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Abstract:

Résumé:

Theorists and researchers have urged that evaluation test the
causal assumptions about why an intervention should work to
achieve its goals. Though the terminology is different, these writ-
ers agree that the assumed pathway from program to ultimate
outcome be made explicit and tested empirically. The causal-
model approach, because it is geared toward providing evidence
on why a program worked or failed, is advocated whenever time,
money, and experience permit. After defining casual-model
evaluation, an example from the crime prevention literature is
used to contrast the approach with traditional evaluations. Ben-
efits, limitations, and other issues are also discussed.

Les théoriciens et les chercheurs préconisent que 1’évaluation
met a 'épreuve les hypothéses causales concernant les raisons
pour lesquelles une intervention devrait donner les résultats
escomptés. Méme si la terminologie est différente, les auteurs
conviennent que la voie empruntée pour arriver aux résultats
doit étre explicite et soumise & un essai empirique. Le modéle
causal, qui vise a fournir des données probantes sur les raisons
du succes ou de I’échec d’'un programme, est a privilégier lors-
que le temps, argent, et 'expérience le permettent. Apres la
définition du modéle causal, un exemple tiré de la documenta-
tion sur la prévention du crime sert & mettre cette approche en
contraste avec les évaluations traditionnelles. Les avantages,
les limites, et d’autres questions sont aussi discutés.

I Even when randomized field experiments are conducted
— providing a fairly unambiguous answer to the question “did the
program work?” — they are often inadequate in helping us to an-
swer why. In this article, I discuss an orientation toward evalua-
tion, often referred to as the theory-based or theory-driven approach,
that is geared toward producing better answers to the why question.
In these evaluations, the evaluator creates a model of the micro-
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steps or linkages in the causal path from program to ultimate out-
come — and empirically tests it (Weiss, 1995). For reasons that be-
come clear later, I opt for the term “causal-model evaluation” to better
describe my emphasis in this article. This is similar to the term
“causal path” used by Cordray (1992).

Some examples of causal-model evaluation exist. Heflinger and her
colleagues (Heflinger, Bickman, Northrup, & Sonnichsen, 1997) re-
port a preliminary evaluation of the Family Empowerment Project.
They conducted a randomized experiment to test the effects of a
parent-training curriculum designed specifically for caretakers with
children in the mental health system. Instead of comparing group
success rates on outcomes for experimental and control participants,
they articulated a causal model of how the program was assumed to
work: (1) parent training would increase the parent’s knowledge,
self-efficacy, and advocacy skills; (2) parents would then become more
involved in their child’s mental health system; (3) parents would
collaborate more effectively with their child’s practitioners; and (4)
this would result in improved mental health outcomes for children.
Since it was a preliminary report, they only tested the effects of the
treatment on knowledge and self-efficacy (finding large treatment
effects), but found no useful measures for testing advocacy skills.

Although theorists have written persuasively about the need for
evaluations like the Heflinger et al. study over the past three dec-
ades (Chen & Rossi, 1992; Schon, 1997; Weiss, 1998), actual prac-
tice has not followed suit (Weiss, 1997a). Social program evaluation
continues to be criticized for a preoccupation with methodology (Chen
& Rossi, 1992; Pawson & Tilley, 1994). Instead of articulating a model
of how a program might achieve its effects and using that to guide
the evaluation, the traditional study has attempted to address the
“did it work?” question with as much precision as possible. In other
words, evaluators often start with methods rather than models.
Though method is just as critical, the pursuit of rigour should not
be to the exclusion of answering the why question.

Petrosino’s (1997) meta-analysis of 150 crime reduction experiments
is instructive in this regard. In 142 of the experiments, the evalua-
tion did not attempt to test a model of how the program would work
to reduce subsequent criminality. Crucial mechanisms for change
were not identified and tested. As Glaser (1994) noted about offender
treatment evaluations in general, prison literacy programs designed
to reduce recidivism often provide no data to determine if literacy
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itself was impacted. No clues were provided to indicate whether the
theory or model underlying the program worked the expected way
or whether change occurred through some other yet unidentified
pathway. These findings correspond to an earlier survey of the lit-
erature by Lipsey (1988), in which he found that less than 10% of
social program evaluations involved “integrated theory.”

Most of the literature on this approach is composed of wisdom pieces
rather than actual examples. Several reasons, however, indicate that
this approach will increase in use. First, though still rare, recent
conferences attest to the number of evaluations in progress that are
testing explicit causal models (American Evaluation Association,
1998). Second, funding agencies are beginning to require such evalu-
ations as a condition for support (e.g., National Institute on Alcohol
Abuse and Alcoholism, 1998). Third, articles on the approach are
beginning to make their way out of specialized evaluation journals
into more discipline-specific outlets, exposing other researchers to
this perspective.

In this article, I present an overview of causal-model evaluation.
Though the approach has been discussed in relation to planning,
implementation, measurement, and other key aspects of evaluation
practice, I limit my discussion to outcome or impact studies.

HISTORY AND LEXICON

I stand upon the shoulders of several evaluation giants in writing
this article. A few of them have been recommending evaluations that
test causal models for a long time, some as long as 30 years, to guide
social program evaluation.

Weiss was one of the first theorists to bring attention to the need for
testing the underlying assumptions about why a program should
work in evaluation. In her article on the use of evaluation results
for policy decisions, she stated that “utilization might be increased
if the evaluation included such elements as ... the explication of the
theoretical premises underlying the program and direction of the
evaluation to analysis of these premises” (1972a, p. 323).

In her seminal primer on evaluation practice, Weiss talks about cre-
ating a model of the program’s causal processes and testing it in the
evaluation (1972b, pp. 50-51). She also describes two types of vari-
ables that should be examined in evaluation. Program operation vari-
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ables are those that describe how the intervention operates (e.g.,
frequency, duration, and quality of contact); bridging variables are
those that link the program operation variables to desired outcomes.
Weiss (1972b) uses what she calls a “process model” to describe how
these variables would be integrated and serve as candidates for test-
ing in the evaluation.

This early work — as well as others that discussed similar ap-
proaches to evaluation (Suchman, 1967) — received little attention.
Since the discussion was imbedded in a larger evaluation text and
the approach was not yet assigned a catchy phrase, it is little won-
der that it remained less than influential.

Chen and Rossi (1980, 1983, 1987, 1992) deserve the lion’s share of
the credit for popularizing the causal-model approach. Beginning in
1980, in a series of articles and books, they describe a similar per-
spective they call theory-driven evaluation. In their earlier writings,
they emphasized the role of the evaluator in forming program theory
based on existing social science and cautioned against relying on
practitioners and policy-makers’ assumptions, since those are often
incorrect and primitive (Chen & Rossi, 1992). Chen later seems to
acknowledge that the assumptions of program planners and staff
can be used — preferably in collaboration with insights from the
social sciences — to create a coherent causal theory of how the in-
tervention should work (Chen, 1990a).1

Weiss (1995, 1997a) later renamed her approach “theory-based”
evaluation and seemed to allow more for testing the common-sense
assumptions of staff and policy makers than Chen and Rossi — even
if the common-sense assumptions contradict social science (Patton,
1997). Weiss (1998) also places more emphasis on linking specific
program activities to specific mechanisms. Similar to her 1972 dis-
crimination between program operation and bridging variables, she
distinguishes between implementation and program theory. Imple-
mentation theory involves the activities or tasks the program is go-
ing to accomplish, while program theory encompasses the
mechanisms for change that the activities or tasks will bring about.
Both implementation theory and program theory comprise the pro-
gram’s overall “theory of change.”

I should mention that other similar approaches are advocated in
the evaluation literature. Adding to some confusion, different terms
(that do not include the word theory) are used to describe them.2
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Though the lexicon used by each of these researchers is different,
they share a major concern that evaluators articulate and test the
causal model and key mechanisms for change that the program puts
into action. These include Program Development Evaluation (PDE)3
developed by Gottfredson (1984), Realist Evaluation advocated by
Pawson and Tilley (1994), and Theory of Action Evaluation promoted
by Schon (1997).4 Utilization-Focused Evaluation articulated by
Patton (1997) also includes a lengthy discussion of program theory.5

WHY CAUSAL-MODEL INSTEAD OF THEORY?

A theory is a plausible explanation about reality that must now be
tested (Wilkins, 1964). Following suit, a program theory represents
a plausible explanation of how the intervention will work to affect
important outcomes (Bickman, 1987). Theory-based or theory-driven
evaluation then appear to be suitable terms.

But the use of the word “theory” in the lexicon is misleading. First,
all evaluations test some theory (that A will change B), but the prob-
lem is that they do not test the important links in the causal path-
way (how will A change B). Second, some are calling any evaluation
with theoretical implications for larger social science theory “theory-
based” or “theory-driven” even though evaluation theorists would
not agree (Winfree, Esbensen, & Osgood, 1996). Third, some are
stretching what is meant by these terms to the point at which every
evaluation that goes beyond the “black box” is labeled theoretically
driven (Chen & Rossi, 1992). Fourth, black-box evaluations that test
the effects of interventions that have good empirical underpinnings
are being labeled theory-based. Fifth, the word theory is used in at
least four major approaches (theory-based, theory-driven, theory-
of-action in PDE, Schon’s [1997] theory-of-action) and what consti-
tutes a theory in each one is described a bit differently.

I opt for the term causal-model evaluation for two reasons. First, it
drops theory from the lexicon and sidesteps some of the confusion
associated with using that word. Chen and Rossi’s (1992) descrip-
tion of causative or causal theory is closest, but it still implies scien-
tific theory (an implication that Chen and Rossi seem to embrace).
Second, it accurately describes what most evaluators and theorists
mean: the evaluation is testing the causal model of how the program
hopes to achieve its effects. This model can be research-based or it
can simply be a linkage of the common-sense assumptions of the
policy maker and practitioner (Petrosino & Petrosino, 1999). The
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causal model can include the examination of program components
or implementation factors as in Weiss’s (1998) theory-based evalua-
tion, but it is not essential to do so to meet the minimum definition.

DEFINITION OF A CAUSAL-MODEL EVALUATION

A causal-model evaluation is one that: (a) establishes an a priori
model of how the program will work to affect important outcomes
before the evaluation is completed; and (b) empirically tests at least
one link in the model apart from implementation or program activ-
ity data, along with outcome data.6 I believe this definition can help
eliminate a problem that Chen and Rossi noted about the theory-
driven approach, when they stated that “the framework has been
stretched to include some practices that we believe are not appro-
priate to be considered theory-driven” (1992, p. 1).

Though the definition mandates that the evaluation test a specified
causal model, it does not imply that the model is rigidly fixed. It can
be worked and reworked based on new information from various
sources. For example, Bickman (1996) initially created a prelimi-
nary model of how a mental health program, The Fort Bragg Project,
would work to achieve outcomes. He later modified it after inter-
views and inspection of program documents. When the evaluation
is ready to begin, however, the evaluator must decide on the model
that will be tested. This will guide design, data collection, and other
decisions for the evaluation.

My definition here limits causal-model evaluations to those that test
explicit models and rules out studies with theoretical implications
alone. The Mobilization of Youth study in New York City was a test
of an intervention based on Cloward and Ohlin’s (1960) differential
opportunity theory, but did not include the testing of important links
from program operation to desired outcome and cannot be described
as a causal-model evaluation (Short, 1975).7 Likewise, Sherman and
Berk’s (1984) seminal experiment that tested the effects of arrest
on misdemeanour domestic violence offenders was certainly theo-
retically important (it tested specific deterrence theory), but it did
not use the causal-model approach. No attempt to articulate and
test the underlying assumptions about why arrest should deter sub-
sequent violence was made.

One of the recommendations in the literature is that interventions
be theory-based, that is, developed in accordance with established
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research (Fagan, 1996). A research-based model that describes how
the program should work is sometimes articulated by investigators,
but, unless the evaluation follows suit and tests several of the links
in the model, it does not fit the above definition. Without an empiri-
cal test of critical links, we cannot know if the data support the as-
sumed model. As Weiss (1997a) has noted, even successful programs
can have faulty models; the program may achieve the desired effect,
but not for the reasons articulated in the model.

The definition also distinguishes process-outcome studies from
causal-model evaluations. Process studies provide data on whether
the program was implemented with fidelity, and whether key ac-
tivities took place as planned. In ambitious studies, the evaluators
will examine the relationship of process variables to outcomes. But
these process variables represent tasks or activities or components
of the program — not the mechanisms for change. Changes occur as
people, places, or things respond to the program’s activities; it is
these mechanisms that causal-model evaluation hopes to test (Weiss,
1999).

In a similar vein, mechanisms for change and intermediate goals
should be distinguished. An intermediate goal is not a mechanism
if it is simply a milestone in the path to the ultimate outcome. For
example, success at the first follow-up period might be a prerequi-
site for success at later time intervals, but it is not why participants
succeed or fail. But a variable can serve both purposes. For exam-
ple, in Chandler’s (1973) evaluation of a juvenile delinquency pro-
gram, the mechanism for change (egocentrism) could also be
considered an intermediate goal, since it was measured immediately
at the end of the treatment period.

THE ONE-STEP VERSUS CAUSAL-MODEL EVALUATION

As Chen and Rossi (1992) have indicated, describing traditional
evaluations as “atheoretical” is inaccurate. Every evaluation tests
some implicit model, but it is usually a very simplistic one, what we
might call a one-step evaluation (Petrosino, 1998). In such studies,
the evaluation tests the impact of a program — generally treated as
a monolithic whole or black box — on some outcome measure of in-
terest (e.g., recidivism rates).

Figure 1 presents a hypothetical example of the one-step model evalu-
ation, designed to test the impact of a periodic police-community
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Fgure 1
The One-Step Model
Citizen Inn_)rmation Iy cilizen_Fear
Meetmgs of Crime

meeting on citizen fear of crime. Evaluation theorists would ques-
tion whether the one-step study captures the complex set of proc-
esses that the intervention would have to work through in order to
have an effect on citizen fear. The meetings must do something to
citizens who attend them to reduce their anxiety about crime. A
causal-model evaluation would make explicit those assumptions that
connect attendance at the meetings to a reduction in citizen fear of
crime.

Such an evaluation was recently conducted in Denmark (Kutt-
schreuter & Wiegman, 1997). The evaluators tested a program known
as the “To Tell the Truth Campaign.” The rationale behind the in-
tervention was that citizens are more afraid of burglary than their
actual risk because of excessive media attention. The intervention
consisted of holding periodic community meetings, in which police
would provide citizens with actual burglary statistics for their neigh-
bourhood and would also empower them with crime prevention in-
formation. Through this intervention, citizen fear — now based on
actual statistics rather than misperception — would be reduced.

Rather than test the one-step model, the authors articulated a more
complex set of linkages in the causal chain from intervention to ef-
fect. As Figure 2 shows, the model assumed that the meetings would
increase citizen knowledge about burglary and prevention strate-
gies; this in turn would alter their perceptions about burglary in
the neighbourhood. Changes in perception of burglary would change
the citizenry’s risk assessment (lowering it for the most part), lead-
ing to a reduced level of fear.

The investigators found, however, that the information campaign
did not reduce citizen fear of burglary. In one-step model evalua-
tions, that would be all we would have learned. In this study, we
learn more about why. The program failed, even though knowledge
was increased, because it was ultimately unable to alter the percep-
tions of citizens about the amount of burglary in the community. As
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A Gausal-Model Evaluation of the "To Tell the Truth Campaign™

Intervention First Link Second Link Third Link Outcome

"Tell the Truth Increased Alteration in Alteration in Citizen fear

Campaign” knowledge citizen elements of of burglary
u of burglary u perceptions i risk

Provide and burglary of burglary assessment

information prevention

to community strategies

a result, risk assessment was unchanged, as was citizen fear. The
model broke down following the first link.

It should be noted that the investigators did not forsake internal
validity. Kuttschreuter and Wiegman implemented a quasi-experi-
mental design and collected additional data to rule out plausible
internal validity threats. They also collected data to insure that pro-
gram failure was not due to faulty implementation or process.

EXTENSIONS TO THE CAUSAL-MODEL APPROACH

Though any evaluation meeting the two criteria offered earlier is a
causal-model study, these are minimum inclusion criteria. Nothing
about the definition excludes evaluators from considering other criti-
cal program issues.

Investigators may wish to articulate and test more than one model
of how the intervention will work. Pawson and Tilley (1994), in their
persuasive article on realist evaluation, describe nine potential
mechanisms for how closed circuit television (CCTV) might work to
reduce auto-related crime in a parking lot. Each might be consid-
ered a different model of how the program was supposed to work. In
a retrospective study that utilized available administrative data,
Pawson and Tilley (1994) demonstrated how some models could be
tested to determine their plausibility in interpreting findings. The
retrospective nature of their inquiry prevented them from testing
all of them — since the data were unavailable — underscoring the
importance of prospective causal modeling. Another contribution of
the Pawson and Tilley (1994) study was their emphasis on under-
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standing the contextual factors that might enhance or decrease the
success of an intervention like CCTV.

An evaluation can also go beyond an overall program model to con-
sider the causal mechanisms for each specific component. For ex-
ample, Wong-Rieger and David (1993) articulated and tested a model
of how a workshop for HIV-positive men might work to motivate
ongoing support relationships. Using path analysis to test their
model, Wong-Rieger and David (1993) examined the strength of par-
ticular workshop activities (e.g., safe sex and risk reduction infor-
mation, encouragement to recognize own needs for support, etc.) on
presumed mechanisms for change (e.g., awareness of need) and the
ultimate outcome of seeking or providing support.

Evaluators can also go beyond causal models to examine unintended
consequences or what Weiss calls “negative program theory” (Weiss,
1998). In other words, what can we expect to happen if things go
wrong? Pallone (1990) provides a case of why this is important. A
prison program, based on a theory that increased assertiveness would
help sex offenders in their relationships with adult women, was in-
troduced into the facility. Though the intervention did improve of-
fender assertiveness, it also resulted in an increase in institutional
misconducts and aggression toward prison guards. Along with test-
ing a causal-model of how the program should work, evaluators can
include some data checkpoints to insure that the intervention is not
backfiring on other dimensions.

DESIGNS, RESEARCH METHODS, AND MEASURES

Since the causal-model approach is an orientation to conducting
evaluation rather than a method, it is perfectly compatible with ex-
perimental or non-experimental designs. Despite criticisms of the
randomized experiment as comprising black-box or atheoretical re-
search, some of the best causal-model evaluations have used con-
trolled trial designs. I think it is wise — given the infrequency of
both randomized field experiments and causal-model evaluations
— to combine the rigour of the design and the logic of the approach
in the same study.

But not all evaluations can have randomized control groups. Can
the causal-model approach still be used? Weiss (1995) suggested that
such an approach might be used in evaluating Comprehensive Com-
munity Initiatives (CCI) — a broad infusion of multiple interven-
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tions into a targeted neighbourhood under the direction of a col-
laborative group of agencies, funders, and local stakeholders — and
might compensate for internal validity when there is no adequate
comparison area (Weiss, 1995). In other words, if a causal model of
a series of micro-steps or links was validated in the evaluation, would
that not be strong evidence that the CCI caused the observed ef-
fects? This idea is controversial and not without many critics (Cook,
1999), but it drew attention because of the intractable problems of
developing good comparisons for evaluating CCIs (Weiss, 1997b).

Causal-model evaluations can be conducted using a wide range of
research methodologies and data sources to test the underlying as-
sumptions or links in the model. Generally, naturalistic studies that
attempt to make sense of evaluation settings are more likely to be
used to generate useful models rather than test them. But Maxwell
(1996) has argued persuasively that qualitative methods — and the
data they generate — can be very rigorous in examining causal at-
tribution. Likewise, I make no distinction between qualitative or
quantitative measures and believe both can be useful in either de-
veloping or testing causal models.

WHEN CAUSAL-MODEL EVALUATIONS ARE NOT NEEDED

The more direct the effect of an intervention on its target, the less
important are causal-model evaluations. For an obvious example,
the effect of handcuffs on restraining arrested offenders is direct;
the handcuff does not work through some psychological or attitudinal
variable to keep arrestees from using their hands in an attacking
manner. Handcuffs will restrain in similar fashion across settings
and sites. The effect of jail or prison on incapacitating offenders from
committing crimes in the community is also direct; it is the act of
confinement that constricts their free movement and prevents their
access to vulnerable community members or property.

But most social science interventions are not like handcuffs or inca-
pacitating facilities. Instead, they exert indirect effects (Donaldson,
forthcoming). The program, policy or practice does something to per-
sons, places, or things to change them. Usually, the intervention is
delivered in the hope that behaviour will change after the program
is over. What is a drug prevention program trying to change in its
clientele to make them more resilient to drug use? What is a prison
treatment program trying to change to help participants adjust to
community life? If the desired effect of a program on an outcome
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measure of interest is indirect, then the causal-model approach
should be considered.

Scriven (1998) has attacked this approach (the theory-driven ver-
sion) on the grounds of its impracticality and irrelevance in some
instances. Let me offer a response. First, I do think causal-model
tests should be done when possible, because of our obligation as sci-
entists to society and science to contribute to the knowledge base.8
In the end, what we learn from a single evaluation may not help
much. But what we learn from a number of causal-model tests, in
different settings, could help us significantly. I do not mean, how-
ever, that causal-model evaluations should be done when there is
not enough time, money, or experience to carry them out, nor do I
believe that Chen, Rossi, Weiss, or other proponents of this approach
would argue that practical matters should be dismissed.

HOW COMPLEX SHOULD MODELS BE?

Weiss (1995) has argued that formulating and testing a model of
how the program works (in her theory-based evaluation) could help
evaluators when conducting studies in which no adequate compari-
son groups can be found. Her basic premise is that the less rigorous
our evaluation is in terms of internal validity, the more links in the
model we should test. A non-experimental evaluation should increase
a test the number of links in the model.

But Lipsey’s (1997) point is well-taken. So few causal-model evalu-
ations are done that even a simple two-step model (involving only
one mechanism or link and the final outcome) would represent con-
siderable advancement in certain areas. This would be especially
valuable for randomized and quasi-experimental studies, since: (a)
rigorous designs usually have stable interventions that are more
focused than CCIs and lend themselves to relatively simple causal
models; (b) their internal validity rigour is high to permit one to
trust the observed effects at each link; and (c) they currently (and
almost exclusively) comprise the studies used in systematic reviews
and meta-analyses.

BENEFITS OF THE CAUSAL-MODEL APPROACH

The greatest advantage of the causal-model approach is that it pro-
vides empirical data on why the intervention worked or failed. In
most evaluations, we usually work retrospectively from the results
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to suggest theories or reasons why a certain effect was observed for
the intervention. With no data, our post-hoc theorizing remains un-
tested. The causal-model approach uses the reverse strategy: start
with a model or program theory and use the evaluation to test it.
Weiss (1995), Chen (1990b), and Bickman (1987) among others have
suggested several other potential benefits of using this strategy. I
summarize some of these below.

Providing Guidance for Evaluation Decisions

The evaluator is faced with a myriad of decisions at the start of the
study. An explicit causal model should provide evaluators with guid-
ance on the important measures to select, the data to collect, and
the type of design that would be most appropriate (Weiss, 1998).

Planning

As Weiss (1995) writes, forcing the practitioners, program design-
ers, and other stakeholders to make explicit the underlying causal
assumptions is a valuable process in its own right. It can serve a
formative purpose, if done early on in the program, helping the staff
to improve operations. For example, if evaluators and different
stakeholders collaboratively discuss their underlying assumptions,
faulty thinking about why the program should work might be ex-
posed. If some aspect of the intervention was hastily built on the
assumption, it might still be possible to correct the program before
it is up and running full speed.

Reducing Resistance to Evaluation

As Chen (1990a) and Huebner (1998) have noted, the process of sit-
ting down with stakeholders to work out a model of how the pro-
gram will work has other benefits. Chen writes that the process can
“enhance communication between stakeholders and evaluators with
respect to their views and consensus in designing a useful evalua-
tion” (1990a, p. 16). Huebner (1998) noted how evaluators were able
to overcome barriers of resistance to the study by administrators
and teachers by working collaboratively on the program model.

Program Replication and Diffusion

Hacsi (1998) discussed how causal-model evaluations can help policy
makers and program planners replicate and diffuse successful in-
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novations. Not knowing why a program works does not mean it can-
not be used. Understanding the critical mechanisms at work should
make diffusing successful programs less chancy. As Bickman (1987)
noted, it is not the program that we wish to replicate in other set-
tings (since it will likely be composed of different staff, funding,
motivation, and clients), but the underlying causal theory (that this
program will work to reduce crime or improve student learning or
increase employment).

Suggesting a Future Research Agenda

As the evaluation by Heflinger et al. (1997) showed, articulating a
causal model and trying to test it are two different things. They
found that a critical link in their model (advocacy skills acquisition)
could not be reliably measured given the paucity of instrument de-
velopment in this area. But pointing out past research deficiencies
and suggesting a future agenda is still an important contribution to
social science.

Providing Data for Systematic Reviewing

The greatest potential for knowledge contribution may come when
systematic reviewing techniques — including meta-analysis when
appropriate — can be used to analyze the results of a collection of
causal-model studies in a particular intervention area (e.g., juve-
nile delinquency treatment, school-based violence prevention, etc.).
Causal-model evaluations, if reported with full integrity, will pro-
vide more data for systematic reviewers to use in their analyses.
Meta-analytic techniques, in particular, might give us strong clues
about which mechanisms are most important in effective programs
(Lipsey, 1997; Petrosino, 1998; Weiss, 1995). Data, however, that
are not collected and reported cannot be used in later reviews. By
using the causal-model approach, the evaluation is oriented toward
collecting, testing, and reporting critical data on mechanisms that
can later be examined in systematic reviews. International organi-
zations recently created to prepare, maintain, and make accessible
systematic reviews of research on effects of intervention — such as
the newly formed Campbell Collaboration for the social sciences and
the successful Cochrane Collaboration for health care — could ex-
ploit this information wisely.9
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BARRIERS AND LIMITATIONS

Evaluation sages have long acknowledged the barriers and limita-
tions to conducting causal-model evaluation (Bickman, 1987; Scriven,
1998; Weiss, 1997b). These include some of the following.

Money and Time

Causal-model evaluations increase the amount of data that must be
collected and analyzed. As a result, the money spent on evaluation
will need to be increased. Evaluators will also have to spend more
time in the setting, sometimes working closely with program staff
and other stakeholders, to develop a coherent model that can be
tested in the study.

Bottom Line Focus

In many instances, evaluators may be the only ones who care about
the underlying causal assumptions. Policy makers and other
stakeholders may only be interested in final outcome results and
unwilling to pay for the evaluator’s desire to contribute to the larger
social science knowledge base at the client’s expense.

Endless “Why?” Questions

As Rosenthal (1998) suggested, like the small inquiring toddler, we
can always ask the why question of a program. For example, using
the Denmark causal-model evaluation results, why did the program
fail to alter citizen perceptions of burglary? No matter how detailed
our model and results, someone can always ask why a certain effect
was observed. No evaluation can hope to answer every possible ques-
tion (Weiss, 1995).

Failure to Specify Effects

Bickman (1998) notes that most program theories or models fail to
specify what an acceptable effect is for each link in the model. Us-
ing the randomized experiment as an example, models do not specify
if and how the treatment group will differ from controls and when
that difference will emerge. Sometimes the important effect is not
whether a significant difference between the groups at the first model
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link is found, but if the experimental group reached a certain level,
regardless of how control participants did. This needs to be better
specified in our models.

Problems of Mechanism Measurement

As Weiss (1997b) noted, social science has just begun to emphasize
and begin testing the role of mechanisms for change. Consequently,
measures that operationalize the important concepts still need to
be created, tested, and validated. In some areas, adequate meas-
ures are not available nor systems set up to collect desired data.

Over-simplicity of Models

Rogers (1998) has pointed out that evaluators using this approach
often use simple, linear models. These models presume that vari-
ables act and react like dominoes, i.e., link one will change result-
ing in a change at link two, resulting in a change at link three and
so on. The real world, as Rogers (1998) notes, might not work that
way at all. Instead, feedback mechanisms, looping, external influ-
ences, and other factors not accounted for in the model might also
be operating.

CONCLUSION

Given some sizable limitations, the reader might wonder how causal-
model evaluations get done at all, let alone how we might increase
their number. I suggest one possible remedy. We need to restruc-
ture the way that funding for evaluation is carried out at the fed-
eral and state level (Petrosino, 1998). As Sherman and his colleagues
write about criminal justice (Sherman et al., 1997), the requirement
that all grant recipients do an evaluation has resulted in almost
none of them getting done. My interviews with evaluation and pro-
gram managers in government agencies underscore a core theme:
at the end of each fiscal year, despite our millions invested, little has
been learned — either about what works or why.

Instead of asking every grant recipient to do an evaluation on skimpy
funds and getting back what we paid for (mostly input data on cli-
ents served), we should pool our evaluation monies together. Rigor-
ous, causal-model evaluations should be supported for about 10% of
programs (Petrosino, 1998). If done in each state — and at the fed-



LA REVUE CANADIENNE D'EVALUATION DE PROGRAMME 17 I
.|

eral level — we would amass a significant body of knowledge in a
relatively short time. Systematic reviewing techniques — including
meta-analysis when appropriate — could then arm us with far more
information on programs and their effects than is currently avail-
able (Petrosino, 1998).

A second point is the need for social science to keep better track of
its evaluations. What good is the extra effort and cost in doing causal-
model evaluations if we cannot learn from them, collectively, as they
are reported over time?10 Whether they are published or not, we
should by now have a register or centralized catalogue of evalua-
tions, including causal-model studies, that test the effects of some
social program, policy, or practice. We can haggle over how well-
controlled the evaluations need to be to get into such a register. But
the medical field, with its Cochrane Collaboration and electronic li-
brary of over 218,000 clinical trials (as well as a database of system-
atic reviews), has provided us with a nice example in practice. An
international group of researchers has initiated such an effort with
randomized trials, but these represent a fraction of the evaluative
studies conducted (Petrosino, Boruch, Rounding, McDonald, &
Chalmers, forthcoming).

Third, the time is ripe for a few studies that empirically test the
value added by the causal-model approach. Huebner (1998) has taken
a nice first step by describing the experiences of evaluators who con-
ducted several causal-model (she uses the term theory-based) stud-
ies of educational interventions; as mentioned earlier, they found
that the process helped to break down resistance to the evaluation
and helped to build a healthier, non-adversarial relationship between
evaluators, administrators, and teachers. I think we also need to
examine whether causal-model evaluations are utilized more in sub-
sequent policy, program, or practice decisions than traditional or
process-outcome studies.

The causal-model approach could advance social programming more
than our current evaluation practice. We would not only learn
whether something worked, but also more about why. As our knowl-
edge of underlying mechanisms becomes more established, our abil-
ity to diffuse successful justice interventions should also be enhanced
(Hacsi, 1998; Pawson & Tilley, 1994).
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NOTES

1.

Social science is still at the roots of their later discussions. In fact,
Chen and Rossi define program theory as “substantive knowledge
that is action-oriented, preferably grounded in previous research,
concerning a program and the social problem the program attempts
to alleviate” (1992, p. 2).

I would like to see some standardization of the lexicon. The word
“theory” raises too many problems for my comfort, particularly when
trying to communicate with persons unfamiliar with evaluation
scholarship or jargon. But “model” also seems problematic, given its
different uses in social science (Weiss, 1997b). “Causal path” was
used by David Cordray of Vanderbilt (1992), and causal model evalu-
ation seems to me to be the best fit, but I remain open to any term
with potential to weave together the different jargon used to de-
scribe all-too-similar approaches.

PDE requires schools and organizations to specify their theories of
action on which to base programs and define measurable objectives
based on such theories (Gottfredson, 1984).

Schon (1997) distinguished his approach from theory-based evalua-
tion in two ways. First, Schon claimed the theory of action evalua-
tion was setting-specific; evaluators should use the approach to learn
and adapt practice in the same setting and not try to generalize
knowledge learned to other sites. Second, Schon discriminates be-
tween three different levels of theory: (a) espoused theory, the ex-
planations that justify the program at the policy level; (b) design
theory, how the program is planned before implementation; and (c)
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10.

theory in use, how the program is actually carried out.

This makes it difficult to track down actual studies that have used a
theory-based approach, since some that would fit adopt a different
evaluation terminology (e.g., PDE) or do not claim the use of any
approach (e.g., Kuttschreuter & Wiegman, 1997).

This definition grew out of many conversations with my co-fellows,
as well as an engaging seminar with Carol Hirschon Weiss in May,
1998.

Short (1975) notes that social science theory may be too general or
vague in translating to a social action program. How do we change
opportunity structures for minority youth?

In examining the code of ethics for leading social science associa-
tions, I have not found this obligation mentioned specifically. I be-
lieve, nonetheless, that it should be considered an obligation.

Information on the Cochrane Collaboration is most easily found at
its website (www.cochrane.org). Its sibling organization, the
Campbell Collaboration, was recently inaugurated in the UK in July
1999 and will focus on syntheses of research on the effects of social
and educational intervention (Davies & Petrosino, 1999).

I should also note the difficulty in learning from causal-model evalu-
ations, since the model might be described in one article, the imple-
mentation in another, and the actual impact study in still another.
Some of the relevant reports may not have been published in acces-
sible outlets, making it logistically more difficult to learn about the
evaluation.
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Abstract:

Résumé:

Self-determination and self-reliance (SDR) are concepts that lie
at the very core of human development and thus are pertinent
to group and community development. SDR implies the ability
and skill to negotiate with external environments to influence
the terms of interdependence. Our challenge as evaluators has
been to identify core elements that are reflective of the transi-
tion from dependency to self-reliance. A further challenge has
been to develop a process of investigation that has relevance
across various communities. To meet this challenge, we have
identified an approach to monitoring and assessing the proc-
esses and outcomes associated with the movement of communi-
ties from dependency to self-determination and self-reliance.
Also, we present a Self-Determination/Reliance (SDR) model
constructed on the essential SDR dimensions of accountability,
decision making, information, knowledge and skills, and re-
source mobilization. Critical movement along each of these di-
mensions indicates progress toward sustainability of
community-based human services projects, programs, and ini-
tiatives.

L’auto-détermination et 'auto-dépendance (SDR) sont des con-
cepts au coeur du dévelopement humain et qui sont ainsi reliés
au dévelopement de groupes et de communautés. Le concept
SDR suggere ’habileté de négocier les conditions d’inter-dépen-
dance avec les environements externes. Notre défi, en tant
qu’évaluateurs, est d’identifier les composantes de base qui
réfletent la transition de la dépendance a 'auto-détermination
et 'auto-dépendance et de développer un processus de recher-
che qui s’applique a une variété de communautés diverses. Afin
de surmonter ce défi, nous avons identifié une approche de sur-
veiller et d’évaluer les processus, ainsi que les résultats, asso-
ciés avec la transition de la dépendance a 'auto-détermination
et 'auto-dépendance des communautés. De plus, nous propo-
sons un model d’auto-détermination/auto-indépendance (SDR)
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établi a partir des axes essentiels SDR, c’est-a-dire la
reponsabilité, le processus de prendre des décisions, I'informa-
tion, les connaissances et les habiletés, ainsi que la mobilisa-
tion de resources. Le mouvement sur chacun de ces axes
indiquerait le progreés vers le développement de services, de pro-
jets, de programmes et d’initiatives au niveau de la communauté
qui sont soutenables.

“We need to make the interdependence of people some-
thing that we value. Only when we start to take other
people’s welfare seriously will they start to do so for us.”
(Peterson, Maier, & Seligman, 1993, p. 309)

EEE Since 1994 in Alberta, authority and responsibility for
health care service delivery has been devolved from the province to
Regional Health Authorities. Recently, Alberta communities have
also been asked to assume responsibility for the organization and
delivery of human services (services and supports to children, youth,
and families through the Children’s Initiative). The transition from
central to regional control is one we, as evaluation and research con-
sultants, are often called upon to monitor and assess.

Our challenge has been to identify core elements that are reflective
of the transition from dependency to self-reliance. A further chal-
lenge has been to develop a process of investigation that has rel-
evance across various communities.

This article identifies an approach to monitoring and assessing the
processes and outcomes associated with the movement of commu-
nity groups and communities from dependency to self-determina-
tion and self-reliance. We present the Self-Determination/Reliance
(SDR) model, which graphically represents the essentials necessary
in movement toward sustainabilityl of community-based human
services projects, programs, and initiatives.

SELF-DETERMINATION/SELF-RELIANCE

Self-determination and self-reliance (SDR) are concepts that lie at
the very core of human development (Deci, 1980). Generally, as a
child grows, he or she becomes increasingly self-reliant, that is, ca-
pable of coping in his or her environment without assistance from a
guardian. When children reach adulthood, we usually consider them
self-determining and self-reliant. They are able to sustain them-
selves.



LA REVUE CANADIENNE D'EVALUATION DE PROGRAMME 27 I
.|

Self-determination and self-reliance are not the same as self-suffi-
ciency (Labonte, 1993). SDR does not negate a continued interde-
pendence with external organizations, institutions, and other groups.
Rather, it implies the ability and skill to negotiate with external
environments to influence the terms of interdependence. SDR is
having the will to accept responsibility for one’s own destiny and to
achieve the necessary skills, knowledge, and attitudes to understand,
appreciate, and benefit from an on-going interdependence with one’s
environments.2

While SDR is an outcome, it is also a process and can be nurtured
and developed throughout a lifetime (Jenkins, 1996). We assume,
then, that most individuals and groups of individuals (e.g., organi-
zations and communities) have further potential to become increas-
ingly self-determining and more self-reliant.

SDR as a Psycho-social Phenomenon

As researchers and evaluators, our orientation to assessment has
been grounded in developmental psychology and sociology. Thus,
the tenets of these disciplines influence our perspectives. At times,
we find ourselves somewhat uncomfortable with the foundations
manifest in many of the empowerment approaches to community
development and capacity building, foundations that emphasize a
power struggle within a political context.

We do not deny that self-reliance, self-determination, and self-di-
rection have been established as psycho-social constructs of empow-
erment. They have even been promoted at the level of the World
Health Organization as essentials of primary health care (WHO,
1979). However, we work with many individuals, organizations, and
communities that would not be classified as “oppressed” or in need
of empowerment. Therefore, to minimize the influence of predispo-
sitions3 that may tend to focus on power and control, we have tended
toward understanding individuals, organizations, and communities
from a perspective of human psychological and social development.
A psycho-social development emphasis recognizes that multiple en-
vironments form the context within which individuals and groups
grow and function as individuals and members of a community. While
we recognize the tremendous influence political context can have on
community, we do not concentrate on the political reality to the ex-
clusion of other environmental realities.
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Various measurement scales have been developed to assess the de-
gree of SDR individuals may have—sometimes expressed as capac-
ity (Green-Demers, Pelletier, & Menard, 1997; Harrison, 1994;
Kraimer, Seibert, & Liden, 1999; Sheldon, 1995). Little if any work
has been devoted to the operationalization and measurement of these
constructs at the collective level. However, some effort has gone into
constructing models and measures of “community participation,”
which is a construct that shares some of the elements we consider
essential for SDR development (Bjaras, Haglund, & Rifkin, 1991).

Therefore, we have identified self-determination and self-reliance
as constructs that pretty much define an individual, group, or or-
ganization’s ability to interact with various external environments
in order to take advantage of opportunities and/or to satisfy needs.
We recognize the development of SDR as a natural progression to-
ward maturity and self-actualization,4 whether maturity is on the
part of an individual or a collective.

SDR in Individuals

Numerous examples are available illustrating the development of
self-relianced in all age groups and in a variety of environments.
One will find evidence that self-determination/self-reliance can be
successfully achieved and/or improved throughout life (Owens,
Mortimer, & Finch, 1996), including situations where significant
barriers to self-determination are encountered — situations such as
adults with severe disabilities (Bambara, Cole, & Koger, 1998), poorly
motivated students (Garner, 1998), and elderly persons (Beckingham
& Watt, 1995).

SDR in Organizations

SDR development has been particularly beneficial in corporate set-
tings. Since the early 1960s, companies have experienced increases
in productivity, quality, and profit through successfully implement-
ing self-directed work teams.6 Currently, companies such as Fed-
eral Express, Tektronix, General Electric, Xerox, Volvo Kalmar, and
Northern Telecom continue to promote self-reliance among employ-
ees (Cleland, 1996; Fisher, 1993; Manz & Sims, 1993; Osborne,
Moran, Musselwhite, & Zenger, 1990). Success observed in business
has motivated many areas of the public sector to employ similar
self-directed work team strategies. Improving SDR through self-di-
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rected work teams has been successful outside business settings,
such as in health (Becker-Reems & Garrett, 1998), academia
(MacDonald, 1995), space exploration (NASA, 1999), and public
schools (SDWT, 1999).

SDR in Communities

SDR in a community is not unlike self-determination and self-reli-
ance in individuals and organizations. Communities, as a group of
individuals sharing some common interest, can develop increased
ability to define and direct their own destiny. We find a great deal
of this discussion in the “community capacity” literature.” Much of
the predisposition surrounding community capacity centres on com-
munities having the wherewithal to be accountable for an assigned
mandate — that is, having the necessary infrastructures, resources,
skills, and supports (Panel on Accountability and Governance in the
Voluntary Sector, 1998). Various approaches and models have been
developed to better understand how communities develop capacity.
For example, Goodman et al. (1998) outlines 10 dimensions of ca-
pacity within two essential elements, participation and leadership.
This might be termed a community readiness approach. Similarly,
community assets and capacity might be approached as a process of
mapping building blocks of opportunity (Mcknight & Kretzmann,
1997). Others prefer a more proactive approach, such as empower-
ment through action research (Flynn, Ray, & Rider, 1994; Minkler
& Wallerstein, 1997), and empowerment through evaluation8
(Fetterman, 1996). A number of action research approaches are
grounded in presuppositional stances of power/politics, such as those
of Freire (1973). Action research in community development is es-
sentially about citizen empowerment. It emphasizes citizen partici-
pation, information and problem solving, and sharing of
power—increases in equity and improvements in social justice
(Flynn, Ray, & Rider, 1994).

SDR GROWTH MODEL

In our experience, we have found it useful to initially take a
phenomenological approach to understanding phenomena (Howard,
1996). This approach leads us to identify the essentials of a con-
struct. The essentials are those elements necessary to make some
“thing” what it is. Having identified a series of elements that make
up a thing, we then reduce the collection of elements until we are
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left with those elements that must be present for that thing to be
recognized. More importantly, we derive these essential elements
from experience, emphasizing the lived relationship of body-subject
to its situation (Merleau-Ponty, 1962).

Through our review of the literature and our experience with or-
ganizational and community development, we have come to under-
stand that the essence of self-determination/self-reliance lies in five
dimensions: accountability, decision-making authority, information
gathering and sharing, knowledge and skills, and resource mobili-
zation. Figure 1 is a model to illustrate our understanding of the
core interaction of elements that lead to increased SDR and out-
come sustainability.

Developing SDR, as presented in the SDR Growth Model, is the de-
velopment of an understanding within the community that enables
and facilitates the community to take responsibility for action (e.g.,
health promotion). Infrastructures that support self-reliance are
structures that promote community accountability, efficient and ef-
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fective decision-making mechanisms, pathways to sufficient re-
sources (capital and personnel) to plan and carry out activities,
knowledge and skill acquisition, and mechanisms for gathering and
sharing appropriate and accurate information. While these are things
that people from the outside may at first glance be eager to provide,
the infrastructure is usually already available; it just has not been
“given over” to support a particular initiative.

Opportunity and Need

We believe that a community’s desire to define its own destiny and
become more self-reliant will be driven by either opportunity or need.
The community will either be presented an opportunity (e.g., gov-
ernment funding available to promote a certain agenda) or identify
a need that requires attention (e.g., increased incidence of crime).
We suspect that growth in SDR is stimulated more by need than
opportunity, since often opportunity presents itself in the form of
grant money. In some of these instances, we have observed a solu-
tion looking for a problem. However, we have not attempted to con-
firm this suspicion.

Accountability/Responsibility

When individuals and communities assume responsibility for them-
selves and others, they experience a sense of accountability for their
actions. SDR at the individual and community level seems to be-
come a real thing when there is a belief in and commitment to mak-
ing a difference. SDR is the understanding and willingness to accept
where the “buck starts and stops.” A sense of accountability is the
motivation that encourages individuals and groups to know what is
going on around them and to take an active role in what happens to
them.

Decision-making Authority

SDR is proactively determining one’s own destiny. An essential ele-
ment, then, of SDR is the authority to make decisions. Just as for
an individual, an organization or a community must see itself as a
decision maker. Decision making is recognizing that options are
available and then exercising the will to make a choice.
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Gathering and Sharing Information

While information may be considered a resource, its importance is
so critical to SDR that it deserves specific attention. Individuals and
groups must have relevant information available to them in order
to make informed decisions. Issues of trust and mistrust arise out of
lack of information or the perceived lack of sharing important infor-
mation. A critical threat to self-reliance is the “mushroom syndrome”
— fed manure and kept in the dark.

Knowledge and Skills

Information alone is not sufficient in the development of SDR.
Projects, programs, and initiatives must have core competencies to
carry out activities. In human services, technical knowledge and skill
are often not enough. Those responsible for success must have cer-
tain social and emotional abilities to handle the demands of change
and ambiguous contexts.

Resource Mobilization

Activities consume resources such as time and money. Resource
mobilization is determined by three factors — availability of re-
sources, access to resources, and administration of resources. Re-
source considerations range from mobilizing financial support to
recruiting and supporting human resources. Community facilitators
are often surprised at the extent of resources existing within their
communities (as are community members themselves). While in
many instances resource issues centre around money, without abil-
ity to organize, lead, manage, and delegate human resources, finan-
cial resources may be of secondary importance.

Outcome Sustainability

SDR is important to the sustainability of community-based human
services. From our point of view, sustainability is maintaining long-
term outcomes that are worth maintaining. Determining “worth,”
however, requires some attention to measuring costs (resource com-
mitments of time, space, and money) and either effectiveness or ben-
efits.9 Maintaining long-term outcomes is more likely when the value
of those outcomes is shared in the broader social, political, and eco-
nomic context within which a service system rests. Sharing of value
is more likely when the service system recognizes and fosters its
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interdependence with the environment. SDR is the recognition and
development of interdependent relationships that profit both the
service and the environment in which the service is maintained.

While total self-sufficiency is likely unachievable for most individu-
als, organizations, or communities, self-determination and self-reli-
ance remain critical for sustainability. Movement toward
self-sufficiency along each of the five dimensions must reach a cer-
tain critical position10 before SDR contributes to sustainability.

ASSESSING COMMUNITY SDR

Assessing self-determination and self-reliance is particularly sali-
ent in understanding contemporary culture (Peterson et al., 1993).
SDR is a psycho-social phenomenon and a prominent theme in the
development of individuals, work groups, and communities. Con-
temporary culture encourages independent thought and recognizes
the value in “assertive voice.”

Evaluating and understanding community SDR from this perspec-
tive requires that questions address the manifestation of SDR in
the dimensions outlined in our SDR growth model:

¢ To whom are communities responsible and accountable? Are
they prepared to take on this responsibility? What indica-
tors reveal growth in accountability?

¢ To what extent do community members choose to be involved
in decisions that affect them? What indicators reveal growth
in decision making?

¢ Do communities have the information they need? Do they
seek what they don’t have? Do those community members
with information share what they know with others? What
indicators reveal growth in information gathering and shar-
ing?

¢ Do communities have the necessary knowledge and skill to
act on information and accommodate change? What indica-
tors reveal growth in knowledge and skills?

e To what extent do communities mobilize resources to do
what they want to do? What indicators reveal growth in
resource mobilization?

These questions inform us of a community’s desire to be more self-
determined and self-reliant and indicate movement toward increased
SDR.
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Looking with the Community

One of our presuppositions in understanding community SDR is that:
in many instances capacity to be self-determined and self-reliant
are a priori, that is, to some degree they already exist within. There-
fore, in determining the extent to which a community is exercising
SDR, we have found it more appropriate to “look with” the commu-
nity rather than “look at” the community.

Looking with a community is allowing the community to “reveal”
itself. Allowing the community to reveal itself to evaluators,
facilitators, social marketing promoters, and/or community capac-
ity builders involves patience. It also requires a good deal of listen-
ing and observation.

Working with a community is most often working with a commu-
nity organization or community working group assigned responsi-
bility for community development or the implementation of an
initiative or program to enhance community development. When we
refer to assessing the SDR of the community, we are most often re-
ferring to a “work group” that represents community interests.

Initially, assessing growth in SDR is watching for and determining
the extent to which behaviours manifest themselves that indicate a
movement from less to more SDR. With tact,11 we share our obser-
vations with the community. Secondly, we engage the community in
reflective sessions that assist community representatives in deter-
mining where they see themselves along each of the SDR dimensions.

Sample Indicators of SDR

In the following set of sample indicators, we make reference to com-
munity. For the most part, we are referring to a majority of commu-
nity members.

Accountability/Responsibility

¢ Community acknowledges its role in creating particular cir-
cumstances (i. e., reduced tendency to lay blame on others
or external factors).
Community can articulate community values.
Community is committed to a common vision.
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Community goals and objectives are clearly articulated.
Success is determined by reflection of outcomes and impacts
on goals and objectives.

Community members commit time to a process even when
other priorities beckon.

Decisions/actions reaffirm the vision.

Decision-making Authority

Roles and responsibilities of various groups are clearly ar-
ticulated.

Decision-making processes are clearly defined.

Actions taken at community level are directed by decisions
made at community level.

Constituents are adequately and fairly represented.
Community values guide decisions and actions.
Community policy guides and informs decision making.

Information Gathering and Sharing

Community is aware of issues and actions.

Community shares a common understanding of issues and
actions.

Gaps in information are identified.

Diverse sources of information are sought.

Information is gathered from all groups in the community,
including vulnerable groups (e.g., workshops and informa-
tion sessions are provided on vulnerable/ethnocultural
groups in the community, guest speakers, tours, visitations).
Information is actively disseminated to all community mem-
bers.

Community has convenient access to information that is
presented in formats useful and relevant to users.

Knowledge and Skills

Tolerance for diverse perspectives.

Reflection on one’s own perspectives in light of other’s per-
spectives and experiences (ability to learn).

Tolerance for ambiguity and change.

Capable of synthesizing diverse information.

Capable of identifying gaps in knowledge and skills.
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Ability to listen through people’s experiences to identify is-
sues from community input.

Knowledge of community context (multiple environments).
Ability to articulate ideas and perspectives.

Resource Mobilization

Resources are considered beyond those that are strictly fi-
nancial (e.g., in-kind, human).

Resource requirements are articulated.

Community assesses the availability of local resources.
Community assesses the availability of resources outside
the local domain.

Identified needs are met.

Community establishes a broad network of contacts that
can serve as connectors to resources.

Community is able to articulate a resource mobilization
plan.

CONCLUSION

The SDR Model identifies the key elements we believe determine
the extent to which a community has the will to determine its own
destiny. They are:

1.
2.
3. Information that is relevant and timely to make appropri-

Commitment to and a sense of responsibility for others in
the community;
Authority to make critical decisions;

ate decisions;

Knowledge and skill to reflect on and respond to informa-
tion and decisions made; and

Resources available to community members (whether they
exist in the community or the community receives them from
outside).

Through an increased sense of SDR, communities move forward with
confidence and a sense that they can survive without extensive ex-
ternal support, while continuing to acknowledge that they exist
within an interrelationship with their external environment. Most
importantly, communities willingly and actively engage in an inter-
relationship with their external environments to fulfil their needs
and exploit opportunities. This engagement is a movement toward
sustainability.
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What remains, however, is the validation of our assumptions, di-
mensions, and indicators through prioritization of indicators and
development of measurement scales for each dimension of SDR along
a continuum of outcome sustainability.
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NOTES

1. Sustainability is the maintenance of long-term outcomes.

2. Environments are many (natural, social, political, economical, etc.).
3. As a human activity, all research and evaluation is grounded in vari-

ous presuppositions that influence the questions we ask and the
answers we accept.

4. Maslow (1968) identified various levels of actualization as levels of
need satisfaction. Groups (organizations and communities) can be
viewed in a similar light, in that a collective (such as a business)
will satisfy survival needs before it endeavours to fully satisfy higher
order needs such as mission and vision.

5. A great deal of the literature makes reference to self-determination.

6. One can find references to the merits of individual self-reliance as
well in literature directed at self-leadership (Sims & Manz, 1996).
More importantly, possibly, is the evidence that supports the devel-
opment of self-reliance/determination as beneficial in reducing “group
think” and improving the quality of group decision making (Kroon,
Hart, & van Kreveld, 1996).

7. While one might expect most of the literature on community capac-
ity to reside in community development, a large body of literature
on the topic can be found in the areas of health development, health
policy, and health promotion.

8. A critical appraisal of empowerment evaluation can be found in
Worthington (1999).
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9. An excellent treatment of cost-effectiveness analysis can be found in
Yates (1998).

10. At this time, critical position has not been measured or validated.

11. Communities are not likely to be responsive to being told that they
are more or less self-reliant. Many of our discussions begin with
“We have noticed that the groupis ...”.
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Abstract:

Résumé:

From time to time, research on evaluation issues deals with a
sequence of events or episodes which an analyst would prefer
to examine in its entirety rather than event by event. However,
quantitative methods for comparing sequences of events or ac-
tivities and analyzing their similarity among populations and
samples have rarely been applied in social research. This arti-
cle describes the tasks undertaken during the cycle of evalua-
tion of housing programs by CMHC prior to 1997 and analyses
the major evaluation products in terms of the similarity of con-
stituent tasks. A brief introduction to combinatorial methods
for measuring similarities among whole character sequences is
presented and new research applications are proposed. The
analysis uses a new program for sequence alignment analysis
called ClustalG, which is a modification of the ClustalX pro-
gram used in molecular biology.

Il arrive a l'occasion qu'une recherche sur des questions
d’évaluation se penche sur une suite d’événements ou d’épisodes
qu’un analyste préfére examiner dans son ensemble plutét que
séparément. Cependant, les méthodes quantitatives qui exist-
ent pour comparer des séquences d’événements ou d’activités
et analyser leur similarité parmi des populations ou échantillons
sont rarement utilisées en sciences sociales. Cet article décrit
les différentes taches entreprises durant le cycle d’évaluation
des programmes d’habitation par la Société canadienne
d’hypotheques et de logement (SCHL) avant 1997 et analyse
les principaux produits des évaluations de la Société selon leur
similarité en ce qui a trait aux tdches constituantes. De plus,
Particle résume briévement les méthodes combinatoires pour
mesurer les similarités parmi des séquences de caractéres et
suggeére de nouvelles applications de recherche. On utilise un
nouveau programme d’analyse séquentielle, nommé «ClustalG»,
qui est une modification du programme «ClustalX» employé dans
la biologie moleculaire.
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I Many social processes are best examined as sequences
rather than as discrete events. For example, it may be of interest to
know whether certain sequences of occupations, say at the begin-
ning of a working career, are more likely to lead to high income,
infrequent unemployment, or some other result. Another example
would be to determine how efficient children are doing homework.
Holding homework time constant, are some patterns of homework
episodes more likely to result in completed homework and good scho-
lastic results than other patterns? To answer such questions, some
measure of the similarity of sequences of events is necessary.

Methods for measuring similarity and differences among sequences
of qualities, states, or events were not available until the 1970s and
are still almost unknown in social science. Social research on se-
quential data such as life or employment histories, business proc-
esses, or time-use patterns has relied almost exclusively on
narratives or content analysis. These provide only weak measures
of similarity of the processes as a whole, or of parts of processes.
Development of sequence alignment, or optimal matching algorithms
as they are also called, provides quantitative measures of similarity
or difference between character sequences.

This article briefly introduces the techniques of sequence alignment
and illustrates their application using a recent exercise undertaken
in the evaluation division at Canada Mortgage and Housing Corpo-
ration that identified the steps that typically were followed during
the cycle of program evaluation. It then compares the structure of
the stages of the evaluation cycle using the measures of sequence
similarity produced by the ClustalG software package.

SIMILARITY MEASUREMENT USING ALIGNMENT ALGORITHMS

Many social processes consist of sequences of events, and the tasks
or events which comprise the process can be represented by charac-
ters or symbols. The similarity between two sequences can be seen
by writing the characters of the sequences as the columns and rows
of a table and marking matches between column and row elements
with an asterisk. Two such tables are illustrated in Table 1.

Intuitively, we can see that the character sequences [although] and
[though] are identical if we ignore the [al] characters. When identi-
cal sequences are written as a dot matrix as above, they display a
strong diagonal pattern, with occasional off-diagonal elements where
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letters are repeated. More distantly related sequences show weaker
diagonal patterning.

The sequences [wherever] and [everywhere] are composed of nearly
identical syllables but in a different order. The similarity of the syl-
lables is illustrated by short downward sloping patterns in the top
right and bottom left corners of the table. The reversal of the order
of the syllables is illustrated by the displacement of the two lines.

If the characters represent tasks within a process, for example the
drafting of an evaluation framework, one can see that it is possible
to analyse processes in a variety of ways. Different processes can be
compared. Processes that are in principle the same, such as prepa-
ration of evaluation frameworks for two different programs, may be
examined to measure how similar they are. Three or more processes
can be compared to categorize them according to relative similarity.

It is easy to imagine that the simple tabular device of illustrating
matching sequence elements with an asterisk can be formalized to
produce more powerful quantitative techniques. The first account
of alignment methods including an explicit scoring system for meas-
uring sequence similarity was published by Needleman and Wunsch

Table 1.
Dot Matrix Analysis of Character Sequences
a | t h 0 u '] h
t *
II * *
n *
“ *
g *
II * *
e Vv e r y w h e r e

T oe=0®T o®S=s
*
*
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(1970). This is a classic source and is quite comprehensible to non-
biologists. A number of combinatorial theorems were published dur-
ing the 1970s that established the mathematical basis for different
approaches to sequence alignment, and the methods have become
standard in molecular biology since the 1980s. The seminal text cov-
ering applications to many fields is Sankoff and Kruskal (1983). A
more recent text on biological applications is Waterman (1995). A
good introduction to the methods and applications in social sciences
is Abbott (1995). Wilson (1998a, 1998b) applied sequence alignment
methods to time-use data gathered through diary surveys.

Sequence alignment is a procedure by which one sequence, called a
source, is transformed into another sequence, called a target, using
a set of eligible operations. The optimal alignment(s) is the one that
equates the two sequences with the least cost or the largest similar-
ity score, depending on how operations on sequence elements are
weighted. The basic operations are matches, substitutions (or mis-
matches), and insertions and deletions. In the top of Table 1 the [al]
characters may be thought of as being deleted from [although] or
inserted in [though]. Insertions and deletions are thus always used
in pairs and are called indels in some texts. An insertion in one se-
quence creates a gap in the other sequence and optimal alignments
will usually show a pattern of matched, mismatched, and gapped
elements. Matches will tend to dominate the alignment of similar
sequences. Alignment analysis produces two kinds of output: the
graphic alignment of sequence characters and the similarity (or dis-
tance) measure between two sequences.

Alignment of two sequences is called pairwise alignment. The basic
procedure can be generalized to any number of sequences using
multiple alignment algorithms. However, the computational de-
mands of multiple alignment increase as the average length of the
sequences is raised to the power of the number of sequences to be
analysed. Multiple alignments therefore rapidly become
uncomputable and are carried out in practice using some variant of
clustering procedures based on a matrix of difference indices de-
rived from pairwise alignments. Algorithms that compare whole se-
quences are called global alignments. Others are designed to find
similar subsequences and are called local alignments.

TRANSITION AND REORGANIZATION AT CMHC

In 1996, the Government of Canada redefined the responsibilities
of Canada Mortgage and Housing Corporation in the areas of hous-
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ing finance, assisted housing, export promotion, and research and
information transfer. The transition to a new corporate organiza-
tion to carry out the new responsibilities entailed a review of the
systems and services of all sectors of CMHC and of the field-office
structure. The ensuing reorganization involved retention of certain
functions within the Corporation and the purchase of others from
external suppliers.

As part of this exercise, the program evaluation division undertook
a review of its products and procedures as they had been delivered
up to 1996 to identify those that could be purchased more cost-effec-
tively.

DEFINITION OF THE EVALUATION CYCLE

Up to 1996, the program evaluation cycle at CMHC consisted of an
evaluation framework prepared at the time that a program was im-
plemented or substantially changed, an assessment report prepared
when a program was being considered for evaluation, the evalua-
tion study itself, and a publication and follow-up process for the
evaluation study report.

In preparation for the review and decision regarding contracting out
some or all of the evaluation stages, the divisional staff had to de-
fine the steps that comprised each stage. Staff had all participated
in some or all of the stages of the cycle, and individually wrote out
the sequence of tasks in each stage. The first drafts identified a few
dozen tasks, but by the end of the analysis we had identified nearly
250 separate tasks within the four stages. Each major product or
stage contains a number of components, each consisting of a number
of tasks. Table 2 shows the four evaluation products and their ma-
jor components. The detailed tasks for the framework stage are
shown in Appendix A. The author will supply a detailed list of tasks
to interested readers on request.

A CLASSIFICATION OF EVALUATION TASKS

Once we had identified the sequence of tasks and time comprising
evaluation frameworks, assessment reports, and studies, we con-
sidered how the large number of individual tasks might be classi-
fied into somewhat more general groups of activities. These could
be used to report and analyse estimates of time consumption, among
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other things. However, such an analysis of the internal structure of
evaluation products turned out not to be necessary for subsequent
stages of the reorganization. Only the initial thoughts of the team
were ever recorded, and we produced no draft of an activity classifi-
cation system.

The classification of the several hundred tasks from the task list
shown in the appendix is my own development of our initial efforts
and represents no consensus among any two evaluators as to what
constitutes an adequate definition of evaluation tasks. I developed
it mainly for the purpose of illustrating sequence analysis methods
in the context of program evaluation. The system consists of 12 ac-

tivity categories.

P - Planning

This function includes defining objectives, outlining options, and

estimating the resource needs of future tasks.

Table 2

Evaluation Framework (41 tasks)
1. Program profile (5 tasks)

2. Framework (6)

3. Internal review (9)

4. Approval (15)

9. External distribution (6)

Assessment Report (76 tasks)
1. Update profile (7)

2. ldentify evaluation issues (8)
3. Determine evaluation approach (5)
4. Costing and resources (4)
5. Options (6)

6. Internal review (9)

7. Draft AR approval (13)

8. External review (6)

9. Final AR approval (12)

10. External distribution (6)

Evaluation Study (83 tasks)

1. Partnerships (1)

2. Terms of reference (12)

3. RFP and contractor selection (5)
4. Contract negotiation (12)

9. Questionnaire design (7)

6. Develop sample (8)

7. Data collection (10)

8. Contract finalization and payout (6)
9. Research and analysis (13)

10. Internal review (9)

Evaluation Reporting (45 tasks)
1. Draft study approval (13)

2. External review (6)

3. Final study approval (12)

4. Communications plan (4)

5. External distribution (6)

6. Follow up (4)
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R - Collecting and Reading Published Sources

These tasks include the initial orientation of the evaluation team or
single evaluator to the background of the program and to the asso-
ciated academic, professional, and public literature related to a pro-
gram. Tasks include time spent thinking about or discussing material
that was read.

A - Analysis

This activity involves breaking data down to examine differences or
similarities among subgroups within the data, for example among
types of program clients. It may consist of tabular or multivariate
analysis of quantitative data. For qualitative data, it may involve
simple review of interview notes or more formal content analysis.
In the future, sequence analysis may become a useful method.

S - Synthesis

This class of tasks involves constructing hypotheses about how pro-
grams work or how tests can be constructed to demonstrate or fal-
sify theories, impressions, myths, or reports about the performance
of programs. It includes developing conclusions and recommenda-
tions.

C - Oral Communication
These activities comprise meetings with program managers and pres-

entations of draft frameworks, assessments, studies, or components
of evaluation products.

W - Written Communication
These are all the writing tasks including drafting and revising re-

ports and composing submissions to management and other corre-
spondence.

E - Review and Evaluation

Reviews consist of commentary by evaluators outside the evalua-
tion team or by persons outside the evaluation division, including
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policy and program staff within CMHC, senior management, or ex-
ternal interest groups.

M - Distribution

This group of tasks comprises the mailing or circulation of drafts,
results or final evaluation products to affected offices within CMHC,
to other federal government agencies, and to external interest groups.

V- Decisions and Approvals

These are milestones in the sense that some group, usually CMHC
management, authorizes the evaluation team to proceed to a next
task. They rarely involve any significant use of evaluation resources
or time but are significant events in the evaluation process.

H - Administration

This involves the major tasks in the administration of contracts with
consultants and suppliers and includes contract preparation, review,
and payment.

D - Data Collection

These are the primary data collection tasks of an evaluation, as op-
posed to literature reviews. They include surveys, interviews, and
focus groups. These tasks had usually been contracted out.

T - Translation

Translation is also a milestone that does not consume evaluation
resources.

SIMILARITY OF STAGES OF THE EVALUATION CYCLE

To begin the analysis, we represent the tasks of the components of
the four evaluation stages using the classification and write them
as character strings (see below). The greater than sign indicates a
label line in the data file. The label line is followed by task sequences.
IMustrating the steps of the process as characters shows the simi-
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larity of certain sections very clearly. I have selected some by eye
which are shown bold and underlined. An analyst has no way of
judging if these portray a critical feature of the processes or if they
are more similar than other similar subsequences. Several contain
repeats of subsequences of varying lengths but again it is very diffi-
cult to assess their importance.

> Framework - 5 conponents, 41 tasks

r cSsSW csswpeweewevt myeewevwemvecvwwew mm

> Assessment - 11 conponents, 78 tasks

r casccr cr SWewew CSSW Cpwpwews ceweewevt myeewevwemvecyv

WeW MEWE MAve eWwe v We mv VW Wew mm

> Eval uation study - 10 conponents, 84 tasks

cwwwwapaeew manmavweeevm nthvvsweewnandaanehvvdaaaadnmehvv
nmmahvvaaaaaaaaaswssweweewevt m

> Follow up - 7 conponents, 45 tasks

weewevwe mvecvwew newt mveewevwe nvwwevvwew nmmeas

This is where the application of sequencing algorithms can help.
The analysis was done using the ClustalG software package which
is a rewrite of the well-known ClustalX package (Thompson, Gibson,
Plewniak, Jeanmougin, & Higgins, 1997). ClustalG removes the 26-
letter constraint on the alphabet used to represent amino acids that
is usual in software written for applications in molecular biology.
Events may now be coded in words of up to six letters allowing a
reasonably rich representation of event categories, although this
capacity is not used in this example. ClustalG also eliminates the
explicitly biochemical features of the software and also offers im-
proved mechanisms for transferring diagnostic data to standard sta-
tistical analysis software. An application package including the
source code, documentation, and ClustalG itself is freely available
to researchers at the web site of the International Association for
Time Use Research, <www.stmarys.ca/partners/iatur/clustalG>.

The global alignment of the tasks of the four evaluation products is
illustrated below, printed in two blocks. The block width is 60 ac-
tivities, so the full alignment needs two blocks to be printed. It shows
the best possible arrangement of a set of sequences that can be
achieved by opening gaps of varying lengths in one sequence to cre-
ate matches with characters in other sequences. It illustrates the
arrangement of tasks based on the pairwise similarity scores calcu-
lated from the weights used to reward matches and penalize mis-
matches in this particular trial. In this example matches scored ten,
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mismatches zero, and gaps were given a penalty of one. The align-
ment clearly highlights similar segments of the framework, assess-
ment, and reporting stages comprised of writing (w), reviews (e),
approvals (v), and distribution that occur roughly from positions 40
to 80. The variability of lengths of the input sequences forces the
algorithm to create gaps at the ends of the alignment that have no
substantive importance. When sequence lengths vary substantially,
it is probable that local rather than global comparisons are appro-

priate.
Frame --------mmmiiii oo RCSSVRCSSWPEWEEVEVTMAEEVEVVEMAECVWW/- VEW/
Asses  RCASCCRCRSVWEVEWRCSSWRCPWPWEWSC- EVEEVEVTMAEEVEVWEMAECV- - - WEW/
FOl L OW = - mm e e e VEEVEVVEMAECV- - - \EEW/
Evalu -------mmmmie oo CVWANNAPAEEVWNAMVAVWEEEVWNMCHVVSVEEW
Frame MVb-----ommmmmo oo

Asses MEWTMAEEVEVWEMAWMEW/MME - - = = = - - o o e e e e e e e e m oo o -
Fol | ow NMEWTMAEEVEVVEMVWAWEVVWEW/MMVEAS- - - - = - - - = o - - o e e o - -
Eval u  MAMDAAMEHVVDAAAADVEHVVMVAHVWAAAAAAAAASWESSVEVEEEVEEVTM

Table 3 shows the percent identity of the pairwise alignments of the
four evaluation stages. The matrix shows that the framework is very
similar to the assessment and that the assessment is somewhat simi-
lar to the reporting stage. The evaluation stage is unique with re-
spect to the other three. This is due to the data collection and
analytical activity of the research phase.

One may ask why the cycle as it existed contained so much redun-
dancy? Two factors are at play. Firstly, the framework and the as-
sessment covered much of the same ground. The frameworks were
usually written when new programs were launched or when old pro-
grams were amended. The assessment usually occurred several years
later at the time a program was being considered for evaluation. In

Table 8

Pairwise Similarity Scores for Four Evaluation Products

Framework 100 78 29 96
Assessment 100 20 81
Evaluation 100 33
Reporting 100

Source: ClustalG 1.0 output
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the intervening time, the environment would likely have changed
and new issues may have arisen, but essentially the same proce-
dures would be followed.

Secondly, the internal review and approval processes for external
distribution had become standardized and were common to the
framework, assessment, and reporting stages.

CURRENT STATUS OF THE EVALUATION PROCESS

The evaluation function at CMHC was amalgamated with the in-
ternal audit function in 1997, and the combined Audit and Evalua-
tion Service was reorganized early in 1998. With respect to the
program evaluation side of AES, evaluation studies are expected to
be contracted out in the future. Frameworks will be drafted in-house,
but the structure of the process has not been completely determined.
In particular, it is not clear how the preparation and maintenance
of program frameworks will relate to the production and use of as-
sessments. To the extent that evaluations have recently tended to
have been undertaken fairly soon after programs are launched, it is
possible that the use of assessments will decline. This still leaves
the reporting responsibility with CMHC staff. AES has not final-
ized the structure of the reporting and approval components of frame-
works or of evaluation studies. The definition of the steps previously
followed and the identification of repetitive phases will be useful in
determining how the process may be effectively shortened and re-
designed.

CONCLUSION

This article faced a dilemma at its inception. One cannot write about
applications of an unfamiliar methodology in a discipline, such as
program evaluation, when there really aren’t any, but there will
never be any applications of new methods until practitioners have
some familiarity with them. Thus a rather strained example was
pressed into service to introduce the topic. While a number of social
scientists are becoming interested in problems that involve the com-
plete sequences of events as opposed to examination of factors influ-
encing particular events, sequence alignment is comparatively new
and is all but unknown outside of a small number of scientific disci-
plines.
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Initially, the first applications of sequence alignhment methods in
social sciences that come to mind are taxonomic. Such applications
allow us to examine a number of questions relating to event se-
quences:

e How similar are processes of two subsamples of a popula-
tion?

¢ What is the relative similarity of three or more subsamples?

¢ Has a process changed between two observations?

When multiple alignments are carried out on many sequences,
graphic patterns of event matches and gaps emerge that are gener-
ated both by the sequences that are input and by the analyst’s se-
lection of mismatching and gapping penalties. One of the tasks that
will be necessary in the development of useful social science appli-
cations will be to establish procedures to guide the weighting of simi-
lar events. The graphic output of large sequence analyses helps
researchers see where behaviour is generally the same and where it
is generally different. How this contributes to social research and to
the evaluation of public spending programs remains to be seen.

The process of constructing a large alignment may use any one of a
large variety of cluster analysis algorithms. This in turn creates a
classification of individuals or observations based on the similarity
of event sequences. In other words, the method generates a nominal
variable that identifies classes of processes or behavioural groups.
Applications of such variables are somewhat easier to foresee.

A variable that classifies sample observations can be used as input
to certain multivariate methods, say regression, as either a depend-
ent or independent variable. Group membership can be used as a
dependent variable in a logit regression in which the independent
variables are the characteristics that are thought to influence group
membership. As an independent variable, group membership can
be used to explain some other condition. To return to the example in
the introduction, one might use the style of doing homework as a
dummy variable in a regression explaining performance in school.

In program evaluation, research on event sequences would seem to
be relevant to both formative and summative studies. In formative
evaluation, evaluators are interested in program implementation
and may concentrate on administrative processes. One might apply
alignment methods to the sequence of events during the implemen-
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tation of a program to examine how much a new procedure differs
from an old procedure or to examine consistency of implementation
among field offices.

In summative evaluation, alignment methods are more likely to be
applied to the substance of social processes rather than to the evalu-
ation tasks themselves. In a recent evaluation conducted by CMHC,
an issue related to the role of on-the-job training of young workers.
Had resources been available for more extensive research, it would
have been possible to gather information on the daily activities of
workers, including formal and informal training sessions. If recog-
nizable patterns of training or supervision were related to particu-
larly successful or unsuccessful working internships, this would have
provided evidence of the effectiveness of internships under different
training regimes. Currently, research at CMHC and elsewhere is
examining the patterns of transitions of households from location to
location. These housing trajectories are being analyzed using align-
ment methods to group respondents into typical trajectory patterns.
Group membership is then used to identify migration patterns.

As researchers become more familiar with considering the similar-
ity and variability of social processes as wholes, deeper questions
about the origins of patterns, of similarity, and of direction of changes
may be investigated.
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Appendix A
Detalled Evaluation Framework Tasks
Task Code | Task Code
Program Profile (5 tasks) Framework Approval (15 tasks)
Collect and read documentation on Draft submission to management w
program design r
Consult program managers and others Director review of submission (1) e
re: program design c
Develop understanding of program Review of submission by program sectors,
activities, outputs, and impacts s | Finance and Legal e
Develop understanding of program logic ] Revise submission w
Write up program profile and logic chart w | Director review of submission (2) e
Review by Vice-president, Evaluation v
Framework (6 tasks) Revise submission w
Collect and read literature re: program Director review of submission (3) e
rationale/impacts/alternative [
Consult program managers and others Submission to MC (through Boards and
re: issues c Committees office) m
Identify evaluation issues ] Prepare supporting documents (Summary,
briefing notes) w
Identify tentative evaluation indicators s | Director review of supporting documents e
Describe information and data Presentation to MC e
requirements w
Tentative evaluation plan (timing and Receipt of RD ]
general resource requirements) p
Report to Board of Directors w
Internal Review (9 tasks) Presentation to Board of Directors ]
Review by PED Staff and Director e
Revisions External Distribution (6 tasks)
Review by Director e Draft covering letters w
Review by program managers and field Review letters e
staff e
Revisions w | Revise letters w
Final review and approval by Director e | Sign letters ]
Final review and approval by VP Evaluation v | Send copies of framework to central
agencies, vested interest groups, acatemic
community m
Translation t Distribution of framework through CHIC m
Printing m
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Abstract: Trois méthodes ont servi a 'évaluation d'un programme de for-
mation préventif chez des travailleurs avec ordinateur: une
méthode épidémiologique de mesure des effets et deux méthodes
qualitatives d’analyse du travail, I'une ergonomique et 'autre
psychodynamique. La combinaison de plusieurs types de don-
nées visait & documenter I'impact du programme dans un con-
texte situé. Ces données permettent d’élargir la problématique
de l'utilisation de la formation pour transformer le travail et de
discuter de certaines mesures et résultats quantitatifs. Cette
approche tridimensionnelle méne a un jugement plus argumenté
sur le programme et suggere des possibilités d’améliorer son
implantation.

Résumé: This article presents three methods used to evaluate an ergo-
nomic preventive training program for VDT workers: an epide-
miological method to measure effects and two qualitative
methods of work analysis based on ergonomic and psychody-
namic approaches. Combining different sources of data aimed
at an understanding of the impact of the program in a given
context and led to a better understanding of the use of training
to introduce preventive practices in the workplace and discus-
sion of quantitative measurements and findings. Finally, the
complementary data allowed a more documented assessment
of the program and indicated possible improvements.

I Un programme de formation visant la prévention des
problémes musculosquelettiques et visuels reliés au travail avec ter-
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minal a écran de visualisation (TEV) a été dispensé a du personnel
professionnel et de bureau de grandes institutions d’enseignement
supérieur. Il visait a transmettre des principes ergonomiques d’amé-
nagement et de réglage de poste de travail relatifs a la posture, a
Penvironnemnt physique, aux mouvements répétitifs inhérents a la
tache et aux principes d’organisation de la séquence des taches pro-
pices a éviter ’apparition ou I'aggravation de tels problémes.

La prestation et I’évaluation de ce type d’intervention d’éducation a
la santé peut rencontrer diverses embiches. Il importe notamment
de bien rejoindre la population-cible ou encore de tenir compte de
I'influence de facteurs individuels ou environnementaux imprévisi-
bles sur le déroulement du programme et sur ses effets attendus.
De fait, le défi dans I’évaluation d'une intervention d’éducation a la
santé est de taille, d’autant plus si elle se déploie dans un milieu de
travail ou les employés sont avant tout payés pour produire et pas
nécessairement pour faire attention a eux.

Dans ce contexte, ’évaluation du programme visait a réunir un en-
semble d’informations et de connaissances permettant «de porter
un jugement de valeur sur l'intervention ou n’importe laquelle de
ses composantes, dans le but d’aider a la prise de décision»
(Constandriopoulos, 1993, p. 13). Le recours a diverses méthodes a
été privilégié pour atteindre ce but (Green & Caracelli, 1997), et des
méthodes qualitatives ont été utilisées pour pouvoir discuter des
effets observés (Lipsey, 1993).

Pour faire I’évaluation de 'impact de ce programme de prévention a
visées ergonomiques (le programme sera briévement décrit plus loin),
une approche interdisciplinaire fut donc élaborée. Elle a combiné
une évaluation d’effets par une méthode quantitative et une éva-
luation d’implantation ainsi qu'une analyse du contexte d’implan-
tation par des méthodes qualitatives. Du c6té qualitatif, deux
méthodes furent retenues: ’analyse ergonomique du travail réell
de personnes formées et I’étude psychodynamique du vécu subjectif
par rapport au travail chez des groupes de travailleurs2 dont cer-
tains avaient suivi la formation et d’autres pas.

Le présent article rend compte de la démarche d’évaluation inter-
disciplinaire suivie dans le but d’établir des ponts entre des infor-
mations provenant des différentes sources de données. Ce faisant, il
ne décrit pas ni ne discute en profondeur les résultats obtenus pour
chacune des méthodes d’évaluation. Le lecteur désireux d’en savoir
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davantage sera aiguillé vers d’autres publications au terme de la
présentation des principaux résultats de chacunes des parties de la
recherche. Cette démarche tend essentiellement a mettre en rela-
tion des données quantitatives sur les effets attendus du programme
et des données qualitatives sur son implantation. Elle permet de
chevaucher deux perspectives évaluatives: une perspective visant a
comprendre le caractére négocié d’'une intervention entre des acteurs
concernés et une perspective visant a porter un jugement de valeur
(Guba, 1990; Guba & Lincoln, 1989).

Apres avoir exposé briévement les grandes lignes du programme de
formation, les trois approches évaluatives sont présentées selon leurs
assises théoriques, la méthode utilisée, et les principaux résultats
obtenus. La discussion de ces résultats juxtaposés contribue a enri-
chir la problématique de la transformation du travail par une acti-
vité de formation. Elle améne aussi des interrogations sur certaines
mesures et résultats quantitatifs et permet d’argumenter un juge-
ment sur la valeur du programme ainsi que de prévoir des moyens
d’en améliorer 'implantation.

L'INTERVENTION

Des évidences scientifiques et cliniques ont permis d’identifier les
composantes ergonomiques optimales pour 'aménagement dun poste
de travail avec terminal & écran de visualisation (TEV). Cet aména-
gement optimal vise & éviter les contraintes posturales et d’ambiance
lumineuse et a gérer les mouvements répétitifs associés a 'appari-
tion de problémes musculosquelettiques et visuels a de tels postes
(Montreuil & Bélanger, 1995). La formation des utilisateurs de TEV
apparait étre un bon moyen de faire connaitre ces principes et d’en
promouvoir 'application. L’objectif est de les rendre aptes a agir
dans divers environnements pour réduire les contraintes relatives
a leur travail avec TEV.

Le modele PRECEDE (Predisposing, Reinforcing, and Enabling Cau-
ses in Educational Diagnosis and Evaluation) de Green et Kreuter
(1991) a servi d’appui théorique pour identifier des facteurs sur les-
quels il faut agir pour amener les individus a adopter les comporte-
ments visés. Ce modeéle identifie trois groupes de facteurs pouvant
influencer les comportements de santé. Premiérement, les facteurs
prédisposants stimulent ou entravent la motivation a adopter un
comportement: ce sont les connaissances (e.g., savoir que I’écran doit
étre réglé a une hauteur donnée), les attitudes (e.g., considérer que
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c’est son réle de faire le réglage), les croyances (e.g., admettre que le
réglage ameénera une amélioration de la posture et préviendra ’ap-
parition de symptomes), et les valeurs (e.g., vouloir se préserver de
certains problémes). Deuxiémement, les facteurs de renforcement
réferent aux réactions négatives et positives de 'entourage (e.g., la
réception faite aux demandes des employés). Et troisiemement, les
facteurs facilitants ont trait aux aptitudes personnelles (e.g., étre
capable de faire le réglage) et aux ressources matérielles (e.g., avoir
un équipement réglable).

Les activités éducatives composant le programme de formation tien-
nent compte de tous ces types de facteurs. Elles ont été élaborées
dans une perspective d’auto-analyse du poste de travail et de prises
d’action préventives. Le programme a été prétesté aupres de 104
personnes (Montreuil & Bélanger, 1998). Les participants ont suivi
sur une base volontaire deux séances de formation en groupe de 12
a 15 personnes provenant d'une méme unité de travail. Ces séances,
d’une durée de trois heures chacune, étaient espacées de 15 jours.
Les moyens pédagogiques utilisés ont été: 'enseignement magistral
a partir d’'un cahier de formation illustré (Montreuil & Bélanger,
1995), des exercices en classe sur deux postes représentatifs du mo-
bilier disponible dans les institutions, une autocritique de son poste
en classe a ’aide d’une photographie de soi au travail, des exercices
a son poste entre les deux séances de formation, et des discussions
en classe sur les transformations effectuées a son poste et sur les
problémes rencontrés.

L’EVALUATION QUANTITATIVE: ASSISES THEORIQUES,
METHODE, ET PRINCIPAUX RESULTATS?

Le volet quantitatif visait la mesure des effets. La théorie dans ce
domaine propose plusieurs directions de recherche, soit la mesure
de Ulefficacité théorique, d’essai, d’utilisation ou [lefficacité
populationnelle. Les effets peuvent étre désirés ou non désirés et se
distinguent aussi selon qu’ils sont a court ou a long termes
(Constandriopoulos, 1993). Ici, c’est I'effet d’utilisation des princi-
pes véhiculés par le programme qui a été évaluée, soit leur obser-
vance et l'influence de cette observance a court terme sur les
problémes de santé. Les objectifs étaient de mesurer les actions di-
rectes ou indirectes prises pour se rapprocher des principes ergono-
miques enseignés et les changements observables dans les
caractéristiques du poste et dans les contraintes posturales (effets
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intermédiaires) ainsi que la réduction des symptémes musculo-
squelettiques et visuels (effets finaux).

Suivant un devis expérimental de type avant-apres, un groupe ex-
périmental (GE: 284 personnes recevant la formation) a été com-
paré a un groupe témoin (GT: 343 personnes ne recevant pas la
formation). Les personnes formées et les témoins se sont vus assi-
gnées aléatoirement a leur groupe respectif selon un critére géogra-
phique. C’est-a-dire que les sujets du groupe expérimental ne
travaillaient pas dans les mémes édifices ou les mémes institutions
que les sujets du groupe témoin. Les deux groupes occupaient des
emplois similaires au sein de grandes institutions d’enseignement.
Plus de 75% des sujets étaient des travailleurs de bureau et 1’assi-
gnation a 'un ou l'autre groupe s’est faite sur la base des unités
géographiques et administratives ol les participants oeuvraient (ser-
vices ou départements). Un relevé des actions accomplies a été ef-
fectué par entrevue téléphonique deux semaines apres la formation;
les caractéristiques du poste et les contraintes posturales ont été
évaluées au site de travail, en T1 avant la formation et en T2 six
mois apres, a 'aide d’une grille d’observation standardisée. Les symp-
tomes musculosquelettiques (aux régions cou-épaules, poignets-
mains, lombaire) et les symptémes visuels ont été évalués par
questionnaire auto-administré (T1 et T2). Un examen physique a
été réalisé chez les personnes présentant des symptomes
musculosquelettiques plus importants. Les antécédents médicaux
ou accidentels de problémes musculosquelettiques, les caractéristi-
ques des taches, la cadence, la demande psychologique, et la lati-
tude décisionnelle au travail (Karasek & Theorell, 1990) ont
également été évalués par questionnaire.

Le GE et le GT étaient comparables au temps 1 sur les caractéristi-
ques socio-démographiques (age, sexe), biomédicales (indice de masse
corporelle, activité physique de loisir, antécédents de maladies chro-
niques: diabétes et maladie de la thyroide), et professionnelles (ca-
tégorie d’emploi, nombre d’heures sur écran, % ayant une contrainte
posturale, % ayant une demande psychologique élevée, % ayant une
latitude décisionnelle faible. Une exception cependant est a signa-
lée quant a la proportion de fumeurs qui était significativement plus
faible dans le GE (GE: 13,1%; GT: 21,7%)

Les effets attendus ont été plus importants dans le GE que dans le
GT, tel que synthétisés au tableau 1-A. En tenant compte des postes
qui offraient des possibilités de réglages, les actions rapportées deux
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semaines apres la formation étaient significativement plus fré-
quentes dans le GE que dans le GT. De méme, l'observation faite
aux postes six mois apres la formation révele une diminution signi-
ficative plus importante de la proportion des postes comportant des
contraintes posturales dans le GE que dans le GT.

Les effets finaux évalués par questionnaire ou par examen physique,
six mois apres la formation, démontrent une modification selon I’dge.

Tahleau 1
Mise en paraliéle des résultats des trols méthodes évaluatives
A - Quantitative
284 sujets formés, 343 témoins
Etfets intermédiaires:

¢ Plus de sujets ayant rapporté des actions par entrevue téléphonigue deux semaines
apres la formation dans le GE que dans le GT:

— Différence significative pour cing types d"améliorations: ramener I'écran au centre,
régler la hauteur de I'écran, de Ia chaise, et du clavier, régler I'angle d'inclinaison du
clavier.

¢ Plus d'améliorations significatives ohservées aux postes de travail dans le GE six mois
apres la formation:

— GE: différence significative: réglage adéquat de la couleur du fond de I'écran,
changement d'écran pour que sa taille soit supérieure a 300 mm, réglage de la
hauteur et de I'angle du porte-documents et de I'angle d'inclinaison du clavier,
utilisation d'un appui-paumes,

— GT: une seule amélioration significative: changement d'écran pour gue sa taille soit
supérieure a 300 mm.

e Apres six mois, diminution plus importante de Ia proportion de postes comportant des
contraintes posturales spécifiques dans le GE:

— déviation face I'écran [GE 19,7% (p=0,000), GT 6,6% (p=0,041)];

— ligne brisée avant-bras/poignets [GE 20,0% (p=0,000), GT 12,6% (p=0,001)]

— hauteur inadéquate des yeux par rapport a I'écran [GE 10,8% (p=0,010), 6T 5,4%
(p=0,331)1.

Effets finaux aprés six mois:

« Diminution significative de la prévalence des symptomes musculosquelettiques pour les
régions cou-épaules, poignets-mains, et lomhaire chez les sujets du GE ayant moins de 40
ans (35% de I'échantillon):

— rapportés par questionnaire [GE de 20,4% a 9,3% (p=0,03), GT de 19,1% a 11,0%
(p=0,10);

— évalueés par examen physique [GE de 18,8% a 2,9% (p=0,003), GT de 18,3% a 10,8%
(p=0,19)1.

« Diminution significative de la prévalence des symptomes visuels rapportés par
questionnaire chez les sujets du GE ayant moins de 40 ans (35% de I'échantillon) [GE de
17,5% a 8,3% (p=0,05), GT de 10,0% a 11,9% (p=0,69)]1.
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Chez les moins de 40 ans, on observe une diminution significative
de la prévalence des symptémes musculosquelettiques uniquement
chez les sujets du GE. Dans le GT, une diminution a également été
observée chez les utilisateurs de moins de 40 ans, toutefois elle était
de moindre importance et non significative. Chez les sujets de 40
ans et plus du GE et du GT, aucune variation significative de la
prévalence n’a été observée six mois apres la formation. De méme,
pour les problémes visuels rapportés six mois apres la formation, la
prévalence a diminué significativement uniquement chez les sujets
de moins de 40 ans du GE.

Ces données quantitatives tendent donc a montrer que le programme
serait plus profitable pour les sujets de moins de 40 ans.

Tableau 1 (cont.)

B - Qualitative ergonomique
11 cas observés pendant 2-8 jours chacun

Faits saillants du travail:

o Le temps observé au TEV est toujours inférieur au temps estimé par questionnaire:
médiane de I'écart a 19% de différence (étendu 10% - 60%).

o Ladiversité des tiches, leur alternance, les interruptions, et les déplacements fréquents
sont synonymes de repos postural et visuel.

o Trois phénomeénes rapportés en croissance: I'utilisation de la souris; le maintien du
récepteur téléphonigue entre la téte et I'épaule pour actionner le clavier; la difficulté de
prendre des pauses formelles.

Une éhauche du processus d'auto-analyse de I'activité intercalé entre la formation et I'action
préventive se profile:
¢ Prise en compte de la formation élément par élément sans pouvoir englober des réseaux
de causalités complexes pouvant induire certains problémes.
 Incitatif au changement = se sentir concerné soit pour améliorer son activité, soit pour
combattre un inconfort ou une douleur.
¢ Les principes enseignés subissent de la part de I'employé un jugement de pertinence en
soi et un jugement de compatibilité avec I'activité réelle.
o L'application des principes jugés pertinents et compatibles avec I'activité réelle est
influencée par:
a) des dispositions personnelles: préférences posturales, kinesthésigues, visuelles, et
d'exécution, compréhension des principes, connaissances, attitudes ;
b) des facteurs environnementaux (soutien matériel et financier, aval du supérieur ou
des pairs, personnes ressources, espace, et équipement disponibles, etc.).
o L'application d'un principe (I'action préventive) se fait selon un intervalle de confiance gui
fait qu'une personne juge avoir agi correctement sans toutefois avoir appliqué le principe
enseigné de fagon optimale selon I'expert ergonome.
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D’autres résultats et une discussion approfondie de 'ensemble des
données quantitatives se retrouvent dans des publications
consacréees a cette partie de la recherche (Montreuil, Brisson, Arial,
& Trudel, 1997; Brisson, Montreuil, & Punnett, 1999). L’essentiel
ici est de fournir un apercu des résultats a mettre en paralléle avec
les autres types de données de maniére a illustrer les questionne-
ments que cet exercice peut susciter.

ANALYSE ERGONOMIQUE DU TRAVAIL REEIi: ASSISES
THEORIQUES, METHODE, ET PRINCIPAUX RESULTATS

Le programme de formation met ’accent sur 'acquisition de capaci-
tés d’auto-analyse ergonomique de l'activité de travail (Teiger &

Tableau 1 (cont.)

C - Qualitative psychodynamique du travail
6 groupes de 5-8 sujets, 2 entretiens par groupe

¢ La technologie informatigue peut signifier un transfert de responsahilité aux usagers et
par conséquent des coupures de poste; aussi des responsabilités ramenées a un niveau
d'expertise technique plutot que professionnelle.

o Caractéristiques percues du mode de gestion: distant des préoccupations des employés,
une image reluisante a maintenir malgré la diminution des ressources, les restrictions
budgétaires accentuent des problémes existants, alourdissement des tdches.

¢ Lamenace de coupures de postes attise la peur d'étre déportés dans un autre secteur
de Il'institution.

o Les employés vivent un profond sentiment de non reconnaissance et leur identité est
malmenée faute de pouveir se nicher de fagon valorisante dans I'organisation.

* Un conflit éthique se loge entre une logigue comptable d'organisation des services et des
services de plus en plus portés a hout de bras.

o Une souffrance psychigue résulte de la peur de perdre un travail familier, de flancher, et
de I'absence de reconnaissance.

¢ lly a ahsence généralisée d'espaces de discussion formels pour débattre des problémes
et envisager des solutions.

¢ [y a peu de moyens collectifs de se défendre contre les difficultés (sauf pour un groupe);
la plupart disent désinvestir de leur travail pour se protéger.

¢ La préoccupation majeure est de garder son équilibre mental; plusieurs souhaitent de la
prévention de ce coté autant sinon plus gque pour les problémes physigues.

¢ Face au programme de formation: attitude critique par rapport a I'ergonomie, pas de
prise en charge collective, frénésie de la performance aurait préséance sur
I'aménagement du poste, les mouvements répétitifs hors travail au TEV sont plus
facilement incriminés comme source de problemes musculosquelettiques, le plaisir de
travailler avec I'ordinateur, et juger normal d'avoir des problémes en vieillissant font
neégliger la prévention.
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Montreuil, 1995) et sur la réalisation d’actions préventives. L’acti-
vité réelle de travail réfere aux «stratégies cognitives, physiologi-
ques, perceptives, sociales et psychiques mises en oeuvre par les
opérateurs, pour réaliser au mieux le travail attendu avec les moyens
qui sont mis a leur disposition et avec lesquels ce travail doit étre
exécuté» (Lamonde & Montreuil, 1995, p. 698). Ainsi, pour compo-
ser avec les conditions d’exercice de leur travail, les travailleurs dé-
veloppent des stratégies de compromis et de régulation qui, par
essence, sont intangibles. Il en est de méme pour appliquer au mieux
possible les principes enseignés.

L’activité réelle donne lieu a des actions, des gestes, des mouvements,
des regards, des postures, des communications, et ainsi de suite qui
en deviennent la partie observable. Cette partie observable est I’ex-
pression de stratégies et de modes opératoires privilégiés. L’analyse
ergonomique de cette partie observable visait a renseigner sur la
facon dont l'activité réelle de travail s’Taccommode des principes er-
gonomiques enseignés dans la formation. Cette analyse visait par le
fait méme a explorer les capacités d’auto-analyse qu'une personne
formée peut développer, la nature des actions préventives qu’elle
pose, et les facteurs pouvant freiner ou favoriser I’application des
principes véhiculés par la formation.

L’analyse ergonomique du travail a été faite aupres de 11 femmes
volontaires formées. Elles provenaient toutes de la méme institu-
tion, soit celle qui a accepté de collaborer a la partie qualitative de
la recherche. Le choix de s’en tenir a des femmes est justifié par le
fait que 80% de la population des travailleurs de 1’échantillon des
participants a la recherche quantitative étaient des femmes. Trois
criteres de sélection ont guidé le choix de ces personnes: diversité
des situations de travail, travailler au moins quinze heures par se-
maine au TEV, et avoir rapporté de la douleur a au moins un site
anatomique (cou-épaules, poignets-mains, lombaire). La collecte des
données a suivi le processus habituel d’intervention ergonomique
(Guérin, Laville, Daniellou, Duraffourg, & Kerguelen, 1991). Celle-
ci comprenait des entrevues semi-dirigées avec le supérieur immé-
diat et 'employé, deux jours d’observations et de questions au poste
de travail dont une journée de relevé systématique d’activités, des
prises de photos instantanées, la rédaction d’'un rapport diagnos-
tique avec des recommandations se rapportant aux principes postu-
raux et visuels enseignés dans la formation. La discussion de ces
recommandations a été faite en entrevue individuelle avec 'employé
pour en valider la teneur. L’analyse du contenu de ces entrevues a
donné lieu a ’étude du processus d’auto-analyse du travail assimilé
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par les personnes observées. Elle a aussi renseigné sur la nature
d’actions préventives déja posées et sur les facteurs influencant ’ap-
plication des recommandations.

L’étude des 11 cas (voir tableau 1 B) met d’abord en lumiere quel-
ques faits saillants du travail: 1) I’estimation par questionnaire du
temps de travail passé au TEV par I’employé est toujours supérieur
au temps minuté, 2) pour les employés, la diversité des taches, les
interruptions nombreuses, les déplacements fréquents sont syno-
nymes de repos postural et visuel, donc de prévention, et 3) I'utilisa-
tion de la souris, I'utilisation du récepteur téléphonique coincé entre
la téte et I'épaule pour actionner le clavier, et la difficulté de pren-
dre les pauses formelles sont rapportés comme des phénomeénes en
croissance.

Dans tous les cas, il y a eu des recommandations visant une meilleure
application des principes enseignés (aspects posturaux: médiane de
quatre recommandations par personne; aspects visuels: médiane de
deux recommandations par personne). Les verbalisations des em-
ployés sur ces recommandations suggérent que le processus d’auto-
analyse menant de la formation a ’action préventive se fait élément
par élément. Ce processus tend donc a s’écarter des réseaux de cau-
salité complexes pouvant induire certains problémes (e.g., douleur
au cou en lien avec plusieurs facteurs tels un écran trop haut, tenir
le récepteur téléphonique entre la téte et ’épaule, et manipuler la
souris avec le coude en extension). La personne aura plutét tendance
a ne repérer et n'intervenir que sur un élément (e.g., réglage de la
hauteur de I’écran). Les verbalisations des personnes suggerent éga-
lement que pour qu'un élément meéne a l’action, il faut qu’elles se
sentent concernées d’au moins deux points de vue: I'action permet-
tra d’améliorer I'activité de travail et 'action permettra de réduire
ou de combattre un inconfort ou de la douleur.

Pour aller plus avant dans le processus, il appert que les personnes
formées posent un jugement de pertinence sur les recommandations
(I’équivalent des principes enseignés). Et de maniére concomitante,
si la recommandation est jugée pertinente, les personnes s’interro-
gent sur sa compatibilité avec le travail réel.

Par ailleurs, des dispositions personnelles influencent ’application
de principes méme jugés pertinents et compatibles avec le travail
réel. C’est le cas des préférences posturales (e.g., croiser une jambe
sous 'autre), des préférences visuelles (e.g., travailler avec de forts
contrastes lumineux), des préférences kinesthésiques (e.g., garder
une inclinaison plus prononcée du clavier parce que c’est de cette



LA REVUE CANADIENNE D'EVALUATION DE PROGRAMME 67 I
.|

facon que l'on fait le moins de fautes de frappe), et des préférences
d’exécution (e.g., maintenir I’écran de c6té pour avoir ses documents
devant soi). Il y a aussi des situations o1 un principe enseigné n’est
pas bien compris (e.g., confondre la hauteur et I'inclinaison de I’écran
ou ne pas saisir la notion de contraste lumineux) et des situations
ou la personne formée manque de connaissances (e.g., pour exploi-
ter toutes les possibilités de réglage du mobilier). Certaines atti-
tudes peuvent aussi géner l'action de transformation (e.g., une
personne qui a réussi a ne plus avoir de douleur au cou en ayant
recours a un casque d’écoute ne veut plus rien changer de crainte
que les problémes ne reviennent).

L’analyse du travail réel suggere également que certains facteurs
environnementaux ont un impact sur ’application des principes: 1)
le contexte des restrictions budgétaires ralentissant ’achat de mo-
bilier et d’équipement plus appropriés, 2) ’accord de I’ensemble des
personnes partageant un méme poste est requis pour arriver a une
transformation, 3) 'accord et le soutien du supérieur immeédiat sont
importants pour faire un changement, 4) le manque d’espace peut
empécher de bien disposer le mobilier dans une piéce, et 5) ’absence
de soutien de personnes ressources en informatique empéche d’ex-
ploiter les possibilités de réglage des caractéristiques de 1’écran (cou-
leur du fond et des caractéres).

L’application des principes apparait aussi se faire selon I'interpré-
tation qu’en font les personnes. Elles peuvent étre confiantes que
leur écran est bien placé ou que leur chaise est bien positionnée alors
que cela peut étre remis en question par un expert ergonome. Il s’agit
en quelque sorte d'une application a l'intérieur d’un intervalle de
confiance. Cet intervalle peut étre plus grand pour ’employé que
celui défini en principe.

Ainsi, cette démarche d’analyse du travail réel a surtout permis de
mieux comprendre le processus menant de la formation a I’action
préventive et I'influence de certains facteurs ayant un réle dans I'im-
plantation du programme. Des résultats et une discussion plus dé-
taillés se retrouvent dans une publication spécifique a ce volet de la
recherche (Trudel & Montreuil, sous presse).

ANALYSE PSYCHODYNAMIQUE DU TRAVAIL: ASSISES
THEORIQUES, METHODE, ET PRINCIPAUX RESULTATS

L’interrelation entre des dimensions instrumentales, subjectives,
sociales, et organisationnelles peut jouer un réle essentiel dans la
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prise en charge de la santé et de la sécurité dans un milieu de travail.
Les dimensions instrumentales référent au déroulement de ’activité,
aux risques qui y sont inhérents, et au savoir-faire de prudence que
les opérateurs développent (Brody, 1988; Cru, 1987; Simard, 1997).
Les dimensions subjectives relevent de 'engagement (investissement)
que les personnes mettent dans leur travail (Carpentier-Roy, 1995;
Dejours, 1993, 1995, 1998) et dans les pratiques préventives. Les di-
mensions sociales renvoient a la culture et aux regles de métier s’éta-
blissant dans le cadre des rapports sociaux de travail. Ces rapports
sont entre autres générateurs de renforcement quant aux facons de
faire (incluant la sécurité et la prévention) (Bellemare, 1994; Brun,
1992; Carpentier-Roy, Chanlat, Lanoie, & Patry, 1997; Cru, 1987).
Les dimensions organisationnelles se rapportent aux dynamiques de
fonctionnement dune institution qui sont influencées par des facteurs
internes (e.g., qualification du personnel) et des facteurs externes
(e.g., conditions socio-économiques) (Carpentier-Roy, Chanlat,
Lanoie, & Patry, 1997; Chanlat, 1990; Simard, 1997).

En cours de programme, les milieux d’enseignement impliqués dans
cette recherche ont subi diverses transformations organisationnelles:
importantes restrictions budgétaires la derniére année d’implanta-
tion (1996), coupures de postes, réingénierie des modes de gestion
et de production de services, et utilisation accrue de la technologie
informatique dans certains secteurs. De plus, 'étude des causes d’ab-
sence dans I'institution d’ou provenait la majorité des personnes for-
mées montre que plus de 40% du nombre total d’absences, selon les
mois de 'année (1995), découlent de diagnostics relatifs a la santé
mentale. Ces éléments de contexte ont incité a explorer les dimen-
sions subjectives, sociales, et organisationnelles du travail qui ont
pu jouer un réle dans 'implantation du programme. L’objectif était
de mieux comprendre le caractére négocié de cette intervention dans
un contexte donné (Guba & Lincoln, 1987, 1989).

L’analyse psychodynamique du travail porte une attention directe a
ces dimensions subjectives, sociales, et organisationnelles (Dejours,
1993). Son cadre théorique stipule que 'engagement dans le travail
(la mobilisation subjective) est intimement lié a la construction de
I'identité. Le principal vecteur de cette construction est la recon-
naissance du travail accompli. C’est donc essentiellement par la re-
connaissance de son travail que le sujet travailleur entretient son
engagement dans ce qu’il fait. La reconnaissance repose sur des ju-
gements d’utilité et de beauté portés sur le travail par les supérieurs,
les pairs, ou les clients. Elle s’enracine ainsi dans des rapports so-
ciaux féconds qui nécessitent que les travailleurs puissent échanger
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sur leur travail ou recevoir une forme de rétroaction. C’est dans ces
échanges (espaces de discussion formels ou informels) que naissent
et s’entretiennent la culture et les régles de métier, dont les savoir-
faire de prudence. C’est aussi dans les rapports sociaux que se tis-
sent ou s’expriment des stratégies individuelles ou de groupe pour
parer aux difficultés, aux risques, ou a la souffrance que peut en-
gendrer le travail (Cru, 1987; Dejours, 1993, 1995, 1998). Le travail
peut générer une souffrance psychique lorsque la dynamique de la
reconnaissance est paralysée. Selon la psychodynamique du travail,
cette paralysie engendre des stratégies défensives particulieres.
Egalement, 'engagement dans le travail dépend de ’autonomie et
du contréle dont disposent les travailleurs sur leur activité. C’est
donc dire qu'au-dela d’'un acteur observable et soumis a diverses con-
traintes, la psychodynamique du travail s’intéresse a un sujet ré-
flexif qui cherche a construire son identité en relation avec autrui
(Carpentier-Roy, 1996). La forme que prend I'engagement du tra-
vailleur dans son activité peut ainsi étre en relation avec la ma-
niére dont il s’engage dans des pratiques préventives.

Pour étudier les dimensions subjectives, sociales, et organisation-
nelles du travail en général et leur lien avec ’appropriation de pra-
tiques préventives suite a la formation, la méthode utilisée a été la
discussion libre en petits groupes. Des entretiens semi-dirigés ont
été menés aupres de six groupes de cing ou six travailleurs volon-
taires du secteur documentaire de 1’établissement qui a accepteé la
tenue de cette partie de la recherche. Le secteur documentaire re-
groupait un nombre suffisant d’employés pour former plusieurs grou-
pes. Chacun des groupes, formé par affinité d’employés permanents
d’'une méme catégorie d’emploi (secrétaires, commis, professionnels,
techniciens), fut rencontré a deux reprises par deux chercheurs fai-
sant équipe. Tous ces travailleurs étaient soumis a la méme organi-
sation du travail. Certains avaient suivi la formation et d’autres
pas. Le premier entretien, enregistré sur cassettes audios, visait a
recueillir ’expression la plus libre possible du vécu par rapport au
travail (préoccupations, difficultés, aspirations, contraintes, risques
pour la santé et la sécurité, et pratiques préventives dans le travail
avec TEV). Suite au premier entretien, les chercheurs ont analysé
le contenu des cassettes et formulé une interprétation écrite de ce
qui avaient été exprimé. Le deuxiéme entretien a constitué un pro-
cessus essentiel de validation de cette interprétation par les partici-
pants. Au terme du deuxiéme entretien, les participants de chacun
des groupes ont avalisé ce qu’ils jugeaient vraiment représentatif
de leur vécu et ont donné leur accord pour que cela soit consigné
dans un rapport a remettre a leur employeur.
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Le point de vue des employés, synthétisé a la colonne C du tableau 1,
est extrait du rapport remis a ’employeur et correspond aux phéno-
menes qui ont fait 'objet d’un large consensus dans tous les groupes.

Selon les participants, accroissement de la technologie informatique
peut générer certains malaises. A titre d’exemple, les commis au
prét et les techniciens en documentation sont chargés d’enseigner
aux usagers les méthodes d’accés direct aux services de docu-
mentation et a la gestion du dossier d’emprunteur. Ils réalisent que
d’une certaine facon, c’est leur propre travail qui risque ainsi de dis-
paraitre. Dans le méme sens, les professionnels se demandent si,
par le recours systématique a la technologie informatique, I'em-
ployeur n’en viendra pas a privilégier un niveau de personnel ayant
une formation technique. Ce qui équivaudrait a une «voie d’extinc-
tion»4 pour eux.

Les participants percoivent le mode de gestion comme étant tres
distant de leurs préoccupations et davantage soucieux de maintenir
une image reluisante malgré la diminution des ressources. Ils con-
siderent que le contexte de restrictions budgétaires exacerbe des
phénomeénes déja présents dans l'organisation, tels les relations de
travail fortement hiérarchisées, la structure de pouvoir centralisée
malgré un discours officiel de décentralisation, et la gestion qui se
fait par controéle/privilege. Pour eux, ’équilibre budgétaire est de-
venu un dogme auquel 'organisation du travail est soumise.

Ils constatent qu’en général, il y a un alourdissement des taches.
Cela peut étre par la redéfinition des fonctions rendue nécessaire
lorsqu’un collegue non remplacé part a la retraite, ou a cause du
remplacement parcimonieux des collegues absents pour raison de
maladie, ou encore en augmentant sans faire de consultation préa-
lable le nombre de volumes qui peuvent étre empruntés par chacun
des clients.

En raison des restrictions budgétaires, la menace de coupures de
postes est une préoccupation majeure pour la plupart des partici-
pants. Cette menace signifie pour eux, non pas le risque de perdre
son emploi, mais la peur de perdre un environnement familier et
d’étre déporté dans un autre secteur de I'institution, sans le vouloir.
De ce fait, les participants déduisent qu’ils «<ne pésent pas lourd dans
Porganisation». Ils en concoivent un profond sentiment de non re-
connaissance. Leur identité de travailleur est mise a 1’épreuve car
ils ne sentent pas leur valeur dans l'organisation. Ils souffrent du
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fait que la qualité de leur travail et 'engagement qu’ils y mettent
ne garantissent plus la stabilité dans leur poste.

Les participants dénoncent aussi un conflit d’éthique dans leur or-
ganisation. D’un c6té, le mode de gestion qu’ils jugent comptable
semble nier les répercussions des coupures et des réorganisations
sur la prestation des services offerts. De I'autre, ils doivent porter
de plus en plus les services a bout de bras au prix d’entorses a leur
bien-étre. Leur valeur et leur plaisir d’étre au service de la clientele
entre ainsi en conflit avec des moyens qui diminuent pour bien le
faire.

D’une maniére générale, la plupart des gens avouent désinvestir
individuellement de leur travail. Hormis un groupe (les techniciens)
ol la cohésion est plus forte et qui se défend surtout par ’'humour, il
n’y a pas de mobilisation collective pour faire face aux difficultés
qu’ils expriment. Plusieurs d’ailleurs s’inquiétent d'un manque de
réaction collective pour faire contrepoids aux réorganisations visant
léquilibre budgétaire. Ils disent ne plus savoir ol se tourner. Méme
le syndicat ou I’association professionnelle ne semble plus offrir de
soutien dans la situation qu’ils décrivent. Les participants expri-
ment également un grand besoin de pouvoir se parler entre eux et
de traiter des problémes qu’ils rencontrent dans des espaces de dis-
cussion formels (e.g., réunions d’équipe régulieres). Ils souhaitent
étre reliés par un canal de communication avec les décideurs et ob-
tenir une écoute pour les solutions qu’ils préconisent a leur niveau.

La peur de flancher, de tomber malade, habite également la plupart
des participants, surtout lorsqu’ils sont confrontés dans leur entou-
rage immédiat a des départs pour maladie d’origine indéterminée.
Aux dires des participants, leur préoccupation majeure en matiére
de santé et de sécurité est de conserver leur équilibre mental. Plu-
sieurs sont d’avis que la prévention de ce c6té est autant sinon plus
importante que du c6té des problémes physiques.

Dans ce contexte, les réactions a posteriori face au programme de
formation sont diverses. Plusieurs personnes ont une attitude cri-
tique par rapport a ergonomie qui peut étre assimilée a une ques-
tion de mode ou de principes incompatibles avec le travail réel.
Contrairement a certaines attentes des planificateurs de la forma-
tion, il ne semble pas y avoir eu de prise en charge collective, méme
dans le groupe ou la cohésion est plus forte. La prévention au tra-
vail avec TEV apparait étre une affaire individuelle ou la frénésie
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de la performance (avoir un ordinateur plus puissant et des logi-
ciels plus performants) aurait préséance sur 'aménagement ergo-
nomique du poste. Les mouvements répétitifs hors travail au TEV
sont plus facilement incriminés comme source de problémes
musculosquelettiques. De plus, le plaisir de travailler avec ’ordina-
teur et le fait de juger normal d’avoir des petits problemes en vieillis-
sant font négliger la prévention chez plusieurs personnes.

Ces éléments de I'analyse psychodynamique du travail suggére que
Pattention portée au programme n’était pas au premier rang des
préoccupations qui habitaient les participants dans les groupes d’em-
ployés interrogés.

Le corpus des données qualitatives provenant de l’analyse
psychodynamique du travail est présenté et discuté plus en profon-
deur dans une publication consacrée a cette partie de la recherche
(Trudel, article soumis pour publication).

DISCUSSION

Interrogation mutuelle des données

Le tableau 1, en rapprochant les trois perspectives évaluatives, sou-
léve certains questionnements.

Le premier questionnement provient des deux premiéres colonnes.
Il porte sur la définition du concept d’action et sur 'opérationalisation
de sa mesure. A la lumiére de ’analyse ergonomique du travail, la
distinction entre les gestes observables et le sens que la personne
agissante leur attribue suscite un débat. L’application des principes
a l'intérieur d’un intervalle de confiance met en évidence que des
personnes croient avoir agi d'une maniére préventive, conformément
a un principe enseigné, alors que la valeur préventive de I'action in
situ peut étre remise en question par un expert ergonome. Ce cons-
tat oblige a tenir en constant dialogue le geste observé ou rapporté
et le sens qui le sous-tend. Comme le soutient Schutz (1967), ’ac-
tion n’acquiert le statut d’action que par le sens qu’elle porte. Ainsi,
il apparait souhaitable de réserver le terme d’action a un geste, un
comportement dont le sens situé est accessible, ce qui rend en quelque
sorte la mesure de ’action, qui plus est si elle est voulue préventive,
encore plus complexe. Cet enrichissement conceptuel peut-il étre
capté d’'une maniére quantitative en accolant a toute observation ou
question sur des gestes attendus un corollaire sur ce qui motive ce
geste ou ce comportement (e.g., «Qu’est-ce qui vous a motivé a ajus-
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ter la hauteur de votre écran?» ou «Qu’est-ce qui empéche que vous
agissiez de telle facon?»)? Selon Schutz (1967) les motifs «parce que»
et les motifs « en vue de » servent a la compréhension de la signifi-
cation de I'action. Peut-on penser que les motifs « en vue de » auraient
une valeur heuristique en regard d’'une action dont la signification
repose sur une dimension de prévention?

La signification de 'action pourrait aussi expliquer le décalage en-
tre le temps estimé par questionnaire et le temps effectivement mi-
nuté au TEV. Travailler dans le rayon du TEV semble équivaloir a
travailler au clavier et a I’écran, ce qui oblige a faire plutét une dis-
tinction entre un temps faisant directement appel aux contraintes
posturales et visuelles inhérentes au travail au TEV et un temps
non imprégné de ces contraintes. Dans cette dualité, le défi de me-
sure est de taille, surtout si 'on vise 4 documenter des relations
doses/effets (c’est-a-dire, temps contraints au TEV et prévalence de
probléemes musculosquelettiques). Une possibilité de mesure fiable
réside probablement dans les séquences filmées permettant une
analyse en temps réel, ce qui n’est pas toujours commode et demeure
coliteux pour des études a grande échelle.

Un second questionnement émerge de la premiére et de la troisiéme
colonnes. L’absence de réduction des symptémes musculo-
squelettiques et visuels chez les 40 ans et plus peut-elle s’expliquer,
du moins en partie, par le fait que certaines personnes croient qu’il
est normal d’avoir des petits problémes en vieillissant? Dans ce cas,
il est possible que dans ce groupe d’4ge, il y ait une tendance a ne
plus porter d’attention particuliére a ces symptomes. Cela pourrait
amener a ne pas les déclarer ou a les déclarer d'une facon uniforme.
Cette perspective mériterait d’étre explorée plus en profondeur dans
des recherches subséquentes. Cependant, il semble déja utile de dé-
ployer a l'intérieur de la formation une argumentation susceptible
de lui faire contrepoids.

Un troisiéme questionnement découle de la mise en évidence des
dimensions psychodynamiques du travail (troisiéme colonne) dans
I'unité d’ot1 proviennent les participants. Il n’est pas question ici d'une
généralisation a 'ensemble des unités mais plutét d’'une illustra-
tion de la maniere dont le vécu des employés face a 'organisation
du travail peut jouer sur I'implantation d'un programme. Schutz
(1967) soutient que I’attention portée a une chose est un préalable a
la réflexion et a I'intériorisation en tant que signification. Les don-
nées recueillies suggerent que plusieurs facteurs individuels,
psychosociaux, et organisationnels ont pu faire dévier I'attention
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portée au programme en cours d’implantation. Ce que les partici-
pants ont exprimé relativement a la primauté des préoccupations
de santé mentale, a la peur de flancher, au sentiment de non recon-
naissance, et a 'attitude critique relativement répandue par rap-
port a l’ergonomie, représente des réserves (de lordre de
I'immobilisation subjective) peu favorables a donner de 'attention
au programme ou a s’'investir dans I'application des principes ensei-
gnés. Aussi, la majorité des personnes interrogées, en disant désin-
vestir du travail pour se protéger des difficultés qu’ils rencontrent,
révelent indirectement un investissement mitigé dans le programme.
De leur point de vue, ce moyen qui leur a été proposé pour améliorer
leurs conditions de travail ne correspond pas aux problémes priori-
taires qu’ils expriment. Il est envisageable qu'un contexte ne pré-
sentant pas ces embtiches ait pu étre plus favorable a I'implantation
d’un tel programme, comme cela a pu étre le cas dans d’autres uni-
tés. Cependant, puisque les dimensions sociales, subjectives, et or-
ganisationnelles ont la possibilité de détourner l'attention du
programme, il est souhaitable d’envisager des moyens d’en tenir
compte. Dans des groupes éventuellement ciblés pour ce genre d’in-
tervention, il est possible d’'imaginer un scénario ou les travailleurs
auraient leur mot a dire dans une perspective d’orchestrer une in-
tervention en santé et sécurité pouvant englober des préoccupations
d’ordres physique et mental. Ce qui n’est pas hors du ressort du
champ d’intervention et de recherche de la psychodynamique du tra-
vail combiné a une approche ergonomique (Bellemare, 1994; Brun,
1992). Une approche de santé globale pourrait permettre de rehaus-
ser des effets désirés.

Jugement sur le programme

Pour prendre la décision de poursuivre ce programme, de 'amélio-
rer, ou de I'implanter dans d’autres institutions, la démarche de re-
cherche suivie ici suggére un jugement composite. Ce jugement est
inévitablement truffé d’hypothéses représentant des avenues de re-
cherche la ou les connaissances sont incomplétes.

A prime abord, il peut sembler relativement étonnant que le groupe
témoin montre également des améliorations statistiquement signi-
ficatives pour deux des trois contraintes posturales et des améliora-
tions non significatives des problémes musculosquelettiques, alors
que ces personnes n’ont pas recu la formation. Ce qu’il faut cepen-
dant souligner ici, c’est que ces personnes ont été visitées ou rejointes
de trois a cinq fois au cours d’'une période d’environ sept mois, pour
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se faire questionner ou observer sur les caractéristiques de leur poste
de travail ou sur les douleurs qu’elles ressentent. Ces sollicitations
de la part des chercheurs ont pu rendre les participants du GT plus
enclins a se questionner sur les caractéristiques de leur poste, a étre
plus curieux lorsque des médias grand public traitent de ces sujets5.
Ils ont pu également rencontrer dans leurs relations professionnel-
les des personnes ayant suivi la formation et obtenir ainsi quelques
conseils de réglage. Il s’agit ici soit du biais de rappel ou de contami-
nation. Les chercheurs ne disposaient pas d’autres moyens que ceux
utilisés pour contrdler ces biais. Il est donc raisonnable de penser
que la valeur du programme ne s’en trouve pas entachée, voire méme
que les effets obtenus seraient une sous-estimation des effets réels.

Du c6té des effets finaux, le programme dans sa forme actuelle offre
certaines garanties de succeés a court terme chez les sujets de moins
de 40 ans. Dans ce groupe d’4dge, une possibilité d’augmenter les
effets réside dans le cadrage de certains contenus de la formation
autour du processus révélé suite aux analyses ergonomiques du tra-
vail réel. En plus de la valeur pédagogique de ce processus, certains
de ses aspects pourraient étre explicités a I'aide de mises en situa-
tion simulées. A titre d’exemple, un exercice a partir d’un poste né-
cessitant une intervention sur plusieurs éléments interreliés pourrait
aider a intégrer une démarche d’auto-analyse plus englobante.

Certaines hypothéses pourraient expliquer I'absence d’effets signi-
ficatifs dans le groupe d’dge des plus de 40 ans (Brisson, Montreuil,
& Punnett, 1999). Peut-étre que le programme ne réussit pas a in-
verser des symptomes qui sont installés depuis plus longtemps ou
que les travailleurs 4gés mettent plus de temps a inverser les symp-
témes apres avoir adopté des comportements préventifs ou encore
qu’ils seraient les plus robustes, car ceux ayant eu des problémes
musculosquelttiques importants se seraient retirés du travail —
healthy worker effect (Checkoway, Pearce, & Crawford-Brown, 1989).
A cela, il faut ajouter la croyance, mise en lumiére dans cette re-
cherche, que les petits problémes musculosquelettiques et ’avance-
ment en dge vont de pair. Cette croyance peut faire en sorte que les
travailleurs apprennent a vivre avec leurs symptémes sans grand
espoir de changement. Ces hypothéses ne donnent toutefois pas de
pistes de réajustement du programme, si ce n’est que l'optique de
prévention ne viserait donc pas tant la réduction ou la disparition
des symptomes dans ce groupe d’dge, mais plutét leur stabilisation
et une planification du travail en les respectant.
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La mise en évidence de l'influence du contexte de travail sur I'im-
plantation d’un tel programme et 'absence d’espaces formels de dis-
cussion décriée dans le milieu étudié suggéere une distinction entre
deux maniéres d’introduire un programme dans un milieu. Dans la
présente étude, les employeurs, les syndicats, et les chercheurs ont
jugé a propos d’offrir le programme d’'une maniére paramétrique dans
les secteurs géographiques expérimentaux. Cette approche peut se
qualifier de voie d’institutionnalisation du programme de haut en
bas dans les établissements participants. Cependant, d’apres le dis-
cours des employés, cette caractéristique du mode de gestion est ir-
ritante et n’offre pas de retour d’ascenseur pour que les problémes
qu’ils vivent soient entendus par les décideurs. Se dessine donc ici
une autre porte d’entrée pour ce genre de programme. Il passerait
par un espace de discussion ou les employés auraient leur mot a
dire sur les priorités en matiére de santé et de prévention et sur les
moyens auxquels recourir. Ainsi, le programme serait offert en ré-
ponse a la prise de conscience et aux priorités exprimées par les
employés. Ceci constituerait une meilleure voie d’appropriation des
pratiques préventives véhiculées.

D’un point de vue méthodologique, les approches évaluatives recou-
rant a de multiples méthodes peuvent étre jugées a partir de trois
positions idéologiques: une premiére puriste, respectant I'incompa-
tibilité des paradigmes et des méthodes qui en découlent; une
deuxieme pragmatique, se résumant a faire appel a tout moyen se
révélant utile et efficace pour répondre a une question de recherche;
et une derniére dialectique, qui reconnait les distinctions
paradigmatiques sous-jacentes aux méthodes quantitatives et qua-
litatives tout en préonant un dialogue entre des caractéristiques cou-
plées telles la particularité/généralisation, la proximité/distance, et
la signification/causalité et en mettant Paccent sur la valeur de la
démarche pour produire des effets concrets plutét qu’épistémologi-
ques (Greene & Caracelli, 1997). L’approche a trois méthodes pré-
sentée ici se situe clairement en marge du débat puriste. D'un point
de vue plutét pragmatique, les méthodes qualitatives ont été choi-
sies pour coller aux questions de recherche soulevées et donc ren-
seigner sur 'implantation du programme (modes d’application ou
éléments de contexte I'influencant) dans un systéme caractérisé par
le changement (Mark, Feller, & Button, 1997). Cependant, ce devis
a trois méthodes se loge aussi dans I'univers dialectique car il éta-
blit un rapport entre des données quantitatives distantes du ter-
rain et des données qualitatives qui lui sont proches. La proximité
du terrain permet d’appréhender des phénomeénes contextuels a che-
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val sur une perspective de signification et une perspective de causa-
lité. En tant qu’outil de rétroaction sur le programme, cette appro-
che évaluative n’a toutefois pas été élaborée a priori dans une optique
de triangulation. Cela apparait souhaitable dans ’avenir mainte-
nant que la faisabilité d’'une telle démarche est démontrée et que
les résultats permettent une meilleure compréhension du processus
d’implantation. Il apparait aussi souhaitable d’accompagner 1'im-
plantation d’'un programme de formation d’un processus de recher-
che-action intégrant une rétroaction continue visant & gérer certaines
embiiches de maniére a en accroitre I'impact.

Il va de soi que les recherches qualitatives portant sur le sens des
situations ne peuvent pas étre jugées avec les mémes critéres de
validité que les recherches ou 'on tente de déterminer 'ampleur
des phénomeénes d’un point de vue quantitatif. Il s’agit ici d'une re-
cherche visant aussi a décrypter un sens situé a dimension locale.
Elle a permis d’ébaucher des modeles de processus qui nécessite-
ront d’étre confrontés a de nouveaux terrains pour tester leur soli-
dité. Le sens situé, s’il permet d’expliquer pour un groupe d’individus
des comportements donnés, peut servir a explorer dans d’autres grou-
pes ou a remanier des recherches de maniére a tenir compte de pro-
cessus qui peuvent influencer des résultats escomptés ou mesurés.
La question ici est plutét: Faut-il encore ajouter des faits ou peut-on
se satisfaire du sens? A partir des données de la présente recherche,
Pajout de faits ne permettrait en rien de faire ’économie du sens.
La démarche de recherche de sens se veut surtout transparente et
cohérente avec la réalité étudiée.

La partie exploratoire et qualitative de cette recherche a posteriori
fait appel, somme toute, a des échantillons restreints de sujets. Par
conséquent, la validité réside dans la capacité de I'interprétation
des données a refléter 'expérience vécue et donc dans la mesure ou
des sujets se sont reconnus dans les interprétations qu’ils ont eux-
mémes validées. Outre les procédures de standardisation des obser-
vations systématiques de postes, la validité repose donc, pour une
large part, sur la restitution faite aux participants a la recherche,
dans une perspective de validation. Elle repose ainsi sur la discus-
sion du diagnostic découlant des observations ergonomiques en pro-
fondeur et sur les discussions ayant eu court aux deuxiémes
entretiens de restitution en psychodynamique du travail. Cette pro-
cédure assure la légitimation du contenu des interprétations dans
une certaine confrontation avec la réalité vécue par les participants
a la recherche.
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Quant aux possibilités de généralisation, elles s’étendent aux per-
sonnes qui vivent des situations semblables et qui se reconnaissent
dans le matériel empirique livré. Une forme de généralisation peut
passer par 'appropriation de ce matériel et par ’action qui pourrait
résulter de cette appropriation. Il faut reconnaitre aussi que les ana-
lyses qualitatives a posteriori ont par définition une limite. Cette
limite est liée au temps qui s’est écoulé entre le début de I'implanta-
tion et le moment ou les analyses se font. Le contexte a posteriori
méme s’il est en continuité avec ce qui le précede n’est pas le con-
texte prévalant a des moments antérieurs de 'implantation. Mal-
gré que les études a posteriori soient confrontées a I'’écoulement du
temps qui peut faire changer le point de vue des acteurs en cours de
route, elles n’en permettent pas moins la mise en évidence de pro-
cessus et de sens utile a la compréhension des phénomeénes.

CONCLUSION

Cette approche évaluative a trois méthodes montre que I'implanta-
tion d’'un programme de formation a visées préventives pour le tra-
vail au TEV est loin d’étre un trajet linéaire. Le processus mis en
évidence par I'analyse ergonomique du travail révele 'importance
de phénomeénes comme le senti corporel et les préférences postu-
rales de méme que l'utilisation de son jugement. Ce sont des fac-
teurs prédisposants qui s’ajoutent aux connaissances, attitudes,
croyances, et valeurs du modéle PRECEDE. Ces dimensions sont a
toute fin pratique subjectives, tout comme le sont les difficultés
menant au désinvestissement qui ont été exprimées par les partici-
pants a ’analyse psychodynamique du travail. Ces dimensions, qui
ne peuvent étre saisies que dans la proximité du terrain de recher-
che, enrichissent la problématique de la transformation du travail
visée par la formation. Elles indiquent que I'implantation d’un pro-
gramme de formation peut s’encadrer en allant au devant de fac-
teurs qui peuvent ’entraver, et cela avant ou en cours d’'implantation.
Il s’agit en quelque sorte d'une justification pour une forme d’im-
plantation par allers et retours sur le terrain afin d’ajuster la dé-
marche a partir de données du terrain, principalement dans le
dialogue avec les personnes ciblées.

Cette recherche montre comment la mesure de la valeur préventive
d’'une action observée ou rapportée est toujours questionnable du
point de vue du sens qu’elle porte pour la personne agissante. Il
semble utile de s’intéresser au sens accordé a une action si ’on veut
se prononcer sur son caractére préventif dans une situation de tra-
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vail, notamment en élucidant les motifs qui la sous-tendent. Cette
perspective pourrait aider a préciser des outils de mesure quantita-
tive d’actions préventives.

Le jugement porté sur la valeur du programme permet d’étre rai-
sonnablement confiant de sa valeur pour les sujets de moins de 40
ans. Il invite cependant a poursuivre des recherches pour mieux com-
prendre le comportement des plus 4gés.

Cette démarche illustre I'importance du caractére négocié d'un tel
programme. Elle suggére aussi des avenues a explorer pour rehaus-
ser les effets attendus. Notamment, il semble souhaitable de le faire
coincider avec une demande circonscrite de la part de groupes d’em-
ployés. De méme, en s’inspirant du processus mis en lumiére par les
analyses ergonomiques du travail, il est envisageable de faire inté-
grer une démarche d’analyse plus englobante. Cela pourrait se faire
par le recours a des exercices en situation simulée o1 interviennent
plusieurs éléments comme causes potentielles d'un probleme muscu-
losquelettique ou visuel et ou interférent des préférences person-
nelles dans le processus d’appropriation de pratiques préventives.

La co-fertilisation des données amene aussi des hypothéses explica-
tives pour des résultats quantitatifs obtenus et, par conséquent,
I’émergence de pistes de recherche.

NOTES

1. Pour situer I'analyse ergonomique du travail réel, consulter Guérin
et al., (1991).

2. L’essentiel du cadre théorique et méthodologique de la
psychodynamique du travail se trouve résumé dans ’addendum théo-
rique de Dejours (1993).

3. L’évaluation quantitative a été subventionnée par I'Institut de re-
cherche en santé et en sécurité du travail du Québec (IRSST), le
conseil de recherche en sciences sociales et humaines du Canada
(CRSSHC), et le Fonds pour la formation de chercheurs et I’aide a la
recherche (FCAR). Voir Montreuil et al. (1997).

4. Verbatim.

5. Par exemple, au cours du déroulement de ’étude, le quotidien local

et une revue populaire ont consacré un dossier spécial sur le sujet.
Dans les deux cas, des conseils d’aménagement étaient donnés.
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Abstract:

Résumé:

The use of evaluation to maximize the effectiveness and effi-
ciency of the Ontario Police College in the delivery of a refresher
training program for police officers is described. Confronted by
a growing backlog of patrol officers requiring refresher train-
ing and ongoing financial constraints, in 1997 the College, in
co-operation with Ontario police services, initiated a compre-
hensive refresher training needs analysis. A multi-stage, multi-
method strategy was employed in the research. The results of
the needs analysis were used to redesign the curriculum, for-
mat, and delivery of the Advanced Patrol Training (APT) re-
fresher course for patrol constables. As a result of the APT
redesign, the number of police officers receiving refresher train-
ing increased by an average of 657% annually (effectiveness),
while costs associated with the APT course decreased by 50%
(efficiency). The evaluation, design, and delivery of the APT
course has become a model for other police training programs
in Ontario.

L’article décrit I'utilisation de ’évaluation pour maximiser I'ef-
ficacité et l’efficience de la prestation d’'un programme de recy-
clage a I'intention des policiers au collége Ontario Police College.
Face a une accumulation croissante de policiers ayant besoin
d’un cours de recyclage ainsi qu’a des contraintes financiéres
continues, le collége, en collaboration avec des services de po-
lice de ’Ontario, a effectué en 1997 une analyse compléte des
besoins de formation de recyclage. La recherche se basait sur
une stratégie a étages multiples et 4 méthodes multiples. Les
résultats de I'analyse des besoins ont servi a la reprise de la
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conception du cursus, du format, et de la prestation du cours de
recyclage, Advanced Patrol Training (APT), a I'intention des
agents de police. En raison de la nouvelle conception du cours
APT, le nombre de policiers ayant recu un cours de recyclage a
augmenté de 657% en moyenne par année (efficacité), alors que
les cotits associés au cours APT ont diminués de 50% (efficience).
L’évaluation, la conception, et la prestation du cours APT ser-
vent de modeéle a d’autres programmes de formation de policier
en Ontario.

I Wagner and Hollenbeck define organizational effective-
ness as the “measure of an organization’s success in achieving its goals
and objectives” (1998, p. 303). In government organizations, where
the delivery of services may be mandated, an important measure of

effectiveness is the level of service coverage, assessed against some
fixed standard (Chambers, Wedel, & Rodwell, 1992; Wholey, 1986).

Organizational efficiency is determined by comparing resources con-
sumed to the quantity and quality of products or services produced
(Jones, 1998; Wagner & Hollenbeck, 1998). Where services are man-
dated by law and/or where the financial benefits of services may be
intangible, efficiency can be evaluated in terms of cost-effectiveness,
by comparing the cost of different strategies to achieve organiza-
tional outcomes and goals (Posavac & Carey, 1997).

In this article, the use of evaluation to maximize the effectiveness
and efficiency of the Ontario Police College in delivering a refresher
training program to police constables in the province of Ontario is
described. Beginning with a detailed examination of the training
problem, a comprehensive analysis of patrol officers’ needs for train-
ing in Ontario was undertaken. Following implementation of a new
refresher training course for patrol officers, an evaluation of the ef-
fectiveness and efficiency of the training was conducted which dem-
onstrated a 657% annual increase in the level of service coverage
coupled with a 50% reduction in resource utilization by the college.

The evaluation, design, and delivery of this police training program
has become a model for other police training programs in Ontario,
including the redesign of in-service training for police recruits by
the Hamilton-Wentworth Regional Police Service, and the design of
in-service training for patrol sergeants by the Durham Regional
Police Service (currently underway). In addition, the evaluation
framework has been employed in the design of training for investi-
gators of the Office of the Public Guardian of Ontario.
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BACKGROUND

Established in 1963, the Ontario Police College is the central train-
ing facility for police officers in Ontario. By statute, all police re-
cruits, municipal and provincial, must attend the college for basic
constable training. Other types of advanced or specialized police
training are delivered on a regular basis by the college, according to
statute/regulation or at the request of police services.

In the late 1970s, a refresher training course for police constables
was implemented by the college (to be known later as “Advanced
Patrol Training” or APT). Composed largely of lectures on law and
police procedures and techniques, the three-week course was de-
signed primarily as an update for patrol duty officers. However,
owing to the length of the course and the on-campus format, less
than 300 constables were trained each year, of an estimated 12,000
officers province-wide performing patrol duties.

In 1988, in response to calls from community stakeholders and po-
lice services for better training for police officers, a new six-level
police training system was introduced at the college that provided

for two courses of on-campus training for patrol officers beyond the
basic recruit training.

Six-level Ontario Police Training System (1988)

Level I: Police service orientation and in-service training prior to
attending the Ontario Police College. One to two weeks in length.

Level II: Basic recruit training program at the Ontario Police Col-
lege, 60 days in length.

Level III: In-service training and coach officer training at police ser-
vice. Normally three months in duration.

Level IV: Two- to three-week program at the Ontario Police College
occuring 18 months after completion of basic recruit program.

Level V: In-service training.

Level VI: Three-week program at the Ontario Police College.
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According to this system, on completion of Level II basic constable
training at the Ontario Police College, all police officers were to re-
ceive an additional period of Level IV training eighteen months later;
a further period of Level VI training was to follow three years later,
which was to be repeated thereafter at five-year intervals. The Level
IV and Level VI training consisted primarily of lectures on law and
police procedures and techniques, two to three weeks in length, de-
livered on-site at the college. Constables who received their train-
ing prior to 1988 would continue to receive periodic refresher training
via the APT course.

The new six-level police training system placed an impossible bur-
den on the college. Despite additional funding, by 1995 it was clear
that the college could not meet the demand for Level IV and Level
VI training. Most important, with resources now diffused over two
separate levels of training (Levels IV and VI) and the APT course,
the number of patrol officers who had not received any refresher
training in the recent past was growing rapidly. Concerns about job
performance and morale were raised by police services.

THE PROBLEM

The number of police constables trained at Level II basic training
and the number of those constables trained or untrained at Levels
IV and VI in the period 1988-97 are shown in Table 1. Other con-
stables from the pre-1988 period who were taking the APT course
are shown separately in the table.

Between 1988 when the new six-level police training system was
introduced and 1997, the backlog of patrol constables requiring train-
ing grew by a total of 5,580 (Level IV + Level VI). In addition, an
estimated! 4000 constables trained prior to 1988 still required some
form of refresher training. In total, in 1997 the estimated training
backlog of patrol officers requiring refresher training had ballooned
to 9,580, or nearly 80% of officers performing patrol duties. Clearly,
given the calls from community stakeholders and police services for
better training for police officers, immediate action to deal with the
refresher training backlog problem was needed.

Several factors contributed to the refresher training backlog prob-
lem. First, due to limited staff resources, a maximum of 20 courses
of 24 officers each, either Level IV or Level VI, could be delivered
each year, for a total of 480 officers trained, falling far below re-
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quirements. Second, the format of the Level IV and Level VI train-
ing and the APT course, each of which was on-site lecture format
and two or three weeks in length, served to tie up staff resources in
only a small number of courses. Third, the format and length of the
courses meant that few police services were capable of or willing to
deliver the training in-service, thereby restricting course offerings
to the Ontario Police College. Finally, long-term growth in the
number of police officers in Ontario, in particular those on patrol
duty, placed an increasing demand on the college for refresher train-
ing.

ADDRESSING THE PROBLEM

In February 1997, representatives of police services from across
Ontario met at the Ontario Police College to address the refresher
training backlog problem. The representatives were advised by col-
lege management that ongoing funding constraints required that
the solution to the problem be both effective and efficient, requiring
no additional use of resources.

Table 1
Patrol Refresher Training (Level IV, VI, and APT)
Actual FAgures, Trained and Untrained, 198897

Basic
Constahle Level IV Level VI

Year Trained Trained Untrained Trained  Untrained APT
1988 1463
1989 942
1990 1373 1125 -338
1991 620 983 +41
1992 491 892 -481
1993 500 468 -152 36 -1086 559
1994 654 0 -491 1 -684 173
1995 713 161b -339 43b -899 296
1996 558 -96 180 -262 967
1997 202a 51 91a -282 272a
Total 6756 4389 -2367 361 -3213 1867

Notes: aFigures estimated based on current (1997) conditions. bNo Toronto officers since 1994.
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As a first step in addressing the refresher training problem, the po-
lice service representatives proposed to concentrate the available
training resources in a single refresher training course. As a second
step, the representatives proposed that a comprehensive training
needs analysis be conducted to support the design and implementa-
tion of such a course.

EVALUATION METHODOLOGY

A research team composed of the Level IV and Level VI instructors,
one member of the Research and Evaluation Unit at the college,
and two officers seconded from police services was assigned the task
of designing and carrying out the training needs analysis.

The research team, in consultation with college management and
the police service representatives, defined four questions or goals
that the needs analysis must address:

1. What are the needs for refresher training for patrol offic-
ers?

2. How often should patrol officers get refresher training?

3. What is the best way to deliver refresher training to patrol
officers?

4. What police service and/or government organizational re-
quirements must be addressed by the refresher training?

A multi-stage, multi-method strategy was employed to conduct the
research.

Stage One

In Stage One of the research, a content analysis of police training
reports, training curricula, and police training journal articles, along
with the results of two recent community consultation surveys com-
pleted by the college, was conducted. The analysis was conducted to
identify all references to learning requirements (knowledge, skills,
abilities) required for patrol officers (cf. Cronshaw, 1991; Krieble,
1996). A complete list of all identified learning requirements was
created and circulated to members of the research team, college
management, and an ad hoc advisory group composed of six train-
ing officers from police services. Based on this consultative process,
an inventory of 118 different learning requirements necessary to
perform the job of patrol officer was constructed.
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The patrol officer learning requirements inventory was the basis
for the construction of a training needs questionnaire. In response
to the question “How important is it that a constable be skilled in
each of these learning requirements?” respondents were asked to
rate each of the 118 learning requirements on a three-point scale,
ranging from 1 = not important, 2 = somewhat important, to 3 =
very important. In response to the question “Which learning require-
ments must be included in patrol refresher training?” respondents
were asked to put a check mark beside only those items they be-
lieved were important to include in refresher training. In addition,
respondents were asked to indicate how frequently they believed
patrol officers should receive refresher training and the best ways
to deliver the training.

As a check on the validity of the training needs questionnaire data (Mc-
Killip, 1998; Rossi & Freeman, 1993) and to probe for additional infor-
mation about refresher training, the research team decided to follow
administration of the questionnaire with a semi-structured interview.
During the interview, respondents were prompted for their views con-
cerning refresher training, preferred methods of delivery, barriers to
receiving the training, and recommended length of training.

Information obtained from the training needs questionnaire and the
semi-structured interviews would, the research team believed, pro-
vide answers to the first three questions to be addressed by the train-
ing needs analysis. To obtain information in answer to the fourth
question, the research team decided to conduct key informant inter-
views (Chambers et al., 1992; McKillip, 1998) with individuals in
policing and government organizations knowledgeable about police
training requirements.

Stage Two

In Stage Two of the research a purposive (Babbie, 1995; Henry, 1998)
sample of eleven different police services, designed to be representa-
tive of the different sizes (small, medium, large) and geographical
locations (n, s, e, w) of police services throughout Ontario, was se-
lected by the research team. Each selected police service was con-
tacted by letter and telephone and asked to arrange for a member of
the research team to administer the training needs questionnaire and
conduct interviews with patrol constables, training officers, patrol
supervisors, and any other service personnel that might be able to
provide information about the needs for patrol refresher training.
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The on-site police service research sessions consisted of a brief in-
troduction and explanation of the research followed by administra-
tion of the training needs questionnaire to a group (usually constables
coming on shift) or to individuals (supervisors and senior police
management). Questionnaire administration was followed by the
semi-structured interview conducted with the group or on an indi-
vidual basis. In one case, the training needs questionnaire was de-
livered by courier service to a police service in the far north, and the
completed questionnaires were then returned to the college.

A total of 98 questionnaires were completed, and 30 separate group
or individual interviews were conducted. A breakdown of the key
characteristics of the Stage Two sample is shown in Table 2.

As a result of the on-site visits by the research team and the fact
that the research was internally administered and promoted by the

Table 2

Stage Two Sample Characteristics

Questionnaire Respondents (N = 98)

Number Respondents

Size of Police Service small (< 50) 5 10 (10%)
medium (51-100) 2 8 (8%)
large (100 +) 4 94 (55%)
OoPP 1 5 (5%)
Toronto 1 21 (21%)

Geographical Distribution north 3 14 (14%)
south 4 40 (41%)
east 2 32 (33%)
west 4 12 (12%)

Length of Service less than 5 years 14 (14%)
5 - 20 years 50 (51%)
more than 20 years 34 (35%)

Current Rank constable 62 (63%)
sergeant 29 (30%)
staff sergeant 5 (5%)
other 2 (2%)

Current Assignment patrol 61 (62%)
training branch 7 (7%)
traffic 3 (3%)

other duties 27 (28%)
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chiefs of police, the response rate for the questionnaires exceeded
90%. The questionnaire data were subjected to a descriptive statis-
tical analysis, while the data obtained from the interviews were coded
and categorized manually (Huberman & Miles, 1998; Weber, 1990).

As a further check on the validity of the results obtained at Stage
Two of the research, interviews were conducted with two individu-
als from other police services not included in the research sample.
However, the interview results were not included in the research in
order to avoid contamination (Rossi & Freeman, 1993) or bias in the
research sample results.

Stage Three

In Stage Three of the research, a strategic sample of seven police
services was selected by the research team. The research sample
was designed both to be representative of the different sizes and
geographical locations of Ontario police services and to target key
informants believed to be particularly knowledgeable about the or-
ganizational requirements for patrol refresher training. Each se-
lected site was contacted and asked to arrange for a member of the
research team to conduct individual semi-structured interviews with
senior police personnel, Police Services Board members, and/or other
senior personnel. Additional key informant interviews were con-
ducted with representatives of the Ontario Provincial Police train-
ing academy, the Toronto Police Service C.O. Bick College training
academy, and the Policing Standards and New Programs Branch of
the Ministry of the Solicitor General and Correctional Services.

The characteristics of the Stage Three sample are shown in Table 3.

The data obtained from the Stage Three interviews were coded and
categorized manually for the purposes of analysis (Huberman &
Miles, 1998; Weber, 1990).

RESULTS

Of the 118 learning requirements identified on the training needs
questionnaire administered at Stage Two of the research, 69 (58%)
were rated as very important by more than 50% of the respondents;
21 of the 69 were identified by respondents as must be included in
refresher training. Ninety-six (98%) of the respondents agreed that
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patrol constables should receive regular refresher training. Re-
sponses to the questions on how often patrol officers should receive
refresher training and the best way of delivering the training are
shown in Table 4.

The majority of questionnaire respondents (59%) did not offer an
opinion or did not answer the question on course length. Respond-
ents were almost evenly split between on-site course delivery at the
Ontario Police College (54%) and in-service delivery (47%). A dis-
taste for virtually all of the various alternate delivery formats de-
scribed on the questionnaire was demonstrated by respondents.

The information collected in the Stage Two interviews assisted both
in validating and, in some cases, clarifying the data collected with
the training needs questionnaire. Most of those interviewed ex-
pressed the belief that course length was best decided by those re-
sponsible for the course. With respect to course format, the patrol
officers expressed the opinion that if training is delivered intermit-

Table 3

Stage Three Sampie Characteristics

Interview Respondents (N = 30)

Number Respondents

Size of Police Service small (< 50) 2 6 (20%)
medium (51-100) 1 6 (20%)
large (100 +) 3 9 (30%)
oPP 1 1 (3%)
Toronto 1 7 (23%)
Policing Standards 1 1(3%)

Geographical Distribution  north 1 6 (20%)
south 4 16 (53%)
east 2 5 (17%)
west 1 3 (10%)

Position Distribution Police Services Board member 6 (20%)
Police Chief 4 (13%)
Deputy Chief 3 (10%)
Chief Superintendent 1(3%)
Superintendent 2 (7%)
Staff Inspector 4 (13%)
Inspector 4 (13%)
Sergeant 5 (17%)

Manager (Policing Standards) 1(3%)
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tently, as discrete modules or by video or computer, it would not get
done, as officers have too many other tasks. In the opinion of patrol
officers, refresher training should be delivered in one discrete, com-
prehensive package, ideally at the Ontario Police College or at a
site where in-service distractions could not easily intrude.

Results from Stage Three of the research are shown in Table 5.

A majority (97%) of the key informant sample expressed the belief
that refresher training for patrol constables is needed. No clear pref-
erence for training frequency was identified. Only 14 (47%) expressed
an opinion about course location; among those who did respond, in-
service training was preferred. A strong preference for instructor-
led, scenario-based training was expressed by the key informant
sample; the format of choice among the small number (40%) who
responded to interview questions about course format was modular

Tahle 4
Need and Delivery Characteristics - Patrol Refresher Training?

Stage Two Sample (N = 98)

Responses

Need for Refresher Training? Yes 96 (98%)
No 2 (4%)

Frequency of Refresher Training? Never 0
Once a year 17 (17%)

Every 2 years 28 (26%)

Every 5 years 51 (52%)

Every 10 years 1(1%)

Don't know 1(1%)

Course Delivery? OPC course 54 (55%)
In-service 46 (47%)

1 - 2 day modules 33 (34%)

OPC + modules 45 (46%)

Information updates 25 (26%)

Remote video 21 (21%)

CBT 16 (16%)

Self-study 15 (15%)

a Respondents were given a list of options regarding course delivery and asked to indicate yes
or no to each option. Numhers and percentages reported for course delivery options are for
those in favour of that particular option.
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training. Like the Stage Two respondents, few of the key inform-
ants offered an opinion as to the length of the training.

Many of the key informants reported in the interviews that they did
not feel qualified to express an opinion about course location, for-
mat, delivery, or length, as they had no direct experience with po-
lice training methods or had not served in patrol functions for some
time. Instead, the key informants felt more comfortable in pointing
out organizational requirements and issues that would need to be
addressed by the training. The necessity of including a community
policing component in the refresher training along with updates in
law and case-law decisions and training in dealing with the men-
tally ill were expressed as requirements. The need to devise a cost-
efficient way to deliver the training was expressed by a majority of
the key informants; with tight budgets and staffing requirements,
it is difficult to free up officers to attend lengthy training courses,
particularly in off-site locations.

Tahle 5
Need and Delivery Characteristics - Patrol Refresher Training?

Stage Three Sample (N = 30)

Responses

Need for Refresher Training? Yes 29 (97%)
No 1 (3%)

Frequency of Refresher Training? As needed 8 (27%)
Once a year 2 (7%)

Every 2 - 3 years 10 (33%)

Every 5 years 5 (17%)

Don't know / missing 5 (17%)

Don't know 1(1%)

Course Delivery? OPC course 5
In-service 9

Modules 10

Instructor/scenarios 21

CBT 3

Video 3

Inter/intranet 4

Distance education 1

a Many of the Stage Three respondents did not feel gualified to offer an opinion regarding
course delivery format — consequently, there is a substantial amount of missing data.
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When asked what one message they would want carried back to the
Ontario Police College regarding refresher training for patrol con-
stables, the key informants responded with a clear theme: “get it
into the 1990s,” “make use of the technology,” and “the customer
service approach is critical.” These comments, in combination with
the results from Stage Two and Stage Three of the research, set the
stage for the design of an innovative and, by demand, effective and
efficient refresher training course for patrol constables in Ontario.

OUTCOME OF THE TRAINING NEEDS ANALYSIS

In September and October of 1997, the new refresher training course
for patrol officers, billed as the new Advanced Patrol Training course,
was piloted in two offerings at the Ontario Police College and at two
in-service locations. One week (five days) in length, the new APT
course was composed of a core curriculum of legal updates and sce-
nario-based skills training, while allowing for the insertion of cus-
tomized training modules to fit police services’ local requirements
(e.g., community policing / problem-solving techniques, hate crimes,
dealing with the mentally ill, seizing and securing weapons, testify-
ing in court, etc.). In addition to the basic course, provisions for the
distribution of course information and updates via e-mail and
Internet were under development at the time the course was piloted.

A train-the-trainers approach was employed to teach training offic-
ers at the police services to co-ordinate and deliver the course them-
selves, with the assistance of detailed lesson plans and ready access
to support from college staff. Course evaluations of the pilot APT
courses were overwhelmingly positive; evaluations by senior per-
sonnel at the host police services were positive as well, as the in-
service format and one-week length reduced personnel replacement
costs for the services.

In November 1997, following consultation with Ontario Police Col-
lege management and representatives of the police services, the APT
course began to be offered widely to Ontario police services in three
delivery formats: on-site at the college, in-service using college in-
structors, and in-service making use of the service’s own college-
trained instructors. A comparison of the number of police officers
trained on the APT course for the years 1998 and 1999, and esti-
mated for 2000, with the combined training numbers for all three of
earlier refresher training courses, is shown in Table 6.
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It is clear from the data reported in Table 6 that the redesigned
APT course has had a significant effect in increasing the number of
patrol officers receiving refresher training; so much so that it is pro-
jected that the entire patrol refresher training backlog will be elimi-
nated by the year 2003.

MAXIMIZING ORGANIZATIONAL EFFECTIVENESS AND
EFFICIENCY

Tabie 6

Based on the data reported in Table 6, the average annual increase
in the number of officers trained in the redesigned APT course is
657%.2 At the same time, APT program staffing was reduced from
five full-time instructors to three; seconded instructor commitments
were reduced to part-time; and course administration costs were
reduced with the implementation of electronic and CD distribution
of course materials, for a total estimated net reduction in course
delivery costs of 50%.

Student evaluations of the APT course continue to be extremely posi-
tive. Police service evaluations of the course are positive as well;
almost all police services in Ontario have sent patrol officers on the
APT course and/or have provided in-service APT courses; more than
225 different in-service training sites operated in 1999. The Ontario
Provincial Police plan to offer APT training to virtually all patrol
officers in the service throughout 1999 and 2000, and other police
services are planning similar strategies.

The refresher training needs analysis and redesign of the APT course
resulted in a significant increase in both effectiveness (measured by

Training Numbers (Actual and Projected)?

Comparison of previous refresher training numbers with redesigned APT numbers

Course 1994 1995 1996 1997 1998 1999 2000
Level IV, VI, and

previous APT 184 500 1305 475
Redesigned APT 90b 1000 6000 7000

a Redesigned APT pilot courses. b Respondents were given a list of options regarding course delivery
and asked to indicate yes or no to each option. Numbers and percentages reported for course delivery
options are for those in favour of that particular option.
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level of service coverage) and efficiency (measured by net reduction
in course delivery costs). In comparison with the costs of previous
refresher training courses and with the costs of other similar train-
ing programs delivered by the Ontario Police College, the redesigned
APT course is the most cost-effective (measured by the cost to level
of service coverage; Rossi & Freeman, 1993) solution to the refresher
training backlog problem.

The success of the APT course derives directly from the training
needs analysis. As identified in the research, both patrol officers
and police management expressed a preference for a refresher train-
ing course that could be delivered either at the Ontario Police Col-
lege or in-service; the in-service course would allow officers to return
to their homes and families in the evenings and would reduce costs
to the police services. Both patrol officers and management indi-
cated a preference for a training course five days or less in length; a
shorter course would mean officers were away from home less and
away from regular duties for a shorter period of time. Both patrol
officers and management provided direct input into the content of
the training; in addition, the modular design of the course allows
the flexibility to include locally focused training needs and concerns
in the APT course. Finally, the train-the-trainer option for the APT
course provides the opportunity for police services to gain experi-
ence and expertise in the delivery of refresher training, reducing
dependence on the Ontario Police College.

To ensure that the APT course continues to meet mandated/legal
requirements and the training continues to be of high quality, the
instructors assigned to the APT course now serve primarily a course-
development, co-ordination, and monitoring role, which includes
regular visits to in-service sites delivering the APT course. All APT
students complete course evaluation forms; the data are analyzed
to reveal problems with the course and to identify opportunities for
further development. Police service representatives continue to meet
on a regular basis to discuss the APT course evaluation results, to
review any concerns regarding the course, and to receive updates
and information about changes to the course.

Finally, the redesigned APT course represents a substantial im-
provement in program logic (Rush & Ogborne, 1991; Wholey, 1983)
over the previous refresher training delivery system. Prior to 1998,
the outputs (target population, level of service coverage) and ob-
jectives (current knowledge, long-term performance improvement)
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were not well-defined; training was provided on an as-needed ba-
sis, and considerations of effectiveness and efficiency were second-
ary at best. Prompted by the refresher training backlog problem,
a key contribution of the training needs analysis was to direct at-
tention beyond program outputs to a focus on short- and long-term
training objectives as identified in the needs analysis. Conse-
quently, in the subsequent redesign of the APT training course,
target population (patrol constables), outputs (all patrol officers at
least every five years), and short-term (demonstrated knowledge,
skills acquisition as tested) and long-term objectives (transfer of
learning to job setting) are now coherently linked (cf. Rush &
Ogborne, 1991). Comprehensive assessment of the long-term ob-
jectives of the APT training is the next step in the refresher train-
ing evaluation process.

CONCLUSION

The successful evaluation, redesign, and delivery of the Advanced
Patrol Training course has become a model for other police training
programs in Ontario. Recently, the Hamilton-Wentworth Regional
Police Service employed the same evaluation approach in the re-
design of in-service training for recent recruits, which led to the in-
troduction of a novel, fully integrated coach officer-recruit training
program at the service. Currently, the Durham Regional Police Ser-
vice is applying the evaluation approach in the design of in-service
training for patrol sergeants. The Office of the Public Guardian of
Ontario has employed the evaluation approach in the design of an
in-service course for investigators.

The redesign of the Advanced Patrol Training course is a testimony
to the contribution that evaluation can make to maximizing the ef-
fectiveness and efficiency of organizations.

NOTES

The views expressed are solely those of the authors and not of the
Ministry of the Solicitor General of Ontario.

Based on the following information: In 1996-97, the OPP alone re-
quested a total of 2,008 positions for the APT course. At that time,
the OPP represented approximately one quarter of police personnel
in the province. Given that, in 1996-97, Toronto accounted for an-
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other one quarter of police personnel, but did not send constables to
the APT course, there remained, conservatively, perhaps another
2000 officers in the remaining half of police personnel that required
APT training.

2. Calculated as the percentage change in the average Level IV, VI,
and previous APT training numbers over 1994-96 versus the an-
nual average new APT training numbers, 1998-2000.
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Abstract:

Résumé:

This article reviews evaluation research on community polic-
ing (CP) in the City of Windsor, including the Windsor Police
Service’s utilization of evaluation evidence. It examines five
studies of the initial year of two CP patrol units, one beginning
in 1990 and the other in 1992. The studies included surveys of
the CP-related attitudes and experiences of constables, commu-
nity residents, and managers of small business, as well as time
series analyses of crime trends. The results provided favour-
able process and outcome evidence. By 1995, more than half
the city population was serviced by CP units, and follow-up time
series analyses reconfirmed the earlier encouraging crime trends
findings. However, in contrast to the positive beginnings, a 1997
survey of the service’s membership revealed no strong support
for CP, including an apparent division among management in
attitudes about CP. Recent CP developments in the service are
considered.

L’article passe en revue les recherches évaluatives effectuées
au sujet du modele de «police communautaire» (CP) dans la ville
de Windsor, y compris la preuve évaluative utilisée par le ser-
vice policier de Windsor. Il examine cinq études aupreés de deux
unités de patrouille dans leur année initiale, soit le premier unité
débutant en 1990 et le deuxiéme en 1992. Les études compre-
naient des sondages ayant trait aux attitudes se rapportant au
modele CP et aux expériences de nombreux policiers, de rési-
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dants communautaires, et de directeurs commerciaux, ainsi que
d’analyses “time series” de tendances criminelles. Les résultats
démontrent un processus et des conséquences favorables. Par
Pannée 1995, plus de la moitié de la population urbaine était
servie par des unités de CP, et des analyses “time series” ont
reproduit des résultats favorables a I'égard de tendances crimi-
nelles. Cependant, contrairement a ces débuts positifs, un son-
dage effectué auprés de membres du service policier en 1997
n’a révélé aucun appui pour le modele CP. De plus, au niveau
de leurs attitudes a 1’égard du modéle CP, une division appa-
rente parmi les directeurs du service policier a été révélée. Dans
le contexte du service policier, des développements récents du
modele CP sont considérés.

I During the last 10 to 15 years, the Canadian public po-
licing system has undergone a major paradigm shift from the tradi-
tional, enforcement-oriented policing model, with an emphasis on
reactive response (i.e., incident driven) in the containment of crime,
to the community policing (CP) model, with a proactive emphasis
on a close police-community partnership in the identification and
solution of local problems (Leighton, 1994; Nancoo, 1993). Several
factors have been suggested that contribute to the rise of CP, in-
cluding the following three: the empirical evidence underscoring the
limited effectiveness of the core operational methods employed in
the professional policing model, the need for greater police atten-
tion to quality of life and order maintenance issues, and the need
for closer and more positive police-community relations (Norman-
deau & Leighton, 1990).

The movement toward CP was punctuated in 1990 by its endorse-
ment by the Solicitor General of Canada as the approach most suit-
able for dealing with Canadian policing responsibilities (Normandeau
& Leighton, 1990). The Royal Canadian Mounted Police and the vast
majority of provincial and municipal police organizations have ac-
knowledged CP as the appropriate approach for dealing with con-
temporary law and order maintenance (Leighton, 1994; Seagrave,
1996), and many CP programs, representing a wide diversity of op-
erational strategies, have been initiated (Leighton, 1994; Nancoo,
1993). Indeed the professional and public commitment to CP has
become so strong that, by 1994, Leighton described CP as “firmly
established as the dominant orientation or philosophy” (p. 209) of
Canadian policing.

In less than two decades, CP gained widespread acceptance as the
way to police Canadian society. There is limited empirical support,
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however, for its effectiveness, that is, for the purported impact of
CP on community crime, order, and stability (Leighton, 1994;
Nancoo, 1993; Seagrave, 1996). In 1994, Leighton could point to only
two formal, published impact evaluations: the Victoria community
police stations project (e.g., Walker & Walker, 1992) and the Ed-
monton neighbourhood foot patrol project (e.g., Hornick, Leighton,
& Burrows, 1993). In 1993, Nancoo called for detailed descriptions
of CP initiatives to inform the policing community about how CP is
being implemented in Canada and for an evaluation agenda to sys-
tematically examine the processes and outcomes of CP.

In response to Nancoo’s (1993) call, the objective of this article is to
review the development of CP in the City of Windsor, focusing on
the role of evaluation research. Several writers (e.g., Chacko &
Nancoo, 1993; Leighton, 1994) have observed that the minimal in-
volvement of Canadian academic researchers has contributed to the
small amount of evaluation research on CP. Such has not been the
case in Windsor where academic researchers have been closely in-
volved in the evaluation of CP since early in its development. This
report begins with the initiation of the Windsor Police Service’s first
CP unit in 1990 and traces the development of CP up to early 1999.
In all, seven evaluation studies are described.

SANDWICH TOWNE COMMUNITY PATROL

In May 1990, the Windsor Police Service initiated the Sandwich
Towne Community Patrol (STCP) by opening a substation in the
Sandwich area of the city, a 24-km2 area with a population of 23,000
(Windsor’s total area is 120 km2 and population is 196,000).

The Implementation Plan (Greenham, 1990) for the STCP under-
scored the need for change within the Windsor Police Service in the
context of a marked increase in calls for service and the growing
recognition of the limitations of traditional policing approaches. The
plan emphasized the need for a police-community partnership in
defining and addressing community problems. It also emphasized
the need for changing the traditional patrol constable role, which is
geared to response and enforcement, to a less restrictive generalist
constable role (Leighton, 1991) that entails the provision of a broader
range of policing services, including criminal investigations, proactive
activities (e.g., directed patrol and crime prevention), and referrals.

The STCP began with a volunteer staff of 1 staff sergeant, 5 ser-
geants, and 18 constables. Prior to the start of the STCP, the con-



I 104 THE CANADIAN JOURNAL OF PROGRAM EVALUATION
.|

stables took a two-week course on a variety of topics related to CP
and the generalist constable role. To facilitate the transition to the
generalist constable role, each constable also worked with a detec-
tive on 15 shifts. Some specific CP strategies included the following:
individual constables were assigned personal neighbourhood zones
to patrol; officers often patrolled on foot or bicycle; officers were di-
rected to get to know merchants and residents (e.g., by convening
public meetings); and officers routinely left notices to notify com-
munity members of their active concern and of the need for pre-
ventative measures (e.g., “business checked” forms for merchants
and “lock-it-or-lose-it” pamphlets for car owners).

The importance of evaluation research was recognized by the ser-
vice from the outset. The first author was asked to conduct a one-
year pretest-posttest survey to assess the effects of the STCP on the
job-related attitudes of the CP constables (Schneider, 1992).

Method
Participants and Procedure

The study focused on the attitudes of the STCP constables and a
control group randomly selected from the remaining 221 constables
of the service. Surveys were completed by both groups at the start
of the STCP and approximately one year later. The surveys were
made available in the constables’ mail slots, except they were hand
delivered to the pretest project constables during their CP train-
ing.1 The surveys were returned in sealed envelopes to the re-
searcher. The number of constables contacted and number who
returned completed surveys, respectively, were: Pretest: STCP: 18
and 15; control: 31 and 22. Posttest: STCP: 15 and 11; control: 31
and 19.

Constable Survey

The pretest survey contained the following: (a) Minnesota (Job) Sat-
isfaction Questionnaire — Short Form (Weiss, Dawis, England, &
Loguist, 1967), (b) Job Involvement Scale — Short Form (Lodahl &
Kejner, 1965), (c) Organizational Commitment Scale (Hoath, 1988),
and (d) individual items pertaining to such topics as policing ap-
proaches and goals, community policing, and the STCP. Responses
to all individual items ranged from 1 (strongly disagree) to 5 (strongly
agree), with high scores indicating positive attitudes or views.
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The posttest survey was expanded to address developments and
changes that may have occurred over the year. Included were addi-
tional items about job enrichment and work activities and, for the
STCP constables, items about progress toward the implementation
of CP and the generalist constable role.

Results
Pretest Comparison of STCP and Control Constables

At the start of the STCP, the project and control groups were strik-
ingly similar on the large majority of variables. Using ¢ tests, the
only significant (p < .05)2 mean differences were that, as would be
expected for volunteers, project constables saw more potential in
the STCP than did control constables (Ms = 4.27 and 2.64, respec-
tively) and agreed more strongly with CP principles (Ms = 4.27 and
3.09, respectively).

Implementation of CP

Before examining the attitudinal outcomes of CP, the process (had
CP been implemented?) was considered. In the posttest survey, the
STCP constables were asked 16 questions about whether they agreed
that the STCP had made progress toward the execution of CP and
the generalist constable role. With the exception of a question about
police-citizen co-operation in crime prevention (M = 3.72), the mean
scores were 4.00 (i.e., agree) or higher (overall M = 4.21). For in-
stance, the project constables agreed that the STCP had made sig-
nificant progress toward: implementing the generalist constable role,
developing a co-operative partnership between police and commu-
nity, introducing neighbourhood policing, and gaining community
input in the identification of problems.

The enactment of CP requires changes in the activities officers rou-
tinely carry out. Constables indicated the number of times over the
previous 10 work days they had engaged in each of 11 activities.
The results showed no differences between STCP and control con-
stables regarding traditional response and enforcement modes of
policing (e.g., made arrest and issued parking violation). However,
STCP constables reported higher frequencies of involvement than
control constables in activities that entailed interaction with the
community: assisted with juveniles (Ms = 5.82 and 1.00, respectively),
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spoke at community meeting (Ms = 3.82 and 0.42, respectively), at-
tended community meeting (Ms = 9.18 and 0.11, respectively), vis-
ited a business (Ms = 3.91 and 0.75, respectively), and visited a home
(Ms = 3.36 and 0.75, respectively). These figures are only for those
constables who indicated they worked in patrol (STCP, n = 11; con-
trol, n = 12).

This feedback suggested that the STCP had taken significant steps
toward the implementation of CP. Thus, it was possible to deter-
mine if the enactment of CP was accompanied by attitude changes
among the participating officers.

Attitude Change After a Year

Comparisons of the pretest and posttest responses revealed evidence
of positive change among STCP constables and no change among
control constables. Although project constables demonstrated no
changes in job involvement and organizational commitment, their
mean job satisfaction increased significantly from pretest to posttest
(66.13 to 77.91; possible range = 20 — 100). Moreover, the STCP con-
stables’ posttest scores on several individual job-attitude items were
substantially higher than their pretest scores, for example, enthu-
siasm about work (Ms = 4.00 and 3.05, respectively), satisfaction
with personal development from the job (Ms = 4.18 and 2.93, re-
spectively), and amount of challenge in the job (Ms = 4.27 and 3.33,
respectively). No pretest-posttest differences occurred for the con-
trol constables.

Posttest comparisons of the STCP and control groups revealed many
differences. For instance, the STCP constables were more likely than
control constables to see themselves as making a difference in the
community (Ms = 4.00 and 2.79, respectively) and as problem solv-
ers (Ms =4.09 and 2.95, respectively). Also, they were more likely to
report that over the year they had been given broader responsibili-
ties (Ms = 4.00 and 3.05, respectively), learned new policing tech-
niques (Ms = 4.55 and 3.42, respectively), and became more
innovative in decision-making (Ms = 4.09 and 3.32, respectively).
Moreover, after one year, STCP constables continued to see more
potential in the STCP (Ms = 4.55 and 3.37, respectively) and to agree
more with CP principles (Ms = 4.45 and 3.58, respectively). It is
noteworthy that the STCP and control means for these two items
increased, although non-significantly, from 1990 to 1991.
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A widely acknowledged roadblock to the successful implementation
of CP is resistance from within the membership (Clairmont, 1991).
At posttest, the STCP constables perceived such resistance. They
tended to agree that the rest of the service had generally negative
feelings toward the STCP (M = 3.60) and were biased against its
officers (M = 3.60). However, the control officers disagreed; they
tended not to perceive negative feelings toward the STCP (M = 2.95)
and its officers (M = 2.42).

Discussion

The constable survey results indicated that, during the first year of
the STCP, appreciable progress had been made toward implement-
ing CP. This process evidence increased our confidence that the pre-
test-posttest attitudinal changes observed in the STCP constables
(e.g., increased job satisfaction and feelings of personal development)
resulted from their involvement in the CP initiative. Moreover, the
CP constables indicated continued commitment to their CP unit and
CP goals. At the same time, there was no indication among other
constables in the service of widespread opposition to the STCP and
CP in general.

The posttest STCP sample was considerably smaller than the pre-
test sample, raising concern about possible sampling bias. During
the first year, two constables and four sergeants were transferred
out of the unit, and one constable resigned from the Service. The
researcher interviewed five of the transferees (two constables and
three sergeants) who reported attitudes entirely consistent with the
positive survey findings. None regretted having been part of the
STCP, all saw considerable value in the STCP, and all thought that
the STCP had made good to excellent progress.

The positive attitudinal findings were bolstered by anecdotal evi-
dence attesting to how favourably the CP unit had been received by
community residents. For instance, on Halloween, over 400 area
residents visited the substation which was decorated as a haunted
house. Futhermore, several positive articles were published in The
Windsor Star newspaper, for example, “West-enders warm to
neighbors in blue” (Robertson, 1991) and “community policing has
been an unqualified success in Windsor’s west end” (“Positive Police
Move,” 1992).
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EAST END COMMUNITY PATROL

The executive of the Windsor Police Service decided to expand its
CP initiative by opening another unit. The decision was predicated
primarily on the executive’s strong conviction about the promise of
CP and the favourable evaluation evidence about the STCP. Thus,
in June 1992, the East End Community Patrol (EECP) began in a
28-km?2 area with a population of 38,000. The substation was staffed
by 1 staff sergeant, 4 sergeants, and 30 constables. During the year,
for budgetary reasons, the number of constables was reduced to 21.

An important distinction between the STCP and EECP was that
the STCP officers had volunteered for CP, whereas the EECP offic-
ers were assigned to the EECP (i.e., an entire platoon was simply
transferred). The use of non-volunteers was thought to be an impor-
tant test of the feasibility of achieving acceptance of CP in the wider
service. As with the STCP, EECP constables were given two weeks
of in-class training on CP and generalist constable concepts; how-
ever, unlike their STCP counterparts, the EECP constables did not
train individually with detectives.

The goals and implementation model of the EECP were the same as
for the STCP. However, a more comprehensive evaluation approach
was used. Four studies were carried out. Each study focused on dif-
ferent outcome criteria and involved a comparison of data collected
before the implementation of the EECP and a year or more later.
Three studies entailed surveys that focused on the attitudes, views,
and experiences of different stakeholder groups: constables (Study
1), residents (Study 2), and managers of small businesses (Study 3).
Study 4 used statistical analyses to examine the effect of CP on re-
ported rates of criminal activity. Studies 1, 3, and 4 were conducted
by the second author under the direction of the first author as part
of an applied social psychology doctoral internship (Pilon, 1994).
Study 2 was an internal service project conducted by the third au-
thor (Horrobin, 1993), assisted by the first author.

EECP Study 1: Survey of Constables
Method
Participants and procedure. Both at the pretest (June 1992) and

posttest (June 1993), surveys were made available to the EECP con-
stables and to a random sample of constables from the service’s two



LA REVUE CANADIENNE D'EVALUATION DE PROGRAMME 109 I
.|

patrol divisions. The pretest surveys were distributed by the re-
searcher to the constables in person; the posttest surveys were mailed
to the constables. The number of constables contacted and the
number returning completed surveys (to the researcher in sealed
envelopes), respectively, were: Pretest: EECP: 24 and 19; control:
25 and 19. Posttest: EECP: 17 and 12; control: 19 and 7. These fig-
ures indicate much smaller sample sizes at the posttest. The differ-
ences likely resulted in part from the change in the administration
procedure from pretest (hand delivered) to posttest (mailed) and,
for the project group, from the budget-induced reduction of consta-
bles from 30 to 21 over the year.

Constable survey. The questions were taken from the STCP consta-
ble survey. Factor analysis of the STCP data was used to reduce the
survey length and create composite variable scales. Variables meas-
ured in both pretest and posttest surveys included: job satisfaction,
organizational commitment, job involvement, and attitude toward
CP. Variables measured in the posttest survey only were job enrich-
ment over the year, attitude toward the EECP, perceived attitudes
of non-CP constables toward the EECP, perceived implementation
of CP (EECP group only), and perceived implementation of generalist
constable role (EECP group only). Scale scores could range from 1
(strongly disagree) to 5 (strongly agree).

Results

The high level of subject attrition suggests the need for cautious
acceptance and interpretation of the results.

Pretest comparison of EECP and control constables. Using ¢ tests, it
was determined that at the start of the EECP, the project group’s
job satisfaction was lower than the control group’s (Ms = 3.36 and
3.90, respectively). The lower satisfaction of the EECP constables
may have been due to the impending changes in their roles as police
officers, changes over which they had no control. The project and
control groups did not differ in organizational commitment, job in-
volvement, and attitudes toward CP.

Implementation of CP. After one year, the EECP constables agreed
that the EECP had made significant progress toward the implemen-
tation of both CP (M = 4.25) and the generalist constable role (M =
4.22). These scores are similar in magnitude to those for the STCP,
and thus support the process component of the EECP.
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Attitude change after a year. The job satisfaction of the EECP con-
stables tended to be higher at posttest than at pretest (Ms = 3.73
and 3.36, respectively). Although the difference was not statistically
significant, it is important to recognize that the job satisfaction of
this non-volunteer group did not decline in conjunction with their
CP experiences. In fact, the significant pretest difference between
the EECP and control groups had disappeared. No significant project
versus control posttest differences were found for organizational
commitment (Ms = 4.14 and 4.05, respectively) and job involvement
(Ms = 2.03 and 2.28, respectively).

As with the STCP constables, EECP constables reported experienc-
ing more job enrichment over the year than did control constables
(Ms = 3.92 and 3.21, respectively). Furthermore, EECP constables
had more favourable attitudes toward CP (Ms = 3.65 and 3.00, re-
spectively) and the EECP (Ms = 3.89 and 2.50, respectively).

The results thus depict a positive picture of how the EECP consta-
bles reacted to their first involvement with CP; they experienced
relatively high job enrichment and favourable attitudes concerning
the concept of CP and their CP unit. On the other hand, like their
STCP counterparts, the project constables perceived more bias
against their unit among other personnel than did the control con-
stables who perceived the existence of little bias (Ms = 3.08 and 1.50,
respectively).

EECP Study 2: Survey of Residents
Method

Participants and procedure. From the EECP area, a random sample
of 390 households was selected. In both May 1992 and June 1993,
surveys (including a postage-paid envelope addressed to the re-
searcher) were left in the mailboxes. The number of usable surveys
returned was 229 (59%) for the pretest and 170 (44%) for the posttest.

Resident survey. Both pretest and posttest surveys included 11 ques-
tions (with variable response formats) that pertained to the follow-
ing topics: crime levels, pedestrian safety, police-resident relations,
quality of police service, and the EECP.

Results

There were no significant demographic differences between the pre-
test and posttest samples. Chi square analyses indicated that many
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more residents knew the location of the EECP substation at the end
of the first year than at the beginning (75% vs. 30%), indicating that
the unit had succeeded in increasing its visible presence in the com-
munity. Other significant pretest-posttest differences suggested a
positive EECP influence. A greater percentage of posttest residents
compared with pretest residents believed their community had a
low level of crime (46% vs. 25%), and a smaller percentage believed
the level of crime in their neighbourhoods had increased in the past
year (25% vs. 46%). Also, posttest respondents were more likely to
rate the quality of policing services in the east end of Windsor as
either good or excellent (75% vs. 52%). To directly tap residents’
evaluations of the EECP, the following question was added to the
postest survey: “Do you feel the East End Community Patrol is bet-
ter than the police service you had before or is it a waste of tax
dollars?” A large majority (80%) responded that the EECP was bet-
ter, and only 6% responded that it is a waste of tax dollars (the rest
indicated they didn’t know).

The above findings suggest that the residents supported the EECP
and approved its style of service delivery. On the other hand, no
pretest-posttest differences were found in the ratings of several fac-
tors that might be expected to reflect the influence of a CP effort:
feelings of pedestrian safety, resident-police relations, police response
times, approachability of police, and provision of crime prevention
information.

EECP Study 3: Survey of Business Managers
Method

Participants and procedure. Twenty-five small businesses were ran-
domly selected from the 201 in the EECP area (mean number of
employees = 18). In both July 1992 and July 1993, the researcher
conducted an on-site, oral survey with a manager from each busi-
ness. Two businesses closed prior to the posttest. Therefore, the pre-
test sample included 25 managers and posttest sample included 23
managers (who usually differed from the pretest managers).

Business manager survey. The survey consisted of a combination of
individual questions that were accompanied by specific response
scales and more open-ended, follow-up questions. The questions per-
tained to the managers’ attitudes toward and experiences with the
police, including the EECP.
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Results

The business manager survey provided some favourable process and
impact evidence. Chi square analyses (for comparing percentages)
and ¢ tests (for comparing means) were used. Similar percentages of
pretest and posttest managers were aware of the existence of the
EECP (80% and 78%, respectively). However, as with the resident
survey, more posttest managers knew the location of the EECP sub-
station (32% vs. 70%).

Support for the idea that EECP constables were doing CP was that
more than half the posttest managers (n = 14) but only one pretest
manager reported an unsolicited police visit to their business dur-
ing the past year. Also indicative of CP was an increased emphasis
on crime prevention. That is, whereas the estimated amount of time
the police spent during a call for service did not change from pretest
to posttest (M = 21 min), posttest constables spent many more min-
utes than pretest constables giving information about how to pre-
vent similar problems from recurring (Ms = 8.20 and 2.11 min,
respectively).

Concerning the possible impact of the EECP, calls for service, as
reported by the managers, declined from pretest to posttest (Ms =
2.80 and 1.22, respectively). The most common reason for a call was
break and entry; the percentage of businesses that called for this
reason dropped from 24% to 0%. Other impact evidence stemmed
from specific questions about the EECP. The vast majority of pre-
test (88%) and posttest (87%) managers reported they felt more se-
cure running their businesses under CP than conventional policing.
Questions asked only at the posttest indicated that 48% of manag-
ers believed the EECP had impacted positively on their businesses,
and 78% thought it had impacted positively on the community (in
both cases, the most common perceived effects were fewer problems
with adolescents and increased security).

On the other hand, there were no pretest-posttest differences on ques-
tions dealing with confidence in the police, familiarity with patrol
constables, and the approachability and effectiveness of the police.

EECP Study 4: Effect on Crime
Method

To assess the impact of the EECP on crime rates, a time series analy-
sis (Cook & Campbell, 1979) was performed on the monthly reported
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incidence of each of five types of crime: assault, actual and attempted
break and enter, actual and attempted theft, actual and attempted
motor vehicle theft, and mischief. Incident frequencies for the 50
months prior to the June 1992 commencement of the EECP were
used to generate autoregressive moving average (ARIMA) models
for the five crime variables. Frequencies for the following 18 months
were used to test for the impact of the initiation of the EECP. The
internal validity of this method is very high. It tests for an abrupt
and lasting change in the behaviour of a series that coincides with
the date of an intervention. Any other trends, seasonal fluctuations,
or other changes in the series that are not associated with the onset
of the intervention are accounted for.

Results

For three types of crime — assault, break and enter, and motor ve-
hicle theft — the time series analyses suggested no change associ-
ated with the onset of the EECP. Significant effects were indicated
for the other two types. Theft exhibited a negative step effect, that
is, a relatively permanent decrease in the mean level of the series.
As a result of the EECP, the mean monthly levels of actual and at-
tempted theft dropped 25%. Mischief exhibited a significant change
in slope. For 50 months prior to the onset of the EECP, the mean
level of mischief increased by 0.48 occurrences per month. Follow-
ing the onset, the mean level of mischief declined at a rate of 0.44
occurrences per month, resulting in an overall mean decrease of 14%
by the end of 18 months.

Discussion

Each of the four evaluation studies provided evidence of the efficacy
of the EECP during its first year of operation. Whereas not all rel-
evant pretest-posttest and EECP-control comparisons were statis-
tically significant, many were, and those that were significant
favoured the CP initiative.

As noted earlier, the EECP was viewed as a measure of how well
non-volunteer constables would respond to involvement in a CP ini-
tiative (cf., Wycoff, 1988). The Study 1 survey results were encour-
aging. The evidence at the end of the year indicated that the EECP
constables did not reject their CP assignments. Their job satisfac-
tion did not decline; instead it increased (though non-significantly)
over the year. Moreover, compared with the control constables, at
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year’s end, they reported more job enrichment and more favourable
attitudes regarding both CP and the EECP. Only one constable re-
quested a transfer out of the EECP during the first year.

One of the more reliable findings of research on CP is that the pub-
lic likes it (Moore, 1994; Normandeau, 1998). Residents of the EECP
area were no different. Study 2 showed they evaluated the quality
of policing services more positively at the end of the year than at
the start, and at the end the vast majority preferred the EECP to
traditional policing. Also attesting to the magnitude of community
support is that, during the first year, several service clubs started
an umbrella group, “Friends of the East End Community Patrol,”
that raised $60,000 for startup equipment and supplies. Citizen fear
of crime often is used as a criterion of program effectiveness (Greene,
1998; Normandeau, 1998). The present data are equivocal in that,
after a year, residents perceived a lower rate of crime in their neigh-
bourhoods, although they did not report feeling safer when out walk-
ing.

Although the business community commonly is viewed as an impor-
tant policing stakeholder group, its perspective seldom has been ex-
amined in CP research. Study 3 represents an exception, as its focus
was on small business managers’ experiences with the EECP. Like
the residents of the patrol area, the business managers were favour-
ably predisposed to the EECP. A substantial majority indicated they
felt more secure conducting business under the EECP and believed
the EECP had impacted favourably on the community. Approxi-
mately halfindicated a positive impact on their businesses. The busi-
ness managers also reported declines in calls for service during the
year, particularly regarding the incidence of break and enters. One
especially important methodological contribution of Study 3 is that
it provided confirmation of the implementation process that was in-
dependent of EECP constable reports. Specifically, the business
managers reported increases in the occurrence of unsolicited consta-
ble visits and constable emphasis on crime prevention.

It is frequently observed that there is very little rigorous evidence
linking CP initiatives to reductions in criminal behaviour (Moore,
1994; Normandeau, 1998). Study 4 represents an exception. Using
statistical procedures recommended for evaluating the effect of CP
programs on crime levels (Walker, Walker, & McDavid, 1993), de-
clines in both actual and attempted theft and reported mischief were
tied directly to the first year of the EECP.
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The EECP studies were not free from methodological limitations.
Most noteworthy were the constable attrition in Study 1 and the
absence of control groups for the resident survey (Study 2) and busi-
ness manager survey (Study 3). However, the individual methodo-
logical shortcomings are of less concern when considered in the
context of the overall, consistent pattern of positive results. Indeed,
a major strength of the research, one that is seldom found in pub-
lished evaluation research on CP, is the multiple-study approach
taken here. The positive evidence from three different stakeholder
groups — constables, residents, and business managers — and the
sophisticated time series analyses combine to increase our confidence
that the EECP had implemented CP and that there were several
positive outcomes.

1997 SURVEY OF THE MEMBERSHIP’'S ATTITUDES

The research that was carried out to evaluate the first year of each
of the Windsor Police Service’s two CP projects indicated that the
projects succeeded in meeting some of the original objectives of the
Implementation Plan (Greenham, 1990). Potential benefits of CP
outlined in the plan and supported by the research included, for
example, increases in: police involvement with the community, public
satisfaction with policing services, public safety (reductions in crime),
job enrichment for officers (including adoption of the generalist con-
stable role), and officer job satisfaction. During subsequent years
these documented successes were invoked by the leadership of the
service to defend CP in Windsor against repeated budgetary threats
to its continuation. As an example, the second author presented the
results of EECP Studies 1, 3, and 4 at a 1993 Windsor Police Serv-
ices Board meeting about whether or not to close down the EECP
substation.

The STCP and EECP survived the closure threats and have contin-
ued to the present. In 1996, however, largely for budgetary consid-
erations, the EECP substation was closed, and the personnel were
transferred to Station 2, a full-service patrol station (approximately
80 officers) responsible for policing three districts, including the
EECP district (area = 50 km2; population = 87,000). Station 2 was
renamed the EECP and given a mandate to carry out CP.

In response to the service’s concern about the influence of the clo-
sure of the substation on the effectiveness of its CP operations in
the original EECP patrol area, the second author conducted time
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series analyses to assess the closure’s impact on the incidence of
crime (Pilon, 1998). The analyses revealed no significant impact.
Moreover, the study provided an opportunity to add 24 months to
the original impact assessment of the start of the EECP (Pilon, 1994).
These additional analyses confirmed the original results by show-
ing that, through the end of 1995, the initial drop in actual and at-
tempted thefts had been sustained and that the gradual decline in
mischief had continued. Furthermore, whereas the original analy-
ses had indicated no change in the frequency of actual and attempted
break and enters, the longer-term, more powerful analyses revealed
a significant 29% decline.

Also, in 1996, the service eliminated the generalist constable role,
returning most responsibility for conducting criminal investigations
to the Criminal Investigation Division. Minor investigations re-
mained with CP patrol officers if they had time to do them. The
main reason for abandoning the generalist concept was the dissen-
sion it caused among patrol officers who were left to handle routine
patrol calls — they felt they were doing most of the work — while
the generalists did follow-up work (Staff Inspector W. Stephens,
personal communication, March 1, 1999). The loss of the generalist
constable was a major setback for CP in the Windsor Police Service,
because the generalist component of the patrol officer role is widely
regarded as essential to CP (Normandeau, 1993). However, in the
mission statement of the 1996 Windsor Police Strategic Plan, the
service reaffirmed its commitment to CP.3

Other than the time series analyses of the impact of the EECP sub-
station closure, no evaluations of the service’s patrol initiatives were
conducted in the four to five years following the initial evaluations
of the STCP and EECP. By 1997, more than half the population and
area of Windsor were serviced by the two CP units, and the service
was in the process of establishing neighbourhood zone policing
throughout the rest of the city. Officially CP had become a substan-
tial component of Windsor police operations. An important question
pertained to how the overall membership evaluated CP. Police or-
ganizations undergoing major philosophical and operational changes
must anticipate the possibility of resistance from some of their mem-
bers (Clairmont, 1993; Sadd & Grinc, 1994). Recall, however, that
the initial evidence in Windsor encouraged optimism. After the first
year the STCP (volunteer) constables were very positive about CP,
and the EECP (non-volunteer) constables were generally positive.
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Early in 1997, the first and fourth authors submitted to the service
a proposal to survey the membership’s attitudes about CP and the
service’s CP efforts. The proposal was approved, and the research
was carried out by the fourth author for his BA honours research
(Sideris, 1997) under the direction of the first and third authors.

Method
Participants and Procedure

All 398 uniformed personnel were invited to complete a survey about
CP. The surveys accompanied the officers’ pay stubs with instruc-
tions to mail the completed surveys (in attached envelopes) to the
researchers. A total of 118 (30%) usable surveys were received. For
each rank, the numbers of officers with and without CP experience,
respectively, were: constables: 34 and 29; detectives: 7 and 8; ser-
geants: 5 and 6: staff sergeants: 12 and 6; and upper ranks: 2 and 3.
Five officers did not indicate if they had CP experience, and one did
not indicate rank; their data were retained for analyses.

CP Survey

The CP survey consisted of 23 attitude statements (plus four demo-
graphic questions) with possible responses ranging from 1 (strongly
disagree) to 5 (strongly agree). The statements dealt with the fol-
lowing topics: CP in general, CP versus traditional policing, the serv-
ice’s CP initiatives, perceived attitudes of the membership, and senior
management.

Results
Attitudes Toward CP Across the Years

Two items common to the CP survey and the STCP and EECP sur-
veys enabled an examination of whether constable attitudes had
changed from the first years of CP in Windsor to 1997. One item
was a general statement about agreement with CP principles, and
the other was a specific statement about the potential value of the
service’s CP efforts (see items 1 and 9 in Table 1). Assignment (CP
and no CP) x Year (1990, 1992, and 1997) ANOVAs were used to
analyze each item. No CP assignment meant the officer had never
worked in a CP unit. CP assignment was defined differently for each
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year. For 1990 and 1992, CP assignment included constables who
were in CP training in the STCP and EECP, respectively; for 1997,
CP assignment referred to constables who at one time or other had
worked in one of the two CP units.

The ANOVA results for both the general and specific items revealed
significant effects of assignment and similar Assignment x Year in-

Table 1
1897 Survey of the Attitudes of the Membership

Meana Percenth
(whole sample, = 118)

WithCP  Withno CP  Disagree or Agree or
experience experience strongly  strongly

Item (n=60) (n=03) tisagree agree
CP in general
1. General agreement with CP principles 3.61 2.92d 31 94
2. Try to use CP principles in job 3.67 3.04 27 53
3. CP is not real policing 2.20 2.754 61 22
4. CP is effective in controlling crime 3.02 2.58 45 34
CP versus traditional policing
5. Traditional more effective in crime control 2.37 2.8 94 23
6. Prefer traditional model over CP 2.85 3.30d 36 46
7. Should spend more on traditional, less on CP 3.05 3.43 32 80
GP in the Service
8. CP efforts have heen successful 3.18 2.57d 33 29
9. See lot of potential value in CP efforts 3.38 2.81d 34 42
10. CP is the central philosophy 2.78 2.75 47 27
11. CP should be the central philosophy 2.68 2.21d 61 23
12. Interest in being assigned to CP unit 3.12 2.38d 45 34
13. CP efforts reduce Service's effectiveness 264 3.21d 46 37
Membership’s attitudes
14. Most members are generally positive ahout CP  2.07 2.28 75 10
15. Existence of negative feelings toward CP units  4.29 3.92d 5 83
16. Existence of hias toward CP officers 3.75 2.8 32 952
Senior management
17. Leadership is committed to CP 3.68 3.58 15 63
18. Members have heen adequately informed 3.69 3.43 22 58

a lean scores could range from 1(strongly disagree ) to 5 (strongly agree). b Percent for neutral is
not shown. ¢ Five respondents did not indicate their CP experience; thus the sample sizes for CP and no
CP experience do not sum to N = 118. t The difference between means is significant at the .05 level or
hetter.
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teractions. For constables with no CP experience, there were no dif-
ferences across years for either the general statement (Ms for 1990,
1992, and 1997 were 3.09, 3.26, 3.10, respectively) or specific state-
ment (Ms = 2.64, 2.95, and 2.90, respectively). On the other hand,
for constables with CP experience, favourableness of attitudes de-
clined across years for the general statement (Ms = 4.27, 3.58, and
3.32, respectively) and specific statement (Ms = 4.27, 3.58, and 3.15,
respectively). Regarding comparisons between constables with and
without CP experience, the former agreed more with CP principles
in 1990, but not in 1992 and 1997; moreover, they saw more poten-
tial value in the CP efforts in 1990 and 1992, but not in 1997.

Attitudes of Membership

To examine the membership’s attitudes in 1997, each item was sub-
jected to an Assignment (CP and no CP) x Rank (constable, sergeant,
detective, and staff sergeant) ANOVA. The data for the upper ranks
were omitted because of the small sample size (n = 5). The results
indicated a significant effect of assignment for 16 of 23 items, whereas
there were no significant rank or interaction effects. The CP group
and no CP group means for selected items (Table 1) indicate that
officers with experience in CP were more favourably predisposed to
CP (e.g., seeitems 1, 2, 9, and 12). Also, officers with CP experience
were more likely to perceive the existence of bias against CP units
(item 15) and against CP officers (item 16).

In the above ANOVAs, the rank variable failed to achieve signifi-
cance, a finding that may have resulted from the relatively small
samples of detectives, sergeants, and staff sergeants. To further ex-
plore the role of rank, all the ranks above constable were combined,
and an Assignment (CP and no CP) x Rank (Constable and Above
Constable) ANOVA was conducted on each item. These analyses
reproduced the significant main effects of assignment. However, they
also revealed that rank significantly interacted with assignment for
items 1, 6, 11, and 18. Analyses of the interactions showed that con-
stables with and without CP experience did not differ on any item,
whereas their superiors with and without CP experience differed
considerably on all four items. Compared with their counterparts
with no CP experience, those with CP experience indicated: greater
agreement with CP principles (item 1, Ms = 2.74 and 4.00, respec-
tively), less preference for traditional policing versus CP (item 6,
Ms = 3.48 and 2.46, respectively), greater agreement that CP should
be the organization’s central policing philosophy (item 11, Ms = 1.96
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and 3.04, respectively), and greater agreement that the member-
ship had been provided inadequate information about the develop-
ment of CP (item 18, Ms = 3.13 and 3.92, respectively).

To gain a clearer picture of the overall membership’s attitudes, the
percentages for the entire sample who disagreed (disagree and
strongly disagree combined) and agreed (agree and strongly agree
combined) for each item are presented in Table 1. We comment about
the percentages in the next section.

Discussion

The low participation rate (30%) was unexpected, because the rates
for the 1990 and 1992 constable surveys had generally exceeded 60%
and because the survey length was kept short to enhance the offic-
ers’ willingness to complete it. Two plausible, not necessarily mutu-
ally exclusive, explanations come to mind. One is that the low
response rate reflected widespread dissatisfaction with CP. As Ta-
ble 1 shows, many officers reacted negatively to CP. A respondent
who added written comments to the survey observed, “some of my
colleagues just threw out the survey in disgust of the survey’s topic.”
A second explanation for the low response rate focuses on morale
problems stemming from ongoing labour-management difficulties
(Thompson, 1996). Whatever the reason for the low response rate, it
suggests the need for caution in generalizing to the total member-
ship. Nonetheless, because over 100 members did complete the sur-
vey, and their responses represented the most recent attitudinal data
available, consideration of their data is warranted.

The comparisons across the years showed no improvement in con-
stable attitudes. The attitudes of the constables with CP involve-
ment became less favourable, and the attitudes of constables with
no CP involvement remained constant. In fact, in 1997, there were
no significant differences between the two groups of constables. Thus,
the initial successes of the STCP and EECP, as indicated by the
early surveys of constable attitudes, seem not to have been sustained
through the subsequent years. These findings took us by surprise
given the positive evidence concerning the early CP initiatives and
the evidence that involvement in properly implemented CP pro-
grams, including the job-enlargement and job-enrichment benefits,
frequently leads to improved attitudes regarding CP (Greene, 1989).
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The percentage results for the entire sample (Table 1) revealed that
less than 30% believed that the service’s CP efforts had been suc-
cessful (item 8) and that CP should be the organization’s central
policing philosophy (item 11). Tellingly, only 34% expressed inter-
est in working in a CP unit (item 12). These findings suggest that a
large portion of the membership did not embrace CP as it was mani-
fested in the service in 1997. However, it is noteworthy that mem-
bers were sceptical not only about the effectiveness of CP in
controlling crime but also about the effectiveness of traditional po-
licing. Only 34% indicated that CP is effective (item 4), and even
fewer (23%) indicated that traditional policing is more effective than
CP (item 5).

Many members believed that dissatisfaction with CP was wide-
spread. Only 10% agreed that most members have generally posi-
tive attitudes toward CP (item 14), and 83% agreed that in non-CP
units negative feelings toward CP units existed (item 15). However,
other findings challenge the veracity of these perceptions. When at-
titudes toward CP in general are considered, the picture is more
favourable. In fact, a (slight) majority expressed general agreement
with CP principles (item 1), indicated they attempt to use CP prin-
ciples in their work (item 2), and disagreed that CP is not real polic-
ing (item 3).

These findings suggest that attitudes are more negative regarding
CP within the organization than CP in principle. They also indicate
that many members underestimate the degree of membership sup-
port for the principles of CP. We suggest that the concept of plural-
istic ignorance may apply to the belief system of the membership.
Pluralistic ignorance refers to a widely held false impression of how
most members of a group feel or think (Miller & McFarland, 1987).

The interaction between assignment and rank on several items de-
picted a police organization with a management that was sharply
divided in their valuation of CP. Managers with CP experience were
much more likely than those without CP experience to agree with
CP principles (80% vs. 39%) and to agree that CP should be the
service’s central policing philosophy (50% vs. 13%). They were also
less likely to prefer traditional policing over CP (23% vs. 65%). It is
noteworthy that no difference between constables with and without
CP experience were found on these questions. Certainly we can won-
der how the opposing perspectives on CP held by managers with
and without CP experience impacted on the rank and file of this
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organization. Clearly there was a sizable contingent of supervisory
personnel whose policing ideologies, and likely actions, were anti-
thetical to the CP goals of the organization and very likely served to
subvert them.

RECENT DEVELOPMENTS

In a September 17, 1997, memorandum to his senior officers about
the membership survey, Chief John Kousik stated, “the results seem
to indicate that we have a long way to go towards instilling commu-
nity policing as philosophy within the Windsor Police Service.” Pur-
suant to the Chief’s statement, (then) Inspector William Stephens,
officer in charge of the EECP at that time, issued a memorandum
(October 23, 1997) in which he described an “environment” that
helped to account for why “the personnel of the Service are not fully
supportive of community policing initiatives.” According to Stephens,
in addition to general departmental morale problems stemming from
government budgetary cutbacks and the aforementioned labour-
management tensions, four events had undermined and set back
CP efforts. First, the generalist constable role had been discontin-
ued. Second, the EECP substation had been closed, an event “seen
as a major victory among some of our personnel opposed to commu-
nity policing initiatives” (even though, as noted earlier, the closure
was accompanied by the actual expansion of CP). Third, major staff-
ing reductions had occurred at both CP units. Finally, CP consta-
bles and supervisors had endured abuse (“some lighthearted and
some serious”) regarding their assignments. Stephens concluded,
“looking back to 1990 ... our community policing efforts [have de-
clined] in terms of assigned staff numbers, the ability to perform
proactive work, and the level of meaningful recognition from senior
staff.”

Inspector Stephens’ analysis was not questioned in two subsequent
meetings about the 1997 survey involving the researchers and sen-
ior management. Essentially several policy decisions had been made
that undercut and weakened the service’s CP strategy and, conse-
quently, reinforced extant opposition to CP. By the end of the sec-
ond meeting, the Chief had formed a committee of three inspectors
to address the service’s community policing needs. One step taken
by the committee was to drop the term “community policing” from
official service policy because of its negative connotation among many
personnel. The term was replaced by “service delivery” focusing on
community needs. However, in its service delivery mode, the ser-
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vice would continue to adhere to CP principles and objectives. As
well, staff sergeants at headquarters were assigned new roles as
problem-solving leaders. The Director of Planning and Research
(third author) took additional training in CP evaluation, and the
service’s planned 1999 strategic refit was scheduled to identify fu-
ture evaluations. In addition, the STCP would soon relocate to a
new building that, uniquely, would also house a primary school,
daycare centre, and public library.

CONCLUSION

Since the first CP initiative in the Windsor Police Service, evalua-
tion research has served an important function in providing relevant
process and outcome evidence. The research serves as a good exam-
ple of police-university collaboration as all studies involved (vary-
ing degrees of) input from representatives of both institutions. We
have considered not only the evaluation evidence but the contribu-
tion of the evidence to the service’s policy decisions.

The findings were generally positive concerning the initial year of
the STCP and EECP. There was evidence that the CP patrol consta-
bles had changed their policing styles in a more proactive, commu-
nity-involved direction with improvement in several crime indicators
as well as the attitudes of CP constables, business managers, and
residents. Thus, the early results supplement the gradually accu-
mulating evidence in Canada and elsewhere of the potential effi-
cacy of CP (Normandeau, 1998; Rosenbaum, 1998). However, the
years following the initial evaluations witnessed setbacks to the serv-
ice’s CP efforts (e.g., staffing reductions and elimination of the
generalist constable role). The 1997 membership survey (keeping in
mind the low 30% participation rate) suggested that most members
had not enthusiastically embraced CP.

That the Windsor Police Service has not undergone a smooth tran-
sition to CP is consistent with the experiences of police departments
across North America. There are very few examples of police organi-
zations that have successfully completed the transition from tradi-
tional, response-centred policing, a transition that entails a
substantial alteration of both policing philosophy and policing strat-
egy (Greene, 1998; Moore, 1994). Membership resistance to such or-
ganizational change can be intense. Greene (1998) notes that a
prevalent finding is the “intractability of police organizations in their
adoption of community policing” (p. 145).
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Most advocates of CP agree that successful transition to CP requires
department-wide structural change, including decentralization and
delayering of authority with greater autonomy and responsibility
for front-line patrol officers (e.g., Leighton, 1991; Moore, 1994;
Trojanowicz & Bucqueroux, 1994). One essential change demanded
by the redefinition of the patrol officer role involves the criteria for
assessing effective police performance. Skills and abilities required
to execute CP must be recognized by the organization’s reward sys-
tem, including performance evaluations, promotions, and personnel
selection (Roberg, 1994; Seagrave, 1996; Trojanowicz & Bucqueroux,
1994). As Leighton (1991) affirms, “Unless the reward structure is
changed ... CP strategies and tactics will not be implemented in
other than a cosmetic manner” (p. 506).

The failure to alter the reward structure vis-a-vis the contributions
of CP officers was acknowledged by Windsor’s leadership in the
meetings about the 1997 survey. Nonetheless, appreciable movement
in this direction is essential to the diffusion of member resistance
and the unequivocal affirmation of the service’s long-term commit-
ment to CP. Unless a police organization takes these steps to ac-
complish the full integration of CP in its structure and operations,
the resolve of CP opponents will strengthen and the “confrontation
of paradigms” (i.e., CP vs. traditional) will persist (Bayley, 1993).

The leadership of an organization plays a vital role in promoting or
restricting the organizational restructuring called for by CP (Loree,
1988; Seagrave, 1996). However, taking the step from program im-
plementation to organizational restructuring is difficult for police
executives (Mastrofski, 1998). For instance, a survey of all munici-
pal police leaders (N = 31) in British Columbia suggested support
for the movement to CP (including the implementation of CP pro-
grams), but little commitment to fundamental organizational change
(Seagrave, 1996).

As CP continues to spread in Canada and becomes more strongly
entrenched in policing ideology and policy, the consequences of in-
sufficient evaluation research become increasingly serious. The lack
of widespread, systematic evaluation of CP in Canada contrasts
markedly with the scope of research being done in the United States
(e.g., “The Crime Act,” 1996), including the National Institute of
Justice’s research partnership programs in which the police and lo-
cal researchers (usually from universities) share responsibility for
the design and execution of research (McEwen, 1999).
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As our research in Windsor suggests, CP initiatives require regular
monitoring beyond the developmental phases (Kennedy, 1993). The
monitoring must attend not only to outcome criteria but to the im-
plementation process: what actually is being done in the commu-
nity in the name of CP (McElroy, 1998; Nancoo, 1993). Feedback on
both process and outcome is needed to determine if what is happen-
ing is consistent with program design (process feedback) and pro-
gram objectives (outcome feedback). As McElroy (1998) has observed,
when it comes to CP, all too often there is a big gap between pro-
gram design and actual implementation. Thus, if a CP program stipu-
lates that patrol constables engage the community in problem
identification and solution, then an effective evaluation would as-
sess (a) the steps the constables took to involve members of the com-
munity in the problem identification-solution process, (b) how
members of the community responded, and (c) the extent to which
problems were identified and co-operatively ameliorated. Moreover,
the criteria for evaluating an organization’s CP strategy must be
broad-based, including not only those relevant to specific programs,
but the extent to which the organization has undergone appropri-
ate restructuring, and CP has been integrated on an organization-
wide basis (Leighton, 1991).
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NOTES

1.

For all surveys reported in this article, respondents did not identify
themselves and, accompanying each survey, was a letter from the
Chief encouraging the assistance of the prospective participant.

For all the analyses reported in this article, statistical significance
was set at the .05 level. Also, all parametric statistics entailed two-
tailed tests.

Although not addressed in this report, in addition to its CP patrol
initiatives, the service has longstanding involvements in and com-
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mitments to a number of specific police-community partnership pro-
grams (e.g., Neighbourhood Watch and Teen Drop-in Centres).
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Abstract:

Résumé:

The Canadian health care establishment changed rapidly dur-
ing the 1990s as several provinces adopted regionalization to
reduce costs and improve the efficiency and effectiveness of
health service delivery. In Winnipeg, Manitoba, the Winnipeg
Community and Long Term Care Authority (WCA) is one of two
such local health authorities. The WCA established a Research
and Evaluation Unit (REU) to support the effective monitoring
and evaluation of dozens of WCA programs and services. Re-
gional health authorities face several challenges with respect
to how to evaluate their diverse programs and services. Using
the WCA for illustrative purposes, this practice note provides
suggestions for addressing these challenges.

Le systéme canadien des soins de santé a évolué rapidement
pendant les années 1990 au fur et a mesure que plusieurs pro-
vinces ont adopté le concept de régionalisation pour réduire les
colts et améliorer l'efficience et I’efficacité de la prestation des
services de santé. Winnipeg Community and Long Term Care
Authority (WCA), au Manitoba, est un de deux offices régio-
naux de la santé locaux. WCA a mis sur pied un unité de re-
cherche et d’évaluation pour faire le suivi et I'évaluation des
douzaines de programmes et de services offerts par I'office WCA.
Les offices régionaux de la santé doivent faire face a de multi-
ples défis relatives a ’évaluation d’'une gamme de programmes
et de services diversifiés. A la lumiére de I'expérience de loffice
WCA, cette note sur la recherche et les méthodes offre des re-
commandations sur les facons de relever ces défis.
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I The dawn of regionalized health care began in Manitoba
in the late 1990s. In Winnipeg, two health authorities were formed:
the Winnipeg Community and Long Term Care Authority (WCA)
and the Winnipeg Hospital Authority (WHA). The former authority
opened its doors in April 1998 and is mandated to plan and execute
the delivery of non-hospital-based health services in the areas of
public health, mental health, long term care, and home care. The
WCA has over 9,500 direct and indirect (e.g., service-purchase agree-
ments) service staff serving the city of Winnipeg. A commitment to
fostering healthy communities is described in its vision, mission,
and values statements.

VISION, MISSION, AND VALUES OF THE WCA
Vision - There will be healthy communities in Winnipeg.

Mission - To promote and protect health, prevent disease and in-
jury, monitor and assess community health needs, and provide eq-
uitably accessible non-acute care services and programs that are
delivered effectively and in compliance with prescribed standards.

Values

¢ A high respect for individuals

A strong focus on compassionate care

Co-operation and collaboration for the benefit of the com-
munity

Dedication to innovation and continuous improvement
Open and honest communication

A focus on evidence-based decision making

Sensitivity to the cultural and spiritual values of its com-
munities

GOALS OF THE RESEARCH AND EVALUATION UNIT

The Research and Evaluation Unit (REU) was established at the
WCA in September, 1998. At a time when newly formed regional
health authorities are organizing their own evaluation and research
functions, this practice note will draw attention to timely issues.

The goals for the REU for its first year of operations are:
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Develop and maintain an infrastructure to co-ordinate and
support research and evaluation projects.

Provide research and evaluation expertise and consultation
to health care professionals and portfolios within the WCA.

Facilitate and conduct research and evaluation projects to
promote high quality, cost effective, evidence-based health
care.

Establish collaborative relationships with stakeholders from
academic institutions and other research and community
groups.

Promote the value and visibility of research and evaluation
within the WCA and beyond.

The question of which functions would be most appropriate for the
REU was the first step in the goal identification process. The range
of possible functions are discussed briefly below and summarized as
questions for consideration.

EVALUATION AND RESEARCH DEPARTMENTS: QUESTIONS FOR
CONSIDERATION

1.

How broadly or narrowly should we define the scope of our
functions?

Will we engage in evaluation functions of a general plan-
ning nature or restrict our involvement to evaluation re-
search?

Will we set the agenda for our functions or take the lead
from our service portfolios?

What funds can we use to pay for our projects? Do we have
a sufficient dedicated budget?

To what extent do we expect our service portfolios to pay
for projects?

How much time will we dedicate to preparing grant appli-
cations to fund our projects?
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7. Do we have sufficient manpower for all our projects? If not,
where is the most likely source of personnel?

8. Do we have access to or dedicated funds to hire biostatistical
consultants, epidemiologists, data entry clerks, transcrip-
tionists, or other professional experts?

9. Do we want to direct all of our projects or do we want to
facilitate others to take a lead role?

10.To what extent do we wish to establish contractual agree-
ments with external agencies to conduct our projects?

11.Do we have a sufficient access policy for any type of re-
searcher who wants to conduct research with the clients we
serve?

12.Do we have procedures or policies in place to ensure that
our activities are consistent with ethical and other profes-

sional guidelines?

13.What are our goals? What do we plan to accomplish?

EVALUATION RESEARCH VS. PLANNING

One of the more challenging issues facing the REU in its early days
was the identification of the scope of evaluation responsibilities and
their associated activities. Evaluation functions cover a broad spec-
trum from scientifically controlled research studies to focus groups
and needs assessments to program reviews for strategic planning
purposes, and so on. The primary function of the REU is to conduct
research and evaluation projects in priority areas identified by the
clinical service portfolios. The REU meets the evaluation needs of
WCA health service providers both directly (by carrying out evalua-
tion projects) and indirectly (by providing consultation, assistance,
capacity building, and evaluation training). Due to resource con-
straints, the REU decided against performing policy and planning
functions. This delineation of evaluation activities was important
in reducing the number of requests for evaluation services that origi-
nated from the clinical service portfolios and avoiding duplication
of these functions with the policy and planning staff hired by the
portfolios to assist their directors with strategic planning.
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PORTFOLIO VS. REU-GENERATED PRIORITIES

The success of the REU, in part, is attributed to the perception of
the REU as serving the research and evaluation needs of the ser-
vice portfolios. It was important not to be perceived as evaluating
the portfolios themselves or directing the portfolios toward a par-
ticular avenue of program evaluation or research. This was accom-
plished by meeting with each portfolio to establish research and
evaluation priorities. The REU would subsequently lend guidance
and expertise to see these newly identified initiatives to fruition.

SOURCES OF FUNDING

Budget concerns arose soon after the REU was formed, and three
potential sources of funds were identified. First, the REU has an
annual budget that covers salaries, office supplies, professional de-
velopment, and so on. As the REU began to work on projects, the
question was raised as to the extent to which the budgets of the
service portfolios, i.e., the second source of funds, should be used to
pay for these projects (rather than the REU budget). The REU budget
was considered insufficient to pay for all the costs to be incurred for
all the new research and evaluation initiatives. Although not for-
mally resolved, the portfolios have assumed responsibility for most
of the expenses of projects and have been encouraged to build fund-
ing for evaluation and research purposes into their annual budgets.
This acknowledgement of responsibility appears to have followed a
realization of the value and necessity of evaluation and research
activities in building quality assurance across the portfolios.

The third source of funds for evaluation and research projects is re-
search grants. Evaluation bodies in regional health authorities need
to determine whether applying for research funds is an efficient use
of time. Research grants can certainly provide ample funds and can
lend academic prestige to the evaluation and research department.
However, research grants take a significant amount of salaried time
to prepare, and many hours may be required to complete the detailed
examination of the research literature, the development of a research
design, and the determination of appropriate research methods. Fur-
thermore, research grants have historically low success rates. Real-
istically, the likelihood of successfully being awarded a research grant
is less than 50%. In deciding whether to pursue research grant funds,
regional health authorities should balance the likelihood of success-
fully receiving a research grant with the time and labour costs to be
incurred in preparing the application.
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PERSONNEL

Personnel concerns are not mutually exclusive from budget consid-
erations, but pose some unique challenges. When staffing an evalu-
ation or research project, the REU has four possible sources of
personnel to consider. First, one of the REU directors or their re-
search associates may devote time to projects. Second, the REU has
dedicated funds to hire staff for short-term contracts. These funds,
for example, may be used to hire statistical consultants or epidemi-
ologists. Third, staff from the service portfolios may assume or share
responsibility for projects and may invest several hours in the project
accordingly. The REU has greatly benefited from working with port-
folio staff dedicated to particular projects. By serving as facilitators
and consultants for these staff, the REU staff has more time to de-
vote to other initiatives. The importance of this point is underscored
by the fact that the current demand for REU staff exceeds available
supply. Fourth, the REU has considered the possibility of establish-
ing contracts with external research firms. This would be accom-
plished by issuing a request for proposals from all interested agencies
external to the WCA. Although attractive in terms of the hours of
time this alternative would save REU staff, this alternative would
reduce the amount of control that the REU has over the execution
of the research in question. In deciding whether to contract serv-
ices, regional health authorities need to thoroughly take inventory
of the skills and expertise of the staff they have available to conduct
research and evaluation activities.

GRANTING RESEARCH ACCESS

The REU recently formalized a research access policy for both in-
ternal and external projects for which researchers want to sample
WCA clients. The WCA Research Review Committee reviews pro-
posals for resource implications and feasibility, evidence of scien-
tific merit, compliance with legislation pertaining to personal health
information, and evidence of ethical approval for research involving
human subjects. Any investigator who desires access to clients for
research purposes must provide the REU with confirmation of eth-
ics approval from an accredited Research Ethics Board. The WCA
also requires researchers to sign a Pledge of Confidentiality with
respect to information about the WCA and its clients that is obtained
in the course of conducting the study. The WCA has received sev-
eral requests to gain access to its clients for research purposes, pri-
marily from university students working on graduate degrees and
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faculty at the University of Manitoba. To ensure consistency and
fairness in the granting of access, we recommend that regional health
authorities develop a research access policy.

CONCLUSION

The success of a unit dedicated to research and evaluation func-
tions rests to a large degree on whether the unit can effectively serve
the needs of the programs and services for which it was designed to
evaluate and conduct research. The likelihood of accomplishing this
aim is enhanced by having a clear set of attainable goals that are
consistent with the corporate vision, mission, and values. We have
also found it invaluable to foster strong collaborative relationships
and partnerships with a variety of university and community
stakeholder groups. During its inaugural year, the research and
evaluation unit at the WCA has encountered several operational
challenges that may be familiar to other regional health authori-
ties. By sharing these challenges with the broader evaluation and
research audience, we hope to facilitate the productive evaluation
efforts of regional health authorities across Canada.
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Abstract:

Résumé:

The focus of performance information appears, on the surface,
to differ among Canadian, Australian, and US federal govern-
ments. While these countries emphasize different aspects of
performance, their federal guidelines on performance measure-
ment share important common ground — the logic model. A
performance logic model helps clarify the linkages between in-
puts, activities, and process and outputs, short- and long-term
outcomes, and impacts. The model assists both analysts and
managers to articulate the cause-effect theory of a program or
service and should answer the fundamental questions about
WHY an initiative exists, WHAT the expected outcomes are,
WHO the program or service will reach and HOW it will be de-
livered. There is a tendency for organizations to focus on meas-
urement before first describing the logic of their enterprise.
International practice suggests that Canadian, Australian, and
US approaches all promote the understanding of program logic
before measurement. Such an understanding will be key to the
successful implementation of performance management initia-
tives in each of these countries.

Il semble, a premiére vue, que 'information sur le rendement
soit présentée sous un angle différent selon qu’il s’agit du gou-
vernement du Canada, de ’Australie, ou des Etats-Unis. Si ces
pays mettent en évidence des aspects différents du rendement,
leurs lignes directrices fédérales concernant la mesure du ren-
dement ont en commun un important fondement: le modéle lo-
gique. Un modele logique du rendement contribue a préciser
les liens qui existent entre les intrants, les activités, et le pro-
cessus menant aux extrants, aux résultats et aux répercussions
a court et a long terme. Le modele assiste a la fois les analystes
et les gestionnaires a expliquer la théorie de cause a effet d'un
programme ou d’un service et devrait répondre aux questions
fondamentales concernant POURQUOI une initiative existe, en
QUOI sont consistent les résultats escomptés, QUI seront les
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bénéficiaires du programme ou du service, et COMMENT la
prestation en sera effectuée. Les organisations ont tendance a
se concentrer sur la mesure du rendement avant d’avoir au préa-
lable décrit la logique de leur entreprise. La pratique interna-
tionale indique que les approches canadiennes, australiennes,
et américaines favorisent toutes une compréhension de la lo-
gique du programme avant de procéder a la mesure de son ren-
dement. Une telle compréhension constituera un élément clé
de la réussite de I'implantation d’initiatives de gestion du ren-
dement dans chacun de ces pays.

I [ Plerformance information should contain clear and con-
crete performance expectations with a focus on outcome-results”
(Office of the Auditor General, 1997, p. 5). “We are changing what
we measure — we are moving from monitoring inputs and tracking
outcomes to focusing on the outputs required to achieve the out-
comes desired by Government” (Boxall, 1997). “The [Government
Performance and] Review Act seeks to improve the management of
federal programs by shifting the focus of decision making from staff-
ing and activity levels to the results of federal programs” (US Gen-
eral Accounting Office, 1998, p. 1).

So just where should public managers focus? From the quotes above,
you might think that Canada, Australia, and the United States each
pay attention to different aspects of public enterprise and program
performance. Add to the mix the requirements for implementation
of accrual-based accounting, government-wide indicators, and a bal-
anced scorecard,l and one can rapidly see a public manager’s vision
getting distinctly out of focus.

Is it any wonder managers sign up in droves for training in per-
formance measurement? Unfortunately, they often take courses only
to hear general platitudes and self-evident truisms from (so-called)
experts. In many instances, the cases presented provide only a vague
relevance to their own situations — leaving participants just as con-
fused when they leave as when they came.

Joseph Wholey, currently of the US General Accounting Office and
long-time program evaluator, sees the problem as one of defining
the term “performance.”

Performance is not an objective reality out there waiting to be meas-
ured and evaluated. Performance is socially constructed reality
(Berger & Luckmann, 1966). Performance exists in people’s hearts
and minds if it exists anywhere at all.
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“Performance” may include resource inputs; in particu-
lar, dollars and staff time. “Performance” may include
outputs; products and services delivered to partners, cli-
ents, or the public. “Performance” may include interme-
diate outcomes such as client satisfaction, actions taken
by other levels of government, or actions by those in the
private sector (for example, to control pollution). “Per-
formance” may include end outcomes or impacts such as
changes in environmental quality or changes in health
status. “Performance” may include unintended outcomes
such as costs incurred by firms and individuals as they
respond to environmental programs. “Performance” may
include net impacts: what difference a program has made.
(Wholey, 1997, p. 97)

So performance can include any and all of these perspectives. What
is a manager to do?

In fact there is hope. A review of recent international guidance and
practice suggests that international approaches have more in com-
mon than might be apparent.

LOGIC MODELS AS COMMON GROUND

The common ground is a logic model. The logic model is a diagram
explaining the flow from inputs, activities, or processes to outputs,
shorter-term and longer-term outcomes, or impacts.

The model helps analysts and managers alike to articulate the cause-
effect theory of a program or service, as well as the roles and rela-
tionships implied by delivery. When distilled to its essence, a logic
model should answer the questions WHY an initiative exists, WHAT
short- and intermediate-term outcomes are expected to result from
the initiative, WHO is reached, and HOW the initiative is deliv-
ered, through activities and outputs.

Canada’s Office of the Auditor General offers one version of the logic
model in Exhibit 5.1 of the 1997 Report of the Auditor General of
Canada as follows in Figure 1 below.

Australian guidance in the 1998 document “How to Measure Out-
puts” also advocates a logic model approach. While starting with
outputs and their attributes of price, timeliness, and quantity, the
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approach also refers to quality and contribution to outcome, which
provide a logical connection between outputs and outcomes.

Recent iterations of the logic model have included the concept of
“reach,” the users and stakeholders involved in the delivery of a pro-
gram, service, or initiative. Along with the concept of reach there
has been the recognition that a logic flow will have a hierarchy of
outputs and especially outcomes. In Canada, the Management Com-
mittee on Industry Portfolio - Science and Technology Evaluation
Sub-Committee has advocated a performance framework approach.

Conceptually, resources (staff and operating funds) are used to per-
form activities and create outputs. This is HOW one goes about
achieving objectives. These activities and outputs reach a target user
group either directly or with the aid of co-delivery partners and
stakeholders. This is WHO is affected by the activities and outputs.
As a result of the activities and outputs, the target client group be-
haves differently, and immediate outcomes occur. This is WHAT

Agure 1
Reporting Performance In the Expenditure Management System
What is Performance? r—— - A
Activities | Examples:
| (how the department | negotiating, consulting, inspecting,
carries out its work) drafting legislation
———
Outputs Examples:
(goods and services cheques delivered, advice given,
produced by the program) people processed, information
T provided, reports produced
Intermediate Outcomes Examples:
(the henefits and changes satisfied users, jobs found,

resulting from the outputs) equitable treatment, illegal entries
stopped, better decisions made

!
Ultimate Outcomes Examples:
(the final or long-term environment improved, stronger
consequences) economy, safe streets, energy

saved

Source: Office of the Auditor General of Canada (1997). Report of the Auditor General of Canada. Chap-
ter 5: Reporting Performance in the Expenditure Management System. Exhibit 5.1, pp. 5-8.
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Fgure 2

Identifying Output 101 — Community Housing2

143 |

High Level Outcome

In this hypothetical example ATSIC has agreed
with its Minister and Board that one high
outcome for ATSIC is:

The Indigenous peoples of Australia share
fairly in the nation’s wealth and opportunities

Intermediate Level Outcomes

To assist in communicating clearly to
Parliament and the public, ATSIC has
identified a range of intermediate outcomes
that contribute to the high level outcome.

The outcome used in this example is:

Supplement the efforts of other agencies to
ensure that Indigenous peoples achieve
equitable access to housing.

Outputs

ATSIC has identified a strategy involving a
range of outputs that will contribute to
achieving this outcome.

The output used in this example is:

Output 101 - Community Housing

Rental housing for Aboriginal & Torres Strait
Islander peoples, including renovations, house
construction and purchase.

The task for ATSIC is to identify suitable
measures of price, quality, quantity, and
the contribution of output to outcome.

[ High Level Outcome |

The Indigenous peoples
of Australia share fairly in
the nation’s wealth
and opportunities

Intermediate Level
Outcome

Other
Qutcome

Other
Qutcome

Supplement the efforts of other
agencies to ensure that
Indigenous peoples achieve
equitable access to housing.

Other @@ Other

Output Output

Output 101 -
Community Housing
Rental housing for
Aboriginal & Torres Strait
Islander peoples, including
renovations, house
construction and
purchase.

| Price | |Qua|ity |

Contribution
to outcome

|Quantitg
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happens. Over the longer term, the changed behaviour leads to more
extensive and consequential impacts which, if the program is per-
forming well, can be causally linked to program objectives. This re-
sponds to WHY. Sources of information to measure program
performance can then be identified and performance indicators de-
veloped in terms of these themes for any given program or organi-
zation.

US evaluator Michael Patton, in a recent version of his seminal text,
Utilization-Focused Evaluation: The New Century Text, draws on a
logic model two decades old to illustrate both reach and a hierarchy
of outcomes. Figure 4 displays the approach.

Fgure 3
Performance Framework
Mission Statement: Who does what to whom and why.
HOw? WHO? WHERE? WHAT do we want? WHY?
(Resources) (Reach) (Resuits)
Activities Outputs Reach Direct Outcomes | Ultimate Impacts
Program/service Communications Primary stakeholders Client service:
management - plans/ target - addresses needs
] directives/ (clients) - meets/exceeds
Client regulations expectations
management - internal Co-delivery - services
) . communications | agents satisfaction
Policy and issue - promotion Behavioural
management - information Other influence
o transfer - awareness
Financial - consultations - understanding
management - meetings - knowledge gain
- events - attitude/
Human resource nerceplin“
management Service outputs - decision
- action
Asset
management
1 1 T 1 1
| Influencing Factors |

Source: Steve NMontayue, The Three Rs of Performance: Core Concepts for Planning, Measurement
and Management, Performance Management Network Inc., 1997, Ottawa, Ontario, Canada, p. 168.
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Note hierarchy items 1 and 2 relate to HOW, item 3 relates to WHO,
items 4 through 6 relate to WHAT, and item 7 relates to WHY.

Finally, in their excellent 1998 guidebook, Specifying Outcomes and
Outputs, the Australian Federal Public Service provides a number
of examples of output-outcome hierarchies — even for the difficult
area of policy. Figure 5 shows one such chain for retirement policy
advice

CONCLUSION

In summary, a careful review of international practice suggests that
the underlying ethos of the Canadian, Australian, and American
systems is not so different after all. The approaches boil down to
articulating a logical flow of desired events. The models describe
the use of resources in terms of activities and outputs flowing to
reach targeted users and stakeholders, resulting in a hierarchy of
expected outcomes. The hierarchy starts with reactions and behav-
iour changes in individuals and groups, leading to broader benefits
and impacts at the community and societal level. Whether it is top-
to-bottom, bottom-to-top, or left-to-right — the logic flow is the same.

Agure 4

I Thaprery o iy Erey e 3 L acen
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iII,- I rroemcgy winedm e shil g A, sy, e iy k*

e 4 ViR CEECTE B0 ST MY B T i
'l i Agarims CREe . EEnlpren map gl Hepin
'{-' s

i
& L Thg pracemim sl g paligesi el
llll 1 Pt gy el Pdith O P el sl "'51
!

T RO TENC EE W R e e nfe | \
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Source: Adapted from Claude Bennett 1979. Taken from Michael Quinn Patton, Utilization-Focused Evalu-
ation: The New Century Text (3rd edition) (Exhibit 10.9). Thousand 0aks, CA, 1997, p. 235.
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Fgure 5
llltl:lllllﬂt Hierarchy for Retirement Policy Advice

Retirement policy advice appropriate o governamsent priorities,
DES organisational objectives and community needs

|

T

Approgriate information gathered and developed ; %

'

Infarmation organised imo accessible fonms |

e :

Minister aware of and utilizes DSS retirement policy advice services
binisser / Cabinet receives useful and eredible sdvice and assistance

" l

Menisser / Cabinet understand retirement policy issues and the
p-:llin:;-.' options availahle

=P

WD JWHAT

¥

imister | Cobinet makes a well-informed and appropsiate decision

¥

Decwsion praperly implemented

l |

Greater income security for the retired |

Source: Taken from Department of Finance and Administration, Specifying Outcomes and Outputs: Im-
plementing the Commonwealth’s Accrual-based Outcomes and Outputs Framework, Commonwealth of
Australia 1998, p. 82.
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Upon reflection, it appears that the admonitions to focus on outputs
or outcomes or key results are misguided. The point is really to fo-
cus on the relationships, flows, and trade-offs among these differ-
ent components of performance. Public administrators across
Western democracies will only improve management once they take
in the bigger picture — guided by some form of logic model — before
setting out to focus on specific measurement areas. Under the sur-
face, Canadian, Australian and US approaches all promote the un-
derstanding of program logic before measurement. The recognition
of logic before measurement will be a key element in the future suc-
cess of performance management initiatives in these countries.

NOTES

1. The US government Working Group on Implementation of the Gov-
ernment Performance and Results Act recently described the con-
cept as follows. The scorecard looks at performance from four
perspectives rather than from a single, traditional bottom-line meas-
ure. Kaplan and Norton (1993) recognized that performance is not
one-dimensional; there are multiple contributors categorized as:

e customer perspective — the focus is on customer needs and
satisfaction;
¢ internal business perspective — the focus is on the effec-

tiveness of key internal processes;

¢ learning and growth perspective — the focus is on how the
organization invests in and supports its human resources;
and

¢ financial perspective — the focus is on the bottom line re-
sults achieved.

2. Source: Department of Finance and Administration (1998). How to
Measure Outputs. Canberra: Commonwealth of Australia, p. 4.
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