they might have erred. 

I do not know of any action program 

that has been put out of business by 

evaluation research, unless evaluation it¬ 

self was meant to be the hatchet. Why? 

Mainly because practitioners (and 

sometimes researchers) never seriously 

consider the possibility that results 

might come out negative or insignifi¬ 

cant. When a research finding shows 

that a program is ineffective, and the re¬ 

search director has failed to plan for this 

eventuality, then the impact can be so 

devastating that it becomes more com¬ 

forting to deny the worth of the nega¬ 

tive evaluation than to reorganize one’s 
planning. 

GETTING THE RESULTS YOU WANT 

Given unlimited resources, it is possi¬ 

ble to make some dent in almost any 

problem. Even the most sodden wretch 

on skid row can be brought to a sem¬ 

blance of respectability (provided he is 

not too physically deteriorated) by in¬ 

tensive, and expensive, handling. But 

there is not sufficient manpower or re¬ 

sources to lead each single skid row in¬ 

habitant back to respectability, even 
briefly. 

Many action programs resemble the^ 
intensive treatment model. They are 

bound to produce some results, but they 

cannot be put into large-scale operation. 

Note the distinction between "im¬ 

pact” and "coverage.” The impact of a 

technique is its ability to produce 

changes in each situation to which it is 

applied, while coverage of a technique 

is its ability to be applied to a large num¬ 

ber of cases. Thus, face-to-face persua¬ 

sion has high impact, but its coverage is 

relatively slight. In contrast, bus and 

subway posters may have low impact but 
high coverage. 

An extremely effective technique is 
one that has both high impact and high 

coverage. Perhaps the best examples can 

be found in medicine. Immunizing vac¬ 

cines are inexpensive, easy to adminis¬ 

ter, and very effective in certain diseases. 

It does not seem likely, however, that 

we will find vaccines, or measures re¬ 

sembling them in impact and coverage, 

for modern social ills. It is a mistake, 

therefore, to discard out of hand pro¬ 

grams which have low impact but the 

potentiality of high coverage. Programs 

which show small positive results on 
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evaluation but can be generalized to 

reach large numbers of people can, in 

the long run, have an extremely signifi¬ 

cant cumulative effect. 

THE CONTROL GROUP PROBLEM 

The scientific integrity of a controlled 

experiment depends on whether the ex¬ 

perimenter can determine which sub¬ 

jects go to the experimental and which 

to the control groups and whether these 

allocations are unbiased. But there are 

many distorting influences. 

First, political. Practitioners are ex¬ 

tremely reluctant to give the experi¬ 

menters enough power. For example, to 

evaluate the worth of a manpower re¬ 

training program properly, the potential 

trainees must be separated into experi¬ 

mental and control groups, and then 

checked for contrasts after the training. 

This means that some of them, other¬ 

wise qualified, are arbitrarily barred 

from training. Public agencies are ex¬ 

tremely reluctant to authorize such dis¬ 

crimination. 

In part, this problem arises because 

researchers have not sufficiently analyzed 

what a "control” experience is. A con¬ 

trol group need not be deprived of all 

training—of a chance of any help— 

merely that type of help. 

A placebo treatment for a job re¬ 

training program might be designed to 

help men get jobs that do not involve re¬ 

training, and over which the training 

program should demonstrate some ad¬ 

vantage. 
Even in the best circumstances, with 

the best sponsors, controlled experi¬ 

ments can run into a number of booby 

traps. There was the well-designed eval¬ 

uation research that could not raise 

enough volunteers for either experimen¬ 

tal or control groups. So the experi¬ 

menter opted to fill only the experimen¬ 

tal groups, abandoning all attempts at 

proper control. 

Or there was the research on the ef¬ 

fectiveness of certain means of reaching 

poor families with birth control informa¬ 

tion, contaminated by the city health de¬ 

partment setting up birth control clinics 

in areas designated as controls! 

Or there is the continuing risk in 

long-range evaluations that the world 

will change the control group almost as 

fast as the experiment changes the ex¬ 

perimental group. For instance, Daniel 

Wilner and his associates undertook to 

evaluate the effects of public housing in 

Baltimore when general improvement in 

housing was on the upswing, and by the 

end of the period the difference in hous¬ 

ing quality between experimental and 

control groups was minor. 
In sum, it is not easy either to get the 

freedom to undertake properly con¬ 

trolled experiments or to do them when 

that consent is obtained. 

STRATEGY FOR GOOD EVALUATION 

RESEARCH 

A number of lessons can be drawn to 

help devise proper evaluation research. 

First, most of us are still a long way 

from full commitment to the outcomes 

of evaluation research. It is part of the 

researcher’s responsibility to impress on 

the practitioner that in most cases results 

are slight and that there is more than an 

off-chance that they will be unfavora¬ 

ble. What to do about this probability 

must be worked out in advance; other¬ 

wise the research may turn out to be a 

fatuous exercise. 
Second, how can we devise ways of 

using controlled experiments in evalua- 
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tion? As noted, political obstacles and 

our nonsterile world make uncontami¬ 

nated controls difficult and rare. 

Since there is such a high likelihood 

of small effects, we need very powerful 

research designs to get clear results. This 

takes money. But wouldn’t it be worth¬ 

while to set up such powerful designs to 

evaluate several items simultaneously, so 

that the outcome would be more use¬ 

ful for setting policy? For instance, 

wouldn’t it be better to run an evalua¬ 

tion on several types of Job Corps camps 

simultaneously, comparing them one 

with the other, rather than comparing 

one with the Job Corps in general? Such 

a differential study would give more and 

better information than a gross evalua¬ 
tion. 

If controlled experiments—the desira¬ 

ble model—are used so rarely, what is 

being used? Most frequently quasi-ex¬ 

periments so constructed that some bi¬ 

ases do affect the control groups, or cor¬ 

relational designs in which persons 

getting some sort of treatment are con¬ 

trasted with others not treated—with 

relevant characteristics being controlled 
statistically. 

How bad are such "soft” evaluational 

techniques, particularly correlational de¬ 

signs? When can they be employed with 
confidence? 

First, it seems to me that when mas¬ 

sive effects are expected or desired, soft 

techniques are almost as good as subtle 

and precise ones. If what is desired, for 

instance, is complete remission of all 

symptoms in all persons treated, then a 

control group is hardly necessary. If a 

birth control method is judged effective 

only if all chance of conception is elim¬ 

inated, then the research design can be 

very simple. All that needs to be done is 

administer the technique and then check 

for any births (or conceptions) there¬ 

after. If effectiveness is defined as fewer 

births, the design should be more com¬ 

plicated and requires control groups. 

The obverse also holds. If a treatment 

shows no effects with a soft method, 

then it is highly unlikely that a very pre¬ 

cise evaluation will show more than very 

slight effects. Thus, if children in an or¬ 

dinary Head Start program show no gain 

in learning compared to those who do 

not participate (initial learning held 

constant), then it is not likely that a 

controlled experiment, with children 

randomly assigned to experimental and 

control groups, is going to show dra¬ 

matic differences either. 

This means that it is worthwhile to 

consider soft methods as the first stage 

in evaluation research, discarding treat¬ 

ments that show no effects and retaining 

more effective ones to be tested with 

more powerful, controlled designs. 

Although checking for possible corre¬ 

lations after the event may introduce bi¬ 

ases, such designs are extremely useful 

in investigating long-term effects. It may 

be impossible to show a direct labora¬ 

tory relationship between cigarette 

smoking and lung cancer, but the long¬ 

term correlation between the two, even 

if not pure enough for the purist, can 

hardly be ignored. Similarly, though 

NORC’s study of the effect of Catholic 

education on adults may have selection 

biases too subtle for us to detect, we still 

know a great deal about what results 

might be expected, even if we could 

manage a controlled experiment for a 

generation. The net differences between 

parochial school Catholics and public 

school Catholics are so slight that we 

now know that parochial schools are not 

an effective device for inculcating reli¬ 
gious beliefs. 
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From all these considerations, a use¬ 

ful strategy for evaluational research 

seems to emerge: 
■ A reconnaissance phase—a rough 

screening in which the soft and the cor¬ 

relational designs filter out those pro¬ 

grams worthwhile investigating further; 

■ An experimental phase—in which 

powerful controlled experiments are 

used to evaluate the relative effectiveness 

of a variety of those programs already 

demonstrated to be worth pursuing. 

21. Evaluating Educational Programs 

James S. Coleman 

The most appropriate framework for 

discussing evaluation of educational pro¬ 

grams is that of evolution and change. 

Education, along with other social insti¬ 

tutions, has mechanisms of change, 

mechanisms by which some approaches, 

techniques, and programs are aban¬ 

doned or modified, and new ones come 

to take their place. In some social insti¬ 

tutions, these mechanisms are simple 

and straightforward: if a merchant’s 

customers are dissatisfied, or if he is a 

poor manager of his employees, his busi¬ 

ness fails, if he is in a competitive 

market. If rail travel requires a combi¬ 

nation of time, money, safety, and dis¬ 

comfort that is more distasteful to a 

large proportion of the population than 

the combination required by air travel, 

then air travel comes to supplant rail 

travel. 
Education is a social institution in 

which the direct mechanisms of change 

through competition among alternative 

offerings is less frequent. This is in part 

due to the monopoly within a locality 

that public education has, together with 

the bureaucratic mode of organization of 

school systems. In part it is due to the 

fact that the results of education are not 

immediately apparent, and thus even if 

parents had a choice among competing 

alternative educational systems, the cri¬ 

teria for wise choice are not directly ap¬ 

parent, unless the differences between 

effectiveness of educational programs is 

extreme. 
It is for this reason, because the ef¬ 

fects of a program are not immediately 

and directly evident, that formal evalua¬ 

tion is necessary. Thus in carrying out 

evaluation of a program, an educational 

researcher is bridging a gap which al¬ 

lows an evolutionary system to work 

more efficiently, by making apparent the 

educational effects of programs, to allow 

choice among them. 
In this context, it is useful to note that 

the evaluation serves the customer of 

education, who in locally financed pro¬ 

grams is the local school bureaucracy, 

and in federally financed programs is 

jointly the local bureaucracy and the fed¬ 

eral one. If education were organized 

Reprinted with permission from The Urban Review, a publication of the Center for 

Urban Education, Vol. 3, No. 4, February 1969> PP- 6—8. 
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differently, as I believe it should be, so 
that the client were the customer, able 
to choose between different educational 
programs or different public school of¬ 
ferings, then evaluation would act to 
serve that customer, the parent who 
could compare curves of reading achieve¬ 
ment or learning of other skills, using 
information provided by the researcher. 

If evaluation is seen in this context, as 
one element of a mechanism for evolu¬ 
tion and change in education, then it be¬ 
comes clear that it is research of a very 
particular kind. It is a tool of the cus¬ 
tomer of educational services, that is, of 
those who decide which programs will 
be adopted and which will be dropped. 
As such, a successful evaluation must fo¬ 
cus on those criteria on which the cus¬ 
tomer wishes to base his choice. This is 
perhaps the most crucial element in the 
design of evaluation research, for unless 
the appropriate criteria are used, then 
the results are irrelevant to the choice 
that must be made. As a simple example, 
the comparative costs of two programs 
are always a necessary element in the 
choice that the customer finally must 
make. If these costs are not included ex¬ 
plicitly in the evaluation, the customer 
has a much more difficult task, for he 
himself must relate cost to effectiveness, 
which he may not have the tools to do. 

One reason that the step of determin¬ 
ing the criteria to be used in evaluation 
is so crucial is that often the customer 
himself is not fully aware of the criteria 
he wants most to use. Thus one of the 
principal tasks of the evaluation re¬ 
searcher is to discover these criteria. 

An example which shows the impor¬ 
tance of this step is the recent survey 
carried out under the Civil Rights Act 
of 1964, reported in Equality of Educa¬ 
tional Opportunity. A simple acceptance 

of the criteria of school quality most 
often used by school administrators 
would have led to a focus solely on 
school inputs: per pupil expenditure, 
class size, teacher preparation, age of 
textbooks, laboratory facilities, library 
size, and so on. But it became clear to 
the researchers that while these are the 
criteria educators ordinarily use in eval¬ 
uating the "quality” of a school program, 
these are not the sole criteria, nor even 
the principal ones, in which they and 
other customers of education are inter¬ 
ested. It is instead the outputs of school, 
primarily in the form of academic 
achievement, which are of principal in¬ 
terest to the customers of education. 
These are ordinarily unavailable to them 
for use, because they are so heavily af¬ 
fected by the differing student inputs of 
different schools. The report conse¬ 
quently gave information both on the 
traditional input measures of school 
quality and on the output measures, con¬ 
trolling on student inputs. 

The major impact of the report has 
been because it did examine outputs as 
well as inputs. That is, when the cus¬ 
tomers were presented with both the 
usual measures of quality and the out¬ 
put measures, they quickly focused at¬ 
tention on output. The major value of 
the report, I believe, lay in this simple 
shift of focus away from school inputs 
and onto school outputs, a value that 
arose wholly from the unwillingness to 
accept the customers definition of what 
they thought were the criteria of choice 
they were most interested in. 

This is a very simple and straightfor¬ 
ward case, but it illustrates well the im¬ 
portance of focusing on those criteria 
that are in fact most useful to the cus¬ 
tomer, rather than merely those he be¬ 
lieves to be most useful. For he will 
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characteristically, in the absence of ex¬ 

plicit research results, have used certain 

criteria in past decisions as rough guides 

to action. His conception of what is pos¬ 

sible is heavily shaped by these rules of 

thumb, just as educators’ guides to 

school quality have been class size, 

teacher preparation, and the like. The 

educational researcher will ordinarily 

know better than the educational cus¬ 

tomer what kinds of evidence are pos¬ 

sible to obtain. Thus one of his major 

tasks is to put himself into the role of 

that customer (or the various roles of 

the several customers, for the educa¬ 

tional decisions are often joint ones), 

and ask himself what facts he would 

most want to know in order to decide to 

continue or abandon a program. As an 

evaluation researcher, his task is not 

in any way to make educational deci¬ 

sions, but rather to provide the infor¬ 

mation that will allow those decisions to 

be correctly made. In doing so, he must 

often be imaginative and creative, for if 

he is not, he may provide the educa¬ 

tional customer with the information 

the latter thinks he needs, rather than 

that which would in fact be most useful 

to the educational choices facing him. 

Ordinarily, he is wise to provide both 

kinds of information, for then the 

educational customer himself chooses 

among these criteria. 

One of the difficulties faced in evalua¬ 

tion of a given program designed to 

serve a client population is the problem 

that final effects of the program may be 

very difficult to detect, or may in some 

cases be detectable only after a period of 

time. Thus evaluation research that fo¬ 

cuses solely on these ultimate effects may 

be unable to detect effects that in fact 

exist. For this reason, it is useful to con¬ 

sider a kind of evaluation that focuses 

on the region between inputs and ef¬ 

fects. When one does, he discovers a 

region that has been largely neglected, 

but which may prove enormously fruit¬ 

ful in evaluation research. A hint to the 

possible richness of this region lies in a 

discrepancy between the evidence on in¬ 

puts to schools as reported by school ad¬ 

ministrators and the reports of students 

or parents concerning these same inputs. 

Administrators can show that the ex¬ 

penditures on textbooks in a lower class 

school are equal to or greater than those 

in a middle class school; yet the condi¬ 

tion and number of textbooks available 

to a child may be less in the lower class 

school. Salaries paid to teachers may be 

equal in the two schools, yet the middle 

class schools have the better teachers. 

Expenditures on building maintenance 

may be greater in a school in a lower 

class neighborhood, yet the lower class 

school is less well kept up. 

The frequency with which this dis¬ 

crepancy occurs suggests that it is nec¬ 

essary to examine not one, but two, 

concepts of inputs to an educational 

program: inputs as disbursed by the 

educational system, and inputs as re¬ 

ceived by the child. These inputs may 

systematically differ, undergoing a loss 

between disbursement and reception. If 

textbooks are used for four years in a 

school, and if in a lower class school 20 

percent are lost or destroyed the first 

year, compared to 10 percent in a mid¬ 

dle class school, then the second year a 

given child in the lower class school re¬ 

ceives a lesser input, though the inputs 

as disbursed from the superintendent’s 

office are the same as in the middle class 

school. Or to take a more important ex¬ 

ample: one of the most important in¬ 

puts of school is the teaching time of 

teachers. But if, in a lower class school, 
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teachers spend only a small fraction of 

each class hour teaching, while in the 

middle class school they spend a large 

fraction of the hour teaching, the inputs 

of teaching as experienced by the stu¬ 

dents differ greatly.1 Similarly, a re¬ 

source provided by schools is periods of 

quiet that allow for undistracted work. 

But this input as received by students 

may be transformed into periods of 

noise and distraction provided by other 

students. 

Many of these losses between dis¬ 

bursement of inputs and their reception 

are due to a common cause: hardships 

imposed on one student by actions of his 

fellow-students. Economists have a term 

for this in analysis of productive activi¬ 

ties: one activity imposes diseconomies 

NOTE 

upon another. In this case, a student ex¬ 

periences diseconomies imposed by his 

fellow-students, diseconomies that ordi¬ 

narily take the form of creating a loss 

of input between its disbursement by 

school authorities and its reception by a 

given student. 

Because of the usual difference be¬ 

tween inputs as disbursed and inputs 

as received, it becomes important in 

evaluation to examine not only the first, 

but the second as well. For it may well 

be that the principal, or at least a major, 

explanatory variable in the effectiveness 

or ineffectiveness of a given program is 

the loss of input between its disburse¬ 

ment by authorities and its reception by 

the child it is intended to effect. 

11 am indebted to Albert J. Reiss, Jr. for this example. Professor Reiss carried out sys¬ 
tematic observations in classrooms recording the time devoted to teaching by teachers. 
He reports, in personal communication, a range of 90 percent down to 10 percent of class 
time spent on teaching in different classrooms. 



PART IY 

CASE MATERIALS 

This final section, consisting of reports on specific evaluation studies, is intended 

to complement the earlier emphasis on general statements about evaluative re¬ 

search. The papers included here provide the reader with an opportunity to see 

how the general principles of evaluative research have been applied in specific 

situations. 

Two of the case studies focus on the organizational context in which evaluation is 

conducted. Both are concerned with evaluation in ambitious poverty-related pro¬ 

grams, and both emphasize the difficulty of contributing effectively to these pro¬ 

grams through evaluative research. Weiss and Rein analyze the evaluation approach 

attempted in one of the early antipoverty programs (structured similarly to Action 

for Boston Community Development discussed by Freeman and Sherwood in selec¬ 

tion 19). Weiss and Rein argue that the attempt to utilize an experimental design 

in studying a highly fluid program was inappropriate. They contend that a quali¬ 

tative, process-oriented approach would have been more productive. 

Caro deals with his effort to establish the evaluation role within a Model City 

program. He indicates that the program planning period was dominated by conflicts 

between resident participants and agency representatives. Because the highly politi¬ 

cal climate did not permit professional approaches to program development, an early 

interest in evaluative research became an anomaly. 

The other papers are reports of successfully completed evaluative research stud¬ 

ies. They deal with a variety of interventions—public housing, delinquency preven¬ 

tion, in-patient psychiatric care, hospitalization and surgery involving children, 

family planning, and preschool education. Chapin’s research on the effects of public 

housing is of particular interest as an early example of evaluative research. The pa¬ 

per is concerned with Chapin’s experimental work on the social implications of 

housing in the period between 1935 and 1940. Measures of general adjustment, 

social participation, and social status were used to compare those residing in public 

housing projects with controls who continued to live in "slums.” 

Miller’s study treats an interagency effort to reduce the incidence of juvenile de¬ 

linquency in an urban area. Professional social work services were offered over a 
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three-year period to families with chronic problems and street-corner gangs. A time- 

series comparison of project groups and control groups on measures of incidence of 

law-violating behavior was employed to determine the impact of the project. Miller 

also discusses the possibility that the project had an important calming effect on an 

adult population alarmed by the delinquency problem. 

A program designed to facilitate the return of psychiatric patients to community 

roles was evaluated by Gove and Lubach. Because of anticipation of the possibility 

of diffusion of the innovative treatment concept, a control group was made up of 

patients admitted in the year prior to introduction of the new treatment approach. 

Measures of such variables as length of hospitalization, the burden patients placed 

on the community following their hospitalization, and the ability of patients to re¬ 

tain community roles were used to test the effectiveness of the experimental pro¬ 

gram. 

Skipper and Leonard were concerned with an experimental program designed to 

test the hypothesis that the stress young children experience in hospitalization and 

surgery can be reduced indirectly by reducing the stress felt by their mothers. The 

experimental program focused on improving the mother’s level of information re¬ 

garding the removal of her child’s tonsils. The investigators were able to assign 

patients randomly to experimental and control conditions and made extensive use of 

physiological measures in testing the effects of the experimental treatments. 

Two articles—one by Freedman, and the second by Pan Lu, Chen, and Chow— 

are concerned with family planning in Taiwan. Freedman’s brief paper provides a 

larger context for the experimental study concerned with acceptance of family plan¬ 

ning reported by Pan Lu, Chen, and Chow. A sample of married women was inter¬ 

viewed both before and after small group meetings at which the women were en¬ 

couraged to have intrauterine devices inserted. The authors evaluated the educational 

program by measuring changes in knowledge, attitudes, and practices among both 

those who did and those who did not attend the meetings. 

The two final papers deal with the effects of the Head Start program, a preschool 

education program for children from low-income families. The first by Cicarelli 

summarizes the results of a study concerned with the psychological and intellectual 

impact of the program. A sample of first-, second-, and third-grade students who 

had participated were compared to a matched sample of nonparticipants. Evans 

then comments on the debate that followed release of the study. A participant in 

the design of the study, he defends the areas in which its methodology was criti¬ 

cized. Evans argues that to reject the findings of the study by pointing to methodo¬ 

logical defects is unproductive. Rather, efforts should be made to implement the 

program more effectively. 



22. The Evaluation of Broad-Aim Programs: 

A Cautionary Case and a Moral 

Robert S. Weiss and Martin Rein 

There is an approach to the evalua¬ 

tion of programs of social action which 

seems so sensible that it has been ac¬ 

cepted without question in many quar¬ 

ters. The underlying assumption of the 

approach is that action-programs are 

designed to achieve specific ends, and 

that their success can be measured by 

the extent to which these ends were 

reached. The approach leads often to a 

study-design in experimental form, in 

which there is identification of the as¬ 

pects of the situation or target popula¬ 

tion which are to be changed, the 

measurement of their state before intro¬ 

duction of the program, and the meas¬ 

urement of their state again after com¬ 

pletion of the program. To support the 

argument that changes in criteria were 

the result of the introduction of the pro¬ 

gram, there may be measurement of 

criteria at two points in time in a con¬ 

trol or comparison situation which does 

not receive the program. 

On the basis of much observation, 

we believe that this very plausible ap¬ 

proach is misleading when the action- 

programs have broad aims and unstand¬ 

ardized forms. We believe it may well 

be effective when a number of individ¬ 

uals are subjected to the same interven- 

tive stimulus and when the expected 

outcome is clear-cut and truly something 

anticipated. An example would be inoc¬ 

ulation with a flu vaccine: the same 

thing can be done to a large number of 

subjects, and the expected outcome— 

freedom from influenza—can be clearly 

stated in advance. But there are many 

social-action programs, including most 

truly ambitious social-action programs, 

which do not have these characteristics. 

They are concerned first with the im¬ 

pact of the program on a situation, and 

only secondarily with the impact of the 

program on individuals. They are liable 

to take very different forms in different 

situations. And it is not at all clear at 

the outset what would be the conse¬ 

quences of a successful program. An ex¬ 

ample might be the Model Cities plan¬ 

ning program. Here the program was 

concerned primarily with changing the 

relationship of members of a local com¬ 

munity to the process of urban planning. 

The effect that this might have on indi¬ 

vidual members of model neighborhoods 

was not a primary concern of the pro¬ 

gram. The form taken by the planning 

program was dependent on the nature 

of the local situation, the character of 

the federal official assigned to supervise 

This article is a revision of a paper given at the American Academy of Arts and 

Sciences Conference on Evaluation of Social Action Programs, May 2—3, 1969, organ¬ 

ized by the Academy’s Committee on Poverty under a grant from the Ford Foundation. 
Reprinted with permission from The Annals of the American Academy of Political and 

Social Science, Vol. 385, September 1969, pp. 133—142. 
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the program, the characters of citizens 

who became involved in the program, 

and many other factors. The form of 

programs was neither determined by the 

federal agency which sponsored them 

nor identical from place to place. Fi¬ 

nally, the consequences of a successful 

planning program might include com¬ 

munity backing for the plan, or might 

include acceptance of the plan by a fed¬ 

eral reviewing body, or might include a 

sense of increased political participation 

in the model neighborhood, but there 

was no reason to begin with the assump¬ 

tion—nor, for that matter, to say at any 

later time—that any one of these cri¬ 

teria, or any other criterion, singly or in 

combination, might serve as a measure 

of the success of the program. Or, to put 

it another way, there might be many 

different kinds of success, and putting 

one of them before another would be 

entirely arbitrary. Our belief is that 

when action-programs are more like 

Model Cities planning and less like 

inoculation with a flu vaccine, an ex¬ 

perimental model for evaluating effec¬ 

tiveness is apt to be a mistake. 

EVALUATING THE BROAD-AIM 

PROGRAM 

The following is a case study of one 

instance of the use of an experimental 

approach to evaluate a broad-aim pro¬ 

gram. Our opinion is that the case de¬ 

scribed is more nearly typical of such 

ventures than not. We think that the 

failures and frustrations were conse¬ 

quences of the absence of fit between 

the research design and the actual re¬ 

search problem. The men involved were 

well-trained, industrious, and com¬ 

mitted to the project. Their error was in 

overconscientiousness, if it was any¬ 

where; they adopted a methodology be¬ 

cause it was sound, not recognizing that 

it was inappropriate. 

Let us call the action-program the 

Neighborhood Benefit Program. Its aim 

was to change existing community insti¬ 

tutions—the social agencies, the schools, 

the employment services—which be¬ 

cause of tradition, and perhaps lack of 

imagination, were wedded to the status 

quo. The changed institutions, it was 

hoped, would be of greater service to a 

wide range of groups within the commu¬ 

nity, but especially to underprivileged 

youth. The federal agency which funded 

the program required that there be some 

documentation of the extent to which 

the study had been successful: they in¬ 

sisted, as a condition of funding, that 

the program evaluate itself. 

The federal agency, perhaps in reac¬ 

tion against the impressionistic, cheer¬ 

fully positive progress reports which 

were traditionally produced by action- 

programs, recommended that the evalu¬ 

ation study be as methodologically rig¬ 

orous as possible. In addition, the agency 

made it clear that the program should 

be construed as a demonstration of the 

usefulness of programs of its type, rather 

than as having importance for its own 

sake. Therefore, the research group 

should give its attention primarily to 

generalizable assessments of the worth 

of the type of program, rather than to 

more particular assessments of just what 

had gone right and what had gone 

wrong in this one instance. 

The sociologists who were obtained 

to staff the research group were entirely 

sympathetic to the aims of rigor and 

generality. They were trained in tough- 

minded scientific method, and their 

aim was to contribute to the develop¬ 

ment of general knowledge. Indeed, in 

the methodological climate of that time, 
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it would have been difficult, though not 

entirely impossible, for the administra¬ 

tors of the program to have found com¬ 

petent research people whose priorities 

were toward a more qualitative, more 

case-oriented research style. But even if 

it had been possible to locate research 

personnel of this bent, the federal di¬ 

rective was clearly more sympathetic to 

the more rigorous approach. 

One of the first concerns of the re¬ 

search group was the development of 

criteria of successful programs, and one 

of their first difficulties was that insti¬ 

tutional change seemed difficult to as¬ 

sess, and that individual change could 

take what at first appeared to be an end¬ 

less variety of forms. The study of 

institutional change was rejected as un¬ 

feasible because there were so many in¬ 

stitutions at issue—the schools, the play¬ 

grounds, the job-finding agencies, and 

still others—that the interviewing and 

observation required for studying them 

would have exhausted all the staff time 

available—and more. In addition, there 

was every reason to believe that the staff 

of at least some of the institutions whose 

change was a Neighborhood Benefit 

Program aim would be resistant to a 

study sponsored by a parallel, and pos¬ 

sibly rival, community agency. Finally, 

the research staff had been trained in 

the more rigorous methodologies of sur¬ 

vey research and experimental measure¬ 

ment, rather than in the softer methods 

of field research. It was decided that 

the subject of study should be youth 

living in the area of Neighborhood 

Benefit Association concern, and that 

any change in their attitudes or behavior 

which suggested better adaptation to 

their society would be taken as an indi¬ 

cation of the program’s success. 

Altogether, some three hundred dif¬ 

ferent individual-measurements were 

planned, ranging from measurements of 

attitudes toward the society to actual 

school-attendance records. The directors 

of the study were determined that the 

measurements should have maximum 

validity, reliability, and discriminating 

power, and so they spent a great deal of 

time in developing scales, or in locating 

scales in the existent literature, which 

would produce, with some trustworthi¬ 

ness, the quality of measurement that 

they wanted. 

The next problem which presented 

itself was the necessity of deciding 

which individuals living within the tar¬ 

get area had, in fact, been exposed to 

the Neighborhood Benefit Program. 

Was it anyone who had participated in 

any one of the activities sponsored by 

the Neighborhood Benefit Program? But 

it was not always easy to determine who 

had participated. What about the stu¬ 

dents who had been exposed to a school- 

enrichment program, in the sense that 

they had dutifully sat in a school audi¬ 

torium while a number of speakers 

talked about the job-market? What 

about the youth who came only once to 

a playground and left without doing 

more than lean against a swing? And 

what about the youth who had never 

taken part in these programs, but whose 

father had found a job by means of 

the Neighborhood Benefit Program? 

Clearly, deciding who had participated 

would be difficult. Nevertheless, the re¬ 

search group developed forms to be 

filled out by manpower specialists and 

supervisors of playgrounds, and hoped 

that somehow the resulting data would 

be useful. As it turned out, this was not 

the case. Matching names on the forms 

with names on interview blanks was too 

great a job, and given the small propor- 
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tion of participants, among all residents 

of the district, in any particular pro¬ 

gram—and the very different impacts of 

different programs—the energy required 

hardly seemed justifiable. 

A related problem was that of evalu¬ 

ating the relative effectiveness of each of 

the large number of efforts planned by 

the Neighborhood Benefit Program. If 

school-enrichment and playground-en¬ 

richment affected the same children, 

how could one decide which results 

should be associated with which change- 

attempt? One proposal made by the re¬ 

search group was that different change 

attempts should be introduced into dif¬ 

ferent districts of the metropolitan area: 

for example, a change in the schools in 

one district and a change in playgrounds 

in another. The administrators of the 

Neighborhood Benefit Program, con¬ 

cerned with the endless problems of at¬ 

tempting to achieve change in func¬ 

tioning institutions, found the idea 

charming, but unrealistic. The research 

group was required to define its task as 

that of evaluating the net impact on 

youths living in the target area— 

whether there was evidence that they 

had actively participated in the program 

or not—of the Neighborhood Benefit 
Program, taken as a whole. 

The design which finally emerged, 

after acceptance of the net-impact for¬ 

mulation by the research group, was that 

of a questionnaire study of the effects on 

young people of the presence of the pro¬ 

gram in their area. The study anticipated 

the collection of data from a sample of 

about 1,500 young people in the target 

area, and from another sample of about 

500 young people in a similar area in a 

neighboring city. This represented about 

a 25 percent sample of eligible youths in 
the two cities. 

Fully 90 percent of the youths in the 

sample were located and interviewed, a 

remarkable response rate when one con¬ 

siders that a good proportion of the 

young people were not in school and not 

regularly at home. A great deal of infor¬ 

mation was collected from and about 

respondents: each respondent was given, 

not only an extensive questionnaire, but 

also a personal interview, and, in addi¬ 

tion, information about him was ob¬ 

tained from his school. 

Development of the data-collection 

instruments and actual collection of 

base-line (preprogram) data absorbed 

the first year of the project. Because the 

collection of data after completion of 

the action-program would utilize al¬ 

ready developed instruments, and be¬ 

cause the action-program had three years 

to run, the research group had a good 

deal of time for other work before it 

would have to mobilize itself to see what 

changes the Neighborhood Benefit Pro¬ 

gram had brought into being. During 

this interim period, the research group 

gave great attention to an analysis of 

data which was intended to establish 

where the youths were before the pro¬ 

gram was introduced. These data were 

treated by the research group simply as 

very interesting survey data. They exam¬ 

ined the distribution of behaviors, be¬ 

liefs, attitudes, and experiences by age, 

sex, race, and status in school. Some of 

their findings were interesting, but, of 

course, they had no greater relationship 

to the functioning of the Neighborhood 

Benefit Program than any set of findings 

from any study of a low-income area 
would have had. 

The research group launched a few 

small studies in addition to the major 

effort just described. They hired a small 

team of participant-observers to go out 
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and talk with neighborhood residents. 

The observers produced a set of rather 

journalistic materials which managed to 

suggest something of the style of life in 

the neighborhood, but nothing more. 

The research group also developed a 

study focused on the characteristics of 

problem youth in the district, in which 

they made a concerted attempt to iden¬ 

tify and interview those young people 

whom their neighbors believed to be 

the most troublesome in the area. The 

research group then developed compar¬ 

ison data by studying the young people 

who were believed to be the most prom¬ 

ising in the area. But the problem youths 

turned out to be just as difficult when 

filling out questionnaires as in other 

contacts with authorities, and there was 

much doubt regarding the validity of 

their responses. In addition, the issues 

to which the study found itself ad¬ 

dressed turned out to be unrelated to 

any possible effect of the Neighborhood 

Benefit Program. And so, with distrust 

growing regarding the validity of the 

data, and increasing recognition that it 

would not contribute to evaluation in 

any event, the study was given less and 

less attention, and, finally, without any 

decision being made, was shelved. 

By the end of the second year of the 

evaluation project, it had become clear 

to the administrators of the Neighbor¬ 

hood Benefit Program that they could 

expect little help from the research 

group for their own tasks. From the per¬ 

spective of the administrators, the eval¬ 

uation-research group seemed to be 

studying interesting questions—actually 

they could not be entirely certain exactly 

what the research group really was 

studying—but their work seemed to be 

in the realm of basic research, and to 

have rather little to offer to anyone who 

had to decide what to do in a given sit¬ 

uation. Even this absence of applied use¬ 

fulness would not have been disturbing 

to the administrative group, except that 

there seemed to be little information re¬ 

garding evaluation either. The adminis¬ 

trators, it turned out, found it difficult 

to keep in mind that the report on the 

evaluation could be prepared only after 

the end of their efforts. They wanted to 

know what was wrong and what was 

right in what they were doing while 

there was still time to change. Gradually, 

the administrative group became more 

and more skeptical of the work that the 

research group was doing. 
In addition to the fact that no usable 

information emanated from the research 

group, the administrators of the pro¬ 

grams had other reasons for uneasiness 

about this research. The research group 

seemed more defensive, more inclined 

toward mystification, less convincing, as 

they repeatedly argued that the ongoing 

analysis of base-line data was only a sec¬ 

ondary interest, undertaken as a kind of 

make-work project, until the time came 

for collection of the post-program data. 

Increasingly, the administrators of the 

programs felt that members of the re¬ 

search group were counting on analysis 

of the base-line data to produce a con¬ 

tribution to their field, and that their 

continued references to the comparison 

with postprogram data had the aim of 

fending off a close scrutiny of their op¬ 

eration. Administrators began wonder¬ 

ing whether there would be funds—and, 

for that matter, staff—for the very dif¬ 

ficult pre-postcomparison which was 

planned. 

Still another source of concern devel¬ 

oped, though not in any very detailed 

way. What difference would be made by 

any findings which might come out of 
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the study? Could any findings really sup¬ 

port any conclusions? Suppose that the 

young people in the Neighborhood Ben¬ 

efit Program area showed changes which 

were somehow different from those dis¬ 

played by young people in the neigh¬ 

boring city. It was hard to believe that 

the difference would be dramatic, but 

no matter. The cities were already quite 

different, even before the introduction 

of the Neighborhood Benefit Program 

into one of them. (One evidence of 

their differences was that one, but not 

the other, had gotten funds from the 

government for a Neighborhood Bene¬ 

fit Program.) This fact demonstrated 

that if the attitudes or behavior of youths 

developed differently in the two cities, 

it would not necessarily mean that the 

Neighborhood Benefit Program was the 

causal agent. An entirely convincing 

conclusion would not result even from a 

comparison of those who had partici¬ 

pated in the Neighborhood Benefit Pro¬ 

gram with those who had not partici¬ 

pated, assuming that participation could 

be measured. Those who chose to par¬ 

ticipate must have been quite different 

to begin with from those who chose not 

to participate. And if there were no dif¬ 

ferences between youths in the two 

cities, did this mean that the Neighbor¬ 

hood Benefit Program had no value? In 

opposition to this possible conclusion 

could be put the use made of so many of 

the Neighborhood Benefit Program serv¬ 

ices. Change or no change, it was clear 

that what the program made available 
was being used. 

Because of their developing qualms, 

the administrators of the programs, to¬ 

gether with their sponsoring agency, 

called in a consultant to evaluate the 

evaluation scheme. The consultant 

pointed out the Program’s commitment 

to support the research group through 

the period originally planned for com¬ 

pletion of their work. He also pointed 

out the likely cost of tracking down the 

original respondents after three years 

had elapsed, and made estimates of both 

the length of time and amount of money 

likely to be necessary for analysis and 

written presentation of the panel data 

after the very difficult locating problem 

had been solved. He made explicit the 

problems which were involved in gen¬ 

eralizing on the basis of data regarding 

what was, after all, a single instance of a 

social action, when no information was 

available which might provide under¬ 

standing of the form that the instance 
had taken. 

After discussion of the consultant’s 
report, the research group and the ad¬ 

ministrators of the programs jointly 

agreed to try to get some sense of what 

might be gained by comparison of pre¬ 

program and postprogram data, by con¬ 

ducting a small-scale study, if possible, 

before the scheduled time for collec¬ 

tion of the postprogram data. It was 

hoped that a small-scale study might fur¬ 

nish enough information to make it pos¬ 

sible to estimate both the difficulties of 

the larger study and the usefulness of 

the data which would be gathered. 

What happened next seems to be typ¬ 

ical of the conclusion of projects for the 

evaluation of broad-aim action-pro¬ 

grams. One of the members of the re¬ 

search group had, some time earlier, 

accepted another position, and now left 

the project. The idea of a pilot study 

proved unworkable without him; it may 

well have been unworkable even with 

him. The administrators of the program 

became increasingly unsympathetic to 

the research, and increasingly unwilling 

to sponsor the research group with their 
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funding agency. The director of the re¬ 

search group left the project, with rather 

bad feelings all around. And so ended 

the evaluation-study. 

Accounts similar to the above can be 

obtained from many evaluation projects. 

Here the evaluation team was respon¬ 

sible to individuals who were also ad¬ 

ministering the action-program, and 

this produced a number of tensions. Yet, 

even when evaluation has been con¬ 

ducted by an external agency, the ex¬ 

perimental or near-experimental study 

of an unstandardized, broad-aim, vir¬ 

tually unreplicated action-program has 

produced the same or very similar prob¬ 

lems. 

The difficulties that the research 

group encountered were, for the most 

part, inherent in a situation where the 

administrative group needed research in¬ 

formation which the research group 

were committed not to collect; where 

the primary aim of the research de¬ 

pended on detecting that component of 

change exerted by a government-spon¬ 

sored program upon a group of young¬ 

sters who were moving through one of 

the most changeful periods of their 

lives; and where the research systemat¬ 

ically neglected the form being taken by 

the program which it was studying and 

the ways in which the institutional sys¬ 

tem of the area responded and was itself 

affected by the program. Any such en¬ 

terprise might be expected to have heavy 

going. We shall first list the technical 

difficulties, and next the administrative 

difficulties, which might be expected in 

a research enterprise of this sort. 

TECHNICAL PROBLEMS 

(1) The problem of developing cri¬ 

teria. Evaluation asks the extent to 

which predetermined goals are reached. 

But how will such goals as increased 

opportunity, a more responsive institu¬ 

tional system, and a richer cultural at¬ 

mosphere show themselves? What oper¬ 

ations can be chosen, in advance, to 

decide whether these goals have or have 

not been realized? It turns out that there 

are so many different ways in which 

changes related to such broad aims may 

take place that a very great number of 

indicators must be included in the study, 

and even then there is no assurance that 

something has not been omitted. The 

alternative, of course, is simply to 

study the program in operation and to 

attempt to infer from qualitative evi¬ 

dence what its accomplishments might 

have been. But this is not possible in the 

experimental mode. 

(2) The situation is essentially un¬ 

controlled. Setting up comparison situ¬ 

ations is an attempt to insure that 

changes in the experimental condition 

will not be mistakenly credited to the 

experimental intervention when, in fact, 

some other, alien, factor is responsible. 

The idea is that every other factor ex¬ 

cept the experimental intervention will 

also be present in the comparison situa¬ 

tion and that, therefore, if there are 

differences in the experimental situation 

between the preprogram and the post¬ 

program measurements, and none in the 

comparison situation, the responsibility 

can confidently be assigned to the ex¬ 

perimental intervention. But this appli¬ 

cation of scientific methodology—actu¬ 

ally, misapplication—does not recognize 

the extent to which communities are 

open to all sorts of idiosyncratic experi¬ 

ences, from the personalities of mayors 

through the location decisions of indus¬ 

tries. What the comparison "sample” 

really accomplishes, from a statistical 

point of view, is that a single case in 
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which there is no intervention is being 

compared with a single case in which 

there is an intervention. The statistical 

merit of this procedure is very close to 
zero. 

(3) The treatment is not standard¬ 

ized. It is general experience that the 

form taken by a broad-aim program will 

differ in different communities, in re¬ 

sponse to different needs and tolerances. 

Each community experiences a different 

mixture of program emphases or, con¬ 

sidering the program as a whole, a dif¬ 

ferent attempt at social action. The re¬ 

sult is that unless careful attention is 

paid to just what happened within the 

community, it is not possible to say 

what it is which is being evaluated. Ex¬ 

perimental evaluation neglects this care¬ 

ful study of the intervention process it¬ 

self, assuming instead that what took 

place was what was supposed to have 
taken place. 

(4) The experimental design dis¬ 

courages unanticipated information. The 

possible results of an experiment can 

easily be listed in advance: the inter¬ 

vention does or does not produce change 

in one or another characteristic. Nega¬ 

tive results are not very helpful, because 

although they signal some flaw in the¬ 

ory or operationalization, they do not 

make evident the nature of the prob¬ 

lem. The need in the study of broad-aim 

programs is for something more: a con¬ 

scientious attempt to find the reasons 

for failure and the forms of unantici¬ 

pated success, as well as to identify the 

anticipated changes which happened 

and the ones which did not. The broad- 

aim program is a major undertaking, 

and the issue is not the simple-minded 

one of "Does it work?” but the much 

more important one of "When such a 

program is introduced, what then hap¬ 
pens?” 

* # # 

These are the primary technical prob¬ 

lems associated with the experimental 

evaluation of broad-aim programs. Let 

us now consider some of the adminis¬ 

trative problems that such a program is 
likely to encounter. 

ADMINISTRATIVE DIFFICULTIES 

(1) There may be conflict over pro¬ 

gram-development. In the experience 

which we report here, the research 

group did not attempt to direct the de¬ 

velopment of the action-program, except 

for the suggestion that different sec¬ 

tions of the community get different 

components of the action-program. But 

in other cases, the evaluation group has 

considered it essential to monitor the 

action-program to ensure that it does 

not take a form too different from that 

initially proposed. They require that the 

program hold still while it is being eval¬ 

uated, instead of constantly modifying 

itself, metamorphosing from one thing 

to another. But any effective adminis¬ 

trator who is committed to the success 

of a program will insist on modifying 

the program as he learns more about his 

staff, his situation, and the initial reac¬ 

tion engendered by his first attempts. In 

response to this, the research group may 

become embattled with the administra¬ 

tion of the program, or may withdraw 

into an unwillingness to recognize the 

extent to which the program is being 
modified. 

(2) Operationalizations may become 

leading goals. In the discussions with 

administrators, the research group may 

come to some understanding that par¬ 

ticular operationalizations of program- 



The Evaluation of Broad-Aim Programs 295 

aims represent what the administrators 

hope to achieve. If the aim of the pro¬ 

gram is cultural enrichment, then the 

administrators might agree with the re¬ 

search group that increased consump¬ 

tion of reading matter would be a fair 

form of evidence of program success. 

The problem is that the operationaliza¬ 

tion may thereupon take on an impor¬ 

tance far out of keeping with the 

program’s actual, broader, goals—that, 

in this example, an emphasis on reading 

as a way of achieving cultural enrich¬ 

ment, in preference to, say, museum at¬ 

tendance or painting or the development 

of musical groups, would become a fea¬ 

ture of the program. The example may 

suggest that this is an easily avoidable 

difficulty, but in real situations the lure 

of the operationalization is more sub¬ 

tle, and it is much more difficult to iden¬ 

tify the way in which the process of 

evaluation has itself structured—and to 

that extent limited—the action-pro¬ 

gram. 

(3) The research staff may know 

less, rather than more, about the conse¬ 

quences of the program than the action 

group knows. The experimental ap¬ 

proach is apt to result in the research 

staff’s being relatively ignorant regard¬ 

ing what is happening in the field in re¬ 

sponse to the action-program. To an 

objective observer, this is merely para¬ 

doxical; to a member of the program’s 

administrative staff, it may be a source 

of anger or distress. It means that the 

program’s staff cannot turn to the re¬ 

search group for the information that it 

requires for intelligent operation. In 

time, the research group will be defined 

as irrelevant, or even as a burden. But 

since the action-group will continue to 

need information regarding the state of 

the community, and the effectiveness of 

its operation, to date, it is likely to go 

farther than simply deciding that the re¬ 

search enterprise is of no help, and ac¬ 

tually to sponsor a second research 

enterprise which is concerned with the 

issues important for its operation. This 

arrangement has rich potential for mis¬ 

understanding, rivalry, and conflict.1 

CONCLUSION 

The purpose of this paper is to call 

into question the easy assumption that 

experimental design is always the best 

way to decide whether action-programs 

are having desirable effects. It is for the 

most part an essay in destructive criti¬ 

cism. The more constructive parallel es¬ 

say on the methods of research which 

would be appropriate for the study of 

the effects of broad-aim programs 

would be more difficult to write, be¬ 

cause there are fewer models to use. 

Nevertheless, it is possible to see what 

would be the outlines of a more effec¬ 

tive methodology. 

First, a more effective methodology 

would be much more descriptive and in¬ 

ductive. It would be concerned with de¬ 

scribing the unfolding form of the ex¬ 

perimental intervention, the reactions 

of individuals and institutions subjected 

to its impact, and the consequences, so 

far as they can be learned by interview 

and observation, for these individuals 

and institutions. It would lean toward 

the use of field methodology, emphasiz¬ 

ing interview and observation, through 

it would not be restricted to this. But it 

would be much more concerned with 

learning than with measuring. 

Second, it is very likely that the con¬ 

ceptual framework of the approach 

would involve the idea of system, and 
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of the intervention as an attempt to 

change the system. The systems perspec¬ 

tive alerts the investigator to the need 

to identify the forces which are mobi¬ 

lized by the introduction of the pro¬ 

gram, the events in which aspects of the 

program are met and reacted to by indi¬ 

viduals and institutions already on the 

scene, and the ways in which actors 

move in and out of the network of inter¬ 

relationships of which the program is a 

constituent. It alerts the investigator to 

the possibility that important forces 

which have few interrelationships with 

the existent system—in this sense, alien 

forces—may appear on the scene. It 

urges the investigator to think of the 

action-program as just one more input 

into the system, and prepares him to 

deal with such issues as the way in 

which the program makes a place for 

itself, the new stresses it introduces, and 

the way the system accommodates itself 

to the program, as well as to address 

himself to the issue of what individual 

and institutional benefits the program 
brought into being. 

NOTE 

There is much work to be done in 

the development of a nonexperimental 

methodology for evaluation research. 

Our argument is that this work is justi¬ 

fied; that there is need for a more quali¬ 

tative, process-oriented approach. The 

way to develop the methodology, we be¬ 

lieve, is to begin working in it: to un¬ 

dertake evaluation research, when the 

action-program requires it, which is con¬ 

cerned with what form the action-pro¬ 

gram actually took, and with the details 

of its interaction with its surroundings, 

from which may be formed an induc¬ 

tive assessment of its consequences. 

There are, indeed, problems of many 

sorts associated with nonexperimental 

approaches, including the mechanics of 

data-production, the methods of organ¬ 

izing and analyzing data, and the logic 

of generalization. But the need for the 

approach is the most important consid¬ 

eration. To fail to recognize this is 

to insist on an inappropriate method- 

ology just because it is better under¬ 
stood. 

We do not speak here of the many reasons that administrators of action-programs or 
members of their staffs might have for openly or covertly opposing evaluation. It is a 
rare action-program in which evaluators are wholeheartedly welcomed. This constitutes 
an important problem for the researchers, but one outside the scope of this paper. 



23. Evaluation in Comprehensive Urban Antipoverty 

Programs: A Case Study of an Attempt to Establish the 

Evaluative Research Role in a Model City Program 

Francis G. Caro 

Emphasis on evaluation is most ap¬ 

propriate in ambitious and expensive 

large-scale programs concerned with ma¬ 

jor social problems. Successful incorpo¬ 

ration of evaluative research in these 

programs, however, is difficult. As a case 

in point, an attempt to develop the eval¬ 

uative research role in the Denver 

Model City program is described and 

analyzed here. 
Working under contract with the City 

and County of Denver, the Institute of 

Behavioral Science of the University of 

Colorado participated in the planning 

of the Denver program. The Institute’s 

responsibility was to develop plans for 

evaluative research that would help pro¬ 

vide a basis for continuing local plan¬ 

ning during the implementation of the 

program. The author coordinated the In¬ 

stitute’s participation. 
The evaluative research role could not 

be established properly in that program 

because of basic obstacles to systematic 

program development. The experience 

is indicative of the challenge that con¬ 

fronts evaluative researchers who seek to 

contribute to the internal development 

of such programs. 

EARLY PROMISE 

When university officials were intro¬ 

duced to the Model City concept late in 

1966, they had reason to be impressed 

with the program’s promise. The Model 

City program called for a comprehen¬ 

sive, coordinated, long-range attack on 

the problems of the poor in specified 

low-income areas. Unlike previous fed¬ 

eral programs, ambitious efforts in one 

problem sector were not to be frustrated 

because of continued inattention to 

other areas (Meltzer and Whitley, 

1967). Massive educational programs, 

for example, would not fail because 

those who were intended to benefit suf¬ 

fered from chronic diseases, malnutri¬ 

tion, and seriously overcrowded housing. 

The Model City program, then, ap¬ 

peared to offer an opportunity to 

strengthen the community’s resources in 

all the sectors in which the poor had 

traditionally encountered serious difficul¬ 

ties. 
In contrast to previous antipoverty ef¬ 

forts, adequate funding was promised. 

Denver representatives were confident 

that hundreds of millions of dollars in 

programming funds would be available 

for the city. The program, which was to 

be administered through the city gov¬ 

ernment, was strongly endorsed by the 

mayor, who gave assurances that the 

city and its agencies were fully commit- 

Adapted from Francis G. Caro, The Role of Evaluative Research in the Planning of 
the Denver Aiodel City Program, Boulder: Institute of Behavioral Science, University of 

Colorado, 1969. 
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ted to the Model City concept. Program 

timing also was impressive. A full year 

of planning was to be followed by five 

years of action, sufficient time in which 

to develop and implement a substantial 

program. The opportunity to plan over 

a five-year period was seen as a great 

advantage over more common federal 

programs conducted on a strictly year- 

to-year basis. At the same time, the five- 

year implementation period was short 

enough so that a measurable impact 

might be expected within the foresee¬ 
able future. 

Another important emphasis of the 

program was its local approach to plan¬ 

ning. Programs were to be developed ac¬ 

cording to the needs of the particular 

community in which they were to be im¬ 

plemented, in contrast with previous 

federal efforts in which program con¬ 

cepts and procedures were developed in 

Washington and applied uniformly, 

often oblivious of special local problems. 

The emphasis on local planning would 

allow communities to develop more suit¬ 

able programming in those areas in 

which the need was greatest, and not 

simply those in which federal funds 
might be available. 

The demonstration aspect of the pro¬ 

gram was also impressive. Institute rep¬ 

resentatives were intrigued by the no¬ 

tion that that portion of the city selected 

as the Model Neighborhood could be 

treated in somewhat experimental terms; 

new theories could be tested that might 

later be generalized to the community 

at large. Sound methods could be used 

for measuring the effects of programs. 

STATUS AT THE END OF 

THE PLANNING PERIOD 

In early 1969, some two years later, 

Denver had come to the end of its for¬ 

mal Model City planning period, with 

one-year and five-year action plans ap¬ 

proved both locally and federally and 

awaiting implementation. 

Expected first-year programming was 

of a rather modest nature. Of immediate 

action requests that would have cost 

well over $80 million annually, only 

about $5 million could be funded di¬ 

rectly through the federal Model City 

grant. Since the population of the des¬ 

ignated geographic areas was over 

70,000, this amounted to approximately 

$70 per person. Additional funds were 

being sought from various sources 

(largely federal) for other Model City 

projects. Prospects for obtaining these 

additional funds were doubtful, except 
for health projects. 

Three themes ran through the list of 

118 wide-ranging proposals included in 

Denver’s first-year action plan. One 

group called for action to ease some of 

the pain associated with poverty or to 

smooth the abrasive quality of the inter¬ 

action of low-income people with agen¬ 

cies of the dominant community. Pro¬ 

posed, for example, were distribution of 

food stamps at more convenient sites; 

$25 annual subsidies to school children 

for the purchase of clothing; sensitivity 

training for teachers, welfare workers, 

and policemen; and a fund to provide 

the chronically unemployed with cash 

payments to ease the transition from 

welfare to gainful employment. A sec¬ 

ond group of proposals called for the es¬ 

tablishment of centers, usually admin¬ 

istered by residents, through which 

residents could acquire information or 

skills. Housing information centers, 

family self-help centers, a cultural cen¬ 

ter, a city-wide job register, and a 

consultive services organization for eco¬ 

nomic development are examples of pro- 
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posals in this category. A third group 

called for the expansion of services of¬ 

fered by existing community agencies, 

such as neighborhood development proj¬ 

ects (urban renewal), protective serv¬ 

ices for the aging, opening of a new 

health station, and a weekend college. 

Whether this set of proposals repre¬ 

sented what was most needed to 

strengthen the institutional structure of 

the community seemed open to debate. 

It was also not certain that the program 

in its entirety was of sufficient scope to 

make a substantial impact on the basic 

problems of residents of the Model 

Neighborhoods. 

Even after the Denver first-year ac¬ 

tion plan had been approved, most of 

the Denver proposals were still in a very 

crude concept stage. Detailed program 

planning was yet to be done. 

Resident participation had replaced 

systematic program development as a 

central concern. The Model City pro¬ 

gram was being presented to the com¬ 

munity as first and foremost a resident 

program. When the program was pre¬ 

sented to the general public on a local 

television special, for example, only resi¬ 

dents appeared. Professional participa¬ 

tion was kept well in the background. 

The new administration in Washing¬ 

ton was in the process of changing basic 

aspects of the Model City concept. It 

was authorizing cities to extend Model 

Neighborhood boundaries to include 

other blighted areas in the community. 

It appeared that the Model City pro¬ 

gram was becoming less a demonstra¬ 

tion program than a vehicle for coordi¬ 

nating federal urban-related programs. 

A number of rather distinct ap¬ 

proaches to evaluative research had been 

suggested in general form. One ap¬ 

proach called for program analysis, that 

is, a quantitative accounting of project 

activities and community problem con¬ 

ditions through records routinely main¬ 

tained by local agencies. The program 

analysis proposal called for continuing 

analysis of agency records as they might 

reflect trends in community problem 

conditions. A second approach to eval¬ 

uation was to involve repeated sample 

surveys. A complex design had been de¬ 

veloped through which cross-sectional 

studies were to be carried out along with 

a panel study. Clinical diagnostic stud¬ 

ies often employing informal research 

techniques represented a third suggested 

approach to evaluation. These were to 

be small-scale studies of immediate 

client response to new programs to pro¬ 

vide short-term feedback useful for the 

refinement of innovative programs. A 

study of institutional change was a 

fourth approach included within the 

original evaluation package. That re¬ 

search was to look at the organized life 

of the community and attempt to deter¬ 

mine the extent to which Model City 

programs lead to change in the institu¬ 

tional structure of the community. A 

strictly nonprofessional form of evalua¬ 

tion also had been proposed in which 

residents would define their own research 

questions and seek answers with tech¬ 

niques of their own choosing. Finally, 

in-depth evaluative research studies were 

suggested for some of the more ambi¬ 

tious of the individual action projects. 

As program implementation drew 

nearer, serious questions arose about the 

extent to which the evaluation program 

actually would be attempted. No funds 

had been specifically allocated to evalua¬ 

tion. It seemed likely that only a modest 

form of program analysis would be de¬ 

veloped. The emphasis on evaluation, so 

strong in the early planning of the Den- 
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ver program, had nearly disappeared. In 

fact, formal participation on the part of 

the Institute of Behavioral Science came 

to an end. 

THE PLANNING PROCESS 

To understand the fate of the evalua¬ 

tion emphasis, it is important to con¬ 

sider the manner in which the planning 

effort was organized and the way in 

which it unfolded. What follows is a 

selected history of the Denver planning 

process emphasizing the aspects that 

were most pertinent for evaluation plan- 

ning. 

The university, through the Institute 

of Behavioral Science, was one of the 

early participants in the Denver pro¬ 

gram. When an application for plan¬ 

ning funds was being prepared in late 

1966, city representatives invited the 

university group to assume the evalua¬ 

tion role. The university informally 

agreed to take part several months be¬ 

fore Denver was designated to receive 

planning funds. 

Ultimate local responsibility for 

Model City programs rests with mayors 

and city councils. Denver’s mayor dele¬ 

gated administrative responsibility for 

Model City planning to an administra¬ 

tive assistant and the former director of 

research in the city’s planning office. At 

the outset, two advisory bodies were es¬ 

tablished that were to provide imme¬ 

diate policy review. A Resident Policy 

Task Force was made up of representa¬ 

tives of existing resident organizations, 
including war-on-poverty action coun¬ 

cils, housing-project tenant councils, 

and neighborhood improvement associa¬ 

tions. The second group, eventually 

called the Inter-Agency Task Force, was 

comprised of top administrators of lo¬ 

cal public and private agencies. The sep¬ 

arate resident and establishment policy 

structure was maintained because of an 

early commitment to residents who were 

concerned that their point of view 

would be lost if combined with that of 

representatives of the larger community. 

Another policy-level body, the Techni¬ 

cal Program Coordinating Committee, 

served only briefly and will be discussed 

later. Halfway through the planning 

process an effort was made to establish 

an overall board made up of representa¬ 

tives of the Resident Policy Task Force, 

the Inter-Agency Task Force, and the 

City Council. This board, however, 

never became fully operative during the 

course of the planning year. 

Deliberate efforts were made to limit 

the size of the Denver Model City 

agency. In fact, for much of the plan¬ 

ning period, only one full-time profes¬ 

sional was assigned to the Model City 

staff. Those who were to do the techni¬ 

cal work on program planning had to 

be borrowed from established agencies. 

In most cases, participation in the pro¬ 

gram was an additional duty for those 

assigned and, in some cases, meant little 

more than attendance at a weekly staff 

meeting. Participation in the Model City 

technical group also was highly fluid. 

The number of agencies participating 

was not restricted. During the planning 

period, any number of agencies "joined” 

the program by sending representatives, 

and many withdrew again after a few 

months. The turnover among the repre¬ 

sentatives of individual agencies was 

also substantial. The implication of this 

organizational pattern for the evaluative 

research group was that they had no 

well-defined program development 

group with which to communicate. 

Many of the agency representatives who 

joined the program late in the planning 
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process perhaps never learned what role 

evaluation was to play in the overall de¬ 

velopment of the program. 

Federal Planning Guidelines 

Shortly after the city was designated 

to receive planning funds, the federal 

Model City administration issued de¬ 

tailed planning guidelines. A high de¬ 

gree of rationality in program develop¬ 

ment was encouraged. Overall program 

objectives were to be formulated as a 

basis for specific action projects. Objec¬ 

tives were to be operationally defined so 

that progress could be monitored on an 

annual basis. At the same time, the 

guidelines called for extensive participa¬ 

tion of residents in staff and policy-mak¬ 

ing roles. 

Resident Participation 

Particularly after federal officials em¬ 

phasized the theme, Denver program 

officials took resident participation se¬ 

riously. In contrast to early indications 

that basic planning responsibility was 

to be placed with agency representatives, 

it was decided at this point that resident 

committees would do all the actual plan¬ 

ning. The program directors committed 

themselves publicly to the principle that 

it would be residents who would iden¬ 

tify the needs of the poor, who would 

develop innovative programs, and who 

would establish basic Model City prior¬ 

ities. They argued that this approach 

was appropriate because residents were 

the true experts on poverty matters. Pro¬ 

fessional persons would be assigned to 

committees as advisors only. These com¬ 

mittees were to meet first without tech¬ 

nical persons present to enable residents 

to develop an independent point of 

view. (There was concern that without 

some preliminary organization, resi¬ 

dents would be overwhelmed by techni¬ 

cal persons who were more familiar 

with program possibilities.) 

The resident committee structure in¬ 

cluded two policy-level committees, the 

Resident Policy Task Force and a Steer¬ 

ing Committee. Responsibility for sub¬ 

stantive planning lay with twelve fif¬ 

teen-member subject-area committees: 

Physical Planning, Economic Develop¬ 

ment, Manpower, Legal Services, Po¬ 

lice-Community Relations, Education 

through High School, Vocational Edu¬ 

cation, Adult Education, Health, Wel¬ 

fare, Arts and Humanities, and Youth- 
Serving. 

Although the program was designated 

for funding in November 1967, some of 

the resident committees were organized 

as late as July 1968. One major factor in 

the delay was the late arrival of plan¬ 

ning funds. The city received its first 

funds for the program only in March 

1968. Funding was critical because res¬ 

idents were to be paid as consultants 

for attending weekly meetings. (Resi¬ 

dents received $15 per meeting but no 

more than $60 per month.) The late 

start of many of the resident committees 

meant that the committees had little 

time to develop action proposals. 

A deliberate effort was made to re¬ 

cruit minority militants to participate in 

the program. Attracted by the strong 

role residents were to play in the pro¬ 

gram, a number of militants partici¬ 

pated extensively in the early stages and, 

for a time, dominated several key com¬ 

mittees. They were particularly active on 

the Police-Community Relations Com¬ 

mittee, the Manpower Committee, and 

the Steering Committee. Most of the 

vocal militants, however, had become 

inactive before plans were completed 

and submitted to the City Council. 
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A field staff was hired to recruit resi¬ 

dent planners and administer their plan¬ 

ning activities. So that civil service hir¬ 

ing restrictions could be avoided, the 

field work was subcontracted to the Core 

City Ministry, which could be more flex¬ 

ible in its personnel policies. The Min¬ 

istry Director assumed responsibility, 

without pay, for directing the Model 

City field staff. He happened to choose 

to delegate a great deal of responsibil¬ 

ity to his staff, permitting them to be 

self-directing. The field staff believed 

that in order to maintain its credibility 

with residents, it should keep its dis¬ 

tance from the program’s technical staff 

and, accordingly, chose to avoid most 

technical staff meetings. An important 

consequence was that the program was 

handicapped by severe communication 

problems. Field workers often were 

poorly informed about planning require¬ 

ments, deadlines, and the like. Inevita¬ 

bly, the resident planning committee 

members also were less than adequately 

informed. 

Field staff members indicated from 

the beginning that their ultimate inter¬ 

est lay not in the organization of resi¬ 

dent committees but in the development 

of an independent, organized resident 

power base. The Director of the Core 

City Ministry was attracted to Saul Alin- 

sky’s conflict model of community de¬ 

velopment and hoped that such an or¬ 

ganization could be established within 

the Model City framework. (See, for 

example, Sherrard and Murray, 1965; 

and Silberman, 1964.) Not until some 

months later did the Model City agency 

staff learn of the ultimate interests of the 
field staff. 

The emphasis on resident planning 

put agency professionals in an ambigu¬ 

ous position. Their general response was 

to avoid developing program concepts 

until invited to do so by resident 

committees. It was recommended that 

technical persons develop some pro¬ 

gramming alternatives to which the 

committees could react, but most tech¬ 

nical persons were reluctant to do more 

than develop general suggestions. They 

were concerned that resident committee 

members would categorically reject 

proposals which were not considered of 

resident origin. 

A number of resident committees 

took advantage of their prerogative to 

reject the technical persons assigned to 

them. In some cases, technical persons 

were simply asked to be absent for some 

portion of a meeting. In other cases, 

committees found a technical person 

totally unacceptable and demanded a 

more compatible replacement. Mutually 

satisfactory advisors sometimes were dif¬ 

ficult to recruit; and several committees, 

in their own view, were handicapped 

particularly at the end of the planning 

period because of inadequate technical 
assistance. 

Efforts to Introduce Greater 

Rationality 

Even at the time when the city had 

been designated to participate in the 

Model City program, members of the 

evaluation group were concerned that 

the planning process would not be 

guided by explicit objectives and a 

sound action strategy. They were en¬ 

couraged by the federal guidelines, 

which called for the establishment of ob¬ 

jectives, baseline measures, and pro¬ 

gramming concepts stemming from 

these premises. The evaluation group 

used the federal guidelines to persuade 
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the Model City staff of the need to gen¬ 

erate objectives and develop a program 

strategy that would provide a sound 

basis for the review of individual action 

proposals. The evaluation group was 

also interested in the early formulation 

of objectives upon which evaluation 

plans might be based. 

In January 1968, the Model City staff 

accepted the evaluation group’s proposal 

that a small, disinterested professional 

group be established to generate pro¬ 

gram objectives and an action strategy. 

In late March 1968, the Technical Pro¬ 

gram Coordinating Committee was 

formed. Except for a few administrators 

from outside the city structure, the 

Mayor appointed his own department 

heads. The composition of the group 

was, therefore, inconsistent with the orig¬ 

inal concept, since the persons selected 

had vested agency interests that they 

could be expected to pursue through the 

program. Members also had limited 

time. When asked to develop overall 

program objectives, the committee re¬ 

quested a staff to which the task could 

be delegated. (After only two meetings, 

the Model City staff concluded that the 

Technical Program Coordinating Com¬ 

mittee would not be able to make a use¬ 

ful contribution, and the committee was 
dissolved.) 

Subsequently, the agency representa¬ 

tives who met weekly were asked to ad¬ 

dress themselves to the development of 

objectives and did so on two occasions. 

Two basic problems became evident 

during the process. First, some agency 

representatives were reluctant to address 

themselves to the development of objec¬ 

tives, since they believed they had no 

mandate to speak for the residents in this 

matter. Second, some technical persons 

had difficulty in working at the level of 

abstraction required. Frequently, what 

was suggested as an objective could 

more properly be considered as a pro¬ 

gram strategy. The construction of a 

specified number of housing units, for 

example, was suggested as an objective. 

Further efforts to develop objectives 

followed. At one point, the Staff Direc¬ 

tor took the position that statistics were 

needed before objectives could be for¬ 

mulated. City agencies, therefore, were 

surveyed to determine what statistical 

data were available. A number of statis¬ 

tical resources were identified, but no 

staff persons were available to organize 

them or relate them to possible objec¬ 

tives. At another point, the Staff Direc¬ 

tor suggested that the evaluation group 

generate the objectives. Anticipating a 

negative reaction from residents, the 

evaluation group declined. Later, a se¬ 

lect professional group spent a day ad¬ 

dressing the formulation of objectives. 

The themes proposed on that occasion 

largely were limited to institutional 

changes which might be brought about 

by the program. It was suggested, for 

example, that a basic objective of the 

program be to provide residents with a 

greater opportunity to participate in 

agency policy decisions. This set of ob¬ 

jectives, although distributed at a tech¬ 

nical staff meeting, was neither re¬ 

viewed by any policy group nor included 

in the five-year planning document. 

In the end, the objectives that ap¬ 

peared in the Denver Model City five- 

year action plan were developed by an 

administrative assistant who recognized 

the federal requirement that objectives 

and measures be included in the plan¬ 

ning document. The city’s objectives 

were adapted from the program’s stat- 
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utory requirements, from sample objec¬ 

tives in a federal planning guideline and, 

to a lesser extent, from resident project 

suggestions. A frantic search through 

the statistical resources of community 

agencies was conducted to obtain poten¬ 

tial baseline data. Statements of objec¬ 

tives sometimes were modified so that 

initial conditions could be measured 

with available data. The development of 

formal objectives and baseline data, then, 

in no way contributed to the develop¬ 

ment of project proposals. Some effort 

was made in the five-year planning docu¬ 

ment to show some cohesiveness in the 

overall program, but, in fact, the effort 

was almost completely artificial. 

It might be noted that some of the 

resident planning committees had been 

asked to concern themselves with objec¬ 

tives, but without success. Residents in¬ 

dicated indirectly a lack of interest in 

working at the high level of abstraction 

required for the generation of objec¬ 

tives. They preferred to deal with con¬ 

crete problems that they saw in the 

operation of community institutions and 

with specific action proposals. 

Proposed Evaluation of the 

Resident Planning Process 

Since the resident participation in 

planning could be considered an action 

project in its own right, it was suggested 

that the evaluation unit address itself to 

the evaluation of this participation. 

(The Staff Director made this request 

at a time when possible overrepresenta¬ 

tion on the part of the minority mili¬ 

tants was an issue.) An important limi¬ 

tation to any potential research was an 

absence of funds for evaluation or even 

the planning of evaluation. At the time, 

limited services were being contributed 

to the program by the Institute of Be¬ 

havioral Science. (A contract for these 

services was not signed until the plan¬ 

ning period was approximately half 

over.) 

The field staff director suggested that 

it might be useful to develop a ques¬ 

tionnaire to be administered to resident 

planners early and again late in the plan¬ 

ning process to determine some of the at- 

titudinal consequences of participation. 

A modest questionnaire was developed 

in draft form to determine opinions 

of residents regarding various agen¬ 

cies of the community, including the 

Model City program. Items concerned 

with a few social psychological variables 

were incorporated as were a few demo¬ 

graphic variables such as occupation, 

sex, race, income, and location of resi¬ 

dence, which would have been useful in 

determining the extent to which resi¬ 

dents participants were representative of 

the larger resident population. The in¬ 

strument was reviewed with the two 

field workers who were on the staff at the 

time. Previously unaware of the proj¬ 

ect, they immediately rejected the in¬ 

strument, indicating that residents had 

been "surveyed to death" and, therefore, 

would be highly reluctant to cooperate 

with the study. The demographic as¬ 

pects of the questionnaire were partic¬ 

ularly objectionable because they dealt 

with personal information. The field 

workers would have accepted an obser¬ 

vational approach to the evaluation of 

the resident planning, but no staff re¬ 

sources were available for that purpose. 

The decision was made, therefore, to 

drop any attempt to evaluate formally 

the resident contribution to the plan¬ 

ning process. The field staff director 

made no attempt to influence his field 

workers even though he expressed the 

belief that it would be unfortunate if the 
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program were not evaluated, and that 

later the residents would also regret the 

absence of evaluative data. 

The Steering Committee 

and Evaluation 

The Steering Committee was a sec¬ 

ond-level resident policy committee de¬ 

signed to work closely with the field 

workers. The committee had the job 

of establishing general policy for the 

field workers and screening applicants 

recruited by the field staff for positions 

on other resident committees. From the 

outset, the Steering Committee had a 

militant composition. In fact, a major 

reason for the formation of the Steer¬ 

ing Committee was the field workers’ 

belief that the top resident policy-mak¬ 

ing group, the Resident Policy Task 

Force, was not sufficiently militant. The 

Resident Policy Task Force was criti¬ 

cized because its members were repre¬ 

sentatives of organizations participating 

through "Establishment” invitation. 

In July 1968, the Steering Committee 

took issue with the evaluation planning 

unit and pressed the matter for several 

months. One concern of the committee 

was that the University of Colorado was 

to receive over $40,000 for evaluation 

planning. They objected further that 

the person hired to work as an evalua¬ 

tion planning assistant was a nonresi¬ 

dent. Most importantly, the Steering 

Committee was alarmed by a proposed 

computerized information system, which 

they saw linked with evaluation. 

A central, computerized information 

system was being explored by the De¬ 

partments of Budget and Management 

and Data Processing of the City and 

County of Denver in conjunction with 

Model City planning. The information 

system for both city government and 

the Model City program was to be one 

of the bases for a planning-program¬ 

ming-budgeting system. From the eval¬ 

uation viewpoint, the information sys¬ 

tem was a potentially valuable resource 

for the analysis of social agency records. 

The availability of an information sys¬ 

tem, which would have made it possible 

to organize social service data by names 

of individuals and families, would have 

provided a greater research resource 

than the use of agency information sta¬ 

tistically organized on an agency basis 

only, and would have made it possible 

to analyze directly the relationship be¬ 

tween access to opportunities and the 

incidence of problem behavior. The 

Steering Committee’s objections to the 

information system centered around the 

problem of use of confidential personal 

information, a matter also of great con¬ 

cern to the professionals involved in the 
project. 

Prior to the Steering Committee’s at¬ 

tack on the evaluation group, neither 

the field staff nor the Staff Director had 

explained to the Steering Committee or 

any other resident committee the role 

of the evaluation planners. A discussion 

with residents on evaluation had been 

suggested but the Staff Director had 

asked to delay the matter until a late 

stage in the planning process when resi¬ 

dents might be more understanding. 

At one point, the Steering Committee 

appealed to other resident committees 

to join them in demanding that the Uni¬ 

versity of Colorado evaluation group be 

ousted from the program. Because of 

general lack of response from other com¬ 

mittees, the Steering Committee was 

not able to press the issue further. 

The Steering Committee action made 

it essential that the evaluation group 

take direct steps to establish its role with 
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resident committees. The evaluation 

staff visited each of the individual resi¬ 

dent committees; and, more important, 

the Evaluation Director met regularly 

with a special resident committee, made 

up of one representative from each ba¬ 

sic resident committee, to discuss ap¬ 

proaches to evaluation. Evaluation funds 

were used to pay members of this spe¬ 

cial committee the usual $15 consulting 

fee for attending these meetings. Poten¬ 

tial contributions of evaluative research 

and possible research strategies were 

outlined. Through these efforts the eval¬ 

uation staff managed to gain some ac¬ 

ceptance for its role. What most con¬ 

vinced residents was the argument that 

the federal government required evalua¬ 

tion. One of the more outspoken resi¬ 

dents called the proposed evaluation a 

"trick bag” but suggested that if it had 

to be done, the University of Colorado 

group would be as acceptable as any 

other. The fact that the Evaluation Di¬ 

rector acceded to the resident demand 

that residents be given abundant em¬ 

ployment opportunities in carrying out 

the research added greatly to the resi¬ 

dents’ willingness to accept the evalua¬ 
tion concept. 

Deadline Crisis 

The entire planning period could be 

characterized as a series of crises. One 

set of crises stemmed from the relations 

between the city and federal agencies. 

Implications of the delayed release of 

planning funds for efforts to organize 

planning activities have already been 

discussed. At the same time, the Denver 

staff was hard-pressed to file an exten¬ 

sive revision of the application for plan¬ 

ning funds, detailed monthly reports, 

and a preliminary plan during the 

course of the planning year. The local 

staff also had to be prepared to make 

quick changes in its activity schedules to 

accommodate hastily scheduled visits by 

federal officials. 

A second set of crises stemmed from 

relations between militant residents and 

city agencies. Model City officials were 

involved, for example, in tense negotia¬ 

tions with the resident Manpower Com¬ 

mittee over a new Labor Department 

program, the Concentrated Employment 

Program, which was tangentially related 

to the Model City program. At issue 

was the extent of resident control. Nego¬ 

tiation of the CALM proposal, to be dis¬ 

cussed in some detail later, was another 

such crisis issue. Here the Model City 

staff attempted to mediate a confronta¬ 

tion between the resident Police-Com¬ 

munity Relations Committee and the 

Police Department. After the assassina¬ 

tion of Martin Luther King, Jr., Den¬ 

ver militants also claimed the attention 

of the Model City staff by using them as 

a channel for presenting demands to 

other city officials. 

The greatest of the crises surrounded 

the completion of the five-year action 

plan. It was learned that the planning 

year would officially end on December 

1, 1968. To allow the City Council time 

to review the plan, technical work had 

to be completed by the end of October. 

At the beginning of October, most of 

the proposals had been developed only 

to a point where the action intended 

was described in a single sentence. In 

effect, then, the major part of the plan¬ 

ning had to be done within a two-to- 

three-week period. The technical advi¬ 

sors were told to convert the concepts 

which had been suggested and endorsed 

by residents into respectable proposals, 

acceptable to the agencies which would 

be asked to administer the projects. The 
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writing of these proposals was dele¬ 
gated to professionals throughout the 
community, some of whom had had no 
previous contact with the Model City 
program. 

From the evaluation planning view¬ 
point, this hasty approach to the writing 
of proposals magnified the difficulty of 
developing evaluation procedures. A 
plan for comprehensive evaluation had 
to be written before program objectives 
were available and without information 
on specific project proposals. In the case 
of individual project proposals, those 
doing the writing usually had no time 
to consider evaluation approaches. In 
most cases, the evaluation staff had to 
add a statement on evaluation to the 
individual proposals after they were sub¬ 
mitted. The evaluation group had par¬ 
ticipated extensively in the planning 
process so that research and action plans 
could be thoroughly integrated. In the 
rush to meet the planning deadline, that 
hope was severely frustrated. 

Sources of Program Content 

Residents generated some project con¬ 
cepts themselves. The Education Com¬ 
mittee, for example, saw the need for a 
project through which children of the 
poor would receive free breakfasts, 
lunches, and snacks at school. The Arts 
and Humanities Committee generated 
proposals for a variety of workshops to 
be administered through a cultural cen¬ 
ter. 

Most commonly, resident committees 
looked to their technical advisors for 
project suggestions. Committees varied 
considerably in their reactions to the rec¬ 
ommendations of their advisors; in 

some cases, proposals were fully ac¬ 
cepted; in other cases, they were com¬ 
pletely rejected. Frequently, the propos¬ 

als were modified through negotiations 
between residents and agency represent¬ 
atives. Because of the deadline pressure, 
advisors typically had to push their com¬ 
mittees to review proposals at a rapid 
rate. Most conspicuously in the case of 
the Physical Planning Committee, resi¬ 
dents were forced to act on proposals 
which they did not have time to review 
adequately. Residents complained about 
the deadline pressure but tended to ac¬ 
cept the situation because of a commit¬ 
ment that, by this time, they had devel¬ 
oped to the program. 

Two committees, Youth-Serving and 
Economic Development, were unable to 
generate fully satisfying proposals them¬ 
selves or with the aid of technical advi¬ 
sors. Instead, they proposed to establish 
centers which, once organized, would 
generate projects. 

Sources of the suggestions of the tech¬ 
nical advisors were varied. In some cases 
advisors simply spoke for themselves in 
recommending projects. Other advisors 
presented proposals of interest to the 
agency which they represented. (Some 
agencies sought Model City endorse¬ 
ment for proposals previously devel¬ 
oped.) Others, like the Physical Plan¬ 
ning adviser, spoke for a number of 
community agencies and often invited 
other agency representatives to meetings 
to discuss particular projects. 

Because of the deadline crisis and their 
lack of authority, the various review 
groups played only a limited role in the 
formulation of proposals. The resident 
Steering Committee and the Inter- 
Agency Task Force had a chance to 
review proposals only in highly prelimi¬ 
nary form. The resident subject-area com¬ 
mittees did not welcome criticism even 
when it came from the Steering Com¬ 
mittee. Where policy groups took issue 
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with resident project concepts, the 

Model City staff tended to side with resi¬ 

dent committees. When proposals were 

written in "final” form, they were not 

subjected to any policy review before 

being submitted to City Council. 

Militants, Police, and City Council 

During the summer of 1968, the visi¬ 

ble resident spokesmen were largely 

militants. In July, residents held a day¬ 

long workshop with agency representa¬ 

tives; and it was the militants who dom¬ 

inated the general sessions. During this 

period, a U.S. Senator from Colorado 

threatened an investigation of the Den¬ 

ver Model City program by a Senate 

subcommittee on the grounds that a 

Black Panther leader was receiving con¬ 

sulting funds, which he allegedly used 

to purchase weapons. (For a time, the 

Panther leader was in fact a member of 

the Steering Committee.) At the same 

time, an action proposal known as 

CALM (originally, "Community Action 

by Local Marshals” and later "Commu¬ 

nity Action by Local Men”) was gener¬ 

ated by the Model City Police-Com¬ 

munity Relations Committee. Stemming 

from incidents involving the police and 

minority-group persons, the CALM pro¬ 

posal called for citizen patrols of ghetto 

neighborhoods during the summer. The 

Police Department reacted negatively, 

probably not so much because of the 

concept itself but because of its militant 

sponsors. At this point, militants threat¬ 

ened to organize armed street patrols on 

their own initiative. The police feared 

the formation of a separatist and hostile 

second police force and were inclined 

to view the proposed payments to citi¬ 

zen patrols as a form of extortion. 

Through these incidents, the police 

came to be highly suspicious of the 

Model City program and were forceful 

in communicating their concern to the 

City Council. 

Debate over police objections to the 

program, then, dominated the City 

Council’s review of the Model City five- 

year action plan. During the oral pres¬ 

entation of the program to the Council, 

the inclusion of elaborate evaluative re¬ 

search was never mentioned and Coun- 

cilmen, in their questions about the pro¬ 

gram, never brought up the matter. An 

evaluation statement was included in the 

four-volume proposal, but it was never 

discussed by the Council. Only a repre¬ 

sentative of the League of Women 

Voters, in endorsing the program, cited 

the strong evaluation component as a 

positive attribute of the overall plan. 

Evaluation Funding 

As early as September 1968, the Den¬ 

ver Model City agency began to estimate 

its administrative costs for the first year 

of implementation. The addition of a 

number of professional persons to its 

staff was to greatly increase adminis¬ 

trative expenses. It was also anticipated 

that the cost of administering the resi¬ 

dent organization would be substantial. 

When rough cost estimates of a com¬ 

prehensive evaluation program were 

presented, program administrators im¬ 

mediately took the position that both 

City Council and Model City resident 

participants would reject any proposal 

to spend substantial amounts of locally 

controlled funds on evaluative research. 

They concluded that any important em¬ 

phasis on evaluation would require a 

special grant from the federal govern¬ 
ment. 

Denver’s request for added funds for 

evaluation was rejected. Federal Model 

City administrators approved Denver’s 
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evaluation plans but indicated that all 

funding for these evaluation plans would 

have to come from Denver’s block grant. 

INTERPRETATION AND REVIEW 

Expectations for evaluative research 

declined enormously during the course 

of the planning year. The forces that 

dominated Denver’s Model City plan¬ 

ning made it clear that despite vigorous 

efforts to the contrary, evaluative re¬ 

search was to play no more than a mar¬ 

ginal role in the implementation of the 

local program. The contributions of res¬ 

idents, the federal government, and lo¬ 

cal organizations had aspects that greatly 

limited the prospects for rational pro¬ 

gram development generally and eval¬ 

uative research specifically. 

Resident Participation 

Clearly, the dominant concern in 

Denver’s Model City planning experi¬ 

ence was resident participation. Organ¬ 

ized resident involvement emerged as a 

much more critical feature than had 

been anticipated by local administrators. 

One factor in the increased emphasis 

was federal criticism of the Denver 

Model City planning application for 

failing to emphasize resident involve¬ 

ment sufficiently. The Denver Model 

City staff was also highly sympathetic 

and predisposed to act in accord with 

the expressed wishes of residents. 

Some of the willingness on the part 

of established agencies to accept a sub¬ 

stantial resident contribution in pro¬ 

gram development stemmed from their 

recognition of the need for greater resi¬ 

dent support for their programs. Some 

agency representatives sensed the gen¬ 

eral antagonism toward them which pre¬ 

vails in low-income areas. They realized 

that otherwise sound programs could be 

ignored or rejected by potential recip¬ 

ients if there was no active support for 

them within the low-income minority 

neighborhoods. Even if residents could 

not be expected to contribute greatly to 

substantive planning, it was important 

that they believe they were doing so. In 

short, some agency professionals saw a 

need to co-opt potential resident lead¬ 

ers.1 

Most important, however, was the 

fact that those who stepped forward as 

spokesmen for the poor demanded a 

strong role for residents, if not full con¬ 

trol of the program, as a condition of 

their participation. In part, the aggres¬ 

sive stand of residents can be attributed 

to militance stemming from the civil 

rights movement. In addition, members 

of the minority groups had learned a 

great deal from their experiences with 

the Community Action Program, a fed¬ 

eral antipoverty program which for the 

first time had provided working-class 

minority-group persons in substantial 

numbers with an opportunity to partici¬ 

pate in community affairs at a policy 

level.2 Many of those who had been ac¬ 

tive in the Community Action Program, 

however, had been frustrated by their 

experience. They found that while they 

had been given positions of apparent 

authority, their power was nominal. Res¬ 

idents were asked to approve proposals 

they did not have time to review ade¬ 

quately. Residents’ proposals usually 

were not funded. Instead, money tended 

to go to national emphasis programs 

like Head Start and the Neighborhood 

Youth Corps. It seemed that regional ad¬ 

ministrators in Kansas City made the 

most important decisions. On the basis 

of these experiences, resident spokes¬ 

men insisted that if residents were to co¬ 

operate with the Model City effort, they 
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would require a highly meaningful form 

of participation. Residents dominated 

the program, therefore, because they rec¬ 

ognized their veto power and bargained 

aggressively for a strong position. 

The severity of resident hostility to¬ 

ward city government also contributed 

to the preoccupation with resident par¬ 

ticipation. The Model City planning for¬ 

mat provided a previously silent and un¬ 

organized segment of the population 

with an opportunity to express its views, 

and resident participants quickly let it 

be known that they felt highly alienated 

from local public institutions. They ac¬ 

cused local elected officials and admin¬ 

istrators of public agencies of being in¬ 

sensitive and indifferent to resident 

concerns. 

Some of the resident antagonism to¬ 

ward city government can be attributed 

to a distrust of the power which was per¬ 

ceived to be concentrated there. To some 

residents the solutions to the problems 

of the poor seemed quite simple. All 

that was required was that power be 

taken from city officials and placed in 

the hands of residents, who could be 

trusted to use it for the benefit of the 

poor and disadvantaged. 

Attacks on city government may also 

be partially interpreted as symptomatic 

of a more general alienation. Low-in¬ 

come persons in trouble are frequently 

in contact with agents of city govern¬ 

ment particularly police and welfare 

workers. Local government also offers 

employment opportunities that are 

highly attractive to the poor.3 Local gov¬ 

ernment is, then, an important interme¬ 

diary between the poor and the dom¬ 

inant society. Even though basic causes 

of urban poverty are beyond local con¬ 

trol, it is in dealings with local govern¬ 

ment that the poor experience much of 

their frustration. When they have a 

chance to express their grievances, it is 

not surprising that they should strike 

out against it. 

Resident expressions of alienation 

from local public institutions also re¬ 

flected weaknesses in the form of local 

representative democracy. If councilmen 

were ignorant of resident views, some 

of the problems might be explained in 

structural terms. Councilmen are elected 

from large districts which generally lack 

social cohesiveness. In addition, they 

serve on a part-time basis with a bare 

minimum of staff, making extensive 

communication with their constituents 

impossible. 

Political ambitions of minority mili¬ 

tants may have contributed to the hos¬ 

tility directed toward city officials. The 

conflict tactics of militants are a part of 

their efforts to develop greater political 

consciousness among low-income Ne¬ 

groes and Mexican-Americans and to ex¬ 

pand their own power. Dramatic attacks 

(especially if exaggerated and oversim¬ 

plified) on local institutions and per¬ 

sonalities are useful in attracting public 

attention. From the viewpoint of these 

political outsiders, it also makes sense to 

attribute the inadequacies of the present 

social system to the actors who control 

the system. If they can persuade their 

people that the ills of the community 

are the fault of the politicians, militants 

may receive greater support in their bids 

to control the machinery of government. 

Residents generally appeared to de¬ 

rive considerable personal satisfaction 

from the power which Model City par¬ 

ticipation seemed to give them. For 

most it was gratifying enough to have 

their ideas taken seriously by public offi¬ 

cials. A few, however, went further by 

taking pleasure in turning the tables on 
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Establishment representatives by sub¬ 

jecting them to ridicule, insult, and the 

threat of banishment from the program. 

They seemed to enjoy a measure of re¬ 

venge in being able to force Establish¬ 

ment representatives to experience a 

taste of the powerlessness and arbitrary 

victimization to which Negroes and 

Mexican-Americans have been sub¬ 

jected. 

Some of the residents’ antiprofessional 

sentiments can also be explained on the 

basis of a bid for power. In seeking to 

persuade city officials that control over 

the planning process would be in the 

hands of residents, it was useful for resi¬ 

dents to argue for their own compe¬ 

tence and downgrade the credentials of 

their potential competitors, in this case 

the professionals. Once they had estab¬ 

lished a measure of control over the pro¬ 

gram, however, residents were often 

happy to accept professional contribu¬ 

tions. They also freely admitted a need 

for substantial in-service training before 

they would be capable of administering 

projects themselves. 

Federal Participation 

Inability to provide needed funds was 

a most obvious limitation of the federal 

contribution to the program. Funds pro¬ 

vided for planning were inadequate, and 

Denver, like other cities, could not ex¬ 

pect the federal financial aid needed to 

implement a program that might make 

a major impact. The federal Model City 

administration also fell short in promot¬ 

ing greater coordination among federal 

agencies in their urban poverty-related 

programs. By enlisting the cooperation 

of other federal agencies, the Model 

City administration originally hoped to 

rechannel federal aid to cities so that it 

would be more responsive to problems 

experienced on a local level. Other fed¬ 

eral agencies, however, chose instead to 

retain their autonomy in establishing 

priorities and administering grant-in-aid 

programs. It became clear to local offi¬ 

cials that their pursuit of federal aid 

would continue to be dictated less by 

specific local needs than the interests of 

individual funding agencies. 

Federal technical assistance to Den¬ 

ver during the planning period often 

appeared to be restrictive rather than fa¬ 

cilitating. To qualify for funds, local ad¬ 

ministrators were required to file a series 

of extensive formal reports on their ac¬ 

tivities and plans. Preparation of these 

reports often forced them to neglect 

their substantive planning tasks. Some 

federal administrators seemed to be 

more concerned with avoiding charges 

of misuse of federal funds than with as¬ 

sisting the city in developing sound 

plans. 
Further, the federal program admin¬ 

istration gave cities a highly unrealistic 

planning task. Because of limited plan¬ 

ning funds, cities could not hire an ade¬ 

quate planning staff. Since the planning 

funds were not immediately available, 

Denver’s planning period was shortened 

to nine months. In addition, some as¬ 

pects of the planning task were simply 

beyond the community’s capability. The 

Model City concept called for the city 

to look at its institutional structure com¬ 

prehensively as it affected low-income 

people. Even with the most highly quali¬ 

fied personnel, this would have been an 

extremely challenging mission. The fact 

that Denver’s format called for planning 

work to be done by residents themselves 

effectively blocked any potential attempt 

at comprehensive planning. Federal 

guidelines suggested that the resident 

emphasis and sophisticated planning 
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could be carried out simultaneously, but 

this combination was impossible given 

the initial level of resident distrust of 

professionals and the limited time avail¬ 
able. 

THE MODEL CITY AGENCY AND 

OTHER ORGANIZATIONS OF THE 

LARGER COMMUNITY 

From the city’s point of view, pro¬ 

gram development was hampered by the 

limitations of its Model City organiza¬ 

tion. Many of the agency representa¬ 

tives ultimately responsible for technical 

planning were persons experienced pri¬ 

marily in the maintenance of ongoing 

programs rather than program develop¬ 

ment. Typically, they were unaccustomed 

to working with abstract objectives or 

using measures and data as a base for 

their planning, and had difficulty look¬ 

ing beyond the problem area familiar to 

them. They did not readily view the ac¬ 

tivities of the city in holistic terms and 

see their specialty as a contribution to 

the solution of larger problems. With a 

full-time and more professional program 

development staff (such as was to be 

added for the implementation period), 

Denver’s Model City organization might 

have accomplished much more in the 

way of comprehensive planning. 

It further became evident that Denver 

agencies had a limited commitment to 

the program. While the Mayor felt 

strongly, he did not speak for all of the 

managers of major departments who had 

to weigh Model City requests against 

other obligations. In many cases, com¬ 

mitment to the Model City program was 

limited to willingness to send a repre¬ 

sentative one morning a week to a staff 

meeting. Agencies were interested in 

the Model City program as a way of ob¬ 

taining additional programming funds, 

but were much less interested in yield¬ 

ing their autonomy to another agency. 

They were willing to cooperate with the 

Model City agency as long as it was com¬ 

patible with their own policies, but 

were not interested in refocusing their 

activities based on the program. 

While several local agencies had 

reservations regarding aspects of the 

Model City effort, most were willing to 

give the program the benefit of their 

doubt. The Police Department, how¬ 

ever, was a conspicuous exception. Po¬ 

lice were alarmed that apparent control 

over the program should be allowed to 

fall into the hands of "dangerous mili¬ 

tants.’’ They resented the hostile stance 

of the resident Police-Community Rela¬ 

tions Committee and were furious that 

the committee appeared to assume the 

authority of a civilian review board. The 

police chose to break with the mayor’s 

office on the Model City program by 

lobbying with the City Council against 

the program. 

Because of its preoccupation with the 

resident-relations challenge, the Model 

City agency was deflected from its task 

of coordinating local antipoverty pro¬ 

gramming efforts and instead became a 

vehicle for mediating conflict between 

resident participants and established 

agencies. The Model City staff had to 

attempt to persuade residents that sub¬ 

stantial progress could be made by work¬ 

ing with the agencies of the larger 

community. Representatives of estab¬ 

lished agencies had to be convinced of 

the merit of the resident point of view. 

Conflict with residents did stimulate 

some cohesiveness among embattled 

agency representatives, but this unity 

expressed itself in the form of sharing 

tips for successful dealings with resi¬ 

dents rather than in the exploration of 



Evaluation in Urban Antipoverty Programs 313 

possibilities of more effectively coordi¬ 
nated programming. 

The Role of Evaluative Research 

Initial interest in evaluation on the 

part of top program officials was genu¬ 

ine; but because a sophisticated ap¬ 

proach to program development could 

not be established, the emphasis on 

evaluation became an anomaly. In fact, 

the evaluation unit came to be some¬ 

thing of a liability for the program. 

Residents greeted social researchers 

with greater hostility than they did 

many other professionals. An important 

contributing factor was the negative 

image which has been attached to sur¬ 

vey research. Surveys have come to be 

seen as devices for postponing reform, 

as substitutes for needed action. Resi¬ 

dent spokesmen demanded less research 

and more action. From their point of 

view, researchers come and go, further¬ 

ing their own careers and leaving the 

poor behind, unaffected.4 

Interest in controlling the flow of in¬ 

formation out of the ghetto also con¬ 

tributed to the hostility of resident ac¬ 

tivists toward social research. Militants 

seek recognition in the larger commu¬ 

nity as the authentic information source 

on the conditions and attitudes which 

prevail among the poor. Social scientists 

with their survey research methods may 

be serious competitors. The issue is par¬ 

ticularly sensitive when social research 

findings are inconsistent with militant 

claims. One resident participant, for ex¬ 

ample, complained bitterly that a social 

scientist, in reporting over national tele¬ 

vision on a survey he had conducted in 

Denver, seriously understated the resi¬ 

dents’ dissatisfaction with the Denver 

Police Department.6 Establishment ties 

of social researchers add to the problem. 

The federal government, of course, is 

the major sponsor of social research. In 

some cases, public officials have used re¬ 

search results to claim effectiveness for 

programs that residents viewed much 
more critically. 

The hostility of the poor to survey re¬ 

search may stem from alienation from 

middle-class society. While survey re¬ 

search suits well the approach of the 

middle class to solving human problems, 

it is foreign to the approaches of the 

poor and uneducated to the solution of 

the basic problems in their lives. Lower- 

class persons tend to be highly personal- 

istic in their dealings with one another; 

social research is deliberately impersonal 

in that individual responses are com¬ 

bined in the search for general trends. 

The poor tend to view problems in very 

concrete terms; survey research methods 

are not only abstract but quantitative. 

Low-income persons tend to demand a 

simple and direct approach to problem¬ 

solving; research is part of a complex 

problem-solving process. Research never 

provides immediate answers to ques¬ 

tions; its results usually present a highly 

complex picture of reality and often do 

not point clearly to promising courses 

of action. Furthermore, the poor may as¬ 

sociate questionnaires and formal inter¬ 

views with their unsatisfactory encoun¬ 

ters with the often rigid, arbitrary, and 

inhumane rules and procedures of gov¬ 

ernmental agencies. 

Research is most likely to contribute 

to a problem-solving effort when inter¬ 

ested parties share basic goals. By iden¬ 

tifying the most promising action alter¬ 

natives, social research can assist in the 

realization of these goals. In establishing 

a working relationship with a commu¬ 

nity or organization, applied social re¬ 

searchers strive to create a climate of 
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cooperation by linking their efforts to 

broadly shared values. A cooperative at¬ 

mosphere is essential if they are to have 

full access to information and if the ac¬ 

tion implications of the research are to 

be widely accepted. 

While the Model City concept calls 

for a broad integration of community 

groups to share in a common effort to 

eradicate poverty, resident participants 

chose to emphasize divisive themes. Re¬ 

luctant to accept a cooperative ap¬ 

proach, they preferred to seek changes 

through conflict with the institutions of 
the larger community. 

The climate of cooperation needed by 

the evaluation group was difficult to de¬ 

velop in this atmosphere of resident- 

Establishment conflict. Adding to the 

difficulty was the fact that the evaluation 

group itself became a central figure in 

the conflict. Because the evaluation 

group had been invited to participate by 

city officials without resident approval, 

militant critics were provided with an 

issue with which they could attack the 
program. 

In the Denver Model City case, the 

demand for evaluative research planning 

on the part of elected officials and 

agency administrators also was limited. 

Even the federal demand for evaluation 

diminished because the immediate-bene¬ 

fit or service concept came to outweigh 

the program’s demonstration concept. 

As long as the federal government did 

not choose to subsidize evaluation re¬ 

search directly, it was unlikely that the 

community would choose to do so on its 
own. 

The limited demand on the part of 

local public officials for evaluative re¬ 

search is partially explained by their tra¬ 

ditional decision-making methods. Im¬ 

portant decisions often must be made in 

a crisis atmosphere. Interest groups press 

their claims aggressively. Immediate re¬ 

sults are often of utmost importance. 

Long-range objectives and a thoughtful 

analysis of action strategies are not 

weighed heavily. Decisions are often 

based on crude information. Since chal¬ 

lenging questions on the need for pro¬ 

posed programs and their likely effects 

are not raised, refined information on 

the actual effects of programs is not de¬ 

manded. If such information were avail¬ 

able, local decision-makers might not be 

able to put it to good use. It is not sur¬ 

prising, then, that evaluative research 

has a low priority in the allocation of 

scarce funds. 

Fear of negative results probably also 

lessened the interest of local agencies in 

the proposed Model City evaluation. 

Supportive aspects of their role were 

emphasized by evaluative researchers. 

Yet the Model City staff did see evalua¬ 

tion as an instrument of control over 

delegate agencies, and several agencies 

indicated that they would not welcome 

surveillance by outsiders. 

IMPLICATIONS FOR EVALUATIVE 

RESEARCH 

Generalization from the analysis of a 

single case is always hazardous. Yet it 

seems safe to assume that the complexity 

and turmoil that characterized the Den¬ 

ver Model City planning experience is 

common in community-wide social pro¬ 

gramming efforts. In their confusion 

and conflict, the Denver events are simi¬ 

lar to the delinquency and poverty pro¬ 

grams described by Marris and Rein 

(1967), Miller (1958), and Kramer 

(1969). Except perhaps for the rela¬ 

tively strong emphasis on both resident 

participation and evaluation, Denver’s 

planning experiences were probably 
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quite similar to those of other larger 

cities that were among the early partici¬ 

pants in the Model City program. At 

least in broad terms, the experience 

would seem to have important implica¬ 

tions for other attempts to establish an 

evaluative research component in com¬ 
munity-wide poverty-related programs. 

It can be anticipated that when am¬ 

bitious community-wide programs are 

introduced, groups representing a wide 

variety of points of view will seek to in¬ 

fluence their direction. Competition for 

policy control and for staff positions is 

likely to detract from substantive pro¬ 

gram development. System, order, and 

rationality in program development will 

be difficult to achieve, if only because 

of the many independent units partici¬ 

pating. Even with powerful allies, eval¬ 

uative researchers and others who seek 

to contribute to the rationality of the 

effort may find themselves overwhelmed. 

What is appropriate as an evaluation 

strategy would appear to depend greatly 

on the perspective with which these 

programs are viewed. Certainly, from 

the point of view of funding agencies 

and the general public, it is desirable 

that an objective record of the conse¬ 

quences of such interventions be main¬ 

tained. At a minimum, narrative ac¬ 

counts of community responses to these 

programs should be kept. The advisabil¬ 

ity of research on the effects of these 

programs on basic community problem 

conditions is less certain. If the fund¬ 

ing agency’s input and the community 

response are such that important effects 

can be anticipated, some investment in 

research on effects on the target popula¬ 

tion is warranted. If, on the other hand, 

realistic appraisal of inputs indicates 

that a program can do little more than 

provide an illusion of effective action, 

sponsors may wish to focus their eval¬ 

uation on the public relations implica¬ 

tions of programs. But when sponsors 

make exaggerated claims for their pro¬ 

grams, taxpayers and presumed benefi¬ 

ciaries have reason to demand evaluative 

research to document actual program ef¬ 

fects, even if they fully expect negative 

results. 
In the case of programs with cen¬ 

tralized funding but decentralized ad¬ 

ministration, funding agencies may have 

greater interest in evaluative research 

than do local administrators. National 

agencies may encourage evaluative re¬ 

search to stimulate the diffusion of effec¬ 

tive programming concepts and to main¬ 

tain effective administrative control over 

local agencies. They may also urge that 

local agencies address themselves to eval¬ 

uation issues as part of a general strategy 

to stimulate local concern with program¬ 

ming effectiveness and efficiency. 

It should be anticipated that local, in¬ 

ternal evaluation units will rarely find 

the conditions requisite for them to con¬ 

tribute effectively to program develop¬ 

ment. Local administrators will be most 

interested in asking them to maintain 

the program statistics demanded by 

funding agents. The instability and con¬ 

fused direction of action efforts will 

frustrate efforts to formulate a coherent 

set of issues to which research might be 

addressed. 

If it is important to funding agencies 

that local agencies incorporate evalua¬ 

tion components for program develop¬ 

ment purposes, funding organizations 

must take strong action to assist in 

establishing and maintaining these eval¬ 

uation units. Funding agencies can con¬ 

tribute by taking initiative in explaining 

the evaluation role to local adminis¬ 

trators and citizen groups. Because it is 
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difficult to ask a single evaluative re¬ 

search unit to render critical judgments 

to outsiders and simultaneously support 

the efforts of insiders, evaluative re¬ 

search supported by funding agencies 

for purposes of administrative control 

over grant recipients should be kept 

separate from the evaluation which lo¬ 

cal agencies are encouraged to under¬ 

take for their own program develop¬ 

ment purposes. Since local officials can¬ 

not be expected to provide more than 

token financial support for evaluation, it 

is of greatest importance that sponsors 

specifically earmark adequate funds for 

local evaluation activities. 

Client activism will undoubtedly con¬ 

tinue to be a conspicuous feature of 

social service programming. In impor¬ 

tant ways the rationales for evaluative 

research and client participation overlap. 

Presumably, both are centrally con¬ 

cerned with the delivery of effective 

services. Ideally, their contributions 

would be complementary. Resident ac¬ 

tivists could use the results of evalua¬ 

tive research in arguing for more ade¬ 
quate programs. 

Several strategies can be suggested 

for enhancing the possibility of effec¬ 

tive collaboration between client spokes¬ 

men and evaluative researchers. Client 

representatives serving on policy boards 

can be invited to participate in the se¬ 

lection of evaluators. Each step in the 

evaluation process can be reviewed in 

advance with these client representa¬ 

tives to assure that evaluative research 

decisions reflect client sensitivities. The 

concern which prevails in low-income 

areas for employment opportunities can 

be anticipated by hiring residents of 

the area served to participate in the 
evaluative research process. 

Some evaluative researchers will, of 

course, view client participation as an 

unwelcome necessity. Undoubtedly, cli¬ 

ent involvement adds complications to 

the evaluation process. Continual com¬ 

munication with clients is time-consum¬ 

ing and restricts the evaluator’s freedom 

of action. Employment of clients means 

that the evaluator must place heavy em¬ 

phasis on training and supervision to 

assure the quality of the research prod¬ 
uct. 

Some evaluators will respond to the 

pressure for client participation by at¬ 

tempting to co-opt clients; that is, they 

will make minimal concessions to assure 

client acceptance of their plans. Other 

evaluators may assume a more open at¬ 

titude regarding client participation. 

They may anticipate potentially valuable 

suggestions from client representatives 

on such matters as evaluation criteria 

and data collection strategies. Evaluators 

may also take a positive attitude toward 

their educational roles with respect to 

client representatives. 

In some cases, the level of antago¬ 

nism between established agencies and 

client organizations makes it unrealistic 

to expect a cooperative approach to pro¬ 

gramming. In these situations client 

spokesmen will reject contributions of 

an evaluative research unit tied to an 

agency administration. Invitations for 

client "partnership” in evaluation will 

be rejected automatically. From the eval¬ 

uation perspective it might be advis¬ 

able, then, to provide funds to client 

organizations so that they can conduct 

an autonomous evaluation. While tech¬ 

nical^ assistance should be offered to such 

client evaluation enterprises, it would be 

essential that they have complete au¬ 

tonomy in defining and executing their 

evaluation activities. The issues they 

address may be unexpected but as im- 
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portant as those with which professional 

evaluators concern themselves. In com¬ 

ing to grips with evaluation problems, 

client representatives may also come to 

develop a greater appreciation for the 

utilization of scientific methods in evalu¬ 

ation. 

Perhaps the greatest contribution 

that local evaluation units can make 

in the short run is educational rather 

than directly productive. They may be 

able to demonstrate to local adminis¬ 

trators and citizens that evaluative re¬ 

search can make useful contributions, 

stimulate greater concern with the ef¬ 

fectiveness of local service programs, 

and help introduce more orderly ap¬ 

proaches to program development. It 

may be unreasonable to expect more. 

NOTES 

1 For general statements on relationships between professionals and client activists, 

see Haug and Sussman, 1969, and Dubey, 1970. 

2 See, for example, Kramer, 1969. 
3 See, for example, Janowitz, Wright, and Delany, 1958. 

4 For another view of this problem, see Coard, 1969- 

5 The resident referred to an appearance by Harold Mendelsohn of Denver University 

on a Public Broadcasting Laboratory program of National Educational Television, Win¬ 

ter 1968. The research findings have since been published in Bayley and Mendelsohn, 

1969. 
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24. An Experiment on the Social Effects of Good Housing 

F. Stuart Chapin 

Is the condition of a slum family 

improved by rehousing in a model pub¬ 

lic housing project? An affirmative an¬ 

swer to this question is assumed as the 

justification for the expenditure of mil¬ 

lions of dollars. Is there any proof of this 

assumption aside from common sense 
expectation? 

This study is an effort to measure the 

effects of good housing upon former 

slum families rehoused in Sumner 

Field Homes of Minneapolis, originally 

a project of the Housing Division of the 

PWA, and since 1937, under the man¬ 
agement of the USHA. 

The most interesting findings of this 

study are: (1) no significant change in 

morale or in general adjustment in 1940 

as compared to 1939, either for the 44 

"experimental families" resident in the 

project, or for the "control group” of 38 

families residing in the slum; (2) both 

the resident and control groups gained 

in social participation from 1939 to 

1940, but the resident families gained 

twice as much in absolute score as the 

control group; (3) both resident and 

control groups gained in social status 

from 1939 to 1940, but the residents 

showed a gain of greater magnitude; 

(4) a score made on the "condition of 

the furnishings of the living room” 

showed for the residents a striking gain, 

but for the control group, a real loss 

for the 12-month period; and (5) both 

residents and control groups had im¬ 

proved in the percentage of families 

"use-crowded” in 1940 over 1939, but 

the gain of the residents was about three 

times that of the control group. 

Thus the improvements in condition 

accrue in much larger degree to the res¬ 

idents of the project, and seem to jus¬ 

tify the housing program in so far as the 

facts of this single study are concerned. 

Three important questions intrude at 

this point: (1) were the measures of 

change or gain reliable and dependable; 

(2) were the magnitudes of the changes 

or gains sufficiently large to be signifi¬ 

cant; and (3) to what extent was re¬ 

housing per se the cause of these changes 

or gains? The answer to these perti¬ 

nent questions requires a description of 

the methods used in this study. 

The study was planned in 1938 to test 

the hypothesis: the rehousing of slum 

families in a public housing project re¬ 

sults in improvement of the living con¬ 

ditions and the social life of these 

families. Sumner Field Homes was se¬ 

lected as the test case. In an earlier study 

of 1935-1936, we reported on the im¬ 

mediate effects of slum clearance and 

This study was made possible by a grant from the fluid funds of the Graduate School 
of the University of Minnesota, and was conducted with the cooperation of the USHA 
and a subcommittee of the Committee on Hygiene of Housing of the APHA. The field 
work and analyses were under the supervision of Julius A. Jahn, research assistant in 
sociology. Reprinted with permission from American Sociological Review, Vol 5 1940 
pp. 868-879. 
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temporary rehousing of 171 slum fam¬ 

ilies.1 The present study is, therefore, a 

followup conducted upon a more sys¬ 

tematic and experimental procedure. To 

test the hypothesis of improvement, we 

selected 108 project families (1939) 

as the 'experimental group” and 131 

families in slum neighborhoods as the 

"control group.” 

The experimental group of resident 

families were those admitted to the 

project after December 16, 1938. The 

families in the control group were liv¬ 

ing in the slum and were chosen from 

the "waiting list,” i.e., from the group 

of applicants fully investigated by the 

USHA agents but not immediately ac¬ 

cepted as residents because they lived in 

poor housing not definitely substandard, 

or their income was uncertain, or there 

was some question of economic or social 

stability. They remained as eligible re¬ 

jects or deferred cases for later recon¬ 

sideration provided subsequent appli¬ 

cants did not meet the requirements 

in sufficient numbers to fill up the proj¬ 

ect. There were about 603 families in 

the "waiting list.” For the reasons given, 

they were a group comparable to resi¬ 

dents. The control group of slum fam¬ 

ilies was 21.3 percent larger than the 

experimental group of residents to allow 

for shrinkage from moving away, refus¬ 

als or other reasons. 

How to measure the effects of good 

housing? Are residents of the project 

better adjusted than slum residents? The 

attempt to measure the effects of good 

housing utilized four sociometric scales 

that have been applied successfully in 

other recent studies: a slum family study 

in Minneapolis in 1935-1936,2 and a 

WPA relief study in St. Paul in 19399 

The scales measure: (1) Morale, or 

the degree that the individual feels com¬ 

petent to cope with the future and to 

achieve his desired goals; (2) General 

Adjustment, or the feelings about his 

relationship to other persons, toward 

present or future social conditions and 

toward present social institutions; (3) 

Social Participation, or the degree to 

which an individual actually engages in 

the organized activities of his commu¬ 

nity in terms of membership, attend¬ 

ance, contributions, committees, and 

offices; and (4) Social Status, or the 

position the family occupies with refer¬ 

ence to the average prevailing house¬ 

hold possessions of other families in the 

community. 

Interviewing of residents and non¬ 

residents began in February 1939 and 

continued intermittently through July 

1939, when a total of 239 had been in¬ 

terviewed, 108 residents and 131 non¬ 

residents. A group of 12 interviewers, 

graduate students in sociology and social 

work at the University of Minnesota, 

were used. Only two were paid; the re¬ 

mainder were volunteers. The visitors 

were instructed in a group meeting and 

each was provided with sheets of typed 

directions before going into the field. 

Entre to the families was obtained by 

the visitor stating that he was collecting 

information about people’s opinions as 

part of a wider study being made under 

the direction of a university scientist. 

No mention was made of any connec¬ 

tion of this study with the USHA. In 

this way, it was felt that a more spon¬ 

taneous response would be obtained. 

The interview furnished the following 

data. 

Minnesota Survey of Opinions, two 
sheets with 31 questions about the in¬ 
dividual’s attitudes, to be filled in by the 
subject. After the interview, the Moral 
score and the General Adjustment score 
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may be extracted from the subject’s 
marked response by a simple system of 
weighing and scoring. It takes the subject 
from 20 to 30 minutes to fill this in.1 2 3 4 

Social Participation Scale, one sheet for 
entries on each group affiliation of subject 
recorded in five entries under five col¬ 
umns by the visitor in reply to questions 
answered by the subject. It takes 10 or 15 
minutes to fill in the subject’s answers.5 

Social Status Scale, one sheet contain¬ 
ing 21 entries filled in as observations 
made by the visitor, with perhaps one or 
two non-inquisitorial questions. Can be 
completed in 5 minutes’ observation.5 

The flow chart illustrates the actual 

shrinkage from the initial group of 108 

resident families to the final group of 44 

resident families, and from the initial 

group of 131 slum families not resident 

in the project (called the control 

group) to the final group of 38 families. 

At each point in the study, the elimina¬ 

tion of families is shown with the rea¬ 
son for it. 

The 103 resident families and the 88 

nonresident families that were inter¬ 

viewed in 1939 were matched on the 
following factors: 

1. Race or cultural class of husband 
(Negro, Jew, mixed white); 

2. Employment of husband (private, 
unemployed, OAA, WPA); 

3. Occupational class of husband (I- 
professional, II-managerial, Ill-clerical, 
etc., using the Minnesota Rating Scale of 
occupations); 

4. Number of persons in the family (2, 
2-3, 3-5, etc.); 

5. Income of the family ($690-814, 
815-939, etc.). 

When so matched, the results of inter¬ 

viewing to obtain scores on Morale and 

on General Adjustment, as well as scores 

on Social Participation and Social Status, 

showed the two groups to be very much 

alike. In fact, none of the critical ratios 

of the absolute differences in scores 

were statistically significant and in all 

cases were —1.01 or less. This result 

establishes the fact that the initial ex¬ 

perimental group and the initial con¬ 

trol group matched on five factors began 

the experiment in 1939 (visiting was 

from Feb. 1 to July 31) with a common 

base or zero point from which to meas¬ 

ure change or gains. 

Five additional matching factors were 

then added because it was found that 

the responses on the Morale and Gen¬ 

eral Adjustment scales were made 

chiefly by housewives. These five factors 
were: 

6. Race or cultural class of wife; 
7. Employment of wife; 
8. Occupational class of wife; 
9. Age of wife (16-20, 21-30, etc.); 

10. Years education of wife (1—4, 5-8, 
etc.). 

This process eliminated 47 cases from 

the experimental group of residents, 

and 12 cases from the control group of 

nonresidents for the reasons shown on 

the flow chart. This brought us to the 

end of the 1939 study with measure¬ 

ments on 56 cases of residents and 76 

cases of nonresidents or controls. 

The next step was taken a year later 

(Feb. 1 to May 31, 1940), when the 

followup eliminated 12 more cases from 

the resident group and 38 more cases 

from the nonresident group for the rea¬ 

sons listed on the flow chart. This left 

final groups of 44 resident families and 

38 nonresident families matched on ten 

factors and which were occupants of the 

same dwelling unit in 1939 and in 

1940. This also added one more constant 
matching factor. 

The mean scores were then calculated 

for these two matched groups and the 

1939 values were compared with the 

1940 values. The differences or gains 
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are shown in Table 1, together with the 

critical ratios of these changes. 

It will be observed that the changes 

in morale and in general adjustment 

were very small, absolutely and rela¬ 

tively, and that the critical ratios of 

these changes show them to be not sta¬ 

tistically significant (that is, less than 

2). On the other hand, the measured 

changes in social participation and in 

social status were large in absolute mag¬ 

nitude and were statistically signifi¬ 

cant. This observation applies with spe¬ 

cial emphasis to the residents, who 

gained more in magnitude and with sta¬ 
tistically significant gains. 

There are two explanations of the 

insignificant changes in morale and in 

general adjustment. First, when the raw 

scores on Morale and General Adjust¬ 

ment of Table 1 are converted into stand¬ 

ard scores by the Rundquist-Sletto ta¬ 

bles,6 it appears that the morale and 

general adjustment of these housewives 

of slum families were about at the level 

of the normal population. Since they 

were evidently not depressed or variant, 

it was to be expected that a change in 

residence for one year would have only 

slight effect. Second, the Morale and 

General Adjustment scores of the ex¬ 

perimental group in 1939 were obtained 

after occupancy of a dwelling unit in the 

housing project, so that if any gain had 

been experienced in relation to im¬ 

proved housing, it would have taken 

place earlier. The Survey of Opinions 

form which yielded the scores on morale 

and on general adjustment was not part 

of the interviews conducted by agents of 

the USHA when making an initial in¬ 

vestigation of applicants, since to have 

included this additional form would 

have increased the time of interview be¬ 

yond the limit thought to be appropriate 

by the USHA; consequently, we were 

obliged to use this Survey of Opinions 

form in later interviews made by gradu¬ 

ate student and social work visitors as 

described above. However, all of the 

Social Participation and Social Status 

scores, as well as the information as to 

TABLE 1. MEASURED CHANGES ASSOCIATED WITH HOUSING 

Means of Measures of Effect 

General* Social S octal 
Morale* Adjustment Participation Status 

Groups Compared Scores Scores Scores Scores 

Residents (N=44) 
1939 60.1 45.0 1.73 60.5 
1940 60.2 44.0 6.34 86.7 
Mean change 0.1 -1.0 4.61 26.2 
Critical ratio of mean change 0.12 -0.97 3.69 4.27 

Nonresidents (N=38 ) 
1939 58.0 42.4 2.76 61.1 
1940 56.6 41.2 4.87 82.2 
Mean change -1.4 -1.2 2.11 21.1 
Critical ratio of mean change -1.28 -1.34 2.88 3.82 

* Reverse scales, hence minus change interpreted as a gain. 
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percentage of families use-crowded, 

were obtained as part of the initial inter¬ 

views made by the USHA visitors, and 

include all of the 1067 families in 1939. 

The 1940 information on all scales was 

obtained by graduate students and social 

workers.7 Since the changes measured 

on morale and general adjustment were 

so indeterminate, our remaining argu¬ 

ment will be based upon the substantial 

changes in (a) social participation, (b) 

condition of furnishings in the living 

room, and (c) percentage of families 

in each group use-crowded. 

In order to orient our procedures 

and findings to the requirements of tech¬ 

nical research, we may now re-state our 

thesis in terms of two null hypotheses: 

(1) there are no changes in social par¬ 

ticipation, condition of the living room 

and in percentage use-crowded, if dif¬ 

ferences in composition of the experi¬ 

mental group and the control group are 

held constant in respect to the ten 

matching factors, race of husband, em¬ 

ployment of husband, occupation of 

husband, number of persons in the fam¬ 

ily, income of family, race of wife, em¬ 

ployment of wife, occupation of wife, 

age of wife, and years education of 

wife; (2) the observed changes in so¬ 

cial participation, condition of the liv¬ 

ing room, and percentage use-crowded, 

are not greater than those that could 

occur between two groups selected by 

random sampling from the same popu¬ 

lation. If these two null hypotheses are 

disproved by the results of this study, it 

will then be permissible to conclude that 

the assumption of the USHA program 

of slum clearance and rehousing has not 

been disproved by the findings of this 

experiment. 

It will be observed that one of the 

conditions of the first null hypothesis 

is the constancy of the ten matching 

factors. These factors were held constant 

throughout the period of the experi¬ 

ment. A further word is relevant, how¬ 

ever, as to the procedure in matching. 

The matching process when carried out 

in strict manner involves identical indi¬ 

vidual matching, that is, each individ¬ 

ual in the experimental group is matched 

against another individual in the control 

group exactly similar in respect to the 

ten matching factors. Since this rig¬ 

orous process of matching8 inevitably 

leads to heavy eliminations of cases that 

can not be paired on all factors, we re¬ 

sorted to the expedient of pairing two 

or more from the experimental group 

against one case of the control group 

within a stated range. To put the matter 

in different phraseology, the families in 

the nonresident group were paired 

against the families in the resident 

group when one or more nonresident 

families had the same classification ac¬ 

cording to the list of matching factors 

as one or more of the resident families. 

As indicated, this procedure was less 

rigorous than identical individual match¬ 

ing but gave us greater freedom in the 

pairing process, prevented excessive 

elimination of cases, yielded terminal 

groups of larger size, and was followed 

by determinate results. 

The absolute differences shown in 

rows (3) and (6) of Table 2 are the 

evidence for disproof of the first null hy¬ 

pothesis. In short, despite matching on 

ten factors there were differences be¬ 

tween the experimental group and the 

control group in respect to social par¬ 

ticipation, condition of the living room 

and percentage use-crowded. We find in 

this table, therefore, evidence to dis¬ 

prove the first nuli hypothesis and con¬ 

sequently to conclude that the assump- 
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Table 2. Changes in Measures of Effects of Housing, 1939-1940 

Groups Compared Rows 

Mean 

Social Par¬ 

ticipation 

Scores 

Mean 

Scores, 

Condition 
of Living 

Room 

Percent¬ 

age Use- 

Crowded 

Residents 1939 (1) 1.73 -0.2 50.0 
N-AA 1940 (2) 6.34 + 3.0 6.0 

Mean change (3) +4.61 +3.2 -44.0 

Nonresidents 1939 (4) 2.76 +3.5 44.7 
N=38 1940 (5) 4.87 +2.2 28.9 

Mean change (6) +2.11 -1.3 -15.8 

tion of favorable effect of the housing 

program on slum families is not dis- 

proven by the results of this study. 

The reliability of the changes appear¬ 

ing in rows (3) and (6) of the table is 

related, first, to the standardization of 

the scales used in obtaining the differ¬ 

ences, and second, to the size of the 

standard errors of these differences. As 

to the first point, namely the standardi¬ 

zation of the scales, it may be stated 

briefly that we have previously pub¬ 

lished the reliability coefficients and the 

validity coefficients of these scales, thus 

displaying the evidence for the claim 

that both scales are dependable instru¬ 

ments of observation. The second point, 

namely, the significance of the abso¬ 

lute differences in terms of the standard 

errors of the differences of the means, 

may be most satisfactorily considered 

by comparison of the critical ratios. 

When a critical ratio of a difference or 

of a change has a numerical value of 3, 

the odds of such a difference being due 

to chance factors in random sampling is 

about 1 in 370. When the critical ratio 

is 2, the odds are about 1 to 20. With 

this in mind, we now consider the last 

two columns of Table 3. 

It will be seen from the last column 

of this table that the gains made by the 

Table 3. Critical Ratios of the Gains or Losses of Table 2 

Measures of Effects 

of Housing 

Mean Gain of Residents 

and Nonresidents in 

Year Period 1939—1940 

Critical 

Ratio 

of this 

Gain 

Odds of Such a Gain 

Being Due to Chance 

Alone in Random 

Sampling 

1. Social participation Resident + 4.6 +3.69 1 in 4,638 chances 
Nonresident + 2.1 +2.88 1 in 267 chances 

2. Condition of living Resident + 3.2 +2.28 1 in 46 chances 
room Nonresident - 1.3 -1.14 1 in 3 chances 

3. Decline in percent- Resident -44% * -4.44 1 in 92,593 chances 
age use-crowded Nonresident — 15.8% * -1.43 1 in 6 chances 

* A decline in percent use-crowded (negative sign) is interpreted as a gain. 
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resident group are far more significant 

in terms of probability than the gains 

of the nonresident group in every com¬ 

parison. In fact, the only category in 

which nonresidents made a gain of any 

appreciable importance was in social 

participation, but even here the contrast 

to the gain made by the residents is 

striking. Since the odds of finding 

chance differences of this size between 

1939 and 1940 are extremely slight for 

the resident group, and since at the out¬ 

set and throughout the comparison the 

resident and nonresident groups were 

matched on ten factors, we may con¬ 

clude that there is a high probability 

that the gains were due to the housing 

factor; namely, the program of rehous¬ 

ing slum families. 

Since the gains in (1) social partici¬ 

pation and (2) condition of the living 

room occur together, that is, appear in 

the same families for the same period 

studied, is it not possible to obtain a 

measure of the probability of occurrence 

of these factors together or in a pat¬ 

tern? The answer to this question is 

"yes.” There is a probability formula 

for the so-called "multiple critical ratio" 

that enables us to combine the two meas¬ 

ured differences. When this is used we 

find that the multiple critical ratio of the 

residents is 4.23, and of the nonresi¬ 

dents is only 1.23. This means that the 

odds of finding a combined difference 

on these two measurements, or a pattern 

of differences on these housing factors 

in the magnitude shown, is one in 

37,593 chances for the residents, and 

only one in 4.5 chances for the nonresi¬ 

dents. This combined analysis shows, 

therefore, that the probability in favor 

of the resident’s gain not being due to 

chance is overwhelming. 

Final proof that the gains of the resi¬ 

dents are due solely to their improved 

housing would require that we had listed 

all the community and personal influ¬ 

ences that operated in the period studied 

and then controlled by matching, all of 

these differences excepting only the fact 

that the resident group were in the 

project and the nonresident group were 

in the slum. Obviously such a task 

would have been impossible to perform. 

We did, however, control by matching 

ten factors of a personal and social na¬ 

ture, which, if not controlled, might have 

explained the differences eventually 

found. With these ten factors controlled 

or held constant throughout the experi¬ 

ment, we found by application of prob¬ 

ability formulas that the differences 

measured could not have been due to 

chance in any reasonable expectation 

that reasonable persons would insist 

upon. Consequently, we may conclude 

that the results of the experiment have 

disproved the second null hypothesis, 

and this means that the assumption of 

the USHA program that rehousing im¬ 

proves slum families has not been dis¬ 

proved. 

Sociological research continually re¬ 

veals the existence of configurations and 

patterns of several factors. One such 

pattern of factors discovered in this 

study was the occurrence together of 

higher social participation score with 

improved condition of the living 

room and less use-crowding. Since we 

have hitherto been dealing with these 

conditions in terms of scores (numerical 

symbols), it may be helpful to show the 

gross facts of observation from which 

these scores were derived. Tables 4, 5, 

6 and 7 do this. 

Table 4 shows that the residents 

gained at every level of participation at 

least twice as much as the nonresidents 
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Table 4. Social Participation of Resident and Nonresident Groups 

Social 

Participation 

Levels 

Residents 

Frequency of Types 

of Participation 

Nonresidents 

Frequency of Types 
of Participation 

1939 1940 1939 1940 

None 29 16 26 13 

1. Member 14 44 15 30 
2. Attend 12 42 16 30 
3. Contribute 13 37 13 24 
4. Committee 0 5 1 2 
5. Office 0 4 3 3 

Total families 44 44 38 38 

Table 5. Organizations Participated in by Resident 

and Nonresident Groups 

Types of Social 

Organizations 

Residents 

Number of persons 

Participating 

Nonresidents 

Number of persons 

Participating 

1939 

(1) 

1940 

(2) 

Dig. 

(2-1) 
1939 

(1) 

1940 

(2) 

Dig. 

(2-1) 

1. Sumner Field 
Association 0 13 13 0 0 0 
mothers’ club 0 4 4 0 0 0 

2. Neighborhood 
House clubs 1 1 0 0 1 1 

3. Church 
or Sunday School 7 11 4 16 17 1 
clubs 1 2 1 1 2 1 

4. Unions 0 1 1 0 1 1 
5. Other 6 14 8 7 12 5 

Total 15 46 31 24 33 9 

gained. The question now may be asked, 

what kind of organizations were in¬ 

cluded in these gains? Table 5 supplies 

the answer to this question. It will be 

seen that the greatest gains of the resi¬ 

dents were in (1) the Sumner Field 

Tenants’ Association and its subsidiaries, 

(2) Sunday school, and (3) other or¬ 

ganizations. What was the nature of 

these "other organizations”? Table 6 sup¬ 

plies the facts. It will be seen that in 

"other organizations,” the residents 

gained by diversification and variety in 

their social contacts, probably a benefi¬ 
cial gain. 

An explanation of the scores on con¬ 

dition of the living room and the sub¬ 

sequent differences or gains in these 
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Table 6. Types of Social Organizations Included in the 

"Other” or Miscellaneous Classification in Table 5 

Residents N onresidents 

1939 1940 1939 1940 

2 Social 2 Social 

2 Insurance 2 Veterans 2 Veterans 

1 Bowling 1 Lodge 1 Lodge 

1 Bridge 2 Bridge 1 Kindergarten 1 Mother’s 

1 Mahjong mother’s club 1 Women’s 

1 Home Ec. 1 Scout 1 Scout 

1 Delta Theta Pi 3 Card 

1 

1 

W.F.B.A. 

Sokol 

(or bridge) 

3 
1 

1 

1 

P.T.A. 

Charity 

Relief Corps 
Scout 

3 P.T.A. 

1 Citizen’s 

6 14 7 12 

Table 7. Changes in Use-Crowding of Resident and 

Nonresident Groups 

Residents Nonresidents 

N = 44 N = 38 

Type of Use-Crowding 1939 1940 1939 1940 

1. Dining room 1 0 3 1 

2. Kitchen 0 0 0 0 

3. Bed room, or D. R. & K. 21 3 14 9 

4. B. R. &D. R. &K. 0 0 0 1 

Total 22 3 17 11 

scores that were summarized in Table and gains in terms of the percentage 

2, can be obtained by examining Part II 

of the Social Status Scale? In spite of 

the apparent subjectivity of these cate¬ 

gories of observation, they are in fact 

very reliable, as has been shown by 

coefficients of reliability of +.72 to 

+ .97 obtained from repeated observa¬ 

tions of the same homes. 

Table 2, which measures differences 

of families use-crowded, may be ex¬ 

plained by the information contained in 

Table 7 above. Here it will be seen that 

the 22 families (or 50 percent of the 

44 resident families) classified as use- 

crowded, used their living room as a 

dining room also in one case in 1939 

and had no such double use in 1940. 

They used their living room as a bed- 
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room also, or as a dining room and 

kitchen also, in 21 cases in 1939; but in 

1940, there were only three such cases. 

This was a real gain in the functional 

purpose of the living room and repre¬ 

sented less confusion of function in 1940 

than in 1939. Similar analysis for the 

nonresident group shows much less gain 
in these respects. 

Inasmuch as the results of this study 

were presented at the beginning, it may 

be useful to conclude our discussion 

with an attempt to place the method¬ 

ology of this "experiment” in relation to 

similar procedures hitherto used by the 

author. Since 1916, we have been inter¬ 

ested in the possibilities of using "the 

experimental method” in sociological 

research and in 1917, published an early 

attempt to delineate the field.10 This pa¬ 

per was followed by several others11 so 

that we have recently come to the ten¬ 

tative conclusion that the essential point 

in the application of a method somewhat 

like that of "the experiment” in natural 

science research is the procedure that 

we have called "analysis by selective 

control.” The present paper is the most 

complete application of this method we 

have yet attempted. Consideration of 

the variations in techniques used sug¬ 

gests that there are three forms of anal¬ 

ysis by selective control. These are stated 
below. 

1. Cross-sectional analysis by selec¬ 

tive control, in which an "experimental 

group” is matched on selected factors 

against a "control group” for a given 

date or time. This form is illustrated in 

our WPA-Relief study of 1939.12 

2. Retroactive-retrospective analysis 

by selective control, in which an "ex¬ 

perimental group” is matched on se¬ 

lected factors against a "control group” 

for a common date or time earlier than 

the present, and then followed through 

to a present date. This form is illus¬ 

trated in the St. Paul high school stu¬ 

dent study,13 made by Mrs. Christian¬ 
sen. 

3. Projected analysis by selective con¬ 

trol (the "normal” experimental de¬ 

sign), in which an initial "experimental 

group” is matched on selected factors 

against an initial "control group” for a 

common date or time, and then followed 

up for a second series of measurements 

at a future date or time. The present 

study of the effects of good housing is 

an illustration of this third form of 

analysis by selective control. 
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25. The Impact of a ffTotal-Community” 

Delinquency Control Project 

Walter B. Miller 

THE MIDCITY PROJECT: 

METHODS AND CLIENT POPULATION 

The Midcity Project conducted a de¬ 

linquency control program in a lower- 

class district of Boston between the 

years 1954 and 1957. A major objec¬ 

tive of the Project was to inhibit or 

reduce the amount of illegal activity en¬ 

gaged in by resident adolescents. Project 

methods derived from a "total commu¬ 

nity” philosophy which has become in¬ 

creasingly popular in recent years, and 

currently forms the basis of several large- 

scale delinquency control programs.1 

On the assumption that delinquent be¬ 

havior by urban lower-class adolescents, 

whatever their personality characteris¬ 

tics, is in some significant degree facili¬ 

tated by or actualized through certain 

structural features of the community, 

the Project executed "action” programs 

directed at three of the societal units 

seen to figure importantly in the genesis 

and perpetuation of delinquent behav¬ 

ior—the community, the family, and the 

gang. 

The community program involved 

two major efforts: 1) the development 

and strengthening of local citizens’ 

groups so as to enable them to take di¬ 

rect action in regard to local problems, 

including delinquency, and 2) an at¬ 

tempt to secure cooperation between 

those professional agencies whose oper¬ 

ations in the community in some way 

involved adolescents (e.g., settlement 

houses, churches, schools, psychiatric 

and medical clinics, police, courts and 

probation departments, corrections and 

parole departments). A major short¬ 

term objective was to increase the pos¬ 

sibility of concerted action both among 

the professional agencies themselves and 

between the professionals and the citi¬ 

zens’ groups. The ultimate objective of 

these organizational efforts was to focus 

a variety of diffuse and uncoordinated 

efforts on problems of youth and delin¬ 

quency in a single community so as to 

bring about more effective processes of 

prevention and control.2 

Work with families was conducted 

within the framework of a "chronic- 

problem-family” approach; a group of 

families with histories of repeated and 

long-term utilization of public welfare 

services were located and subjected to a 

special and intensive program of psy- 

chiatrically-oriented casework.3 

Work with gangs, the major effort of 

the Project, was based on the detached 

worker or area worker approach utilized 

by the New York Youth Board and sim¬ 

ilar projects.4 An adult worker is as¬ 

signed to an area, group, or groups with 

a mandate to contact, establish relations 

with, and attempt to change resident 

Reprinted with permission from Social Problems. Vol. 10, No. 2, 1962 nn 168— 
191. 
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gangs. The application of this method 

by the Midcity Project incorporated 

three features not generally included in 

earlier programs: 1) All workers were 

professionally trained, with degrees in 

case work, group work, or both; 2) 

Each worker but one devoted primary 

attention to a single group, maintaining 

recurrent and intensive contact with 

group members over an extended time 

period; 3) Psychiatric consultation was 

made available on a regular basis, so 

that workers were in a position to utilize 

methods and perspectives of psycho¬ 

dynamic psychiatry in addition to the 

group dynamics and recreational ap¬ 

proaches in which they had been trained. 

Between June 1954 and May 1957, 

seven project field workers (five men, 

two women) maintained contact with 

approximately 400 youngsters between 

the ages of 12 and 21, comprising the 

membership of some 21 corner gangs. 

Seven of these, totaling 205 mem¬ 

bers, were subjected to intensive atten¬ 

tion. Workers contacted their groups on 

an average of 3.5 times a week; contact 

periods averaged about 5 or 6 hours; 

total duration of contact ranged from 

10 to 34 months. Four of the intensive 

service groups were white males (Cath¬ 

olic, largely Irish, some Italians and 

Canadian French); one was negro male, 

one white female, and one negro female. 

All groups "hung out” in contiguous 

neighborhoods of a single district of 

Midcity—a fairly typical lower-class 

"inner-city” community.5 

The average size of male groups was 

30, and of female 9. All intensive serv¬ 

ice groups, as well as most of the other 

known groups, were "locality-based” 

rather than "emergent” or "situation- 

ally organized” groups.6 This meant that 

the groups were indigenous, self-formed, 

and inheritors of a gang tradition which 

in some cases extended back for fifty 

years or more. This kind of gang system 

in important respects resembled certain 

African age-class systems in that a new 

"class” or corner-group unit was formed 

every two or three years, recruiting 

from like-aged boys residing in the 

vicinity of the central "hanging” lo¬ 

cale.7 Thus the total corner aggregate 

in relatively stable residential areas gen¬ 

erally consisted of three to five age- 

graded male groups, each maintaining a 

sense of allegiance to their corner and/ 

or traditional gang name, and at the 

same time maintaining a clear sense of 

identity as a particular age-graded unit 

within the larger grouping. 

Girls groups, for the most part, 

achieved their identity primarily through 

their relations with specific boys units, 

which were both larger and more soli¬ 

dary. Each locality aggregate thus in¬ 

cluded several female groups, generally 

bearing a feminized version of the male 

group name (Bandits-Bandettes; Kings- 

Queens). 

Action Methods with Corner Gangs 

The methods used by Project workers 

encompassed a wide range of tech¬ 

niques and entailed work on many lev¬ 

els with many kinds of groups, agencies 

and organizations.8 Workers conceptu¬ 

alized the process of working with the 

groups as a series of sequential phases, 

on the model of individual psychother¬ 

apy. Three major phases were de¬ 

lineated—roughly, relationship estab¬ 

lishment, behavior modification, and 

termination. In practice workers found 

it difficult to conduct operations accord¬ 

ing to the planned "phase” sequence, 

and techniques seen as primarily appro¬ 

priate to one phase were often used 
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during another. There was, however, 
sufficiently close adherence to the phase 
concept as to make it possible to con¬ 
sider specific techniques as primarily 
associated with a given phase. 

Phase I: Contact and relationship es¬ 
tablishment. During this phase workers 
sought out and located resident corner 
gangs and established an acceptable 
role-identity. Neither the location of 
the groups nor the establishment of a 
viable basis for a continued relationship 
entailed particular difficulties.9 This 
phase included considerable ''testing” of 
the workers; the youngsters put on dis¬ 
play a wide range of their customary 
behaviors, with particular stress on vio¬ 
lative forms—watching the worker 
closely to see whether his reactions and 
evaluative responses fell within an ac¬ 
ceptable range. The workers, for their 
part, had to evince sufficient familiarity 
with and control over the basic subcul¬ 
tural system of lower class adolescents 
and its component skills as to merit the 
respect of the groups, and the right to 
continued association. 

A major objective in gaining entree 
to the groups was to establish what 
workers called a "relationship.” Influ¬ 
enced in part by concepts derived from 
individual psychotherapy, Project staff 
felt that the establishment of close and 
meaningful relationships with group 
members was a major device for effect¬ 
ing behavior change, and was in fact a 
necessary precondition of all other direct 
service methods. The workers’ concep¬ 
tion of a "good” relationship was com¬ 
plex, but can be described briefly as a 
situation in which both worker and 

group defined themselves as contained 
within a common orbit whose major 
conditions were mutual trust, mutual 
affection, and maintenance of recipro¬ 

cal obligations. The workers in fact 
succeeded in establishing and maintain¬ 
ing relationships of just this type. Con¬ 
sidering the fact that these alliances had 
to bridge both age (adult-adolescent) 
and social status (lower class-middle 
class) differences, they were achieved 
and maintained with a surprising de¬ 
gree of success.10 

Phase 11: Behavior modification via 
mutual activity involvement. The be¬ 
havior modification phase made the 
greatest demands on the skills, resource¬ 
fulness, and energy of the workers. 
Workers engaged in a wide variety of 
activities with and in behalf of their 
groups. The bulk of these activities, 
however, centered around three major 
kinds of effort: 1) Organizing groups 
and using these as the basis of involve¬ 
ment in organized activities; 2) Serving 
as intermediary between group mem¬ 
bers and adult institutions; 3) Utilizing 
techniques of direct influence. 

The workers devoted considerable ef¬ 
fort to changing group relational sys¬ 
tems from the informal type of the 
street gang to the formal type of the 
club or athletic team, and involving the 
groups so reorganized in a range of 
activities such as club meetings, athletic 
contests, dances, and fund-raising din¬ 
ners. In most cases this effort was highly 
successful. Clubs formed from the cor¬ 
ner groups met regularly, adopted con¬ 
stitutions, carried out extensive and 
effective club activities. Athletic teams 
moved from cellar positions to cham¬ 
pionships in city athletic leagues. One 
group grossed close to a thousand dol¬ 
lars at a fund-raising dance. 

Project use of the "organized group 
and planned activities” method was but¬ 
tressed by rationale which included at 
least five premises. 1) The experience 



A "T' otal-Community” Delinquency Control Project 333 

of learning to operate in the 'rule-gov¬ 

erned” atmosphere of the formal club 

would, it was felt, increase the group 

members’ ability to conduct collective 

activities in an orderly and law-abiding 

fashion. 2) The influence of the more 

lawfully-oriented leaders would be in¬ 

creased, since authority-roles in clubs or 

teams would be allocated on different 

bases from those in the corner gang. 3) 

The need for the clubs to rely heavily 

on the adult worker for advice and facil¬ 

itation would place him in a strategic 

position to influence group behavior. 

4) The need for clubs to maintain har¬ 

monious relations with local adults such 

as settlement house personnel and dance 

hall owners in order to carry out their 

activity program, as well as the increas¬ 

ing visibility of the organized group, 

would put a premium on maintaining a 

public reputation as non-troublesome, 

and thus inhibit behavior which would 

jeopardize this objective. 5) Active and 

extensive involvement in lawful and 

adult-approved recreational activities 

would, it was felt, substantially curtail 

both time and energy potentially avail¬ 

able for unlawful activity. This devil- 

finds-work premise was taken as self- 

evidently valid, and was reinforced by 

the idleness-boredom explanation fre¬ 

quently forwarded by group members 

themselves—"We get in trouble because 

there’s nuthin to do around here.” On 

these grounds as well as others, the use 

of this method appeared amply justi¬ 

fied.11 

In performing the role of intermedi¬ 

ary, workers proceeded on the premise 

that gang members were essentially iso¬ 

lated within their own adolescent slum 

world and were either denied, or lacked 

the ability to seek out, "access” to major 

adult institutions. This blocked access, it 

was felt, prevented the youngsters from 

seeking prestige through "legitimate” 

channels, forcing them instead to resort 

to "illegitimate” forms of achievement 

such as thievery, fighting, and prostitu¬ 

tion. On this assumption, the Project 

aimed deliberately to open up channels, 

of access to adult institutions—particu¬ 

larly in the areas of education and em¬ 

ployment. 

In the world of work, Project workers 

arranged appointments with employ¬ 

ment agencies, drove group members to 

job interviews, counseled them as to 

proper demeanor as job applicants and 

as employees, urged wavering workers 

not to quit their jobs. Workers also con¬ 

tacted business firms and urged them to 

hire group members. In the area of edu¬ 

cation, workers attempted to solidify 

the often tenuous bonds between group 

members and the schools, They visited 

teachers, acted to discourage truancy, 

and worked assiduously—through means 

ranging from subtle persuasion to vig¬ 

orous argument—to discourage the 

practice of dropping-out of school at 

or before the legally-permissible age. 

Workers arranged meetings with school 

personnel and attempted to acquaint 

teachers and other school staff with 

the special problems of corner young¬ 

sters. Every effort was made to arrange 

scholarships (generally athletic) for 

those group members for whom college 

seemed a possibility. 

Workers also acted as go-between for 

their youngsters and a variety of other 

institutions. They arranged for lawyers 

in the event of court appearances, and 

interceded with judges, probation offi¬ 

cers, correctional officials and parole 

personnel. They obtained the use of the 

recreational facilities and meeting places 

in settlement houses and gyms which 
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would not have considered admitting 

the rough and troublesome gang mem¬ 

bers in the absence of a responsible 

adult sponsor. They persuaded local 

storekeepers and businessmen to aid the 

groups in their money-raising efforts. 

They arranged for the use or rental of 

dance halls, and solicited radio stations 

to provide locally-famous disc-jockeys to 

conduct record hops. They organized 

meetings between gang members and 

local policemen during which both sides 

were given the opportunity to air their 

mutual grievances. 

During later stages of the Project, 

workers brought together the clubs of 

the corner gangs and the adult organi¬ 

zations formed by the Project’s Commu¬ 

nity Organization program, and gang 

members and community adults served 

together on joint committees working 

in the area of community improvement. 

One such committee exerted sufficient 

pressure on municipal authorities to ob¬ 

tain a $60,000 allocation for the im¬ 

provement of a local ball field; another 

committee instituted an annual "Sports 

Night” during which most of the com¬ 

munity’s gangs—some of whom were 

active gang-fighting enemies—attended 

a large banquet in which city officials 

and well-known sports figures made 

speeches and presented awards for mer¬ 

itorious athletic achievement. 

Thus, as a consequence of the work¬ 

ers’ activities, gang members gained ac¬ 

cess to a wide variety of legitimate 

adult institutions and organizations— 

schools, business establishments, settle¬ 

ment houses, municipal athletic leagues, 

public recreational facilities, guidance 

services, health facilities, municipal gov¬ 

ernmental agencies, citizens groups, and 

others. It could no longer be said that 

the groups were isolated, in any practi¬ 

cal sense, from the world of legitimate 

opportunity.12 

While Project methods placed major 

stress on changing environmental con¬ 

ditions through organization, activity 

involvement, and opening channels of 

access, workers were also committed 

to the use of methods designed to induce 

personality change. The training of most 

workers had involved exposure to the 

principles of, and some practice in the 

techniques of, psychodynamic psycho¬ 

therapy, and serious consideration was 

given to the possibility of attempting 

some form of direct application of psy¬ 

chotherapeutic principles, or techniques 

based on "insight” therapy. After much 

discussion workers decided that the use 

of techniques appropriate to the con¬ 

trolled therapist-patient situation would 

not be practicable in the open and multi- 

cliented arena of the corner gang world, 

and arrangements were made to utilize 

this approach through indirect rather 
than direct means. 

Psychodynamic methods and individ¬ 

ual treatment approaches were utilized 

in two ways. First, a contract was made 

with a well-known child-psychiatry 

clinic, and workers consulted with psy- 

chodynamically trained psychiatrists on 

a regular basis. During these sessions 

the psychiatrists analyzed individual 

cases on the basis of detailed case sum¬ 

maries, and recommended procedures 

for the workers to execute. In this way 

the actual operating policies of the 

workers were directly influenced by the 

diagnostic concepts and therapeutic pro¬ 

cedures of psychodynamic psychiatry. 

Second, in cases where the workers or 

the psychiatric consultants felt that more 

direct or intensive therapy for group 

members or their families was indicated, 

arrangements were made to refer these 
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cases either to the psychiatric clinic or 
to local casework or family-service 

agencies. 
Another type of direct influence 

technique utilized by the workers was 

"group-dynamics”—a method which 

combined approaches of both psycho¬ 

dynamic and small-group theory. As 

adult advisors during club meetings, 

during informal bull-sessions, and in 

some instances during specially-arranged 

group-therapy sessions, workers em¬ 

ployed the specific techniques of per¬ 

suasion and influence developed out of 

the group-dynamics approach (indirect 

suggestion, non-directive leadership, 

permissive group guidance, collective 

reinforcement). Sessions based on the 

group-therapy model were generally 

geared to specific emergent situations— 

such as an episode of sexual misbehavior 

among the girls or an upsurge of racial 

sentiment among the boys.13 

The direct-influence technique which 

operated most consistently, however, 

was simply the continued presence with 

the group of a law-abiding, middle- 

class-oriented adult who provided active 

support for a a particular value posi¬ 

tion. This value stance was communi¬ 

cated to the youngsters through two 

principal devices—advice and exempli¬ 

fication. The worker served as counsellor, 

advisor, mentor in a wide range of spe¬ 

cific issues, problems and areas of be¬ 

havioral choice as these emerged in the 

course of daily life. Should I continue 

school or drop-out? Can we refrain from 

retaliatory attack and still maintain our 

honor? How does one approach girls? 

How does one handle an overly-roman- 

tic boy? Should I start a pimping opera¬ 

tion? In all these issues and many more 

—sometimes broached by the worker, 

more frequently by the youngsters—the 

workers put their support—often sub¬ 

tle but nonetheless consistent—behind 

the law-abiding versus the law-violating 

choice, and, to a lesser extent, the mid¬ 

dle-class-oriented over the lower-class- 

oriented course of action in regard to 

long-term issues such as education, oc¬ 

cupation, and family life.14 
But the continued association of 

worker and group engaged a mechanism 

of influence which proved in many ways 

more potent than advice and counsel. 

The fact of constant association, and the 

fact that workers became increasingly 

accepted and admired, meant that they 

were in a particularly strategic position 

to serve as a "role-model, or object of 

emulation. A strong case can be made 

for the influencive potency of this de¬ 

vice. Adolescents, as they move towards 

adult status, are often pictured as 

highly sensitive to, and in search of, 

models of estimable adult behavior, and 

to be particularly susceptible to emula¬ 

tion of an adult who plays an important 

role in their lives, and whom they re¬ 

spect and admire. It appeared, in fact, 

that gang members were considerably 

more impressed by what the workers 

were than by what they said or did. The 

youngsters were particularly aware that 

the workers were college people, that 

they were responsible spouses and par¬ 

ents in stable mother-father families, 

that they were conscientious workers 

under circumstances which afforded 

maximum opportunities for goofing-off. 

The workers’ statuses as college people, 

"good” family people, and responsible 

workers constituted an implicit endorse¬ 

ment of these statuses, and the course of 

action they implied. 
In some instances the admiration of 

group members for their worker ap¬ 

proached hero-worship. One group set 
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up a kind of shrine to their worker after 

his departure; on a shelf in the corner 

store where they hung out they placed 

his photograph, the athletic trophies 

they had won under his aegis, and a 

scrap-book containing accounts of the 

many activities they had shared together. 

Visitors who knew the worker were 

importuned to relay to him a vital mes¬ 

sage—"Tell him were keepin’ our noses 
clean. . . .” 

Phase III: Termination. Since the 

Project was set up on a three-year "dem¬ 

onstration” basis, the date of final con¬ 

tact was known well in advance. Due 

largely to the influence of psycho-dy¬ 

namic concepts, workers were very 

much concerned about the possibly 

harmful effects of "termination,” and 

formulated careful and extensive plans 

for effecting disengagement from their 

groups. During the termination phase 

the workers’ efforts centered around 

three major areas; scheduling a gradual 

reduction in the frequency of contact 

and "services” so as to avoid an abrupt 

cut-off; preparing the groups emotion¬ 

ally for the idea of termination by prob¬ 

ing for and discussing feelings of "de¬ 

sertion” anger and loss; and arranging 

for community agencies to assume as 

many as possible of the services workers 

had provided for the groups (e.g., rec¬ 

reational involvement, counseling, meet¬ 
ing places for the clubs). 

Despite some difficult moments for 

both workers and group members (one 

worker’s car was stolen during the tear¬ 

ful farewell banquet tendered him by 

his group the night before he was to 

leave for a new job in another city; 

group members explained this as a sym¬ 

bolic way of saying "Don’t leave Mid¬ 

city!”), termination was effected quite 

successfully; workers moved off to other 

involvements and the groups reassumed 

their workerless position within the 
community. 

In sum, then, the methods used in 

the Project’s attempt to inhibit delin¬ 

quent behavior were based on a sophis¬ 

ticated rationale, utilized both sociocul¬ 

tural and psychological concepts and 

methods, encompassed an unusually 

wide range of practice techniques, and 

were executed with care, diligence and 

energy by competent and professionally 

trained workers. It was impossible, of 

course, to execute all planned programs 

and methods as fully or as extensively as 

might have been desired, but in overall 

perspective the execution of the Project 

showed an unusually close degree of 

adherence to its ambitious and compre¬ 

hensive plan of operation.15 What, 

then, was the impact of these efforts 
on delinquent behavior? 

The Impact of Project Efforts 

The Midcity Project was originally 

instituted in response to a community 

perception that uncontrolled gang vio¬ 

lence was rampant in Midcity. Once the 

furor attending its inception had abated, 

the Project was reconceptualized as a 

demonstration project in community 

delinquency control.16 This meant that 

in addition to setting up methods for 

effecting changes in its client popula¬ 

tion, the Project also assumed respon¬ 

sibility for testing the efficacy of these 

methods. The task of evaluating proj¬ 

ect effectiveness was assigned to a social 

science research staff which operated in 

conjunction with the action program.17 

Since the major effort of the Project 

was its work with gangs, the evaluative 

aspect of the research design focused on 

the gang program, and took as a major 

concern the impact of group-directed 

methods on the behavior of target gangs. 

However, since the focal "client” popu- 
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lation of the group-work program (gang 

members) was a subpopulation of the 

larger client population of the overall 

project ("trouble’-prone Midcity ado¬ 

lescents), measures of change in the 

gangs also constituted a test of the total¬ 

ity of control measures utilized by the 

Project, including its community organ¬ 

ization and family-service programs. 

The broad question—"Did the Proj¬ 

ect have any impact on the behavior of 

the groups it worked with?”—has, in 

effect, already been answered. The above 

description of Project methods shows that 

workers became actively and intensively 

involved in the lives and activities 

of the groups. It is hardly conceiv¬ 

able that relatively small groups of ado¬ 

lescents could experience daily associa¬ 

tion with an adult—especially an adult 

committed to the task of changing their 

behavior—without undergoing some 

substantial modification. But the funda¬ 

mental raison d'etre of the Project was 

not that of demonstrating the possibil¬ 

ity of establishing close relationships 

with gangs, or of organizing them into 

clubs, or of increasing their involve¬ 

ment in recreational activities, or of pro¬ 

viding them with access to occupational 

or educational opportunities, or of form¬ 

ing citizens’ organizations, or of increas¬ 

ing inter-agency cooperation. These ob¬ 

jectives, estimable as they might be, 

were pursued not as ends in themselves 

but as means to a further and more fun¬ 

damental end—the inhibition and 

control of criminal behavior. The sub¬ 

stantial effects of the Project on nonvio¬ 

lative forms of behavior will be reported 

elsewhere; this paper addresses itself to 

a central and critical measure—the im¬ 

pact of the Project on specifically vio¬ 

lative behavior.38 

The principal question of the evalu¬ 

ative research was phrased as follows: 

Was there a significant measurable in¬ 

hibition of law-violating or morally- 

disapproved behavior as a consequence 

of Project efforts? For purposes of re¬ 

search procedure this question was 

broken down into two component ques¬ 

tions: 1) To what extent was there a 

measurable reduction in the actual or 

expected frequency of violative behavior 

by Project group members during or 

after the period of Project contact? and 

2) To what extent could observed 

changes in violative behavior be attrib¬ 

uted to Project activity rather than to 

other possible "causative” factors such 

as maturation or police activity?19 Firm 

affirmative answers to the first question 

would necessarily have to precede at¬ 

tempts to answer further questions such 

as "Which methods were most effec¬ 

tive?”; the value of describing what the 

workers did in order to reduce delin¬ 

quency would evidently depend on 

whether it could be shown that delin¬ 

quency had in fact been reduced. 

Following sections will report three 

separate measures of change in patterns 

of violative behavior. These are: 1) Dis¬ 

approved forms of customary behavior; 

2) Illegal behavior; 3) Court appear¬ 

ance rates. These three sets of measures 

represent different methods of analysis, 

different orders of specificity, and were 

derived from different sources. The im¬ 

plications of this for achieved results 

will be discussed later. 

TRENDS IN DISAPPROVED BEHAVIOR 

A central form of "violative” behav¬ 

ior is that which violates specific legal 

statutes (e.g., theft, armed assault). 

Also important, however, is behavior 

which violates "moral” norms or ethical 

standards. Concern with such behavior 

is of interest in its own right (Was there 

a reduction in morally-violative behav- 
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ior?) as well as in relation to illegal 

behavior (Were developments in the 

areas of illegal and immoral behavior 

related or independent?). The relation¬ 

ship between immoral and illegal be¬ 

havior is highly complex; most behavior 

which violates legal norms also violates 

moral norms (overtime parking is one 

example of an exception), but much 

immoral behavior seldom results in legal 

action (homosexual intimacy between 

women; failure to attempt to rescue a 
drowning stranger). 

Designating specific forms of behav¬ 

ior as "illegal” presents a relatively 

simple task, since detailed and fairly ex¬ 

plicit criminal codes are available; des¬ 

ignating behavior as "immoral” is far 

more difficult, both because of the mul¬ 

tiplicity of moral codes in American 

society, and because many important 

moral norms are not explicitly codified.20 

In addressing the question—"Did the 

Project bring about a decrease in 

morally-violative behavior?”, at least 

four sets of moral codes are of relevance 

—those of middle class adults, of middle 

class adolescents, of lower class adults, 

and of lower class adolescents.21 While 

there are large areas of concordance 

among these sets, there are also impor¬ 

tant areas of noncorrespondence. The 

method employed in this area was as 
follows: 

A major source of data for Project 

research was a large population of "be¬ 

havior sequences” engaged in by group 

members during the study period. These 

were derived from a variety of sources, 

the principal source being the detailed 

descriptive daily field reports of the 

workers.22 All recorded behavioral events 

involving group members were ex¬ 

tracted from the records and typed on 

separate data cards. These cards were 

coded, and filed in chronological order 

under 65 separate categories of behavior 

such as drinking behavior, sexual be¬ 

havior, and theft. A total of 100,000 be¬ 

havior sequences was recorded, coded, 
and filed. 

Fourteen of the 65 behavior cate¬ 

gories were selected for the purpose of 

analyzing trends in immoral behavior.23 

These were: theft, assault, drinking, 

sex, mating, work, education, religion, 

and involvement with courts, police, 

corrections, social welfare, family, and 

other gangs. Seventy-five thousand be¬ 

havioral sequences were included under 

these fourteen categories. 

A separate set of evaluative standards, 

based primarily on the workers’ own 

values, was developed for each of the 

fourteen areas. The workers as individ¬ 

uals were essentially oriented to the 

value system of middle class adults, but 

due largely to their training in social 

work, they espoused an "easier” or more 

permissive version of these standards. 

In addition, as a result of their experi¬ 

ences in the lower class community, 

their standards had been further modi¬ 

fied to accommodate in some degree 

those of the adolescent gangs. The work¬ 

ers’ standards thus comprised an easier 

baseline against which to measure 

change since they were considerably less 

rigid than those which would be applied 

by most middle class adults. 

Listings were drawn up for each of 

the fourteen areas which designated as 

"approved” or "disapproved” about 25 

specific forms of behavior per area. A 

distinction was made between "actions” 

(behavioral events observed to occur) 

and "sentiments” (attitudes or inten¬ 

tions).24 Designations were based on 

three kinds of information; evaluative 

statements made by the workers con- 
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cerning particular areas of behavior; at¬ 

titudes or actions workers had sup¬ 

ported or opposed in actual situations, 

and an attitude questionnaire admin¬ 

istered to each worker. Preliminary list¬ 

ings were submitted to the workers to 

see if the items did in fact reflect the 

evaluative standards they felt themselves 

to espouse; there was high agreement 

with the listings; in a few instances of 

disagreement modifications were made. 

A total of 14,471 actions and senti¬ 

ments were categorized as "approved,” 

"disapproved,” or "evaluatively-neutral.” 

While these data made possible detailed 

and extensive analysis of differential 

patterns of behavior change in various 

areas and on different levels, the pri¬ 

mary question for the most general pur¬ 

poses of impact measurement was 

phrased as—"Was there a significant 

reduction in the relative frequency of 

disapproved actions during the period 

of worker contact?” With some qualifi¬ 

cations, the answer was "No.” 

Each worker’s term of contact was di¬ 

vided into three equal phases, and the 

relative frequency of disapproved ac¬ 

tions during the first and third phase 

was compared.25 During the full study 

period, the 205 members of the seven 

intensive analysis groups engaged in 

4518 approved or disapproved actions. 

During the initial phase, 785 of 1604 

actions (48.9%) were disapproved; dur¬ 

ing the final phase, 613 of 1364 

(44.9%)—a reduction of only 4%. 

Of the fourteen behavior areas, 

only one ("school-oriented behavior”) 

showed a statistically significant reduc¬ 

tion in disapproved actions. Of the re¬ 

maining 13, ten showed decreases in 

disapproved actions, one no change, and 

two (church- and social-agency-ori¬ 

ented behavior) showed increases. Of 

the seven analysis groups, only one 

(white, male, younger, higher social 

status) showed a statistically significant 

reduction. Of the remaining six, five 

showed decreases in disapproved ac¬ 

tions, one no change, and one (white, 

male, older, lower social status) an 

increase.26 

The unexpected degree of stability 

over time in the ratio of approved to 

disapproved actions is all the more 

noteworthy in view of the fact that one 

might have expected the area of moral 

behavior to have felt the most direct 

impact of the workers’ presence. One 

clue to the stability of the change figures 

lies in the fact that there was a good 

correspondence between the degree of 

change in disapproved actions and the 

social status of the group; in general, 

the lower the group’s social status, the 

smaller the reduction in disapproved ac¬ 

tions.27 

TRENDS IN ILLEGAL ACTS 

The central question to be asked of a 

delinquency control program is—"Does 

it control delinquency?” One direct way 

of approaching this question is to focus 

on that "target” population most directly 

exposed to program action methods and 

ask "Was there a decrease in the fre¬ 

quency of crimes committed by the tar¬ 

get population during the period of the 

program?” Under most circumstances 

this is difficult to answer, owing to the 

necessity of relying on records collected 

by police, courts, or other "official” agen¬ 

cies. The drawbacks of utilizing official 

incidence statistics as a measure of the 

actual occurrence of criminal behavior 

have frequently been pointed out; 

among these is the very complex process 

of selectivity which governs the conver¬ 

sion of committed crimes into official 
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statistics; many crimes are never offi¬ 

cially detected; many of those detected 

do not result in an official arrest; many 

arrests do not eventuate in court action, 

and so on. At each stage of the conver¬ 

sion process, there is a multiplicity of 

factors relatively independent of the 

commission of the crime itself which 

determines whether or not a crime will 

be officially recorded, and in what forrm 

The Midcity Project was able to a 

large extent to overcome this difficulty 

by the nature of its base data. Because 

of their intimate daily association with 

gang members, workers were in a po¬ 

sition both to observe crimes directly, 

and to receive reports of crimes shortly 

after they occurred. The great majority 

of these never appeared in official rec¬ 

ords.28 

The research question in the area of 

illegal behavior was phrased: "Was 

there a significant decrease in the fre¬ 

quency of statute violations committed 

by Project group members during the 

period of worker contact?" As in the 

case of disapproved actions, the answer 

was, with some qualifications, "No." 

Methods and results were as follows. 

Every statute-violating act committed 

by a Project group member during the 

course of the contact period was re¬ 

corded on an individual record form. 

While the bulk of recorded acts were 

derived from the workers’ field reports, 

information was obtained from all avail¬ 

able sources, including official records. 

Very few of the crimes recorded by offi¬ 

cial agencies were not also recorded by 

the Project; many of the crimes recorded 

by the Project did not appear in offi¬ 

cial records. During the course of the 

Project, a total of 1005 legally violative 

acts was recorded for members of the 

seven intensive analysis groups. Eighty- 

three per cent of the 205 Project group 

members had committed at least one 

illegal act; 90% of the 150 males had 

been so involved. These figures alone 

show that the Project did not prevent 

crime, and there had been no expecta¬ 

tion that it would. But did it "control" 

or "inhibit” crime? 

Offenses were classified under eleven 

categories: theft, assault, alcohol viola¬ 

tions, sex offenses, trespassing, disor¬ 

derly conduct, truancy, vandalism, gam¬ 

bling violations, and "other” (e.g., 

strewing tacks on street, killing cats) 29 

Each worker’s term of contact was di¬ 

vided into three equal phases, and the 

frequency of offenses during the initial 

and final phase was compared. 

Seven hundred and fifty-two of the 

1005 offenses were committed during 

the initial and final phases. Of these, 394 

occurred during the initial phase, and 

358 during the final—a reduction of 

9.1%. Considering males only, however, 

614 male crimes accounting for 81.6% 

of all offenses showed an increase of 

I. 3% between initial and final phases. 

In order to localize areas of greater and 

lesser change, a distinction was made 

between "major" and "minor” types of 

offense, in which theft, assault, and al¬ 

cohol offenses, accounting for 70.5% 

of all male offenses, were categorized 

as "major.” On these major offenses the 

male groups showed an increase of 

II. 2%—the older male groups showing 

an increase of 4.7%, and the younger an 

increase of 21.8%. 

In sum, then, it could not be said that 

there was any significant reduction in 

the frequency of known crimes during 

the course of the Project. The modest 

decrease shown by the total sample was 

accounted for largely by the girls and by 

minor offenses; major offenses by boys, 
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in contrast, increased in frequency dur¬ 

ing the course of the Project, and major 

offenses by younger boys increased most 

of all.30 

TRENDS IN COURT APPEARANCES 

The third major index to Project im¬ 

pact was based on court appearance sta¬ 

tistics. The principal research question 

in this area was phrased: "Did the Proj¬ 

ect effect any decrease in the frequency 

with which Project group members ap¬ 

peared in court in connection with 

crimes?”31 The use of court-appearance 

data made it possible to amplify and 

strengthen the measurement of impact 

in three major ways. 1) It permitted 

a considerable time-extension. Previous 

sections describe trends which occurred 

during the actual period of worker con¬ 

tact. Sound determination of impact 

makes it necessary to know how these 

"during” trends related to trends both 

preceding and following the contact 

period. Post-contact trends become par¬ 

ticularly important in light of the 

"negligible change” findings of the "dur- 

ing-contact” period, which raise the 

possibility that the real impact of the 

Project may have occurred following the 

workers’ departure, as a kind of delayed 

reaction response. 2) The data were 

compiled by agencies which were essen¬ 

tially independent of the Project. Al¬ 

though the Project made every attempt 

to recognize, accommodate to, and cor¬ 

rect for the possibility of in-project 

bias,32 exclusive reliance on data col¬ 

lected primarily by those in the employ 

of the Project would admit the possibil¬ 

ity that the objectives or values of Proj¬ 

ect staff would in some way prejudice 

results. Despite some contact between 

Project and court personnel, the opera¬ 

tions of the courts were essentially inde¬ 

pendent of those of the Project, and the 

likelihood that the various courts in 

which group members appeared would 

be influenced in any consistent way by 

Project values or objectives was ex¬ 

tremely small. 3) It made possible the 

application of time-trend measures to 

groups other than those taken by the 

Project as objects of change. The inclu¬ 

sion of a control population as part of 

the basic evaluative design was of vital 

importance. Despite the detail obtain¬ 

able through the continued and intimate 

contact of group and worker, it would 

have been difficult to know, without a 

control population, the extent to which 

the experience of Project group mem¬ 

bers during the contact period was a 

response to worker influence rather 

than a variety of other possible influ¬ 

encing factors. 

Court-appearance data were processed 

in three different ways. The first made 

these data directly comparable with 

the other "during-contact” measures by 

asking—"Was there a significant de¬ 

crease in the frequency with which 

Project group members appeared in 

court in connection with crimes during 

the contact period?” The second ex¬ 

ploited the time-extension potentialities 

of the data by asking—"How did the 

frequency of court appearance during 

the contact period compare with fre¬ 

quency preceding and following this 

period?” The third utilized a control 

population and asked—"Did the court- 

appearance experience of gang members 

worked with by a delinquency control 

project for various periods between the 

ages of 14 and 19 differ significantly 

from the experience of similar gang 

members not so worked with?” 

Contact period trends: Names of the 

205 members of the Project’s intensive 
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contact groups were submitted to the 

state’s central criminal records division. 

Court appearance records were returned 

for all group members with court expe¬ 

rience. These records contained full 

court appearance and correctional com¬ 

mitment data for the 16 year period 

from 1945 to 1961 —at which time 

older group members averaged 23 years 

of age, and younger, 21. It was thus pos¬ 

sible to process the full sample as an age 

cohort in regard to court experience 

between the ages of 7 and 23, and in¬ 

cluding the period of Project contact. 

Each appearance in court on a new count 

for all male group members was tabu¬ 

lated.33 "During-contact” appearance 

trends were analyzed in the same fash¬ 

ion as disapproved and illegal actions. 

The contact term for each group was 

divided into three equal phases, and the 

frequency of appearances during the ini¬ 

tial and final phase was compared. 

Trends in court-appeared offenses 
were essentially the same as trends in 

illegal actions. Group members appeared 

in court in connection with 144 offenses 

during the contact period. Fifty-one ap¬ 

pearances occurred during the initial 

period and 48 during the final—a de¬ 

crease of 5.8%. However, categorizing 

offenses as "major” and "minor” as was 

done in the case of illegal actions 

showed that for major offenses (theft, 

assault, alcohol), 31 appearances oc¬ 

curred during the initial phase and 35 

during the final—an increase of 12.9%34 

There was, therefore, no significant de¬ 

crease in the frequency with which 

group members appeared in court dur¬ 

ing the term of worker contact. Neither 

the slight decrease in all-offense trends 

nor the increase in major offense trends 

proved statistically significant. The fact 

that these "during-contact” court ap¬ 

pearance trends, involving 155 offenses, 

closely paralleled illegal act trends, in¬ 

volving 1005 offenses, served to corrob¬ 

orate both sets of trends, and to rein¬ 

force the finding of "negligible change” 

in legally-violative behavior for the pe¬ 
riod of worker contact. 

Before-during-after trends: Project 

groups: In order to place the "during- 

contact” offense trends in a broader 

time-perspective, it was necessary to 

compare them to rates preceding and 

following the contact period. Since 

group members were of different ages 

during the contact period, data were 

processed so as to make it possible to 

compare the court experience of the sev¬ 

eral groups at equivalent age periods. 

The average age of each group was de¬ 

termined, and the number of court ap¬ 

pearances per group for each six month 

period between the ages of 7 and 23 

was tabulated. One set of results is 

shown in Figure 1. The frequency curve 

of yearly court appearances resembled a 

normal distribution curve, skewed to 

the right. Appearance frequency in¬ 

creased gradually between the ages of 7 

and 16, maintained a high level be¬ 

tween 16 and 20, and dropped off quite 
rapidly after 20. 

The period of maximum frequency 

of court appearances coincided, in gen¬ 

eral, with the period of worker contact. 

Although no single group remained in 

contact with a worker during the full 

period between ages 16 and 20, each of 

the groups experienced contact for pe¬ 

riods ranging from one to two and a 

half years during this period. It could 

not be said, then, that frequency of court 

appearance during the contact period 

was appreciably lower than during the 

pre-contact period; on the contrary, 

groups achieved a peak of appearance 
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-4 PROJECT GROUPS: N = 131*, nCt. CASES = 98 (74.8%)* n APP'CES = 488 
-5 CONTROL GROUPS: N = 112* nCt. CASES = 82 (73.2%)* n APP CES = 477 

NO. Ct. APP'CES. 
PER YEAR 

Fig. 1. Number of court appearances per year: * Ages 7-23. 

*On new charges, all offenses. 

frequency during the period of Project 

service efforts. 
Another way of describing these 

trends is by examining appearance fre¬ 

quency by six month periods. During 

the six months preceding contact there 

were 21 appearances; during the first six 

months of contact there were 29, and 

during the last, 27. In the six months 

following termination appearances rose 

to 39, dropped to 20 for the next six 

months, and rose to 39 for the next. 

Thus, 18 months after project termina¬ 

tion, appearance frequency was at its 

highest point for the total adolescent 

period. 
The yearly appearance curve (Fig¬ 

ure 1) does, however, show two rather 

prominent dips—one at age 15, the 

other at 18. The dip at 15 could not 

have been related to the Project, since 

contact had not yet begun. The dip at 

18, however, occurred at a time when 

each of the three older groups was in 

contact with workers, and thus admits 

the possibility of worker influence/5 It 

is also possible that the post-twenty 

decline may have represented a delayed- 

action effect. Thus, looking at the pe¬ 

riod of worker contact as one phase 

within the overall period of adolescence, 

it would appear that the presence of the 

workers did not inhibit the frequency 

of court appearances, but that a dip in 

appearance frequency at age 18 and a 

drop in frequency after age twenty may 

have been related to the workers’ efforts. 
Comparison of project and control 

group trends: Extending the exami¬ 

nation of offense trends from the dur- 

ing-contact period to "before and af¬ 

ter’’ periods, while furnishing important 
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additional information, also raised addi¬ 

tional questions. Was it just coinciden¬ 

tal that the 16 to 19 peak in court ap¬ 

pearances occurred during the contact 

period—or could the presence of the 

workers have been in some way respon¬ 

sible? Was the sharp decline in fre¬ 

quency of appearances after age 20 a 

delayed action result of worker effort? 

To clarify these questions it was neces¬ 

sary to examine the court appearance 

experience of a control population—a 

set of corner gangs as similar as possible 

to Project gangs, but who had not been 

worked with by the Project. The in¬ 

dexes reported so far have provided in¬ 

formation as to whether significant 

change occurred, but have been incon¬ 

clusive as to the all-important question 

of cause-and-effect (To what extent 

were observed trends related to the 

workers’ efforts?). The use of a control 

population entailed certain risks—pri¬ 

marily the possibility that service and 

control populations might not be ade¬ 

quately matched in some respects—but 

the unique potency of the control 

method as a device for furnishing evi¬ 

dence in the vital area of "cause” out¬ 
weighed these risks. 

Each of the Project’s seven intensive 

service groups was matched with a 

somewhat smaller number of members 

of similarly organized corner gangs of 

similar age, sex, ethnic status, and so¬ 

cial status. Most of these groups hung 

out in the same district as did Project 

groups, and their existence and mem¬ 

bership had been ascertained during the 

course of the Project. Since the total 

membership of the Control groups was 

not known as fully as that of Project 

groups, it was necessary in some in¬ 

stances to match one Project group with 

two Control groups of similar status 

characteristics. By this process, a popu¬ 

lation comprising 172 members of 11 

corner gangs was selected to serve as a 

control population for the 205 members 

of the seven project gangs. Court ap¬ 

pearance data on Control groups were 

obtained, and the groups were proc¬ 

essed as an age cohort in the same man¬ 

ner as Project groups. 

The court appearance frequency 

curves for Project and Control groups 

are very similar (See Figure 1). If the 

two dips in the Project curve are elim¬ 

inated by joining the peaks at 14, 16 

and 20, the shape of the two curves be¬ 

comes almost identical. Both curves 

show a gradual rise from ages 7 to 16 or 

17, maintain a high level to age 20, and 

drop rapidly between 20 and 23. Fig¬ 

ure 2 compares Project and Control 

groups according to the number of in¬ 

dividuals per year per group to appear 

in court, rather than according to the 

number of appearances per year per 

group. On this basis, the similarity be¬ 

tween Project and Control curves be¬ 

comes even more marked. The dip at 

age 14 in the Project appearance curve 

(Figure 1) flattens out, and both Proj¬ 

ect and Control groups show a dip at 

age 18, making the Project and Con¬ 

trol curves virtually identical.36 

The unusual degree of similarity be¬ 

tween the court appearance curves of 

Project and Control groups constitutes 

the single most powerful piece of evi¬ 

dence on Project impact obtained by 

the research. The fact that a group of 

similar gangs not worked with by the 

Project showed an almost identical de¬ 

crease in court appearance frequency 

between ages 20 and 23 removes any 

reasonable basis for attributing the post- 

20 decline of Project groups to worker 

efforts. Indeed, the high degree of over- 
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Fig. 2. Number of individuals appearing in court per year:* Ages 7-23. 

*At least once, on new charges, all offenses. 

all similarity in court appearance expe¬ 

rience between "served” and "unserved” 

groups makes it most difficult to claim 

that anything done by the Project had 

any significant influence on the likeli¬ 

hood of court appearance. 

Project and Control groups show 

equally striking similarities in regard to 

three additional measures—the propor¬ 

tion of individuals who had appeared 

in court by age 23, the proportion who 

had re-appeared, and the number of ap¬ 

pearances per individual. Of 131 mem¬ 

bers of four male Project groups, 98, 

or 74.8%, had appeared in court at least 

once by age 23. The fact that 75% of 

the members of gangs worked with by 

social workers had nevertheless appeared 

in court by age 23 would in itself appear 

to indicate very limited Project impact. 

This finding, however, still admits the 

possibility that appearance frequency 

might have been even higher in the 

absence of the workers, or conversely, 

that the high figure was in some way 

a consequence of the workers’ efforts. 

Both of these possibilities are weak¬ 

ened by the Control cohort figures. Of 

112 members of five male groups not 

worked with by the Project, 82, or 

73.2%, had appeared in court by age 23 

—almost exactly the same percentage 

shown by Project groups.37 
The possibility still remains that 

Project group members, once having 

appeared in court, would be less likely 

than Control members to reappear. This 

was not the case. Of 98 members of 

Project groups who appeared in court 

at least once, 72, or 73.5%, appeared 

at least once again; of 82 Control group 

members who appeared at least once, 

61, or 743%, appeared at least once 

more. A further possibility exists that 

while similar proportions of individuals 

might have appeared in court, Project 

group members might have made fewer 

appearances per individual. However, 

Project and Control groups were also 

similar in this respect. Ninety-eight 
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Project members who appeared in court 

between the ages of 7 and 23 appeared 

488 times, or 5.0 appearances per indi¬ 

vidual. Eighty-two Control males ap¬ 

peared 447 times, or 5.4 appearances 

per individual. These figures, while not 

as close to identity as the outcome fig¬ 

ures, fail to show a statistically signifi¬ 

cant difference. The unusual degree of 

closeness in all these court appearance 

measures for male Project and Control 

groups provides a firm basis for conclud¬ 

ing that Project impact on the likelihood 

of court appearance was negligible. 

SUMMARY OF "IMPACT” FINDINGS 

It is now possible to provide a defi¬ 

nite answer to the principal evaluative 

research question—"Was there a signif¬ 

icant measurable inhibition of law-vio¬ 

lating or morally-disapproved behavior 

as a consequence of Project efforts?” 

The answer, with little necessary quali¬ 

fication, is "No.” All major measures of 

violative behavior—disapproved actions, 

illegal actions, during-contact court 

appearances, before-during-after appear¬ 

ances, and Project-Control group ap¬ 

pearances—provide consistent support 
for a finding of "negligible impact.” 

There was a modest decrease, during 

the period of worker contact, in the 

frequency of disapproved actions in 14 

areas of behavior—but much of this 

reduction was due to a decrease in a 

single area—school-oriented behavior. 

The overall change in the other 13 areas 

was only -2.3%.38 The total number 

of illegal actions engaged in by group 

members also decreased slightly, though 

not significantly, during the course of 

the Project. Most of this reduction, 

however, was accounted for by minor 

offenses; major offenses showed a slight 

increase. Similarly, while there was a 

small decrease in the frequency of all 

categories of court-appeared offenses, 

major offenses showed an increase. Ex¬ 

amining the group members’ court- 

appearance trends between the ages 7 

and 23 showed that court appearances 

were most frequent during the age- 

period when Project workers were with 

the groups. The possibility that a pro¬ 

nounced decrease in court-appearance 

frequency after age 20 represented a 

delayed response to the Project was 

weakened by the fact that a similar de¬ 

cline occurred in the case of a set of sim¬ 

ilar gangs not worked with by the 

Project, and which, in fact, showed ex¬ 

tremely similar court appearance trends 

both before, during, and after the age 

period during which Project groups 
were in contact with workers. 

The fact that the various measures 

of impact are mutually consistent in¬ 

creases confidence in the overall "negli¬ 

gible impact” finding. Not only do the 

several indexes delineate similar trends 

in regard to the direction and magni¬ 

tude of change (e.g., "during-period” 

change in disapproved actions, -4.0%; 

in illegal actions, —9.1%; in court ap¬ 

pearance frequency, —5.8%), but also 

show a high degree of internal consist¬ 

ency in other respects. For example, the 

rank position of the five male groups in 

the degree of reduction in violative be¬ 

havior shown by the three major indexes 
was very similar.39 

Two previous papers reporting im¬ 

pact findings of the Midcity Project 

conveyed the impression of a limited 

but definite reduction in delinquency.49 

Why does the present report support a 

different conclusion? In the first place, 

present findings are based on new data 

not available in 1957 and ’59, as well as 

on more extensive analysis of data then 
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available. Both previous papers stated 

that reported results were preliminary, 

and cited the possibility of modifica¬ 

tion by future analysis.41 Second, present 

data focus more directly on the specific 

experience of a specific target popula¬ 

tion; some of the previous impact find¬ 

ings were based on less focused indexes 

of general community trends, in which 

the behavior of the Project’s target 

groups was not as directly distinguish¬ 

able. Third, the "before” and "after” 

time extension made possible by the use 

of court data show some previously re¬ 

ported trends to have been relatively 

temporary fluctuations. Fourth, the use 

of a control population made it possible 

to anchor results more firmly by show¬ 

ing that important observed trends 

were common to both Project and non- 

Project groups, thus making possible a 

better determination of the extent to 

which "during” Project variation was in 

fact related to the workers’ efforts. 

The Efficacy of Project 

Control Methods 

Which of the Project’s methods were 

"tested” by the "negligible impact” find¬ 

ings? This complex question can be ad¬ 

dressed only briefly here. It is evident 

that it was those methods which were 

most extensively employed or success¬ 

fully executed which were shown most 

directly to have been least effective in 

inhibiting delinquency. Fifteen separate 

methods or techniques were cited ear¬ 

lier in connection with the three major 

programs (Community Organization, 

Family Service, Gang Work) of the 

Midcity Project. Of these, seven could 

be designated as extensively employed 

or successfully executed: establishment 

of district citizens’ council; locating and 

contacting adolescent corner gangs; es¬ 

tablishing relationships with gang mem¬ 

bers; effecting formal organization and 

involvement in organized recreational 

activity; provision of access to adult in¬ 

stitutions; provision of adult role-model. 

It is to these seven methods that the 

"negligible impact” finding applies 

most directly. Of these, "recreation” is 

already recognized quite widely to be of 

limited effectiveness as an exclusive 

method; "relationship” is still seen in 

many quarters as quite effective; "adult 

role-model” was also found, by the 

Cambridge-Somerville Project, to have 

had little effect. Of two aspects of "ac¬ 

cess-provision”—enabling youngsters to 

avail themselves of existing opportu¬ 

nities, and altering larger societal insti¬ 

tutions so as to create new opportuni¬ 

ties—the Project achieved the former 

but exerted limited systematic effort in 

regard to the latter, so that this aspect of 

access-provision was only minimally 
tested. 

Six methods could be characterized 

as less extensively employed or imple¬ 

mented with only moderate success: for¬ 

mation of citizens’ groups; coordination 

of efforts of youth groups and adult citi¬ 

zens’ groups; coordination of family- 

service agencies; treatment of "chronic 

problem” families; psycho-dynamic 

counseling and therapy; group dynam¬ 

ics. Some of these programs continued 

beyond the Project’s three year demon¬ 

stration period, but there is as yet no 

evidence available that any of these have 

had an impact on delinquency substan¬ 

tially different from that of the "best- 

tested” methods. 

Two final methods—effecting con¬ 

certed effort between citizens’ groups 

and professional agencies, and coordi¬ 

nating the varied efforts of professional 

agencies themselves—were implemented 
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only minimally. It is to these methods, 

then, that the "negligible impact” find¬ 

ing has least applicability. However, 

this failure of effectuation, especially in 

the area of inter-agency cooperation, 

was achieved only after extensive ex¬ 

penditure of effort, which might sug¬ 

gest that the cost of implementing this 

type of method, whose potential impact 

on delinquency is as yet undetermined, 

might not be commensurate with the 

degree of delinquency-reduction it could 

perhaps produce. 
In addition, granting that some of 

the Project’s methods were tested less 

fully than others, the fact that all 15 

(and others) were applied concurrently 

and in concert also constituted a test of 

the "synergism” concept—that the si¬ 

multaneous and concerted application of 

multiple and diverse programs on dif¬ 

ferent levels will produce an impact 

greater than the summed impact of the 

component programs. Thus the total- 

community-multiple-programs approach, 

as executed by the Midcity Project, also 

fell within the category of methods best 

tested by the finding of "negligible im¬ 

pact.” 

In evaluating the significance of these 

"negligible impact” findings three con¬ 

siderations should be borne in mind. 

The first concerns the scope and nature 

of the question to which "negligible 

impact” is an answer, the second the 

level on which the answer is presented, 

and the third the value of the Project to 

delinquency control as a larger enter¬ 

prise. 

The phrasing of the principal evalu¬ 

ative research question tests the effec¬ 

tiveness of the Project against a single 

and central criterion—the measurable 

inhibition of explicitly violative behav¬ 

ior of a designated target population. 

The Project had considerable impact in 

other areas. To cite only two of these; 

the establishment of the control project 

and the spread of knowledge as to its 

existence had a calming effect on the 

adult community. Pre-Project gang ac¬ 

tivities in Midcity had activated a sense 

of fear among many adults, and a feel¬ 

ing of helplessness in the face of actual 

and potential violence. Simple knowl¬ 

edge of the existence of the Project 

served to alleviate the community’s 

sense of threat, in that there was now 

an established locus of responsibility for 

gang crime. The fact that something 

was being done was in itself important 

quite independent of the possible effec¬ 

tiveness of what was being done. 

The Project was also instrumental in 

establishing new delinquency-control or¬ 

ganizations, and left the community a 

legacy of organizations and programs 

which it had either brought into being 

or taken primary responsibility for. 

Among these were the District Commu¬ 

nity Council organized by Project staff, 

the project for providing direct serv¬ 

ice to "chronic problem” families, an an¬ 

nual sports award dinner for the youth 

of the community, and a permanent 

program of area work administered by 

the municipal government. The organi¬ 

zational plan of this latter enterprise was 

drawn up before Project termination, 

so that the municipal delinquency con¬ 

trol bureau, once established, was able 

to extend the general approach of the 

Project to the entire municipal area.42 

While the value of these organized en¬ 

terprises must also be measured against 

the same "impact on delinquency” cri¬ 

terion which was applied to the Project, 

it is clear that their existence was one 

tangible product of the Project. 

A second consideration concerns the 

"level” of the reported findings. Data 

presented in connection with each of 
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the major indexes to impact are at the 

most gross analytical level—that is, they 

neither specify nor analyze systemati¬ 

cally the internal variation of the re¬ 

ported trends in three important re¬ 

spects—variations among the several 

groups, variations among the several be¬ 

havior areas, and liner fluctuations over 

time. The finding of "negligible im¬ 

pact” encompasses, most accurately, all 

analyzed forms of behavior of all an¬ 

alyzed groups for extended periods. In¬ 

ternal analyses not reported here show 

that some groups showed considerable 

change in some areas, and that some 

areas showed considerable change for 

some groups. Further, while initial and 

final levels of violative behavior in many 

instances showed little difference, a 

good deal of turbulence or fluctuation 

characterized intervening periods. The 

flat "negligible impact” statement, then, 

by concealing a considerable degree of 

internal variability, obscures the fact 

that there was differential vulnerability 

to change in different areas and for dif¬ 

ferent groups. Fuller analyses of these 

variations, along with the methods asso¬ 

ciated with greater and lesser vulnerabil¬ 

ity, will furnish specific policy guides 

to more and less strategic points of in¬ 
tervention. 

A final consideration concerns the 

"value” of the Project in the face of its 

"negligible inhibition of delinquent be¬ 

havior” outcome. There can be an im¬ 

portant distinction, obscured by the 

term "evaluation” between the "effect” 

of an enterprise and its "value.” The 

Midcity Project was established to test 

the possible effectiveness of its several 

approaches. These were in fact tested, 

and the Project was thus successful in 

the achievement of its "demonstration” 

objective. The evaluation model used 

here, based on multiple indexes to 

change, and using the "behavioral event” 

as a primary unit of analysis, can be 

applied in other instances where the im¬ 

pact of a specific change enterprise is at 

issue. Even more important, perhaps, is 

the fact that the process of gathering 

and analyzing the great bulk of data 

necessary to furnish a sound answer to 

the question of impact also produced a 

large volume of information of direct 

relevance to basic theoretical questions 

as to the origins of gangs and of gang 

delinquency. These findings also bear 

directly on a further question of consid¬ 

erable importance—"Why did the Proj¬ 

ect have so little impact on delin¬ 

quency?”—a question to be addressed 

in some detail in future reports.43 

NOTES 

1 The principal current example is the extensive "Mobilization for Youth” project 
now underway in the Lower East Side of Manhattan. Present plans call for over 30 sepa¬ 
rate "action” programs in four major areas of work, education, community, and group 
service. The project is reported in detail in "A Proposal for the Prevention and Control 
of Delinquency by Expanding Opportunities,” New York City: Mobilization for Youth, 
Inc. (December, 1961), and in brief in ''Report on Juvenile Delinquency,” Washing¬ 
ton: Hearings of the Subcommittee on Appropriations, I960, pp. 113—116. 

2 See Lester Houston and Lena DiCicco, "Community Development in a Boston Dis¬ 
trict,” on file United Community Services of Boston, 1956. 

3 See David M. Austin, "The Special Youth Program Approach to Chronic Problem 
Families,” Community Organization Papers, New York City: Columbia University 
Press, 1958. Also, Joan Zilbach, "Work with Chronic Problem Families: A Five Year 
Appraisal,” Boston: on file Judge Baker Guidance Center, 1962. 
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4 A brief description of the background of this method appears on p. 406 of Walter 
B. Miller, "The Impact of a Community Group Work Program on Delinquent Corner 
Groups,” The Social Service Review, 31 (December, 1957 ), pp. 390-406. 

0 The term "lower class” is used in this paper to refer to that sector of the population 
in the lowest educational and occupational categories. For the purposes of Project statis¬ 
tical analyses, those census tracts in Midcity were designated as "lower class” in which 
50% or more of the adult residents had failed to finish high school, and 60% or more of 
resident males pursued occupations in the bottom five occupational categories delineated 
by the 1950 United States Census. Nineteen of the 21 census tracts in Midcity were des¬ 
ignated "lower class” by these criteria. Within lower class, three levels were distin¬ 
guished. "Lower-class 3” included census tracts with 80% or more of adult males in the 
bottom five occupational categories and 70% or more of the adults in the "high-school 
non-completion” category; "Lower-class 2” included tracts with 70-80% males in low 
occupations and 60-70% adults not having completed high school; "Lower-class 1,” 60- 
70% low occupation males, 50-60% high school non-completion. Of the 6,500 adoles¬ 
cents in Midcity, 17.5% lived in Lower-class 3 tracts; 53.1% in Lower-class 2, and 
20.4% in Lower-class 1. The remaining 8.8% were designated "middle class.” Project 
gangs derived primarily from Lower-class 2 and 3 areas; studied gangs comprised ap¬ 
proximately 16% of the adolescent (13-19) Lower-class 2 and 3 population of the 
study area—roughly 30% of the males and 4% of the females. 

6 Beyond this crude distinction between "locality-based” gangs and "other” types, a 
more systematic typology of Midcity gangs cannot be presented here. Karl Holton also 
distinguishes a locality-based gang ("area gang”) as one type in Los Angeles County, 
and includes a classic brief description which applies without modification to the Mid¬ 
city type. Karl Holton, "Juvenile Gangs in the Los Angeles Area,” in Hearings of the 
Subcommittee on Juvenile Delinquency, 86th Congress, Part 5, Washington, D.C.: 
(November, I960), pp. 886-888. The importance of the "locality-based” typological 
distinction in this context is to emphasize the fact that Project gangs were not "emer¬ 
gent” groups organized in response to some common activity interest such as athletics, 
or formed around a single influential "magnetic” youngster, or organized under the in¬ 
fluence of recreational or social work personnel. The gang structure pre-existed the Proj¬ 
ect, was coordinate with and systematically related to the kinship structure, and was 
'multi-functional” and "versatile” in that it served as a staging base for a wide range of 
activities and served a wide range of functions, both practical and psychological, for its 
members. 

7 The age-class system of Midcity closely resembles that of the Otoro of Central Sudan 
as described by Asmarom Legesse, "[Some East African Age-] Class Systems,” Special 
Paper, Graduate School of Education, Harvard University, May 1961 and S. F. Nadel, 
The Nuba, London: Oxford University Press, 1947, pp. 132-146. The Otoro age-class 
system, one of the simplest ... in eastern Africa” is in operation between the ages of 
11 and 26 (in contrast to other systems which operate during the total life span), and 
comprises five classes formed at three-year intervals (Class I, 11-14; II, 14-17; III, 17- 
20; IV, 20—23; V, 23—26). The Midcity system, while less formalized, operates roughly 
between the ages of 12 and 23, and generally comprises four classes with new classes 
forming every two to four years, depending on the size of the available recruitment 
pool, density of population, and other factors. (Class I [Midgets] 12-14; II [Juniors] 

14-16; III [Intermediates] 16-19; IV [Seniors] 19-22.) Otoro age classes, like Midcity’s, 
are "multi-functional” in that they form the basis of athletic teams, work groups, and 
other types of associational unit. 
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8 Project "action” methods have been described briefly in several published papers; 
David M. Austin, "Goals for Gang Workers,” Social Work, 2 (October 1957), pp. 43- 
50; Ethel Ackley and Beverly Fliegel, "A Social Work Approach to Street-Corner Girls,” 
Social Work, 5 (October I960), pp. 27—36; Walter B. Miller, "The Impact of a Com¬ 
munity Group Work Program on Delinquent Corner Groups,” op cit.; and "Preventive 
Work with Street-Corner Groups: Boston Delinquency Project,” The Annals of the 

American Academy of Political and Social Science, 322 (March 1959), pp. 97—106, 
and in detail in one unpublished report, David Kantor and Lester Houston, Methods of 

Working with Street Corner Youth, 1959, mimeo, 227 pp., on file Harvard Student 
Volunteers Project. 

9 Extensive discussion of the specific techniques of contact, role-identity establishment 
and relationship maintenance is included in Kantor and Houston, ibid. 

10 Research methods for categorizing worker-group relationships according to inten¬ 
sity and intimacy will be cited in future reports. 

11 Further elaboration of the rationale behind the "group-organization-and-activity” 
method, as well as some additional detail on its operation, is contained in David Austin, 
"Goals for Gang Workers,” op. cit., p. 49, and Walter B. Miller, ('The Place of the Or¬ 

ganized Club in Corner-Group Work Method, Boston: on file Special Youth Program, 
mimeo, 7 pp. (November, 1956). 

12 Project research data made it possible to determine the relative amount of worker 
effort devoted to various types of activity. The frequency of 12 different kinds of activity 
engaged in by workers toward or in behalf of group members ("worker functions”) 
was tabulated for all 7 workers. Of 9958 recorded worker functions, 3878 were executed 
in connection with 22 organizations or agencies. Of these "institutionally-oriented” func¬ 
tions, workers acted in the capacity of "intermediary” for group members 768 times 
(19.8%), making "intermediation” the second most frequent type of "institutionally- 
oriented” worker function. The most frequent function was the exercise of "direct in¬ 
fluence” (28.7 % ), to be discussed in the next section. Thus about one-half of all institu¬ 
tionally-oriented worker activity involved two functions—acting as intermediary and 
engaging in direct influence efforts. Of the 768 intermediary functions, 466 (60.7%) 
were exercised in connection with 6 kinds of organizations or groups—business organ¬ 
izations, schools, social welfare agencies, families, and other gangs. 

13 A description of the use of group-dynamics techniques by Project workers is in¬ 
cluded in A. Paul Hare, "Group Dynamics as a Technique for Reducing Intergroup Ten¬ 
sions,” Cambridge: Harvard University, unpublished paper, 1957, pp. 14—22. 

14 For the frequency of use of "direct influence” techniques, see footnote 12. 
15 A previous report, "Preventive Work with Street-Corner Groups: Boston Delin¬ 

quency Project,” op cit., p. 106, cited certain factors which made it difficult to execute 
some project methods as fully as might have been desired. With greater perspective, de¬ 
rived both from the passage of time and increased knowledge of the experience of 
other projects, it would now appear that the Midcity Project was relatively less impeded 
in this regard than many similar projects, especially in regard to difficulties with police, 
courts, and schools, and that from a comparative viewpoint the Project was able to pro¬ 
ceed relatively freely to effect most of its major methods. 

16 Events attending the inception of the Midcity Project are cited in "The Impact of a 
Community Group Work Program on Delinquent Corner Groups,” op. cit., and in Wal¬ 
ter B. Miller, "Inter-Institutional Conflict as a Major Impediment to Delinquency Pre¬ 
vention,” Human Organization, 17 (Fall 1958), pp. 20-23. 

17 Research methods were complex, utilizing a wide range of techniques and ap- 
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proaches. A major distinction was made between "evaluative” (measurement of impact) 

and "informational” (ethnographic description and analysis) research. No detailed ac¬ 

count of research methods has been published, but brief descriptions appear in "The Im¬ 
pact of a Community Group Work Program on Delinquent Corner Groups,” op. cit., 

pp. 392—396, and "Preventive Work with Street-Corner Groups: Boston Delinquency 

Project,” op cit., pp. 99—100, passim. A somewhat more detailed description of one kind 

of content analysis method used in an earlier pilot study, and modified for use in the 
larger study, appears in Walter B. Miller, Hildred Geertz and Henry S. G. Cutter, "Ag¬ 

gression in a Boys’ Street-Corner Group,” Psychiatry, 24 (November 1961), pp. 284- 
285. 

18 Detailed analyses of changes in "non-violative” forms of behavior (e.g., frequency 

of recreational activities, trends in "evaluatively neutral” behaviors) as well as more 

generalized "change-process” analyses (e.g., "structural” changes in groups—factions, 

leadership; overall patterning of change and relations between changes in violative and 

non-violative patterns) will appear in Walter B. Miller, City Gangs: An Experiment in 
Changing Gang Behavior, John Wiley and Sons, in preparation. 

19 The "study population” toward which these questions were directed was the 205 

members of the seven corner gangs subjected to "intensive service” by workers. (See pp. 
169-170.) Unless otherwise specified, the term "Project Groups” will be used to refer to 
this population. 

20 A brief discussion of the complexities of the "multiple-moral-norm” system of the 

United States is contained in William C. Kvaraceus, Walter B. Miller, et al, Delinquent 
Behavior: Culture and the Individual, Washington: National Education Association of 
the United States, 1959, pp. 46-49. 

21 This four-type distinction is very gross; a range of subsystems could be delineated 
within each of the four cited "systems.” 

22 8870 pages of typescript records were subjected to coding. Of these, 6600 pages 

were self-recorded field reports by workers; 690 pages were worker reports to the Proj¬ 

ect Director; 640 were field reports and interviews by research staff; 150 were tape-re¬ 

corded transcriptions of group interaction. A brief description of the principles of the 

data-coding system, based on the concept of the "object-oriented-behavior-sequence,” is 

included in Ernest Lilienstein, James Short, et al, "Procedural Notes for the Coding of 

Detached Worker Interviews,” Chicago: University of Chicago Youth Studies Program 
(February 1962), pp. 2-7. 

~3 These 14 were selected because they included the largest numbers of recorded 

events, and because they represented a range of behaviors along the dimension "high 
violative potential” (theft, assault) through "low violative potential” (church, family- 
oriented behavior). 

24 Examples of approved and disapproved actions and sentiments in the area of drink¬ 

ing are as follows: Approved action; "refusal to buy or accept liquor”: disapproved ac¬ 

tion; getting drunk, going on a drinking spree”: approved sentiment; "stated intention 

to discontinue or reduce frequency of drinking”: disapproved sentiment; "bragging of 
one’s drinking prowess.” 

25 Selected findings in regard only to disapproved actions are reported here. Future re¬ 

ports will present and analyze trends in both actions and sentiments, and in approved, 
disapproved and evaluatively-neutral forms, and the relations among these. 

26 Chi-square was used to test significance. For all fourteen behavior areas for all 

seven groups, chi-square was 4.57 (one d.f.), which was significant between the .02 and 

.05 level. However, almost all the "change” variance was accounted for by the single area 
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which showed a significant reduction (chi-square for "school” was 14.32, significant be¬ 

yond the .01 level). The other 13 behavior areas, accounting for 91-6% of the evaluated 

actions, showed a reduction of only 2.3%. Chi-square was 1.52 (one d.f.) which fails of 

significance. Chi-square for the one significant change group (Junior Outlaws) was 9-21, 

significant at the .01 level. However, omitting the one "significant change” behavior area 

(school) from consideration, chi-square for the remaining 90% of Junior Outlaws be¬ 

havior areas was 3.19—which fails of significance at the .05 level. 

27 Rank-difference correlation between "reduction in disapproved actions” and "lower 

social status” was —.82. The fact that this kind of association (the lower the social status 

the less change) appeared frequently in analyses of specific forms of behavior attests to 

the strength of the influence of group social status on patterns of delinquency and vul¬ 

nerability to change efforts. 

28 The availability to the Project of both official and unofficial statistics on crime fre¬ 

quency made it possible to derive "conversion ratios” showing the proportion of crimes 

recorded by official agencies to those recorded by the Project. These ratios will be re¬ 

ported in greater detail in City Gangs, op. cit.; in brief, ratios of "Project-recorded” to 

"court-appeared” offenses were as follows. For all categories of offense for both sexes, 

15% of known crimes resulted in court action. For males only this ratio was 16%; fewer 

than 1 % of recorded female crimes were court processed. The highest ratio was in the 

case of theft-type offenses by males; about 25% were court processed. About 10% of 

male drinking and assaultive offenses resulted in court appearance. 

29 Determination of illegality was based on the offense classifications of the Massa¬ 

chusetts Penal Code. The complexities of definition of the various offense categories can¬ 
not be detailed here, but most categories represent higher level generality definitions 

than those of the code. For example, the category "theft” is used here to include all forms 

of unlawful appropriation of property, thus subsuming the more than 30 distinctions of 

the Penal code, e.g., robbery, armed, unarmed; larceny, grand, petty; burglary, etc.). 

Non-theft auto violations are included under "other” since so few were recorded; simi¬ 

larly, narcotics violations, a major form of crime from a "seriousness” point of view, are 

included under "other” since virtually no instances were recorded. 

30 None of these changes proved significant on the basis of chi-square. Chi-square for 

the largest change, the increase of 21.8% for the younger males, was 3.32, which is just 

below the .05 level. More detailed analyses of these trends, broken down according to 

type of offense, sex, age, etc., will be presented in City Gangs, op. cit. 

31 Phrasing the question in this way was one of the devices used to accommodate the 

difficulties in using statistics compiled by official agencies. This phrasing takes the court 

appearance itself as an essentially independent index of impact; it does not assume any 

systematic connection between frequency of court appearance and frequency of criminal 

behavior. Having separate measures of Project-recorded and court-processed crimes 

(See footnote 28) makes possible separate computations of these ratios. Further, since 

court-appeared crime rather than committed crime can be seen, from one perspective, as 

the more serious social problem, Project impact on the likelihood of appearance itself 

can be taken as one relatively independent measure of effectiveness. 

32 The technical and methodological devices for accommodating to or correcting for 

the possibility of in-project bias will be detailed in future reporting. 

33 Out of 145 "during-contact” court appearances, only one involved a girl. Since 155 

illegal acts involved females, this supports the frequently reported finding that females 

are far less likely to be subjected to official processing for crimes than males. All follow¬ 

ing figures, therefore, refer to males only. 
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34 Neither of these changes was statistically significant, testing with chi-square and 

Fisher’s Exact Test. The three "major” offenses showed differing trends—with "theft” 

showing some decrease (23 to 19), "assault” remaining about the same (5 to 6) and 

"Alcohol” showing a considerable increase (3 to 10). "Minor” crimes decreased from 

20 to 13. These trends will be reported and analyzed more fully in future reports. 

35 'phis "dip” phenomenon—a lowering of the frequency of violative behavior during 

the "middle” phase of worker contact—was also noted in connection with a somewhat 

different kind of processing of illegal acts reported in "Preventive Work with Street- 

Corner Groups: Boston Delinquency Project,” op. cit., p. 100. Currently available data 
make it possible to amplify and modify the interpretation presented in the earlier paper. 

36 The implications of these court-appearance frequency trends transcend their utility 
as a technique for "controlling” for worker influence. One implication will be cited in 

footnote 43; more detailed interpretation and analysis, with special attention to the rela¬ 

tive influence of worker activity and subcultural forces on the shape of the curves will 

be included in City Gangs, op. cit. Also included will be greater detail on the process of 
locating, selecting, matching and processing the control population. 

37 The finding of negligible difference in court appearance frequency between Project 

and Control groups parallels the findings of the Cambridge-Somerville Youth Study 

—one of the few delinquency control projects to report findings of careful evaluative re¬ 
search (Edwin Powers and Helen Witmer, An Experiment in the Prevention of Delin¬ 

quency, New York: Columbia University Press, 1951). It was found that 29.5 % of a 325 
boy treatment group had appeared in court by the time the oldest boys were 21, as com¬ 

pared with 28.3% of a 325 boy control group (p. 326). Despite differences in methods 

(Cambridge-Somerville used primarily individually-focused counseling) and client 

populations (Cambridge-Somerville boys were less delinquent), the degree of similarity 
between the two projects in treatment and control outcomes is striking. 

38 It is possible that the decrease in disapproved school-oriented actions was due largely 
to a decrease in the frequency of truancy brought about by the fact that many of the 

earlier period truants had, by Project termination, passed the age at which school attend¬ 

ance was compulsory, thus ending their truancy. This possibility will be tested as part of 
a detailed analysis of change trends in each behavior area. 

39 Rank-difference correlation coefficients were as follows: disapproved acts and illegal 

acts +.80; disapproved acts and court appearances +.87; illegal acts and court ap¬ 

pearances, + .97. Even with the small N of 5, the good correspondence between disap¬ 

proved acts and court appearances is impressive, since the data for the two rank series 
were derived from completely independent sources. 

40 The Impact of a Community Group Work Program on Delinquent Corner 

Groups,” op. cit., pp. 390-406, and "Preventive Work with Street-Corner Groups: Bos¬ 
ton Delinquency Project,” op. cit., pp. 97—106. 

41 It is similarly possible that some of the results cited here will be modified in the 

final Project report, especially in areas where more extensive internal analysis will ena¬ 
ble fuller interpretations of reported trends. 

4” See D. Austin, "Recommendations for a Municipal Program of Delinquency Pre¬ 
vention,” mimeo, 7 pp., United Community Services of Boston, 1957. 

43 Factors accounting for the limited impact of Project efforts will be treated in detail 

in City Gangs, op. cit. The explanatory analysis will forward the thesis that culturally- 

derived incentives for engaging in violative behavior were far stronger than any counter¬ 

pressures the Project could bring to bear. This explanation will derive from a general 

theory of gang delinquency whose central proposition, to be expanded at length, will be 
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that patterned involvement in violative behavior by gangs of the Midcity type occurs 

where four cultural "conditions” exist concurrently-—-maleness, adolescence, urban resi¬ 

dence, and low-skill laboring class status. Each of these conditions is conceptualized as a 
particular type of subcultural system—each of whose "demanded” sets of behavior, taken 

separately, contribute some element of the motivation for engagement in gang delin¬ 

quency, and whose concerted operation produces a subcultural milieu which furnishes 

strong and consistent support for customary involvement in criminal behavior. Data on 

"impact” presented here document the influence of two of these conditions—age status 

and social status. Court-appearance frequency trends (Figures 1 and 2) would appear 
to indicate that the single most important determinant of the frequency of that order of 

criminal behavior which eventuated in court appearance for Midcity male gangs was 

age, or more specifically, movement through a series of age-based subcultural stages. 

Commission of criminal acts of given types and frequency appeared as a required con¬ 

comitant of passing through the successive age-stages of adolescence and a prerequisite 

to the assumption of adult status. The influence of these age-class demands, on the basis 

of this and other evidence, would appear to exceed that of other factors—including con¬ 

ditions of the family, school, neighborhood or job world; police arrest policies, sentenc¬ 

ing, confinement, probation and parole policies, and others. Data on social status (e.g., 

footnote 27, passim) along with much additional data not reported here, indicate a sys¬ 

tematic relationship between social status within the lower class, and delinquency. 1. 

Within the 21 gang sample of the Midcity study, crime was both more prevalent and 

more serious among those whose social status, measured by occupational and educational 

indexes, was lowest. 2. Relatively small differences in status were associated with rela¬ 

tively large differences in patterned behavior; as lower status levels were approached, 

delinquency incidence increased exponentially rather than linearly; this indicates the 

necessity of making refined intra-class distinctions when analyzing the social "location” 

of criminal behavior. 3- Groups of lower social status showed the least reduction in viola¬ 

tive forms of behavior; this lower vulnerability to change efforts would indicate that 

violative behavior was more entrenched, and thus more central to the subcultural system. 



26. An Intensive Treatment Program for Psychiatric 

Inpatients: A Description and Evaluation 

Walter Gove and John E. Lubach 

The traditional strategy of treatment 

designed to alleviate severe psychiatric 

disturbance has been to remove the pa¬ 

tient from his normal community set¬ 

ting for a prolonged period while a 

"cure” is being effected. This strategy 

is based on the assumption that psychi¬ 

atric disturbances stem from an intra¬ 

personal disorder which can be corrected 

only by treatment over an extended 

period, after which the patient can re¬ 

sume his previous roles in the commu¬ 

nity. A major difficulty with this as¬ 

sumption is that, after a prolonged 

absence, the patient cannot re-enter the 

community and start again exactly 

where he left off. During his extended 

separation from the community his fam¬ 

ily may have adjusted to living without 

him, his friends may have grown accus¬ 

tomed to his absence, and his job may 

have been filled by someone else. Fur¬ 

thermore, hospital procedures are de¬ 

signed to insure control and order and 

do not usually allow, much less encour¬ 

age, the patient to assume responsibility 

for his own welfare and to behave in 

ways appropriate for the community. 

Thus, if the patient has an extended stay 

in the hospital, the skills he needs for 

performing effectively in the community 

will gradually atrophy (Wing, 1962), 

and he will develop a new set of skills 

which are adapted to a setting, where 

the patient is defined as a potential dan¬ 

ger to himself if not to others (Goff- 

man, 1961; Dunham and Weinberg, 

I960). Therefore, as is implied by Goff- 

man (1961), Lemert (1951), Scheff 

(1966), and others, the potential ther¬ 

apeutic benefits of psychiatric hospitali¬ 

zation are in danger of being offset by 

the problems arising from the patient’s 

prolonged separation from community 

roles and from his socialization into an 

institutional setting. 

An alternative strategy for treating 

severe psychiatric disturbances is to shift 

the focus of therapeutic efforts away 

from a concern with "curing” any pre¬ 

sumed underlying intra-personal dis¬ 

order. Instead, treatment would first 

concentrate on the rapid termination 

of the acute disturbance that precipi¬ 

tated hospitalization, especially the crit¬ 

ical symptoms of disordered thought, 

acute anxiety and distress. As soon as 

the patient’s acute disturbance is brought 

under control, the focus of treatment 

would shift to enabling the patient to 

return to his community roles. If many 

of the shortcomings of traditional men¬ 

tal hospital treatment programs stem 

from the problems of socialization and 

This program was supported in part by Public Service Research Grant 5-R1-MH- 
00898, from the National Institute of Mental Health. Reprinted with permission from 
Journal of Health and Social Behavior, Vol. 10, 1969, pp. 225-236. 
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readjustment that such programs create, 
this alternative program should be more 
effective in preventing chronicity. 

A pilot program implementing this 
alternative strategy is discussed in this 
paper, together with the results of a 
follow-up study. This program was spe¬ 
cifically designed to treat psychiatric 
patients whose disorders necessitated 
hospitalization. The program was con¬ 
cerned with treating as effectively and 
rapidly as possible the acute disturbance 
that precipitates the patient’s hospitali¬ 
zation1 and with helping the patient 
and his family to develop realistic plans 
that would enable the patient to lead a 
more effective life in the community. 
The fact that the patient and his family 
were obviously involved in a life crisis 
made them particularly amenable to a 
serious review of their pattern of living. 
In addition, the program was very con¬ 
cerned with maintaining the patient’s 
access to his community roles, prevent¬ 
ing his socialization into the institu¬ 
tional setting of a mental hospital and 
maintaining his self esteem. 

To treat the patient’s acute disturb¬ 
ance and to help him initiate improve¬ 
ments in his life style, the program had 

a distinct "technology.” Of key impor¬ 
tance was the establishment of a clear 
career path along which virtually all pa¬ 
tients were systematically channelled. 
The first stage along this path involved 
the intensive use of medications and the 
patient’s occupancy of a sick role. Later 
this path required active, responsible 
behavior and realistic planning.2 

There are other aspects of the pro¬ 
gram worthy of note. First, the pro¬ 
gram was concerned with providing the 

patient with an explanation for his psy¬ 
chotic experiences. The program there¬ 
fore attempted to indicate to the patient 

that his disorganized and disturbing ex¬ 
periences, although subjectively real, 
were the experiences of someone who 
was ill and that these experiences could 
be and would be effectively treated. Sec¬ 
ond, the program approached the pa¬ 
tient’s distress and disorganization as a 
serious and debilitating experience, one 
that prevented the patient from dealing 
effectively with his problems. Thus, con¬ 
trary to common practice of observing 
the patient’s behavior for a few days to 
"find out what the disorder is,” the pa¬ 
tient was not allowed to flounder in 

his disorganization and despair. Third, 
each patient left the hospital with a 
specific plan, and, in almost all cases, 
provisions were made for continued as¬ 
sistance. Finally, the pilot program did 
not attempt to remake completely the 
lives of its patients as it was felt, for 
example, that a person who lacks basic 
educational and vocational skills can 
remedy these deficiencies more effec¬ 
tively in the open community. 

A comparison of the pilot program 
and a typical state hospital program on 
selected characteristics is presented in 
Figure 1. 

THE PILOT PROGRAM 

The program, officially known as the 
"Northwest Washington Hospital-Com¬ 
munity Pilot Program,” occupied a 42- 
bed unit at Northern State Hospital, one 
of three mental hospitals operated by 
the State of Washington. Northern 
State Hospital is accredited by the 
American Psychiatric Association and 

was generally regarded as providing ef¬ 
fective treatment before the pilot pro¬ 
gram began. By having its own clinical, 

clerical and research staff, the unit was 
able to maintain a high degree of au¬ 
tonomy from the rest of the hospital. 
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Figure 1. A Comparison of the Pilot Program and a Typical 

State Hospital Program on Selected Characteristics 

Pilot Program Typical Program 

Career path Patients uniformly channelled 

through a set of distinct treat¬ 
ment stages. 

No clear career path. 

Initial Within an hour of admission, Patient typically subjected to 
treatment patient receives high intramus- observation, testing and inter- 
of patient cular dosages of medications, is views before treatment is 

encouraged to defer all action started. Medication never used 

Patient 
and to accept a sick role. as intensively; ECT common. 
Patient’s history not available to History readily available to 

self-esteem staff. Physical restraints never staff. 
used. Physical restraints used "if nec- 
Patients keep and use personal essary.” 
belongings. No precautions Belongings commonly taken 
against suicidal or assaultive from patient. 

Patient 

behavior. Precautions against suicidal and 
assaultive behavior. 

Daily visiting from time of Tight restrictions on visiting. 
isolation admission. Complete freedom Restrictions on mail, telephone. 

to use mail, telephone. Home Home visits only after pro- 
visit typical after two weeks in 
hospital. 

longed treatment. 

Patient Wards sexually mixed. Wards sexually segregated. 
responsi- Patients have freedom of move- Privilege system. 
Dihty ment. Staff initiates contact with pa- 

Patient initiates counseling ap- tients. 
pointments. Patient not trusted with medi- 

Patient 

Medications given on a pre¬ 
scription basis (on the Read¬ 
justment Area). 

cation. 

Close involvement of family. Family typically not closely in- 
counseling Focus is on developing con- volved. 

Crete, realistic plans. Ideal focus is patient’s underly¬ 

ing intrapersonal problem. 

The pilot program admitted all patients 

between the ages of fourteen and sixty 

who entered Northern State Hospital 

from Snohomish County between De¬ 

cember, 1962, and December, 1964. It 

was hoped that drawing patients from a 

single geographic base would enable 

the program to improve hospital-com¬ 

munity contacts. As there are no in¬ 

patient psychiatric facilities in the 

county, almost all of its psychiatric pa¬ 

tients who need hospitalization go to 

Northern State Hospital. 

By taking all of the patients from a 

given geographic area, the unit acquired 

a cross-section of hospitalized mental 

patients and avoided the possibility of 

selecting patients that were especially 
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amenable to treatment. Considering all 

admissions and readmissions, 61 per 

cent of the patients were diagnosed as 

psychotic, 9 per cent as having a brain 

disorder, 25 per cent as psychoneurotic 

reactions or personality disorder, and 

5 per cent as acute situational reactions. 

The age range was from 14 to 67 and 

was fairly evenly distributed between 18 

and 60; 65 per cent of the patients were 

women; 63 per cent were married; and 

53 per cent had completed high school. 

Slightly over two-thirds of the admis¬ 

sions were on a voluntary basis,3 while 

23 per cent were court committed and 

6 per cent were returns from terminal 

leave status. Slightly over half of the 

patients had had a previous psychiatric 

hospitalization. 

Before the unit went into operation, 

the personnel, who were drawn from 

the regular hospital staff, assembled for 

a two-and-a-half week workshop to es¬ 

tablish the procedures for the unit. At 

the workshop, the general treatment 

philosophy of the pilot program was 

presented as a "given,” but it was indi¬ 

cated that the implementation of this 

philosophy depended on the nursing 

and clerical staff, as they were the ex¬ 

perts on the daily operating procedures. 

In the workshop, the full range of 

treatment and custodial duties were 

carefully scrutinized and new procedures 

were established. 

Treatment Principles. A guiding prin¬ 

ciple of the program was that through¬ 

out his hospitalization the patient’s sense 

of individual integrity should be main¬ 

tained and enhanced. This required 

that the treatment setting be geared to 

serving the patient (in a manner that 

was obvious to the patient) and that 

the effectiveness of the service be clearly 

demonstrable.4 In part, this meant the 

treatment objectives within the hospital 

environment had to be accomplished in 

a time period brief enough to insure 

that the patient’s place in society 

would be open to him upon his return. 

Every effort was made to prevent 

depersonalization and loss of self-iden¬ 

tity. For example, every entering patient 

selected his own room from those that 

were available, and each room con¬ 

tained a locker for which the patient 

was given a key, as he was to keep and 

to be responsible for his own posses¬ 

sions. It was made clear to the patient 

that he would not be "locked up” and 

isolated from family and friends. Rela¬ 

tives were encouraged to visit fre¬ 

quently. Visiting hours, which began 

on the day the patient entered the hos¬ 

pital, were from 9:00 a.m. to 9:00 p.m. 

daily, with children welcome. Family 

and friends were not only encouraged to 

remain in contact with the patient but 

also to become involved in the patient’s 

hospitalization and his preparations for 

returning to the community. The fact 

that a spouse, relative, and/or friend was 

involved in at least some of the counsel¬ 

ing sessions for 83 per cent of the pa¬ 

tients is an indication of the success of 

these efforts. 

The staff’s information regarding the 

patient was sharply restricted. This pol¬ 

icy was adopted for a number of rea¬ 

sons. First, the dissemination of per¬ 

sonal information about patients to the 

staff may violate the confidential patient- 

doctor relationship. Second, dissemina¬ 

tion of such information promotes a loss 

of the patient’s self-respect and increases 

depersonalization. Third, the nurses 

doubted that knowing about the pa¬ 

tient’s past was helpful in developing a 

beneficial or constructive relationship. 

Finally, such information tends to ere- 



360 Walter Gove and John E. Lubach 

ate staff expectations of inappropriate 

behavior and may result in a self-fulfill¬ 

ing prophecy. Thus, at the time of ad¬ 

mission, the only information given to 

the nurse by the psychiatrist was the 

patient’s name, age, type of admission, 

medication ordered, specific medical 

problems, and a brief summary of what 

the doctor had told the patient regards 

ing his hospitalization and treatment. 

Traditional concerns such as the patient 

being a "suicide risk" or "potentially 

assaultive” were never raised. 

A second guiding principle of the 

program was that all treatment pro¬ 

cedures should be set up so as to provide 

the patient with a clear and consistent 

set of expectations about his progress in 

treatment and the manner in which he 

was expected to behave.5 This policy 

was facilitated by dividing the unit into 

two areas which the patient went 

through in sequence: an Intensive 

Treatment Area, to which virtually all 

patients were admitted and where the 

setting was very similar to that of a 

general hospital, and a Readjustment 

Area, where the patient received coun¬ 

seling and prepared to return home. It 

was hoped that the establishment of a 

clearly visible career within the hospital, 

a career that focused first on quickly 

terminating the patient’s acute disturb¬ 

ance and then on the patient’s problems 

of living, would enable the patient to 

realistically structure his expectations 

and activities. This structure was felt 

to be important, for there is consider¬ 

able evidence that the patient will pick 

up clues from his environment regard¬ 

ing expectations for his behavior and 
will act upon them (Frank, 1961). The 

program was thus set up to uniformly 

guide all patients through a sequence of 

steps starting with the patient’s admis¬ 

sion and ending with his discharge. 

Intensive Treatment Area. Upon en¬ 

tering the hospital, the patient was 

greeted by a receptionist who offered 

him a cup of coffee and called the psy¬ 

chiatrist. If the patient had been brought 

into the hospital in restraints, these were 

immediately removed. At no time were 

physical restraints used. The patient was 

typically seen within 10 minutes of his 

entrance to the hospital by a psychia¬ 

trist who immediately evaluated the na¬ 

ture of the patient’s disturbance and 

conducted a physical examination. At 

this time, a severely disturbed patient 

was told that he was ill, that he was 

going to receive some medication that 

would help him, and that his stay in the 

hospital would be short, probably less 

than a month. In addition, he was told 

the specifics of what to expect in the 

Intensive Treatment Area, where he 

would be spending approximately one 

week. The purpose of the medication 

was explained to him and he was told 

that he would probably be sleepy and 

lethargic for a few days and that he 

was to rest and "take things easy.” Gen¬ 

erally within an hour of the patient’s 

entering the hospital, a regimen of in¬ 

tramuscular medication would have been 
started. 

The primary goal of the Intensive 

Treatment Area was to terminate the 

patient’s acute disturbance as quickly as 

possible. Part of this process involved 

the re-establishment of normal physi¬ 

ological and psychological functioning, 

for at the time of admission, almost all 

of the patients were seriously upset, and 

physically and emotionally exhausted. In 

addition, the majority of the patients 

presented psychotic symptoms. It was 

the position of the pilot program that 

patients in this condition could not re¬ 

alistically discuss their problems, and 

that the mere persistence of their condi- 
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tion would be detrimental to their self¬ 

esteem and would promote socialization 

into a mentally ill role. 

During his stay on the Intensive 

Treatment Area, the patient was encour¬ 

aged to defer action, to rest, and to tem¬ 

porarily put aside his concerns—in es¬ 

sence, to accept a sick role. He was not 

asked to participate in any form of de¬ 

manding activity. The nursing person¬ 

nel made an effort to prevent the patient 

from indiscriminately revealing infor¬ 

mation about himself that he might 

find embarrassing at a later time. This 

policy also prevented the patient from 

pointlessly going over his problems at a 

time when realistic action was impos¬ 

sible. 
During the first phase of the patient’s 

hospitalization, medications were heav¬ 

ily relied upon to alleviate anxiety, agi¬ 

tation, depression, and disorganization. 

At the time of admission, very high in¬ 

tramuscular dosages of tranquillizing 

and/or anti-depressant medications were 

given in order to achieve a convincing 

initial impact. These medications 

would typically be administered until 

the patient went to sleep, and during the 

intramuscular phase of his treatment 

the patient would sleep almost contin¬ 

ually. This heavy use of medications 

required close medical supervision. 

Readjustment Area. When the pa¬ 

tient’s acute disturbance and disorgani¬ 

zation had been controlled and he started 

to take an interest in his surroundings 

and to demonstrate an ability to act in a 

responsible manner, the patient was 

transferred to the Readjustment Area. 

This transfer typically occurred after 

the patient had spent seven days on the 

Intensive Treatment Area. Upon being 

transferred, the patient first selected his 

new room and then received a formal 

presentation of the behavior expected on 

the area. He found that the area was 

modeled after a dormitory and that it 

had very few nursing personnel. Here 

the patient was expected to plan his own 

daily activities rather than follow a pre¬ 

scribed regimen. He could go for a 

walk, work, go to the recreation room, 

read, relax, or participate in any of sev¬ 

eral organized activities available at the 

hospital. He ate in the staff dining room. 

He was given medications on a pre¬ 

scription basis and was responsible for 

taking them at the correct time and for 

seeing that his prescriptions were re¬ 

filled. 

The procedures on the Readjustment 

Area were thus designed to promote the 

patient’s initiative and self-direction. 

The nursing staff tended to be rather 

unobtrusive, with the patients assum¬ 

ing primary responsibility for keeping 

the area clean and behavior appropri¬ 

ate. When there were difficulties be¬ 

tween patients, the staff generally would 

not directly intervene but would en¬ 

courage the patients to handle the prob¬ 

lem themselves. When a patient acted 

inappropriately towards a staff member, 

the patient would be directly and hon¬ 

estly confronted with the inappropriate¬ 

ness of his behavior. Care, however, 

was taken to label the action and not 

the person as inappropriate. To facili¬ 

tate the running of the Readjustment 

Area and to plan group activities, semi¬ 

weekly patient-staff meetings were held. 

It should be emphasized that these 

meetings were not concerned with 

"therapy’’ but were specifically con¬ 

cerned with on-going activities. 

The primary goal of the Readjust¬ 

ment Area was to prepare the patient 

to resume responsible functioning in 

the community. To facilitate this the 

patient, upon being transferred to the 

Readjustment Area, was assigned a 
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counselor. In order to sharpen the dis¬ 

tinction between the medical treatment 

needed and received on the Intensive 

Treatment Area and the type of plan¬ 

ning now necessary to promote a more 

effective performance in the community, 

the patient’s counselor was not the psy¬ 

chiatrist that had treated the patient 

earlier.(> For questions regarding medi¬ 

cation and other medical problems the 

patient returned to see his physician on 

the Intensive Treatment Area. 

The counseling sessions focused spe¬ 

cifically on developing a concrete plan 

of action for the patient that would im¬ 

prove his life style and avoid or mini¬ 

mize the problems that had precipitated 

his hospitalization. Past history, feelings 

and beliefs were dealt with only to the 

extent that they were relevant for un¬ 

derstanding and dealing with present 

issues. To the degree that it was possible 

and relevant, the patient’s family was 

included in the counseling sessions. As 

with other aspects of the unit, the pa¬ 

tient was responsible for setting up and 

keeping his appointments with his 

counselor. An analysis of the hospital 

records showed that 97 per cent of the 

patients were involved in counseling 

sessions, with the median number of 

sessions per patient being five and the 

range of sessions running from zero to 

fifty. Thirty-six per cent of the patients 

continued to see their counselor on an 

outpatient basis after leaving the hospi¬ 
tal. 

Another feature of the Readjustment 

Area program which prepared the pa¬ 

tient for returning to the community 

was that the patient was not only ex¬ 

pected to go home on weekends, but to 

initiate plans to do so. Most patients 

went home for a weekend visit within 

two weeks of their initial entrance to 
the hospital. 

Patients were not returned to the 

community until they had, in the staff’s 

judgment, obtained the maximum bene¬ 

fit from their hospitalization. Consider¬ 

ing all admissions during the first 18 

months of operation, fifty per cent of 

the patients left the hospital within 

three weeks, 75 per cent within four 

and a half weeks, and ninety per cent 
within nine weeks. 

METHOD OF EVALUATION 

For purposes of evaluation it would 

have been highly desirable to randomly 

assign patients to the pilot program or 

to a control group. However, this was 

impossible for two reasons. First, as was 

indicated earlier, one of the features of 

the pilot program involved the develop¬ 

ment of hospital-community contacts 

and, to accomplish this, it was necessary 

to take all patients coming to the hos¬ 

pital from a given geographic base. 

Second, the pilot program had an im¬ 

mediate impact on the type of treatment 

used throughout the hospital, and it 

would have been impossible to treat 

randomly assigned control patients in 

the traditional manner. It was therefore 

decided to select as a control group all 

patients who had entered the hospital 

during the year prior to the establish¬ 

ment of the pilot program from the 

same county from which the program 

drew its patients. It should be noted that 

during the period of study there were 

no marked changes in the county’s pop¬ 

ulation and employment opportunities, 

or in the type of alternative services 

available to persons who were mentally 
ill. 

The control group was thus comprised 

of the 171 patients who had entered 

Northern State Hospital from Snoho¬ 

mish County between December 1, 

1961, and December 1, 1962, while the 



Evaluating an Intensive Treatment Program 36$ 

group of pilot program patients that 

were evaluated consisted of all the pa¬ 

tients who had entered the hospital 

from that same county between Decem¬ 

ber 1, 1962, and June 1, 1964, a total 
of 258 patients. 

A comparison of the characteristics of 

the control and pilot program groups 

showed virtually no differences in diag¬ 

nosis, history of past hospitalization, 

age, education, income, location and 

quality of residence, or a general in¬ 

dex of socio-economic status. However, 

it turned out that there were two im¬ 

portant differences between the groups. 

Compared to the control group, the 

pilot program had both a significantly 

greater proportion of females (65.1 per 

cent versus 54.4 per cent, P<.05) and 

a greater proportion of patients who had 

been living in a position of family re¬ 

sponsibility, i.e., living with a spouse 

and/or children, just prior to hospitali¬ 

zation (67.4 per cent versus 55.0 per 

cent, P<.01) ? Throughout the analysis, 

the data was systematically checked 

across all variables to determine whether 

the differences between the two groups 

were dependent upon these two vari¬ 

ables. Given the similarity of the two 

populations in terms of their back¬ 

ground and most of their characteristics 

and this provision of the data analysis, 

it would be reasonable to assume that 

any significant differences that occurred 

between the two groups both during 

and following their hospitalization could 

be attributed to the type of treatment 

received. 

The follow-up interview was con¬ 

ducted by asking a standardized set of 

open-end questions with the responses 

being coded at the time of the interview. 

The interview usually lasted slightly 

over an hour, although it occasionally 

lasted considerably longer. There were 

no significant differences between the 

two groups in terms of persons inter¬ 

viewed, most of the interviews being 

with the ex-patient. Follow-up informa¬ 

tion was not obtained on 2.9 per cent 

of the control patients and 1.9 per cent 

of the program patients. 

On the average the control patients 

were interviewed fifteen months follow¬ 

ing their entrance to the hospital and 

the pilot program patients thirteen 

months following their entrance. For 

the patients in the open community 

there was no indication that this time 

difference had an effect on how well the 

patients were performing their roles. All 

the variables dealing with the patient’s 

hospitalization history, place of resi¬ 

dence, family status, and involvement 

with the law were coded according to 

the patient’s situation at exactly one 

year following the patient’s entrance to 

the hospital, thus insuring uniformity 

on these variables for all patients. 

RESULTS 

Length of Initial Hospitalization 

A comparison between the control 

group and the pilot program on the 

length of initial hospitalization showed 

that, on the average, the length of a 

control patient’s initial hospitalization 

was almost two-and-a-half times longer 

than that of the pilot program patients. 

The general magnitude of this reduc¬ 

tion was maintained when the compari¬ 

son between the control group and the 

pilot program was between male or fe¬ 

male only, patients who had or had not 

held a position of family responsibility, 

and patients who had or had not had a 

previous hospitalization (Table 1). 

Chronic Institutionalization 

A number of indices are presented in 
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Table 1. Number of Days of Initial Hospitalization 

Control 
Group 

Pilot 
Program Difference 

Mean number of days: 
Patients with family 

responsibility prior 61.8 27.8 34.0 F = 31.6659 
to hospitalization (n = 94) (n = 174) P < .001 

Patients without family 
responsibility prior 102.4 43.7 58.7 F = 22.0157 
to hospitalization (n= 77) (n = 84) P < .001 

Patients with no prior 62.0 23.8 38.2 F = 22.0512 
hospitalization (n — 74) (n = 119) P < .001 

Patients with 93.9 40.8 53.1 F = 20.8929 
prior hospitalization (n = 97) (n= 139) P< .001 

Male patients 74.0 38.6 35.4 F = 9.446 

Female patients 
(n = 78) 

85.2 
(n = 90) 

29.9 55.3 
P < .01 
F = 63.2956 

All patients 
(n = 93) 

80.1 
(n = 168) 

33.0 47.1 
P < .001 
F = 58.1479 

Median length of stay 
(n = 171) 

53.5 
(n = 258) 

21.0 32.5 
P < .001 

Length of stay of 
(n = 171) 

177.4 
(n = 258) 

63.0 114.4 
90th percentile (n= 171) (n = 258) 

Table 2 that bear on the question of 

whether or not the program was able to 

prevent chronic institutionalization. One 

is the incidence and length of rehospi¬ 

talization in any inpatient psychiatric 

facility within the 365 days following 

the patient’s entrance to the hospital. 

Comparing the two groups, it was found 

that there was no appreciable difference 

in the proportion of patients rehospital¬ 

ized even though the program patients 

had, on the average, left the hospital 

47.1 days earlier and accordingly had 

a greater opportunity to be rehospital¬ 

ized. Moreover, when rehospitalization 

did occur, its duration was significantly 

longer for the control patients than for 

the pilot program patients. A related in¬ 

dex of chronic institutionalization is the 

total number of days spent in any psy¬ 

chiatric hospital (including days for ini¬ 

tial hospitalization) within the year fol¬ 

lowing admission to the hospital. On 

this variable, the dramatic difference 

in the length of initial hospitalization 

of the two groups increased with a pilot 

program patient, spending on the aver¬ 

age, seven-and-a-half fewer weeks in a 

psychiatric hospital. A third index of 

chronic institutionalization is the num¬ 

ber of patients who are residents in a 

psychiatric facility at a given point in 

time following their hospitalization. 

Comparing the two groups, it was 

found that considerably more of the 

control patients were in such a facility 

at exactly one year after their initial en¬ 

trance to the hospital. 

These results do not necessarily reflect 

the proportion of patients who became 
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Table 2. Indices of Institutionalization 

Control 
Group 

(n= 171) 

Pilot 
Program 

(n = 258) 

Rehospitalization within 365 days 
of patient’s entrance to hospitala 

22.2% 24.8% x2 = .379 
P< .05 

Mean days rehospitalized within the 365 day 84.4 52.9 F = 4.6050 
period by patients who were rehospitalized s'

 
II O
J

 
0

0
 

(n = 64) P> .05 
Total number of days hospitalized 

within the 365 day period following 
patient’s entrance to hospital13 

Mean 98.8 46.1 F = 52.0992 
Median 66.0 26.0 P < .001 
90th percentile 230.6 107.2 

Residence in a psychiatric facility 
365 days after entrance to hospital 

11.7% 3.5% x2 = 10.991 
P < .001 

Persons living in an institution 
(hospital, prison, nursing home) 
Just prior to hospitalization 4.1% 7.0% 
365 days after hospitalization 15.8% 8.9% 

Net increase 11.7% 1.9% 

a The pilot program patients on the average left 47.1 days earlier and accordingly had 
a greater chance to be rehospitalized. Six of the control patients, in fact, never left the 
hospital as compared to one pilot program patient. 

b These figures are arrived at by combining length of initial hospitalization with 
length of rehospitalization. 

chronically institutionalized following 

their entrance to the hospital, as some 

admissions were transfers from other 

mental hospitals, prisons, or nursing 

homes. Even though a higher propor¬ 

tion of the pilot program admissions 

had been transfers from such institu¬ 

tional settings, the pilot program had a 

smaller proportion of patients residing 

in an institutional setting after one 

year. The figure obtained by subtracting 

the number of such transfers to the hos¬ 

pital from the number of patients living 

in an institutional setting one year after 

hospitalization shows the net increase 

for each group in the number of per¬ 

sons institutionalized. Using this pro¬ 

cedure, the control group showed a net 

increase of 11.7 per cent in the propor¬ 

tion of patients institutionalized at the 

end of the one-year period compared to 

an increase of only 1.9 per cent for the 

pilot program. 

Burden on the Community 

Did this shorter hospitalization result 

in an increased burden being placed on 

the community? In attempting to an¬ 

swer this question, the two groups were 

compared on the following variables: 

(1) patients who had received public 

assistance after their hospitalization; 

(2) physically healthy adult patients 

who, after hospitalization, received free 
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home care, i.e., room and board for 

three or more months without contrib¬ 

uting to the functioning of the house¬ 

hold; (3) patients who received pro¬ 

longed nursing care from either friends 

or relatives or who were in a nursing 

home following hospitalization; and 

(4) patients who had been arrested or 

jailed within 365 days after entering 

the hospital. On the variables of finan¬ 

cial support, home care, and nursing 

care, only those patients who were not 

residing in an institution one year after 

being hospitalized were included in the 

data analysis. Thus on these variables 

there is no overlap between the earlier 

results on chronic institutionalization 

and those presented below. The exclu¬ 

sion of institutionalized patients from 

these comparisons also means that since 

the pilot program, as contrasted with 

the control group, returned almost all 

of its difficult or potentially chronic 

patients to the open community, the 

analysis is somewhat weighted against 

the pilot program. 

As is indicated in Table 3 there were 

no appreciable differences between the 

groups in the proportion of males or the 

proportion of females who received 

public assistance following hospitaliza¬ 

tion. Compared to the control patients, 

fewer of the pilot program patients 

were dependent upon home care follow¬ 

ing hospitalization. Very few patients 

from either group received nursing care, 

and the proportion of patients from 

each group was similar. 

An interesting and unanticipated 

finding is that a significantly greater 

proportion of the control group patients, 

as compared to the pilot program pa¬ 

tients, had been arrested by the police 

following their hospitalization; they 

Table 3. The Burden the Patients Placed on the Community 

Following Their Hospitalization (in Per Cent) 

Control 
Group (n) 

Pilot 
Program in) 

Patients on welfare51 
Males 39.7 (58) 36.9 (65) x2 = .097, P> .7 
Females 21.1 (76) 20.7 (150) x2 = .005, P > .9 

Patients who received 
home carea 17.0 (135) 11.5 (218) x2 = 2.203, P < .2 

Patients who received 
nursing carea 3.0 (135) 1.8 (218) N.S. (inspection) 

Patients who were arrested 
within 365 days of 
their entrance to the 
hospital 11.6 (164) 5.8 (244) x2 = 4.511, P < .05 

Patients who were jailed 
within 365 days of 
their entrance to the 
hospital 6.1 (164) 2.0 (244) X2 = 3.393, PC.l 

a These figures do not include patients who were living in an institutional setting 365 
days after their entrance to the hospital. 



Evaluating an Intensive Treatment Program 367 

were also more likely to have spent 

time in jail. Although males were more 

likely to have been picked up by the 

police, the nature of the relationship 

between the groups was similar for both 

males and females. 

Retention of Roles 

The fourth evaluative question asked 

if the pilot program increased the pa¬ 

tient’s ability to retain his community 

roles. As this was one of the primary 

aims of the project, and as the program 

had achieved its goal of a brief hospi¬ 

talization, a directional hypothesis was 

used. Three indices were examined. 

First, the groups were compared on the 

proportion of families that received as¬ 

sistance during the patient’s hospitaliza¬ 

tion. It was anticipated that during the 

period of hospitalization the family 

would in some manner have to fill the 

roles normally occupied by the patient. 

It was hypothesized that as a conse¬ 

quence of the family adopting ways to 

meet these demands, and particularly 

when these ways involved a definitive 

action that could be made permanent, 

the patient would find it more difficult 

to reassume his old roles in the family. 

Thus a decrease in the proportion of 

patient families that received a poten¬ 

tially permanent form of assistance dur¬ 

ing the patient’s hospitalization was 

considered a positive finding, as it indi¬ 

cated that the family had not yet made a 

concrete adjustment aimed at getting 

along without the patient. It was found, 

in comparison to the comparable control 

families, that a significantly smaller pro¬ 

portion of the families of male pilot 

program patients had received financial 

assistance during the patient’s hospital¬ 

ization. Similarly, the pilot group 

showed a marked reduction in the pro¬ 

portion of families of female patients 

which received full-time assistance in 

child or home care from someone who 

originally lived outside of the home. 
(See Table 4.) 

The second index of the patient’s abil¬ 

ity to retain his roles was the proportion 

of patients who relinquished a role of 

family responsibility within the 363 

days following the patient’s admission to 

the hospital. Among those patients who 

were living with their spouses just prior 

to their hospitalization, a somewhat 

greater proportion of the pilot program 

patients, as compared to the control pa¬ 

tients, were still living with their 

spouses one year later. Among those pa¬ 

tients who had been responsible for a 

child prior to hospitalization, a slightly 

smaller proportion of the pilot program 

patients had relinquished control of 

their child in the year following their 

entrance to the hospital. (See Table 4.) 

The third index of patients’ ability to 

retain their community roles was the 

period of time male patients spent 

after leaving the hospital before return¬ 

ing to work. Among patients who were 

working just prior to hospitalization, a 

significantly greater proportion of pilot 

program patients, as compared to the 

control patients, returned to their job 

within a week following their return to 

the community. (See Table 4.) 

Role Performance 

These results indicate that the pilot 

program had some success in minimiz¬ 

ing the disruptive impact of the pa¬ 

tient’s illness and hospitalization on the 

patient’s family and had assisted the pa¬ 

tient’s retention of their community 

roles. This, when combined with the 

fact that pilot program patients were in 

some respects less of a burden on the 
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community than the control patients, 

provides a partial answer to the question 

of how well the patients performed in 

the community. To further evaluate 

their performance, the patient’s family 

relations and instrumental behavior 

were analyzed. 

During the interview the patient was 

asked a number of questions about his 

relationship with his spouse, after which 

he was asked to state specifically how 

well he was getting along with his 

spouse. The interviewer coded the pa¬ 

tient’s response and then asked the pa¬ 

tient to check the rating. According to 

this rating, the pilot program patients 

tended to have a somewhat better rela¬ 

tionship with their spouses than did the 

control patients. In a similar manner, 

patients were asked about their relation¬ 

ships with their children following hos¬ 

pitalization, however, the differences on 

this variable were minor. (See Table 5.) 

Turning to instrumental perform¬ 

ance, no appreciable difference was 

found between the groups in terms of 

the proportion of males employed at the 

time of interview. For the housewives, 

a rating of housework performance was 

obtained through a process very similar 

to that used in obtaining a rating of the 

patient’s relationships with their 

spouses. Again little difference was 

found between the groups. (See Table 

5.) A comparison of the work record of 

the women who did not occupy a posi¬ 

tion of family responsibility also showed 

the two groups to be very similar. These 

findings provide no support for the hy¬ 

pothesis that a brief hospitalization will 

result in an increase in the proportion 

of the patients floundering in the com¬ 

munity. 

Post-Hospital Care 

The final question for evaluation con¬ 

cerns post-hospital out-patient care. 

During the interview, patients were 

asked about their contacts with the med¬ 

ical profession, their use of medica¬ 

tions, and their participation in voca¬ 

tional rehabilitation programs. There 

were no appreciable differences between 

the two groups in terms of patient con¬ 

tact with the medical profession. Al¬ 

though the proportion of persons for 

Table 5. Patient Role Performance (in Per Cent) 

Control 
Group (n) 

Pilot 
Program (n) 

Patients’ relationship with 

spouse good or satisfactory 79.2 (72) 88.3 (137) x2 = 3.260, P < .1 

Patients’ relationship with 

children good or 

satisfactory 86.3 (73) 89.6 (134) x2 = .487, P > .3 

Males residing in the open 

community who were 

employed at the time 

of the interview 58.9 (56) 56.9 (65) x2 - .050, P > .9 

Females living with their 

families whose house work 
was good or satisfactory 67.4 (46) 71.7 (113) x2 = 289, P > .5 
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whom continued use of medications was 

recommended was approximately the 

same for both groups, a significantly 

greater proportion of the pilot program 

patients were using medications six 

months after leaving the hospital. This 

difference is probably attributable to the 

way medications were integrated into 

the entire program and the care that was 

taken to insure that the patient under¬ 

stood both the importance and the ef¬ 

fects of his medications. Finally, more 

of the pilot program patients were in¬ 

volved in a vocational rehabilitation 

program following their hospitalization. 

(See Table 6.) 

CONCLUSION 

The results of the follow-up study in¬ 

dicate that the pilot program was able 

to treat effectively the psychiatric dis¬ 

order that led to hospitalization, to 

minimize the disruptive impact of the 

disorder upon both the patient and the 

patient’s family, and to prevent the 

chronic institutionalization of patients. 

It was able to achieve these goals with¬ 

out increasing the burden placed on var¬ 

ious community agencies and resources. 

It is especially noteworthy that the pilot 

program patients did not compare un¬ 

favorably with the control group on any 

of the variables considered. Either there 

was no appreciable difference between 

the two groups or the pilot program pa¬ 

tients performed better, in many in¬ 

stances, decidedly so. A more detailed 

analysis showed that these results cannot 

be attributed to differences with the 

groups in sex composition or in the pro- 

Table 6. Post-Hospital Care (in Per Cent) 

Control 
Group (n) 

Pilot 
Program {n) 

Patient visited a family 
doctor following 
hospitalization 74.2 (159) 77.0 (244) X2 = .423, P > .5 

Patient visited a psy¬ 
chiatrist ora psychol¬ 
ogist following 
hospitalization 18.9 (159) 14.9 (242) x2 = 1.112, P > .2 

Patient using medica¬ 
tions 6 months after 
leaving the hospital 
by patients for whom 
such use was 
recommended15 40.6 (133) 64.0 (214) x2 = 18.176, P< .001 

Patient participated in 
a job rehabilitation 
program following 
hospitalization 3.7 (163) 8.5 (247) X2 = 3.403, P < .1 

a These figures do not include patients who returned to see their counselor at the hos¬ 
pital. 

b For patients who returned to the open community continued use of medications was 
recommended for 85.4 per cent of the control patients and 89.6 per cent of the pilot 
program patients (x2 = 1.607, p > .2). 
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portion of persons in positions of family 

responsibility, for with only one excep¬ 

tion8 the nature of the relationship be¬ 

tween the groups remained constant 

when these variables were controlled. 

These findings clearly challenge the con¬ 

tention that this type of approach is su¬ 

perficial because it does not correct basic 

intrapersonal conflicts assumed to be the 

cause of severe psychiatric disturbances. 

These results, in combination with 

the fact that the pilot program had a typ¬ 

ical and unselected cross-section of hos¬ 

pitalized patients, would clearly suggest 

that this type of program can meet the 

needs of the full range of state hospital 

admissions while markedly reducing the 

duration of hospitalization. The project 

also demonstrated, through the results 

achieved on the Intensive Treatment 

Area, that the acute disturbance of the 

severely disorganized or psychotic pa¬ 

tient could be effectively treated through 

the intensive application of psychiatric 

medications when they were given in 

a carefully structured social environ¬ 

ment. Furthermore, the project showed 

that once these symptoms are brought 

under control such patients are capable 

of functioning effectively in their nor¬ 

mal social role after only a brief period 

of readjustment. 

In conclusion it should be noted these 

results do not appear to be attributable 

to new facilities or to a Hawthorn type 

effect. The pilot program occupied one 

of the older, somewhat more drab wings 

at Northern State Hospital and virtually 

the only renovation of the ward was the 

removal of bars from the patients’ win¬ 

dows. Following the completion of the 

pilot program the ward has continued 

to retain most of the features of the 

pilot program, although it has taken on 

the additional responsibility of serving 

as a teaching unit for psychiatric resi¬ 

dences. There has been by now an al¬ 

most complete turnover of the staff on 

the ward. However, in spite of these 

factors, there appears to be no appre¬ 

ciable increase in the length of hospital¬ 

ization. 

NOTES 

1 Although the pilot program is not based upon a disease model of psychiatric dis¬ 

orders, it differs from the conceptions outlined by Szasz (1961) and by Scheff (1966) 

in that it holds that there are physiological and psychological disturbances in addition 

to "problems of living” or role expectations, and that these disturbances must be con¬ 

trolled before the patient can effectively deal with his problems of living. 
2 The pilot program should not be confused with "milieu therapy” for, as Perrow 

(1965) points out in his critiques of such programs, milieu therapy has no "technology ’ 

but is only a plan for making life a little more bearable for staff and patients alike. 

3 The high rate of voluntary admissions can be attributed to the fact that the hospital 

in general and the unit in particular very strongly encouraged patients to enter volun¬ 

tarily. 
4 Frank (1961) has emphasized the important role the patient’s faith in the therapist 

plays in psychiatric treatment. 
5 Frank (1959:33), after reviewing a number of studies, concludes that the speed of 

improvement is often determined by the patient’s expectations regarding the duration of 

treatment. 
6 The patient’s counselor might be another psychiatrist, a psychologist, a social 

worker, or a nurse. 
7 Among both groups, females were more likely to come from a position of family 
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responsibility. Family responsibility: (1) among males—control 41.0%, pilot program 
47.8%, p>8; (2 ) among females—control 66.7%, pilot program 78.0%, p>.l. 

8 The longer period of rehospitalization among the control patients was almost en¬ 
tirely attributable to control patients who had been in a position of family responsibility 
prior to their hospitalization. 
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27. Children, Stress, and Hospitalization: 

A Field Experiment 

James K. Skipper, Jr., and Robert C. Leonard 

This paper reports an experimental 

study concerned with the reduction of 

some of the effects of hospitalization 

and surgery—physiological as well as 

social and psychological—in young chil¬ 

dren. Usually much of children’s behav¬ 

ior while hospitalized for surgery is 

presumed to be a response to psycholog¬ 

ical and physiological stress. This re¬ 

search offers evidence demonstrating the 

effects of social interaction on children’s 

response to hospitalization for a tonsil¬ 

lectomy operation. 

When illness is serious enough to 

This research took place at the Child Study Center, Yale University, in cooperation 
with the Yale School of Nursing and the Yale New Haven Community Hospital. It was 
supported in part by a grant to the senior author from the Yale Medical School. The 
authors would like to express their appreciation to Julina Rhymes, Perry Mahaffy, Jr., 
Margaret Ellison and Powhatan Wooldridge for their helpful assistance during the data 
collection stage of the research. 
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warrant an individual’s confinement to 

a hospital, the process of hospitalization 

may produce stress (for all concerned) 

independent of that precipitated by the 

illness itself. Illness may be a stress- 

provoking situation not only for the 

stricken individual, but also for the 

members of his immediate family. Of 

special interest here is the stress in the 

patient role resulting from discontinui¬ 

ties, ambiguities and conflicts in the 

network of role relationships in which 

the patient becomes involved when he 

enters the hospital care and cure system. 

Stress seems to be especially high for 

both the staff and the patient and his 

family in cases involving surgery on 

young children. 

One of the most common causes of 

hospitalization and surgery in preteen- 

age children is tonsillectomy. It has been 

estimated that over two million of these 

operations are carried out each year. 

They constitute about one-third of all 

operations in the United States. Often it 

represents the child’s first admission to 

a hospital, his first separation from the 

security of his parents and home, and 

his first real experience involving loss of 

consciousness and bodily parts. The 

stress produced by this type of hospi¬ 

talization and surgery results from lone¬ 

liness, grief, abandonment, imprison¬ 

ment, and the threat of physical injury, 

as well as intense needs for love, affec¬ 

tion, and maternal protection. The ex¬ 

perience may even lead to grave psycho¬ 

logical problems years after the child 

has been discharged.1 

The data in this report are based on a 

field experiment designed to test the 

effects on the behavior of hospitalized 

children of nurses’ interaction with the 

children’s mothers. It was hoped that the 

experiment would develop a method of 

reducing the children’s stress indirectly 

by reducing the stress of their mothers. 

The study is a logical extension of a se¬ 

ries of small sample experiments used to 

measure the effects of nurse-patient in¬ 

teraction on the behavior of patients. 

Evidence from these studies indicates 

that interaction with a patient-centered 

nurse trained in effective communica¬ 

tion often results in large reductions in 

the stress experienced by the patient and 

a large decrease in somatic complica¬ 

tions (Leonard et al., 1967). 

We postulate that hospitalization for 

a tonsillectomy operation is likely to 

produce a great deal of stress for child 

patients and their mothers. For the chil¬ 

dren this stress is likely to result in: ele¬ 

vated temperature, pulse rate and blood 

pressure; disturbed sleep; postoperative 

vomiting; a delayed recovery period; 

and other forms of behavior which de¬ 

viate from the medical culture’s norms 

of "health” and normal progress of hos¬ 

pitalization and treatment. 

We conceptualize these patient be¬ 

haviors to be simply instances of indi¬ 

vidual human behavior, which therefore 

can be affected by the patient’s attitudes, 

feelings, and beliefs about his medical 

treatment, hospital care, and those who 

provide it. This is not to disregard phys¬ 

ical and physiological variables as stim¬ 

uli for the patient’s response, or to 

deny that the response may be "physi¬ 

ological.” Rather, we reason that in ad¬ 

dition the meaning the patient attaches 

to the stimuli will also affect his re¬ 

sponse. For instance, some (stressful) 

definitions of the patient role and the 

hospital situation may result in deviant 

patient behavior in spite of all attempts 

at control by medication, anesthesia, or 

variations in medical technology. 

Past attempts at reducing children’s 



374 James K. Skipper, Jr., and Robert C. Leonard 

stress in the hospital have not fully con¬ 

sidered the effect that parents and espe¬ 

cially the mother may have on the child’s 

level of emotional tension (Prugh et 

ah, 1953). The mother is a prime fac¬ 

tor in determining whether changes in 

the child’s emotions and behavior will 

be detrimental or beneficial to his treat¬ 

ment and recovery. If she is affected by 

severe stress herself, her ability to aid 

her child may be reduced. Moreover, in 

her interaction with the child her feel¬ 

ing state may be communicated and ac¬ 

tually increase the child’s stress.2 

If the mother were able to manage 

her own stress and be calm, confident 

and relaxed, this might be communi¬ 

cated to the child and ease his distress. 

Moreover, the mother might be more 

capable of making rational decisions 

concerning her child’s needs and thus 

facilitate his adaptation to the hospital 

situation. An important means of re¬ 

ducing stress from potentially threaten¬ 

ing events is through the communica¬ 

tion of information about the event 

(Janis, 1958). This allows the individ¬ 

ual to organize his thoughts, actions, 

and feelings about the event. It provides 

a framework to appraise the potentially 

frightening and disturbing perceptions 

which one might actually experience. 

An individual is able to engage in an 

imaginative mental rehearsal in which 

the "work of worrying” can take place. 

According to Janis (1958) the infor¬ 

mation is likely to be most effective if 

communicated in the context of interest, 

support, and reassurance on the part of 

authoritative individuals. 

REGULAR AND EXPERIMENTAL 

CONDITIONS 

As has been noted in the literature in 

a variety of different contexts, the 

modern hospital is a notoriously poor 

organization for eliciting information, 

providing support, or generating a reas¬ 

suring atmosphere. From the patient’s 

point of view, the lack of information 

and lack of emotional warmth from phy¬ 

sicians and nurses are among the most 

criticized aspects of patient care (Skip¬ 

per, 1965; Mumford and Skipper, 

1967). For whatever reasons, to the 

extent medical and nursing personnel 

do not engage in expressive interaction 

with patients and provide them with in¬ 

formation, they contribute to, or actually 

become sources of stress. 

We can describe the usual routine 

staff approach to tonsillectomy patients 

and their mothers from the experience 

of members of our research team who 

worked for several months in advance 

of the study on the ward where our ex¬ 

periments were conducted. Typically, 

the staff approached the patient as a 

work object on which to perform a set 

of tasks, rather than as a participant in 

the work process or an individual who 

needs help in adjusting to a new envi¬ 

ronment. The attending surgeon’s in¬ 

teraction with the child was limited 

primarily to the performance of the oper¬ 

ation and release from the hospital. The 

nursing staff tended to initiate interac¬ 

tion only when they needed some data 

for their charts or had to perform an in¬ 

strumental act such as taking blood pres¬ 

sure, checking fluid intake, or giving a 

medication. The typical role was the 

bureaucratic one of information gath¬ 

erer, chart assembler, and order de¬ 

liverer. They offered very little in¬ 

formation and were usually evasive if 

questioned directly. If the mother dis¬ 

played stress, the staff tried to ignore it 

or to get her to leave the ward. 

For our research purposes, ac- 
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tual practice made a good comparison 

condition against which to test the hy¬ 

pothesis that: 

the children’s stress can be reduced indi¬ 
rectly by reducing the stress of the mothers. 

The experimental approach began with 

the admission of the mother and child 

to the hospital. Although the child was 

present, the focus of interaction was the 

mother. No more attention was paid 

to the child than under routine (con¬ 

trol) admission conditions. The special 

nurse attempted to create an atmosphere 

which would facilitate the communica¬ 

tion of information to the mother, max¬ 

imize freedom to verbalize her fear, anx¬ 

iety and special problems, and to ask 

any and all questions which were on her 

mind. The information given to the 

mother tried to paint an accurate pic¬ 

ture of the reality of the situation. 

Mothers were told what routine events 

to expect and when they were likely 

to occur—including the actual time 

schedule for the operation. 

The experimental interaction may be 

characterized as expressive, yet affec¬ 

tively neutral, person-oriented rather 

than task-oriented, nonauthoritarian, 

specific (not diffuse) and intimate. The 

special nurse probed the mother’s feel¬ 

ings and the background of those feel¬ 

ings as possible causes of stress regard¬ 

less of what the topic might be, or where 

it might lead. In each individual case 

the special nurse tried to help the 

mother meet her own individual prob¬ 

lems. 

With the experimental group, the 

process of admission took an average 

of about 5 minutes longer than regu¬ 

lar admission procedures. In addition to 

the interaction which took place at ad¬ 

mission, the special nurse met with the 

mothers of the first 24 experimental 

group patients for about 5 minutes at 

several other times when potentially 

stressful events were taking place. These 

times were: 6:00 and 8:00 p.m. the 

evening of admission; shortly after the 

child was returned from the recovery 

room the next morning; 6:00 and 8:00 

P.M. the evening of the operation; and 

at discharge the following day. The re¬ 

maining 16 experimental group mothers 

were seen only at admission. For pur¬ 

poses of analysis the first 24 patients 

and their controls constitute Experiment 

I, and the remaining 16 patients and 

their controls Experiment II. 

Our theory predicts that: providing 

the experimental communication for the 

mothers of children hospitalized for ton¬ 

sillectomy would result in less stress, a 

change in the mothers’ definition of the 

situation, and different behavioral re¬ 

sponses. This in turn would result in less 

stress for the child and, hopefully, a "bet¬ 

ter” adaptation to the hospitalization 

and surgery. If this could be demon¬ 

strated, not only might it be a practical 

means of reducing the stress of young 

children hospitalized for tonsillectomy, 

but it would also provide direct evi¬ 

dence on the effect of social interaction 

on behaviors often assumed to be re¬ 

sponses to psychological stress. 

RESEARCH METHODOLOGY 

To test these hypotheses an experi¬ 

ment was conducted at one large teach¬ 

ing hospital, in a four-month period 

during the late fall and winter. The sam¬ 

ple included all patients between the 

ages of 3 and 9 years admitted to the 

hospital for tonsillectomy and having no 

previous hospital experience. Patients 

were excluded from the sample if there 

were known complicating medical con- 
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ditions, their parents did not speak 

English, or their mothers did not accom¬ 

pany them through admission proce¬ 

dures. A total of 80 patients qualified 

for the sample. Forty-eight of the chil¬ 

dren were male, and 32 were female. 

Thirty-six were between the ages of 3 

and 5, and 44 between the ages of 6 and 

9. Thirty-three of the mothers had more 

than 12 years of formal education, 45 

between 10 and 12 years and 2 less than 

10 years. All the families were able to 

pay for the cost of the operation and 

the hospitalization. 

Children were admitted to the hospi¬ 

tal late in the afternoon the day before 

surgery was performed. At admission 

each child received a physical examina¬ 

tion which included securing samples of 

blood and urine and a check on weight, 

blood pressure, temperature and pulse 

rate. When the admission procedures 

were completed the child was dressed 

in his night clothes and taken to one of 

two four-bed rooms limited to children 

who were to undergo a tonsillectomy. 

Control and experimental patients were 

not separated, but placed in rooms with 

each other to eliminate any systematic 

peer influence. From midnight until 

their return to the room after surgery, 

the children were not allowed to take 

fluids. The next morning, starting at 8 

o’clock, the children were taken to the 

operating room, one every half-hour. 

Each child voided before the surgery. 

Following the operation they were taken 

to the recovery room where they re¬ 

mained until awake. Then they were re¬ 

turned to their room where they stayed 

until their discharge late the following 

morning. Only six of the mothers gained 

permission to "room in" with their child 

overnight. Three of these were in the 

control group and three were in the ex¬ 

perimental group. All but one of the 

remaining mothers was able to spend 

most of the operation day at the hospi¬ 

tal. However, a record was not kept of 

the actual amount of time spent with 

her child. In fact it was beyond the re¬ 

sources of this investigation to obtain 

systematic data on the mother-child in¬ 

teraction; that is, the actual differences 

in frequency, timing and quality of in¬ 

teraction between control and experi¬ 

mental group mothers with their chil¬ 
dren. 

The study was experimental in the 

sense that R. A. Fisher’s (1947) classic 

design was used. The children were ran¬ 

domly assigned to control and experi¬ 

mental groups. No significant differ¬ 

ences were found in the composition of 

the groups on the bases of: sex, age or 

health of the children, age of the 

mothers, class background, religious af¬ 

filiation, and types of anesthesia used 

during the operation. Since the children 

were randomly assigned, antecedent var¬ 

iations and their consequences are taken 

into account by the probability test. 

Correlated measurement bias may be 

a much more important source of mis¬ 

taken conclusion than bias in the com¬ 

position of the groups. One way of gain¬ 

ing some control of this type of bias is a 

"blind" procedure in which the individ¬ 

ual measuring the dependent variables 

does not know which treatment the sub¬ 

jects have been assigned. With one ex¬ 

ception, blind procedures were em¬ 

ployed in this research. 

The independent variable in the ex¬ 

periment was interaction. The experi¬ 

mental manipulations were all commu¬ 

nicative—affective as well as cognitive. 

They emphasized the communication of 

information and emotional support to 

the mothers. The dependent variable was 
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the behavior of the children. Thus the 

experimental variation was the interac¬ 

tion under usual hospital conditions 

compared with what was added experi¬ 

mentally. 

All patients and their mothers 

whether in control or experimental 

group were subjected to regular hospi¬ 

tal treatment and procedures. In addi¬ 

tion, experimental group patients and 

mothers were admitted to the hospital 

by a specially trained nurse. Admission 

is a crucial time to introduce the experi¬ 

mental communication. Entry into any 

new social situation can be a tense ex¬ 

perience. Lack of attention to the pa¬ 

tient’s definition of the situation in the 

admission process not only does not re¬ 

lieve stress but may actually increase it. 

Previous experimentation (Leonard et 

al., 1967) has indicated the potential 

effect of providing such attention on im¬ 

mediate stress and also the patient’s ad¬ 

justment to the hospital experience. 

The regular nursing staff was in¬ 

formed that a study was in progress and 

asked to complete a short questionnaire 

regarding the behavior of the child and 

mother, as well as making charts and 

records available. They did not know 

which patients were in the control and 

experimental groups. The study was 

conducted at a teaching hospital, and 

the staff was used to having all sorts of 

projects taking place on the ward. They 

had become immune to them and ig¬ 

nored them unless they seriously inter¬ 

fered with their work. The staff was also 

familiar with the research personnel, 

who had been working on various proj¬ 

ects on the ward on and off for over a 

year. 

At admission, regardless of group, 

each mother was asked if she would be 

willing to complete a short question¬ 

naire which would be mailed to her 8 

days after her child was discharged, and 

would concern the hospital experience 

and its aftermath. None of the mothers 

refused. The mothers were not aware of 

whether they were in the control or ex¬ 

perimental group. The questionnaire 

asked for the mothers’ perception of: 

her own level of stress before, during 

and after the operation, as well as her 

possible distress about a future similar 

operation; her desire for information 

during the hospitalization and her feel¬ 

ing of helpfulness; her trust and confi¬ 

dence in the medical and nursing staff; 

and her general satisfaction with the 

hospital experience. By means of a sec¬ 

ond questionnaire administered to the 

regular nursing staff, an independent 

measure of each mother’s level of stress 

and general adaptation to the hospital 

experience was secured. To discover the 

effects of hospitalization on the child 

after discharge, a section of the mail- 

back questionnaire to the mother also 

concerned aspects of the child’s behav¬ 

ior during his first 7 days at home. 

Items were related to such matters as 

whether the child ran a fever, whether 

it was necessary to call a physician, and 

whether the child recovered during the 

first week at home. In addition, mothers 

were asked if their child manifested any 

unusual behavior which might be re¬ 

garded as an emotional reaction to the 

operation and hospitalization such as 

disturbed sleep, vomiting, finicky eating, 

crying, afraid of doctors and nurses, etc. 

Based on previous research several so¬ 

matic measures of children’s stress in 

the hospital were selected. Each child’s 

temperature, systolic blood pressure and 

pulse rate were recorded at four pe¬ 

riods during the hospitalization: admis¬ 

sion, preoperatively, postoperatively, and 
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at discharge. The normal variability of 

these vital signs is not great in children 

between the ages of 3 and 9. Children at 

this age have not developed effective in¬ 

hibiting mechanisms, so that an increase 

in excitement, apprehension, anxiety and 

fear, etc. will be reflected in the level 

of these indicators. Inability to void 

postoperatively and postoperative eme¬ 

sis also may be responses to stress over 

which a child has little conscious con¬ 

trol. The time of first voiding after the 

operation was recorded as well as the 

incidence of emesis from the time the 

child entered the recovery room until 

discharge. Finally, the amount of fluids 

a child is able to consume after the oper¬ 

ation may be related to the mother’s un¬ 

derstanding of its importance and her 

ability to get the child to cooperate. 

Fluid intake was recorded for the first 

7 hours upon the child’s return from 

the recovery room. This period repre¬ 

sented the shortest time that any mother 

in the study stayed with her child after 
the operation. 

Systolic blood pressure was measured 

and recorded by the special nurse. 

Checks on the objectivity and reliability 

of the special nurse were made period¬ 

ically. Data on pulse rate, temperature, 

postoperative vomiting, ability to void 

postoperatively, and oral intake of fluids 

were collected and recorded by staff 

nurses who had no knowledge of which 

children had been assigned to the con¬ 

trol and experimental groups. 

Data were complete on all patients 

and mothers with two exceptions. First, 

since reliability checks were not made 

on the special nurses’ measurement of 

systolic blood pressure for several pa¬ 

tients in Experiment II, these were not 

used. Second, the regular nursing staff’s 

estimate of the mothers’ stress and adap¬ 

tation was not available for two mothers 

in Experiment II. The response rate to 

the mailback questionnaire was over 92 

per cent, 74 of the 80 mothers return¬ 

ing the questionnaire. Four of the non¬ 

returns were control group mothers (2 

in Experiment I and 2 in Experiment 

II) and 2 experimental group mothers 

(Experiment I).3 All hypotheses pre¬ 

dicted the direction of differences be¬ 

tween control group mothers and experi¬ 

mental group mothers and children. 

FINDINGS 

In a previous paper (Skipper et al., 

1968) the effect of the special nurse’s 

interaction with the mothers was pre¬ 

sented in detail. In summary, according 

to the mothers’ reports on the mail- 

back questionnaire, experimental group 

mothers suffered less stress than control 

group mothers during and after the op¬ 

eration. This finding was substantiated 

by the independent evaluation of the 

regular nursing staff. The regular nurs¬ 

ing staff also estimated each mother’s 

difficulty in adapting to the hospitaliza¬ 

tion. Experimental group mothers were 

rated as having less over-all difficulty in 

adaptation. This agreed with the moth¬ 

er’s own self-evaluation. Experimental 

group mothers, as compared to control 

group mothers, reported: less lack of in¬ 

formation during the hospitalization; 

less difficulty in feeling helpful to their 

child; and a greater degree of satisfac¬ 

tion with the total hospital experience. 

Taken together these measures provide 

evidence in support of the hypothesis 

that social interaction with the special 

nurse was an effective means of chang¬ 

ing the mother’s definition of the situa¬ 

tion to lower stress levels, thus allowing 

them to make a more successful adapta¬ 

tion to the hospitalization and opera¬ 
tion. 

In this paper we are concerned with 
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the effect of the nurse-mother interac¬ 

tion on the children. Tables 1-3 com¬ 

pare the mean systolic blood pressure, 

pulse rate, and temperature of control 

and experimental sets of children at four 

periods during hospitalization—admis¬ 

sion, preoperatively, postoperatively, 

and discharge. 
At admission, the differences in sys¬ 

tolic blood pressure were, of course, 

random, with the experimental mean 

actually slightly higher than the control 

(Table 1). This difference was reversed 

after the experimental treatment, and 

the control children continued to have 

higher average blood pressure through¬ 

out their hospital stay. In Experiment I 

the mean for experimental group chil¬ 

dren at admission, 111.5, dropped pre¬ 

operatively to 109.1, remained relatively 

the same postoperatively, 109.7, and 

then dropped sharply at discharge to 

104.7. The discharge mean was lower 

than the admission mean. The mean 

for control group children at admission 

110.4 rose to 120.3 preoperatively, and 

continued to rise to 127.8 postopera¬ 

tively, before falling to 120.9 at dis¬ 

charge. The discharge mean was much 

higher than the admission mean. The 

mean differences between the control 

and experimental group children reached 

a level of statistical significance of be¬ 

yond .005, preoperatively, postopera¬ 

tively, and at discharge.4 As mentioned 

previously, the data for Experiment II 

are not presented since reliability checks 

on the special nurses’ measurement of 

systolic blood pressure were not avail¬ 

able for several patients. However, the 

data that were available followed the 

same patterns as described in Experi¬ 

ment I. 
We see in Table 2 that in both Ex¬ 

periments there was little difference at 

admission between the mean pulse rate 

of control and experimental group chil¬ 

dren. In Experiment I the mean for ex¬ 

perimental group children at admission, 

103.6, dropped to 95.8 preoperatively, 

rose to 101.6 postoperatively, and then 

fell to 95.2 at discharge. The discharge 

mean was lower than the admission 

mean. The control group mean at ad¬ 

mission, 104.6, rose preoperatively to 

110.8 and continued to rise to 122.2 

postoperatively, before falling only to 

110.8 at discharge. The discharge mean 

in the control set was much greater than 

the admission mean. The mean differ¬ 

ence between the two groups reached a 

statistical level of significance beyond 

Table 1. Mean Systolic Blood Pressure of Control and 

Experimental Children at Four Periods 

During Hospitalization 

Pre-operative Post-operative 
Admission 8:00 P.M. 8:00 P.M. Discharge Total N 

x x t* x t* x t* 

Experiment I 
7.73 104.7 6.81 24 Experimental 111.5 109.1 4.81 109.7 

P < .0005 P < .0005 P < .0005 

Control 110.4 120.3 . . . 127.8 ... 120.9 ... 24 

* One tailed test. 
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Table 2. Mean Pulse Rate of Control and 

Experimental Children at Four Periods 

During Hospitalization 

Admission 
Pre-operative 

8:00 P.M. 
Post-operative 

8:00 PM. Discharge Total N 

X x t* x t* x t* 
Experiment I 

Experimental 103.6 95.8 5.10 101.6 6.31 95.2 5.08 24 

P < .0005 P < .0005 P < .0005 

Control 104.6 110.8 ... 122.2 . . . 110.8 ... 24 
Experiment II 

Experimental 105.6 100.2 1.38 

P < .10 

117.1 .83 

P > .10 

105.4 2.13 16 

P < .025 

Control 104.9 107.5 . . . 123.1 ... 116.8 ... 16 

* One tailed test. 

.005 at each of the periods. Exactly the 

same pattern appeared in Experiment 

II, but the differences between the 

group means were considerably less and 

did not reach as high a level of statisti¬ 

cal significance. 

Table 3 shows that in both Experi¬ 

ments I and II at admission there was 

little difference between the mean tem¬ 

perature of control and experimental 

children. In Experiment I the experi¬ 

mental group mean at admission, 99.4 

fell to 99.1 preoperatively, rose to 100.1 

postoperatively and dropped to 99.2 at 

discharge. Again, as in the case of sys¬ 

tolic blood pressure and pulse rate, the 

discharge mean was lower than the ad¬ 

mission mean. The control group mean 

at admission, 99.5, rose to 99.8 preop¬ 

eratively and continued to rise to 100.7 

postoperatively before falling to 99.8 at 

discharge. Again the mean discharge 

figure for the control group children 

was higher than the admission mean. 

The same pattern appeared in Experi¬ 
ment II. 

In addition to systolic blood pressure, 

pulse rate, and temperature, the chil¬ 

drens’ postoperative emesis, hour of 

first voiding, and oral intake of fluids 

were checked. Tables 4 and 5 present 

this data. Table 4 shows that in Experi¬ 

ment I, 10 of the children vomited after 

the operation, 7 of them more than 

once, while only 3 experimental group 

children vomited, none of them more 

than once. Although the incidence of 

postoperative emesis was not as great 

in Experiment II as Experiment I, the 

same pattern appeared. Control group 

children experienced more emesis than 

experimental group children. As can 

be seen from Table 5, control group 

children did not void as rapidly after 

the operation as experimental group 

children. In Experiment I the mean hour 

of first voiding for control group chil¬ 

dren was well over 7 V2 hours compared 

to 4!/2 for experimental group children. 

In Experiment II the corresponding fig¬ 

ures were: control group children ap¬ 

proximately 644 hours and experimental 
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Table 3. Mean Temperature of Control and Experimental 

Children at Four Periods During Hospitalization 

Pre-operative Post-operative 

Admission 8:00 P.M. 8:00 P.M. Discharge Total N 

X X t* X t* X t* 

Experiment I 
1.68 24 Experimental 99.4 99.1 1.13 100.1 2.48 99.2 

P > .10 P < .01 P < .05 

Control 
Experiment II 

99.5 99.8 • • • 100.7 . . . 99.8 ... 24 

.85 16 Experimental 99.3 98.9 2.65 99.3 1.93 99.3 

P < .01 P < .05 P > .10 

Control 99.3 99.4 . .. 99.9 . . . 99.7 ... 16 

* One tailed test. 

Table 4. Incidence of Post-Operative Emesis 

for Control and Experimental Children 

Post-operative Emesis 

More 

None Once than Once 

N % N % N % T otal N X2 

Experiment I 
24 x2 = 8.40 Control 14 58 3 12 7 29 

Experimental 21 88 3 12 0 0 24 P < .01 

Total 35 73 6 12 7 15 48 

Experiment II 
16 x2 = 1.15 Control 12 75 1 6 3 19 

Experimental 14 88 1 6 1 6 16 P < .10 

Total 26 81 2 6 4 12 32 

group children 534 hours. Moreover, in 

both Experiments control children con¬ 

sumed much less fluid during the first 

7 hours after the operation than experi¬ 

mental group children (Table 5). 

Taken together these physiological 

measures indicate that the level of stress 

among experimental children was much 

lower. This was true for both Experi¬ 

ments. Experimental children had lower 

mean levels of systolic blood pressure, 

pulse rate and temperature preopera- 

tively, postoperatively, and at discharge 

than control group children. Experi¬ 

mental group children had less post¬ 

operative emesis, voided earlier, and 

drank more fluids than control group 

children. These data lend support to the 
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hypothesis that the experimental nurse- 
mother interaction would reduce moth¬ 
ers’ stress and increase their ability to 
adapt rationally to the hospitalization, 
which, in turn, would have profound 
effects on their children. The hypothesis 
is further supported by the regular 
nursing staffs’ evaluation of the chil¬ 
dren’s general over-all adaptation to the 
hospitalization. By means of a short 
questionnaire each staff nurse who had 
the most contact with a child was asked 

to judge whether she considered the 
child’s adaptation to be high, average or 
low. The staff nurses had no knowledge 
of whether a child was in the control or 
experimental group. Table 6 presents 
this data. In Experiment I 50 per cent 
of the experimental group children were 
judged as making a high adaptation to 
the hospitalization compared to only 17 
per cent of control group children. The 
corresponding figures for Experiment 
II were: experimental group children 

Table 5. Number of Hours from the End of the Operation to the 
Hour of First Voiding and Mean Intake of Fluids Post-Operatively 

for Control and Experimental Group Children 

Mean Hours Mean Fluid Intake 

Before First Voiding No. of c.c. After 7 Hours T otal N 

Experiment I x t X t 
Experimental 4.54 5.94 629.17 4.81 24 
Control 7.63 P < .0005 413.13 P < .0005 24 

Experiment II 
Experimental 5.75 .58 520.00 3.62 16 
Control 6.81 P > .10 351.56 P < .005 16 

* One tailed test. 

Table 6. Regular Nursing Staffs’ Evaluation of Control and 
Experimental Children’s Adaptation to the Hospitalization 

Adaptation 

High Average Low 
Adaptation Adaptation Adaptation 
N % N % N % Total N X2 

Experiment I 
Control 4 17 15 62 5 21 24 x2 = 6.00 
Experimental 12 50 9 38 3 12 24 P < .02 

Total 16 33 24 50 8 17 48 
Experiment II 

Control 5 31 5 31 6 38 16 X2 == 3.14 
Experimental 9 56 5 31 2 12 16 P > .10 

Total 14 44 10 31 8 25 32 
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56 per cent high adaptation and control 

group children 31 per cent high adap¬ 

tation. 

The mail-back questionnaire to the 

mothers provides data on the children’s 

condition and behavior at home during 

the first week after discharge (Table 7). 

In both experiments over 50 per cent of 

control group mothers reported that 

their child ran a fever during the first 

week at home while less than one third 

of the experimental group mothers re¬ 

ported this. None of the experimental 

group mothers reported their child vom¬ 

iting, but this was reported by four 

control group mothers, two in Experi¬ 

ment I and two in Experiment II. Al¬ 

most 41 per cent of control group moth¬ 

ers in Experiment I and almost 29 per 

cent in Experiment II indicated that 

they were worried enough about their 

child’s condition to call a physician. 

Less than 14 per cent of experimental 

group mothers in Experiment I and less 

than 19 per cent in Experiment II indi¬ 

cated it was necessary to call a physician. 

Finally, and perhaps most significantly, 

100 per cent of experimental group 

mothers in Experiment I and 94 per 

cent in Experiment II reported that 

their child had recovered from the oper¬ 

ation before the end of the first week 

after discharge. Only 50 per cent of 

control group mothers in Experiment I 

and 36 per cent in Experiment II 

claimed their child recovered during 

the first week. In other words, based on 

mother’s reports all but one of the ex¬ 

perimental group children recovered 

from the operation during the first week 

after discharge, in contrast to less than 

half of the control group children. 

These data indicate the experimental 

group children seemed to experience, 

physiologically, less ill effects from the 

operation and hospitalization and made 

a more rapid recovery than control 

group children. In addition, there were 

differences in the social and psycho¬ 

logical behavior of the two groups. Ma¬ 

jor differences were found in three 

areas: excessive crying; disturbed sleep, 

and an unusual fear of doctors, nurses, 

and hospitals (Table 8). In both experi¬ 

ments, twice as many control as experi¬ 

mental mothers reported their child 

cried more than usual during the week 

after his discharge. Over 68 per cent of 

control group mothers in Experiment I, 

and over 78 per cent in Experiment II 

indicated their child suffered unusual 

sleep disturbances at night. This was 

compared with just 14 per cent of exper¬ 

imental mothers in Experiment I and 

25.0 per cent in Experiment II. Of all 

the effects of the operation and hospital¬ 

ization at home, disturbed sleep ap¬ 

peared to be the most common and the 

most severe. 

Although only one experimental 

mother (Experiment I) reported her 

child seemed to have an unusual fear of 

the hospital and its personnel, 36 per 

cent of control mothers in Experiment 

I and 50 per cent in Experiment II re¬ 

ported that their child did. Often fear 

of the hospital, disturbed sleep, and ex¬ 

cessive crying occurred in combination 

with one another. A written comment 

by one of the control group mothers 

aptly illustrates this: 

My child has had nightmares ever since he 
left the hospital. This is very unusual for 
him. He wakes up in the middle of the 
night yelling and screaming and crying his 
heart out. He is afraid someone will put 
him back in the hospital and leave him 
forever. 

In addition to excessive crying, dis¬ 

turbed sleep, and fear of the hospital, 
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slight differences were discovered in a 

number of other behavioral areas. Ac¬ 

cording to mothers’ reports, control 

group children had greater difficulty 

than usual in eating, drinking, and re¬ 

lating to others, as well as in manifesting 

more regressive behavior (thumb suck¬ 

ing, bed wetting, etc.) than experi¬ 

mental group children.5 

CONCLUSION AND IMPLICATIONS 

The control group data confirms our 

hypothesis that under prevailing condi¬ 

tions the social environment of the hos¬ 

pital is likely to produce a great deal of 

stress for child patients and their 

mothers. For the children this stress is 

likely to result in elevated tempera¬ 

ture, pulse rate and blood pressure, dis¬ 

turbed sleep, fear of doctors and nurses, 

a delayed recovery period, and other 

forms of behavior which deviate from 

the medical culture’s norms of "health” 

and normal progress of hospitalization. 

The experimental group data indicate 

that a change in the quality of inter¬ 

action between an authoritative person 

such as the experimental nurse and the 

hospitalized child’s mother can lower 

the mother’s level of stress and produce 

changes in the mother’s definition of the 

situation. Due to the mother’s intimate 

relationship and interaction with the 

child, a reduction in her level of stress 

and changed definition of the situation 

alters a salient component of the child’s 

social environment. The data support 

the hypothesis that this may result in 

less stress for the child and consequently 

a change in his social, psychological, and 

even physiological behavior. 

In Experiment I the special nurse in¬ 

teracted with the experimental group 

mothers at admission and at several 

other times during the hospitalization. 

In Experiment II the interaction was 

limited to the admission process. The 

observed effects of the experimental in¬ 

teraction on the children’s behavior 

were in the predicted direction for both 

experiments, although the magnitude of 

the relationship was generally slightly 

higher in Experiment I. Although this 

finding highlights the effectiveness of 

the initial interaction and/or suggests 

that admission may be the crucial time 

and place to begin stress reducing inter¬ 

action, it also suggests that further in¬ 

teraction throughout the hospitalization 

has important effects. 

According to general sociological the¬ 

ory much of the important variation in 

individual human behavior is explained 

by variation in the culture and structure 

of the group to which the individual 

belongs. Additional variation is ex¬ 

plained by the individual’s status and 

position within the group. On occasion 

sociologists implicitly or explicitly spec¬ 

ify intervening psychological states and 

processes that mediate group effects on 

individual behavior. When psychologi¬ 

cal variables are included their source is 

usually hypothesized in the socializa¬ 

tion process or simply in social interac¬ 

tion. Indeed, sociology is often defined 

as the study of human interaction. How¬ 

ever, many times sociologists do not find 

it convenient in their research to ob¬ 

serve interaction, or the actual behavior 

that is supposedly affected by interac¬ 

tion. Self-reported values, statuses, role 

definitions, individual psychological 

states and behavior have been more ac¬ 

cessible for study. Thus sociologists have 

accumulated data suggesting that status 

inconsistency or low status crystalliza¬ 

tion is likely to result in strong liberal 

political attitudes, voting for the demo¬ 

cratic party, or, depending on the type 
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of inconsistency under discussion, higher 

frequency of self-reported psychosomatic 

symptoms. Althrough this line of re¬ 

search does not appear to have been ex¬ 

plicitly linked to the "social structure 

and anomie” theories of deviant behav¬ 

ior stemming from Durkheim, it has 

been linked to the "status integration” 

suicide research which also derives from 

Durkheim and with the psychological 

theories of cognitive dissonance.6 Most 

previous research has relied on static 

macro-level correlations using census- 

type statistics for infrequent events such 

as suicide, or on survey analyses of self- 

reported physiological stress symptoms 

correlated with various indexes of in¬ 

dividual status consistency. The inter¬ 

vening social process activating the 

psychological inconsistencies has not ex¬ 

plicitly figured in the research, nor has 

the research been experimental. Obvi¬ 

ously, it is extremely difficult in most 

cases to manipulate these structural vari¬ 

ables. The research reported above, by 

focusing on the effects of the immediate 

social environment rather than on more 

permanent social strucairal determinants 

or long-term personalities changes 

points the way to non-laboratory experi¬ 

mental tests of social environmental 

stress theory. 

In addition to its potential contribu¬ 

tion to social psychological theory, this 

type of research can form an interest¬ 

ing chapter in applied sociology. It has 

immediate implications for the control 

of stress, since control lies in the dyadic 

interaction which can be manipulated 

by individual practitioners. The results 

of this research suggest that even just 

one such practitioner out of the dozens 

with whom a patient may come in con¬ 

tact may be able to have a major effect. 

In contrast, manipulation of either rela¬ 

tively permanent statuses, major struc¬ 

tural features of the organization, or 

deep-seated personality traits must be 

more difficult. 

Specifically, if supported by further, 

more extensive research, the data sug¬ 

gest that some of the after-effects of hos¬ 

pitalization and surgery in young chil¬ 

dren, physiological as well as social and 

psychological, may be alleviated through 

a relatively simple and inexpensive so¬ 

cial process. An authoritative figure, by 

establishing an expressive relationship 

with the mother of a child, and provid¬ 

ing her with information, may reduce 

the mother’s stress and allow her to 

make a more rational adaptation to the 

child’s problems and take a more ac¬ 

tive role in aiding him. The change in 

the mother’s behavior may then have a 

profound effect on the child’s behavior. 

We suggest that this process might be 

an effective and efficient procedure 

which could easily be added to the ar¬ 

senal of ways and means which health 

professionals may have at their disposal 

for combating the stress of hospitaliza¬ 

tion and surgery on both mother and 

child. 

NOTES 

1 Lipton (1962) summarizes much of the literature concerning the nature, extent, 

and psychological effects of tonsillectomy operations. However, recent evidence is lead¬ 

ing many physicians to question the need for tonsillectomy at all, especially in routine 

cases. (McKee, 1963.) 
2 Escalona (1953) points out that the communication of feeling states between a 

mother and her child may take place on a non-verbal as well as verbal level, may occur 
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at even a very early age in the life of the child, and may not be fully subject to the volun¬ 

tary control of the mother. 
3 The actual design of the questionnaire and the return rate is described and discussed 

in Skipper and Ellison (1966). 
4 The reader should keep in mind that statistical significance does not necessarily in¬ 

dicate practical significance. For the most part variations in the somatic indicators are 
within what might be considered the normal range. Their importance lies in the fact 

that they are symptomatic of the degree of stress suffered. 
5 When all the results from the mail-back questionnaire were controlled for the age 

and sex of the child, and the education of the mother, one important association was dis¬ 

covered. Regardless of treatment (control or experimental) children age 6 and under 

suffered more from disturbed sleep during the first week after the operation than those 

age 7 and over. 
6 Much of the literature on this topic is summarized in Martin’s (1965) cogent re¬ 

view of theories of stress. 
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28. The Research Challenge to Social Scientists in the 

Developing Family Planning Programs: The Case of Taiwan 

Ronald Freedman 

Social scientists have an important 

opportunity to study social change, 

diffusion, small group processes, norm 

formation and a variety of other impor¬ 

tant subjects under almost classical ex¬ 

perimental conditions in the family 

planning programs now being organized 

in many developing countries. The sit¬ 

uation is unique, because it offers oppor¬ 

tunities for experimental treatments of 

large social collectivities, where social 
action is both ethical and practical. 

In an increasing number of countries 

such work has the support of a consen¬ 

sus of the population and of the political 

leadership on the goal of helping the 

large number of families that appear to 

be ready and eager for family planning. 

The following article by L. Lu, H. C. 

Chen and L. P. Chow illustrates in a 

specific, simple but important experi¬ 

ment the potential for such studies as 

part of the family planning program in 

Taiwan. This particular study, like most 

of those which might be done, had im¬ 

mediate operational purposes, but it 

also tested some ideas about diffusion 

and about influences that might move 

a local population from concern and in¬ 

terest to action. Many social scientists 

could think of a large variety of addi¬ 

tional hypotheses that might be tested 

rather simply as part of just such an 

experiment. Participation in such stud¬ 

ies provides the opportunity to serve 

science and social policy simultaneously 

in an area in which conflict about policy 
goals is usually minimal. 

Taiwan is an unusually favorable set¬ 

ting for successful programs in this field, 

although other countries are ready too, 

and the number of countries providing 

such opportunities is likely to grow 

rapidly in the next decade.1 In Taiwan, 

there is present both the considerable 

progress in social and economic devel¬ 

opment and the low mortality which are 

probably favorable conditions for suc¬ 

cessful family planning programs. Tai¬ 

wan has a favorable position with re¬ 

spect to educational and literacy levels, 

the circulation of newspapers and the 

other mass-media influences, economic 

development, agricultural productivity, 

shift toward urbanization and industri¬ 

alization, transportation and communi¬ 

cations, development of a market econ¬ 

omy and many related indices. In short, 

there have been a series of develop¬ 

ments favorable to an erosion of the 

dependence on familial and local insti¬ 

tutions and to the development of link¬ 

ages with larger social and economic 
units of the modern type. 

On the basis of these developments 

one would expect that fertility might 

begin to decline and that the environ¬ 

ment might be favorable for introduc- 

Reprinted with permission from The Journal of Social Issues, Vol. 23, No 4 October 
1967, pp. 165-169. ' ’ 
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tion of a family planning program. The 

fact is that fertility did begin to decline 

even before any significant organized 

program in the field of family planning. 

The birth rate declined from 42 in 1958 

to 34 in 1964. 
In the period from 1958 to 1964 the 

age-specific birth rates changed as fol¬ 

lows: 

1938 1964 

% 
Change 

1958- 

1964 

Crude birth rate 42 34 -19 
Total fertility 

rate 6080 5096 -16 

Age-specific 
birth rates: 
15-19 43 37 -14 

20-24 248 254 + 2 

25-29 336 334 - 1 

30-34 281 214 -26 

35-39 199 120 -40 

40-44 90 52 -42 

45-49 14 8 -47 

This is exactly the pattern of fertility 

decline found in the early period of 

Western fertility decline; that is, fertil¬ 

ity declined first in the early 30’s and 

then at a greater rate at older ages. 

This is exactly the pattern to be ex¬ 

pected if under conditions of low mor¬ 

tality many mothers find that by age 30 

the children they want are all alive. 

Then under pressure of rising aspira¬ 

tions for family and self, the couples 

begin to try to do something, even if 

ineffectively, to limit family size. Low 

mortality produces increasing pressures 

on traditional housing, familial, and 

other arrangements developed over a 

long period of time as an adjustment to 

high mortality. 

A number of surveys in Taiwan have 

indicated that under these conditions: 

. . . most couples want only a moderate 
number of children; three or four with at 
least one son is the modal desire 
. . . most women have these children by 
age 30 
. . . many then begin to try to do some¬ 
thing about limiting family growth but in 
ways that often are ineffective or unde¬ 
sirable (In Taiwan, as in almost all coun¬ 
tries at this demographic stage, there is a 
considerable amount of illegal abortion. 
There is also, before the initiation of for¬ 
mal programs, a considerable attempt to 
practice contraception, but usually this is 
ineffective and begun after the desired 
number of children are born) 
... A large majority of couples approve of 
the idea of family planning and are in¬ 
terested in help with it. 

Surveys establishing these facts had 

an important role in Taiwan in helping 

the provincial health department to 

come to the conclusion that there was 

an important health and welfare need 

felt by the population with important 

social implications, that such a program 

would be well received, and that it 

should concentrate on certain segments 

of the population. 

An initial large scale experiment to 

bring family planning to the population 

was conducted in the city of Taichung 

by the provincial health department.2 

This may be one of the largest social 

experiments ever conducted under con¬ 

trolled conditions. The experiment was 

a success both in the practical and the 

scientific sense. In about 30 months it 

brought family planning to more than 

8,500 women in the clinics of a city of 

350,000 people with about 36,000 

women in the childbearing years. The 

birth rate fell in Taichung in the year 

following the program substantially 

more than in the other five cities. The 

program in this one city produced sig- 
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nificant operational experience and 

knowledge which is now being used in 

an island-wide program. It also is pro¬ 

ducing significant findings about the 

process of diffusion in such a program, 

about acceptance and persistence of the 

use of innovations in the various strata 

of a modernizing population, about the 

role of the extended family in such 

change, and on many other topics of 

interest to social scientists. 

The success of the experiment in 

Taichung facilitated the move to a pro¬ 

gram for the whole island.3 Although 

the island-wide program is still not 

fully staffed and is not operating in all 

townships as yet, the number of intra¬ 

uterine contraceptive devices accepted in 

the program has increased very rapidly 

as the following figures indicate: 

IUD Acceptance 

1963— 3,650 
1964— 46,600 
1965— 99,253 
1966— 111,242 
Jan-June, 1961—56,008 

This new developing island-wide pro¬ 

gram has included a whole series of spe¬ 

cific studies such as that described in the 

following article. These studies individ¬ 

ually have important operational pur¬ 

poses. Collectively, they should help to 

provide a scientific basis for understand¬ 

ing immediately the process of fertility 

change under way and more generally 

NOTES 

the processes of change and develop¬ 
ment. 

While Taiwan has had unusually 

favorable conditions for its program 

and a most promising beginning, it is 

not unique. The situation is very simi¬ 

lar in Korea. In Hong Kong and Singa¬ 

pore important private family planning 

programs probably are helping to pro¬ 

duce significant initial declines in the 

birth rates there, too. On a much larger 

scale, family planning programs are 

under way in India and Pakistan, and 

in each of these massive programs there 

is considerable research activity and a 

need for even more. The Singur project 

in India probably involved the largest 

number of small group meetings with 

successful attendance records ever de¬ 

veloped anywhere (Mathen, 1963). 

Programs of various types and levels are 

also developing in Tunisia, Turkey, 

Thailand, Egypt and in a number of 

other countries.4 A number of Latin 

American countries are likely to move 

in this direction very soon. It is likely 

that there will be programs in at least 

25 countries within the next few years. 

The purpose of this introductory 

paper is to place the following report 

in its broader setting. Replication and 

development of such studies offers an 

exciting and promising area of research 

and social service for the world commu¬ 
nity and social scientists. 

For some general background on the population trends and the fertility patterns 
in Taiwan see many mimeographed publications of the Taiwan Population Studies Cen¬ 
ter and also Freedman, Takeshita and Sun (1964). The author has proposed a broad 
comparative research agenda in Freedman (1965 ). 

2 E°r a description of this experiment see Berelson and Freedman (1965). 
3 The programs of work in family planning in Taiwan are immediately the respon¬ 

sibility of Dr. T. C. Hsu, Provincial Health Commissioner. Dr. L. P. Chow, Associate 
Director of the Taiwan Population Studies Center, has been in charge of the considerable 
program for research and evaluation as well as participating in designing and supervis¬ 
ing the action program. Dr. S. C. Hsu of the Joint Commission on Rural Reconstruction 
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has given the program continuous general guidance and assistance. The program of re¬ 
search and action have been generously supported in Taiwan by the Population Council. 

4 More than 175 experts from 36 countries participated in August, 1965 in an inter¬ 
national conference on family planning studies and research in Geneva under the spon¬ 
sorship of the Population Council. The proceedings of this meeting were published by 
B. Berelson, et al, Family Planning and Population Problems, University of Chicago 
Press, in 1966 and should provide the most up to date summary of the scope of the 

work in progress on an international basis. 
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29. An Experimental Study of the Effect of Group 

Meetings on the Acceptance of Family Planning in Taiwan 

Laura Pan Lu, H. C. Chen, and L. P. Chow 

A family planning health program, 

mainly using the Lippes intrauterine 

loop, has been in the action stage in 

Taiwan since January 1964.1 Up to the 

end of June, 1967, a cumulative total 

of 316,753 women have accepted the 

device. The goal is to insert 600,000 

loops in five years to help reduce the 

rate of natural increase from 3 per cent 

at present to 1.8 per cent in 1973. 

In order to attain the goal, the pro¬ 

gram calls for community health educa- 

The authors are members of the staff of the Taiwan Population Studies Center asso¬ 
ciated with the Provincial Health Department of Taiwan under the leadership of Com¬ 
missioner T. C. Hsu. They wish to acknowledge the assistance of the staff of the Center. 
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work of the Center: The Sino-American Joint Commission on Rural Reconstruction, 
The Population Council and the University of Michigan Population Studies Center. 

Reprinted with permission from The Journal of Social Issues, Vol. 23, No. 4, October 

1967,pp. 171-177. 
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tion methods which will get the most 

loops inserted at the least cost. 

The present study—one of a series— 

tried to measure the effect of small 

group meetings on changes in attitudes 

to, knowledge about, and practice of 

family planning. More specifically, it 

tried to assess: (a) The effectiveness of 

such meetings in motivating people to 

accept the loops, (b) The efficiency of 

holding meetings in every other neigh¬ 

borhood instead of in every neighbor¬ 

hood, thus utilizing the power of diffu¬ 
sion. 

Two typical townships in the central 

part of Taiwan chosen as the study area 

had a total population of 61,171 people, 

with 7,766 married women 20-44 years 
old at the end of 1963. 

All over Taiwan townships are di¬ 

vided into villages, and a village is 

again subdivided into lins, which are 

"neighborhoods” of about 25 households 

each. There were 37 such villages and 
424 lins in the study areas. 

Three obstetricians in the area pre¬ 

viously had been trained to insert the 
loops. 

THE EXPERIMENTAL DESIGN 

Before holding small group meetings, 

a 10 per cent random sample of 794 of 

all the married women 20-44 was 

drawn. They were interviewed by 

trained public health nurses in August, 

1964 to assess attitudes to, knowledge 

about and practice of family planning. 

During the pre-meeting survey, the 

workers were instructed strictly not to 

teach people anything about family 

planning. If any one asked specific ques¬ 

tions, the workers were instructed to 

invite them to attend meetings for in¬ 

formation. This was to avoid bias in 

evaluating the effect of the group meet¬ 
ings. 

Immediately after the survey, small 

group meetings were conducted by the 

public health nurses in every lin (Treat¬ 

ment 1) of a random half of the vil¬ 

lages. In the other half of the villages, 

group meetings were held only at every 

other lin (Treatment 2). Altogether, 

320 such meetings were held, with a 

total of 2,816 attendants. 

Coupons were issued to every married 

woman, 20—44, who attended the meet¬ 

ing, regardless of her previous birth 

control or fertility status. The coupon 

entitled the holder to a 50 per cent dis¬ 

count toward the cost of an intrauterine 

device insertion, which is fixed by the 

Maternal and Child Health Association 

at NT$60 (US$1.50). Coupons were 

also available on the same terms at the 

doctors’ clinics for women from non¬ 

meeting lins or for those who failed to 
attend the meetings. 

About six months after the meet¬ 

ings, a post-meeting reinterview survey 

was conducted with the initial probabil¬ 
ity sample to assess changes. 

RESULTS OF THE STUDY 

Of the 794 women in the initial sam¬ 

ple, 758 or 95.5 per cent responded to 

the second interview. The other 36 

women were temporarily absent or had 

moved away permanently. The analysis 

was based only on those who completed 
both interviews. 

Attendance at the Meetings 

Of the 758 respondents, 523 lived in 
a "meeting lin” and 235 in a "non¬ 

meeting lin.” Thirty-four per cent of 

those living in a "meeting lin” area ac¬ 

tually attended a meeting, but even in 

the non-meeting lins 18 per cent at¬ 

tended the meetings in another neigh¬ 

borhood. Altogether, 29 per cent of the 
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women in the sample attended a meet- 

ing. 
The rate of attendance was signifi¬ 

cantly higher2 (a) among those with at 

least three children (32%) as compared 

with those with fewer children (21%); 

(b) among those with at least a pri¬ 

mary education (34%) as compared 

with those with less education (25 %). 

The three leading reasons given by 

respondents for not attending the meet¬ 

ing were: "too busy” (32.5 per cent), 

"did not know of it” (31.0 per cent), 

and "not residing in the meeting lin” 

(26.5 per cent). Three per cent of these 

respondents said they were not inter¬ 

ested in the meetings and 7 per cent 

gave other reasons. 

Effects of the Meeting 

Changes in attitudes to family plan¬ 

ning. The percentage approving the 

idea of family planning increased from 

81.7 before the meeting to 90.6 per 

cent afterward. 

Change in "the ideal number of chil¬ 

dren.” Those attending the meetings 

originally had had a slightly larger ideal 

number of children than the non-attend- 

ers. After the meetings the mean was 

slightly less but neither difference was 

significant. 
Change of knowledge about contra¬ 

ception. Before the meetings, the "at¬ 

tendants" knew only an average of 0.77 

methods of contraception. The figure 

increased to 3.01 after the meetings. 

The increase in knowledge was consid¬ 

erably less among the "non-attendants”: 

from 1.25 methods before to 1.75 after 

the meetings. This lesser but significant 

increase among the non-attendants may 

be attributed to diffusion from attend¬ 

ants. 
Change in the status of contraceptive 

practice. The number of contraceptive 

users significantly increased after the 

meetings, especially among the "attend¬ 

ants,” as shown in Table 1. 

Since the emphasis of the meetings 

was on the intrauterine loops it is not 

surprising that the principal effect was 

an increase from 5 to 49 (880% in¬ 

crease) in the number of women using 

these loops. The increase in the use of 

the Ota Ring (an earlier Japanese ver¬ 

sion of the loops more difficult to in¬ 

sert) was only from 44 to 48 (about 9 

per cent). But there was also a signifi¬ 

cant increase in sterilization from 64 to 

84 (31 per cent increase) and an in¬ 
crease from 21 to 32 (52 per cent) in 

use of other contraceptive methods. 

These increases in methods other than 

the loops are much larger than normally 

would be expected in the 8 month pe- 

Table 1. Users of Contraception Before and After Action 

Program, by Attendance at Meetings 

Attendance 

Sample 
Size Before 

No. of Users 

After Change 

% Change 
from* 

Before to 
After 

Attendants 219 40 80 +40 18.3 

Non-Attendants 539 94 133 + 39 /.2 

Total 758 134 213 +79 10.4 

* Per cent of the initial subsample. 
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riod between the two surveys and indi¬ 

cate that the program had a diffuse ef¬ 

fect in increasing the practice of family 

limitation methods in general. 

What was learned at the meetings. 

Three major topics were discussed at 

the meetings: the general idea of fam¬ 

ily planning, specific contraceptive 

methods and reproductive physiology. 

Of 219 attendants, 217 persons, or 

99 per cent, could recall at least one 

topic, 211 persons—96 per cent—men¬ 

tioned something about specific contra¬ 

ceptive methods, 75—34 per cent— 

something about the general idea of 

family planning, and 45—20 percent— 

mentioned something about the "physi¬ 
ology of reproduction.” 

One important question about group 

meetings is whether they have any in¬ 

fluence on non-attendants as a result of 

diffusion. Our data indicate that many 

non-attendants heard from others about 
what had been said. 

Of the 219 attendants, 91.8 per cent 

learned of at least one contraceptive 

method that they didn’t know about 

before. The loop was mentioned by 188 

persons, traditional methods by 70, and 

sterilization by 7. Eighteen persons (8.2 

per cent) had attended the meetings 

but could not recall any method that 

they did not know about already. Of 

539 non-attendants, 123 persons (22.8 

per cent) learned from "others”—other 

attenders or third persons—at least one 

contraceptive method (see Table 2). 

All of the 123 non-attenders who re¬ 

ported that they learned a new method 

mentioned the loop. This is about 23 

per cent of the total non-attenders in 

the survey sample. Only seven—about 

one per cent—of non-attendants men¬ 

tioned learning about other methods or 

about sterilization. This is rather strik¬ 

ing evidence that information about 

the new loop method diffuses much 

more extensively than other family plan¬ 

ning methods. Among attenders the 

loop was learned about in a ratio of 

about 2 Yz to 1 to other methods. For 

non-attendants, the ratio was 22 to 1. 

The fact that the information about the 

loop diffuses much more than other 

methods was established very clearly in 

the previous large scale Taichung 
study.3 

Acceptors of the loop in the official 

program. An "acceptor” in the current 

official family planning program is a 

Table 2. Topics Reported as Discussed at the Meetings 

by Non-Attenders 

Topic Recalled 
No. of 

Women A* 

Per Cent 

A* # 

Heard something 131 24.3 100.0 
Contraceptive methods 123 22.8 93.9 
Meaning of family planning 17 3.2 13.0 
Physiology of pregnancy 6 1.1 4.6 

Heard nothing 408 75.7 

Total respondents 539 100.0 — 

* A — per cent of the total non-attendant respondents (539) 
* * B = per cent of the total persons who had heard something (131) 
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married woman who has an intrauter¬ 

ine device inserted by an officially ap¬ 

proved doctor. The data in Table 3 

below show how the acceptance rate var¬ 

ied with whether a meeting was held in 

the lin and with whether the area had 

meetings in all or in only half of the 
lins. 

The total acceptors, excluding those 

accepting before the study began were 

equivalent to 4.4 per cent of the mar¬ 

ried women 20—44 in the study area, or 

about 12 per cent of the women in this 

age group eligible in the sense that they 

were neither currently pregnant, not 

lactating, nor current users of other con¬ 

traception methods, nor had either mar¬ 
riage partner been sterilized. 

Acceptors by "Treatment.” Of 341 

acceptors, 183 were from the Treat¬ 

ment 1 area (meeting in every lin), and 

158 were from the Treatment 2 area 

(88 from "meeting lins’’ and 70 from 

"non-meeting lins”). As the data in 

Table 3 indicate, holding meetings in 

every other lin is only slightly less effec¬ 

tive than holding meetings in every lin, 

so far as the acceptances overall are con¬ 

cerned. In those lins in which meetings 

are held, the response in terms of ac¬ 

ceptances is virtually identical for the 

area in which all lins are covered and for 

that in which only every other lin was 

covered. The response rate was slightly 

lower, to be sure, in the lins in which 

no meetings were held but which were 

surrounded by lins in which meetings 

were held and from which diffusion 

could take place. But even in those lins 

without any meetings at all, the accept¬ 

ance rate was 79 per cent, as high as in 

the area where every lin had a meeting. 

In short, diffusion will supplement the 

direct stimulus almost enough to equal 

the results when every neighborhood 

gets the direct stimulus. 

Costs by type of program. The costs 

per acceptance are considerably less in 

Treatment 2 than in Treatment 1. The 

average cost of the program per accept¬ 

ance was NT$65.5 (US$1.40) in 

Treatment area 1, but only NT$38.0 

(US$0.95) in Treatment area 2. In 

treatment area 1 the acceptance rate was 

12% higher than in treatment area 2, 

but the total cost was 71% higher. Un¬ 

less resources are unlimited this would 

appear to be a very expensive way to 

Table 3. Percentage of Acceptors, by Whether All Lins or 

Every Other Lin Covered and by Whether in Meeting Lin or Not 

Cases from 

Treatment 

Area 1: 

Every Lin 

Covered 

Treatment 

Area 2: 

Every Other 

Lin Covered Total 

Meeting Lins 4.8 4.7 4.8 
(3,830) * (1,856) (5,686) 

— 3.8 3.8 
Non-meeting Lins (1,856) 0,856) 

4.8 4.3 4.5 
Total (3,830) (3,712) (7,542) 

* The numbers in parentheses indicate the number of married women 20—44, the 
base for the acceptance rates. 
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increase the acceptance rate. Under sim¬ 

ilar circumstances it is probably usually 

best to spread the stimulus as in Treat¬ 

ment 2 and to let diffusion do part of 

the work at no cost. 

The total expenditures of the study, 

including salaries and travel and per 

diem of workers, were NT$ 18,000 

(US$450). This gives an average cost 

per case at NT$53 (US$1.30). By the 

regular method of approach involving 

more direct contacts with eligible 

women, it costs about NT$200 (US 

$5.00) to recruit a case. 

IN CONCLUSION 

This study attempts to measure the 

effects of small group meetings on 

changes in attitudes to, knowledge about 

and practice of family planning. More 

specifically, it tried to assess (a) the 

effectiveness of such meetings in moti¬ 

vating women to accept intrauterine 

loops and (b) the efficiency of holding 

meetings in every other neighborhood 

instead of in every neighborhood, thus 

utilizing the power of diffusion. 

The principle conclusions are as fol¬ 

lows: 

. . . The meetings were effective in chang¬ 
ing the attitudes, knowledge and practice 
of the women attending the meetings. 
. . . Those not attending the meetings also 
changed in these respects as a result of dif¬ 
fusion or influence from the attenders, al¬ 
though the change was less in these cases 
of indirect influence. 
. . . Holding the meetings in every other 
neighborhood does not significantly re¬ 
duce the acceptance rate of contraception 
in the neighborhoods having meetings. 
. . . There is a significant acceptance rate 
even in the neighborhoods with no meet¬ 
ings at all, providing they are in the area 
in which half of the neighborhoods did 
have such meetings. The acceptance rate in 
the neighborhoods without meetings is 
about 80% that in the neighborhoods with 
meetings. 
. . . The cost per acceptance is substantially 
less in the area in which meetings are held 
in every other neighborhood instead of in 
every neighborhood. Holding meetings in 
every neighborhood produced only 12% 
more acceptances overall at an increase in 
costs of about 70%. 

NOTES 

1 For a description of the program see Chow (1965). More detailed information is 
contained in monthly mimeographed reports on program progress and in annual reports 
available from the Taiwan Population Studies Center (P.O. Box 112, Taichung, Tai¬ 
wan ). 

2 The various differences reported in the paper were tested for statistical significance. 
Unless there is an indication to the contrary all are significant at the 0.01 level. Although 
no allowance was made for the clustering effect, it is likely that all would be significant 
at least at the 0.05 level, even with an allowance for clustering. 

3 The Taichung study is referred to briefly in the preceding introduction by Professor 
Freedman. In that study more than 50 per cent of all acceptances came from persons not 
directly contacted by the program and more than 95 per cent of such acceptances were 
acceptances of intrauterine devices although in that program all methods were described 
and made available. This new method seems to become known quickly by word-of- 
mouth diffusion. 

REFERENCES 

Chow, L. P. A programme to control fertility in Taiwan. Population Studies, 1965, 
19, 155-166. 



30. The Impact of Head Start: Executive Summary 

Victor Cicarelli 

This report presents the results of a 

study on the impact of Head Start car¬ 

ried out for the Office of Economic 

Opportunity from June 1968 through 

May 1969 by Westinghouse Learning 
Corporation and Ohio University. 

The study attempted in a relatively 

short period of time to provide an an¬ 

swer to a limited question concerning 

Head Start’s impact; namely: Taking 

the program as a whole as it has oper¬ 

ated to date, to what degree has it had 

psychological and intellectual impact on 

children that has persisted into the pri¬ 

mary grades? 

The very real limitation of our study 

should be established at once. The study 

did not address the question of Head 

Start’s medical or nutritional impact. 

It did not measure the effect of Head 

Start on the stability of family life. It 

did not assess the impact of Head Start 

on the total community, on the schools, 

or on the morale and attitudes of the 

children while they were in the pro¬ 

gram. The study is therefore a limited 

and partial evaluation, but one based 

on solid, useful, and responsible re¬ 

search. 

We were not asked to answer all the 

questions that might have been asked. 

Those that we did ask (and answer), 

however, were the right questions to 

ask first. This is an ex post facto study; 

we therefore did not have the oppor¬ 

tunity to observe the Head Start class¬ 

rooms whose output we measured, nor 

could we attempt to ascertain various 

kinds of secondary social or mental 

health benefits. 

The basic question posed by the study 
was: 

To what extent are the children now 

in the first, second, and third grades 

who attended Head Start programs 

different in their intellectual and so¬ 

cial-personal development from com¬ 

parable children who did not at¬ 

tend? 

To answer this question, a sample of 

one hundred and four Head Start cen¬ 

ters across the country was chosen. A 

sample of children from these centers 

who had gone on to the first, second, 

and third grades in local area schools 

and a matched sample of control chil¬ 

dren from the same grades and schools 

who had not attended Head Start were 

administered a series of tests covering 

various aspects of cognitive and affec¬ 

tive development (listed below). The 

parents of both the former Head Start 

enrollees and the control children were 

interviewed and a broad range of attitu- 

dinal, social, and economic data was col¬ 

lected. Directors or other officials of all 

the centers were interviewed and infor¬ 

mation was collected on various charac¬ 

teristics of the current local Head Start 

programs. The primary grade teachers 

Reprinted with permission from The Impact of Head Start: An Evaluation of the 

Effects of Head Start on Children’s Cognitive and Affective Development, Vol. 1, Bla- 
densburg, Md., Westinghouse Learning Corp., June 1969, pp. 1—11. 
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rated both groups of children on 

achievement motivation and supplied 

a description of the intellectual and emo¬ 

tional environment of their elementary 
schools. 

Analyses of comparative perform¬ 

ances on the assessment measures of all 

children in the study were conducted 

for each selected center area. Findings 

were combined, then, into the total na¬ 

tional sample (called the overall analy¬ 

sis) and into three major subgroupings 

of centers formerly attended by the 

Head Start children, the latter being 

classified by geographic region, city 

size, and racial/ethnic composition. All 

the findings were also related to the 

type of program attended, i.e., summer 
or full-year program. 

The major findings of the study are: 

1. In the overall analysis for the Met¬ 

ropolitan Readiness Tests (MRT), a 

generalized measure of learning readiness 

containing subtests on word meaning, 

listening, matching, alphabet, numbers, 

and copying, the Head Start chil¬ 

dren who had attended full-year pro¬ 

grams and who were beginning grade 

one were superior to the controls by a 

small but statistically significant margin 

on both "Total Readiness’’ and the "Lis¬ 

tening” subscore. However, the Head 

Start children who had attended summer 

programs did not score significantly 

higher than the controls. (This particu¬ 

lar cognitive measure was used in 

grade one because it does not require 
the ability to read.) 

2. In the overall analysis for the 

Stanford Achievement Test (SAT), a 

general measure of children’s academic 

achievement, containing subtests on 

word reading, paragraph meaning, 

spelling, arithmetic, and so on, used to 

measure achievement at grades two 

and three, the Head Start children from 

both the summer and the full-year pro¬ 

grams did not score significantly higher 

than the controls at the grade two level. 

While the children from the summer 

programs failed to score higher than the 

controls at grade three, an adequate eval¬ 

uation of the effect of the full-year 

program at this grade level was limited 

by the small number of programs. 

3. In the overall analysis for the Illi¬ 

nois Test of Psycholinguistic Abilities 

(ITPA), a measure of language de¬ 

velopment containing separate tests on 

auditory and vocal reception, auditory 

and visual memory, auditory-vocal asso¬ 

ciation, visual-motor association, etc., 

the Head Start children did not score 

significantly higher than the controls at 

any of the three grade levels for the 

summer programs. In the case of the 

full-year programs, two isolated differ¬ 

ences in favor of Head Start were found 

at grade two for two subtests of the 

1TPA, namely, "Visual Sequential Mem¬ 

ory” and "Manual Expression.” 

4. In the overall analysis for the 

Children's Self-Concept Index (CSCI), 

a projective measure of the degree to 

which the child has a positive self- 

concept, the Head Start children from 

both the summer and the full-year pro¬ 

grams did not score significantly higher 

than the controls at any of the three 
grade levels. 

5. In the overall analysis for the 

Classroom Behavior Inventory (CBI), 

a teacher rating assessment of the chil¬ 

dren’s desire for achievement in school, 

the Head Start children from both the 

summer and the full-year programs did 

not score significantly higher than the 

controls at any of the three grade levels. 

6. In the overall analysis for the 

Children’s Attitudinal Range Indicator 



The Impact of Head Start: Executive Summary 399 

(CAR1), a picture-story projective 

measure of the child’s attitudes toward 

school, home, peers, and society, the 

Head Start children from the full-year 

programs did not score significantly 

higher than the controls at any of the 

three grade levels. One isolated positive 

difference for summer programs was 

found on the "Home” attitude subtest 

at grade one. 

7. The above findings pertain to the 

total national sample. As mentioned 

previously, additional analyses were 

made for three subgroups of the national 

sample: geographic regions, city-size 

groups, and racial/ethnic composition 

categories. Analysis of the summer 

programs by subgroups revealed few 

differences where Head Start children 

scored higher than their controls. Anal¬ 

ysis of the full-year programs by the 

same subgroupings revealed a number 

of statistically significant differences in 

which, on some measures (mostly sub- 

tests of cognitive measures') and at one 

or another grade level, the Head Start 

children scored higher than their con¬ 

trols. There were consistent favorable 

patterns for certain subgroups: where 

centers were in the Southeastern geo¬ 

graphic region, in core cities, or of 

mainly Negro composition. Even though 

the magnitudes of most of these differ¬ 

ences were small, they were statistically 

significant and indicated that the pro¬ 

gram evidently had had some limited 

effect with children who had attended 

one or another of these types of full- 

year centers. 

8. Apart from any comparison with 

control groups, the scores of Head Start 

children on cognitive measures fall con¬ 

sistently below the national norms of 

standardized tests. While the former 

Head Start enrollees approach the na¬ 

tional level on school readiness (meas¬ 

ured by the MRT at first grade), their 

relative standing is considerably less 

favorable for the tests of language de¬ 

velopment and scholastic achievement. 

On the SAT they trail about six-tenths 

of a year at second grade and close to a 

full year at grade three. They lag from 

seven to nine months and eight to 

eleven months respectively on the IT PA 

at first and second grades. 

9. Parents of Head Start children ex¬ 

pressed strong approval of the program 

and its effect on their children. They 

reported substantial participation in 

the activities of the centers. Parents of 

full-year enrollees tended to be slightly 

better educated but with a slightly lower 

income than parents of summer en¬ 

rollees; summer programs enrolled a 

larger proportion of white children. 

Viewed in broad perspective, the ma¬ 

jor conclusions of the study are: 

1. Summer programs appear to be 

ineffective in producing any gains in 

cognitive and affective development that 

persist into the early elementary grades. 

2. Full-year programs appear to be 

ineffective as measured by the tests of 

affective development used in the study, 

but are marginally effective in produc¬ 

ing gains in cognitive development that 

could be detected in grades one, two, 

and three. Programs appeared to be of 

greater effectiveness for certain sub¬ 

groups of centers, notably in mainly 

Negro centers, in scattered programs in 

the central cities, and in Southeastern 

centers. 

3. Head Start children, whether from 

summer or from full-year programs, still 

appear to be considerably below national 

norms for the standardized tests of 

language development and scholastic 

achievement, while performance on 
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school readiness at grade one approaches 

the national norm. 

4. Parents of Head Start enrollees 

voiced strong approval of the program 

and its influence on their children. 

They reported substantial participation 

in the activities of the centers. 

An analysis of covariance random 

replications model was used for the main 

analysis of the data obtained in this 

study. This statistical procedure was 

cross-checked by both a non-parametric 

analysis (with appropriate matchings) 

and an analysis of covariance with indi¬ 

viduals rather than centers as the basic 

unit. Overall results with all procedures 

were similar. 

In sum, the Head Start children can 

not be said to be appreciably different 

from their peers in the elementary 

grades who did not attend Head Start in 

most aspects of cognitive and affective 

development measured in this study, 

with the exception of the slight but 

nonetheless significant superiority of 

full-year Head Start children on certain 

measures of cognitive development. 

A variety of interpretations of the 

data are possible. Our measures were 

taken after children had been out of 

Head Start from one to three years, in 

order to detect persisting effects. It is 

conceivable that the program does have 

a significant impact on the children 

but that the effect is matched by other 

experiences, that it is contravened by 

the generally impoverished environment 

to which the disadvantaged child re¬ 

turns after he leaves the Head Start pro¬ 

gram, or that it is an intellectual spurt 

that the first grade itself produces in the 

non-Head Start child. Or it is possible 

that the Head Start program has a sig¬ 

nificant impact on the children who at¬ 

tended, but that the presence of these 

improved children in the classroom has 

raised the level of the whole class to the 

point where there are no longer statis¬ 

tically reliable differences between the 

Head Start and non-Head Start chil¬ 

dren. A further possibility exists that 

Head Start has been of considerable 

impact where adequately implemented, 

but lack of more positive findings re¬ 

flects poor implementation of the pro¬ 

gram. Or it is possible that Head Start 

has been effective only with certain 

types of pupils, and so on. 

In any case, the study indicates that 

Head Start as it is presently constituted 

has not provided widespread significant 

cognitive and affective gains which 

are supported, reinforced, or maintained 

in conventional education programs in 

the primary grades. However, in view of 

the mixed results from the full-year 

findings, the impact on the parents, the 

obvious values of the medical and nu¬ 

tritional aspects of the program, and 

the critical need for remediating the 

effects of poverty on disadvantaged chil¬ 

dren, we make the following recom¬ 

mendations: 

1. Summer programs should be 

phased out as early as feasible and con¬ 

verted into full-year or extended-year 

programs. 

2. Full-year programs should be con¬ 

tinued, but every effort should be made 

to make them more effective. Some spe¬ 

cific suggestions are: 

a. Making them a part of an interven¬ 

tion strategy of longer duration, 

perhaps extending downward to¬ 

ward infancy and upward into the 
primary grades. 

b. Varying teaching strategies with 

the characteristics of the children. 

c. Concentrating on the remediation 

of specific deficiencies as suggested 
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by the study, e.g., language defi¬ 

ciencies, deficiencies in spelling or 

arithmetic. 

d. Training of parents to become more 

effective teachers of their children. 

3. In view of the limited state of 

knowledge about what would consti¬ 

tute a more effective program, some of 

the full-year programs should be set up 

as experimental programs (strategically 

placed on a regional basis), to permit 

the implementation of new procedures 

and techniques and provide for an ade¬ 

quate assessment of results. Innovations 

which prove to be successful could then 

be instituted on a large scale within the 

structure of present full-year programs. 

Within the experimental context, such 

innovations as longer period of inter¬ 

vention or total family intervention 

might be tried. 

4. Regardless of where and how it 

is articulated into the structure of the 

federal government, the agency at¬ 

tempting the dual research and teaching 

missions presently assigned Head Start 

should be granted the focal identity and 

organizational unity necessary to such 

complex and critical experimental pro¬ 

grams. Their basis of funding should 

take cognizance of both the social sig¬ 

nificance of these missions and the pres¬ 

ent state-of-the-art of programs attempt¬ 

ing to carry them out. 

In conclusion, although this study in¬ 

dicates that full-year Head Start appears 

to be a more effective compensatory 

educational program than summer Head 

Start, its benefits cannot be described as 

satisfactory. Therefore we strongly rec¬ 

ommend that large-scale efforts and 

substantial resources continue to be de¬ 

voted to the search for more effective 

programs, procedures, and techniques 

for remediating the effects of poverty 

on disadvantaged children. 

31. Head Start: Comments on the Criticisms 

John W. Evans 

Since its release, the Westinghouse 

study has occasioned considerable, even 

bitter, debate. If we are to understand 

the heat that has spiced this controversy, 

in my opinion we must look less to the 

purely methodological issues in the ex¬ 

change and more to the fact that the 

findings of the study have been difficult 

to accept. Head Start has been the show¬ 

case program of the war on poverty. As 

a bold new effort to prevent the numb¬ 

ing effects of poverty on small children, 

it elicited immediate national sympathy 

as well as the support and involvement 

of the education profession. It is not 

surprising that so many have rushed to 

the defense of such a popular and hu¬ 

mane effort. I am persuaded, however, 

that if the study had found positive 

Head Start effects there would have been 

Reprinted with permission from Britannica Review of American Education, Vol. 1, 
1969, edited by David G. Hays. Chicago: Encyclopedia Britannica, Inc., pp. 253-260. 
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very few questions raised about ade¬ 

quacy of sample size, the appropriate¬ 

ness of covariance analysis, the match¬ 

ing of control and experimental groups, 

etc. In the eyes of many, the Westing- 

house study attacks Head Start and 

this is being mean to kids. 

Motivation and social conscience 

aside, however, we are still left with the 

question, "Is the study any good?” My 

answer is yes, and I’ll try to set forth 

the reasons why I think so and why I 

think many of the criticisms that have 

been made of the study have very lim¬ 

ited validity in the context of evaluating 

ongoing social action programs. In do¬ 

ing this I should make clear that I am a 

protagonist in the debate. The study 

was designed in my office and we con¬ 

tracted for it to be carried out. 

With the study now completed and 

the criticisms of it before us, it remains 

my judgment that it is by far the best 

evaluation that has been carried out on 

Head Start and provides the best evi¬ 

dence we have on the program’s overall 

effectiveness in the all-important areas 

of cognitive and social personal develop¬ 
ment. 

Below I cite the major criticisms that 

have been made of the study and com¬ 

ment on each of them. 

1. The study is too narrow. It focuses 

only on cognitive and affective 

outcomes. Head Start is a much 

broader program that includes 

health, nutrition, and community 

objectives, and any proper evalu¬ 

ation must evaluate it on all these 

objectives. 

It is true the Westinghouse study did 

not evaluate all aspects of Head Start. 

It was explicitly limited to the cognitive 

and affective objectives and this limita¬ 

tion is clearly stated in several places in 

the report. The limitation was made for 

several reasons. First, our experience has 

been that one of the reasons why so 

many evaluations have failed to produce 

much of anything is because they have 

aspired to do too much. We did not 

think it was feasible to cover all the 

Head Start objectives in the same study, 

so we purposely limited the study’s focus 

to those we felt were most important. 

Second, despite its many other objec¬ 

tives, in the final analysis Head Start 

must be evaluated on the extent to 

which it has affected the life chances of 

the children. In order to achieve such 

effects, cognitive and motivational 

changes are essential. Third, while Head 

Start has objectives other than cognitive 

and affective change, these other objec¬ 

tives are in large part instrumental to 

the cognitive and affective objectives. 

That is, the program is attempting to 

improve children medically and nutri¬ 

tionally in order to make it possible to 

change them cognitively and motiva¬ 

tionally. This means that one need not 

necessarily look directly at success on 

the instrumental objectives in order to 

determine whether or not success is 

being achieved on the ultimate cogni¬ 

tive and affective objectives. Finally, 

even if these arguments are discounted, 

it seems clear that among all of its ob¬ 

jectives, the cognitive and affective ones 

are so important that failure to achieve 

success on them should cause us to be 

seriously concerned about the program 

even if we agree it is successful in 

achieving its nutritional, medical, and 
other objectives. 

2. The study fails to give adequate 

attention to variation within the 

Head Start program. It lumps 

Head Start programs together into 

an overall average and does not 

explore what variation there may 
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be in effectiveness as a function of 

differing program styles and char¬ 

acteristics. The study, therefore, 

fails to give any guidance as to 

what changes in the program 

should be made. 

This criticism is essentially correct. 

The limited and explicit purpose of this 

evaluation was to provide an indication 

of the overall effectiveness of the Head 

Start program, an indication long sought 

by Congress and the Bureau of the 

Budget but one that could not be 

gleaned from any of the previous evalua¬ 

tions done of Head Start. Most of the 

previous studies were done without con¬ 

trol groups and were not based on na¬ 

tional samples. As a result, it was not 

possible to get from them the answer to 

the question, "How effective on the 

whole has the Head Start program been 

in improving children’s motivation and 

cognitive abilities?" This was the lim¬ 

ited question this study addressed. It 

purposely did not get into detailed meas¬ 

urement of program variation because it 

wished to provide an answer to the basic 

question in a reasonably short period of 

time and because a division of labor had 

been established within the Office of 

Economic Opportunity (OEO) whereby 

the Office of Research, Plans, Programs, 

and Evaluation (RPP&E), a staff of¬ 

fice overseeing all OEO programs, would 

take responsibility for the evaluation of 

the overall effectiveness of all OEO pro¬ 

grams, and the respective program of¬ 

fices (e.g., Head Start) would be re¬ 

sponsible for evaluations of the effect of 

different program variables, strategies, 

and techniques. 

3. The sample of full-year centers in 

the study is too small to provide 

confidence in the study’s findings. 

Because of such a small sample, 

the lack of statistically significant 

differences between the Head 

Start and control groups is to be 

expected and gives a misleading 

indication of no program effect. 

With such a small sample it would 

take quite large differences to 

reach a satisfactory level of statis¬ 

tical significance. Thus, many dif¬ 

ferences that are of an appreciable 

practical magnitude fail to achieve 

statistical significance because of 

the small sample. 

The randomly selected 104 Head 

Start centers were chosen in order to 

provide an adequate total sample which 

was then broken down in an ap¬ 

proximate 70-30 division to reflect the 

proportion of summer and full-year pro¬ 

grams. On retrospect this was an erro¬ 

neous and unnecessary decision since we 

decided relatively early we would at no 

time combine the summer and full-year 

samples. If we were doing the study 

over, we would select a larger number 

of full-year centers. The main advantage 

of a larger number of full-year centers, 

however, would be to allow more anal¬ 

ysis of subgroups within the full-year 

sample. It is unlikely the study’s princi¬ 

pal conclusions would be altered by a 

larger sample. A detailed "power of 

the test” analysis showed that with the 

present sample size and variance, the 

statistical tests are capable of detecting 

differences between the experimental 

and control groups below the level of 

what would be practically meaningful 

(Madow’s comments to the contrary 

notwithstanding). 

4. The sample is not representative. 

Many of the original randomly 

chosen centers had to be elimi¬ 

nated. 

It is likely the sample is not perfectly 



404 John W. Evans 

representative of the entire universe of 

Head Start centers. It is, however, as 

representative as it is practically pos¬ 

sible for any sample to be. There were 

two main reasons for not being able to 

include all of the centers from the orig¬ 

inal random selection. First, in some 

small rural locations nearly all eligible 

children had been included in the Head 

Start program and it was therefore not 

possible in these communities to locate 

any control children (i.e., those who 

were eligible for Head Start but had not 

attended). Second, in some communi¬ 

ties a local rule prohibited testing of 

children in the school system. These 

factors will affect the sample of any 

study and are simply restricting condi¬ 

tions we will have to live with. When 

these conditions occurred and centers 

had to be rejected, substitute centers 

were randomly chosen to replace them. 

Comparison of the final sample with the 

total universe of Head Start centers 

showed the two to be very similar on 

rural-urban location, racial composition, 

size of the center, teacher-pupil ratio, 

kind of staff services, median age of the 

children at enrollment, parent participa¬ 
tion, and program objectives. 

5. The measures used in this study 

and indeed all existing instru¬ 

ments for measuring cognitive and 

affective states in children are 

primitive. They were not devel¬ 

oped for disadvantaged popula¬ 

tions and they are too gross and 

insensitive to pick up the real and 

important changes Head Start has 

produced in children. This is es¬ 

pecially true of the unvalidated af¬ 

fective measures used in the study. 

It is entirely possible that this is true. 

However, most of the cognitive meas¬ 

ures are the same ones being used by 

other child development and Head Start 

researchers doing work on disadvan¬ 

taged children. In those relatively few 

cases where previous studies have shown 

positive changes on these very same 

measures, they have seldom been ques¬ 

tioned or disregarded because of the in¬ 

adequacy of the instruments. The West- 

inghouse study attempted to use the 

best instruments available. Many of 

them have been used on disadvantaged 

populations. The results of the study 

merely say that, using the best instru¬ 

mentation available, few appreciable 

differences are found between children 

who had Head Start and those who did 

not. If someone wishes to argue that the 

instruments are worthless, this is cer¬ 
tainly a point of view that can be taken. 

Such a view, however, seems more of an 

effort to find some way to reject the 

study’s unpleasant findings than an im¬ 

partial effort to assess the evidence in 

hand. There are only two choices: we 

can use the instruments we have or we 

can substitute our personal judgments 

about Head Start’s impact. I think it is 

important to temper the latter with the 

former. No great claims are made for 

the affective instruments. The Westing- 

house staff found after exploration that 

no instruments were available so they 

developed some. The limited experi¬ 

ences in this study do not provide 

enough evidence to determine whether 

their efforts were successful or not. 

6. The study is based on an ex post 

facto design which is inherently 

faulty because it attempts to gen¬ 

erate a control group by match¬ 

ing, post facto, the Head Start 

children with other non-Head 

Start children. Since we can never 
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be sure that the two groups have 

been matched on all relevant fac¬ 

tors (e.g., parental motivation in 

getting their children into the pro¬ 

gram, etc.) the study may be com¬ 

paring two unlike groups. If so, 

this would obscure the effect of 

Head Start. 

It is always possible in any ex post 

facto study that failure to achieve ade¬ 

quate matching can occur. Ex post facto 

studies, however, are a respected and 

widely used scientific procedure if not 

one that provides the greater certainty 

of the classic before-after experimental 

design carried out in controlled labora¬ 

tory conditions. This study was inten¬ 

tionally designed as an ex post facto 

study because of time considerations. It 

took nearly a year to complete; a longi¬ 

tudinal study would have required four 

or five years. Longitudinal studies are 

better and they should be done. But in 

the interim we need some basis for 

judging program effectiveness that is 

more rigorous and objective than our 

personal judgment. In the Westinghouse 

study the two groups were matched 

on age, sex, race, and kindergarten at¬ 

tendance. Any residual differences in 

socioeconomic status were equated by 

two different statistical procedures, a 

random replication covariance analysis 

and in a nonparametric matching pro¬ 

cedure. Both statistical techniques, 

which equated the two groups on par¬ 

ents’ occupation, education, and per 

capita income, yielded the same results. 

7. The study tested the children in 

the first, second, and third grades 

of elementary school—after they 

had left Head Start. Thus, rather 

than demonstrating that Head 

Start does not have appreciable 

effects, it merely shows that these 

effects tend to fade out when the 

Head Start children return to pov¬ 

erty homes and ghetto schools. 

There are several answers to this 

point. First, the study explicitly focused 

on the "effects of Head Start that per¬ 

sisted into the elementary grades.” If 

the program’s effects are so weak or 

ephemeral they do not persist even 

into the elementary grades, then they 

are without much practical value. To 

make this point clear, we need only re¬ 

alize the untenability of asking Congress 

each year for $300 million to carry out 

a program whose effects we know last 

for only a few weeks. The Follow 

Through program was set up to deal 

with the possibility that Head Start’s 

effects might fade out and subsequent 

reinforcement would be needed. The 

Follow Through program, however, is 

and will continue to be for the next sev¬ 

eral years, a limited experimental pro¬ 

gram. Until Head Start is having posi¬ 

tive effects that are not fading out or 

until Follow Through or some other 

program is operating in such a manner 

as to provide the needed subsequent 

reinforcement, we cannot merely con¬ 

tinue unchanged a $300-million-a-year 

national program that is not making 

children appreciably different from what 

they would have been without the pro¬ 

gram. 

While the Westinghouse study 

makes clear it is measuring only the 

residual effects of Head Start (i.e., those 

that persist into the elementary 

grades), and the study therefore can¬ 

not speak with authority on whether 

there is little original Head Start effect 

or whether there was a major effect 

that subsequently faded out, the assump- 
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tion that there is a major effect that 

facies out is without much support at 

this time. Some of the analyses carried 

out by Westinghouse suggest it is pri¬ 

marily the absence of any appreciable 

original effect rather than the fade out 

.of an achieved effect that accounts for 

the absence of appreciable differences 

between the Head Start and control 

children in the elementary grades. One 

half of the first-grade full-year sample 

consisted of centers and children who 

attended Head Start prior to entering 

kindergarten. By the time this group 

reached the first grade it had been over a 

year since they left their Head Start 

experience. The other half of the first- 

grade, full-year sample, however, went 

directly from Head Start to the first 

grade (with only the summer period 

intervening). These two groups were 

compared on all of the cognitive and 

affective measures and there were few 

significant differences between them. 

8. The study’s comparison of Head 

Start with non-Head Start children 

in the same classrooms fails to 

take into account secondary or 

spillover effects from the Head 

Start children. The children who 

have had Head Start are likely to 

infect their non-Head Start peers 

with their own greater motivation 

and interest in learning. Their 

presence in the classroom is also 

likely to cause the elementary 

school teacher to upgrade her gen¬ 

eral level of teaching or to give 

more attention to, and therefore 

produce greater gains, in the less 

advanced non-Head Start group. 

Thus, the study minimizes Head 

Start’s effect by comparing the 

Head Start children with another 

group of children that has been 

directly improved by the Head 

Start children themselves. 

This is certainly a possibility. How¬ 

ever, most of the previous before-after 

studies of Head Start’s cognitive effect 

have shown at most small gains—so 

small it is hard to imagine their having 

such major secondary effect on teachers 

and peers. Moreover, the first grade 

children in the Westinghouse study 

were tested during the early part of their 

first grade year, prior to the time when 

such secondary influence on teachers or 

peer children would have much of a 

chance to occur. On the direct child 

measures (Metropolitan Readiness Test, 

Illinois Test of Psycholinguistic Abili¬ 

ties, etc.) there were only marginal dif¬ 

ferences between the Head Start and 

control children at that time. Also, on 

the Children’s Behavior Inventory, a 

teacher rating instrument, there were 

few significant differences between the 

two groups, indicating that the teachers 

were not able to perceive any difference 

between the motivation of the Head 

Start and non-Head Start children. In 

light of these findings, it is hard to see 

how spillover could contaminate the 
control group. 

9. Unless researchers are virtually 

certain of their procedures and 

findings, studies like this can do 

great harm to the hard-won na¬ 

tional effort to eliminate poverty. 

The new Republican administra¬ 

tion, which came to office on 

promises to cut back the poverty 

program, could use this study to 

eliminate Head Start and to de- 

emphasize other child remediation 
efforts. 

It seems sophomoric to have to 

observe that knowledge can always be 
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misused but that this fact can never be 
used as a justification for not finding 
things out. While evaluations can be 
misused, and probably will be, it is im¬ 
portant to note that in the present case 
this did not occur. The results in fact 
were quite the contrary. In his Febru¬ 
ary 19th message to Congress, President 

Nixon said: 

Head Start is still experimental. Its ef¬ 
fects are simply not known—save of 
course where medical care and similar 
services are involved. The results of a ma¬ 
jor national evaluation of the program will 
be available this Spring. It must be said, 
however, that preliminary reports on this 
study confirm what many have feared: the 
long term effect of Head Start appears to 
be extremely weak. This must not discour¬ 
age us. To the contrary it only demon¬ 
strates the immense contribution the Head 
Start program has made simply by having 
raised to prominence on the national 
agenda the fact—known for some time, 
but never widely recognized—that the 
children of the poor mostly arrive at 
school age seriously deficient in the ability 
to profit from formal education, and al¬ 
ready significantly behind their contem¬ 
poraries. It also has been made abun¬ 
dantly clear that our schools as they now 
exist are unable to overcome this defici¬ 
ency. In this context, the Head Start Fol¬ 
low Through Program, already delegated 
to HEW by OEO, assumes an even greater 
importance. 

In sum, while most of the criticisms 
made of the Westinghouse study have 
some degree of validity, they are the 
kind of criticisms that could be made 
about virtually any piece of social sci¬ 
ence research conducted outside the 
laboratory, in a real world setting, on 
disadvantaged children, with all of the 
logistical and measurement problems 
such studies entail. 

This study set out to accomplish, in a 
reasonable period of time, an assess¬ 
ment of the extent to which Head Start 

has achieved some of its major objec¬ 
tives. In my judgment it did what it set 
out to do and did it well. It should, 
therefore, be one of the principal sources 
of information we use in forming our 
judgment about Head Start and what its 
future course should be. 

The purpose of the study was not to 
test the idea of Head Start but to assess 
its implementation—an implementation 
that is not in the form of a limited dem¬ 
onstration program (like Follow 
Through, for example) but one that is a 

large nationwide program, well into its 
fourth year, and operating at the level of 
$300 million per year. What the study 
has shown is that this implementation 
leaves a great deal to be desired. By the 
time they reach the first grade, children 
who have gone through Head Start are 
not appreciably better off in the cogni¬ 
tive and affective areas than those who 
have not. For those of us who want so 
much for this program to be successful 
in changing the lives of disadvantaged 
children, this is a hard pill to swallow. 
But attempting to reject the unpleasant 
findings by pointing to the methodologi¬ 
cal defects in this study is a counterpro¬ 
ductive thing to do. If we persuade our¬ 
selves that Head Start is a successful 
program because we want to believe it, 
when in fact it is not, we only postpone 
the achievement of the objectives that 
we all so earnestly seek. Our posture at 
this point should not be to search for 
ways of discrediting the Westinghouse 
study because it has produced unpleas¬ 
ant findings but rather to take its find¬ 
ings, which are consistent with most 
other studies, and get on with the task 
of making the changes in the Head Start 
program that are required if it is to 
achieve the remediation of disadvan¬ 
taged children we all desire. 
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