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P Table of Contents Client Satisfaction Studies

Client satisfaction studies are especially important when evaluating the
implementation of an intervention. The purpose of client satisfaction stud-
ies is to find out how the clients are feeling and perceiving the services that
Chapter 4. Common Types of they are receiving. These evaluations usually elicit the views of a fairly large
Eveluations number of clients, perhaps all those receiving the services of a program or
all who have completed a program. These studies use either questionnaires
or interview strategies to ask clients a series of questions about the various
dimensions of a program.

The results of client satisfaction studies can provide helpful insights and
other ideas about improving a program or even clearing up clients’ misper-
ceptions of programs. The results also offer numerous opportunities for ser-
vice providers to engage in informal conversations with clients on topics for
which they have different views. These conversations can be conducted
without violating confidentiality if they are simply introduced as general
topics deriving from the responses to client satisfaction evaluations.

(@ chaptera

How Much Do Clients and Staff Agree about Client Satisfaction?

A client satisfaction interview was conducted with people with
a dual diagnosis of mental illness and mental retardation. There
were twenty-one forced-response questions, such as “Do you like
living here?” “Do staff listen to you or lgnore you?” and “Do the staff
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number of clients, perhaps all those receiving the services of a program or
all who have completed a program. These studies use either questionnaires
or interview strategies to ask clients a series of questions about the various
dimensions of a program.

The results of client satisfaction studies can provide helpful insights and
other ideas about improving a program or even clearing up clients’ misper-
ceptions of programs. The results also offer numerous opportunities for ser-
vice providers to engage in informal conversations with clients on topics for
which they have different views. These conversations can be conducted
without violating confidentiality if they are simply introduced as general
topics deriving from the responses to client satisfaction evaluations.

faY Table of Contents
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Chapter 4. Common Types of
Evaluations

How Much Do Clients and Staff Agree about Client Satisfaction?

A client satisfaction interview was conducted with people with
a dual diagnosis of mental illness and mental retardation. There
were twenty-one forced-response questions, such as “Do you like
living here?” “Do staff listen to you or ignore you?” and “Do the staff
treat you like a child or an adult?” (Dudley, 2002). The same ques-
tions were asked of the staff member who knew each client best, but
staff were asked to guess the clients’ answers to each question. The
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results revealed agreement 60 percent or more of the time on sev-
enteen of the twenty-one questions. However, there were some dis-

crepancies, such as a question on whether the clients wanted to
Chapter 4. Common Types of N N ; . N .
Evaluations continue to live at their current residence (more clients said they
wanted to leave than staff guessed) and whether they felt afraid
rather than safe (more clients felt afraid than staff guessed).

(Q chaptera x )

The clients’ responses to satisfaction questions are undoubtedly subjec-
tive and may be biased as a result of their status as recipients of services. >
Clients may not be able to be objective about those providing them services,
and they could easily blame providers for problems that could be more their
own. Regardless of the confidentiality promised by the evaluator, clients
may also report being more positive about services than they actually are.
This can happen for numerous reasons, such as a fear of jeopardizing their
client status or desire for the approval of staff members. The accuracy of
their responses also depends on whether they have adequate knowledge
about what is being asked and whether they have the same understanding
of what is being asked as the interviewer does. Other possibilities for error
are that they may have little recall of the time frame of the questions or they
may not understand the specific wording used in a question.
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results revealed agreement 60 percent or more of the time on sev-

("Q chapter4 x ) enteen of the twenty-one questions. However, there were some dis-
) . crepancies, such as a question on whether the clients wanted to
Chapter 4. Common Types of continue to live at their current residence (more clients said they

Evaluations wanted to leave than staff guessed) and whether they felt afraid
rather than safe (more clients felt afraid than staff guessed).

The clients’ responses to satisfaction questions are undoubtedly subjec-
tive and may be biased as a result of their status as recipients of services.
Clients may not be able to be objective about those providing them services,
and they could easily blame providers for problems that could be more their
own. Regardless of the confidentiality promised by the evaluator, clients
may also report being more positive about services than they actually are.
This can happen for numerous reasons, such as a fear of jeopardizing their
client status or desire for the approval of staff members. The accuracy of
their responses also depends on whether they have adequate knowledge
about what is being asked and whether they have the same understanding
of what is being asked as the interviewer does. Other possibilities for error
are that they may have little recall of the time frame of the questions or they
may not understand the specific wording used in a question.
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Outcome evaluations are conducted to determine whether the recipi-
ents of a program are reaching the goals set for them when they began the
program. These outcomes can take many forms and are typically socially
desirable goals intended to help them. Outcome evaluations mostly use
quasi-experimental and experimental group designs to control for, to vary-
ing degrees, other factors that could influence clients’ progress on their
goals. A program can usually take no more than partial responsibility for any
progress that clients make. Chapter 9 is largely devoted to outcome evalua-
tions and the various types of quasi-experimental and experimental research
designs available for outcome evaluations. The results-oriented model >
described in chapter 2 can be considered a theoretical version of outcome
evaluations.

(@ chaptera

Chapter 4. Common Types of
Evaluations

Efficiency and Cost-Benefit Analysis Studies

Efficiency evaluations are conducted to find out whether the resources
allocated to a program are being used as efficiently as possible. These stud-
ies examine the ratio of inputs to outputs, and measure the amount of a spe-
cific output (e.g., number of clients served, number of clients completing a
program) against the costs. In this example, the higher the number of clients
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served at a fixed cost, the better. These studies usually want to get the max-
imum amount of output for the money spent to help clients. A major limi-
tation of efficiency studies is that they do not assume that program goals are
being fully accomplished; evaluating outcomes is not part of their purpose.
In contrast, cost-benefit analysis studies are designed to determine
Chapter 4. Common Types of ) ) N N
Evaluations whether programs are reaching their goals in a cost-effective way. In other
words, are the incurred costs reasonable? Cost-benefit studies look at the
ratio of inputs to outcomes. These studies typically aim to find out how
much a program costs and whether the program is less costly than another
program that has been found to be equally effective. Often cost-benefit
analyses are conducted by comparing two or more programs using, for
< example, different approaches or different combinations of staff members >
and other resources. The program that meets its goals with the least amount
of cost is usually the most desirable one. Examples of questions asked in
cost-benefit studies that compare one program to another are the following:

faY Table of Contents

Q chapter 4

* Is the per capita cost of an institutional program more or less than a
community program for people with mental illness or developmental
disabilities?

* Are outpatient rehabilitation programs for offenders serving time for
victimless crimes less expensive per capita than are similar programs
for such offenders in federal prison?

* Are the public health costs of preventing cigarette smoking among

teenagers more cost-effective than the public health care cost of treat-
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(@ chaptera Licensing of Programs

Licensing of the programs serving clients is an important form of evalu-
Chapter 4. Common Types of N N 2 . N N
Evaluations ation. Licensing is usually concerned with basic health and safety standards
and related concerns. Licensing is particularly relevant for residential pro-
grams, such as group homes for adolescents, people with developmental
disabilities, or older adults. Licensing is also likely to be required for health-
care agencies and agencies that provide meals to clients. Licensing inspec-
tions and renewals may occur annually or more often and they may be con-
ducted to detect unsanitary conditions in food preparation, the adequacy of
safety in bathrooms, and safety in use of floors and stairs. Licensing activi-
ties are also conducted to find out whether there are such things as fire
doors, sprinkler systems, alarms, extinguishers, and adequate fire exits.
Either local or state governmental agencies usually assume responsibil-
ity for licensing programs, and the policies defining the parameters of
licensing regulations are usually enacted as laws passed by legislative bod-
ies and further developed into regulations by licensing agencies. Usually,
licensing evaluations require that only minimal, not maximum, standards be
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met. Licensing sometimes functions as an external influence that may push
agencies to pursue additional evaluation activities of their own.

Table of Contents

Q chapter 4

Licensing of Professionals

Chapter 4. Common Types of
Evaluations

Licensing of professionals in social work and other helping professional
areas is another type of evaluation. This type of licensing is becoming
increasingly evident as human services become more complex and profes-
sionalized, and as expectations about client outcomes are raised to higher
levels. Licensing laws exist to protect the use of a professional title, like clin-
ical social worker, psychologist, or family therapist so that the public can be
< assured that qualified people provide them with services. >
State governments license professional titles, including the title of pro-
fessional social worker. Many states use the acronym LCSW, which stands for
licensed clinical social worker, as a standard social work title. Other titles are
also often used and are viewed more as certifications than licenses. These
certificates are not usually required titles for hiring; nevertheless, they pro-
vide a status that can distinguish the holder from those with fewer or dif-
ferent credentials. Such certification titles include certified bachelor of
social work, certified master of social work, and social work manager.
Although state licensing of social workers is a recent development, primar-
ily having occurred in the past two decades, all fifty states now have some
form of professional licensing for social workers.
To bhe nrofessionallv licensed a nerson is nsnallv reauired to have an
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To be professionally licensed, a person is usually required to have an
advanced degree in the professional area of licensing. Additional profes-
sional employment, such as two years of post-degree practice under the
supervision of a licensed supervisor, and passing an exam on the knowledge
and skill areas of the profession are also usually required.

Table of Contents
Q. chapter 4

Chapter 4. Common Types of
Evaluations

Auditing and Other Accounting Investigations

Auditing of an agency’s financial affairs and other accounting measures
are another form of program evaluation. In this case, the evaluation involves
an independent review of the financial policies, procedures, and records of

< an agency to make sure that they are accurate and meet existing legal codes >

and procedures. Auditing is important to ensure that tax codes are followed
and to detect and prevent misuse of funds by agency personnel and others.
Trained accountants and tax experts who represent private firms indepen-
dent of the agency being audited usually conduct audits. Obviously, audits
are carried out by accountants, who have very different training from social
workers. Nevertheless, social workers in administrative positions should
know the basics of auditing and other accounting procedures, their varied
purposes, and the appropriate procedures to follow in hiring qualified audi-
tors and overseeing their work.
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Program accreditation is another important form of evaluation. Agencies

Q chapter 4 ) that accredit programs are concerned with programs meeting specific stan-
dards rather than the qualifications of individual professionals. Accredita-
Chapter 4. Common Types of tion is a form of quality control that program sponsors recognize and seek

Evaluations

out to ensure that a program meets professional standards. Because the
standards of a professional accrediting organization and the policies of their
member agencies are likely to differ, it is almost inevitable that the accredit-
ing body and the agencies being accredited experience some tension and
possible conflict over priorities. For example, while the member agencies
< are likely to base many priorities on their access to funding and the >
demands of their board members, accreditation groups may stress value-
oriented areas, such as promoting client dignity and greater client indepen-
dence. Accreditation groups are likely to expect programs to maintain rela-
tively low ratios between the number of direct-care staff members and the
recipients of services, while a member agency may feel less compelled to fol-
low such ratios, particularly if it has a shortage of funds or wants more inde-
pendence to freely transfer resources from one program to another.
‘What makes accreditation so unusual is that it is run by nonprofit pro-
fessional organizations rather than governmental agencies. Accrediting
agencies essentially propagate specific professional standards or require-
ments that university and agency members are expected to follow. At times,
member agencies may perceive that the accreditation standards interfere
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with their internal decision making; they may also complain about the rela- B
tively high fees required for accreditation. Yet accreditation processes are a
remarkable example of a decades-long cooperative partnership among pro-
fessionally sponsored accreditation agencies, accredited member agencies,

and governmental agencies that allow an independent group to enforce
professional standards. Accreditation organizations are very familiar to most

agencies that employ social workers (see table 4.1).

TABLE 4.1 Accreditation Organizations and Their Member Agencies

Accrediting organization

Website

Member agencies

Child Welfare League

Council on Social Work Education
Family Service Association of America

Joint Commission on the
Accreditation of Health Organizations

Commission on Accreditation of
Rehabilitation Facilities

www.cwl.org

WWW.CSWe.0rg
‘www.fsa.org

‘www.jcaho.org

www.carforg

Child protection agencies,
adoptions, foster care

BSW & MSW programs
Family service agencies
Hospitals, home health

Developmental disabilities
facilities and community agencies
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Accreditation is usually a voluntary process, but programs are strongly
persuaded to obtain it for status and program legitimacy. Social work edu-
cation accreditation, for example, is essential for both BSW and MSW degree
programs that expect to succeed in admitting a critical mass of students to
their programs and to gain support from their university sponsor. Further-
more, when graduates of a non-accredited program look for jobs as profes-
sional social workers, it will not be long before they receive questions about
their program’s legitimacy. The benefits of graduating from an accredited
program include eligibility to apply for a state social work license, ability to
receive third-party payments as reimbursement for work with clients, and
ability to enjoy many of the benefits of membership in NASW and other pro-

< fessional associations. >

faY Table of Contents

Q chapter 4 x )

Chapter 4. Common Types of
Evaluations

Quality Assurance

Quality assurance is a rather distinct collection of evaluation activities
implemented in many agencies to monitor how well their programs work.
The quality of the program’s functioning is the obvious intent of such eval-
uations. Quality assurance (QA) is also sometimes referred to as quality
improvement (QI) or quality control. The QA activities are implemented to
gather information about the processes of programs and to determine
whether they function the way they are supposed to. Such activities have

their earliest origins in health care settings and are likely to be implemented
most easilv in these setfinos However with some minor madifications OA
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Quality assurance is a rather distinct collection of evaluation activities

implemented in many agencies to monitor how well their programs work.
The quality of the program’s functioning is the obvious intent of such eval-
Chapter 4 Common Types of uations. Quality assurance (QA) is also sometimes referred to as quality
Evaluations improvement (QI) or quality control. The QA activities are implemented to
gather information about the processes of programs and to determine
whether they function the way they are supposed to. Such activities have
their earliest origins in health care settings and are likely to be implemented
most easily in these settings. However, with some minor modifications, QA
activities are also relevant to evaluation of programs in other social welfare
< settings, such as child welfare and aging. >

(" Q chaptera x )

Example of Quality Assurance or Quality Improvement

Youth Homes is an agency that provides specialized foster care,
residential group homes, and family-strengthening services for
abused, neglected, and other at-risk children. The agency works
closely with the local Department of Social Services and Office of
Justice. Youth Homes has a full-time staff member, an experienced
social worker with an MSW degree, assigned to oversee its QA ser-
vices. The staff member works with three staff committees to con-
duct reviews. The Clinical Care Committee meets every eight weeks
to review a random sample of client cases and another sample of
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(@ chaptera

Example of Quality Assurance or Quality Improvement

Chapter 4. Common Types of Youth Homes is an agency that provides specialized foster care,
Evaluations residential group homes, and family-strengthening services for
abused, neglected, and other at-risk children. The agency works
closely with the local Department of Social Services and Office of
Justice. Youth Homes has a full-time staff member, an experienced
social worker with an MSW degree, assigned to oversee its QA ser-
vices. The staff member works with three staff committees to con-
< duct reviews. The Clinical Care Committee meets every eight weeks >
to review a random sample of client cases and another sample of
high-risk cases to determine whether four types of documentation
are evident in each case file and whether recommendations have
been implemented. The Client Rights Committee meets quarterly
and reviews client incident reports (e.g., accidents, administrative
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faY Table of Contents results of client focus groups, and results of a client satisfaction sur-

vey (administered annually) to investigate whether the rights of the
clients have been violated. The Staffing and Facilities Committee
meets quarterly to review staff turnover reports, staff training
Chapter 4. Common Types of reports, employee satisfaction survey results, annual staff exit inter-
Evaluations views, and a variety of facility issues (e.g., new facility needs; asse:
ment of vehicles; maintenance needs; fire, safety, health, and acci-
dent reports). The QA social worker convenes the committees,
reviews and coordinates the committees’ corrective action requests,
and prepares evaluation reports quarterly and annually. The annual
< report is then incorporated into an annual plan that provides pro- >
jected agency goals and plans for the next year (B. Lackey, quality
improvement coordinator with Youth Homes, Charlotte, NC, per-
sonal communication, January 2005).

(@ chaptera

Quality assurance activities can be most easily distinguished from other
program-monitoring approaches by the specific methods and techniques
that are used. These methods and techniques include peer-conducted
reviews, heavy reliance on client records, observation of small samples of
the services, ensuring that minimal standards are met, and immediate incor-
poration of useful results into program improvements. These special char-
acteristics are elaborated on next.
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Table of Contents Peer reviews. First, the methods of QA involve peer reviews rather
than the more typical administrative reviews. A QA approach empowers staff

(@ chaptera members to conduct their own evaluations instead of relying on adminis-

trators to conduct the reviews. Peer review teams usually include represen-
Chapter 4. Common Types of tatives of the different specializations and disciplines of the agency’s staff. It
Evaluations should be noted that peer assessments will likely have a natural tendency to

be biased in favor of the staff members’ attitudes, needs, and practices over
administrative perspectives. To bring some balance to this tendency and to
maintain as much objectivity as possible, peer-review teams often use spe-
cial methods, such as representation from all staff groups and reports to
administrative staff.

Many administrators actually prefer QA activities because they are dele-
gated to the staff members involved most directly in a program. Many
administrators like this approach because it places staff members in charge
of evaluating their own programs, which can instill in them a mind-set of
self-evaluation. Also, delegation of QA activities can free up administrative
time and energy for other important matters. From an ethical perspective,
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QA promotes the social work value of self-determination, as it empowers -

staff members to continually evaluate themselves and how they can
improve.

Table of Contents

Q chapter4
Use of client records. The QA approach typically relies on appraisals of
Chapter 4. Common Types of staff revealed in client records rather than direct observation of services.
Evalustions Such a data source makes it much easier to conduct a review in a short
period of time because records already exist and are easily accessible,
whereas direct observations take considerably more time and could incon-
venience or interfere with the delivery of services to clients. Also, a focus on
record-keeping reveals a secondary characteristic of QA; it monitors the
< quality of the record-keeping system, which in itself is an important means >
of accountability.

Reviewing small samples of services. Another methodological aspect
of a QA approach is that it serves only as a spot check on how the program
is functioning. Typically a small sample of program recipients is selected,
and sometimes a sampling of only a few components of a program. In con-
trast, many other program evaluation approaches tend to examine all com-
ponents of a program and virtually the entire client population that they
serve. Quality assurance typically uses random sampling to avoid selection
bias, and the evaluators usually do not notify the direct service staff of when
the evaluation will occur and which clients will be involved until the evalu-
ation actually happens. Theoretically, this approach ensures that virtually
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every client and component of service can be included in an evaluation,
thereby precluding any attempt on the part of direct service staff to select
specific records to review or to prevent the review of other records.

Table of Contents

(@ chaptera

Minimal standards. Another characteristic of QA is its limited goal of
meeting minimal standards. On the one hand, a staff review team could eas-
ily decide that it is not important to meet exceptionally high standards. Yet
lower expectations from external sources could also give a QA team more
freedom and flexibility to strive for higher standards on their own with the
application of self-imposed standards. A disadvantage of emphasizing mini-
mal standards is that a QA team may not be able to focus on the more dys-

< functional aspects of a program. >

Chapter 4. Common Types of
Evaluations

Immediately implemented results. A final characteristic of QA is that
if its findings suggest the need for program improvements, the changes can
be implemented immediately. This benefit has obvious advantages over an
approach that expects a study to be completed before any results are con-
sidered for implementation. In the case of QA, an administrator can take
immediate steps to correct a program component or add a new procedure
when an omission is discovered in program operation.
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Court or Judicial Decisions

(@ chapter4
Judicial decisions are often an overlooked form of program evaluation

Chapter 4. Common Types of even though they are most likely to focus on policies, not programs. Our
Evaluations

judicial system at the local, state, and federal levels is a form of checks and
balances on the executive and legislative branches of government. Class
action suits in particular are pursued when all other attempts to seek jus-
tice for a group of people may have failed. A class action suit brings together
a large number of people who have similar circumstances and conditions
and have been treated unjustly according to an existing law. Such a lawsuit,
if successful, can lead to the propagation of new or corrective policies that
must be implemented as long as the suit is in existence. In this case, a spe-
cial master and staff are set up to oversee implementation of the lawsuit
and report to the ruling judge. The judge temporarily removes from legal
responsibility the governmental agency that has been found negligent and
replaces it with the judge and a special master who oversees the imple-
mentation of court-mandated corrective measures and monitors their
implementation.

Although the initial focus of a class action suit is on government poli-
cies, an evaluation often is implemented to determine whether new or mod-
ified programs address the needs and problems of the class of people who
are the plaintiffs. An example is a lawsuit conducted in North Carolina for
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more than ten years on behalf of more than 1,200 people with a dual diag- -

nosis of mental illness and mental retardation. These class members had all

been misplaced in state hospitals because there was no other reasonable

alternative available (Dudley, Calhoun, & Ahlgrim-Delzell, 2002). However,

by admitting them to state hospitals for a decade or more, the federal dis-

3‘;’;‘:‘: & ommonTTypes of trict court order specified that the plaintiff class members had their consti-
tutional rights violated in several basic areas, including safety, protection
from harm, treatment under safe conditions, freedom from undue restraint,
minimally adequate habilitation or treatment, and treatment necessary to
remedy any injuries caused by the class members’ stay in the hospitals. A
longitudinal evaluation was established to monitor how the implementation

< of the court order affected the class members, and it primarily focused on >

existing and new programs that were expected to remedy the violations
incurred.

Table of Contents

(@ chaptera

Newspaper and Other Media Reports

Television and newspaper journalistic accounts often focus on the
inadequate and sometimes scandalous conditions of social programs that
purport to serve a neglected group of people. Reporters’ accounts may not
be considered evaluation per se, but they are typically investigations that
are thorough, are based on the specific conditions of the people who are
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investigated, and provide valuable information to the public and those who
are expected to protect them. Sometimes these reports are case studies
that vividly portray one person’s conditions as excerpts.

(" Q chaptera x )

Chapter 4. Common Types of
Evaluations

Could the State Have Saved Lynnelte?

Another patient dies in mental health care. . . . The girl in the
hospital bed looked nothing like Lynnette. Purple bruises covered
her face, arms, chest, and legs. Her mouth was swollen. Blood
dripped from her nose. She had a rug burn on her shoulder. She
was unconscious, and a ventilator helped her breathe. Donald Mor-
ris threw himself across her bed and cried. lleine Morris whispered,
“Mommy’s here. Mommy’s here.” Twenty-four-year-old Lynnette
Martin, who was mentally ill and mildly retarded, had suffered a
head injury about eight hours earlier in a Moore County home
operated by a company called Preferred Alternatives. Police believe
she and her caregiver may have struggled, and Lynnette hit her
head on the floor. Her caregiver waited about seven hours before
calling an ambulance, police say. On December 19, Lynnette died
after seven weeks in a coma. She is one of the most recent mental
health patients to die under questionable circumstances while in
the care of eroun homes. psvchiatric hospitals. and other mental

945 PM
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health facilitie: -
The Morrises and a growing group of supporters are launching

a push to change North Carolina’s mental health laws, particularly

for a group of 2,500 of the state’s most vulnerable patients. They are

Chapter & Gommon Types of adults like Lynnette, known as Thomas S. clients, who have both

Evaluations developmental disabilities and mental illness (Cenziper, 2000).
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Newspaper and television series have covered numerous stories of mas-
sive program dysfunction and have often provided the first report that edu-
cates the public on such outrages. One could say that these reports are one-

< sided, in favor of the people who are alleged to be exploited, but otherwise >

they seem to be objective in reporting what actually happens in local com-
munities throughout the country. They can be viewed as program evalua-
tions in the broadest sense of the term, and they are an important commu-
nity tool for exposing many types of inadequate existing policies and
programs provided to the public. They have been instrumental in exposing
such problems as inadequate housing, the hiring of untrained workers, mis-
use of medications, inadequate staff supervision, safety concerns, clients’
exposure to inappropriate hardships and harm, and the overlooking of
groups of people who need access to a program’s services.

Table 4.2 summarizes examples of questions that could be asked for
each of the types of program evaluation described above.
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TABLE 4.2 Examples of Questions Suitable for Each Type of Program Evaluation

Type of evaluation

Tpes of questions

Example

Needs assessment

Program monitoring

Efficiency evaluation

Client satisfaction study

Licensing a program

Licensing a professional

Auditing investigation

Accreditation of program

Assessing the needs of
prospective clients

Finding out if a program

is being implemented as
proposed

Measure the ratio of inputs to
outputs

How clients perceive the
services they are receiving
Finding out if a program is
meeting explicit standards,
usually set by the government

Determining if professionals
are meeting specific
standards, set usually by a
professional organization
An independent review
determining if the financial
affairs of an agency meet
existing legal codes
Determining whether a
program is meeting

Would you attend a group on
exercise if we offered it?
How do employees spend
their time?

‘What is the maximum
number of clients that we can
serve for $10,000?

Are you satisfied with the

services you are receiving? >
Are the bathrooms acc
for people with disabil

Are LCSW social workers
completing the required
40 hours of contin
education every two years?
Are any of the funds of an

agency being misused?

How does this MSW program
fulfill the accreditation
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Quality assurance

Court or judicial decisions

Newspaper and media reports

Outcome study

professional standards,
usually promulgated by a

a program or how well a
program is working

A class action suit that
requires that an agency
redress any wrongful
actions it has committed
toward its clients

Newspaper or media accounts
of how a specific client
problem has been neglected
by the existing human

service system

Determining whether the
recipients of a program are
reaching their goals

Determining whether a
program is reaching its goals
in a cost-effective way

* Ok L e e

standard of promoting social -
and economic justice?

Is this client rece g all
of the services that she is
supposed to receive?

Did the clients of the class
receive services that are
relevant to their diagnosis
of mental retardation?

Documenting how some
home health agencies are
motivated more by the
revenue they received than
the needs of their clients

To what extent do substance
abuse clients stop using
substances after completing
a counseling program?

Is the cost of program A in
finding clients a job more or
less costly than program B?
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Just as there are common and well-known ways of evaluating programs,

(Q chapter4 x) there are also common ways of evaluating professional practice that are
popular across agency settings. They fall under four broad categories: (1)
Chapter 4. Common Types of assessing client needs, (2) monitoring the quality of practice, (3) client sat-

Evaluations isfaction, and (4) client outcomes.

Assessing Clients’ Needs

Based on the problem-solving approach, an assessment of clients’ prob-
< lems logically precedes the taking of any steps to help them. Assessing >
clients’ problems and related circumstances is a common practice that is
needed to determine what the next steps should be, that is, the interven-
tions that will effectively help them. Familiar assessment tools include fam-
ily genograms, ecomaps, a variety of biopsychosocial assessment tools, and
assessments of client strengths and weaknesses. Family genograms provide
a visual display of a family across two or more generations and offer insights
into and understanding of the patterns evident in families. Ecomaps are a
visual tool that identify the person-in-environment constellation of a client,
including relationships with friends and family members, agencies and
schools, jobs, and other social supports. Biopsychosocial assessment tools
are available in most agencies and identify questions and topical areas to be
explored in all three areas of a client’s life: biological, psychological, and
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social. Sometimes these tools include assessment questions about the spiri-
tual, mental, and cultural dimensions of a client as well. Assessments of
client strengths and weaknesses, especially assessment questions about a
client’s strengths, are an area that is often overlooked in assessments.
Cowger, Anderson, and Snively (2006), for example, have constructed an
Chapter 4. Common Types of - " . .
Evaluations elaborate qualitative assessment tool of client strengths for use with clients.

Table of Contents
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Monitoring Practice

Process recordings. Social work practitioners often use various means

to monitor their practice. In many cases, these monitoring efforts may not
< even be considered evaluations. Process recordings are one well-known >

practice. Supervisors and practice teachers often ask new practitioners or
students to complete a process recording of a sampling of their client con-
tacts. These recordings are then carefully reviewed in a supervisory session
to explore how the social worker responded to the client’s comments and
conducted the session overall. Often these recordings help reveal missed
opportunities to respond to a subtle message of the client that a worker may
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have ignored or misread. In these instances, the supervisor can help the B
Table of Contents worker explore how to address such client behaviors differently in future

interviews. Such supervisory discussions have been known to help new
workers consider alternative responses and to be more disciplined in future
interviews.

(@ chaptera

Chapter 4. Common Types of
Evaluations Direct observations. Direct observations of practice through a two-
way mirror or videotaping have helped supervisors and workers critique
practice to make improvements. Audiotaped interviews should not be over-
looked, as much can be learned from listening to how one sounds and

about what one says in an interview.

Case summaries, journals, and logs. Other devices such as case sum-
maries and personal journals or logs have been known to help monitor
practice. A case summary of one individual or group session, or a summary
of work with a client over a period of time along with questions and plans
for future interviews, can be very helpful to review. Having clients keep a log
of some aspect of their behavior that they wish to change (e.g., circum-
stances when they are depressed, desire to use alcohol, or to partake in neg-
ative self-talk) and discussing the results with their social worker is another
form of monitoring practice.

Case management. Case management is a formal employment title
often held by a social worker (e.g., Frankel & Gelman, 2011). In this position,
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Case management. Case management is a formal employment title B
faY Table of Contents often held by a social worker (e.g., Frankel & Gelman, 2011). In this position,

the employee often monitors the individual practice of other human service
workers and the programs that are provided to a client. Case managers typi-
cally find services for their clients, negotiate or facilitate contracts with the
3‘:‘5‘:‘: :nsc"'""“’" Types of agencies offering services, monitor them to ensure that they actually deliver

the contracted services, and advocate when necessary on behalf of clients.
Case managers continually monitor the range of services that are provided to
their clients to ensure their quality and continued appropriateness.

(@ chaptera

Client Satisfaction

Client satisfaction not only is important to introduce in monitoring pro-
grams but also has important value for practice. Client satisfaction is usually
conducted at the time when a client is terminating services. However,
inquiring about client satisfaction while services are being delivered adds
the possibility that changes can occur in practice interventions for future
sessions. It is wise for social workers to periodically hold informal client sat-
isfaction discussions with their clients. The workers can ask clients whether
they are satisfied with the services that they are receiving. When clients are
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not fully satisfied, they can be asked how the services could be provided dif- B
ferently or in a more helpful way. Also, such inquiries often help empower

the client and increase the bond between a worker and client. Typical client

satisfaction questions that can periodically be asked of a client include the
following:

Table of Contents
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Chapter 4. Common Types of
Evaluations ¢ What am I doing that is helpful to you? How is it helpful?

* What do you like about what I am doing to help you?

* What would you like for me to do that I am not doing that could be
helpful?

¢ What am I doing that is not helpful to you?

¢ How am I helping you reach your goals?

Client Outcomes

Practitioners are expected to adequately document that their interven-
tions are effective in improving outcomes for clients, that is, in meeting their
clients’ goals. Basic questions that all practitioners need to frequently ask
themselves are the following:

¢ Are my interventions helping clients reach their goals?

* Are my interventions responsible for bringing about positive or con-
structive changes in my clients’ lives?

¢ How are my interventions helping?

* In what ways could my interventions be more effective in helping my
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Several evaluation tools are available to help practitioners evaluate

(Q chapera  x) whether their clients are reaching their goals. These tools include single-sys-
e tem designs, which plot the changes that a client makes in an observed
Chapter 4. Common Types of behavior over time and observe whether the interventions are responsible
Evaluations for changes in behavior when they occur. Single-system designs focus on the

impact of one or more worker-introduced interventions on a client system.
A goal attainment scale (GAS) is another helpful tool that can be used to
evaluate the extent to which the worker’s interventions affect the clients’
goals in a favorable way. It is an incremental scale that can be used to mea-
sure the degree of progress. A target problem scale (TPS) is another outcome
scale that can be used particularly when client goals are difficult to identify. >
ATPS is helpful, for example, if clients remain focused on their problems and
are not prepared to pursue goals beyond the problems. More information is
provided about all three of these evaluation tools in chapter 9.

Table 4.3 summarizes examples of questions that could be asked for
each of the types of practice evaluation described above.
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Chapter 4. Common Types of
Evaluations

What types of evaluations are readily practiced in the everyday world of
social agencies?

Anyone wanting to conduct an evaluation in today’s world has many types
from which to choose. One overall consideration, of course, is to decide
whether you want to conduct a program or a practice evaluation, an impor-
tant distinction. A further way to differentiate evaluations is to consider vari-
ations in methodology, especially whether you wish to use quantitative,
qualitative, or mixed methods. There are many other ways to distinguish
evaluations, and both experienced and novice evaluators are encouraged to
become familiar with them. They are referred to as types in this chapter
because they are practical approaches that are readily evident in numerous
settings in which social workers and other human service workers are
employed. Each type can be implemented in a variety of ways. They are dif-
ferent from the perspectives and approaches described in chapter 2, which
are largely theoretical. 7~
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TABLE 4.3 Examples of Questions Suitable for Each Type of Practice Evaluation

Type of evaluation

Tpes of questions

Example

Needs assessment

Tools for monitoring practice

Client satisfaction

Single-system design

Goal Attainment Scale

Target Problem Scale

Assessing the needs of a client

Finding out if a

practice approach is being
implemented in a helpful
manner

How this client perceives the
services he is receiving

Finding out if the
intervention of the worker
is responsible for a client
reaching her goal

Finding out the extent to
which a client achieves

er goals

Finding out whether clients
problems are becoming less
severe after an intervention
is introduced

How often have you
experienced this problem in
the past year?

Is there another way that you
could have handled this
client’s outburst?

‘What am I doing as your
social worker that is helpful
to you?

Did the introduction of this
intervention result in an
improvement in a mother’s
discipline of her child?

After 3 months, did this client
achieve the expected level of
success—learning one new
parenting skill?

Did the parents’ problem of
getting their child to bed late
get better or worse after the
intervention was introduced?
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The three-stage approach introduced in chapter 2 is an important organiza-
tional framework. Using this framework, the types of evaluations described
in this chapter can be further classified on the basis of whether they focus
on the planning, implementation, or outcome stage. It seems notable that
most of the types of evaluations introduced in this chapter are process eval-
uations conducted during the implementation stage. These types primarily
focus on how well program or practice interventions function and evolve to
help clients. These types of evaluations are more abundant and varied than
evaluations evident in the planning and outcome stages, largely because
there are so many interacting elements during the implementation stage.
Can you identify the types of evaluations in tables 4.2 and 4.3 that are
process evaluations occurring during the implementation stage? Which ones
occur during the planning stage? The outcome stage?

Now that you have a grasp of several commonly used evaluations and
how they can be classified using the three-stage approach, we turn to the
next section on topics important to the planning stage.

(" Q chaptera x )

Chapter 4. Common Types of
Evaluations
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are largely theoretical.

The purpose of the chapter is to acquaint readers with most of the types
of evaluations commonly used in social agencies. After reading this chapter,
you should be able to identify them in your agency, attach names to them,
and have a general understanding of their respective purposes. These types
of evaluations are commonly practiced in most social agencies, hospitals,
health departments, schools, and residential and institutional programs
across the country and most are elaborated on in later chapters when we get
further into the implementation of an evaluation. Let’s first look at common
types of program evaluation followed by types of practice evaluation.

faY Table of Contents
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Chapter 4. Common Types of
Evaluations

COMMON TYPES OF PROGRAM EVALUATIONS

The types of program evaluation presented herein vary considerably in
terms of the extent that they are research-oriented and use systematic and
rigorous research methods. Some of them are naturally viewed as research
models. Outcome studies are a good example; their research designs have
to be rigorous to accurately determine whether an intervention has a posi-
tive impact on clients’ outcomes. Other types such as quality assurance stud-
ies may be designed to be less rigorous. However, the research rigor that is
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evident in any of these evaluations depends largely on the evaluators and
their commitment to the methodology.

The types of evaluations to be presented in this chapter include needs
assessments, program monitoring, client satisfaction studies, outcome stud-
ies, efficiency and cost-benefit analysis studies, licensing of programs serv-
ing clients, licensing of professionals, auditing and other accounting inves-
tigations, accreditation of social programs, quality assurance studies, court
decisions, and newspaper and other media reports.

faY Table of Contents

(@ chaptera

Chapter 4. Common Types of
Evaluations

Needs Assessments

Needs assessments are a type of evaluation that usually occurs in the
planning stage prior to implementing a program. These assessments are
used to determine whether there is enough documentation of the need for
a new or expanded program to justify it. Needs assessments often use ques-
tionnaires disseminated to the potential users of proposed programs. Other
methods of data collection include informant interviewing, focus groups,
public forums, and use of existing data from such documents as the Current
Population Surveys, conducted periodically by the U.S. Census. Needs
assessments are more fully described in chapter 6.

Example of a Needs Assessment

Two social workers (Muehlbauer & Runnberg, 2006) conducted
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assessments are more fully described in chapter 6. -
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Example of a Needs Assessment
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e Two social workers (Muehlbauer & Runnberg, 2006) conducted

a basic needs assessment of immigrants and refugees who were stu-
dents of English as a second language program in Duluth, Min-
nesota. They conducted face-to-face interviews with twenty-three
students using both forced response and open-ended questions.
The students were from several countries in Asia (China, Laos, Thai-
land, and Vietnam), Poland, Bosnia, Ecuador, Russia, Germany, and
Somalia. Among the questions that the authors asked were the rea-
sons they were living in the Duluth area, the amount of time they
had spent in the United States and in Duluth, their employment sta-
tus, and the extent to which they spoke English. They were also
asked whether they had health and dental insurance. In addition,
they were asked simple questions about their mental status (e.g.,
“Do you often feel sad or cry easily?”) and their worries, joys, and
dreams. The results revealed a variety of needs, ranging from med-
ical and dental care to qualitative comments about joys and worries.

Chapter 4. Common Types of
Evaluations

Program Monitoring

A wide variety of evaluations are used to monitor how an existing pro- A~
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IAY Table of Contents dems of English as a second language program in Duluth Min-

nesota. They conducted face-to-face interviews with twenty-three
students using both forced response and open-ended questions.
The students were from several countries in Asia (China, Laos, Thai-
land, and Vietnam), Poland, Bosnia, Ecuador, Russia, Germany, and
Somalia. Among the questions that the authors asked were the rea-
sons they were living in the Duluth area, the amount of time they
had spent in the United States and in Duluth, their employment sta-
tus, and the extent to which they spoke English. They were also
asked whether they had health and dental insurance. In addition,
they were asked simple questions about their mental status (e.g.,
“Do you often feel sad or cry easily?”) and their worries, joys, and
dreams. The results revealed a variety of needs, ranging from med-
ical and dental care to qualitative comments about joys and worries.
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Chapter 4. Common Types of
Evaluations

Program Monitoring

A wide variety of evaluations are used to monitor how an existing pro-
gram is functioning. Program-monitoring evaluations are also referred to as
evaluations of program processes. They may be initiated voluntarily by an
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IAY Table of Contents agency sponsoring the program or required by funding or regulatory agen-
cies. These evaluations ask such questions as the following:

(& chapter4 * Is the program reaching its intended target population?

* Is the program being implemented as it was proposed?

3‘;‘;‘:‘: :nsc""'m" Types of * Do current staff members reflect expectations of equal employment
and affirmative action policies?

* How do employees spend their time on the job?

* Are clients satisfied with the program?

* Are agency facilities safe and accessible (e.g., are elevators to upper

floors available for clients in wheelchairs)?

Program monitoring typically uses many different types of data-collec-
tion strategies, such as questionnaires given out to clients or staff members,
individual and group interviewing of staff and clients, observations of pro-
grams and specific interactions between staff members and clients, reviews
of existing documents such as client files and personnel documents, and
consulting experts.

Client Satisfaction Studies

Client satisfaction studies are especially important when evaluating the
implementation of an intervention. The purpose of client satisfaction stud-
ies is to find out how the clients are feeling and perceiving the services that o B
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