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hapters, we have defined and made distinctions amopg conditiong,
Over the past three ¢ _51 ne,e d_ Furthermore, we have demoqstrated th.e. Importance of
social prqblems, and ol rema&urely’ put instead beginning with a con(.:lmon, transform.-
not deciding ona splutlon 2 | problem, and then translating a problem into a social negq
ing that condition into a social p : have discussed ways to generate estimates of

eted for action. Finally, we . 0]} .
e articular social needs, to describe the characteristics of those with these
d c areas with high numbers of those with needs.

he above and devise an intervention strategy. In this chapter
d its central function in shaping the goals, objectives,
y, the monitoring and evaluation of the program.

that will
the numbers with :
needs, and to locate geographi

The next task is to take all of t
we introduce the program hypothesis an
and design of the program and, eventuall

THE PROGRAM HYPOTHESIS

Most human service professionals would probably argue that because they are action ori-
ented and not researchers, their primary concern is to solve problems and not to test
hypotheses. The fact of the matter is, however, that when they design programs they are
also proposing hypotheses. Granted, most administrators and program planners do not
explicitly offer and document tentative assumptions that are then translated into testable
logical or empirical consequences. Still, most design their programs with hypotheses in
mind, albeit simplistic ones at times. The most rudimentary form of a hypothesis would
b.e tht? admilrllistrator’s hunch, based on practical experience, that a particular problem or
situation will respond to a parti i i i
i preveit Ly abﬁse‘tlcular form of intervention—for example, that parenting
pro\é\/rz f:r; (te};nk orf1 hypothesgs as nothing more than a series of if-then statements. Effective
: gn should be viewed as a hypothesis-generating activity (e.g., “If w id
parenting classes, then we will prevent child abuse”). The if-th o 3 pro‘_’l e
the mechanism for program evaluation, which i | : 'en Sta.tement o
» wWhich is a hypothesis-testing activity (e.g., Was

; -Itis at this point ko ;
re detailed discussion of this SOint ;hat e
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A maternal and Child Health Example

The following examiple g Program hypothesis might be helpful. In the mid-1960s, the
U.S. Department of Health, Education and Welfare (now the U.s. l)éﬁartnﬁent of Health and
Human Services), concerned with the problems of infant mortality and mental retardation,
provided funds for the development of a number of maternal and infant care projects. (We
acknowledge that the term mentaql retardation is no longer used: we use this term sir;ce it
was the then-current phrase used in the literature and in th‘e title of the legislation.)
Although this new program seemed, on the surface, to resemble a number of previous

programs, at .lf:asl,. In terms of services, the underlying or implicit assumptions and hypoth-
eses were quite different. In summary form, the assumptions were as follows:

e Infant mortality and mental retardation

are related to the incidence of low birth
weight (prematurity).

e Low birth weight is related to untreated illness, trauma, and nutritional deficiency
experienced by the mother during the pregnancy.

e These conditions are more likely to be found among certain population groups, such
as teenagers, women over 35 years of age, women with histories of multiple births,

women who have had previous premature births, and women with low family
incomes.

On the basis of these interrelated assumptions, the following program hypothesis was
formulated:

* If we are able to locate high-risk mothers, and if we are able to recruit them to our
program, and if we are able to offer services that will effectively deal with those
factors associated with prematurity, then we should see a reduction in the
incidence of prematurity, and then we should see a reduction in the incidence of
infant mortality and mental retardation.

One can easily take the above and translate the terms into a more traditional research
framework (this is basically what one does when concerned with program evaluation—the
hypothesis-testing function).

We introduce the issue of program evaluation at this point in the process rather than at the
end of the process (where it usually is discussed) because it is here that the foundation is laid
for the monitoring and evaluation of the program. All too often, planning, design, and evalu-
ation are viewed as loosely connected but separate processes. This failure to connect different
parts of the program-planning process can lead to disastrous evaluations by producing find-
ings that simply do not reflect what a program has produced. Findings from an evaluation that
has not been through a disciplined planning process tend to be unrealistically positive, inac-

Curately negative, or inconclusive. The situation becomes disastrous when these flawed find-
ings are treated as accurate reflections of program performance and are used to extend or
discontinue funding, and therefore the life of the program. We do, of course, devote a number
of chapters to the issues of monitoring and evaluation later in this volume, but at this point we
wantto argue the importance of laying the necessary foundation for those functions.
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: P TERVENTION
PART I” PLAi ;7 : an o

sherwood (1965) discussed this lssue in t’llvl ““,, 'Vl""l”""' (l”“”"f"““ by the,
Freeman and S ) anv of the emerging soclal programs ol the War o ',“V‘";'y arg
experience eva'}‘a“r.lg-m[iv}(/*s They acknowledged that the urm.'nl‘,n'.'u'llr,:n was (o Ongag
dther @redl Spciely USSR toward the end of the program, olten at the e of g g
someone to evaluate a progrﬂmj that the evaluator would begin by asking the P‘Urlnc-ry‘?ar
or more. Given this, they argued (hi document did not have any “hJ(sCtl;/H b

Py e PI :glEllll plan o ]y O find that the 4

t 1 ' } (& 1 s e 1a & . - )!‘
t while it lghl have Ol)jCC[iVC. (hCy were nolb measor ible, (‘ TETE! (’,’dp(() , “}Hr |
tha m 5

discussion of the criteria used (o cvnlll(.ljale ,:l?;?t;:::lll)]l::~(,(I.,{‘/:i(l‘l’lif:,l‘i‘:‘,',)|(::::; n(.:vll]l(i‘lrrl)(;(\)/;(;;lld haye

: rating that she would not be ) evalul . am giafp
g:/e::;/:l‘;feu;;usrfl;llzgobjectives. Freeman an(‘J Shch’(m(l"HU(?'H‘lI(,!ll:.‘-tl(:;l;‘H!r"ll}‘{ !ms of nuvclfz:
to the office since the wait will be long. In an alltartl.,n‘ll\((‘ ..f,t.lthr 'u, 16 evaluator 18 tolq o
develop the objectives and evaluate the program. II' she agrees t.(<) their Suggestion and
“evaluates” the program, and if the results are negative, the program people can then take
the position that the objectives she evaluated were hers and not theirs,

Evaluation begins with stating a proposed relationship between a program or Service
(the independent variable) and some desired outcome (the dependent variable), 1n the
example cited above, comprehensive prenatal care (including aggressive case I’inding and
outreach) was the independent variable, and infant mortality and mental retardation weye
the dependent variables.

There may also be intervening variables (in a later chapter, we refer to these as intermed;.
ate outcomes) insofar as some variables appear in a causal chain between the independem
variable and a dependent variable and influence the causal pattern, The concept of inter.
vening variables recognizes the existence of multicausal models in understanding the
complex problems that human service professionals encounter. Often, there is a long and
complicated chain of events between treatment and outcomes, To test the program
hypothesis, this chain must be explicated.

In the maternal and infant care example, the relationship between the services and the
?ower incidence of infant mortality is complex. The program affects these outcomes by

Figure 6.1 The Relationships Between Variables

:
Independent Variables — lntervenlng Variables —> Depe

ndent Variables

Locate high-ri i
gh-risk mothers He?ucnon in the incidence Reduction in the incidence
0 Prematurity
Al of infant mortality and
mental retardation

program

Proyide Services to deg|
with Prematurity




1YPES OF PROGRAM HYPOTHESES

/ G wacy MWMM“
where to Intervene

nonsmokers also experience thege problem
linear cause-and-effect relationships are rar
Multiple causation or multiple factors asso
rule.

If one hopes to deal successfully with g
factors associated with the condition. One of th

$ and some smokers do not. Furthermore,
€ when one is dealing with social problems.
Ciated with social problems tend to be the

e Certain preconditions can be dealt with only at the regional or national level (see
Example 1 that follows).

® Some preconditions do not lend themselves to intervention because we lack the
knowledge and/or technology to change them (see Example 2).

e Other preconditions may not be addressed because they cannot be controlled, in
that controls would be either socially or culturally unacceptable (see Example 3).

These distinctions are critical: the following examples are offered only to illustrate
the different paths and perspectives generated by different formulations of the
problem.

Example 1: Political Economy as a Factor Contributing to Unemployment

It has been argued that many of the problems facing a particular society are caused by
the specific form of that society’s political economy (e.g., capitalism). If one were to begin
at this level, proposed solutions would be likely to involve a radical transformation of the
existing system or at least its modification. Although the analysis can be theoretically and
technically correct, it is unlikely that a planner or administrator at the local level will be
in a position to change that system, whether it is a form of capitalism or socialism. ‘

Periodic unemployment for some and more permanent unemployment for others is a
fact of life in our society. Our economy is such that (a) cycles of growth are alwr—:lys followed
by cycles of decline: (b) inflation historically increases as unemployment declines; and (c)
Structural and frictional factors in our economy will produce a numbe.r of pat_terns', among
Which are higher unemployment rates in certain labor markets, reglonal dlspal'rltles, the
channeling of women and minorities into secondary labor markets with 1<.)w-paymg, dead-
énd jobs, and the exclusion of others from any labor markets, thus creating a permanent

underclass.
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¢ are caused by imperfections in O:;: C;pi.t:]li,sﬁ_c o
\lthough these lnuhlvni'f ..-nlminns are not likely to address . e‘ pi E‘l l§tic o) i
bt i (""“"i"y‘h‘(‘. “')" >i‘w or more of the following categories; (;:11)' tral;llmg thosew
such but are likely to I"l“,i';:(' : (usually tax) incentives to employers to lrf: the u’_lemployed
kelise (h):),l\(.:\.(i; 'l!i‘l(i ‘((') (\‘rv.‘uing Jobs by attracting new industrieg o
and the underemployed, <

g b hilted from the causes ol unemployment to the factors aSSOCiated
| s l ; I( ‘ : L) . . .
oot ini 4 ity are une d at a specific point jn time,
IHHI (illl(‘])(‘()[)lt‘ill.l community are unemploye p
with why s

ne ), the ori inal h pot i i
to focus on the cconomic H\VS“"“‘ as (he cause, [h g y heSlS [‘nlght
I we were (i« QUL

follow this line of reasoning:

¥ M t
[/ we were to modify our current economic system in such a way that cycles of

: and inflati ntrolled,
srowth and decline could be managed and inflation co

* then we would be able to reduce or prevent structural and fri_ctlonai gatc}:ors that
produce regional disparities, exclusionary employment practicis,tan de
channeling of women and minorities into secondary labor marke S, an

* then we could reduce the numbers ol people in the permanent underclass,

Clearly, the actions tmplied by the above hypothesis are not within the contro] of 4 local
human service agency. Recognizing, therefore, that the root problem of Imperfections i
oureconomic system” cannot be addressed, we construct a more realistic New hypothesis:

* /f'we can identily the factors associated with an individual’s unempioyabiiity, and

* f we can provide the necessary incentives to make currently unemployable
people employable,

* then the unemployment rate in our community wij 80 down.

The valye ol this shift in focus from large-scale national issyes to local concerns is that
It consciously recognizes root causeg and determineg them to be beyond the purview of

local agency limitationg Yet translates (he social problem of unemployment into a
framework (ha makes if Manageable at the local level.

Example 2: The Presence of 5 Child with 4 Disabil

ek ity as a
Factor Contnbutmg to Child Abyse
This example, one that is on 4 fhore micro Jeye than Example 1, helps clarify further

the issuey Surrounding (e pProgram hypothesis. We know from a number of studies that

lamilieg caring for a chyjq With severe disability are at greater Statistical risk of abusing their

(l'hildrvn ”h‘l;i i‘,umiiies With childrep Who are noy disabled, A Mmodel that seeks to determine
the cause of (he Problem-jp this cag ' .

. € child apyge__ ' ' Sttle
Presence of (he (iis;li)iing condition R TS A g
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ly to pro ' i
removal of the condition, seyere d};sabiﬁty.p\/?/zedz sgiu;;?z: ttr?et}? i p; octl) tetat
ody 10 reverSQ the pathology, for €xample, to increase an [Q frorﬂogvoet gleo(().")r il
the physiological aspects of Down Syndrome, The efore we’would robobl * t10 ;evirse
for intervention pufposes, the cause of the problem is ;'10t simp] Iih e lil’ 3 th'?fi’
with a severe disability byt the stresg Caused by that presence pG}i/v etll)lr'ese: iy a'c 1
the problem would be the reduction ot e e b

of the Stress. The wordj i

: : : : Ng of the hypothesis would
then shift from “if we can remove the disability” ¢ “if we can redyce the :gess associated
with the care of the child with the disability, »

However, no program is Jike

example 3: Sexuality and Teenage Pregnancy

Teenage pregnancy wijl Serve as an €Xample of 5 gjt

them preconditions to the presence of the problem. They help explain—they provide
insight—but they are not the targets of the intervention.

THI:: PROCESS OF DEVELOPING A PROGRAM HYPOTHESIS
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ondition
Statement of a C SOrVICes 68timpg g, tha

s department of human
' a county's departmen ‘
A recent survey carried out by a county 2,000 familje

‘ (<) M I g |

8,000. : J e i
ofle;s than Slem is a statement of fact and only a statement of fact. There 15 no lnrnr,m.,m
This statem £ :

is (i »a value been placed on the fact, The concepy of sagfe
b fa_ct o l.hlds tll:;fc;rn1(;rr23astic\lxe‘,h;:: li(heu iml,ividl,u,nls Or groups bring a frame Ol refoy
i was:gscus\faeluzas ste;cn to a condition that allows (or forces) them (8] Inlt-r‘prm It Iy
:(?rcni 225:, thi}',szznterprefa(ion 'resulls in a condition being labeled o Soctal ;H'nl)kfln, Fur.
thermore, this interpretation and labeling of the condition becomes the stimulig and fug

fication for action.

Statement of 3 Social Problem

There are 2,000 families in hjg neighborhood living in ungafe and substandar condj-
tions below minimally acceptable levels for this community. Furthermore, this rate of 209
is almost twice ag high as that for any other neighborhood orareain the county, Therefore,
resources should be targeted to Morningside (o raise (he level of family income,

There are three parts to this statement, The first suggests tha a family income of
$18,000 not only is inadequate by also is so low that it places a family ay great risk, This
is a qualitative statement. The second argues that the situation g problematic in g scale or
size relative to other parts of the county, This IS a quantitative Statement. These two state-
Ments become the bagjg for the third Statement: thag Something should pe done about the

Needs Assessment
Of the 2,000 familjeg With income below S18 000:
1,000 (50%) y

are headed p single moy ,
lttle chane for P 8le mothers are working in marginal jobs with




e 100 (5%) are made up of elderly persons

The needs assessment has helped us under
less than $18,000. We now know there are at
neighborhood, with as many different reason
analysis is critical as we move on in the planni
for the program hypothesis, or, in this instanc

stand why these families have incomes of
least five distinct groups of families in this
s for their low income levels. This type of
Ng process. It has provided us with the basis
€, the five-program hypotheses.

numbers of families in each category, informa-

Different program hypotheses would, of course, be developed for the other four
categories because each represents a different subpopulation and because the factors
associated with each group’s having low income are different. The first program hypoth-
esis would not be an appropriate hypothesis for the others, nor would the services that
evolve from this hypothesis be effective for the other families.

Mothers Working in Marginal Jobs

For the 1,000 families headed by single parents (mothers) earning marginal salaries, we
would probably consider an intervention that included, at a minimum, the following
components:

e child support enforcement
® job training/placement

e child care

It is likely that for at least a percentage of these families, the father is not paying child
support. This support is often ordered by a court, yet some fathers refuse to keep up with
monthly child support payments. In other instances, the mother, for any number of
reasons, never went to court to attempt to collect child support. It is also likely that many
of these mothers are restricted to jobs in the secondary labor market because they lack
marketable skills. Finally, it is likely that many of these women are restricted to less than
full-time employment because of a lack of affordable, accessible child care.

Program hypothesis:

* Ifthese women can acquire marketable job skills, and

* if they are assisted in finding employment in the primary labor market, and
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e ifthey are relieved of their child care responsibilities by the proy

ision of qualigy

child care,
then they are likely to complete their training, secure and retain employmem
s Ang

L]
raise their standard of living to reasonable levels; and, in some Instanceg

if child support is provided to the mother,
then that mother will have more options open to her.

will be able to

Not only will she be in a position to increase her family income, but she
nto Schog| as

choose between part- and full-time work outside the home and even to retu

a first step in establishing a career.
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- ir fi es effectively
' able to manage their finances e
e will be a job with a career path and a salary adequate tq rigs e
ajo

e will be employed in
financial needs

FROM PROGRAM HYPQTHESIS TO SERVICE

R 74_( he above transformation of COﬂdiin{IS into problems—anq eVentuauy
The Stx'engrll 0 “d ) rests on our willingness and ability to propose a set of relationaI
problems ks Eee i:,;ans—e“ds) that explain not only what we will do bu.t also Why e
starzlﬂegfis[ “,ﬁs ZI::‘r rationale not only for taking action but also for the action we take, 17
are doin 5

lanners were to stop here, we would be left with a serjes of .Statements that
pr'(;irtalgeplogically consistent and theoretically correct, but the exercise Would haye
mi

ing of value for clients. : i
produced nothing d program planning rests in the ability to Create, design

Incorporating Problem Analysis Into Program Design

There are, unfortunately, numerous examples of elaborate analyses that haye been car.
ried out, often at great expense in time and resources, and have then been ignoreq When
the program’s services are developed. This s not unlike a physician ordering an elaborate
series of laboratory tests and then ignoring their findings and prescribing Something incop.
sistent with the diagnosis simply because his or her prescribed treatment js €asier, more
convenient, or cheaper than the “correct” Prescription. Let yg turn to an €xample of direct

client service to illustrate,
A caseworker. working in g program attempting to help women achieve self—sufficiency,

causes, conge : ‘
quences, factors, anq Service, The Ntroduction of an innovatjye planning



Chapter 7, we focus on moving from the proﬁzrfg:r;g services in Chapter . puy first, in
: p : :
objectives—statements that become, ipy effect, the Ko o % of goals and

, ; beacony ¢ :
new, innovative, or redeg , 1 ’ oward which we move as we
develop edesigne Services, Goalg 4 Nd objectives succinetly sumﬂ?;fize

the problem analysis, needs assessment, anq rogr. .
L PR sohie Prograrm hypothesis components of the plan

genefits of the Program Hypothesis

: i analysis, Moving 1o needs assessment
developing a program hypothes:s, and developing ahierarchicy) set of goals and objectives.

will produce 2 number of benefitg thay cannot be produced from any other process, These
benefits are listed below, an( €ach is discugge in turp

The Program Hypothesis Helps Focys Programs
on Problems Rather Than on Activities

children who have been victims of domestic violence and to provide the kind of support
needed by the target population for long-term self-sufficiency, Because the program
hypothesis is problem directed, it forces us to think first about the purpose of our program
and not about the details of the actual services,

A traditional approach would tend to focus on the services provided by workers.—

nd error and ignore all the research and evaluation

approach could very well result in trial a S
at, in combination, increase the risk of subjecting

findings that point to specific factors th
vulnerable women to continued physical and emotional violence,

The Program Hypothesis Can Link Program Activities to Outcomes

In discussing the importance of client outcomes, H:atry (201?) p'ointé_ out that increas-
ingly Sophisticated technology will enable human service orﬁgamzagqns to tradck outcome;
of different categories of clients, clients who have received different types an amounts o
Service, and different outcomes from different offices and workers, While this type of infor-
Mation canpot definitively establish cause-and-effect linkages, it can steer managers
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described as intermediate results, |n our example, the mm the program, Another can pe
» WIS Ultimat

tion of domestic violence in the communny by ¢

we should not expect to observe Meaningfyl ¢y il
community in the first year in Which the Program was ini

the program’s attempt to somehow change |jf 7 P S e o
become dependent on abusers. However,
evaluation until the end of the Second year, We should take j '
as successful completion of an individual rehab pl PR b S
skills, so that, if all is not going according to plan, we can be i iti
action when it can make a difference (i.e, early in the progr;r;na}spl?g)“o J

Again, our program hypothesis and accompa iecti
our evaluation at an early date. We have po§it:c}i)i:gr§l(:1iilz§:l?ig ?ixzziaiow i 7
(1) low self-esteem (Kirkwood, 1'993) (2) high anxiety (Tolman & Rosen zooi)vagla:gles ;
independent living skills (Johnson & Ferraro, 1998), (4) poor financial rr’\ana e' : )tai}f“Of
and (5) lack of employable skills (McCauley, Kern, Roladron, & S T
that the program is having success in its attempt to increase sel
Are there measurable improvements in knowledge about managi

R,

ng

The Program Hypothesis Can Provide a Database for Cost-Benefit and
Cost-Effectiveness Studies

The final contribution of this system is that it gives us the ability to tie cost data to
program data. The program hypothesis provides a framework for linking resources to out-
comes. The effectiveness of a financial management system should be judged, at least in
part, on the basis of how well it contributes to services' effectiveness (Ezell, 2000). Cost data
allow us to take the next step, which is the assessment of how much these outcomes have
cost. This allows the administrator to address the following questions:

I Is the program cost-effective (are the results worth the cost)?

2. Could we achieve the same results at a lower cost?

This issue is the focus of later chapters dealing witb budgeting. o Siaternent s

In'summary, the program hypothesis provides an important transi c;Oan P
Crafted from the earlier study and analysis of the problem and the .rlleeG ,als andctio
a fOundation on which subsequent components of the plan are built. Go



