
CHAPTER 3 

EVALUATION AND THE 
PLANNING PROCESS 

3.1 CHANGING CONCEPTS OF THE PLANNING 
PROCESS 

Organizations almos t inevitabl y engag e i n plannin g o f thei r activities . Thi s 
process o f plannin g ma y consis t onl y o f makin g a  series of a d ho c decision s 
bearing littl e relationshi p t o eac h other o r t o an y explici t overal l goals . A t 
this extrem e position , probably mos t peopl e would conside r tha t ther e is , in 
fact, a  complete absenc e of plannin g an d thi s kin d o f decision-makin g proces s 
might therefor e b e seen as non-planning. 

To man y peopl e plannin g essentiall y involve s som e overal l framewor k 
within whic h decision s ar e made i n suc h a  way tha t the y hav e a rationa l 
relationship t o eac h other an d to th e overal l fram e o f th e organization . A 
number o f idea s about th e natur e o f th e plannin g proces s hav e developed and, 
before proceedin g further , w e need to briefl y outlin e th e changin g natur e o f 
these concepts . Perhap s the simples t an d mos t traditiona l vie w o f plannin g i s 
what migh t b e called th e straight-lin e process . This essentiall y consist s o f a 
series o f sequentia l steps . Two simpl e example s o f way s i n whic h thi s proces s 
might b e conceptualized ar e given i n Figure 1. 

Even a quick inspectio n o f Figure 1 compared wit h realisti c experienc e 
indicates tha t plannin g i s very rarel y quit e a s simple a s this. There i s con-
stant feedbac k fro m on e step to anothe r i n the plannin g process , with adjust -
ments taking plac e to eac h step i n the proces s and with th e variou s step s o f 
the proces s proceedin g concurrentl y rathe r tha n sequentially . A  graphi c 
illustration o f thi s i s shown i n Figure 2 indicatin g somethin g o f th e complexit y 
of wha t reall y happen s i n mos t wel l considere d planning . Figure 3 give s a 
hypothetical illustratio n o f th e wa y i n whic h evaluatio n migh t b e conceived 
within suc h a framework. A n actua l exampl e take n fro m th e Town Plannin g 
Report fo r th e ne w cit y o f Milto n Keyne s (U.K. ) i s given i n Figure 4. I t wil l 
be seen that i n this exampl e a  variety o f technique s fo r monitorin g an d 
evaluation ar e separately define d an d built-i n t o th e process . 
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Even thi s kin d o f formulat io n i s see n b y som e planner s a s bein g undul y 
static. The y emphasiz e tha t differen t thing s ar e desirabl e t o differen t people ; 
that plannin g mus t therefor e accep t tha t ther e i s no t commo n agreemen t upo n 
individual an d socia l goals ; an d tha t therefor e plannin g mus t t r y t o specif y a 
diversity o f goal s hel d a t th e sam e tim e b y differen t group s an d individuals . 
This concep t see s plannin g a s a  dynamic proces s whic h mus t evolv e an d adap t 
and wi th i n whic h constan t modif icatio n take s plac e a t ever y ste p o f th e 
process. Figure 5 i s on e exampl e o f th e wa y i n whic h thi s concep t ca n b e 
perceived. I t emphasize s eve n mor e tha n th e feedbac k model s show n i n 
Figures 2 and 4, th e extremel y comple x inter-relationshi p betwee n variou s 
aspects o f planning . Becaus e o f thi s complexit y i t ma y b e a  mor e di f f icul t 
notion t o understan d an d implemen t i n practice . Furthermore , i t become s 
much mor e di f f icul t t o se e evaluatio n a s a  definable funct io n wi th i n thi s 
process. I t postulates , i n fact , th e kin d o f plannin g proces s whic h migh t 
occur i n Wildavsky' s self-evaluatin g organization . A s w e hav e alread y dis -
cussed abov e (Chapte r 2 ) thi s kin d o f organizatio n probabl y doe s no t exis t 
in practice . 

It i s likel y tha t mos t administrator s wil l therefor e f in d i t muc h mor e 
useful t o thin k i n term s o f th e feedbac k model s fo r plannin g whic h ca n b e 
much mor e readil y relate d t o organizationa l structur e an d funct ion . Withi n 
this ver y brie f framewor k w e hav e distinguishe d thre e differen t type s o f 
formulation —  the "straight-l ine " process , th e "fee d back " process , an d 
the "inter-active " process . I t i s no w possibl e t o loo k i n a  l i tt l e mor e detai l 
at th e par t whic h evaluatio n migh t pla y i n eac h o f thes e formulations . 

3.2 EVALUATION IN AD HOC OR STRAIGHT-LINE 
PLANNING 

Many organization s ar e i n th e positio n wher e plannin g ha s bee n o n a n a d 
hoc basi s (non-planning ) o r wher e th e genera l concep t o f plannin g ha s bee n 
according t o th e straight-lin e model . However , the y ar e no w face d wi t h aware -
ness o f th e nee d fo r evaluatio n or , alternatively , externa l pressure s fo r 
evaluation a s par t o f increasin g accountabil ity . 

In thi s situation , i t is , i n fact , desirabl e tha t a n overal l evaluatio n o f th e 
agency programm e a s i t stand s shoul d b e carrie d ou t befor e endeavourin g t o 
move t o a  ne w kin d o f plannin g process . Eve n a t th e ver y simples t a n 
organization i n thi s positio n shoul d undertak e wha t migh t b e calle d a  des-
criptive stocktakin g o f it s situatio n prio r t o an y shif t toward s ne w arrange -
ments fo r plannin g o r development . 
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Fig. 1. Examples of straight-line formulations of the planning process. 
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Fig. 2. The feedback conception of the planning process. (From Kahn1, 
1969). 
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Fig. 3. Evaluation as part of the "feedback" formulation of planning. 
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Fig. 4. The practical example of the feedback approach to planning. (Milton 
Keynes2). 
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Fig. 5. Planning as an inter-active process. (As formulated by Burton3). 
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This bring s u s t o th e concep t o f wha t migh t b e calle d cross-sectiona l 
evaluation. I n thi s situatio n on e i s concerne d wi t h takin g a  loo k a t th e 
effectiveness o f a n organizatio n a t on e specifi c poin t i n it s history . Ideall y 
one woul d anticipat e tha t havin g carrie d ou t a n evaluatio n o f thi s kin d th e 
organization wi l l the n b e i n a  positio n t o no t onl y re-asses s it s goals , prioritie s 
and methods , bu t t o re-formulat e it s approac h t o plannin g i n suc h a  way a s t o 
provide fo r futur e operatio n o f a  "feedback " basis . 

3.3 MONITORING AND EVALUATION IN THE 
FEEDBACK PROCESS 

It i s usefu l t o mak e a  distinction betwee n monitorin g a s a  technique, o r 
group o f techniques , use d wi th i n th e overal l proces s o f evaluation , an d th e 
overall proces s i n itself . Monitorin g consist s o f collectin g informatio n i n a 
systematic wa y whic h i s relevan t t o th e functionin g o f th e organization . 
Evaluation involve s usin g tha t informatio n i n orde r t o mak e soundl y base d 
judgements abou t th e effectivenes s o f th e programme , th e appropriatenes s 
of it s goal s o r simila r issues . 

Monitoring i s a n essentia l par t o f evaluatio n wi th i n a  "feedback " approac h 
to planning . I t demand s carefu l determinatio n o f whic h dat a shoul d b e 
collected, th e wa y i n whic h i t shoul d b e collected , an d th e wa y i n whic h i t 
can bes t b e store d an d analyse d t o provid e usabl e information . Th e exampl e 
illustrated abov e i n Figure 4 show s a  preliminar y definit io n o f area s wi th i n 
which dat a shoul d b e collected , bu t i n practic e on e woul d hav e t o procee d 
much furthe r tha n this . 

The establishmen t o f monitorin g alon e is , o f course , no t enough . Th e 
information whic h develop s f ro m monitorin g mus t b e communicate d t o 
those concerne d wi t h decision-makin g an d wi t h programm e implementation . 
They mus t the n asses s i t an d us e i t t o mak e bette r decision s o r develo p 
better programmes . Thi s i s th e essentia l featur e o f evaluatio n wi th i n thi s 
concept o f planning . Obviousl y thi s plannin g mode l ca n brea k dow n whe n 
there ar e interruption s i n th e communicatio n proces s o r barrier s t o uti l izatio n 
of th e informatio n whic h i s bein g communicated . 

3.4 EVALUATION IN INTER-ACTIVE PLANNING 
We retur n no w t o th e inter-activ e formulat io n illustrate d i n Figure 5. 

That componen t o f th e proces s show n wi t h bein g concerne d wi t h dat a 
collection an d analysi s correspond s t o th e monitorin g whic h w e hav e dis -
cussed i n th e previou s section . I t w i l l , a t th e sam e t ime , b e collectin g othe r 
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data a s implie d i n th e Milto n Keyne s mode l (Figure 4). Mor e important ly , 
this componen t o f th e proces s wil l b e i n constan t communicatio n an d inter -
action wi t h al l othe r components . Thu s no t onl y wi l l th e defini t io n o f 
objectives, th e statemen t o f goal s an d philosophy , th e formulat io n o f planning , 
and th e implementatio n o f plannin g b e influence d b y th e informatio n mad e 
available, bu t th e ver y dat a bein g collecte d an d th e wa y i n whic h i t i s analyse d 
wi l l , i n tu rn , b e constantl y subjec t t o changin g demand s f ro m th e othe r 
components o f th e process . Thi s bring s u s face-to-fac e wi t h on e o f th e rea l 
dilemmas facin g u s in man y practica l situations . 

Data collectio n analysi s an d evaluatio n i s ofte n a  time-consumin g proces s 
which mus t b e pursue d ove r a  reasonabl y length y t im e t o gai n rea l confidenc e 
in it s judgements . Perversely , th e organizatio n operatin g o n th e inter-activ e 
model i s likel y t o b e constantl y shiftin g it s emphasi s creatin g considerabl e 
practical d i f f icul t y fo r thos e concerne d wi t h evaluation . T o quot e agai n f ro m 
Wildavksy: 

"Evaluation require s a  certai n min imu m amoun t o f stabil i ty ; changin g th e progra m 
month b y mont h make s i t impossibl e t o ge t a  f i x o n i t o f sufficien t duratio n t o 
perform an y study . Ye t socia l problems , whic h ar e suppose d t o adap t t o rapi d shift s 
in th e environment , chang e frequentl y i n t im e an d i n th e substanc e o f thei r orientation . 
So th e evaluator s becom e a n interes t grou p withi n th e organizatio n pleadin g fo r 
sufficient stabilit y s o tha t the y ca n lear n wha t i s goin g on . I f evaluator s wan t t o 
begin soo n afte r a  progra m ha s bee n established , th e official s i n charg e ma y plea d 
that insufficien t t im e ha s elapse d fo r th e progra m t o tak e hol d an d it s effect s t o b e 
sufficiently distinctiv e t o sho w u p i n measurements . B y thi s t ime , however , th e 
evaluators have  learne d tha t i f the y don' t ge t i n a t th e start , th e progra m wil l have 
changed an d the y wil l agai n b e tol d tha t no t enoug h t im e ha s elapse d t o stud y th e 
new or ientat ion. " 

We wil l retur n a t a  late r stag e t o discus s thi s dilemm a i n mor e detail . 

3.5 PLANNING AND EXPERIMENT 
One ofte n hear s th e ter m "exper imental " programm e used . A  cynica l com -

mentator lookin g a t a  numbe r o f suc h programme s migh t ver y wel l conclud e 
that "exper imental " reall y mean s tha t th e programm e concerne d i s a  l i tt l e 
risky i n tha t i t migh t provok e negativ e reaction s f ro m politica l decision-makers , 
members o f th e publi c o r others . Alternatively , h e migh t decid e tha t "experi -
menta l " wa s a  poten t bi t o f magi c whic h facilitate d th e f lo w o f funds . 

On th e othe r hand , the scientist , f ro m whos e real m th e ter m "experimental " 
has bee n borrowe d woul d insis t tha t a n experimen t require s carefu l definit io n 
and contro l o f th e condition s wi th i n whic h i t i s carrie d out , accurat e measure -
ment o f it s result s an d ful l reportin g o f it s outcomes . 
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The cynica l viewpoin t ma y wel l b e justifiable a s a realistic strateg y i n pro -
gramme developmen t —  it i s no t fo r thi s manua l t o mak e judgements upo n 
whether i t i s right o r wron g t o us e the ter m "experimental " i n orde r t o 
protect o r t o gai n support fo r a  particular programme . However , i t ca n be 
argued her e that experimen t onl y contribute s effectivel y t o evaluatio n an d t o 
an overall proces s o f rationa l plannin g i f i t meet s the scientist' s criteria . 
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