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PREFACE

Noreen Kearney, Chairperson, Combat Poverty Agency

This collection of papers on evaluation of community
development projects is the first to be.issued'by the
Combat Poverty Agency, as‘well'as‘being-the‘first-of its-

kind in deséribing the Irish experience in this field.

"By outlining how evaluatlon has been or- mlght be undertaken,‘_-

in communlty development programmes 1t is hoped that 1t
Wlll ‘be of value to pro;ects, communlty groups and students'
engaged in' similar work 1n-Ireland and elsewhere.; ﬁf“

ThlS oollectlon is the frult of much hard work analvsisff"'”

and reflectlon by the contrlbutors.”_ It represents a

concern on thelr part that the effectlveness of thelr work

'be demonstrated by assessment whlch 15 both sc1ent1f1c

and'sens;tlve.”-f

i H
‘;.‘:
[ H

‘In the past there has been a- tendency to rely on tradltlonaiﬁ,

research methods to evaluate communlty development
act;v;tres often w1th dlsapp01nt1ng results..: Wlthout
the acceptance by and lnvolvement of local people and

pro:ect staff in the evaluatlon of programmes of thlS

-nature, any worthwhlle assessment of success (or fallure)

is unllkely to be achleved

!
}
!
!
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There has also been a reliance on evaluation experience

.

from outside Ireland, principally in writings from Britain

and America. This collection of papers provides the

evidence that such reliance is no longer justified.

Indeed evaluation methods which have been tested here can.

now provide a model to evaluators in other countries.”

The papers include aCcounts, both descriptive and analytical,

of what evaluatlon should con51st of. 1n an Irlsh context as‘

well as some 1nnovat1ve and 1maglnat1ve evaluatlons whlch

have already.been‘done,ln this country._;

We belleve it wxll e of use to anyone embarklng on,'

It w1ll help to ensure;;

communlty development 1n1t1at1ves.w

'that the v1ews of those who have prevxously been wrltten

g -ﬂ;‘.-' I e

- about by researchers from out51de thelr communltlés wzll 1n

_future be fully and actlvely 1ncorporated lnto any evaluatlon

of work in thls fleld.__f;a_;




1 BACKGROUND
by
Bernadette Barry

Mary Whelan.

On 1lst December 1985_-theuEuropean Commission,lannched.a
four- year Buropean Programme to Combat Poverty It
involved sixty flve actlon research pro:ects whlch would
work together.to develop and exchange more effectlve_
.methods‘for_combating.poverty_in the different memberi_ﬁ

states of the European_Commnnity;*

..The progects are concerned w1th groups of people partlcularly
vulnerable to poverty-‘ the long term unemployed the young
' _unemployed the elderly, 51ngle parent famllles second

_generatlon mlgrants refugees,‘returnlng mlgrants and varlous

'lmarglnal' groups . of the populatlon,,notably the homeless.

In the Republlc of Ireland the progects 1n the programme :g

were co- funded 1n1t1ally by the Department of Socral Welfare
| _

and, 51nce lt was establlshed ln September 1986 by the'f'

Combat Poverty Agency.

Levels .of Evalﬁationl j‘From the beglnning,;it”was envisaged

by the European CommLSSLOn that 51nce thls was to be an - |

innovative programme that it should be properly evaluated'
J'

In fact, two levels;of evaluation were seen,as necessary.

* See Appendix 1 for short descriptions of the projects in -
the Republic of Ireland taking part 1n the Second European
Programme to Combat Poverty ‘

1




e e 4 et i o ke e PP e b AL S S B ST L T D St W A T DA N S e L e T o] TR T e R b e Rt g St e = S b s

(i) internal evaluation, which meant that each project would
set up a system of self-evaluation;
{(ii) external evaluation, which is being carried out by the Centre
" for the Analysis_of Social Policy at the University of Bath.
In carrying out this task, the Centre is assisted:byta‘tean:
of eight researchers“each'of'whon,is responsible for monitoring _
" and evalnating the projects within one or more countries of -
the Conmunity. B
This coilection of‘papers.is concerned primarily with the
experience to date of the Irlsh progects in- settrng up. self—:
~evaluation procedures. The various contrlbutlons represent
work, at dlfferent stages, to clarlfy the meanlng of i;'
evaluatlon 1n pro;ects Wthh are, concerned w1th communlty-‘p
-based actlon leadlng to soc1al change..p rnhe contrlbutlons tj

are malnly papers presented at Semlnars Whlch have been held;

51nce.1986 to‘dlscuss;evaloatlon_1ssues.1jgﬁﬂ.t_ﬂ_zat

In January 1986 one month after the programme began

representatlves of all thelprOJects came together for a

. semlnar on evaluatlon.:f It was chalred by Professor Conorid;
Ward of the Department of Soc1al SCLence U, c.D., aﬁdlfpfi,;f
lncluded contrlbntlons from people w1th experlence‘of

_ evaluatlon in other settlngs | These were 1ntended to help
1n clarlfylng approaches to evaluatron ln the early stages

: of the programme. The semlnar also focused on the
relatlonshlp between lnternal evaluatlon 1n the progects

i .
and external.evaluatlon bElng~Carr1ed Qutoon;oehalf Qf the”mt

]
1.

{
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European Commission.




During and after this seminar, discussion on the best way
of carrying out internal evaluation centred on three

possible options:

(i) leaving responsibility for evaluation with project staff and

management . Procedures to ensure that it is carried out are
built into the work from the'beginning;
(ii) "recrnitnent'to the project team of a part-time worker with
' responsibilitf for ensuring that'evaluation is undertaken;
(1ii) contracting evaluation out to a body (e.g. a social research
. organisation or a_university)_with'experience of relevantud

‘evaluation;.

Evaluatlon optlons in the progects eventnally worked out
as follows:_ the four Dublln communlty based pro:ects and'
'the Sllgo prOJect decrded to recrult a part tlme person-fﬁﬁ?ff
w1th responSLblllty for evaluatlon to ‘the progect team.'fifd:‘
: The three rural progects llnked up w1th the Centre forf
‘ Communlty Development Studles ln Unlver51ty College Galmaf“ﬁih
3ffﬂﬂf~5fﬁe-¥ffaii : e L _-'_ - The Slmon Communlty progect ls llnked for evaluatlon;f

_-purposes, to the Soc1al Sc1ence Research Centre 1n the

i

Natlonal Instltute for ngher Educatlon leerlck
4 . :

Clarification. Evaluatlon procedures adopted in thlS

programme will prov1de us w1th opportunltles to examlne.how

the dlfferent approaches are worklng | Already, 1nd1v1dual

evaluators have adapted and clarlfled the methods they are

u51ng as the Combat Poverty programme and the needs of thelr:

pr03ects have become.clearer. ThlS process of clarlflcatlon
_ has been helpedrby‘gegular meetlngs of the part tlme.' |

evaluators and opoortunltles for everyone 1nvolved 1n




evaluation in the projects to get together at Inter-project

meetings.

One of'these meetings was in‘Birmingham'at a seminar on
‘ monltorlng and evaluatlon attended by staff and management
- from all the Brltlsh and Irlsh pro:ects 1n the European 5
Programme. Another meetlng was 1n Dublln in. December 1956
when representatlves fron the Irlsh pro;ects spent a day
looklng at how evaluatlon was progre551ng w1th guldance

fromlProfessor:Mlke.Mlller of Boston Unlver51ty;

.Insights; This- collectlon of papers focuses on many
concerns of_evaluators.-p They present valuable 1n51ghts
‘both_for'evaluators workers on prOJects u51ng communlty |
development.as thelmodel of work‘ and thelr management
commlttees and funders., The papers from the pro;ects on“
the Combat. Poverty programme reflect work whlch was underuﬂenl
at the early stages of evaluatlon de51gn. At that tlme |
evaluators were. concerned w1th deflnlng thelr role and
dlSCUSSlng approprlate approaches to evaluatlon on the
pro;ects._: The paper.by Ward (Paper 2) as an 1ntroductlon ﬂﬁt
to- the toplc deflnes evaluatlon as learnlng from experlence
whlch can  lead to 1ncreased effectlveness and perhaps
decrease the emotlonal demands of 1nnovat1ve soc1al actlon
Mlller _1n his. paper (Paper 3) uses the term lesson draw1ng
to descrlbe the same act1v1ty He says that one of the.:'
components of evalu;tlon is the undertaklng of research and
'reflectlonﬂ"that helps the organlzatlon to understand
better what 1t is- dolng, what effects lt has,,and what 1t.
might do better f..h. |




The contribution by Miller raises.the many issues of concern
in evaluation.  One of these is the emphasis‘on achievement
on poverty programmes and of measuring success.. As he says,
the expectation of success and standards used to measure it
are often stricter than those appliedrto’other activitiesbof
government. fMiller goes.on_to7say that:there is a:
subsequent pressure then on evaluation.to:'prove’ success
and on the action workers to become 1nvolved in’ alleViatory‘
_ actlvltles , sSuch as 1mprov1ng servrces avallable to the
‘poor.  He recognises that one of the difficulties ofp"L'”
evaiuation is "gaining a clear picturelof Whatnan‘oﬁmrﬁaatﬂxit
actually-does,.notiwhat'it professes'or.hopes:that‘dt”is~ﬂf:

doing"”.

He lays out some of the ways thlS can be‘approachedrb:;Thexﬁ*
'.appllcatlon of the suggested approaches could be appired byh“
some of the progects in the present Combat Poverty pnqmzmme;f}
'Flnally, Mlller p01nts to the need for evaluatlon 'to make;;f
a case' for malntalnlng or 1ncreasrng fundlng for a poverty;if.
' programme. ; In thls regard he says "the need 1s to emxﬁte‘}:

beyond that szmple thlnklng so that a w1de range of actlonshe‘
is regarded as’ mandated by the respon51b111ty assmgned to
a. poveriy program. |
SR

1
'

Approaching:EvaIUationﬂ ' The COntributions from participants

'1n the - Combat Poverty programme present a range of ideas on

evaluatlon both from the. perspectlve of 1nternal ‘and exuumal

!

evaluatlon.5 The locatlon of the prOJect w1th1n a: communlty,

i

the polltlcal soc1al and economlc structure of whlch 1t is




a part is addressed. The location of the project in
community underlies the.approach te evaluation of. the Centfe
of Community DevelopmenthStudies in UCG (Paper 8 ). Mernagh
yin'his paper (Paper 7) also gives importance to this
dlmension of evaluation when he‘emphasiSes the necessity‘of
monitoriné the “shifting_internallcommunity and external
contexts"t-:.Thistis'to assess the direction of change in

the community for the projectr

All. the papers from the prOJects stress the.néCESSlty of
'_monltorlng activities to varying- extents and 1n dlfferent
ways. Examples are_glven on how thls is belng undertaken.g
_Obviously, monitoring.is'seen-as;an‘essential_part-ofﬂefi-35'

evaluation;_ﬁ

The - actual SklllSIOf evaluators are emphaslsed by the

contrlbutors Barry and Hensey (Paper 4),:Lee (Paper 5)
and O'Connor (Paper 0) to an extent whereby 'soc1al sklllsf.;?
of evaluators are recognlsed as a necessary requlrement fOr f;

_successful evaluatlon.. The evaluator needs to have a

certaln amount of flElelllty in approach and has to establlﬂn;

trust amongst the people on the progect._'3‘Good—w1ll' and

commltment' to evaluatlon are key requlrements on the part

I

of the. progect as a whole..

1

- The paper by Kllmurray (Paper 9) lS partlcularly helpful
"1n settlng out the questlons to be asked by any omxuusatlon'

de01dlng a format for undertaklng evaluatlon. l‘$hese,are~

qguestions such as what is actlon research' 'what is o




- conclusions.

';the four years we w1ll come up w1th a word ‘or - a phrase Whlch}
.expresses better the central part lt can play 1n communlty

development work It can help Wlth on gomng plannlng ln""v

Llocal communltles and need to be brought to natlonal

evaluation' and 'what are the requirements of the project'.
The various options on the 'how' are then examined and the
paper concludes by addressing the issue of 'who' does the

evaluation.

The papers by Faughnan (Paper 10) and'Whelanf(Paper 11)
describe evaluations_undertaken on.two.different prOjects
in the inner city of‘Dublinr pThese_contributions are.ﬁ
valuable in the openesslof the authors.when.sharrng.their‘.

experiences-and the approaches in_evaluations Which reached .

Evaluation can be a contentious issue;j hSome-of usshave

w1shed we could flnd a better word Maybe at the end of

the projects,rlt can help to focus on lssues whlch concern

attentlon in order to,brlng about pollcy changes.f At thelﬁlf
Blrmlngham semlnar, the bellef that evaluatlon could producee'
polltlcally persuasrve arguments .was stated more than

once. - It w1ll be worth the searchlng and the dlscu551on rf'

those arguments are persua51ve enough to contrlbute to the:f'

ellmlnatlon of- poverty from our: soc1ety._d




THE AIMS OF EVALUATION IN THE POVERTY PROGRAMME

by

Conor Ward Professoro

.Social: Science,

Un1ver51ty College, Dublln
openlng the Flrst Evaluatlon Day in. The Poverty

17 January 1986

Programme,

I see evaluation as systematically‘learning'from experienee.

And, as George Bernard Shaw put_*t if we are learnlng' from"

S it, experlence isn't. what happens to us —-lt is. what we ﬂ:-. i

- make of what happens to. us" To make anythlng of what is

happenlng to us. we need to advert to what 1s happenlng, to_'

,analyse what 1s happenlng and to act on our analysxs of whatﬁ

is happenlng The trouble 1s that when we are 1nvolved 1n
a programme or a prOJect (or even a. way of llfe) usually we E

are S0 busy coplng w1th what ls happenlng to us that we “d.”'

_ haven t tlme or energy for analy51s and reactlonv”liln fact S
we may not always advert to what 1s happenlng, espeolally
when we get used!to arusual way of domng thlngs.;‘ That 1s
the main reason for ehggestrng that lt 15 worthwhlle to:

have an expllc1t proqess of evaluatlon
?

we do .or plan to! do.f'

bu;ltglnto;everything

we want to'learn from our experience -

and so lncrease our effectlveness and mayhe;_decreaee'theJ

emotlonal demands of 1nnovat1ve soc1al aetion,

i
i

!

i

i~

‘Pa551ng on Experlence

Another reason for puttlng tlme._f

~and effort 1nto systematlc evaluatlon 1s that -as well asl_f

belng an actlve 1ngred1ent 1n the development of 1ts own—'“




project, experience should be something that other projects
can learn from. It should be possible: for successful
innovations to beirepeated suocessfully-ﬁithout_the trouble
and-trauma-of‘learning all over again.:’uAnd it would{be:

nice if mlstakes had only to be made once or tw;ce ‘It-'
should be p0551ble to borrow experlence as well as’ to buy

it. ThlS role of evaluatlon adds to the aims of" advertance;-
analysis and actlon that of produc1ng an.adequate account ofi

what is happenlng in a progect.

.The third aim of evaluation- astf see it is'to"ensure that
effectlve programmes’ and 1nnovat1ve actlon have an 1mpact
.that 1s greater and W1der than thelr 1mpact on the llves of
“ those’ 1nvolved ln the prOJects.f; From the Poverty Programmeii
;there should come’ a 'Poverty follcy and Practlce' both for

LIreland and - for the European Communlty.

My vision of¥learnino'fromhexperience”throughievaluationkiSfﬂﬁ
an ambltlous one and 1t w1ll have to be planned for and e

.'worked,for o There 1s no do -it- yourself klt avallable.tlffffi

l

In fact, there 1s more controversy than consensus about

what evaluation means and how 1t should be done.wf'Theoif'

experlments in evaluatlon undertaken 1n Ireland 1n recent

years compare very favourably w1th what has been 901ng'0n 1n :

other countrles. We can start by learnlng from them and

we can contlnue by sharlng experlence concerns and plans

,

as the pr03ects;develop over*the-years,:f3

All of us'here=havefexperience.0f evaluation in one way ox.




another and all of us are interested in what it might mean

for the projects which are currently coming into being in

the anti-poverty programme. Our discussions will provide

an opportunity for us to clarify what evaluation should be

and what it should'aot be; to analyse our experience, both
good and bad, and to talk about how the Interim Combat

Poverty Board_can'help=£he projects to make evaluation

useful to-themSelves;‘valuable:for‘others-and effective in
our- campaign ro'combafrpoverty in Ireland and the rest. of

the European Community.

A programme to combat poverty is more than . a series of .

actions - it is a programme to change the situation.  The
_extent'tolwhich it is a realrprogramme'to-combat‘povertyi ;u-:

_and not just a. serles of palliatives for those who are poor .“

'depends largely, though not exclusively of course, on how

‘good evaluatlon is. And while we are waltlng for change |

'1n pollcy, practlce and power, good evaluatlon should enable f
the serles of antl—poverty actlons to be effectlve and L
eff1c1ent in 1mprov1ng the condltlons and capac1ty for self-r-
help of thoae‘;ngolyep }n the projecrsfs_




EVALUATION AS LESSON-DRAWING

by
S.M. Miller,_Professor of Sociology and Economics,

'Boston'University.

Which Evaluation?rf EualuationhasfbeCOﬁe.a'uerypopu;ar-
term in both policy'and'socialxscience formuiationstf' The:"
term is used in many dlfferent ways, extendlng from casual'
commentary on the problems and progress of a program to’
presumably rigorous 'hardf‘quantltatlve,-cost—beneflt- B
econometric estimates of their'effects: Thus they range
from how to 1mprove a: program to judglng 1ts 1mpacts.'
pImprov1ng and - judglng are obvlously related-' ]udgment about;;
effects tells us about lssues to whlch we should dlrect ff?ﬂ?J
attentlon; 1mprovement affect outcomes and judgments about:n

“then.

I_find'it'usefulfto*trackfthisﬂonnibuShterhj]eﬁaiuation?f]?ﬁf

“into four.componentsﬂ

(1) :"'nonltorlng, checklng to see 1f the progect 1s dorng the thlngs
“that 1t has promlsed 1ts funders to do and spendlng 1ts funds
in flnanc1ally acceptable weys -‘a pollc1ng functlon to a __f o

major extent jf

lesson-draw1ng or Organlzatlonal learnlng, efforts to R

}

-‘undertake the klnd of research and reflectlon that helps the

- Lo e j{uft*i7f;_‘f;-f¢?ff 1) o _ :organlzatlon to understand better what lt 15 d01ng, what

effects 1t has,!and what 1t nught do better,_;"".




(iii) assessment is a more systematic effort at judging the effects

of a program than is involved in organizational_learning;

- (iv) - quantitative evaluation is the hard, expensive, statistical

“pursuit of the effects of a program.

Monitoring and lesson-drawing are the focus‘oflthlsrarticle..

At this stage of Combat Poverty,-the_greatest'need is for

organizational or internal learning which involves feedback,

observation, research'and reflection. ' At the. same tlme

it is necessary to begin to lay the base for the assessments
that should appear at certain stages in the program in order
to 1nform or promote pollcy dlSCUSSlonS. it is important
to recognlze and act“on-the recognition that any discussion

of policy is, at least_at some levels, a political question._

-Evaluation‘in its'many forms is not only an effort at

galnlng an objectlve plcture but also an intervention in

-a polltlcal game or world To a. major extent attentlon—

gettlng and 1ssue or frame settlng are a. large part of the

Htask of programs llke Combat Poverty._.

; S . G
| i
i )

‘The Contexts.y Combat Poverty conducts small scale,‘n

4 i

presumably pllot‘ prOJects that are thought of 1n terms of

{

thelr potentlal natlonal 1mpact. s The challenge is to

develop a natlonal or local authorlty perspectlve w1thout.

'a clear mandate to have that broad concern and yet malntaln
-accountablllty to the nelghbourhood users of the specmflc

‘projects.- There 1s a. bullt 1n tension between 1mmed1ate

n 0
alleviation‘of'wan Iand dlfflculty ln a nelghbourhood and

the natlonal long run preventlon of poverty A

12
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‘disturbing ambiguity also appears: Combat Poverty receives
governmental:funding for its projects at the same time.that
a primary task is to raise questions about .the performance
and adequacy of government pollcy'and programs. Usually(f

' he who pays the plper calls the tune- Combat Poverty'is L

trylng to reverse that'adage-_ she'who'needs the piperqcails.

the tude. - That is a dlfflcult polltlcal s1tuatlon o

complicated by the fact that we often choose to: 1gnore ‘thath
staff cften appoants ltself as’ the spokespeople for- the poor
speaklng in thelr name.:ﬂ As staff we have the addltlonal '
tensronhof wantlng'to prov1de our spec1allzed.a1d at‘the
same'time'that-we‘Want'to_see tnrr'clients;pcostomers_Or'oserth
(notice:the nncertaihty 6fithé_tefmsfwéfhave:fbfiihcse.ve B

work with and for) as our equals with rights. = . -

" -One- should not assume that a poverty program has an‘uﬁeﬁuute,
llfe even where leglslatlon suggests that lt does. ,ffi't“'

Pollt1c1ans have a low capac1ty to defer gratlflcatlon

especmally when 1t comes to the poor.ﬁ They look for ‘reaﬂxs‘

whlch ‘are. polltlcally comfortable.:. Poverty programs that

are w1lllng 'to tel_ lt as 1t ls' are seldom reassurlng to f}~

i

pollt1c1ans and bureaucrats who do not want to change the

status quo. Thls 51tuat10n calls for maklng a dec151on

i

about .how ‘reallstlc }should be the recommendatlons of
povertylprogramsa Should they only seek changes whlch
have w1despread acceptance or should they offer crltlclsms‘
which 1mply the nece551ty of deepseated changes even when

"they have llttle chapce of short term acceptance° Avamhng

'the most dlsturblng challenges whmch mlght promote re51stance

13,




and-backlash in order to promote.discussions of vital %f]
issues is one approach- such an approach always engenders
the questlon of if not now, when? Issues_of thls:klnd not
.only affect'the‘design of poverty programs which are
exploratory but also affect their evaluatlon or lesson-‘
draw1ng.. .What kind of-lessons‘do we_seek-- how dlsturblng
or challenging_may they be; how broaduor narrow should;beHr-

the recommendations?

_Accountability 'Compoonding the difficulties'of'evaluatlonp,-
of poverty programs is the fact that they are held )
accountable to. much hlgher standards than programs almed f.g.h i
fat -say; economlc development ald to-buSLness mllltary d.f"i 5
_ power and the llke.”l At one level poverty programs reoanmhgyi i
_much closer scrutlny-than do many other governmental A;-gé;f E
activities.  If other expendltures experlenced the close_"d_‘ 3
-examlnatlonAof poverty programs,.they mlght be regarded 1n df: E_‘
less posrtlve ways than they are., At another level
rpoverty programs are expected to reach hlgher levels of

success than most other programs., The. goal that is

1frequently, 1f sublrmely, held 1s that they should 'elnﬁnah?

.'poverty as though small scale poverty programs had the means
- i

-to.do thls. : By thls standard poverty programs mus t fall-'

N R

wiE i3 ' : they 51mply are not 1n ‘a posmtlon to accompllsh thlS mlghty

A A D W e 8

"
[

o : : e LT £ : ‘ S D : ' ‘
- ‘ S BT f?wmfuuﬂ-»ff7 t;; . :: = _What can poverty programs,_espeCLally pilot- type ones, do

-ln thlS srtuatlon° ‘fThe need lS to thlnk preventlvely about"
I . O E

.14

b e B B e 1 S P




for the evaluatlon°-: Is 1t the state whlch prov1des¢

poverty - how to prevent families and individuals from
becoming poor. But most programs about poverty are
alleviatory, trying to lighten the burden of lnadequate
incomes- by somehowlimproving servides‘available.to the poor.
One way that 'evaluatlon' can,helpyis.by bringing attention
within the program'to spotting-the-stepszand programs that
could prevent falllng 1nto poverty in the first place or
keep a once- poor famlly from bec0m1ng poor again. A
prlmary mLSSlOD of poverty programs is to keep the eye of
society on the obllgatlon to. prevent the torment of poverty.

The situation: where overburdened staff can engage at best

'only in allevratory act1v1t1es Whlch they recognlze as

1nadequate leads to burnout and dlssatlsfactlon._, Provldlng,

serv1ce and analysms is’ 1mportant 1f a staff 1s to feel that'

it'is do;ng more than cleanlng up the rlver downstream whlleTV

1t is contlnually polluted upstream.;di;~

-Who is the cllent or master of the staff and the audlence

funds° If so does that mean the polltlc1ans or the

. 1

'-bureaucrats° Do we.. av01d telllng them thlngs that they

!

would rather not hear,“such as the 1nadequacy of transfer

.;.

_payments or the underfundlng of servmces ‘or the absence of

| jobs that people seek’ o 0r should we be hard hlttlng and

unmlndful of negatlve reactlons and use the opportunlty of

a poverty program to say what does not recelve p051t1vei-ﬁ5

- \

notlces from these our masters°" What does 'respon81b111ty

often 1nvoked agalnsf those who dlsturb establlshments, mean .
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in this situation? Or are our masters those to whom we
directly provide services, those in the individual poverty
projects which we minister and administer? They are a
small number of all the poor, almost by definition where a
poverty'program offers pilot projects to learn about'the
possibilities of larger interventions. If we-5peak,in,,?

their hame, how do they gain their own voice?

or are our'masters the larger population of poor persons?
And are their interests‘different from those immediately
involved in our programS?t' How do we establish a rlght to_
-speak'in.their name? . ThlS is no minor issue when we do
'not have a. definite name for those whose needs we w1sh to
.speak about.; are they cllents, users .customers or - -
'CLtlzens°f' Understandlng to whom we wish to speak and 1n‘
the vorce and name of whom 1s v1tal to conducting: efﬁmxlwe
programs and 1nterpret1ng; 1mprov1ng, and judglng_them‘and»f‘

- their 1mpllcatlons.¢wnﬁyfflﬂfnﬁﬂff:

What are the Goals°" As 1s now well known among those

_lnvolved 1n evaluatlve types of studles obtalnlng clearcut o

spec;flcatlon of goals agalnst whlch to measure performance

!

-,1s a major problem.- One reason ‘is; often neglected ltthe‘

g purpose of many programs is to come to a, decrsron about

what: 1s a Worthwhlle, practlcal goal rather than to test
a program s efflcaoy,ln reachlng that goal Often we are
seeklng to dlscern what we possrbly mlght be able to do

g
in new or. depre551ng c1rcumstances rather than thlnklng




that we know in advance what it is we seek to accomplish.
jiijf1f Many programs are searches and explorations rather:than

[ specified experiments, the implicit and often explicit:
?tiuj;_ outlook of those who promote evaluations. . Wlth poverty
_programs sufferlng from inadequate fundlng, absence of. key
.resources‘llke jobs, deep problems, ‘and polltlcal reluctance
~T311; ‘to sw1tch attention from better situated c1tlzens the -
i probing for an‘adequate,_authentic,‘usefnl-and_feasible.
'ﬁf;]}: ' purpose‘is often the central goal. We seek_to learn what
o we might do usefully rather than checking'on.how.well we

- have travelled theiroadlto-a:cost-effective‘performance.

Having noted the builtein-uncertainty of goal let me move

to- outllne some. llkely goals of poverty programs.,, One,

prOV1de better services to- those 1n 1mmed1ate contact w1th L
poverty programs. ThlS is essentlal to w1n credlblllty

among the users of programs. and a. sense of authent1c1ty andjt

tconfldence among the staff.n; It ls also‘cru01al to galn;ofs
_acceptance among pollt1c1ans, off1c1als and c1tlzens |
generally. Is it a suff1c1ent goal° h:No.. The people
served by a progect may be worse off as-a result of larger
s ‘ changes affectlng thelr llves desplte the excellence of thet
project’'s serv1ces.‘ : Nox.. are the much more numerous poor

;‘fﬁj, not lnvolved in the poverty program helped.ew Decentsenmcef'

performance is essentlal it is . clearly 1nsuff1c1ent. pp'

i ’.f _ -Two,jaffectulocal and nationalzprocedures'and'policiesrf-
i - ‘This - objectlve comprlses new leglslatlon changlng ex1st1ngi_

B [ i

.1_ . leglslatlon, achlev1ng 1nst1tutlonal changes :to 1mprove‘

. oaten AL . r . e - - . . . e - -




that we know in advance what it is we seek to accomplish.
Many programs are searches and‘explorations rather than
specified experiments, the implicit-and often explicit
outlook of those who promote evaluations. With poverty
programs suffering from inadequate-funding, absence of key
resources like jobs, deep'problemstlandrpolitical reluctance
to switch attention,fromibetter—situatedlcitizens,'the'
probing for an adequate,'authentic useful and fea51ble
burpose is'often the:Central-goal We seek to learn what °
we might do usefully rather than checklng on how well we

have travelled the road to a cost- effectlve performance.

Having noted the bUllt -in: uncertalnty of goal let me move

to outllne some llkely goals of poverty programs.w One,

. provmde better serv;ces to those 1n lmmedlate contact w*th

poverty programs.p Thls is essentlal to W1n CfEdlblllty
among the users of programs’and a sense of authent1c1ty and
confldence among the staff.fn It 1s also cruc1al to galn
acceptance among polltlczans, offmc;als and c1tlzens

generally.n‘ Is 1t a suff101ent goal° f;No,dT The people

served by a: prOJect may be worse off as a result of larger.'”

'changes affectlng thelr llves deSplte the excellence of the:”

progect s serv1ces._ Nor are the much more numerous poor B
not 1nvolved in the poverty program helped Decentsemnce

performance is essentlal _ lt 1s clearly 1nsufflc1ent.‘f

. j

Two, affect local and natlonal procedures and pollc1es.

This objectlve comprlses ‘new leglslatlon, changlng exlstlng

leglslatlon achlev1ng lnstltutlonal changes to 1mprove
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the situation of the poor who are served by agencies.
Intentions, resources and implementation  are all involved..
Changes of this kind can be'most disturing to politicians'
and officials even'if many of us would thinkiof'them as
inoffensive and necessaryL Maklng recommendatlons then,
is only one step. _ They need ‘a sendoff and support SO .
that posmtlve action mlght occur.‘ We need to make sure
“that someone is llstenlng to and.pushlng for actlon on.

proposals.,.

Third, develop and'deepen puhlic and'political conaérﬁfénéy
'activity for the poor; E Issues of poverty compete with
many: other issues for publlc attentlon and resources.
‘fGalnlng actlon requires-: that poverty not be: 1gnored or
‘downgraded as a challenge to our soc1et1es A poverty
_program has to learn how to brlng p051t1ve attentlon to.hlft .

the plights and needs of the poor.

Four; empower the: poor.:f A major objectlve 1s to.ald the ufrh
poor- to speak and act for themselves to av01d the |
dependence that they are usually characterlzed as hav1ng.'
_fallen 1nto.; True,'lt is. economlc dependence that ls_;-'

attacked but overcomlng pOlltlcal dependence‘- either that
of people like us' speaklng 1n thelr names or pollt1c1ans"

l

presumably actlng for them w1thout any sharp process of
accountablllty 1n place - may be a cruc1al lever of change.l.i
tSeeklng to empower the poor 1f honestly, authentlcally

and thoughtfully pursued may be a major way of show1ng our

concern for them.
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The goal of empowerment is the most politically dangerous

objective, as it is likely to be perceived as undermining

existing political arrangements. The goal is easily

attacked as gorng beyond the mandate of a poverty body which
should provrde services but not dlsturb polltlcal and socral
equ111br1a. Consequently, if empowerment is pursued as a:

goal, it is not: served by empty, provocatlve rhetorlc but by‘

careful, thoughtful defensrble bulldlng._ .Ineffectlve,_

' posturlng does not help the . poor."‘

Goal one of prov;dlng servrces is llkely to prevall " The

'background and experlence of progect staff leads to thls
‘way of operatlng._ Further dellver*ng on 1mprov1ng the
.1mmed1ate llves of -the. people we serve 1s the flrst need

' both morally and polltlcally f If we fall to perform well
'we have no rlght to- advocate, at least 1n the eyes of othersf:
‘1f not always 1n‘our own eyes. The challenge 1s to bulld V
= uallty and dlllgence 1nto the pursult of useful serv1c1ng

but to contrlbute as well to the other goals ThlS is no jf”

easy obllgatlon.rf If,we fall to move towards the duectwes ff

 of 1mprovrng natlonal and local pollc1es and procedures,

- deepen publlc understandlng of and concern for poverty, and

empower poor people we w1ll not have achleved more than a

temporary plckup 1n the lives of a llmlted number of poor R

T
i

'people - not an 1n51gn1f1cant accompllshment but one that

fails most poor . people and the p0551blllty offered by a';;x

natlonal program to combat poverty.
: 'f}

Investigating purpose, goal, aim,orhobjectiVetis a'oruCial'
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step in self or organizational learning. It should not
be assumed that purpose is clear unamblguous and commonly
accepted inside and outside the project and program, nor

that our activities closely match our purpose.

How we learn..  'This section offers some leads about lesson-

drawingj'the'process"of learning‘about what we are engaged
in so as tofimprovedour practices. - Records, observation,
interviews and;‘most'impOrtant reflection are all involved
in lesson-drawing. The key is to understand what a project
or program is d01ng and not doing and to 1nvestlgate what
the effects are of these actions and lnactlons.-j A first

step is. to examlne flnanc1al expend1tures.; Hav1ng useful

.nbudgets 1s a cruc1al need (Specrfylng the objectlves of

spendlng, not just a broad category of staff salarles"is‘

crucmal to understandlng what an’ organlzatlonlls actually
__d01ngJ Does the way that the organlzatlon spends 1ts
:money reflect 1ts maln concerns’-' A good test.?jwould
'esomeone who knew only“the data of flnanc1al outlays come

'-to an accurate conclu51on about what are the most 1mportant'

l . ;

' goals of the organlaatmon° Do spendlng allocatlons match

goals° - If not why°5 What 1s changeable in the 51tuatlon°
Slmllarly, keeplng tlme budgets - a llstlng of how staff
spends each hour 1n a week or other tlme perlod - can be

very reveallng about what the organlzatlon lS d01ng rather

' than what the staff would llke to belleve that 1t 1s dorng.

;" .l-"

Nelther money nor tlme budgets tell how well a; progect 1s

performlng : Rather they lndlcate how well 1ts deployment

-20'




of its main resources of money and staff accords with its
goals. Trying to understand.the why and how of what is
actually occurring may be illuminating as well as disturbing.
Gaining a clear picture-ofuwhat an organization actually -

does, not what it professes or hopes that it is doing,  is

'exceedinglyndifficult; frequently,avoided, but essential_to

improving its: performance.

A second approach is'to'make vocai‘and discussabie the
assumptions whlch the pr03ect and program rely on to be‘
successful effectmve and authentlc._ _For example is there
an assumptlon that a referral of a part1c1pant to another

service actually results ln that serv1ce acceptlng the

referred person. and prov1d1ng the .attention. and ‘care- that 1s_'

_needed“'- What ba51s 1s there for operatlng on the ba51s of !

that - assumptlon° : A thlrd way of learnlng 1s to. try to
uncover what concepts and theorles are 1mpllc1t 1n what the‘i-

prOJect is dolng.;} Are they reasonable ways of 1nterpret1ngf_

'what-goes-on° b For example how is- the decllne of feellngsr'u

. E

of communlty in a*hous1ng pro;ect expla1ned° How does thls

\

explanatlon (or theory,-lf you w1ll) affect what the staff

does? . .-;- }i;j_ e

A useful device 1s to reflect on the terms, metaphors and

analogies Wthh be°°me common language in a project ",;-]If_f

poverty programs sexual and mllltary metaphors ‘are often o
i _

used Exhibit A is 'Combat Poverty or ‘in the Amerlcan )

(r

case, 'the ‘war agalnst poverty 5d How do these termsf'

condltlon the way we thlnk and do th1ngs°" Partlcularly

useful is to dlscern changes in the language that the staff

21




AT AL Al B AL SR BT AT RS T

and participants may employ or to note differences in the

way that staff and participants ‘describe an activity.

'_For example, the training element of a job training program

may be emphasized- by the staff as a hope about part1c1pants'
long term job prospects while the partlc1pants may see’ the
job training scheme ‘as a job and source of 1mmed1ate 1ncome
de- empha5121ng the tralnlng hope and connotatlons about the
future. These dlfferences may have deep s;gnlflcance for
the operation of" programs and the 1nteractlons of

participants and staff.:

A fourth approach is to ralse the questlon of what‘ls known
and not known about what is gomng on. wzth both part1c1pants
and staff7 _ Why are .some: thlngs not. known° Is there a
characterlstlc pattern? What 1nformatlon and understandlng
are needed?: How can they be obta:.ned""‘j How should the
progect change on the ba51s of what mlght become known°i

That . 15, the search for greater 1nformat10n and understandlng

_should be seen’ as: a ba51s for change rather than a851gned to

‘a flle for later retrleval.

’. ...., ,
T S

Flfth what are satlsfylng and unsatlsfylng experlences for

_both staff and those part1c1pat1ng 1n the program°:‘ What'

are the . 1mportant convergences and dlvergences 1n feellngs
: !
and judgments° “ How much confldence can be reposed 1n

staff's estlmates of part:.c::;.pants'.react:.ons'J ' What 1s the

'progect d01ng that part1c1pants need° 3 How much of the:,
'\progect 15 devoted to such act1v1t1es° What is. the pnnect""

not dozng that 1s 1mportant for the part1c1pants° Are_the .

22




‘project's records adequate for the task of appraising how

well it meets participants' needs? . How does the project
differ from what it was sik months ago° " Were the changes
ant1c1pated or . recognlzed or did. they just happen'?.

What does Just happened' suggest-about'the organization?

Are the-changes regardedyln a positiye_or-negatiVe_light?

In particular, has there been a change in-who orfwhatlis

regarded as the 'good: guys' or: the 'bad buys 1n the.
situation? _ If you had. the chance now to be where yonlnere
six months ago,‘what_would you‘do-dlfterently?d;.It_ls_y
always‘useful.to aSk how;hayelthedparticipantsLand;staff

changed? -

.Thls llstlng 1s offered to stlmulate the questlons and ;,
‘answers. that .are. especlally pertlnent to your program.-g

;Beyond questlons and answers is. the challenge to move from

lesson drawmng to lesson-us1ng : An 1mportant part of

lesson-draw1ng 1s 1nvolv1ng people so that they want to act

©.on the lessons that they helped to develop

Cf

Positive Public‘Attehtion.'_ The need to malntaln or .

‘increase fundlng for a poverty program requ1res maklng a

-case. . One should not assume that poverty programs have

a firm- permanence and acceptance. _ Support for them must

constantly be won and re-won. The flrst step is 'to assure

funders and the. publlc that money lS belng used for the

} .
purposes de51gnated@5f Poor book keeplng and questlonable

spending:have felled?manyua_poverty:program,j Butzthe.task”

is greater thanffiscalfregularity;:tit{is_to'deepenythe_
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always judged.g_ The questlon 1s only on what ba51s

understanding of the public, politicians and officials of
what should be going on in a program to alleviate and
prevent poverty. The general tendency is to think in
terms of a narrow, magfc bullet approach to 'ending poverty'-

the need is to educate beyond that simple thinking so that |

a4 wide range_oftactionsﬁis,regarded-as mandated.by_the

reSponsibility assigned-to-a poverty program.  The ohﬁgaﬁbn_
to meet the demands of monitoring 1ncludes W1den1ng or

changlng expectatlons about what is to be monltored

More‘important, is that_staffs of“poverty-programstshould

understand that public vacuums”do'not exist. . If there is’

"'no news about a poverty program, polltlclans, off1c1als and

the. publlc ‘are llkely to thlnk the worst. No news omummes

- bad news._¢ Poverty programs do not experlence welcome fﬂ]jfﬁj

peaceful moratorlums or suspensron of judgment They are

. wa ‘

s;the program does not offer publlc 1nformatlon about 1tself
it w1ll nonetheless be Judged = Even the deszrablllty at

- times of a low proflle does not make no. proflle de51rable

;
-

.! P
1'

A poverty program‘needs to shape the framework of thlnklng

‘about its” act1v1t1es and recommendatlons.‘ Its recommendatlons

should@ not be a sudden shock or a trumpet blast from ‘a would-

:
1

be Joshua; they . should have a foundatlon 1n the program s

'reports and publlc statements that have shaped the thlnklng

l

'gabout poverty over many months - To do thls, the program

. { ' J
must take the 1n1t1at1ve and not just respond to cr1t101sm

Malnly respondlng to CrlthlSm is a hard ‘and usually‘

24




P .18 4 S At ] ]

T £ T, D

T T T T P e e A A T

bk T

st

gt

unsuccessful way to provide a framework of analysis and

an agenda for change. How to organize experience and
present material so that they are politically persuasive

is no easy task. Interesting data that are convincingland'
~ the anecdote that is revealing are important steps in the ;
presentation‘of programs and the education of society.
Eﬁaluating public education activities is a orocial part of
'the judgment of the effectiveness of a poverty program
Publio education is not somethlng that is done only at the
end”of.a program or even-a phase.of 1t;; it mustrberthreaded
through the program if it3isItorhaQe-impaotgorrward'off-.o

attacks.

.. The - term evaluatloh carrles a heavy and mmxed frerght

”tIf 1t is regarded as part of the learnlng process,_lt is”

'more llkely to be used.:frWhere 1t does not 1mply learnlng;fhi

“1t is- often regarded as a court Wthh only 1ssues QUlltY
verdlcts;: Then, it w1ll obv10usly be resrsted by staff.h:pff

' Maklng the.evaluatlonrprocess useful 1s a necessary step'ﬁ

“in maklng 1t p0551ble

i
Yo
AL B
l

I

L
i

;
|
.’

Note: A stlmulatlng book on organlzatlonal learnlng is
: Donald A. Schon, The Reflective Practloner_
New York Baelc Books, 1983 (in- paperback).
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(i) the expectatlons of the evaluatlon-en
; (11) ; the context of the project-:'-“'“

"'(lll) the personnel 1n the progect.‘ _S;'

QUR APPROACH TO EVALUATION ON THE EC COMBAT

POVERTY PROJECTS

by
Lorna Hensey, Evaluator, Parents Alone Resource Centre, -

Bernadette-Barry;'Evaluator,‘WestsTallaght Resource Centre.

The ideas presented in thlS paper are drawn together from
personal experlence of evaluatlons and from study of
evaluatlon models. : In our- experlence there is no blueprlnt

for evaluation; "Even w1th1n the context of communlty

‘actlon -evaluatlons Wlll dlffer accordlng to the nature of

the organlsatlon ‘and the prOJect. We belleve there are a

”-number of factors which account for - every evaluatlon

51tuatlon belng.dlfferent. 'These are:

~In desmgnlng an evaluatlon approprlate to any progect

‘all of these need to be clearly understood by the evaluator.

The expectatlons of an evaluatlon exerc1se whlch may be a

reflectlve process for the workers on a pro:ect or. a'fdf

-judgemental exerc1se ln terms of determlnlng the future of .

'a.project generally determlne how lt 1s v1ewed by those

‘ r
involved. The oontext of ‘the prOJect in terms of 1ts

time span, its sources of fundlng and stafflng levels

also determines to some extent the model of eva;uatmon
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undertaken. The views of the project personnel on
;1£3*lj evaluation will also influence the kind of model employed

on the project and the process of the evaluation.

Social Skills in Evaluation.  In order to reach any level ‘B

of understanding of a project's structure,.the'evaluator'has
:ﬁ;ij | to use her skills'in observation and social relations. This ;

means shenhas‘to get.the'*feel‘_of therproject; "see': what

ffn,jt ' is going on for what it really is, not how she would want it
ﬁ;k 7 to be,‘and establish social relations with key individuals .
?*h]fﬁ: | in .the project. - Trust is an essentlal 1ngred1ent in thlS
'éfaf? _ process. - The evaluator needs to establlsh a level of trust
4 K among progect personnel -both on a personal level and as.a’ ]: ;f
'ﬁ f_researcher 1n order to galn 1nsrght 1ntoﬁthe progect s ,waym;J
G v ‘ ‘ (RS
B | of belng o
i. Understandlng of the processes at work on the progect means

, . also reachlng an understandlng wrth and of the 1nd1v1duals
:é‘ -oin the progect. The tradltlonal emphasrs on ‘objectlvrty:
{f_ in research too.often-allows the researcher to escape fromflr. 5:
L:,u_”' _-havrng to expose he*'own feellngs, 1deas and personal %
ﬂliuuﬁ o attltudes. The aporoach we are suggestlng means that.the B i
e ;-researcher 1dent1f1es from the. start of the evaluatlon‘s o é
;‘:“_r* process, the research posrtlon from whlch she 1s worklng.nt
" | . ; .'E ‘ | | 1 .: e
| | e ij;wL -Flex1b111ty in Evaruatlon Frameworks., 'in'evaluatienff'
oo o ‘_l":“ 'f'wtﬁﬁ'”:” hf Tp/k‘ﬁ%:ﬁi”hejgﬁ ;lﬁ,j' | research the. evaluator will most likely enter a 51tuatlon'ﬂu:
Tl 1 q . vith her_own‘perpeq-tl.ve on a framevork. Vet ‘_ 3 because’qf:,_

‘
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'the model to build from that.

the process of community development, she cannot assume
that this framework will remain unchanged In choosing

an appropriate evaluatlon model she needs to work from a

mutually agreed definition of the 51tuat10n whlch allows

Research methods may also change in the process of .

evaluation of- communlty development progects.' The nature‘
and complexlty of communlty projects varles both w1th1nl
projects and between dlfferent pro:ects.; Deplctlng such h:
31tuatlons requlres lmaglnatlon. At tlmes perhaps
technlques outs;de tradltlonal report wrltrng - such asl

photographs, creatlve wrltlngs and graphlcs - w1ll capture

”the processes of the prOjeCtS w1th greater effect

The-Structure of a'Project.: ‘Therworking relations?of:

‘_personnel in a prOJect also’ 1nfluence the processes of the‘f-x
evaluatlon. The evaluator where she is employed as a j”"'"
.-project member enters lnto thls structure. : She needs to_;n

"_negotlate her way around the dlfferent relatlonshlps 1n'd

i I
decmdlng the most sultable framework for the partlcular

worklng structure. -'}'
Lo
s

Evaluatlon vis-a-vis the Work of the PrOJect. - Wlthln a

communlty development progect the evaluator needs to adopt .

f

a- perspectlve of seelng ‘the’ evaluatlon role and functlon as

: belng secondary to the work of the pro;ect : As researchers

'1n the Irlsh context* where our skllls do not have a hlgh B

"!
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‘perspective which views evaluation as integral to the work

(1)

'-(wiis | to see the value of an 1nd1v1dual and thelr soc1al s;tuatlon

;Conclusion; B The evaluatlon approach we have put forward Vi

market value and our role is <just developing, this is a

difficult perspective to hold. At most, we can aim for a

proceeses of community development. Some practlcal

appllcatlons of this approach are as follows-

being as unobtrusive.as possible;

(ii) -being adaptable to the progect env1ronment .

(iii) keeping danands to a minimum and when they have to be nade,
maklng them at the approprlate tlme and place,_ |

(iv) pr0v1d1ng feedback in order to keep people 1nforned

{v) prov1d1ng positive feedback whenever p0551ble,

(vi) when questlonlng or being crltlcal to do so in the.context

of suggestlng alternatxve approaches

as belng nnportant in 1tself rather than belng part of a-
larger whole, | : '

{(viii) to contlnue to reflect on one' s own perspectlve and approach.&

_requlres self- reflectlon for the evaluatlon and 1nvolvement

: of the’ world 1n -a narrow, llmlted and personal way. There

| e

}

:
4’

‘in the process of tne evaluatlon for the personnel 1n the |

progect. We- feel that John Rowan s phrase objectlvely -

subjective best descrlbes the approach Thls attempts

"£

‘to combine both the followmng ways of 'seelng the world'
It starts from a prlmary level of understandlng where we
'-are subjectlve and reach CODClUSlonS 1n ‘a way that sults

- our own w1shes.,; It'ls also ratlonal 1n that lt makes sense_‘

F‘
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is then the objective approach, interested in facts

only, in what is 'true' or 'false', in what is 'real' or
‘illusion’, and in what can be proved or dlsproved. ‘Our
approach in evaluatlng communlty development progects.
attempts to comblne both these ways of seeing the world

into a broader searchlng and 1mag1nat1ve framework.

-

)
i
_:¢ _
:Ref:_-'Rowan, John and Reason, Peter "On Maklng Sense“-r”
- pp. 113-137 in Reason and Rowan Human Inqu1ry,_
,Wlley & SOH: JNew York 1981 ' 3




AN APPROACH TO EVALUATION OF AN ACTION PROJECT

by
Anna Lee, Project Leader;

West Tallaght'Resource Centre.

This paper is- a response to the"Guldellnes for Evaluatlon
drawn up for the West Tallaght Resource Centre Progect by
the evaluator, Bernadette Barry It attempts to address
a number of: lssues from the evaluatlon gu1dellnes w1th
comments on their appllcatlon on the ground In thls

project, the tasks assrgned to the evaluator have been to:

(1) - wrlte the story of the progect as: the pnuect evolves and

to 1nvolve others 1n th;s task

©o{di)y o i 1dent1fy and analyse the successes of the pro3ect ltS

dlfflcultles and the obstacles 1t neets._ho.if~ =

'Starting.from-this“basis there have been understandlngs_-

about the role of evaluatlon on the prOJect. The pr03ect

management and staff belleve there 15 a need for evaluation.

However ‘as evaluatlon has been an aspect of all the
l Sy . _
natlonal pro;ects 1t must- be stated that lt was felt that

evaluatlon was an obllgatlon on the prOjeCt.

RSP TR E ST SR . . .
Expectations Nevertheless, once evaluatlon was accepted

: i'

z

.as belng part of the pro;ect the expectatlons became clear.

We had the follow1ng:con51derat10ns about the role of
:' . . . .

evaluatlon-‘ f S

b
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L

(1) self—evaluation, undertaken by the project staff themselves
was seen as an extremely difficult, if not impossible task
to undertake, maihly because_of the nature of action-
development worh;

(id) external evaluation}.whereetheIevaluator:islfrcntanjoutside
agency.was seen also as heing difticult-both*for;the project

* and the‘managenentzand staff. l-ItLwas.felt.that‘because.of
the prcject s unfamlllarlty with the task of evaluatlon
there might be some res;stance, and also that there wculd be
too mach dlstance from. the work of the pro;ect on. the part

-Iof an external evaluator,;.ﬂ_g'

' (iii) it was considered: 1mportant that the evaluator would be a- team :

. nember who would contrlbute to the developﬂent of the work and
take part in dec151on maklng,‘ In the context of these ;,'?{ “
_expectatlons a dec1s1on was made within the prOJect to employ |

a part tlme evaluator who would be a member of . the progect

tean.f

Once the evaluator jolned the team the model'for-evaluation"

“developed out of much dlscu5510n.s: The progect dld not feeli

it had to rush 1nto developlng a model so 1t 1s felt that

what has now evolved sults the needs of the prOJect.gf:As ;t

the objectlves and the perspectlve of communlty development

in the prOJect determlne the way the pro:ect workers go about

i

,thelr work. on the pro:ect 1t 1s felt that thls lS also

appllcable ththe evaluator. It is consrdered to be
1mportant both by management and staff that the research

approach used by the evaluator matches as nearly as possrble

~ the- overall approach of the pr03ect. _.We are aware on the




project that research'by its very nature may sometimes be
in conflict with a community development action model of

work.

Functions'and'Practice:: Evaluatlon on the pr03ect has two ‘
functlons Wthh are bu1lt ‘into the work of the pro;ect.
The flrst one is to tell the story of the . progect. : The.

second one is to 1dent1fy and analyse the successes of theff

‘prOJect. The story of the pro;ect is belng put_together

on the basis of records, documentation and.discussion. -To“z
date, particular aspects of the story have been written up
by the evaluator. - The choices initially about events‘in'

terms of thelr srgnlflcance and the way in whlch the story:k-

”:ls actually written are made by the. evaluator -+ . 0n the

-progect we feel that this aspect of the evaluatmon 1s f ffdl

important partlcularlywln 1nnovat1ve developmentS'where’sfy‘
other pro;ects may be able to learn lessons n For thlS

reason and also because the actlon workers are 1nvolved ln;“
it : :

their own work the task of wrltlng the story has become

that of the evaluator

Evaluatlng the work is’ undertaken in two ways. "If igf“-“”
? i
built into the day to day work of the pro;ect and 1t 15‘

formallsed 1nto evaluatlon sessrons.- ‘As: the evaluator 1s**'

a team member, the team and management are enabled to look'

contlnuously at the work and the dlrectlon whlch 1t is
B i

taklng to ensure that it is meetlng 1ts objectlves.; Thlslff
‘ F : : :

.process has been found p051tlve 1n that 1t supports the

work’ and allows reallstlc development. -QWe reallse:that
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in its negative form-it may often hinder imaginative

developments because of the over-cautious requirement. of

adhering to project-objectives;'

Finally, our aPPrdaCh to evaluétidn'iS'concerned with the
issue of how the project is working towards meeting its
objectives.  We hope that by adhering to this approach, . -

evaluation will remain a positive influence in our work.

i I
H -}
; T
. i
L] 3
H i
: ;.
]

34




5] EVALUATING A COMMUNITY DEVELOPMENT PROJECT.
by
Eithne 0'Connor, Evaluator,

Sligo'Combat Boverty.Project.-

To evaluate a.communityfbasedjdevelopment“project-it.is_
lmportant that aims and objectlves of the. progect be clear :
from the start - Once- thls clarlty is . achleved obtalnlng |
full commltment from those involved in the pro;ect for'

evaluatlon is the next step.

Deciding on a methodiof evaluation isdimportantsd" From?ﬁfuh
.experlence at. present w1th the Combat Poverty progects and_;ﬁ
prevrously w1th ‘the Rural Resource prOJects I belleve
that the. qualltatlve approach is- by far the most quﬁbbeiii
.for an actlon prOJect where alms and objectlves are always::.
k‘ changlng and evolv1ng In turn thls approach necessmtatesfﬁ
- falrly constant and full tlme 1nvolvement Wlth the prOJect ?2
by the evaluator;hl"l‘. | | |

R

’Qualitative evaluatlon 1mp11es 1nvolvement in the prOJecth

-in 1ts day to day actlv1t1es and lts plannlng.e Most
1mportantly it allows the evaluator the opportunlty to-?”.
capture the story “the 'heart‘ of the prOJect. _-Thlsmﬁxﬁefl
-that.'intangible"successes of a progect are’ not mlssed as E
could happen 1n a. prOJect u51ng outsmde evaluators on a |
consultancy bas;s. { The sort of 1ntanglble qualltles in’ a'

project I have in mlnd here are those such as developlng
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self awareness, self-confidence among_the people using

the project's resources and facilities, developing group
participation skills and communication'skills etc. .These

. "human' qualities are often the most important success in
community action project and yet have.been the'ones most_ d:
often lost to the records of - the prOJect elther through a
failure to recognlse thelr 1mportance or’ by the use of anl
external evaluation method which by;nature is unable to.

observe and record these.

Record Keeping. Since the'importance'offevaluation'isfauf;7

relatively‘neWSemphasis'it isrimportant.that‘certaindg‘”"
strdctures are arranged-t0~facilitate'it.~‘lIt muSt-not:be7‘ﬁ
. S0 vague and nebulous as. to become totallv m}sunderstood and{ﬂ
lost. Collectlng data needs to be arranged o A method forf:
"d01ng this w1ll alter to- su1t the needs of each actlon |
hro;ect. In the Sllgo Combat Poverty Progect the most
-sultable way seems to be . the deszgnlng of forms to SUlt eachf}
dserv1ce prov;dedz ¥ By‘thls_I-mean that for lnstance then"
.ta person uses the'Addee and InformatiOn Serv1ce a‘formwls‘dﬁ
completed show;ng what 1nformatlon he/she was seeklng, to
whom or where he/she was rererred 1f there were return
visits for adv;ce, how successful the serV1ce was "in ;“
fulfiiling.the need,fetc..' leew1se a form deSLQned for
l'counselllng needszi complalnts etc., would be fllled for
each 1nd1v1dual u51ng the resources of the progect From

_this is built up 2 comprehen51ve ba51s for on g01ng and

,overall evaluatlon Minutes of meetlngs, research on how
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;users find the project, records of conferences attended,
reports of all activities within the project, taking case
studies,.must all be thoroughly recorded to facilitate
evaluation.  We then have an organised basis.for self-
evaluation. ,"This,fééethe: with_partlcapant ohservationt
(the:'qualitative' approach_earlier spoken;of);prouides |

the methodnof evaluation._:

Attitudes. In thisIshOrt.documenf}it}lshimpossihleltopenter
into“the many.facets uithin an aCtion project mhich'have a5'v
bearmng on the overall quallty and usefulness of the self—f
‘evaluat;on produced ‘ But one. Wthh is of key lmportance”;:
is that of-attitude.A There must be a recognltlon of thept'L
::need,for,.andltheﬂvaluepof jevaluat:.on from all concerned;:;n
withrthe'project —'from:management staff prOJect users[fuiﬂ
‘everyone. There ' must be a commltment there._. If 1t 1s

=: seen as an intrusion: or an 1mposmtlon then lts worth w1ll
srserlously be dlmlnlshed as lt cannot be complete w1thout the
.co -operation and. goodw;ll of all concerned It makes the s
"task of the evaluator'an‘onerous one at tlmes 51nce~the

4

: notlon of evaluatlon 1s relatlvely new and can be seen aS"
. 1 i

: somewhat of a 'threat' by some people. - It is, therefore
| 1mportant that the evaluator go to partlcular palns to

explaln her/hls method of evaluatlon, the.need for 1t and-"

'for what audlence the evaluatlon is. belng carrled out.;, Ifﬁ

people can understand that evaluatlon 1s ba51cally a method_'

. of ensurlng a progect has bUllt -in structures for measurlngf‘

f

success and’ farlure* asklng questlons reflectlng and
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planning, and that the good of the project is the motivating

factor, then I feel self-evaluation can be most useful indeed.

Finally, it is important that an evaluator adopting this

method of evaluation be constantly aware of the fact that

since she/he is part of the working team of the project,

using participant observation, record keeping etc. as the

tools for evaluation that the danger he/she would become too

immersed in the project is always there. This could cause

a loss of objectivity. Over-involvement can be problematic

and an'awareness of this pitfall is important.




ATTEMPTING TO FACILITATE THE EVALUATION OF AN INTEGRATED

PROGRAMME  TO TACKLE POVERTY IN THE LIBERTIES OF DUBLIN:

AN ACCOUNT FROM WITHIN.

by
Mlchael Mernagh Evaluator,

South Inner Clty Communlty Development Assoc1at10n.

' Evaluatlon in a complex‘communlty.settlng cannot.51mply
comprlse measurements of 'before' and 'after 51tuatlons.
Though 1t may sometlmes appear to be so, a communlty 1s‘
never statlc Condltlons are always changlng and
evaluatlon must take 1nto account other processes that‘mag

'1ntervene between the expressed aims of a programme_and

.the actual outcomes._' Evaluatlon therefore must;' dinto :T
_account other varlables or changes 1n a communlty that may
have an 1ndependent lnteractlve effect on both the programme}

‘ and 1ts establlshed goals. : It must monltor not only the jﬁ

R PRSI

developments and processes in the programme ltself but the“‘T
shlftlng 1nternal communlty and external contexts, and try:'
to assess, for: plannlng purposes, ln what dlrectlon change"

is already occurrlng;

The S I.C.C.D. A Context. ' The South Inner Clty Communlty

| Development assoc;atlon, whlch is a voluntary communlty
umbrella organlsatlon, is ooncerned w1th-the-overall E
development of that;area.of.Duhlinfs-lnner City'qalledl'
The leertles (poo.?l2 0065"}‘lts'major'aim‘is:to%enahle‘ﬁ

local people to 1n1t1ate and manage an 1ntegrated
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development programme which will attempt to meet needs of

the most vulnerable people in a community whlch is already
very deprived. It is attemptlng to carry out the programme
in the face of forces (1nternal and external) which add to .
the already hlgh levels of deprlvatlon experlenced w1th1n't
the community. Because of what 1t-sees as.the-lnterlocklng‘
nature of the problems facing people, the AssOCiation has-
decided to adopt the communlty development or 1ntegrated

approach to tackle these problems

The underlying phllosophy is that no needy person,'regardless'
of his/her sltuatlon, should be 1gnored or should not formj_
part of S.I1.C.C.D.A. 's central concern and attentlon.‘h

_leen the area and 1ts people, thlS means that famllles w1thjﬁ

spec;al needs .1nclud1ng some flfteen traveller famllles,"

homeless people, youth the elderly,:the long term unemployed{

lay as: much and perhaps more clalm to programme resources

_'tlme and plans, as do those who are seen to be less at rlsk L

In terms of maxrmum part1c1pat10n of people 1n tackllng

o thelr own . problems, thls adds a further complex challenge

to the Assoc;atlon.'?f3ﬁ7?-"

Programme Aims and'Projects[ h,fhéhfolloming.are.the
overall_programme‘aims:c;.t. ENT R
(i) o promote and ensure, through connmnlty developnent the
”dtotal development of the area and 1ts people in a manner
”T:acceptable to and sultably controlled by the people themselves-..
: (iil.h”.ln conjunctlon wath local people, to de51gn and 1n1t1ate a
| programne wh;ch wull cater for thelr soc1al economlc,
cultural and educatlonal needs,

-
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{iii) to facilitate and integrate a progranne to tackle the
needs of the elderly, families with special needs; unemployed,
homeless, youth traveller families, in the project area and
) 1nvolv1ng their participation in so far as possible;
(iv) . to 1dent1fy and attempt to brlng about change in the ex15t1ng
‘_ state pollc1es, services and attitudes as. they affect_the_:-
;lives.of the groups mentioned above; -
(v) _to create a greater awareness of the nature,‘extent and causes.
of - poverty in the area, both amongst the volunteers on the |

progranne and people generally'ln the community.

The programme comprlses a range of.prOJects all at
dlfferent states of development and all requlrlng contlnuous
”renergy and attentlon by way of plannlng,rresourc1ng and
-assessment. - In. total there are about ‘one’ hundred people
‘actlvely lnvolved elther on a dally or. weekly ba51s.“, These
'flnclude staff volunteers, tralnees ‘and local people who are
‘employed in. a number of small enterprlses.:f There are e
”:tw1ce as many agaln lndlrectly 1nvolved in’ or affected by.
:programme act1v1tles on.a, regular ba51s;;; These lnclude ‘jhﬁ
nelghbourhood assocmatmons, youth organlsatlons,fthefpﬁhfﬁfl
, elderly, travellers and'famllleStwlth‘speclal,needsy;etogffﬁ
_ Because of the nature”of 1ts fundlng and the varlous tralnlng
and employment schemes whlch lt uses, the programme has
continuous reportlng and lobbylng relatlonshlps w1th fourteen
statutory agencres,;all of whom 1nteract w1th and sometlmes

: : ; _
shape. the development and dlrectlon of the programme.-




§ b Vet a0,

by the varlous ManaQEment Cannlttees for thls purpose,ri,f;i,fl“‘ o

In summary, it is a 'rolling programme' whose dynamic and

growth change from week to week.

Evaluating the Programme. It goes without‘saying,that the
evaluation'of such a broadly aimed programme poses a number
of challenges both for the person fac1lltat1ng the evahxmlon

and the. people who are actlvely 1nvolved in. the actlon.‘

. From the beglnnlng of the programme in- 1982 - there has been .

an awareness of the need for and a commltment to. evaluatlon.

'In order. to ensure thlS great emphasrs has been lald on

_detalled plannlng and reflectlon on a-. regular basis w1thln'§*

~ the Assoc1atlon All meetlngs at all. levels have been

carefulljeminuted cla551f1ed and- flled away.,_ Apart from tj
the weekly and sometlmes dally meetlngs of varlous canmxtees;j

t1me out (1n the form of day long se551ons) has been taken o

rby the members to reflect ‘on. the general growth and dlrectlon

‘of the assoc1at10n and lts programme, and the facmlltatlng

and lnhlbltlng factors to thls growth and dlrectlon."

.number of resmdentlal‘weekends have been regularly orgﬂuzedlfi

i
oo .-_’ .
: |

'Givenithe"hnderl§ing,phllosophy and alms of the Assocratlonf
'lt has been agreed wmthln the programme that any evaluatlonfj

‘must’ be in- the flrst lnstance an 1nternal and hOllSth one;~¥

(- .

(i)'i‘ internal. in that lt must be organlzed and facrlltated

from w1th1n-"*§ _‘”'f

_(ii)_ : hOllSth. 1n that it must actrvely 1nvolve all sectlons of

'the progranne and all ltS 'key people ina contlnuous process
of nonltorang and assessment of ltS plannlng and plannlng

'outcomes.j
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In the programme as described, any successful attempt at

evaluation will,fI'believe,'depend on the clarity of

'What' is to be evaluated and 'How' this is to be done. In

this context good'plannlhg;_[éhdrt} medium and long-term

is ‘essential.

Evaluating: ‘What. ‘In'order'to'ClarifY'What is to be

evaluated, the programme ‘had been d1v1ded 1nto flve 'areas

dof concern'’ 'each with its own . terms of reference whlch

states precrse concrete objectlves,_methods of operatlon,

work programmes, management and accountlng procedures.'

These flve areas, though separate,'are closely 1nter11nked

.W1th1n a. common programme perspectlve and structure ln the

shape of a central management and pollcy shaplng and

'dlrectlng commlttee.. The what' of the programme 1s

therefore carefully dlscussed and planned both at an ovemﬂl

__programme and at 1nd1v1dual pro:ect levels. ﬁiuff-_

'Evaluatlng How Each prOJect 1n the programme sets 1ts own

ftargets, keeps reports and assesses 1ts progress and 1mpacts'

. S

and reports to’ the Central Commlttee on a regular bas1s.

In order to ensure a more ordered and creatlve 1nteract10n

. \v

- a more comprehen51ve model for monltorlng and evaluatlng
‘the programme 1s currently belng developed Bearlng ln
‘mind that the target groups as 1dent1f1ed are the key cmumrn
_of the programme the task of the programme and 1ts many

'parts is to develop and use all the resources 1n the

dcommunlty towards serv1c1ng these people : A further aim

| is to 1dent1fy and coordlnate all the potentlal external
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resources of agencies in the same cause. - The 'how' of
this to date has been through planning'meetings and
dlscu5510ns at many levels both w1thln and outs;de the

programmes w;th evaluatlon and assessment of thelr

gusefulness and dlrectlon by the core team (staff and

management).” This process is cont1nu1ng._

All staff and volunteers are asked to’ keep notes on
act1v1t1es,'meet1ngs etc. and thelr observatlons on these.
In addition.all-formal_meetlngs atsall_levels are carefully
minuted and kept.f Special weekly monitoring sheets have

been issued tohthe'core‘team to enable them to record key

events and developments arising out of -the work of the week.
Volunteers in particular have been asked to identify the
'kinds of‘skills'which they reguire-to empower them'to manage

-the programme. - Specmal tralnlng 1nputs ‘and reflectlon days

are. organlzed to enable them to acqulre these Skllls.

Conclu51on. Evaluatlon and reflectlon w1th1n the programme

_to date has led to a change 1n 1ts dlrectlon and 1n the

i volunteers themselves 1n that they v1ew and manage the

programme. . We are however Stlll at the ‘early’ stages of
_ ; T

what is a palnful but challenglng process and creatlve pnxmss.

 The task of thef valuator' ‘is to fac111tate the process of

i

plannlng and reflectlon at all levels and amongst all sectuxm

of the programme. The essentlal part of thlS task -as I

I

see it, is to help all the actlve partlclpants to see,_

understand .and act more clearly and 1n a planned manner
!

‘'what they may have already been d01ng in a confused manner.

This requlres on the part of a fac111tator a great deal of
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maturity and patience as well as the technical and social

skills outlined elsewhere in this collection of papers.
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EVALUATING THE IRISH RURAL PROJECTS :

SECOND EUROPEAN PROGRAMME TO COMBAT POVERTY,

by

. Chris Curtin,

. , s
Micheal O Cinneide,
Centre for Community Development Studies,

University College, Galway. .

The west of Ireland is beset by many problems_whioh have

greatly retarded its development. Geographical remoteness,
poor communication facilities, a relatively poor natural =

resource base, and cultural negativism’arising from a long

_ tradltlon of out mlgratlon, and state pol1c1es Wthh have

stifled lnltlatlve and self help, all make the task of
stimulating. development extremely dlfflcult Unlver51ty'

College, Galway, mindful of these development problems and

- of various educational. responses to underdevelopment

'throughout perlpheral Europe, prov1des courses on communlty

development as part of ltS extra- mural programme of adultfd‘f

educatlon . These courses are de51gned to fac1lltate and h

equlp communlty groups who express a des;re to contrlbute

to the development of thelr localltles.*‘ They are manned

'prlmarlly by full tlme members of staff of the UnlverSLty

and partlcularly of the Centre for Communlty Development f

'Studles. [ It lS in thlS context that the 1nvolvement of ;

the staff of the above Centre 1n the evaluatlon of the

.rural progects must'be seen and understood Indeed the.‘

part1c1patlon of two of the sponsorlng rural’ groups in the

46




EC Combat Poverty Programme arose directly from such
courses and strong links with the Centre also existed. in

the case of the third group.

The‘Method'of Evaluation. : Our modus operandl con51sts

of a prearranged number of visits (ranglng from a mlnlmum

of elght to 'a maximum of srxteen per annum) to ‘the groups
durlng which various aspects of : the progects are examlned :
in detall. - At the beglnnlng of each-year-we devote “
considerable attention to the formulation'of'objectiVes

 for that year and the strategies.forfattaining'these
objectlves also are examlned 1n detall. As the year =
progresses both the objectlves and strategles are
_contlnuously reflned 1n the llght of experlences Towardsfn
the: end of the year we prov1de an 1ndependent objectlve R
account of the progress made by the groups _ Thls accounth
constltutes the annual report of the progect whlch 1s made o
avallable to the groups and out51de 1nterests for due ‘

conSLderatlon

The Process of Evaluatlon., The nature of our 1nvolvement

in the evaluatlon process lS seen by us as a: natural

f

.contlnuatlon of the Centre ] prevmous llnks w1th these f;
';groups. - Thus we regard ourselves as resource people or_f'
' fac1lltators who partncrpate as far as p0351ble 1n deflnlngi;

'reallstlc goals anc 1mplementatlon strategles for the groups.

" In- thls regard we see ourselves as actlve part1c1pants 1n

S‘
P

: rather than externalievaluators of these prOJects.:: We are

partlcularly concerned w1th the processes by whlch

. partlcular ‘task’ objectlves are attalned and we emphasrse
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the lessons for the locality and for policy makers of the

various experiments. that are undertaken. In this regard

we may differ somewhat from many local members of the -

sponsoring groups who are generallyland understandably

preoccupied with the.achieVement of]taSk'objectives'

'regardless.of process,

-

Flnally, we would like to comment on our unlque p051t10n L

vis-a-vis the. progects..

' Because of our prev;ous and o

'contlnulng lnvolvement w1th the groups, we share a deep

understandlng of the problems they seek to resolve and the )

".llmltatlons of the avallable resources. Yet ' we are

suffrcrently detached from them to assess objectlvely all e_,

__aspects of the prOJects 1n hand.”‘ We also are ldeally

resources and unlver51ty expertlse__wg

' .placed to brlng 1deas

--to bear on the problems of the locallty. j Because we. are‘s'

'-,-geographlcally removed from the pr03ects however our;{gfﬁ“f

,lnvolvement in them 15 necessarlly llmlted and the degree

”'of part1c1pant observatlon lS llkew1se restrlcted Thus N'

we are unable torobserve fully at flrst hand the processes =

l

at work and depend greatly on the full and frank co-.s-"m

operatlon of the group-_ i:ﬁ

i




EVALUATION IN THE RURAL ACTION PROJECT (N.IRELAND)

DISCUSSION OF AN APPROACH*¥

by

Avila Kilmurray, Project Co-ordinator,

"Rural Action Project (NI).

The,reouirement for careful monitoring and evaluation.of

the projects-selected for fundihg by the EC Second Poverty
Programme has been emphasised both throughout the application
period and since the successful projects were announced

It was envisaged that evaluation would take place at three

levels:

(1) ' each progect is requlred to nonltor lts own. act1v1t1es

(ii) . evaluators have been appoanted to evaluate the projects 1n
eajlcmxmry,

(iii) evaluatlon w1ll take place on a cross- EC basrs co-ordlnated
by Dr. Grahan Room the Centre for the Analysrs of Socral
POlle at the Unrversrty of Bath who wrll work closely w1th

the Instrtut fur Sozralforchang and Gesellschafts pOlltlk in

Cologne. j

5
:
i 1

Of partlcular 1nterest and concern however, to the Rural

5 K

Actron PrOJect (NI) was the flrst level Wthh requlred

l

progects to set up an 1nternal system of self eva1uatlon.
In an attempt to ekamlne the 1mpllcatrons of such a system
the R A P. management commlttee and staff team posed

themselves a number of questlons-

* Thlspaper arose out of two earller dlscussron

papers by Avila: Kllmurray and Jlmmy Armstrong
on evaluatlon of the Rural Actlon Progect.
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what is evaluation?
. what is action-research?

how can action-research be evaluated?

how can this discnssion be applied to the specific

_ requirements of R.A.P. (Ni)?’

This paper seeks to address a number of these 1ssues, by
draw1ng on a- selectlon of the llterature avallable on
evaluatlon and by dlscusslng the debates and practlcal

1mp11catlons of seeklng to devxse an evaluatlve system. for

an individual - but moltl—faceted_f project.

What is Evaluation’ It has been suggested (Armstrong and

_Key 'Evalnation Change and Communlty Work' 1979) that
essentlally evaluatlon seeks to answer the questlons 'How
are we d01ng° ) Are we accompllshlng what we set out to do°‘
How can we 1mprove what we are d01ng°' j In more formal
terms 1t was, held that evaluatlon 1s the collectlon of
data about the outcomes of programmes of actlon relatlvei;dj

to the goals and*objectlves set in advance of that programme"
Much disousSion on the toplc of evaluatlon has been

'encouraged 1n the Unlted States.. One collectlon of papers

(R0551 and Wllllams Evaluatlng Soc1al Programs 1972)
_'sought to make the dlstlnctlon between-""'
(i) - evaluatlon whlch examlnes the effectlveness of
. . ; [
partlcular soczal pollc1es, i. e. the extent to.

- Wthh tne oollc1es accompllshed 1ntended effects,

;and“r_‘i'f'




policy analysis which is concerned with working out
ways of making'informed,and intelligent‘decisions_

among alternative social policies.

It was held that both processes are complementary and that

'the best c1rcumstances under whlch to conduct pollcy
'analy51s would be when_the-effectlveness of alternative

"social policies are known through evaluation research.

dIt has been held that to evaluate a soc1al actlon‘programme

is to collect ev1dence regardlng 1ts effectlveness d Walter
.Wllllam s deflnltlon of effectlveness is the lmpact of the'

'programme - 1ts capac1ty to cause changes in those (or the :
:area) who are exposed to 1t. The measurement of such ff!fk

'.rchanges however must be carrled out Wlth an awareness offlf@;
the broader context ln whlch they take place;— thuslandecllne
in unemployment may be as a dlrect result of the 1mpact of L
the soc1al actlon programme- however 1t‘may also bijdue hw-r
to a change 1n the economlc cllmate or a Shlft 1n government

pollcy unconnected w1th the prOQramme;"Vv

--r. ‘
N B

i [
i

_From aﬂprellmlnarylrev1ew-of the‘llterature.lt would appearli
that there is a mult1p11c1ty of approaches to evaluatlbn.
These have been summarlsed by Key, Hudson & Armstrong 1n frh
'Evaluatlon Theory and Communlty Work' (Communlty Pro:ects
Foundatlon, 1976) | "The approaches can be d1v1ded 1nto

two main types whlchtare themselves based on a necessarllyhf'
arbltrary d1v151on of an 1maglned 'hard ..soft':contlnuum,_r
The two types are called 'hard llne approaches 'and;:soft;.

line approaches'“




Hard-line approaches are those which assume an exact
definitlon of evaluation ahd a set of specific procedures
to be used;rthese being procedures and techniques of a’
rational and objective.kind._ Those using these types of

approaches see evaluation as a substantial and systematic

' act1v1ty..r Soft llne approaches are. characterlsed by a

general or vague deflnltlon of evaluatlon w1th few specmtrc
-procedures, where such procedures as exrst are subjectlve
~and allow for oplnlon, and where evaluatlon ls con51dered o
an unsystematlc and even marglnal act1v1ty open to the

partlal or eclectic appllcatlon:of.yarlous technlques,.,

It may be argued that thls comparlson of the opposrng

approaches 1s rather too stereotyped and somewhat e&@gemﬁed_

' However 1t would appear clear that tradltlonal evaluatlon,;fi

cwas grounded in the assumptlons of natural sc1ent1flc':h*f”

.experlmentatlon and thus sought to prov1de once and for all.t

-'dec1s10ns on. the worth of an experlment on a supposedly

”':objectlve basrs As James Hosler and Allmarch"Evaluatlng;

a Communlty Actlon Scheme 1983 have asserted 'thls 1s fﬂ:ff

S
-y

obv1ously not an'approprlate model here | Thus the hard-; .

- llne goal model approach - where the programme of actlon 1s j

-s‘planned and later assessed 1n strlct relatlon to stated T;;:~

general alms and to the objectlves that are specrfled 1n
. i .,,_ L
_order to contrlbute to the achlevement of those alms s e

‘not the model of evaluatlon that can apprecrate the dynamlcs‘

.',_

'-of a: soc1al actlon project.¢‘ What 1s needed 1s an

jevaluatlve approach that can- cope w1th a contlnuous process'[
of assessment and re deflnltlon of the detarled progect
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cbjectives in order to allow on-going development, rather

than attempting to set up a prescriptive.model for copying.

Flnally it must be noted that apart from problems about what
type of evaluatlon there are’ those who would ask evaluatron
for what?' CIt has been suggested that evaluatlon may be a :
form of cohtrol or. a process‘of learnlng from practlce,~and

as Armstrong and Key p01nt out - "Desplte practlcal dlffunﬂiles
we - belleve that learnlng from evaluatlon (can be)
increased, by'hav1ng a clearer grasp of what'ls gorng;oﬁ.;.“

In order to ground the‘pilot'project-firmlydin thejpilot{hr7~

areas it may well be decided that it is important that 'such

" learning should be reflected back on the communities;,ast

well as the project workers and other dec1s10n maklng agamﬁes-
Indeed within the Rural. Actlon Pro;ect ltlwas accepted that
the Project had a responsrblllty to undertake thlS task

As the 1n1t1al progect coordlnator J;mmy;Armstrong, suggested

in an internal discussion paper;h

"The learning should not be confined to the direct
participants (action people); indeed the aim is

."to derive lessons which can be used by other
researchers -and pollcy makers at various levels.:
In addition we recognise the interest of the other
'rural theme' projects in the programme, the four
parent voluntary bodies who manage the Project,

~ the statutory authorities who participate in the
‘coordination panel, the district councils in the-
project areas, and other community groups outside
the project areas. If the lessons derived from

. the Project are to be transferable they should be
derived .by standardised, broadly-accepted and
objective procedures. - It is the application of
these evaluation techniques which makes up the
research part of our action research project. ‘
- The output of the evaluation system should reflect
the requlrements of the interested parties. :
*Evaluation! for whom?' is therefore a question
which requires some detailed analysis"
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Thus we have arrived at a very comprehensive list of

interested parties to the gquestion. of 'Evaluation for Whom?'

What is Action- Research’ The de51gnatlon of the Second

EC ‘Anti-Poverty Programme pr03ects as actlon research
1n1t1at1ves added an often under-estlmated addltlonal
dllemma to the evaluatlve approach . Actlon research has

K rapldly become a concept almost as dlfflcult to deflne as

B R T N SRS FUT,

- that of-fcommunlty . However, underlylng its Helnz—
varietyiaspect'the term is used‘to describe all klnds-of-"
approaches which 1nclude a comblnatlon of the two - elements:

"action and research. | Sm;th 'Actlon Research in. Communlty:

Development( 1975'sounds‘alwarnrng:

w... action-research is almost.always linked - -
with those nebulous but attractive areas of
social policy, where imagination quickly
outruns our ability to translate ideas into
‘practice - 'community education' (etc) ... ‘
the promise is of dramatic change; the . _

. R ‘ o ‘ : L E : § . .assumption that experimental action and-the -

. T TR TR IR LS A AR _ wll B N 3 . " 'superior vision' of research will somehow

' : T R Lelae _ ' ”'zldentlfy the maglc ingredient..."

Even w1thout belleulng in the ‘crock of gold' formula,

- there are a number of comblnatlons that actlon and reseamjr-f

. can take, Whlch rlthout initial clarlflcatlon can result
1n a collectlon of somewhat dlstracted leprechauns/prOJectf

workers ‘as the case may be.

1 DI
Lt

'Powley and Evans 'Towards a Methodology of Actlon Research‘ ‘
g.

examlne the concept and make the pornt that "1n actlon
research the goals #nd methods of practlce and research are
lnterdependent and closely 1nterwoven : They further




acknowledge - based on the findings of the National -
Childrén's Bureau - that whenever'necessary, changes and
modifications in the practice approach ﬁill‘be introduced,
.refleéting'the research task'of‘evaluaﬁion; However, they '
then go on to'desc:ibe'a study'which,had'separate 'reséarcﬁ;
and 'action' staff. . This in the ¢ommﬁhityjdevélopment
conteﬁf may be neither neéessa:y ﬁor desiféble; ‘¥Resgérch‘
data may be compiled in various formé:by-all_staff, gﬁd thé°"
interpretation of such data would be cafried‘Cut on'a -
collective basis - in rele#ént gatherings'atlbothfthefstaff
and thé‘co@munity level. Thus ’feseafch"higﬁt.befbuilt

in as an integral partHof the proﬂect;'and;not fieWéd*aSIé.u

separate 'academic' activity.

In35ummary.P0wley andﬂEvansfofferna'framewak_for:acfiéhkgﬁif

. research: -

(i), the formulation of goals (programme), and the interpretation .

 :of:gba;s'into acﬁidﬁ plans (progranna - prbééss)}
_(ii) the'impleméhtatian of the actioﬁ_progranne (proéeéé);_-  -

(iii) the evaluation of the action programme (product).

Programme | l % Process

Formulation | l ‘

) H
'

Product -

— e g—— p—

of "Goals €&~ Action Period

—

Inferpretation of Goals into
Plans for Action programme.

Implementation of Action
Programme

Evaluation of Action
Programme

Gt G gy p— p— ——

wul —— p— aa — . p— i et

Research Period
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While this may be a good starting point for the design of

the requirements of initiatives

an action-research project,

such as the Rural-ACtion Project”(NI) demand a somewhat more

dynamlc formula - with allowance“forfa-pOSSible re-assessment

of goals durlng the course of the prOJect 1n order to allow

for lnterlm evaluatlon and a communlty lnput..--It is accepted

of such a pro:;ect should not be restr:.cted

that any evaluatron

to‘an-assessment_of how far the 1n1t1al objectlves of the

programme have been achleved- 1t should also attempt to o

describe and_define the processes by whlch the programme has

led to:certain outcomes.. ThlS entalls a clear awareness of

‘the changes and shifts as the work develops.

 Methods of Evaluation of an Action-Research Project,w_mltphf-

-would seem to be generally'accepted that ah important-asPect'

of the. art! of evaluatlon is in selectlng the partlcular

changes to be studled 1n the llght of the 51gn1f1cance of

-the changes and the avallablllty and rellablllty of data

However put

that can be used to measure these changes.f
. i_,

“thls way 1t would seem that there may be a danger of the R
,E Sy

tall-wagglng the dog 1n that avallablllty of measurlng rods{f

can have_an-lmpact on,whatsmlghtvbe measured.mj ThlS cannot{ﬁ

i .

be allowed to happeni'ﬁ_ -

i

i

A number of iSsues must be'recognised'hith thisﬂapproachﬁ‘

o
i

"(i).""scne changes are of more fundamental 51gn1f1cance than others,“j

‘ and must be consrdered as such



the evaluator may wish to get below the surface to find out
how the changes came about; |
the immediate, concrete results of the project may be less
'-significant than later, less tangible results.
Indeed the'Ultimate'test'to'behapplied‘maf be‘whetherfthei.
prO]eCt generates ltS own contlnulng act1v1ty and whether"
the local communltles have come to an agreement as to how'd

to brlng about change and what changes are de51rable.

One of the.problems of evaluating.social-action prOQrahmes:‘;

is that often the effects may be expected to be small and- H
_thus may not be eaSLly observable ThlS relnforces the

need for constant observatlon and recordlng f However, thls:

rtiiﬁff@;

other words,-what are the objectlves of the soc1al actlon:ﬁaﬂ

programme,.whlch themselves w1ll be based on a concept of
astrateglc changes?f? One categorlsatlon that has been usedr

in_evaluationVis?ﬂtﬁ

'(i)"_h. changes in 1ndlvyduals.‘kiﬂ i

x thelr 1nformatlon shllls‘.attltudes
o * :‘1ncrea51ng knowledge, skllls and new approaches to problems;“
'1ncrea51nc dlssatlsfactlon w1th tradltlonal levels of
llVlng, tradltlonal status or. class relatlonshlps,"
'1ncrea51ng bellef that economlc and 5001al advancenent can -
~ be obtalned through new forms of socmal organlsatlon and
:‘actxv1t1es,f:: ‘ ‘ | '

1ncrea51ng awarenes; of the power of collectlve actlon and

cammnrnrgmgnseJ-r~

ot




(i1} changes in social relationships and institutions:
* Increasing economic opportunity through new forms of uork,
subsidies etc., _l | |
*i inoreasing connnnication'between“statutory and voluntary agencies,
:*_ increasing power of groups partiCipating in these ohanges, and
| dlmlnlsh;ng 1nfluence of groups resrstlng changes,
*"decrea51ng power of 1nd1v1duals/agenc1es nonopollslng resources -
r'fiii) " changes in soc1al overhead capltal- g

* 1ncrea51ng investment in cannunlty services and fac111t1es‘*"

‘If these Categories provide'an-indication ofra‘number of‘"
‘p0551ble strateglc changes ln the pllOt progect areas they .

must be related to the overall progect objectlves

”.In the event the Rural Actlon PrOJect shared the dlfflcultyd

'general objectlves.mt In the 1n1t1al appllcatlon sent to

the EC these were lrsted as the follow1ng | g

rfi)‘ ,Ttto examlne the spec1f1c nature and extent of rural deprrvatlonl;
| ".1n four areas of Northe'n Ireland and to explore p0551ble ‘

N dnethods of allev1at1ng 1t-f' L .

. (ii) to improve ! the quallty of llfe through collectlve conmunlty t:t:

action in the four pllot areas, |
(idd)’ to facilitate co—operatlon and co—ordlnated actlon between ff,'d
| both statutory agenc1es and between the voluntary and ;'1€'..

statutory sector,
*  Typology fram UNESCO'Study’fEQaluatingfDenelopmentjPrbjeotsf. g
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to monitor the use and effectiveness of mobile Infommation
Units in a rural sett:i.ng;. .
to highlight the issue of rural deprivation :Ln both' statutory |
and public awareness, and to seek the comnencement of :Lnformed

d:.scuss:.ons on the issue in an attempt to :Lnfluence pOl.'LCY.- e

‘Given "the generality‘ -'of _these '“ob‘jectiire's,‘-these were then. - B
detailed around each aspect of the R. A P. 's three-da.mens:.onall
strategy - the four rural development pro;aects—' the mobJ.le.
information units and the -pollcy developmen_t _and publlc Cl

awareness campaign..

Each of these in ',tu'rn;had the‘-folloWing-faims& B

| ) Rural- P:Llot Areas
| .. * ‘ to 1dent1fy underly:l.ng problems J.n each selected area .Wlth .
partlcular reference to those most at r:Lsk j""'the elderly, :1
‘:the d:.sabled the long—-term unenployed and s:mgle parents ,. “
' . :‘to 1dent1fy resources ava:l.lable 1n the statutory, voluntary
" and prlvate sectors to tackle the problems of deprlved .
"-":xural arecs': | R . l.
to develop an lntegrated corrrrmn:.ty development strategy
wh:Lch Wl]_.. be mplemented J.n an attempt to allev:.ate the
problems and to carnpaJ.gn for necessary change, |
~to 1dentlfy and promote the pos:.t:.ve features of rural I R
areas; - . - N
Mob:.le Adv:.ce and Inforrnat:.on Um.t. o .
* :‘ to provs.de welfare and general r:l.ghts adv:.ce to nJral . |

~ areas and ito monitor lack of ]mowledge of partlcular

' aspects of information,
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* - to disseminate information on statutory and voluntary
services, as well as passing on information and ideas
generated by the pilot projects, ]

" * to.act as an initial-pomt of contact with individuals in
isolated rural_areas-, and provide a basis for_snja_j.l one-
off meet:.ngs, . . |
to offer mob:.le fac:.ln.tles to other uolunta.ry. and comnunlty

| organ:LsatJ.ons-. Ly |

(ii:i) | Pol:.cy Developnent and Publ:.c Awareness.‘ -

. ”.‘__. to encourage the relevant Government Departments and local
-statutory agenc:Les ‘to develop _cons;.dered and co-ordinated
responses to rural need |

*  toraise publ:.c awareness about partlcular aspects of

_pcverty and depr:l.vatlon J.n rural areas by means of_ th_e

media and educatlonal J.nltlatn.ves,
* fo sponsor meet:.ngs on a dlstrz.ct and reg:n.onal basis to -

1dent:|.fy :.ssues of conmon - concern, w:Lth spec:LfJ.c reference

to. depr:l.ved groups 1n rural areas, 7

¥ to- organlse dlscussa.on on: 1ssues such as decl:.nmg serv:l.ces

':.nadequate fac:.l:.tn.es, transport serv:.ces the J.rrpact of

i

_ plann:.ng leg:.slat:.on etc and to encourage the developrrent

| of alternc.tlve approaches and polz.c:Les. ;if L s

. In the l:Lght of exnerlence,;however and the press:.ng demands

of the"act:.on',,s:.de of . the Pro:]ect the pos:r.ng of the

"problem" to- be researched was 1dent1f1ed by JJ.rnmy Armstrong

(Project- Coordlnator) as that of elther.

1
| S
c i »
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(i) rural developnent = how to achieve the multiple goals of more
employment, better incomes and housing, conservation of water,
'preservation'0f.amenities and the production of cheap and
‘healthy food in nnpoverlshed rural areas or;

(ii) ccununlty development - how to use communlty action to meet the_
needs:of rural dwellers. |

‘iAlthough it was vecognlsed.that these two deflnltlons ofd

'the problem - were’ not necessarlly mutually exclus1ve asV'

communlty development could - and on occaSLOns 1s.— used

as a means of achleVLng rural development nevertheless, ithi

was noted that ;rural development could be 1nvestlgated

without reference‘to communlty'development;_Q:“

:Castlng a cold eye on what mas.requlredﬂlnwtheucontext of
oy a tlme llmlted actlon research exerc1se was the need for
a dec151on on the relatlve prlorlty glven to these oﬁmctnmsf
glven the 1mportant mpllcatlons for the de51gn of the ‘f. f
_ -evaluatlon programme.; For example, 1f communlty devehxment
was the objectlve, then the evaluatlon system mlght be |
concerned w1th the measurement of the type of changes out—';.
'llned under the.dNESCO frame glven earller. t-If rural |

development was the prlmary objectlve, then the 1mpact of

the Pxogect s acthltleS mlght be measured by changes lnlf:7]

specmflc crlterla such as. employment 1ncomes or . housmng

, Where communlty part1c1patlon 1s 1nvolved thls method

should be evaluated by comparlng 1t (on the ba51s of cost

or eff1c1ency) w1thiother methods For example 1n act1v1tyi

x what advantages/dlsadvantages dld communlty management/

ownershlp have over prlvate enterprlse°;,ji
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Given the_preSSure of certain constraints - e.g. project
time; staff time, etc., the R.A.P. Management Committee
decided that the correct emphasis for an anti—poverty |
project should be on the issue - (and evaluatlon) of rural
development .whlle not under estlmatlng the 1mportance of
communlty development as- an lnnovatory - if somewhat long-.
term —.methodology 1n ach1ev1ng the former n In the llght
of this dec1510n the UNESCO model alde memolre is lmportant
- that unexpected results may - 1n fact be more 1llum1nat1ngjl

than those that are-planned,iwff

How to- Evaluate° A range of methodologles have been put __ﬁ

forward for evaluatlng soc1al actlon programmes.t_,_h'

_ (i)”;ﬂ__Before and After Study perhaps of pllot progect areas -_;;;_;pl

".Eexamlnlng what dlfference dld the progranne make ThlS 15‘1]ff
'-'based on the assumptlon that the behav1our of the 1nd1vudual/“
-group before the progranne is a measure of performance that

”‘would have contlnued to occur 1f there had been no progranne,"”

_(ii)'f"COmparlson W1th Control Group - Thls 15 ba51cally comparlng

:“:"changes experlenced by groups w1th1n the progect area as

B
1aga1nst a 51mllar group out51de the area
; ;

(ddd) ,' Process Or:.em.ed Qualltatlve Research' - (We:.ss and Rein- 1n

"Evaluatlng Soc1al Prograns) S= thls desplte the nane, con51sts

essentlally of employlng sensmtlve observers to monltor the
ﬂunfoldlng of a progranne as lt 1s g01ng on notlng partlcularly
' those events that are crltlcal collectlng docunents and
G

"f-sen51t1vely cbserv1ng the effects °f the progranﬂe an’

'1nst1tutlons and 1nd1v1duals '
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(iv) Critical Appraisal Process -~ As described by Key, Hudson and
Armmstrong seeks to build in community invelvement. In the
initial period a Prognmnne Model is built which‘seeks-to' |
produce the questions that Will be asked and the events that
Wlll be selected for questioning in: the application phase
In the latter, critical appraisal papers can be drafted which d,

*may . be analytical papers or lesson papers which seek to look -

- at what is happening in the light of the questions posed

In effect the Critical Appraisal process as outlined-would-;
seem to be in line with the Process Oriented Qualitative ,ﬂe;
research approach - and indeed may well be more community
lbased.‘. The comparison with control group option may be
:difficult to operate _unless it can be used as an informal::”
control on the Before and After approach ?' It would'seem ?ru
that what might be needed is a dual methodology combining ;-:
the Before and After comparison and the Critical Appraisaliip

"-method.

Implications For Rural Action Progect. ' An initial R A P.

H

evaluation paper suggested that lt is important that

'baseline data be-ccllected in order to both permit later

'assessment of progect results and to prOVide an . input into

f

' building the Programme Model (Critical Appraisal Approach),
i v

'as such data Wlll help define the dimenSions of the issues

-_involved.- Such base line data may be supplemented With

T !'
!

' exploratory interViews Wlth community leaders, organisationsj
and agenCies." Base line data might also include an
, R - _ o

J

additional survey at this stage.
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In the next phase (alongside the-reflection.of the area

findings back to the community) it may be necessary to

gather data by systematic observation and gquestioning.

The former might well mean taking note of'the numbers

attendiné meetings etc;, while the latter might well take

the form of a small survey: | |

(i) 'what7people know_aboutmthe projeCt'activitles;

(ii) du.what”thev"thinh aretthe'purpOSeS'Of the project;*'

(iii) how 1mportant do they feel these purposes are-' i

(iv) 'what changes lf any, have they observed or do they belleve _; S
| h have occurred durlng the course’ of the progect .

(vj | ‘ how the persons An the project area themselves changed 1f

-at all durlng the course of the progect-

.(vi)EQ rwhrch of:the_changes 1f any, have occurred as a result of a

7particular:projeCt“operatlon..

Such a study mlght 1nd1cate the need for later communlcatlon

'for fuller agreement as. to the purposes of the progect - the

N need for programme changes and the p0351blllty of dlscnﬁzmc1es

in v1ew among various groups in the communlty } Alongsrde
the communlty perceptlons of the programme -valuable data
can be prov1ded by records of meetlngs and through the -

workers records Whlch W1ll be a v1tal element. In addltlon

[
i

to thls, seml structured 1nterv1ews could be carrled out d

.,.

' wrth statutory representatlves. etc.‘:‘

It was envrsaged that thrs contlnuous record of ongorng
events and perceptrons would provmde a suff1c1ently broadu;m:

\
\

range of ev1dence to allow perlodlc collectlve evaluatmonf;sﬂ
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(among the project uorkers and with the community) of how
much is being achieved in relation to the goals. Such
periodic.evaluation might also allow the'flexibilitf to
ohange. -Speaking.on the basis'of“their experience Powley
~and Evans suggest'that:. | e

"Too often quantitative evidence is produced at
the end of a report in order to make it look
respectable. There is then a danger that,
presented with guantitative summary data on the
programme's effects and a mass of case history
material, those who study the report will feel
inclined to digest the statistical information
without absorbing the detailed descriptive

. material. This incomplete consideration of
the findings may inform the reader about what
changes have taken place during the course of
the study, but he will not know how or why they
_occurred". o ;

Again;‘however,lstock must be taken 1n the llght of the
~Rural Action Pro;ect experlence.” ‘As Jlmmy Armstrong held
on the questlon 'How do we Evaluate" —'"Thls 1nvolves thef_-
deflnltlon of crlterla that can be used to 1nd1cate the O

success or expected effects of the programme of actlon.gfsg-

In addltlon we must be sure that these crlterla can be

measured and that a sultable datallnformatlon collectlon Q';

x .

.procedure has been 1ntroduced"
i !
I

He challenged the.suggestioh;thatjeValuativeantafmight:be-

- collected by Rural'Action Project staff'and that:the'

1nterpretat10n of thlS data could be carrled out on a _;hA‘
collectlve basrs, partlally on the practlcal grounds that o

the Progect staff were already fully occupled on the actlon'

g51de, and further that 4‘"The llterature on evaluatlon would

seem to adv1se that in the lnterests of’ object1v1ty,:f'
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the action and evaluation functions should be kept_quite
separate, although continuous collaboration between the
personnel is obviously necessary". .Thus eight months into
the Project the very real problemiremainedf;:whd was going

to do the evaluation'research for the Rural Action Project?

' The Criteria for Evaluating Rural Action Project. In early

discussions a.nﬁmber offpointS‘Were put forward in an attempt'

to devise an evaluative framework for the Project. These
included:
(i) the type of evaluatlon needed must be able to ccpe with a

contlnuous process of assessnent and re-definition of the
" detailed project objectives in order to allow on—gorng

-.devehxment

- (did) “in the case of the actlon—research process it is envmsaged

that research data may be crnplled in various forns by all the o
R. A P. staff and the 1nterpretat10n of that data should be
carrled out on a collectlve basrs - at both staff managenent D

structure and connmnlty levels-ti'

(iii)l evaluatlon should not be restrlcted to an assessment of how

' far the object_ves of the progranne have been achleved. : It--_.'

-should also seek to descrlbe and deflne the processes by
Wthh the progranne has led to certaln outccnes and has been

carraed out

' fi&)-.' 1t is necessary for the R A P to be clear about 1ts overall

'-: objectlves, the progranne alms and such strateglc changes as

1t conslders necessary
e

| {v) * grven the complexlty of the range of progrannes 1nvolved in

i
it

'dlthe R.A. P lt may ‘be necessary to v1ew evaluatlon 1n a multl—
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-dimensional approach - with evaluation being carried out at
various levels, then drawn together in an overall perspective;
(vi): the evaluation nethodology adopted may be a combination of
_ - the Before and After approach and the Critical Appraisal
' approach in.order to allow maximum participation and flexibility;
(vii)' a progranne will have to be decrded in order to prov1de clear
dlrectlon to the workers as to the records that must be kept
' and the research data gathered _ _ &
(viiij it is agreed that the ultlnate test to be applled is. whether
the R.A. P. generates 1ts own contmnu1ng and expandlng act1v1ty
in an attempt to understand and ellmlnate rural poverty,;

deprlvatlon and 1nequallty

Agaln, however, these p01nts lndlcated a. level of generallty
| that had to be brought down to earth.: Jlmmy Armstrong posed
thls for the PrOJect Management Commlttee by puttlng forward,ﬂ

the followrng pornts as the p0551ble goals and objectlves of

 R.A.P.::

-\(i}"rdito experament w1th71nnovat1ve approaches to neet the'needs of
”1_,rural dwellers in| the pllot areas Th;s could be' descrlbed
q';as a stramggtforward connltment to rural developnent-':"':"”:

_(ii)_s"to encourage nore dlrect partlc1patlon by the local cannunltyl: |
o in both plannlng and development dec151ons-‘fh?f ; S

(iii) . to experlment w1th nechanmsms whlch would lay the ba51s for j .

| ﬁ-';coordlnatlon between the statutory, voluntary local authorlty

| and connmnlty effort- R | T

f.(iv)' _ to create and unplement a system of evaluatlon
He suggested that “object:n.ves (.u)and (lll) accord w:Lth the terrns of
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reference laid down by the EC for rural projects.

They also reflect some of the interests of the parent
voluntary bodies. | Objective (1) reflects the interests

of the-individuals, community groups, probably District

‘Councils, and the apparent (consciously decided?) priority

given to it is also found in most of the other rural theme

projects.”

The formulatlon when consmdered in detall dlffered from
'the orlglnal far— flung framework proposed in the EC

appllcatlon. It was however, accepted by the Management

-Commlttee as a more lntrlnSlC deflnltlon of what the Pro;ect

was about, -and thus what it had eventually to be assessed '

on. Thls overall judgement could 1tself only be made ln'

the context of the evaluatlon of the varlous aspects of the
multl—dlmenslonal R A.P. (NI) programme.j 'In.the_eyentathls_;

is what it was dec1ded to do. &

Impressed by the arqument that the evaluatlon had to be seen

to be the’ objectlve, the R A P Management Commlttee agreed_f

to commlsSLOn the Pollcy Research Instltute (NI) to carry {f

pout the evaluatlon of-the PrOJect and 1ts constltuent--

elements. To thlS end the wvarious roles of the evaluator,

the Progect staff the Management Commlttee and the local e

P

- Area Steerlng Commlttees are in the process of belng workedfj

out 1n terms of evaluatlve 1nput. However whlle the bruntﬂ;”

of the monltorlng and evaluatlon work Wlll undoubtedly fallf

- on the 1n1t1al three . the 1mportance of collectlve

% i ' :
'assessment of a communlty based actlon—research project: o
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has not been ignored. An essential aspect of the agreed

evaluative process Wlll be an annual (at mlnlmum) gatherlng

of those lnvolved in the PrOJect. It is hoped that thls

merging of, on the.one hand careful monltorlng and analy51s

of.eValuative data, and on the other, the collectlve
dlscu551on of the varlous 1nterests and communltles, w1ll
offer a su1tably balanced Judgement of whether the Rural

Actmon Progect was worthwhlle.

"To date there has not been a field evaluation
of a social-action program that could not be
faulted legitimately by good methodologlsts
and we may never see one"'

Foot Note

. Rossi & Williams.
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EVALUATION -~ A PERSPECTIVE FROM WITHIN THE LOURDES YOUTH

AND COMMUNITY SERVICES PROJECT

by
Pauline Faughnan Senlor Research Fellow,

Soc;al Scxence Research Centre, UnlverSLty College Dublin._l

Lourdes Youth and Community Services is a training and’
development project which serves Dublin's north inner'city |

and is located in the parlsh of Our Lady of Lourdes, Sean-j’

‘McDermott Street. The prOJect developedvfrom three o
separate communlty based lnltlatlves in the early nlneteen'
elghtles ‘ These were, the Lourdes Craft Centre whlch

”prov1ded opportunltles for chlldren young people and

adults; the Monto Sklll Centre where woodwork skllls were_fj

taught and the Communlty Serv1ces PrOJect 1n Whlch young

people prov;ded serv1ces for other young people 1n the areaﬁq

In 1983 the three projects came together to form Lourdes S

a_Youth and Communlty Serv1ces follow1ng negotlatlons w1th

r

the Youth Employment Agency to prov1de a comprehen51ve and j}
{ i :

1ntegrated approach to tralnlng and development mn the;‘h

'area, The new progect was establlshed on. a two year pllot;'

basis, It comprlses two major elements..;_k
(1) ‘a full tinefone year training programme in’crafts"wood:WOrk:*'”
or connunlty serv1ces for young people between the ages of iﬂ'ﬁ*

flfteen and twentyrflve years,‘jﬂ

(ii) - it also Operates as‘a‘broad_cannunity'resouroe,.prpviding. L
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informal'and part time programmes for all age groups and
worklng for the overall development of the communlty along

with other pronects and groups.‘

The partlcular approach to evaluatlon w1th1n the Lourdes"

'Youth and Communlty Servrces PrOject is- 1nfluenced by two

‘factors--

-

j'(i) actual format for evaluatlon chosen by the pro;ect whlch

provided the opportunlty to be totally 1nvolved and to ‘be partﬂ'
of it for one year _ ) B '. | RO _ |

(ii) nature of the progect - the goals are multlple and very broad L
relatlng to the developnent of the 1nd1v1dual and the | |
developnent of the connmnlty; Also the pIOjeCt 15 a pllot one,
1nnovat1ve 1n 1ts approach and respon51ve to changlng needs.
The capac1ty to be flex1ble, to change and to develop are

' 1mportant aspects of 1t. i

; These two factors p01nted towards a SpelelC approach to
:evaluatlon whlch 1s now belng broadly pursued - one whlchipf‘

'ls essentlally qualltatlve 1n nature

I
T

A Qualltatlve Approach Qualltatlve research permlts one\f

[

to get flrst hand knowledge about the world"ln questlon--;“

to get close to 1t and to deVelop one s approach and 5556”"

analysis from thls There are three elements central to'-pf

a qualltatlve approach to evaluatlon,,.fijhﬁ;;;_..‘

: (:L) ’ lt attempts tO Understand the project or progra as a o

'totallty It rests on . the assumptlon that an understandlng'
; 3 ; :
' -of the progranne s context 1s essentlal for understandlng the:

progranne 1tself




(ii) it attempts also to make sense of the situation without
imposing pre-existing expectations on it. The dimensions
emerge.from open ended observations and they are allowed to _

- emerge rather_than_presupposing in advance what they_ will be -
'the' understanding emerges from experience. of the project; |

(iii) the research does not atten'pt to man:.pulate the setta.ng in

any way .- the J.dea 1s to understand naturally OCCUII‘J.I'lg

. phenomena W:Lthm theJ.r natural context. B

In- the Lourdes Youth and Commun:l.ty.Ser.vz.ces pro:ject thlS |
.approach to evaluatlon was most approprlate because |
'(_i) E .- it made_ it. _pqssj__hle'_to 'ta.ke.aocount. of  the v_vider c_on'tekt- '
'Within'whj.c‘h thé'prajeﬁ;t_bbérafcés‘ and indeed from which it = -
| (ii') 'the developlng nature of the progect demanded that the rrethods
. used to study :.ts .unplementatlon must be open ended capable |
‘_.of descr:.b:mg the process of change and of evolv:.ng goals._ . g5
. N The qualltatlve approach enables one: to look at the process
:. ~and not s:.mply +he product - why and how certa:.n th:.ngs are
'happen:l.ng, how the parts f:Lt together.‘ . Know:.ng what a
prograrm\e ach_leved is useful know:.ng why 1s much rnore so,-:-‘. B
_' (i‘iiz) 7 “ where programnes operate on- the assurrptlon that dlfferent y B
| : people W.'Lll get dlfferent thJ.ngs from the process it :Ls
J_n'portant to be able to focus on the unique outcorres for e
:-.nda.v:l.duals rather than apply standardised: measures wh.lch :-‘ |
" could well m:.ss out on the nuance, the detaJ.l and the

_. subtletles whlch rnake a s:.gnlflcant dlfference between the' ':'

' pomts on a scale-
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meetlngs, plannlng days pro:ect leaders meetlngs

(iv) this approach also enables one to provide an analysis that
will bring_people into the experience of the project, through
'participation and through dialogue with people within'it. |
'The analy51s is not, therefore the result of an 1ndependent §

technlcal process 1nposed from the outside.

Invoivément"in“the Project. This particular model of

evaluatlon was gradually clarified and adopted as the'f

opportunltzes offered by and through the progects became
apparent.'ﬁ This process took some time as I struggled w1th

different approaches. Wlthln the progect there was ample

'opportunlty to be 1nvolved personally in aspects of the

programme and in lts management-and organlsatlonal structures

This 1nvolvement was . essentlal partlcularly in the early

stages of my work o It ranged from attendlng meetlngs of
‘the Management Commlttee to partmcmpatlng 1n a women s craft

,group | At an organlsatlonal level I attended all staff

management

commlttee meetlngs served on worklng groups and part1c1pated

in staff tralnlngfand development se551ons. ;4

.}.

I was actlvely 1nvolved 1n partlcular aspects of theiil

__programme'— in helplng to fac111tate personal development

social- and life skllls communlty 1nformatlon se551ons.13

I

Like members of staff’ I was avallable to help out as

regquired in other elements of the programme f'g01ng on

outings, glVlng a hand in runnlng the chlldren s open groups,

talklng to people who v151t the progect.-' lee members of

-t
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the staff team I also participated in the social aspects
of the programme - functions, sports competitions, fund

-raising events.

The whole informal aspect of the progect is qulte extensrve '
and 1nvolves several womens groups who use the resources of o
the Craft Centre‘on a weekly has;s-*ltI_part1c1pated‘1n |
these groups along with the-otherfwomen;;doing'craftsjorr'

engaging in other activities which ‘the group seleCts?e.Q;d‘

talks on health isSues”_cookery etc. At the level of the

wider communlty I partlclpated in some of the commlttees"
"and issues in whlch the pro;ect is. lnvolved e. g the area e
Voluntary: and Statutory Commlttee which concerns 1tself
w1th youth issues and whlch has recently run ‘a workshop onrwﬂ
-unmet needs of youth in the area and is currently embarklném;
_on a Teamwork Scheme geared towards unattached young people.l
I also followed up - on areas of partlcular 1nterest by d01ng d

'selectlve‘studles.on for example the use of fac111t1es

within the‘project followmng up on ex tralnees
‘By belng based full tlme 1n the pro;ect and 1nvolved ln manyf

there was plenty of access to and contact

aspects Of_lt

with staff w1th others lnvolved in the pro:ect and wrth '
other prOJects ln the: communlty..f Thls contact was. aﬁuiabbe;

on-an. OHQOlDQ day -to- day ba515 and for more spec1f1c-ﬁ~9'””

Such 1nvolvement J.S essent:l.a.l

'dlscu851ons as they arose._
f

at many levels.-: FlrstlY'lt'lS essentlal 1n terms-of‘f-

learnlng and beglnnlng to understand the nature and scope |

of the progect, secondly 1t is 1mportant in attemptlng to_:d'
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contribute to the project, and thirdly in being accepted

as part of it. Through this involvement I came to identify

the phllosophy, the many dimensions of the project and how
they fitted together and the more detalled elements of thelr

1mplementatlon on a day to day ba51s

In the process of comlng to understand the prOJect T began f
to dev15e methods of recordlng data —'some done dlrectly
through talklng w1th people, some through observatlon 'whlle
other_efforts were made in assoc1atlon w1th staff and
'partlclpants.. .Questions began to emerge whlch prov1ded agi
focus for talklng to part1c1pants for follow1ng up on

lnformatlon and for observatlon-

_(i)gwq.jwhat do part1c1pants experlence in the progect what 15 1t ;wm_

‘_:llke to be in 1t°

:kii);h what resources are‘prov1ded who 1s 1nvolved and who uses them°:

‘(iii)_. how are the progrannes organ:r.zed’J f~;-7":f .‘_‘ ) FE
| j‘(fvia_ -what progress 1s belng nade 1n partlcular areas° ll:" _

‘(V)*:“, what changes have taken place over the two years and Why°:ﬁﬁetf

(vi) what is the relatlonshlp w1th other progects° ;57?

(vii) _ what do. staff do how do they v1ew thelr role’-dﬁ?ﬁ'*? :

(viifi how is the prog*anne tallored to neet 1nd1v1dual needs’

{ix)  does it reachtlts;target.groupsrand how? id:'g;-_':' |

i

'ApprOaches to coilecting data;‘ 'In evaluating'a'project""

the way it operate= lS of equal 1mportance to looklng at
1ts‘1mpaot.1_ The approaches to d01ng the evaluatlon have""
'todrefleot_thls;fo_us.zz One of. the major 'tools used lsfﬁf

that of partioipant'observatlon._' ThlS permlts one not
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' ablllty to work lnja group, development of trust

(i) planning; ,",‘

'_(iii)  time and tlmlng.__

onl? to see what is happening.but to feel what‘it is like

to be part of the project - to become capable of understand:.ng
it as an lnSLder whlle also descrlblng it for outsmders.
Part1c1pant observatlon 15 extensively supported by: talklng
to people, focus;ng on the subjective elements for staff

and for part1c1pants in the full tlme programmes and in the

1nformal elements of the project. The talklng lS done'

‘formally and 1nformally, 1nd1v1dually and in- groups, at a.

_phllosophlcal level and in terms of quite spec1f1c sulatuxm.

The case study approach is also an 1mportant element
because 1t takes the 1nd1v1dual as the focal p01nt and

attempts to hlghllght the process and the 1mpact 1n relatlon'

to’'the person and thelr own’ 51tuatlon.p_ ThlS approach makes'

'lt possmble to look at 1nd1v1dual goals and at progress

towards them.' Thls is. partlcularly relevant for those

objectlves where standardlsed measurements may not be 1n'

‘any sense 1llum1nat1ng e g growth of self confldence,,af? o

_ o ; : P kS : ‘ RS : : 3
There are also documentary sources avallable whlch provmde

-_background data on the! progect-—‘mlnutesj‘records, proposals;

and subm1551ons made-' data on the area necessary for soc1al'
analysis-} the structure of natural or local serv1ces 1nf: 5

relatlon to vocatlonal educatlonal or youth flelds.-f"i”
5

Some Key Areas 1n theaEvaluatlon are:

(i)rl'-fattltude- '? 'f:f;'r
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(i) The attitude of staff, of management and of the project as
a whole to evaluation is crucial. For it to‘be in any
sense a creative process, the support of the prOject is
essentlal..- It needs ‘some people to be enthu51ast1c about

elts pOSSlbllltles and 1t certalnly needs an actlve tolaﬁmce'
~on the part of all. The attltude w111 1nfluence not only
the quallty of the analy51s but the extent to Wthh the'
prOJect can have a real 1nput 1nto 1t and 1ts usefulness
1n turn to the on901ng development of the prOJect g waewan
' the questlon of attltude is not a one- 51ded affair and the :_
'relatlonshlp between evaluator and the pro;ects should
.1deally be based on mutual trust respect and co- operatlon.
People w1th1n the pr03ect should be kept 1nformed about

_ what one lS d01ng and why,.and have ample opportunlty to.jui
‘contrlbute to the process The evaluator needs to be (h”
avallable to the pro;ect to be part of 1t and to prov1de‘.

B on901ng feedbaCK-_d,ghhhl;f3}ﬁﬁﬁ

(11) Wlth the Lourdes Youth and Communlty Servrces Pro;ect theref
is a commltment not only to evaluatlon,"but to the whole

s

area of plannlng.f qus 1s ev1dent in: structures to
b R

facmlltate thls and 1n the manner ln whlch dec151ons are

_ ) -: -‘g'

made - there 1s a forum for reportlng, reflectlng and
plannlng.  This and the access to it has been one of the o
most 1mportant aspects from my p01nt of v1ew ' If these

«structures d1d not already ex1st lt would have been

flmportant to provrde such a forum to facrlltate reflectlon.:

I A
X H
! i

N
(iii) There will always be a limited amount Of time available




and it is important to haVe‘realistic'tasks and tarcets.
Time limitations‘are:prevalent not only.in terms of getting
on with the evaluation' but also-for staff in the project
where there 1s pressure in meetlng the day to-day demands,'
in responding to the 1nev1table crlses and in ensurlng that
necessary plannlng is done. [ In these srtuatlons it can be
_dlfflcult to discuss lssues in depth and to set up and
maintain relevant 1nformat10n systems hence the importance
of building ln opportunltles to meet,‘to reflect_and_to lxh

plan.

The length of tlme avallable to undertake the evaluatlon
.may be a crltlcal factor in the contrlbutlon whlch the
“evaluatlon can make to the ong01ng development of the fff°ﬁ“

prOJect. Under the trlpartlte arrangement between the‘fhb

Soc1al Scmence Research Centre U C D the Youth Employment.L

Agency and the Lourdes Youth and Communlty Servxces Pro:ect f
I spent one year v1rtually full tlme based on the prOJect.T;;
lFor the remalnlng four months I spent most of my tlme-based.?
in U C D wrltlng the report._;*Thls arrangement had severalé
advantages.:_ Howe;er:jthe tlmelavallable to become famlllarf
,w1th the project and 1ts varlous dlmen51ons be 1nvolved ln >
it and ln a p051t10n to contrlbute to lt was relatlvely f” f
_short.‘ Also I feel that the evaluatlon should commence.l.
w1th the 1n1t1at10n of the project rather than a year later,:
"~ as happened 1n thls pro:ect. ' In the 1n1t1al stages a lot
.of tlme was spent by‘staff 1dent1fy1ng and clarlfylng goals

rqand objectlves,- bulldlng relevant programmes, adaptlng

them in the llght of eXperlence and changlng needs,-and
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providing the foundation upon which the project could
continue to develop. Quite a lot of change occurred during

the first year. Some of this can be identified

retrosﬁectively through discussions with people and through

reports. However to be in at the beginning, to learn'along

with the new staff team, would have bzen more satisfactory

in manf féspects from. my point of view and no doubt also

from the point of view of the project itself.
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11 AN EXPERIENCE OF EVALUATION RESEARCH

by

Mary Whelan.

In community development, as in’ all other aspects of llfe

we are constantly evaluating. We make statements about

what worked or did not ‘work, and whetherhwe achieved What

we hoped we would achleve at the end of a glven perlod

Evaluatlon research is an attempt to be- systematlc about

“what we all do anyway. It 1nvolves glv1ng ev;dence for f

what we are statlng, reflectlng on what we are dozng, maybe'

'fchanglng what we are d01ng as’ a result of that reflectlon

'and produc1ng, at the end of a glven perlod a coherent

statement of what we were about and where we got to or: dld::

: In domng evaluatlon in. actlon pro;ects, we are human belngs“

looklng at our own and other people s actlv;tles. . It ls:f7
not like quality con rol in a factory v3 Total object1v1ty;
in my view, is not p0851ble ‘ We are 1nvolved 1n a dynamlc

creative, often exc1t1ng 1nteractlon_- a contlnulng dlalogue

among people commltted to actlon Wthh they hope w1ll lead

to socral change.f On the other hand I belleve that whlle

|

total ob3ect1v1ty is not possxble, object1v1ty and standlng

back' (but not apart) 1s vital on the part of the person

' respon51ble for evaluatlon Innovatory pro;ects are also
5

going to demand 1nnovatory approaches ‘to evaluatlon. There“f

are no complete blueprlnts. We each have‘plecea'of the
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jigsaw. Putting them together and learning from each

other can be one_of the most exciting parts of this preogramme.

My experience of evaluation. Between 1981 4_1985,.1

worked, on a half-time basis as an evaluator in a.community
based child-care project in inner-city Dublin.‘f It was a
residential project heaVLly focussed on actlon:— on carlng

- for chlldren and . 1nvolv1ng their parents ‘in an rnner-crty .
community, devastated by unemployment poor. hou51ng, lack “‘

of opportunity for people and. the beglnnlng of a serlous ,

heroin abuse problem. .

I was apprehen51ve when l startedﬂln thls jOb for ﬁanv"Ju
reasons.,f-How would I 1ntroduce a: research perspectlve':qw
into the work° ' Would the prOJect staff accept thls or. seel
it as somethlng 1mposed on them and therefore be hostrle |
to my role° : Would I get drawn 1nto the actlon, because 8
that was where my heart was, and never produce a report |

_ Wthh the terms of mv contract Sald I had to do°

i -('
e

: S
H i
)

- _ | L , _
Four years later,»lt ls lmp0351ble to say how much I

- F

learned from the experlence._h»My enthusmasm for actlon
broadened 1nto seelng evaluatlon .as a vrtal part of the_
action and not. somethlng separate and removed from the o
.struggles of- work .on. the ground | | |

I dld not have: to lose my humanlty to evaluate an actlon ph;

: f ‘
' project' S | found that 1t was possmble to care about what

happened to the chlldren for example, whlle, atgthe same
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time trying to understand and make explicit the work being

done with them.  The project staff, far from being hostile

r

welcomed evaluation and came to see me as a team member and

the process of evaluation as an intrinsic part of the

‘project's work.

»

However, I did have plenty of problems, such as the lack

of a clear model to gulde me in the early stages. X also

had to establish my role as evaluator.‘_ I was close to the

staff team and yet I dld not work 'shifts! as they did.

The most searchlng questlons about evaluatlon and what I

_ was d01ng 1n the house were asked by the children! .:h7f

the early stages espec1ally, I. had problems ach1ev1ng a,

balance between enough 1nvolvement 1n the actlon to

-understand the work of the progect and learnlng to facrhtate

an. ' actlon reflectlon actlon' process by the staff Whlch

became an. lmportant Part of the evaluatlon.ngff}gij{d:“

It was'lonely' I was ! unable to flnd many people d01ng

this type of work and the few who were d01ng 1t were too f“

\

busy with our ownrprojects to spend much t1me dlscuss1ng

‘methodology. I was lucky also I had the - support of the

Professor of 8001al Scrence in: Un1vers1ty uollege Dublln

because I had a fellowshlp there whlch enabled me to do

<

the work He was famlllar w1th my work and llstened

gu1ded and - suggested,zread drafts and gave me the research _

' back up I needed. to enable me . ‘to. see the pro;ect through



Approach to Evaluation. There was a certain amount of

pressure on staff and management to demonstrate 'success'
in this project because it was innovative (community based
and plannlng to 1nvolve the children's families closely)

It was also labour 1nten51ve hav1ng begun w1th four full
time staff ) One year:. later it had five full time staff

a part tlme evaluator and six chlldren in the house.f'fIt
.also ‘had the back up of a consultant psychologlst axmultant
-spocial worker and several people who worked in the pro;ect

on a voluntary basms

.The-Society 0f'St Vlncent de Paul was the maln sponsor,:
lbut the project also recelved state fundrng amountlng to
45% of all spendlng over the flrst three;yearjperlod A 1fhei
,_plan was’ that after three years both the state and s

voluntary 1nterests would assess Whether further support

for the prOJect was 1nd1cated._?ﬁThef results “of the

'evaluatlon were to be a major factor“ln thlS assessment. -

Sy

[
H

I. spent the flrst thlee months: absorblng the work of the
_progect. f I had no experlence of re51dent1al Chlld care
'and I belleved that I needed to experlence every aspect of f
the process of carlng for chlldren and worklng w1th thelr fﬂ
famllles in orderato understand 1t.5 I also needed to get

to know and develop worklng relatlonshlps Wlth the people

' 1nvolved in- thls pro:ect. The staff met every Tuesday

- _and _1n the early days 1t was always dlfflcult to flnd

‘someone to be w1th the ohlldren durlng thlS meetlng H{Iw"

offered -to do thls lnltlally and spent many hours runnlng

'_" - 4




around sand-dunes, going to the swimming pool, visiting
‘places of interest' in Dublin, or sitting talking in the
kitchen. One day a group of people from one of the state
funding agencies visited the project. I was frying fish
in the small kitchen, which suddenly seemed to £i11 with
men dressed in suits and carrylng brlefcases. 'I saw a
few surprlsed looks when the prOJect leader 1ntroduced me
as the evaluator f I had no tlme to explaln that thls was

part1c1pant observatlon"“

While I always remalned 1nvolved to some extent in the i
actlon of this’ progect the flrst three months of rmersuxﬂ
were v1tal from my p01nt of V1ew ‘? I llstened and looked [;
and tried to reflne my powers‘ofvodserwatlon and .
-understandlng I saw staff 51tt1ng w1th and holdmng
‘dlstressed chlldren for hours._. I sat on the stalrs late
into the ‘night with: staff members whose maln pre occupatlonf”»
was 'belng there"for a Chlld who had only come 1nto'thel'lk
house that day and could not sleep. i I saw parents ‘who
had referred thelr chlld to. the project because they could .
'not handle him any lon;er, begln to come regularly to" the;"'

'house for meetlngs w1th staff in- order to prepare for hls‘

return home. I felt anger and frustratlon at a soc1ety

_whlch does nothlng about soc1al condltlons whlchcxmtrﬂxme_"‘

i

-to such unhapplness 1n‘young chlldren. I wondered how I.
_would ever wrlte all thls up. T.I w1shed I was a Chlld carei
.worker a communlty worker anythlng but an evaluator'-”:
In- those days, I took notes about everythlng,'wrote down

storles took mlnutes of meetlngs but had no- 1dea of
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what I would eventually do with it all!

Process of Evaluation. After six months, I produced an

ocutline of how I hoped to evaluate this progect 'The

feed back I got from staff management and my research
adv1ser was 1nvaluable and helped me to reflne it. o "I was
too outcome orlentated It was p01nted out to me (most
vehemently by a member of the management commlttee) that

I was’ not giving enough attentlon to, as he put it, the-
‘huge questlon of HOW? - how - the objectlves were belng met

- or not belng met, the work belng done, what was actually N

901ng on in the progect - the process.-"

.. Forxr example I could. say that, at the end of elghteen

months, flve chlldren who had been out of school for more ﬁﬂ

-'than two years were now back at school and attendlng
regularly --that was the outcome f But the changes that |
had taken place to allow that to happen the work that wentl
_1nto 1t by chlldren parents and staff was very compllcated
“and 1nvolved relatlonshlps struggles ,successes and “
fallures If anothertpro:ect wanted ‘to. do 51mllar work

- )
they would want to know about these - not just that the
chlldren were back 1n school or back home w1th thelr _‘@:
parents.th i had to flnd a way to tell people about thls1£p‘
aspect of the work - to try to glve an understandlng of

,what was g01ng on ; as well as’ the facts.‘j,f“mh

Eventually,‘the totallty of what I was trylng to. descrlbe_fﬂ;

understand and analjse began to. clarlfy 1tself as follows-";




Objectives

_ (hopes)

. _Outcohex . Dynamic changing _ Process
 (What?) ‘reality of the’ (how?)

' progect

Understanding
(heart)

In this article, I will just summarise briefly:how'i tried
to systematically -approach the variousielements'in evaluation

of this project.

Objectives. Before'the‘projeot began}'the generalffuf;V

objectives were worked out by the management group.

Ba51cally they were to explore and test the v1ablllty of.:_".:”'E
- @ community-based aPPrOach to full tlme care: of serlously
at- rlsk chlldren (aged 8 12) as: an alternatlve to phxmment_ir

f_ln large scale,_51ngle sex 1nst1tutlons whlch are often_d

51tuated at a con51derable remove from the chlld's famlly £

and communlty Involvement of famllles,'and the fact thatf
the house was locatea-ln the communlty the prOJect hopedj;
‘to serve were. seen;as oentral | L

.One.of the flrst thlhgs we reallsed was . that objectlves *;
change as they are affected by experlence of the pro;ect',”;
'1n actlon. Staff and‘hanagement learn as they go alongi'sw

: ;

" and they lntegrate thls learnlng 1nto thelr work.‘ If

the evaluator stlcks rlgldly to the orlglnal goals and

trles to measure progress agalnst them her results w1ll“
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be out of date by the time the project is finished and
she will probably have 'lost' the main 'actors' in it.

An evaluator can help the process of re-defining objectives

by reflecting back‘to-staff what they are doing and’

asking why and how. At a staff d15cuss;on on. the role of

evaluatlon in thlS pro:ect there was agreement that

_'asklng questlons' was a - helpful asPect of my work I';T

_learned that it was 1mportant to ask them at the- rlght tlme'

Process.- A great deal of my tlme as . evaluator went . 1nto

“trying to flnd ways of maklng expllc1t how the work was o

done in thls progect. "My goal was to descrlbe analyse,k_

and lnterpret a changlng reallty whlch was 1nfluenced by'

"”such lntanglble factors as the personallty of the pro;ect'

leader the attltude of the fundlng agency and whether or”’

Vnot we, had a good. summer! - My flnal approach evolved from‘

'many dlSCUSSlOHS w1th staff management colleagues and my

research advrser. T went around 1n c1rcles and got back

to. bas1c values whlch we all agreed were central to howj_

" ‘the work was done.g' I facllltated two lengthy and very
1nterest1ng dlscusslons where staff members examlned thelr f
}own attltudes and . bellefs whlch lnfluenced thelr work |

"They agreed a statement of a- value base' whlch underlay

'thelr work 1n thlS prOJect.

qu

f_Several more- actlon/reflectlon sessmons produced the

l
guldlng pr1nc1ples'_of the progect whlch were based on

'these values., Thesejlncluded for example trust dlsc1pllne

fun, structure,;con81stency and respect._5-=ﬂ5
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The programme of the project gave tangible expression to

the values and 'gquiding principles'. It was basic to the
experience of a child and his/her family from their first
contact with the project 1 had.participated in all -
.aspects of 1t ~ from taking a. Chlld 1nto care to attendlng
discharge meetlngs 1nvolv1ng staff parents and other local
workers. .- Through my. own experlence and observatlons and

staff records and observatlons, I;was_able to,glve'detalls

of the referral system,.daily and'weekly routine;‘.

counselling sessions with the“indiVidual children and

discharge procednres.-: I looked for example, at the'.;'
'dlfflcultles 1nvolved in even 1ntroduc1ng a routlne lnto
the life of a. Chlld who has no. experlence of 'milestones"

in a day such as school mealtlmes and bedtlme.,pz;m -

_In looklng at process' 1n thls pro:ect I was very aware ‘
:'of how much depended on the flve people who- made up the
staff - on thelr commltment thelr approach to work and theﬁj

way they worked as a team.y. I had read reports whlch

-descrlbed and analysed the work of proyects but gave no 'p,;.

“plcture of the people who dld thls work. So I talked

EEEEREREREEREE!

21

' W1th the staff 1nd1v1dually and collectlvely, formally and_

t

lnformally about thelr llves thelr work expermence and
"thelr hopes for thls progect. I observed how ‘they. worked_fp
"zthrough worklng alon951de them, eating_and‘sleeplng_ln_the_';
] . p . same- house:and through attendlng.meetlngs;.case'conferences::

and-seminarS"- A chapter of the report on 'The-Staff Team!

LI R : : lncludes sectlons onzleadershlp, teamwork communlcatlon =

J-l o din the-P,rO]ect : staff development and tran.nlng ‘ Thls
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exact project could never be repeated elsewhere because
all the people involved would be different.___However, one
of the goals in evaluating it was to make-the method‘of
work as'clear as possible, S0 that others could understand

it and adapt it to thelr own srtuatlon 1f they SO w1shed.

Understanding." UnderStanding.is based on'far moreithanf‘
absorblng facts and other. people s analytlc 1n51ghts..ﬁhA -
plece of mu51c or poem can convey an understandlng whlch

is deeper and more whole than a-wordy dlssertatlon;r rHowh”:
'Could I write the music of the pro;ect -.the underlylng
truth whlch gave it its mean1ng° _ Mostly,.I used words and.
struggled to find the rlght ones., I learnt to wrlte dOWn,g;:
the storles of events Wthh struck me as. expressmng the.;;jgh

central meanlng of some. aspect of the pro;ect. In the

early days these were wrltten on the ‘backs. of envelopes andfﬁ

I even found 'key words wrltten on . the back of my hand'?lf

Photographs became a part of‘the evaluatlon report of thls
project and, for me, one of the most 1nnovat1ve dlscoverleSLJ
of my three years' work We met a photographer who was .
~interested in the workiand agreed to work w1th us in order..'
to express, through photographs, some of the process..ofv
the project._,_He became a frequent v151tor to the house;‘a‘
~ He showed. the chlldren how to use hlS camera and soon they 5

i

‘became so used to hlS presence that even hlS taklng plcturesf
at-mealtlmes-'-was not con51dered.to.be.an~1ntru51on.;
Soon we. had a serles of photographs around the =gu1d1ng

pr1nc1ples' and the programme of the prOJect.‘ All the
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staff participated in selecting the final set of pictures.

We devised captions, most of which were quotes from the |

. report, which tried' to relate the meaning of the pictures

to the‘text -+ The photographer made us a set of slldes ST
whlch have proved 1nvaluable in helplng us. outllne the malnp

contents‘of the report to people lnterested in the'workf,,gk

Outcome. -.The“three central-'components‘ in this- prOJect

were-the_children themr families and the local communlty.
At its moSt?basic} I had to be able to say what changes _'
hadftakeh'place at the end of three years. - Thlsrlnvolvedd-

the strﬁggle ofrtrYing'to.break'down'the cehtral'elements:j‘

in each. of these ‘areas and to keep records and documentatlon

whlch would show. the changes taklng place.ci It also lnyobmﬁ:

51mply asklng people what changes they had or had not

‘hexperlenced. ‘.f"

. wmll Just summarlse our approach to thls task ln the area,

- of work ‘done w1th the chlldren ; The goals set for work ﬁlh

w1th the chlldren had= outward' and '1nward' dlmen51ons _fﬁ-

Put very 51mply,«th= clear hopes of the parents, staff

.management commlttee and (although 1t was. expressed 1n very

different ways) of;several_or the chlldren themselveswwasnid
that,-after a periodgof”tiﬁe they would ‘be: | B |
(i) n'pregular partlclpants ‘in whatever aspect of . the
educatlon system was'avallable and approprlate for
lieach Chlld (thls 1ncluded alternatlve educatlonlipT“

l

l_pro:ects),ef

1
-
P

[

7

;(ii) _,out of trouble with the law




resrdentlal care experlence.- We approached thlS task ‘as

fhlm/her. | These 1ncluded referral for psychologlcal

__Based on, these sources a proflle was.bullt up of areas‘wnrﬂi
._the llfe of each Chlld where he/she was havlng dlfflcultysfé

"Qaunder the headlngs

35,(i543 personal (1nclud1ng physmcal and'emotlonal),

Sl(Ad)y famlly and socmal

. L \ i ; N . ; ) . ) : £

SRR

alternatlve school" Progress was monltored at weekly staff

1 :LE‘—!

_goals and the work belng done by staff jchlldren and:ﬂmulles

_to work towards " them were dlscussed -They_were;mod;fled‘f

(iii} in control of their parents.

Much more difficult to measure were the goals_set'for'the_'
'personal educational and social detelopment'of each child'

which were 1ntr1n51c to the de51red outcome of the

follows l The progect staff had several sources - Wthh ’
helped to prov1de a plcture or an - understandlng of areas

in the llfe of each. chlld Whlch were causzng problems for

assessment dally logs and observatlons and assessment by'ﬁt
parents progect staff and other adults lnvolved in. the:m'”7

llfe of the Chlld

(iii)l educatlonal

]
o
v

Then goals were set for work w1th the chlld.ﬂ Examples of'}
these were establlsh order/cons;stency ln llfe 3 estaﬂashjz

J‘

trustlng relatzonshlps w1th adults stablllse 1n school/

meetmngs and at the regular evaluatlon meetlngs a comprehen51ve

rev1ew of each Chlld s progress ‘was done.g At these se5510ns
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or changed if necessary and plans were made for the next
three nonths. . 'In this way, at the end of the evaluation
'period, we were able to show the 'goals set' for each child -
and whether they were 'partially achieved', 'fully achieved'
or 'not achieved'. = This could then be related to the more
_'observable'-outcome, i.e., what was this child doing at:_

'the'end of the evaluation period?

People“’on theboutsideﬁ.saw'children'better developed'
physlcally,,able to hold a’ conversatlon w1th an adult and
going’ regularly to school. a Most 1mportant to many people
they saw chlldren no - longer headlng for a llfe of crlme and:;
'allenatlon from soc1ety In the progect we‘saw tears and;;
dlaughter celebratlon and despamr as. chlldren famllles andgi
'-Staff struggled w1th 1esues that touched ‘on the meanlng of lﬁ

llfe 1tself.._ How do you evaluate that’

‘A Method of Work. r:If I were to undertake another aﬁﬂuatlon
T WOuld be much clearer about my method of work from anff7*¥”
earller stage;‘ As 1t was '1t took me about one year to

clarlfy where I should be and why, what records I needed
g .
' etc.: My . method as 1t evolved could be summarlsed as

ffollows.-*

Sk

"Participant'Observatfon. Whlle taklng part -in a llmlted
-way 1n act1v1t1es _n the house, I trled to COHSClOuSlY

obServe what was happenmng and formed 1mpre551ons whlch I
l

'subsequently tested out through systematlc observatzon andlu
_ R ‘

recorded the reeults.- I frequently looked to members Of,t
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‘1nvolved.

staff for clarification of how a particular situation was
handled, for instance, and this helped me to understand
their approaches to their work. My'dayeto;day involvement

included sleeplng-ln' one nlght a week durlng the flrst

“one and a half years ' ThlS gave me an opportunlty to talkf:

lnformally w1th staff on duty and to experlence the

,re51dent1al' aspect of the progect.-

Attendance at Meetlngs. 1 attended all weeklv staff

meetlngs and monthly management meetlngs as. well as selected

"admission or dlscharge meetlngs and case conferences. I

_ also attended the staff plannlng day organlsed three tlmes

a year by ‘the prOJect leader and the staff r Because of

other: commltments whlch I had 1n the communlty,“; tookﬁpartw@

in local semlnars ‘and - meetlngs of communlty development

groups in whlch staff members from the prOJect werefalso -ff‘

Evaluatlon days.i Wlth the co operatlon of the progect

staff and Management Commlttee, I organlsed nlne staff

_evaluatlon days,*one staff/management evaluatlon day and

four Management Commlttee Meetlngs devoted spec1flcally to‘ﬂ

-3

evaluatlon.l' Agendas for" these se551ons were focussed on-ff

(i) the on-901ng work of the prOJect 1n relatlon to

\ .

”_ its three major dlnen51ons i.e. chlldren famllles,

:'

- (ii) ‘ re—deflnltlon of orlglnal objectlves in relatlon to

' experlence of the progect in actlon, f?f“-




- the report.

can seetltoas;,f'

(iii) perception of the staff and the Management Comuittee of
the work of the project;
(iv) ~ at staff‘evaantion days, a detailed review“of each child

and family in-relation to goals set was undertaken.

Record-keeping._ I had access - to all staff records. In
addltlon, I kept detalled notes of all meetlngs attended

and coplous notes of" my observatlons. I made use of‘a

_ fllp chart on occa81ons when evaluatlon of the prOJect wasi'

the subject of a meetlng. As I began to clarlfy the key

elements in the project, I developed a system of cross--"

referencing from notes and minutes of_meetings to a card

index system which formed my approach to the structuteoofdf_ﬁ

Why‘Evalﬁation°lh leferent 1nterests have dlfferent

_perspectlves on evaluatlon.’f Staff (1f they belleve 1n 1t)

L (i) ‘a help m goal clarlfn.cat:.on and on goz.ng plannmg, ) DR

(i1) .a way of looklng at how they are d01ng and what the problems‘h‘_a

-are;3

(4id) hbrlﬂglng knowledge from elsewhexe- _other projects}_““"“

. other research to use as a mlrror agalnst whlch thleH

'pr03ect can look at 1tself

"‘ (iv) : ‘a way of gettlng sonethlng wrltten about thelr work -Jff“f"t

the 'story of the progect-

:(v)‘ a basls for negot;atlng contlnuedpfunding,f_ﬂl‘
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VSOClal act1v1sts would have questlons about evaluatlon.

' Evaluatlon studles can jOln thousands of other research

Funding agencies can see evaluation as:

(i) a way of measuring costs and effects - did we get value
for money?
{ii) a way of produclng a 'model' that can be repllcated elsewhere

(iii) "prov1d1ng *hard facts' on the outcome of the work- .

(iv) . prOV1d1ng reccnnendatlons for futu:e actlon. -

Policy makers may:view'evaluatiOHKasézh'

(i)' '_naklng 1nformatlon avallable about dlfferent nethods of work

: successes fallures,

(ii) - exanunlng 1mpllcatlons of results of evaluatlon for pollcy

B and practlce

;reports Whlch are left on shelves and thelr flndlngs never B
':serlously con51dered How do you ensure lt 1s taken'g;f‘hh
baserlously°'. How does evaluatlon of for example, communltyx

based 1n1tlat1ves in deprlved areas contrlbute to soc1al

Change° What 1s the respon31blllty of the evaluator
"beyond the - evaluatlon study'°_ How do you communlcate toff
fundlng agen01es the nece551ty for qualltatlve as well as-”

quantltatlve evaluatlon°' Innovatlve soc1al pr03ects

demand 1nnovat1ve approaches to evaluatlon. We w1ll havefﬁ

$

to contlnue to take rlsks'_
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APPENDIX 1.

PROJECTS INVOLVED IN THE SECOND EURQPEAN

PROGRAMME TO COMBAT PQOVERTY

INISHOWEN COMMUNITY DEVELOPMENT OROUP;

The area to which this project relates is thegpeninsula_of.
_Inishohen'in Co. Donegal. with a population'of 28-OOd |
Its main. ob]ectlves are to coordlnate the work of voluntary
~organisations throughout Inlshowen w1th a view to more.
effective development in the. whole area and to 1ntegrate
the-work of all;government agencmes in the area_lnto thls ;

coordinated effort.

COISTE POBAL CHEANNTAIR CHLUAIN CHEARBHAIN

.Thls progect serves an area of flfty square mlles comprlslng
the’ parlsn of Lou1sburgh Co. Mayo,_and half of the;C“

"ad301n1ng parlsh - Its maln objectlve 1s to unlte the three

‘iﬂéx1st1ng communlty counc1ls:1nﬂthe area 1nto one Dlstrlct
"aCommunlty Counc11 1n order to prov1de an 1ntegrated approach
'to the development of the area._= Another objectlve is to

coordlnate ex1st1ng voluntary bodles under the new counc1l

.CONNEMARA WEST LTD.
COMMUNITY RESOURCE AND EDUCATION PROJECT

The area covered bv thls prOJect 1s the parlsh of Balllnaklll
flfty flve mlles west of Galway c1ty, w1th a populatlon of

:1 711 or four hundred famllles. f An objectlve of the prOJect
-lls to encourage;ard a551st the development of the resource f

base of the communlty,.w1th communlty partmcmpatlon in ‘:

: plannlng and management.‘ It also promotes educatlonal
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6 PARENTS ALONE RESOURCE CENTRE.

This project operates in Coolock in northeast Dublin. It
covers Community Care Area 8, one of the regions of the
Eastern Health Board. Its aims include_combating the
SOClal isolation of slngle parent_families by providing a,p
base for the provision”of tnformation, support and advice, -

"carrylng out research relevant to these famllles and maklngi
governmental and local agenc1es and the publlc generally
aware . of thelr rlghts and needs.. 'Slngle-parent famllles;

are 1nvolved in all aspects of the pro;ect s act1v1t1es and

'1n shaplng ltS dlrectlon

7 T-SOUTH INNER CITY COMMUNITY DEVELOPMENT ASSOCIATION _
S I. C C D A.‘lS a voluntary communlty umbrella organlsatlonf;
concerned w;th the overall development of that area off;}_}
-Dublln s Inner Clty called The leertles {populatlon 12 000)

_iIts major alm lS to enable local people to 1n1t1ate and

,'manage an 1ntegrated development programme whlch Wlll attempt

it

"I_to meet needs of the most vulnerable people 1n the communlty

I

8 _'WEST TALLAGHT RESOURCE CENTRE =
ThlS pro:ect is . located in- an areaﬁconslstlng of four large
‘and relatlvely new local authorlty housmng estates 1n West
ATallaght with a populatlon of 20 000 people.;l It 1s a’
focus and resource for communlty act1v1ty ln West Tallaght.
concerned w1th soc1al and economlc 1ssues such asgl
unemployment and welfare rlghts.d It is also developlng
:_responses to the needs of women and young famllles 1n the

area. P




cultural, information and training opportunities and
services and aims to increase awareness within the community

of issues and activities concerned with development.

‘4  SIMON COMMUNITY WORK PROJECT STUDY.

The Simon Community was- established in Ireland. in 1969 and

now has four'communities here._‘ As well as providing
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accommodation, Simon also runs- work projects' 1n three

centres. The alm of thlS progect is to study the prev1ous
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and present work skllls of senior reSLdents, to 1dent1fy

their work preferences and to explore the llkely opportunltles

for work for re51dents w1th skllls.p It also plans to collect
"3pand study 1nformatlon on comparable‘work prOJects and to

?establlsh the work progects on ‘a pllOt basrs._{.”*ff"f”"‘”"“

5. DARNDALE/BELCAMP CENTRE FOR THE UNEMPLOYED

ThlS progect lS located 1n Darndale/Belcamp 1n northeast

‘”jDublln an area of 1 200 houses w1th a populatlon of 6 500':

- .

hlIts overall objectlae is: to 1mprove the quallty of llfe of
.H:the unemployed and expand the range of opportunltles e

iavallable to them.fi It alms to create awareness among thefﬁ
‘t w1der publlc of the effects of long-term unemployment and

“to brlng the needs of the unemployed to the forefront of |
"-Tpolltlcal dlSCUSSlOH and dec151on maklng.‘t The pro:ect

.‘operates a. resource centre, a drop in. centre and lS 1nvolved

‘1n both communlty based and natlonal lnltlatlves almed at

: hlghllghtlng and tackllng unemployment.,,jf{f-




9 SLIGO YOUTH CONTACT CENTRE.
~The progect 1s located in. Sllgo town whlch has a populatlon
,_of 20 000... It is - llnked to other lnltlatlves to meet the

; needs of ‘young - people belng developed by Sllgo Young

";Enterprlses. ' The centre prov1des a place where young

'r_'unemployed people can meet and share 1deas and skllls as

‘well as llfe experlences.:‘ It also prov1des lnformatlon

advmce and referral to tralnlng opportunltles.ﬁ_ff'“d




