
CHAPTER 2 

EVALUATION AND 
ORGANIZATIONAL 

STRUCTURE 
2.1 EVALUATION AND PERSONAL INVOLVEMENT 

Organizations, whateve r thei r characte r an d purposes , consis t o f people . 
As a  firs t ste p i n lookin g a t th e wa y i n whic h evaluatio n mus t b e relate d t o 
organizational structures , i t i s f irst l y importan t t o conside r th e purel y persona l 
element. Peopl e workin g wi th i n a n organizatio n becom e identifie d wit h th e 
goals o f th e organization , wi t h it s clientele , o r wi t h specifi c aspect s o f it s 
programme. Thos e concerne d wi t h evaluatio n mus t recognis e thi s persona l an d 
emotional investmen t a s a  poten t forc e i n organizationa l dynamics . 

At th e sam e t ime , peopl e concerne d wi t h evaluatio n hav e thei r ow n 
personal investmen t i n thei r evaluationa l activities . Th e evaluato r doubtles s 
has som e commitmen t t o objectivity , t o a  critica l an d searchin g analysi s o f a 
programme and , ver y l ikely , a  commitmen t t o a  particula r kin d o f theoretica l 
or conceptua l background . 

Wildavsky ha s produce d a n extremel y valuabl e discussio n o f som e o f th e 
organizational aspect s o f evaluatio n an d w e wil l b e referrin g t o thi s pape r a t 
several point s i n th e curren t chapter . 1  A t thi s poin t i t i s usefu l t o loo k a t 
some o f hi s comment s o n persona l factor s i n th e evaluatio n process : — 

"The ¡dea l organizatio n woul d b e self-evaluating . I t woul d continuousl y monito r 
its ow n activitie s s o a s t o determin e whethe r i t wa s meetin g it s goal s o r eve n whethe r 
these goal s shoul d continu e t o prevail . Whe n analysi s suggeste d tha t a  chang e i n goal s 
or program s t o achiev e the m wa s desirable , thes e proposal s woul d b e take n seriousl y 
by to p decision-makers . The y woul d institut e th e necessar y changes ; they woul d hav e 
no veste d interes t i n continuatio n o f curren t activities . Instea d the y woul d steadil y 
pursue ne w alternative s t o bette r serv e th e lates t desire d outcomes . 

The idea l membe r o f th e self-evaluatin g organizatio n i s bes t conceive d a s a perso n 
committed t o certai n model s o f proble m solving . H e believe s i n clarifyin g goals , 
relating the m t o differen t mechanism s o f achievement , creatin g model s (sometime s 
quantitative) o f th e relationship s betwee n input s an d outputs , seekin g th e bes t 
available combination . Hi s concer n i s no t tha t th e organizatio n shoul d surviv e o r 
that an y specifi c objectiv e b e enthrone d o r tha t an y particula r clientel e b e served . 
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Evaluative ma n cares tha t interestin g problem s ar e selected an d that maximu m intel -
ligence b e applied towar d thei r solution . Whil e h e often doe s hav e stron g socia l 
preferences, hi s central commitmen t i s to solvin g problem s i n the right wa y " 

"Evaluation shoul d no t only lea d t o the discovery o f bette r polic y program s t o 
accomplish existin g objective s bu t to alteratio n o f th e objectives themselves . Analysi s 
of th e effectiveness o f existin g policie s lead s t o consideratio n o f alternative s tha t 
juxtapose mean s an d ends embodie d i n alternative policies . Th e objectives a s well as 
the mean s fo r attainin g the m ma y be deemed inappropriate . Bu t men who have 
become socialize d t o accep t certai n objective s ma y be reluctant t o change . Resistanc e 
to innovatio n the n take s th e form o f preservin g socia l objectives . Th e difficulties are 
magnified onc e w e realize tha t objective s ma y be attached t o the clientele —  th e 
poor, outdoormen , lumberme n —  with who m organizationa l member s identify . The 
objectives o f th e organization ma y have attracte d the m precisel y becaus e the y see 
it a s a means o f servic e t o peopl e the y value . The y ma y view change s i n objectives , 
therefore, a s proposals fo r 'sellin g out ' the clients the y wis h t o serve . I n thei r eye s 
evaluation become s a n enemy o f th e people " 

"The resul t o f havin g evaluativ e studie s tha t ar e carried o n durin g th e life cycl e 
of a  program i s that evaluator s an d program personne l mus t liv e (uneasily , a s we 
shall see ) side b y side . Th e result o f periodi c evaluatio n afte r th e program ha s been 
established i s that on e group o f me n are making statement s abou t th e worth o f 
activities t o whic h anothe r grou p o f me n are devoting thei r live s " 

"The assumptio n tha t objective s ar e known, clear , an d consistent i s at varianc e 
wi th al l experience . Evaluatio n canno t ordinaril y proceed , then, b y determining the 
degree t o whic h th e unknown objective s o f a  particula r progra m ar e being achieve d 
at whateve r cost . Th e first elemen t o f evaluation , therefore , whic h ofte n proceed s 
simultaneously wi t h progra m operations , mus t b e a search fo r objective s agains t 
which t o evaluat e th e program. Progra m personne l canno t b e expected to take kindl y 
to th e suggestion tha t the y d o no t kno w wha t the y ar e doing (becaus e i f the y di d 
know they would presumably be able to specify precisely their current objectives) 
.........." 

It i s eas y t o se e tha t persona l factor s ma y ac t a s a  barrie r t o effectiv e 

evaluation. Ther e ma y b e resistanc e t o th e ver y institutio n o f critica l eval -

uation wi th i n a  programme ; alternativel y peopl e ma y accep t th e institutio n o f 

evaluation a s a  proces s bu t rejec t it s finding s an d th e implementatio n o f chang e 

which migh t b e suggeste d b y this . Peopl e ar e naturall y unwill in g t o accep t 

any evaluatio n whic h demonstrate s o r suggest s failur e o n thei r part . 

It i s als o eas y t o se e tha t persona l factor s o n th e par t o f eithe r th e 

evaluator o r th e evaluate d ma y distor t th e proces s o f evaluatio n an d presen t 

false results . A n evaluatio n whic h i s no t adequatel y reality-base d ma y wel l 

be wors e tha n n o evaluatio n i n tha t i t ca n b e use d a s a  too l t o perpetuat e 

ineffective programme s o r t o destro y soun d ones . 

Having emphasize d th e inheren t difficultie s an d danger s facin g an y pro -

gramme seekin g t o establis h evaluativ e processe s i t i s no w importan t t o tur n 

to practica l question s abou t organizationa l arrangements . 
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2.2 EXTERNAL OR INTERNAL EVALUATION? 
One solution t o thi s proble m ha s been to plac e evaluation i n th e hand s o f 

persons, or o f a n organization, which i s completely externa l t o th e programm e 
being evaluated . Universit y Departments , individua l researcher s or consultants , 
or technica l expert s mad e available unde r internationa l auspices , ma y b e asked 
to carr y ou t ful l evaluatio n o f a  programme. Ther e ar e doubtless situation s 
where thi s i s a valuable strateg y bu t man y example s demonstrat e tha t ther e 
are inheren t difficultie s i n suc h a n approach. The advantage s an d disadvantages 
of externa l evaluatio n ca n usefull y b e summed u p a s follows: 

ADVANTAGES 

1. A  specialise d organizatio n o r a n individua l exper t ca n brin g t o bea r 
upon the proble m o f evaluation , resources an d knowledge whic h are 
not availabl e t o th e agenc y whos e programm e i s being evaluated. 

2. A n externa l evaluato r ca n introduc e a  level o f objectivit y unlikel y 
to b e possessed by personne l engage d i n the programm e bein g 
evaluated. 

3. Th e externa l evaluato r wil l b e much bette r abl e to brin g to bea r 
upon hi s evaluation a  comparative experienc e o f simila r programme s 
in othe r organization s o r othe r countries . 

DISADVANTAGES 

1. Thos e working withi n th e programm e an d closel y involve d wit h i t 
will fin d i t eas y to resis t chang e to thei r programm e —  the y wil l b e 
able to claim , often accurately , tha t th e externa l evaluato r di d no t 
fully understan d al l factor s involved . Eve n though thi s i s sometimes a 
rationalization, i t i s nevertheless an effective one . 

2. Th e realit y i s that th e externa l evaluato r wil l rarel y b e able to full y 
grasp al l factor s involve d i n th e programm e an d ma y ver y easil y 
overlook importan t elements . 

3. Th e externa l evaluato r wil l posses s his own persona l commitment s 
to variou s viewpoint s leadin g hi m t o mak e certai n basi c assumptions 
and judgements upo n whic h h e then base s his evaluation . This wil l 
rarely b e made adequately explici t an d the evaluatio n wil l therefor e 
often b e considered in isolatio n fro m it s basi c assumption . 

On the othe r hand , an organization ma y endeavou r t o structur e itsel f s o 
as to provid e fo r continuin g interna l evaluatio n withou t referenc e to externa l 
assistance. This i s implied i n the firs t paragraph s quote d abov e from Wildavsky . 
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Unfortunately th e processe s o f organization s an d o f bureaucratizatio n wor k 
against th e realizatio n o f th e genuinel y self-evaluate d organization . T o quot e 
again from Wildavsky : 

"Evaluation an d organizatio n ma y b e contradictor y terms . Organizationa l struc -
ture implie s stabilit y whil e th e proces s o f evaluatio n suggest s change . Organizatio n 
generates commitmen t whil e evaluatio n inculcate s skepticism . Evaluatio n speak s t o 
the relationshi p betwee n actio n an d objective s whil e organizatio n relate s it s activitie s 
to progra m an d clientele . N o on e ca n sa y fo r certai n tha t self-evaluatin g organization s 
can exist , le t alon e becom e th e prevailin g for m o f administrat ion" . 

Thus interna l evaluatio n tend s t o fal l victi m t o th e inevitabl e institution -
alization o f programm e whic h occur s withi n a n organization. Eve n where a 
separate section withi n a n organization i s specifically establishe d a t a  high leve l 
of powe r t o provid e evaluativ e inpu t t o th e administratio n o f tha t body , th e 
evaluation uni t inevitabl y become s par t o f an d identifie d wit h overal l goal s and 
programmes o f th e organization . 

On the othe r hand , there ar e obvious strength s i n interna l processe s o f 
evaluation. I t i s often muc h easie r t o gai n acceptanc e o f th e result s o f suc h 
evaluation an d to ensur e implementatio n o f appropriat e actio n base d upo n 
these results . Furthermore , the evaluator s ar e muc h mor e likel y t o hav e a full 
knowledge o f th e natur e o f th e programm e an d the variou s factor s whic h influ -
ence it s direction an d character . I t woul d virtuall y b e true t o sa y tha t th e 
advantages an d disadvantages o f externa l evaluatio n ar e a  mirror imag e o f th e 
corresponding disadvantage s an d advantages o f interna l evaluation . 

Within thi s framewor k i t i s now possibl e t o loo k furthe r a t potentia l 
strategies fo r combinin g th e strength s o f thes e two approache s int o a n appro-
priate organizationa l proces s fo r evaluation . I n this chapte r w e wil l loo k a t 
what migh t b e called the precondition s fo r evaluatio n an d elaborate upo n 
procedures i n late r chapters . 

2.3 MORE ABOUT PRECONDITIONS FOR 
EVALUATION 

We have already mad e some comment s i n the introductor y chapte r o n th e 
importance o f establishin g som e common agreemen t abou t th e carryin g ou t o f 
evaluation, it s purposes , it s use s and possibl e consequences . Thi s chapte r ha s 
served to elaborat e th e organizationa l problem s involve d an d i t i s now possibl e 
to loo k a  little furthe r a t th e establishmen t o f a n appropriate organizationa l 
environment. 

Although idealised , the philosoph y an d concep t under-lyin g Wildavsky' s 
picture o f a  self-evaluative organizatio n (se e above) ar e important . Politica l 
decision-makers an d permanen t administrator s shoul d d o thei r bes t to ensur e 
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that thes e concept s ar e f i rml y integrate d int o th e philosoph y underlyin g thei r 
policies an d programmes . Fro m thi s w e ca n se t dow n a  firs t precondition : 

PRECONDITION 1 

Those responsible for the policy and administration of programmes must 
be fully convinced of the need for evaluation; must agree on the purpose 
of evaluation; must agree upon the uses and possible consequences of 
evaluation; and they must be fully involved in making the decision that 
evaluation will be a part of their programme. 

However, a s w e hav e note d already , i t i s extremel y doubtfu l whethe r th e 
purely an d genuinel y 'self-evaluatin g organization ' doe s o r ca n exist . Evaluatio n 
also demand s a n elemen t o f objectivit y whic h ca n bes t b e provide d f ro m out -
side o f th e organization . I t ma y als o requir e resource s an d knowledg e whic h 
are no t readil y availabl e wi th i n th e organizatio n seekin g evaluation . I t ma y 
therefore b e essentia l t o involv e externa l personne l i n th e evaluativ e proces s 
and s o w e suggest : 

PRECONDITION 2 

Organizational arrangements must be made to ensure objectivity together 
with appropriate resources and knowledge; this will normally mean the 
involvement of external persons in the evaluation process. 

Merely o n thes e tw o strategi c statement s i t woul d b e easy , onc e havin g 
decided upo n evaluation , t o han d th e entir e responsibilit y ove r t o th e externa l 
evaluator. Again , w e hav e alread y outl ine d abov e tha t ther e ar e som e clea r 
disadvantages i n doin g this . Th e externa l evaluato r ma y f in d i t d i f f icul t t o 
ful ly understan d th e comple x factor s underlyin g programm e development , 
wi l l doubtles s hav e hi s ow n deficiencie s i n objectivity , an d b y producin g a 
completely externa l vie w o f th e organization , i s al l to o likel y t o f in d hi s 
evaluation rejected . 

Close tea m wor k betwee n th e evaluato r an d th e evaluate d i s calle d for . 
This mean s join t plannin g o f th e actua l evaluatio n process , durin g whic h 
not onl y woul d th e overal l desig n b e determined , bu t th e responsibilit y fo r 
the variou s aspect s o f dat a collectio n an d analysi s woul d b e defined . Thos e 
being evaluate d shoul d continu e t o participat e fu l l y i n th e evaluativ e proces s 
throughout it s execution . Hence : 

PRECONDITION 3 

Where external personnel are involved in the evaluative process, all 
steps of evaluation including design, data collection and data analysis, 
should be shared between external and internal personnel so that any 
artificial distinction between evaluator and evaluated is diminished. 

There i s a  particula r d i f f icu l t y inheren t i n evaluatio n o f yout h programmes . 
Young peopl e ar e generall y see n i n term s o f th e ol d adag e tha t 'childre n 
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should b e see n an d no t heard' . Th e resul t i s tha t man y programme s fo r 
youth ar e paternalisti c an d th e viewpoin t o f th e servic e consumer , tha t i s 
the youn g perso n himsel f o r herself , i s rarel y considered . I f evaluatio n i s t o 
be adequat e the n i t mus t tak e int o accoun t th e perspectiv e o f th e servic e 
consumer an d balanc e thi s agains t othe r viewpoints . W e wi l l discus s thi s i n 
more detai l i n a  late r sectio n o f thi s handboo k bu t fo r th e tim e being : 

PRECONDITION 4 

In evaluating any service programme, the recipients of the service should 
be involved in the evaluative process as far as possible. 

The exten t o f involvemen t i s di f f icul t t o defin e i n an y genera l principle s 
and wil l var y f ro m on e programm e t o anothe r an d fro m on e cultur e t o 
another. Th e questio n shoul d b e considere d howeve r o f th e exten t t o whic h 
the youn g peopl e i n receip t o f a  service migh t no t onl y b e asked fo r infor -
mation bu t migh t actuall y shar e i n th e desig n o f evaluatio n an d i n th e 
development o f recommendation s fo r late r action . 

Finally, i t i s importan t t o loo k briefl y a t th e questio n o f objectivity . I t i s 
generally agree d tha t th e socia l scientis t ca n neve r achiev e perfec t objectivity. 2 

Human perceptio n i s alway s conditione d b y th e beliefs , cultura l value s an d 
opinions whic h ar e held . Th e externa l evaluato r i s jus t a s pron e t o distortion s 
in perceptio n a s the individua l workin g wi th i n th e programm e bein g evaluated . 
His distortion s wil l doubtles s b e differen t ones , man y o f the m relatin g t o hi s 
personal viewpoin t an d hi s academi c experience . 

One importan t safeguar d agains t hidde n assumption s underlyin g evaluatio n 
and distortin g it s result s lie s i n teamwor k betwee n th e evaluato r an d th e 
evaluated. I n th e cours e o f reachin g join t agreemen t o n th e desig n an d oper -
ation o f evaluation , eac h part y shoul d becom e awar e o f th e assumption s an d 
'hidden agendas ' o f th e other . Naturall y thi s wi l l onl y occu r i f a n atmospher e 
of franknes s prevail s i n planning . I n som e situation s i t ma y b e assiste d b y 
ensuring tha t al l partie s t o th e evaluatio n endeavou r t o writ e dow n thei r 
basic assumption s an d philosoph y s o makin g thes e explici t an d visibl e t o al l 
concerned. W e come , therefore , t o a  las t proposal : 

PRECONDITION 5 

Those who are involved in an evaluation process should share with each 
other their basic assumptions and values underlying their thinking so that 
the influence of these upon perceptions of data and upon action recom-
mendations, arising out of the data, will be known. 
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