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This brief paper contains a review of some literature

on the subject of evaluation of social services.

The evaluation of social services presents some
difficulties that evaluation of other types of prograns
does not. ‘herefore this paper will look at some of the
difficulties involved and also will look at the two main
tbols for evaluation currently used in many countries to
see their role in overcoming some of the basic shortconingse
The two main tools for evaluation reviewed in this paper
are: (1) ppP3s - 2lanning, Programming and Budgeting
System (See Appendix A for explanation of PP3S)j
(2) Benefit-Cost Analysis (See Appendix B for
explanation of Benefit-Cost Analysis).
For a thorough treatment of the question of evalua-
‘tion of social services the reader should refer to the works
of Dr. W.A. Hassouna, who served as the supervisor of this
paper, especially to his article entitled '"Basic Concepts

' for Evaluation of Social Action Progroms'.

The single biggest and therefore most significant
problem with the evaluation of social services is that social
services deal with people. All kinds of people, who, from
program to program are categorized according to many
different needs. So in order to evaluate any social service
program one has to know what its purpose was and how it was
supproscd to serve the people for whom it was intended.l These
sound simple cnough when written down bhut these very simple
questions are often overlooked by evaluators and if they are

not attended to the evoluation will fall short.

1K Sle ey Tl :
Yassouna, Y.~. Case Studies in [Dvaluntion of
Social Action Programs: Speech and Henring liohile Units
Program and Safety Nducation Programs. Cairo: INP.

Harch, 1970, p.iii.
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The PPB system - an abbreviation for %he Planning,

Programming, and Budgeting System - was developed for the
department of Defense in the USA. It is a system which
theoretically would make evaluation a fairly simple task
but since, even in the USA they have not been able to
implement it completely, evaluation of a program using it

would still present some difficulties.
1)

The PPBS scems to have made the decision making
and evaluation harder in the USA because it required more
questions to be asked which were never bothered about
.before. Another point about its use in the USA is discussed

in the opinion stated by Dr. Rivlin when she wrote:

"Anyone who thought that PPBS was a magic
formula to make the allocation of Federal
resources easy had better think again..
There is no magic formula hecause there
decisions are inherently difficult.

They are difficult, first, because they are
made in the face of great uncertainty and
second, because the outcomes affect dif=-
ferent groups of people importantly and
differently. Far from making the deci-
sions easier, the PPB system has un-
doubtedly made decision makers more aware
than ever before of how hard the decisions
they have to make really are.

In the defense area, uncertainty is the
dominant difficulty. Good analysis of

the costs and effectiveness of alternative
actions is highly useful, but it can only
reduce the undertainties by as small
percentage. In the domestic area, the
uncertainty surrounding decisions need

not be so great although at present it
probably is.




It seems that the consultor-evaluator would be a

much more suitable type for evaluation of social services
than the control type of evaluator. This is especially
true when one considers that social service programs deal
with people and because of this need a more personal
approach to evaluation even though the evaluvator is coming

from outside the service bheing evaluated.3

In addition to the gquestion of the role of the
evaluator in evaluation there is the quéstion of a method
of evaluation., Different methods of planning call for
different methods of evaluation. On this point Dr.

Hassouna illustrates in his Basic¢ Conceptsq the method of

evaluation suitable if the planning objective was to have

the outcome of social service programs affect productivity,

So the planning goals are the most important thing to identify
before one can decide on the method of evaluation. This

" was also brought out clearly in Dr. Rivlin's article on the
PrB system in'the Department of Health, KEducation and

‘elfare of the USA.

3Ibid., refer especially to the role of the
consultor-evaluator in the first case study presented:
The Evaluation of the Speech and Hearing llobile Unit

Program,

qﬂassouna, .A. Basic Concepts for Evaluation
of Social Action Programs. (Draft of an article to be
published in April, 1970).




It would be possible to run domestic
programs as a continuous series of
experiments - to try different things, to
evaluate the results, to expand those
that work well, and cut back on those
that do not. Good evaluation systems
will certainly not be quick or easy,
but they can be used to make programs
far more effective than they are now.
The potentiality of PPBS for reducing
the uncertainty surrounding decisions
seems to me far greater in the domestic
than in the defense area. 7The other
difficulty = the differential impact of
decisions on people - is, however, far
more obvious and troublesome in the

© domestic than in the foreign area. De=
fense decisions result in some people
heing better protected or bearing a
heavier burden than others, but these
differential effects are notl nearly so
obvious as in domestic programs. In
domestic programs of direct service to
particular types of people, everyone
knows who the immediate beneficiaries
are. A good PP3 system can illuminate
these distributional decisions, but can
not make thenm any easier. Indeed,
assemhling and publicizing information
on who is helped by particular govern-
ment programs may intensify volitical
~confliect." 5.

" In her article Dr. Rivlin discusses the problem
of PPBS evaluation in greater detail. She wrote that the
introduction of I’PBS in the Department of lIEW caused a
greater emphasis to be put on evaluation of what the
programs 6f IEY actually do. This was true because
in PPBS At is necessary to get routine information

about the 'cutputs" of the programs.

5Rivl’in, Alice ¥, The Planning, Programming,
and Budgeting System in the Department of Health,
Iducation and Velfare: Some Legssons from dZxperience.
tlashington, D.C. : Lhe Brookings Institute 1969, p. 921~

922,
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Dr, Rivlin states that evaluation of the effectiveness
of HEW programs is difficult for three main reasons:

(1) “Eirgt, it 18 usually far from obvious
what one would like to have happenes.
what the measure of success of the
program should be;

(2) Seéond. most HEW programs are designed
to help individuals function better.
Their success can only be guaged by
following the individuals over some
considerable period of time to find out
what actually happened to them and follow=-
up is very expensive even if done on a

sample basisj

(3) Third, it is difficult to disentangle the
effects of HEY programs from all the other
things which affect the health, education,

and welfare of individuals.. 6.

Dr. Rivlin thinks that evaluation which results in
giving a grade to a total array of programs is not nearly
as useful as the type of evaluation that is deslgned to
identify successful ways of spending money for a particular
goal and to improve the average neffectiveness of a program',
‘such as family planning, is much more important. She and
Dr. Hassouna both stress the evaluation of specific ob~-
jectives to their relation to project or program outcoges.
She tends to view 1dent1flcat1on of success in monetary
terms where Dr. Hassouna looks into the problem of evaluation
of outcomes in terms of stated goals and deviations from
set standards of performance or service and hence gets at the

root of the problem of system evaluation.

61bid., p. 915



Many of the problems of HEY's evaluation using
FPBS are the same as those which would be encounfered by
a Ministry of Social Affairs or a Ministry of Health since
their programs have the same characteristics in terms of

helping people.

It seems that one of the essential requirements
of the PPBS is a great amount of statistical information
on the whole population. The lack of this infor-

. mation creates difficulties for the implementation of

the system since implementation depends on the active
participation of all program and project directors and
also depends on their having precise statistical informa-
"tion on their programs and also that they have clearly
defined the objectives for whatever thime pawiod they

are planning.

PPBS,in spite of the fact that it calls for
information perhaps not immediately available, does .
provide a systematic and orderly process which wuld
make it necessary to have an evaluation technigue that

would also be clear and precise.

Benefit-cost analysis is a form of analysis also
very useful as an 'evaluatien tool. According to the
sources used in this paper it seems that there is very
little actual determination of benefit-cost analysis in
the area of social service evaluation. %There have been
several studies intthe health field but mostly they look
at the benefit side only and the reason is that often
the costs just cannot be precisely identified. Cost-
Benefit Analysis also-calls for a high level of know-
ledge of economics in applying it to any program and of
course it is harder to apply it in social service programs
because it is not possible to identify all of the social

costs or benefits in such programs,.




A very interesting study which did use the Benefit-Cost
Analysis approach in the social service field was that
by Neenan when he used it in the evaluation of a T.B. screening
program. He points out the usefulness and also the limita-
tions of the Benefit-Cost technique which would be good to

consider. He wrote:

"he Benefit-Cost Analysis used in this

"~ study is not proposed as a technique to
encompass completely all the pertinent
values involved in public health practice.
Within the quantitative analysis itself
numerous assumptions were required hefore
the program henefits could be evaluated.
Furthermore, many facets of public policy
are insensitive to the probings of econo-
mists. DPublic health efforts, for example,
often in effect transfer wealth from
the relatively affluent to those presently
disadvantaged by illness. And in the
genesis of such public policy the counsel
of economics is irrelevant. Bul though
the degisions to make such transfers
may come prior to any economic considera=~
tions, once they are made, econonic factors
become extremely relevant. For example,
the decision to "do something for tuber-
culosis patients-both actual and potential"
preceds the economic calculus. Syt given
several alternative tuberculosis programs
(i.c., "ways of "doing something") and
given limited manpower and resources, the
fact of opportunity costs must be weighed by
the public health policy-maker. Lhe de-
cision to aid one group with program A is an
implicit rafusal to aid another group with
program B, #nd if it happens that a dollayx
spent on program B gives greater relief to
the beneficiaries than is the case with
program A, the altruistic desire to 'do
something" for ¥.B3. patients.may be blunted by
s failure to evaluate accurately the
relevant econouic considerations.'" 7.

2

Neenan, #illiam 3. Iormative Bvaluation of a
Public Health Program. Michipan: Tnstitute of Fublic
Administration, the University of ¥ichigan, Hichigan
Governmental Studies lo. 48, 1967. p. 65

3




Neenan, in his article, scems to think that the
denefit-Cost inalysis serves a :ost useful purvose in the
case of programs which have been in operation for a while
and may. be taken for granted. Benefit=Cost Ahalysis forces
the evaluator to set up exact normative criteria for
deciding what to de about the orogram. He wrote:

"As a program in time recedes from the
margin of decision into the ranks of
the well~established, core programs of
the agency, its political relevance
diminishes and it c=n too easily become
frozen in a form which is not responsive ]
to the enviromnment it is intended to
serve., In such cases there is danger
that the criterion determining the
actual pattern of distribution and
scale of operation bhecomes by default
"what we did before"."., 8.

This statement points out the usefulness for
such a form of evaluation for social service programs
since many of these programs need to be reevaluated in
light of changing priorities and changing technology
(such as newer methods and better ones for doing the
job the old program was supposed to do) and for
chahging populations since the rapid rate of urbaniza-
tion often affects the need for a revision in social
service programs, whether the programs are in ther
area of health, education, welfare, recreation, culture,

youth organization, community development etec.

8Neenan, op. cit., p. 3.



To summarize What has been said in this paper the

following points are helpful:

(1)

(2)

(3)

Torms of evaluation can be either a control
type or evaluation for change types Bach

requires different approaches.

One technique of evaluation of programs
is called PPBS. It is very useful as a
planning tool and as a tool to set the
evaluation regquirements but in order to
be of real use it requires a lot of
precise statistical information., It is
not a substitute for appropriations
budgeting, it is only another tool for

program administrators to use.

Benefit-Cost Analysis is another useful
tool or technigue of evaluation. The
difficulty with it is that it is very
often difficult to define costs in
social services. Lt is particularly
helpful in evaluation of programé
which have been in existence and hence

are not decided on the margine

'he attached bibliography provides the sources

used for this : paper which proved to be the most helpful.
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APPENDIX A:

IHE PL\NNING, PROGRAMMING, and BUDGETING SYSTEM

"Systematic analysis of alternative. ways of
reaching objectives is the heart and soul
of PPBS, A good analysis specifies an
agreed-on objective or set of objectives, add
‘brings together as much information as possible
about the costs, benefits, advantages and dis-
advantages of each. The analyst uses the '
results of program evaluation and goes beyond
them to try to estimate the effectiveness of

new

programs. In a sense he is an evaluator

of programs which do not yet exist." 9,

‘The basic steps in PPBS can be summarized as follows:

(1)

(2)

(3)

(4) a

()

(6)

Choice of problem program to be studied

As for example, a study of higher education,

of the welfare aystem, etc, '
Specification of the objectives which the
government (or Ministry) has in supporting

the program,

Examination of the available information with
respect to each of the objectives identified.
Delineation oé the major options open to the
government (or Ministyy) in the achievemapt of -
the desired ohjectivaes, ‘
Evaluation of the advantages and disadvantages
of the alternatives as ways of furthering the
objectives, ' '
Development of the program budget on the basisg
of the analysis in steps 1=-5, .

The program budget is then a way of organizing infcrﬁationa
It is primarily a planning tool, but final decisions on the
budget must be made in terms of the actual appropriations

approved by the governmental body responsible for alldcation

of funds to the various sectors.lo

Riviin, op, cit,, p. 915

10

Ibid., p. 912
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APPENDIX B: BEKEFIWY-COST ANALYSIS

The term Benefit in Benefit-Cost Analysis is Synonamous with

costs averted. Benefit-Cost Analysis is an economic concept

primarily concerned with the notion of opportunity cost.
Benefit-Cost Analysis nas two areas of focus: '

(1) Zstimation of costs averted (benefits) as
a result of a proposed course of action
with respect to the problem under study;

(2) Definition of the program and its costs which
would have to be incurred if the proposed
course of action to achieve the benefits
(costs averted) were undertaken.

The most important step in Benefit-Cost #nalysis is that of

establishing the set of decision rules according to which

the Benefits and costs of the program are‘to be analyzed.

In his work Normative Criteria for Government Services

Neenan explained the problem of Benefit-Cost #nalysis when.
he wrote:

"For the situation with no hudgetary constraint
operative, program benefits and costs must be
estimated for feasible levels of operstion to
determine at which point net_penefits (benefits
less costs) are maximized. For many types of
government services the rovealed preference
conundrum and the problem of moving from in-
dividual preference to social choice seemto
preclude the possibility of benefit measure-
ment vith its normative implications.® But for
that subset of government services whose con=
sumer benefit is negligible or measurable by
user charges and whose investment return is
calculable, not only can an optimum allocation
of a fixed expenditure among areas be determined,
but also the benefits resulting from various
levels of the program can be measured.'" 1l.

‘llﬂeenan, op. cit., Do 6.

12
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