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Evaluation is for making things work. If it works, notice and nurture. If it does not work, 
notice and change. 

A n o n . 

CO M M U N I T Y p l a n n i n g consis ts o f f o u r 
e l e m e n t s : p r o b l e m d e f i n i t i o n , p r o 

g r a m d e s i g n , m o n i t o r i n g , a n d eva lua
t ion . I n the p r o b l e m d e f i n i t i o n p h a s e , 
w e ident i fy c o m m u n i t y n e e d s a n d assess 
the s c o p e o f t h o s e n e e d s . T h e p r o g r a m 
d e s i g n p h a s e c o n s i s t s - o f b u i l d i n g t h e 
a p p r o p r i a t e p l a n n i n g s t r u c t u r e , for
m u l a t i n g speci f ic po l i c ies , a n d i m p l e 
m e n t i n g p l a n s t o r e s p o n d to t h o s e 
n e e d s . M o n i t o r i n g p r o v i d e s f e e d b a c k 
data a n d spec i f ies m i d - c o u r s e correc 
t ions . T h e final p h a s e is the f o c u s o f this 
ar t i c le—systemat ic e v a l u a t i o n . 1 

* Presented at the Council of Jewish Federa
t ions G e n e r a l A s s e m b l y , A t l a n t a , G e o r g i a ; 
November 16, 1983. 
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tion, for enriching his understanding of action-
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tion Council Executive Vice President; Merv 
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1 In this article, the focus of an evaluation may 
be an agency, program, or policy. We have used 
the terms interchangeably. Although procedures 
differ slightly based on what is being evaluated, 
our analysis is generic—identifying what is central 
to most systematic evaluations. An overview of the 
four community planning elements is contained in 
Robert Perlman and Arnold Gurin, Community Or
ganization and Social Planning. New York: Council 
on Social Work Education, 1972; Alfred J. Kahn, 
Theory and Practice of Social Planning. New York: 
Russell Sage Foundation, 1969; and Harry A. 
Schatz, Social Work Administration: A Resource Book. 
New York: Council on Social Work Education, 
1970. 

I n this article , w e will ana lyze h o w 
e v a l u a t i o n d i f fers f r o m o t h e r f o r m s o f 
inquiry; w h y a g e n c i e s a n d p r o g r a m s 
s h o u l d b e e v a l u a t e d ; w h e t h e r an a g e n c y 
is ready; types o f eva lua t ions ; t h e pol it i 
cal f r a m e w o r k ; a n d a success fu l case 
s tudy . A l t h o u g h t h e l i terature o n this 
subject is c o n s t a n t l y e x p a n d i n g , several 
c o n c e p t s a re i m p o r t a n t to t h e e v a l u a t i o n 
e n t e r p r i s e . T h e r e a d e r m a y t h e r e f o r e 
f ind the "Glossary o f Key Eva luat ion 
C o n c e p t s , " w h i c h a p p e a r s at t h e e n d o f 
th i s a r t i c l e , h e l p f u l in i n t e r p r e t i n g 
e v a l u a t i o n l i terature . 

Definition and History 

Evaluat ion re search is a sys temat ic in
ves t iga t ion w h i c h uti l izes s t a n d a r d social 
r e search m e t h o d s . It assesses p r o g r a m / 
p o l i c y / a g e n c y d e s i g n , i m p l e m e n t a t i o n , 
a n d impact . Eva luat ions c o n c e n t r a t e o n 
social i n t e r v e n t i o n s — p r o g r a m s set u p to 
al leviate de f i c i enc i e s in h u m a n a n d so 
cial c o n d i t i o n s . It is a b ig bus ines s . T h e 
Federa l G o v e r n m e n t a l locates b e t w e e n 
$ 5 0 0 mi l l ion a n d $1 bi l l ion annua l ly for 
p r o g r a m e v a l u a t i o n s . M a n y o r g a n i 
zat ions s p e n d 5 to 10 p e r c e n t o f the ir 
b u d g e t s for p l a n n i n g a n d eva lua t ion . 

A l t h o u g h t h e f i e l d b e g a n in t h e 
1930's , w h e n e f for t s w e r e m a d e to eval
u a t e P r e s i d e n t Frankl in D . Rooseve l t ' s 
N e w Deal p r o g r a m s , it took o f f i m m e d i 
ately f o l l o w i n g W o r l d War II . Nat iona l 
a n d in ternat iona l e x p e n d i t u r e s for so 
cial we l fare b e c a m e h u g e , a n d t h e r e was 
a cry for " k n o w l e d g e o f results ." F o r 
e x a m p l e , large-sca le eva lua t ions o f p u b 
lic h o u s i n g projects dea l t with t h e c o n -
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d u c t o f r e s i d e n t s . T y p i c a l r e s e a r c h 
q u e s t i o n s i n c l u d e d : " D o s l u m s m a k e 
s l u m p e o p l e or d o s l u m p e o p l e m a k e t h e 
s lums? Will c h a n g i n g the l iv ing c o n d i 
t ions s igni f icant ly c h a n g e the social be 
hav ior o f the p e o p l e a f f e c t e d ? " 2 T o d a y , 
w e m i g h t h a v e a c o m p a r a b l e q u e s t i o n 
a b o u t in fant day care: "Are c h i l d r e n 
w h o a t t e n d a wel l m a n a g e d J e w i s h 
c o m m u n i t y c e n t e r n u r s e r y schoo l p r o 
g r a m psycho log ica l ly bet ter d e v e l o p e d 
a n d m o r e r e a d y for s choo l w h e n c o m 
p a r e d to s imi lar c h i l d r e n r e a r e d at 
h o m e ? " 3 

R e c e n t e l ec t ions in the U n i t e d States 
h a v e b e e n s e e n by s o m e as a m a n d a t e to 
curtai l or r e a r r a n g e h u m a n services . 
T h e e l ec torate w a n t s m o r e scrut iny o f 
c u r r e n t p r o g r a m s a n d the abol i t ion o f 
t h o s e w h i c h are ine f fec t ive or ineff i 
c ient . I n s u c h a c l imate , eva lua t ions m a y 
b e jus t i f i ed as i n s u r a n c e against waste . 

W h y S h o u l d J e w i s h C o m m u n a l 
A g e n c i e s a n d P r o g r a m s B e E v a l u a t e d ? 

I s O u r A g e n c y R e a d y ? 

D u r i n g t h e 1 9 7 0 s , a g e n c i e s w e r e 
f o r c e d to b e c o m e m o r e a c c o u n t a b l e . I n 
the 1980s , m a n y a g e n c i e s are f i g h t i n g 

2 A. Stephen Stephan, "Prospects and Pos
sibilities: T h e New Deal and the New Social Re
search," Social Forces. University of North Carolina 
Press. Volume 13 (May, 1935); pp. 5 1 5 - 5 2 1 . T h e 
quotation is on p. 518. 

3 J e r o m e Kagan, Richard B. Kearsley, and 
Philip R. Zelazo, "The Effects of Infant Care on 
Psychological Development." Evaluation Quarterly: 
A Journal of Applied Social Research. Sage Publica
tions. Volume 1, Number 1 (February, 1977), pp. 
1 0 9 - 1 4 2 , is a model study. It was a longitudinal 
investigation which assessed the psychological im
pact of an experimentally conducted day care 
program for children aged 3.5 to 29 months. T h e 
study revealed little difference between children 
reared totally at h o m e and matched with the ex
perimental children. Cognitive functioning, lan
guage, attachment, separation protest, and play-
tempo were measured. T h e home environment 
was more influential than day care in influencing 
each child's development . 

for e c o n o m i c survival . Sys temat ic e v a l u 
at ion e n h a n c e s the credibi l i ty o f p r o 
g r a m s to o u r f inancial s u p p o r t e r s , h e l p s 
a g e n c i e s i m p r o v e serv ice de l ivery a n d 
b e c o m e m o r e r e s p o n s i v e t o t h e c o m m u 
nity. L i n e w o r k e r s , s u p e r v i s o r s , a n d 
b o a r d m e m b e r s care d i f f erent ly a b o u t 
t h e resul ts o f p r o g r a m e v a l u a t i o n s . Fig
u r e 1 is a v e h i c l e to h e l p sort o u t t h e s e 
d i f f e r e n t a g e n d a s . 

As F i g u r e 1 d e m o n s t r a t e s , e v a l u a t i o n s 
s erve var ious p u r p o s e s . T h e y d e t e r m i n e 
t h e utility o f o n g o i n g projects ; d e t e r 
m i n e the e f fec t s o f e f for t s to i m p r o v e 
t h e m ; e s t i m a t e t h e i m p a c t o f n e w initia
t ives; u p g r a d e the qual i ty o f a g e n c y a d 
min i s tra t ion; a n d c o m p a r e a n i n t e r v e n 
t ion ' s c o s t s a n d b e n e f i t s r e l a t i v e to 
o t h e r a l ternat ives . It is a s s u m e d that 
c o m p e t e n t w o r k e r s a n d m a n a g e r s h a v e 
a fairly re l iable i d e a o f h o w well t h i n g s 
are g o i n g . A n e v a l u a t i o n is n o t a n at
t e m p t to s e c o n d - g u e s s a g e n c y p r o f e s 
s ionals . Rather , it is a n a t t e m p t to re
d u c e u n c e r t a i n t y , to fill in g a p s in o u r 
u n d e r s t a n d i n g a b o u t h o w well an o r g a 
n izat ion is o p e r a t i n g . 

T h e a t t en t ion o f o u r re search m a y b e 
o n i n p u t s or pre ferab ly o u t p u t s . T h e 
input m e a s u r e in F i g u r e 1 is "effort" = 
t h e i n v e s t m e n t o f staff, t i m e , a n d re
s o u r c e s in a n activity. E x a m p l e s i n c l u d e 
the n u m b e r o f part ic ipants in a J e w i s h 
v o c a t i o n a l s e r v i c e j o b c l in i c o r t h e 
n u m b e r o f contacts b e t w e e n a social 
w o r k e r a n d chavurot. Outputs r e fer to ef
f ec t ivenes s a n d e f f ic iency . "Effect ive
ness" dea l s with resul ts , c l i ent o u t c o m e s . 
H a s t h e b u r e a u o f J e w i s h e d u c a t i o n 
s u m m e r u l p a n p r o d u c e d a Hebra ica l ly 
l i terate g r o u p o f part ic ipants? T h e "ef
f ic iency" c o m p o n e n t speaks to contro l 
l i n g a n d r e d u c i n g p e r s o n n e l , t i m e , 
m o n e y , or physical p lant . S h o u l d J e w i s h 
B i g B r o t h e r s d o g r o u p or i n d i v i d u a l 
c o u n s e l i n g ? A r e J e w i s h c o m m u n i t y 
c e n t e r s a n d s y n a g o g u e s d u p l i c a t i n g 
a f ter - schoo l activities? I f so , h o w c a n this 
be m i n i m i z e d ? T h e d i s t inc t ion b e t w e e n 
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F i g u r e 1 

C h e c k l i s t o f R e a s o n s f o r C o n d u c t i n g P r o g r a m E v a l u a t i o n s 

Place a check mark next to each issue that is o f concern to workers, supervisors, and board members. 
T h e n rank order, with "1" being the highest rank, the top three issues o f concern to each group. 

WHO CARES MOST? 

Selected Issues Workers Supervisors Board Members 
1. Are the needs of the clients being met? (B)* 
2. Are there sufficient resources to meet program ob

jectives? (A) 
3. Is the program too expensive? (C) 
4. Should the program be expanded or curtailed? (A) 
5. Is the service or treatment provided really effective? 

(B) 
6. Are budget decisions about the future based on pro

gram evaluation data? (C) 
7. Are we making best use of staff energy? (A) 
8. Can evaluation data be used to compare program 

costs? (C) 
9. What is the effectiveness o f staff? (B) 

10. What is the level of client satisfaction? (B) 

* A = Effort; B = Effectiveness; C = Efficiency. 
Note: Figures 1 and 2 are modifications of Michael J. Austin and Associates, Evaluating Your Agency's 

Programs. Beverly Hills: Sage Publications, 1982, pp. 11, 30. 

types o f o u t p u t s has b e e n c h a r a c t e r i z e d 
by Peter D r u c k e r , "Eff ic iency is d o i n g 
t h i n g s r ight . Ef fec t iveness is d o i n g the 
r ight th ings ." 

A n a g e n c y s h o u l d o n l y be e v a l u a t e d if 
it is r e a d y — r e a d y to l earn a n d able t o 
u s e what is l e a r n e d . T e c h n i c a l l y qual 
i f ied p e r s o n n e l are r e q u i r e d to d o t h e 
eva lua t ion . A d m i n i s t r a t o r s a n d lay l ead
ers w h o va lue the e v a l u a t i o n p r o c e s s 
a n d results m u s t b e in p lace . A m o n g t h e 
factors t o take i n t o a c c o u n t in d e t e r 
m i n i n g a n a g e n c y ' s e v a l u a t i o n p r e 
p a r e d n e s s are f u n d s , t i m e , m o r a l e , a n d 
staff capabil i ty . 

Financial r e s o u r c e s , staff, a n d b o a r d 
t i m e are n e e d e d in this proces s . I f a n 
o u t s i d e c o n s u l t a n t is h i r e d , h e / s h e m u s t 
u n d e r s t a n d the n a t u r e o f J e w i s h c o m 
m u n a l o r g a n i z a t i o n s a n d be e x p e r t in 
vo luntary service de l ivery sys tems . Es
t imates o f t i m e a n d m o n e y s h o u l d be 
m a d e at the outse t . For e x a m p l e , o n e 
recent ly c o m p l e t e d e v a l u a t i o n o f a l arge 
J e w i s h c o m m u n a l a g e n c y r e q u i r e d o n e 
c o n s u l t a n t ha l f - t ime a n d o n e p e r m a n e n t 
staff m e m b e r o n e - t h i r d t i m e for o n e 

year at a total cost o f a p p r o x i m a t e l y 
$ 5 0 , 0 0 0 , a n a m o u n t e q u i v a l e n t to 1.7 
p e r c e n t o f the agency ' s a n n u a l b u d g e t . 
Staff a n d b o a r d c o o r d i n a t i o n o f t h e 
projec t s h o u l d ideal ly b e h a n d l e d by o n e 
p e r m a n e n t staff m e m b e r , e v e n if a c o n 
su l tant is e n g a g e d . T h i s va l idates the 
i m p o r t a n c e o f the s t u d y a n d bui lds in 
e v e n t u a l ut i l izat ion o f the f u n d i n g s . 

I f the e v a l u a t i o n o f a n o r g a n i z a t i o n is 
b e i n g c o n d u c t e d by t h e F e d e r a t i o n , 
trust , c o o p e r a t i o n , a n d m u t u a l s u p p o r t 
are essent ia l . T h e t o p lay l e a d e r s h i p a n d 
e x e c u t i v e o f the a g e n c y u n d e r rev iew 
n e e d to s e e t h e bene f i t s o f n e w i d e a s , 
m u s t be o f ass i s tance in r e d u c i n g s taf f 
distrust , a n d h a v e cons truc t ive e x p e c t a 
t ions . At t h e o u t s e t , the a g e n c y m u s t s ee 
the pay -o f f s o f t h e e v a l u a t i o n a n d explic
itly a g r e e that it is w o r t h the e f for t . 

I n short , a n e v a l u a t i o n s h o u l d o n l y b e 
u n d e r t a k e n i f t h e a n s w e r s a re pos i t ive to 
m o s t o f t h e q u e s t i o n s in F i g u r e 2 . 

4 See "Getting Ready and Getting Started" in 
Austin, op. cit.. pp. 2 9 - 6 5 . 
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F i g u r e 2 

E v a l u a t i o n P r e p a r e d n e s s C h e c k l i s t 

Yes No 
1. Are there sufficient funds, time, 

and properly trained staff to carry 
out the evaluation? 

2. Is o n e permanent staff person 
available and competent to act as a 
project coordinator? 

3. Has the agency shown a willingness 
to take risks and try new ap
proaches? 

4. Are the agency executive and presi
dent committed to the evaluation, 
willing to be supportive, and capa
ble of controlling distrust? 

5. Does a body exist within or outside 
of the agency to monitor and im
plement the fundings? 

W h a t A r e t h e D i f f e r e n t T y p e s 
o f E v a l u a t i o n s ? 

A g e n c y e v a l u a t i o n s h o u l d b e c o n t i n u 
o u s . W h e n it is ongoing, w e re fer to it as 
" m o n i t o r i n g . " M o n i t o r i n g seeks to d e 
t e r m i n e w h e t h e r activit ies h a v e b e e n 
i m p l e m e n t e d as p l a n n e d ; d e v i a t i o n s 
b e i n g i t e m i z e d a n d e x p l i c a t e d . Manage
ment Information Systems (MIS) fit i n t o 
this c a t e g o r y . T h e y a n s w e r s e v e n m a n 
a g e m e n t q u e s t i o n s : W h o ? D i d what? T o 
w h o m ? W h e n ? W h e r e ? W h a t h a p 
p e n e d ? H o w m u c h d i d it cost? 

C o m p u t e r i z e d MIS's are e spec ia l ly 
c o n c e r n e d with p r o g r a m coverage—the 
e x t e n t to w h i c h a n activity is r e a c h i n g 
the target g r o u p it is s u p p o s e d to reach . 
O u r e x p e r i e n c e wi th MIS's at the J e w i s h 
F e d e r a t i o n C o u n c i l in L o s A n g e l e s 
d e m o n s t r a t e s the n e e d for e x t e n s i v e 
t ra in ing a n d r e t r a i n i n g o f c a s e - w o r k e r s 
w h o p r o v i d e t h e d a t a , a n d qua l i ty -
contro l c h e c k s t o m i n i m i z e errors . D e 
sp i te t h e s e caveats , a well d e v e l o p e d 
M I S will p r o v i d e re l iable statistical in
f o r m a t i o n o n c l i e n t c h a r a c t e r i s t i c s , 
s o u r c e s o f re ferra l in to the p r o g r a m , 
d i a g n o s i s o f t h e cl ient's p r o b l e m s , u s e o f 
w o r k e r t i m e , a n d case d i spos i t i on . S u c h 
quant i ta t ive data are essent ia l to sol idify 

o u r credibi l i ty wi th f u n d i n g s o u r c e s , 
s u c h as t h e U n i t e d W a y , e x t e r n a l grant s , 
or F e d e r a t i o n c o n t r i b u t o r s . 5 

I n contras t to c o n t i n u o u s e v a l u a t i o n , 
t h e r e are one-shot or p e r i o d i c variet ies : 
e f f i c i e n c y s t u d y , i m p a c t a s s e s s m e n t , 
a n d admin i s t ra t ive rev iew. I n o r d e r to 
u n d e r t a k e any o f t h e s e p r o c e d u r e s , w e 
first n e e d to k n o w t h e agency ' s or p r o 
g r a m ' s d e s i r e d o u t c o m e s — s t a t e m e n t s 
w h i c h ind ica te the criteria o f success . 
A m b i g u o u s s t a t e m e n t s , s u c h as t o 
" p r o m o t e t h e c o n t i n u i t y o f t h e J e w i s h 
p e o p l e , " m u s t b e t r a n s f o r m e d i n t o c lear , 
speci f ic , a n d m e a s u r a b l e a ims . 

T h e r e are t h r e e t e c h n i q u e s part i cu
larly h e l p f u l in s p e c i f y i n g o b j e c t i v e s . 6 

1. Use strong verbs. A c t i o n verbs d e 
scr ibe o b s e r v a b l e or m e a s u r a b l e b e h a v 
ior . " T o increase the u s e o f J e w i s h e d u 
c a t i o n a l c u r r i c u l u m m a t e r i a l s i n 
c l a s s r o o m s " is a n o b s e r v a b l e b e h a v i o r . 
" T o increase" is s t r o n g e r t h a n w e a k e r 
verbs , s u c h as "to e n h a n c e , " "to p r o 
m o t e , " or "to e n c o u r a g e . " 

2 . State single aims. A l t h o u g h a g e n c i e s 
a n d p r o g r a m s h a v e m u l t i p l e objec t ives , 
e a c h s h o u l d b e s tated ind iv idua l ly . Il
lus trat ions o f s i n g l e p u r p o s e objec t ives 
i n c l u d e : "begin f ive s u p p o r t g r o u p s for 
c h i l d r e n o f H o l o c a u s t surv ivors ," or 
" c o n d u c t f u n d ra is ing ass i s tance p r o 
g r a m s in 3 6 s y n a g o g u e s . " 

5 Jack L. Franklin and Jean H. Thrasher, An 
Introduction to Program Evaluation. New York: A. 
Wiley—Interscience Publication, John Wiley & 
Sons, 1970. This volume includes a chapter on 
selecting an evaluation methodology. Continuous 
versus one-shot evaluations are dealt with on pp. 
2 0 - 4 3 . 

6 Stephen Shortell and William Richardson, 
Health Program Evaluation; Issues and Problems in 
Health Care Series. St. Louis: C. V. Mosby Co., 
1978. Strategies for specifying objectives are 
treated in Chapter 2, "The Evaluation Process," 
pp. 1 6 - 3 7 . T h e Appendix explains how to carry 
out a multiple time series evaluation of a health 
screening program. It is schemata which can 
be used in other settings. 
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3 . Specify sought-after results or out
comes. Each a i m m u s t h a v e spec i f ic e n d 
p r o d u c t s that are c lear a n d , w h e r e v e r 
poss ib le , m e a s u r a b l e . T h e t i m e h o r i z o n 
m u s t b e n o t e d . A n e x a m p l e w o u l d be 
" c o n d u c t f u n d ra i s ing ass i s tance p r o 
g r a m s in 3 6 s y n a g o g u e s b e t w e e n J a n u 
ary a n d M a r c h in order to a c h i e v e a 10 
p e r c e n t i n c r e a s e in t h e n u m b e r s o f 
c o n t r i b u t o r s t o t h e U n i t e d J e w i s h 
F u n d . " 

A f t e r o b j e c t i v e s a r e p r o p e r l y 
spec i f i ed , e f f i c i ency , i m p a c t o r s t ruc ture 
is s t u d i e d . Measuring efficiency dea l s wi th 
c o s t b e n e f i t o r r e s o u r c e a l l o c a t i o n s . 
E x a m p l e s : T h e bene f i t s o f a J e w i s h v o 
cat ional serv ice t r a i n i n g projec t m i g h t 
entai l h i g h e r e a r n i n g s a n d j o b secur i ty 
for Russ ian i m m i g r a n t s ; t h e bene f i t s o f 
J e w i s h s e n i o r c i t i zen h o u s i n g m i g h t in 
c l u d e i n c r e a s e d securi ty a n d h e a l t h for 
t h e re s ident s . Costs i n c l u d e o p p o r t u n i t y 
costs ( f o r e g o n e o p p o r t u n i t i e s for t h e 
c l i ent or a g e n c y to d o o t h e r t h i n g s ) , e x 
p e n d i t u r e s , facil it ies, a n d labor . 

N o t all benef i t s m a y b e m o n e t i z e d . I n 
m a n y i n s t a n c e s , o u r o u t p u t s h a v e 
n o t h i n g to d o with e c o n o m i c s . H o w e v e r , 
e v e n in t h o s e cases , this is a u s e f u l a p 
p r o a c h . A l t e r n a t i v e p r o g r a m s w i t h 
s imilar object ives are e v a l u a t e d in t e r m s 
o f h o w m u c h they cost . I f o u r goa l is to 
u p g r a d e t h e H e b r e w l i teracy a n d Israel 
ident i f i ca t ion o f J e w i s h a d o l e s c e n t s , w e 
m i g h t b e bet ter o f f s u b s i d i z i n g t h e m for 
a s u m m e r in Israel t h a n e n r o l l i n g t h e m 
in s o m e o t h e r J e w i s h e d u c a t i o n a l for
mat . S u c h a n i s sue c a n b e s u b j e c t e d to 
cos t -benef i t a n a l y s i s . 7 

Impact assessment s e e k s to a scer ta in 
w h e t h e r t h e program/ac t iv i ty is ach iev-

7 An excellent example of an efficiency study is 
Jacob Ukeles, Doing More With Less: Turning Public 
Management Around. New York: American Man
agement Association, 1982. Although the thrust o f 
the text is the public sector, many of the cost 
containment measures are applicable to the vol
untary field. 

i n g its i n t e n d e d e f fec t s . T w o caveats 
s h o u l d b e b o r n e in m i n d : first, ind iv id 
ual social i n t e r v e n t i o n s g e n e r a l l y h a v e a 
l imi ted impact . F o r e x a m p l e , a ser ies o f 
s y n a g o g u e chavurot will n o t total ly eradi 
cate lack o f i n v o l v e m e n t in a t e m p l e , but 
they m a y m o d e r a t e l y increase w o r s h i p 
a t t e n d a n c e a m o n g a s ign i f i cant m i n o r 
i ty . 8 S e c o n d , it is e x t r e m e l y h a r d to 
eva lua te o n g o i n g p r o g r a m s that h a v e 
b e e n o p e r a t i n g f o r a l o n g t i m e . T o bui ld 
u p e x p e r t i s e in e v a l u a t i o n , a g e n c i e s 
s h o u l d first try to assess n e w p r o g r a m s 
o r c h a n g e s in c u r r e n t activit ies . It is far 
s i m p l e r to i n t e g r a t e a n e v a l u a t i o n c o m 
p o n e n t in to the s tar t -up o f a project . 

P o w e r f u l i m p a c t r e s e a r c h d e s i g n s in
vo lve c o n t r o l g r o u p s a n d c o m p a r a t i v e 
statistical i n f o r m a t i o n o n part i c ipants 
a n d n o n - p a r t i c i p a n t s , b e f o r e a n d af ter 
the i n t e r v e n t i o n s . 9 W e a im t o i so late 
p r o b a b l e , n o t cer ta in , c a u s e s o f c h a n g e 
in a c l ient g r o u p , a n d to ru le o u t e x 
t r a n e o u s fac tors , such as p l a c e b o e f fec t s . 
S u c h e x p e r i m e n t a l f r a m e w o r k s r e q u i r e 
h i g h s t a n d a r d s o f val idity a n d reliabil
i t y . 1 0 A less r i g o r o u s b u t h i g h l y in for 
mat ive a p p r o a c h is a d m i n i s t r a t i v e re 
v iew, to w h i c h t h e b a l a n c e o f this art icle 
is d e v o t e d . 

8 Bernard Reisman, The Chavurah: A Contempo
rary Jewish Experience. New York: Union of Ameri
can Hebrew Congregations, 1977. 

* A m o n g the classic texts are Donald Campbell 
and Ju l ian Stanley , Experimental and Quasi-
Experimental Designs for Research. Chicago: Rand 
McNally, 1963 and Sidney Siegel, Nonparametric 
Statistics for the Behavioral Sciences. New York: 
McGraw Hill, 1956. 

l u A significant question is: "Did the program 
matter?" or "How do we know if the client is 
cured?" For example , psychologist Bernie Zil-
bergeld argues in The Shrinking of America (re
viewed in Time Magazine, May 23 , 1983, p. 60) that 
patients who have had psychotherapy undergo 
only minimal and brief changes. T h e y may feel 
better but, Zilbergeld argues, that therapy often 
produces only mediocre results. T h e issue is 
whether people who are exposed to programs are 
better off than people who are not. 
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A d m i n i s t r a t i v e R e v i e w : C a s e S t u d y 

I n a d d i t i o n to e f f i c i ency a n d i m p a c t 
s tud ie s , a n a d m i n i s t r a t i v e rev i ew is a 
vital m a n a g e m e n t tool . T h e J e w i s h F e d 
era t ion C o u n c i l o f G r e a t e r Los A n g e l e s 
recent ly c o m p l e t e d a major a d m i n i s t r a 
t ive rev iew in wh ich the a u t h o r s e r v e d as 
Project Direc tor . It is a p r o t o t y p e . T h i s 
Bureau of Jewish Education Review was di 
v i d e d in to t h r e e p h a s e s : (a) S u m m e r -
Fall, 1 9 8 1 : F o r m u l a t i o n o f the R e v i e w 
g u i d e l i n e s a n d c o n s t r u c t i o n o f an at
m o s p h e r e r e c e p t i v e to u n d e r t a k i n g a 
rev i ew proces s ; (b) N o v e m b e r , 1 9 8 1 -
D e c e m b e r , 1 9 8 2 : C o m p i l a t i o n o f the 
data; b u i l d i n g a cons truc t ive c h a n g e at
t i tude a m o n g t h e a g e n c y l e a d e r s h i p a n d 
m a i n s t a k e h o l d e r s ; f o r m a l a d o p t i o n o f 
t h e R e v i e w r e c o m m e n d a t i o n s by the 
B u r e a u o f J e w i s h E d u c a t i o n a n d the 
F e d e r a t i o n ; (c) J a n u a r y - D e c e m b e r , 
1 9 8 3 : I m p l e m e n t a t i o n o f the R e v i e w 
u n d e r the g u i d a n c e o f a n i m p l e m e n t a 
t ion "coach," an o u t s i d e e x p e r t in re
n e w i n g e d u c a t i o n a l s y s t e m s . 1 1 

T h e Los A n g e l e s B u r e a u o f J e w i s h 
E d u c a t i o n is a c o m p l e x a n d c o m p r e h e n 
sive central a g e n c y . At the t i m e o f the 
R e v i e w it h a d a n a n n u a l b u d g e t o f $ 3 . 1 
mi l l ion; r e c e i v e d $ 2 . 4 mi l l ion or 2 2 % o f 
all local F e d e r a t i o n a l locat ions; h a d a 
staff c o m p l e m e n t o f 2 9 fu l l - t ime equ iv 
a lents ; s e r v e d 1 5 0 schoo l s ; a n d o p e r a t e d 
$ 8 0 0 , 0 0 0 w o r t h o f h i g h s c h o o l a n d f a m 
ily p r o g r a m s . T h e goa l o f the R e v i e w 
was to e m e r g e wi th a c o m m u n a l c o n s e n 
sus o n t h e m i s s i o n , s c o p e , p r o g r a m , a n d 
serv ices o f the a g e n c y . 

Five g e n e r i c i s sues w e r e a n a l y z e d , 
w h i c h are o n t h e a g e n d a o f m o s t ad
minis trat ive r e v i e w s . 1 2 

1 1 Adrianne Bank, Bureau of fewish Education 
Review, Volumes 1 and 2. Los Angeles: Jewish 
Federation Council, November, 1982 and April, 
1983. 

1 2 A d r i a n n e B a n k a n d C h a r l e s Z i b b e l l , 
Guidelines for Review of Bureau of fewish Education 
Los Angeles. New York: Council of Jewish Federa
tions, 1981. 

Mission 
— S h o u l d t h e a g e n c y h a v e a n u n l i m 

i ted set o f respons ib i l i t i e s or s h o u l d it 
h a v e a d e f i n e d speci f ic role? 

— S h o u l d t h e a g e n c y c o n d u c t f u n c 
t ional p r o g r a m s ? I f so , o f w h a t k ind? 

— W h a t a re the agency ' s p r i m a r y a n d 
s e c o n d a r y responsibi l i t ies? H o w s h o u l d 
f inanc ia l a n d s ta f f r e s o u r c e s r e f l e c t 
these? 

Governance 
— S h o u l d t h e o r g a n i z a t i o n b e a F e d 

era t ion d e p a r t m e n t or a n i n d e p e n d e n t 
a g e n c y ? 

— W h a t s h o u l d b e t h e r e l a t i o n s h i p s 
b e t w e e n t h e c o m m u n i t y , t h e b o a r d o f 
d i rec tors , a n d p r o f e s s i o n a l staff? 

— H o w s h o u l d the F e d e r a t i o n a n d 
a g e n c y re late to e a c h o t h e r ? 

Management 
— H o w are staff t i m e a n d prior i t ies 

a l located? 
— H o w a re staff w o r k quant i ty a n d 

qual i ty m e a s u r e d ? W h a t are s t a f f s least 
a n d m o s t e f f ec t ive areas? H o w m i g h t 
staff b e m o s t e f fec t ive ly o r g a n i z e d ? 

— H o w c a n c o m m u n i c a t i o n s c h a n n e l s , 
s u p e r v i s o r y re la t ions , a n d m o r a l e b e 
i m p r o v e d ? 

Service Delivery 
— H o w m i g h t the a g e n c y m o r e e f fec 

tively a n d ef f ic ient ly m e e t t h e n e e d s o f 
its target g r o u p s ? W h a t are t h e a d v a n 
tages a n d d i s a d v a n t a g e s o f a l t ernat ive 
p r o g r a m s ? 

— H o w s h o u l d serv ices be e v a l u a t e d 
a n d l o n g - t e r m p l a n n i n g take p lace? 

Interorganizational Relationships 
— H o w s h o u l d t h e a g e n c y in teract 

w i th o t h e r c o m m u n a l o r g a n i z a t i o n s , 
F e d e r a t i o n a g e n c i e s , s y n a g o g u e s , a n d 
univers i t i es? 

— H o w s h o u l d t h e a g e n c y i n t e r f a c e 
wi th F e d e r a t i o n r e g i o n s ? 

B e s i d e s t h e s e g e n e r i c i s sues , t h r e e 
areas w e r e e x p l o r e d w h i c h are u n i q u e to 
a centra l e d u c a t i o n a l a g e n c y — s t a n d a r d 
se t t ing , c o n s t i t u e n c y r e l a t i o n s h i p s , a n d 
f inancia l a l locat ions . 

122 



J O U R N A L OF JEWISH C O M M U N A L SERVICE 

W h a t M a k e s a R e v i e w S u c c e s s f u l ? 

Fi f ty- three speci f ic r e c o m m e n d a t i o n s 
e m e r g e d f r o m this R e v i e w . F e d e r a t i o n , 
a g e n c y , s c h o o l , a n d J e w i s h univers i ty 
l e a d e r s h i p h a v e a p p l a u d e d the R e v i e w 
a n d are t o g e t h e r ser ious ly co l l abora t ing 
o n i m p l e m e n t i n g the f i n d i n g s . 1 3 T h e 
B u r e a u o f J e w i s h E d u c a t i o n R e v i e w was 
success fu l for e i g h t r e a s o n s . I n for
m u l a t i n g a n e v a l u a t i o n , these factors 
s h o u l d b e taken in to c o n s i d e r a t i o n . 

1. Partnership 
A f t e r s o m e in i t i a l d i s a g r e e m e n t s 

a b o u t the s c o p e a n d f u n c t i o n s o f the 
B u r e a u o f J e w i s h E d u c a t i o n Rev iew, the 
"movers a n d shakers" in the R e v i e w be
c a m e par tners i n v e s t e d in the s tudy . 
T h e F e d e r a t i o n P l a n n i n g a n d B u d g e t 
i n g D e p a r t m e n t lay a n d pro fe s s iona l 
l e a d e r s h i p ; F e d e r a t i o n J e w i s h E d u c a 
t ion C o m m i t t e e ; a specia l ly f o r m e d Re
view R e f e r e n c e C o m m i t t e e ; t h e c o n s u l 
tant; a n d the lay l e a d e r s h i p a n d m a n y o f 
the pro fe s s iona l s o f the a g e n c y u n d e r 
rev iew c a m e to s e e t h e v a l u e o f g e t t i n g 
t h e a g e n c y to re th ink its mi s s ion a n d 
f u n c t i o n s . T h i s w a s a c c o m p l i s h e d 
t h r o u g h a careful ly w o r k e d o u t a n d o n 
g o i n g o r i e n t a t i o n proces s . U n l e s s all o f 
these actors c o o p e r a t e d , t h e u n d e r t a k 
i n g c o u l d h a v e b e e n a b o r t e d . 

T h e major s t a k e h o l d e r s felt a s e n s e o f 
ownership o f the proces s f r o m the outse t . 
T h e y w e r e i n v o l v e d in c lar i fy ing t h e ra
t iona le for the R e v i e w , s p e c i f y i n g h o w 
the results w o u l d b e u s e d , e m p l o y i n g 
the principal inves t igator , a n d a g r e e i n g 
o n the s tudy f o r m a t , i n s t r u m e n t s , a n d 
p r o c e d u r e s . T h i s built a c o m m i t m e n t to 
u s e the report . 

2. Problem Orientation 
T h e Rev iew was p r o b l e m - o r i e n t e d . It 

1 : 1 At the time of the Review, the Bureau of 
Jewish Education was a Federation Department. 
One of the outcomes of the Review was to recom
mend a shift to an agency status. For the purposes 
of this article, agency, organization, and depart
ment are being used synonomously. 

a n a l y z e d p r o b l e m s — d e f i c i e n c i e s in or
ganizat iona l f u n c t i o n i n g . P r o b l e m s w e r e 
s e l ec ted that w e r e a m e n a b l e to pos i t ive 
c h a n g e . E x a m p l e s i n c l u d e d p r o b l e m s in 
staff d e p l o y m e n t , s c h o o l serv ices , a n d 
i n t e r o r g a n i z a t i o n a l r e l a t i o n s h i p s . W e 
de l iberate ly d e c i d e d n o t to d o a n e e d 
a s s e s s m e n t i n q u i r i n g in to the overal l 
state o f J e w i s h e d u c a t i o n in t h e c o m m u 
nity. W e a v o i d e d t o o b r o a d a s c o p e . 
P r o b l e m s w e r e p i c k e d w h i c h w e r e s e e n 
as critical to t h e i m p r o v e m e n t o f J e w i s h 
e d u c a t i o n a n d that t h e B u r e a u o f J e w i s h 
E d u c a t i o n h a d the capacity to impact . 

3 . High Credibility 
O u r stress was o n p r o d u c i n g a fair 

a n d u n b i a s e d Rev iew . Conf ident ia l i ty 
was essent ia l . I n d i v i d u a l s w e r e g e n e r a l l y 
able to s p e a k o p e n l y w i t h o u t fear that 
the ir r e m a r k s w o u l d b e h e l d against 
t h e m . T o e n s u r e impart ia l i ty , s u p p o r t 
i n f o r m a t i o n was g a t h e r e d f r o m n u m e r 
o u s sources : in terv i ews o f a g e n c y a n d 
F e d e r a t i o n staff, lay l e a d e r s h i p , rabbis , 
a n d pr inc ipals ; s ite visits to serv ice c o n 
s u m e r s ( schools ) ; mail surveys to d irec t 
service users (pr incipals ) ; o p e n m e e t i n g s 
in five d i f f e r e n t g e o g r a p h i c areas; c o n 
sul tat ions with o u t s i d e e x p e r t s a n d aca
d e m i c i a n s ; a n d p e r s o n a l / t e l e p h o n e ses
s ions with B u r e a u o f J e w i s h E d u c a t i o n 
e x e c u t i v e s a r o u n d the c o u n t r y . 

4 . Commitment of Agency Lay Leadership 
to Constructive Change 

T h e a g e n c y P r e s i d e n t a n d his t o p 
l e a d e r s h i p d i d e v e r y t h i n g poss ib le to 
m a k e t h e R e v i e w s u c c e e d . O n g o i n g 
c o m m u n i c a t i o n a n d f e e d b a c k w e r e p r o 
v i d e d to t h e m . T h i s r e d u c e d t h e threat 
o f the R e v i e w , built c o n f i d e n c e , a n d was 
a m e c h a n i s m to veri fy the validity o f the 
i n f o r m a t i o n g a t h e r e d . T h e i r i n v e s t m e n t 
in the p r o c e s s was essent ia l . 

5 . Manageability 
T h i s was a w o r k a b l e e n t e r p r i s e be

c a u s e w e d id e v e r y t h i n g poss ib le t o c o n 
stantly re f ine a n d focus . W e d id not 
want to be o v e r w h e l m e d with data . T h e 
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c o n s u m e r s w e r e i d e n t i f i e d — s c h o o l s . 
T h e o u t p u t s o f t h e a g e n c y c l a r i f i e d — 
s c h o o l i m p r o v e m e n t . Litt le i n t e r o r g a n i 
zat ional o v e r l a p a n d c o m p e t i t i o n was 
n o t e d . A s w e p r o g r e s s e d i n t o t h e Re
v i ew , t h e s e facts crystal l ized a n d h e l p e d 
us s h a r p e n o u r c e n t e r s o f in teres t e v e n 
f u r t h e r . It is i m p o r t a n t to b e very f lexi
b le a n d m a k e c o r r e c t i o n s , w h e n n e e d e d , 
in t h e e v a l u a t i o n d e s i g n . 

6. Structured Feedback System 
F i n d i n g s a n d p r e l i m i n a r y r e c o m 

m e n d a t i o n s w e r e s h a r e d o n a r e g u l a r 
basis at b r i e f i n g se s s ions for t h e m a i n 
s t a k e h o l d e r s — l a y a n d p r o f e s s i o n a l . 
B r a i n s t o r m i n g t e c h n i q u e s w e r e u s e d at 
c o u n t l e s s m e e t i n g s . I n f o r m a t i o n accu
racy was t e s t ed a n d ac t ion p lans f o r m u 
la ted in this co l laborat ive f a s h i o n . It 
a d d e d a c o n s i d e r a b l e a m o u n t o f t i m e 
b u t i n v e s t e d t h e "partners" in t h e o u t 
c o m e . 

7. Implementation and Monitoring Body 
Final e v a l u a t i o n r e p o r t s s h o u l d in 

c l u d e a d i a g n o s i s o f t h e organ iza t ion ' s 
p r o b l e m s , p r e s c r i p t i o n s o n h o w t o 
a m e l i o r a t e t h e m , a n d a m o n t h by m o n t h 
implementation schema—who will d o w h a t , 
w h e n , a n d h o w . A m o n i t o r i n g b o d y 
s h o u l d ideal ly b e in p lace prior to a n 
a d m i n i s t r a t i v e rev iew. I n o u r case , t h e 
J e w i s h E d u c a t i o n C o m m i t t e e o f F e d e r 
a t ion h a d s u c h a c o n t i n u o u s r e l a t i o n s h i p 
wi th t h e d e p a r t m e n t a n d fulf i l led the 
m o n i t o r i n g f u n c t i o n . I m p l e m e n t a t i o n 
r e p o r t s w e r e p r e s e n t e d by t h e i m 
p l e m e n t a t i o n "coach," a n e x p e r t aca
d e m i c i a n , twice p e r year . 

8. Outside Investigator 
It is h e l p f u l to h i re a c o n s u l t a n t t o 

c o n d u c t t h e f i e l d w o r k a n d h e l p 
s t r u c t u r e t h e rev i ew . It is equa l ly i m 
p o r t a n t t o h a v e a p e r m a n e n t s t a f f 
m e m b e r in t h e m o n i t o r i n g b o d y , s u c h as 
t h e F e d e r a t i o n , w h o is k n o w l e d g e a b l e in 
e v a l u a t i o n m e t h o d o l o g y a n d g r o u p p r o 
cess . T h e i n s i d e staff p e r s o n m u s t k n o w 
t h o r o u g h l y t h e centra l actors in t h e area 
b e i n g s t u d i e d a n d h a v e a t h o r o u g h 

c o m p r e h e n s i o n o f t h e subject m a t t e r 
b e i n g r e v i e w e d . T h e e v a l u a t o r b r i n g s 
his e x p e r t i s e . T h e p e r m a n e n t s taf f p e r 
s o n acts as t h e "reality filter;" l ia ison to 
t h e s t a k e h o l d e r s ; a n d s u p e r v i s e s t h e 
eva lua to r . W e w e r e f o r t u n a t e to h a v e 
e n g a g e d a n o u t s t a n d i n g e v a l u a t o r w h o 
e m b o d i e d R o b e r t Stake's idea l : 

T h e wisdom of the evaluator's findings will be 
little appreciated if couched in words that hurt 
too little or too much. 
Somet imes instructive, somet imes demand
ing, the evaluator should know how to bite 
gent ly . 1 4 

I n s u m , a n a d m i n i s t r a t i v e r e v i e w 
s h o u l d a t t e m p t t o i n c o r p o r a t e t h e e i g h t 
a f o r e m e n t i o n e d c o m p o n e n t s . T a k e n 
t o g e t h e r they h e l p e n s u r e that t h e re 
v i ew will h a v e a "zero she l f - l i fe ." 

W e h a v e E v a l u a t e d o u r J e w i s h 
F a m i l y S e r v i c e , N o w W h a t 

D o W e D o ? 

Y o u h a v e s p e n t o n e year a n d $ 2 5 , 0 0 0 
d o i n g a n e f f i c i ency , i m p a c t , o r a d m i n 
istrative e v a l u a t i o n o f y o u r J e w i s h f a m 
ily serv ice . H o w c a n t h e o d d s b e ra i sed 
to m a k e s u r e that it g e t s u s e d ? My re
s p o n s e w o u l d b e to r e c o g n i z e t h e pol it i 
cal n a t u r e o f e v a l u a t i o n a n d u s e it to 
y o u r a d v a n t a g e . 1 5 

Polit ics m a y b e d e f i n e d as w h o g e t s 
w h a t , w h e n , a n d h o w , e s p e c i a l l y 
t h r o u g h p o w e r . 1 8 E v a l u a t i o n is e m -

1 4 Robert Stoke, Evaluation News. August , 1982. 
1 5 My perspective on the politicization of evalu

ation derives from Carol H. Weiss, "Where Politics 
and Evaluation Research Meet," Evaluation, 1:3 
(1973), pp. 37ff. 

1 6 T h e political character of the Jewish polity, is 
explained in Daniel Elazar, Participation and Ac
countability in the Jewish Community. New York: 
Council of Jewish Federations, 1980. Evaluation is 
a "rational" instrument to create social change. 
T h e politics o f the change process is addressed in 
Martin Meyerson and Edward C. Banfield.Po/i / io , 
Planning, and the Public Interest. New York: Free 
Press, 1964; Roland Warren, Truth, Love, and So
cial Change and Other Essays on Community Change. 
Chicago: Rand McNal ly , 1973; a n d Gera ld 
Zaltman et al., Creating Social Change. New York: 
Holt, Rinehart and Winston, Inc., 1972. 
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b e d d e d in polit ics; it is n o t m e r e l y ge t 
t ing the facts. T h e a g e n c y b e i n g eva lu 
a t e d h a s b e e n d e f i n e d a n d f u n d e d 
t h r o u g h a pol i t ical p r o c e s s a n d t h e 
e v a l u a t i o n r e c o m m e n d a t i o n s are d e 
b a t e d in t h e d e c i s i o n - m a k i n g a r e n a . 
S t a k e h o l d e r s h a v e v a r y i n g in teres t s a n d 
mot iva t ions ; they r e p r e s e n t bo th obsta
cles a n d o p p o r t u n i t i e s . 

Eva luators n e e d to a c k n o w l e d g e that 
J e w i s h c o m m u n a l p r o g r a m s h a v e 
e m e r g e d t h r o u g h o p p o s i t i o n , barga in
i n g , a n d u l t imate ly s o m e d e g r e e o f c o n 
s e n s u s . T h e r e p u t a t i o n s o f t h e agency ' s 
backers , staff j o b s , a n d t h e careers o f 
admin i s t ra tors m a y b e j e o p a r d i z e d by 
t h e e v a l u a t i o n . T h e sensit ivi t ies o f t h e s e 
p e r s o n s m u s t b e r e s p e c t e d by t h e 
eva luator w h o h o l d s t r e m e n d o u s p o w e r 
a n d l eg i t imacy . In this m a n n e r , t h e 
s t a k e h o l d e r s m a y b e c o m e all ies ins tead 
o f h i n d r a n c e s . 

O n e s h o u l d n o t a s s u m e that t o p a d 
minis trators will automat ica l ly r e s p o n d 
to e v a l u a t i o n resul ts by r e f o r m i n g their 
a g e n c y . H o w e v e r , I a m c o n v i n c e d that 
by a d h e r i n g to s o m e o f the pr inc ip l e s set 
for th in this p a p e r , t h e l i k e l i h o o d is in
c r e a s e d that t h e a g e n c y will "own" the 
r e p o r t a n d d o s o m e t h i n g a b o u t it. By 
b u i l d i n g in e x t e n s i v e i n v o l v e m e n t — l a y 
a n d p r o f e s s i o n a l — o f t h e a g e n c y u n d e r 
rev iew a n d the a g e n c y d o i n g the rev iew, 
eva lua t ion e v i d e n c e can m a k e a dec i s ive 
d i f f e r e n c e . 

In this essay, w e t raced the g r o w t h o f 
a c t i o n - o r i e n t e d e v a l u a t i o n , e x a m i n e d 
u n d e r w h a t c i r c u m s t a n c e s it s h o u l d be 
u n d e r t a k e n , d i s c u s s e d a l ternat ive a p 
p r o a c h e s , a n d e x p l a i n e d h o w an a d 
minis trat ive rev iew c a n work. A s I c o n 
s ider the app l i ca t ion o f e v a l u a t i o n to 
J e w i s h c o m m u n a l o r g a n i z a t i o n s , I a m 
r e m i n d e d that, 

In the beginning, you think. 
In the end, you act. 
In between, you negotiate the possibilities. 

Anon. 

Evaluat ion re search is a m e a n s to 

n e g o t i a t e the possibi l i t ies m o r e ration
ally. 

Glossary of Key Evaluation 
Concepts 

Cost-Benefit Analysis: S t u d i e s o f the re
l a t i o n s h i p s b e t w e e n costs a n d o u t 
c o m e s o f social projec t s , usual ly e x 
p r e s s e d in m o n e t a r y t e r m s . 

Delivery System: O r g a n i z a t i o n a l a r 
r a n g e m e n t s , i n c l u d i n g staff, p r o c e 
d u r e s , a c t i v i t i e s , p h y s i c a l p l a n t s , 
m o n e y , t i m e , a n d mater ia l s , n e e d e d to 
p r o v i d e p r o g r a m services . 

Impact Assessment: Eva luat ion o f the e x 
t e n t t o w h i c h a p r o g r a m c a u s e s 
c h a n g e s in the d e s i r e d d i rec t ion in the 
target p o p u l a t i o n . 

Intervention: A n y p r o g r a m o r o t h e r 
p l a n n e d e f for t d e s i g n e d to p r o d u c e 
i n t e n d e d c h a n g e s in a target p o p u l a 
t ion . 

Target Population: C o n d i t i o n s , de f i c i en 
cies or d e f e c t s at w h i c h i n t e r v e n t i o n s 
are d i r e c t e d . 

Management Information System (MIS): A n 
o n g o i n g data co l l ec t ion a n d analysis 
s y s t e m , u s u a l l y c o m p u t e r i z e d , that 
a l lows t imely access to serv ice de l ivery 
a n d o u t c o m e i n f o r m a t i o n . M I S is 
centra l to a m o n i t o r i n g sys tem. 

Need Assessment: Sys temat ic appraisal o f 
type , d e p t h , a n d s c o p e o f p r o b l e m s as 
p e r c e i v e d by target g r o u p s or e x p e r t s . 

Valid Measure: A m e a s u r e for w h i c h 
t h e r e is e v i d e n c e that it ref lects the 
c o n c e p t it is i n t e n d e d to m e a s u r e . 

Policy Significance: E x t e n t t o w h i c h 
f i n d i n g s are m e a n i n g f u l in the c o n 
text o f p r o g r a m costs , a l ternat ive in
t e r v e n t i o n s avai lable , a n d the d e m a n d 
for i n t e r v e n t i o n act ions . 

N o t e : T h i s c o m p e n d i u m is a d a p t e d 
f r o m Peter Rossi a n d H o w a r d F r e e m a n , 
Evaluation: A Systematic Approach. Bev 
erly Hil ls: S a g e , 1 9 8 2 . T h e a u t h o r has 
d r a w n heavi ly f r o m this work in c o m 
p i l ing this essay. 
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