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A systematic _approach to goal zns=lveis and evaluation of socio-economic
effects (with special reference to educzational prou:ans).

The main purpose of this paper is to discuss various
methods to systematize goal formulations within the
public sector.

Special attention will be paid to the methodological
problems encountered when snalyzing socizl rather than
purely economic goals,

Thn present lack of socizl 2llocation theories and

veluation methods is striking in particular when
conolder1n~ that the corresponding fields in economic
theories constitute major research areas. The increzsing
.importance of the public sector and a unified soeizl and
economic approach to development underline the urgent
need for a systematic analysis in this field,

Our level of ambition as regards these improvements must
however be rather low as the theoretical base is missing
as well as our knowledge about many of the important
functional relationships within the public sector, We
ﬂlmnly do not know the linkage beiween e g economic

ans and certzin soecizl ends.

The firstgquestion to be posed is of course vhat methodo-
logical approach we can epply in order to systematize

and structure the problems to be discussed. Most of the
available anzlytical tools as regards evaluation have been
developed within the private sector snd are - eyp1101L|3
or implicitly - usually based on profit or growth goals,
If these wvalue premises of the method as such are not
recognized when such a method is transferred into the
public sector it may very well be that the method chosen
rather than the pudlic goals stated directs the a2llocation
decisions and indicates what should be considered a
success or failure.
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Assunme for exarple that we applied the traditional
market based internal rate of return method as an
allocative tool for educational programs. This method
presupposes that the benefits from the progranm
analysed are to be expressed in monetary terms. The
incones created through education thus become the
benefits to be considered,

From this follows that the more income generated through
an educational program the higher priority should it

be given because a high internal rate of return in
economic growth ternms is considered to be the best
indicator of a sound and productive investment.

Let us now apply thi sophy to reality as it exists,
Is it in line with + ting political will to consid
education of women less importent than education oi men
in 2ll societies whe

better paid jobs?
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Should in service training of high income night-club
nanagers be given a higher priority in the development

plan than up-grading of low income agricultural extension
workersg?

Only if the poliecymakers snswer gquesti
with "yes o course” can it be assure
and the implicit goals of the analytical
line with ezeh other,

IT they on the other hand do not agree to the stated
priorities th@ﬂ it must also be recognized that the

nariket baged t,Jnal rate of return figure is not a
relevant Lru%r ator Toxr establishing educational priorities
and evaluvating tle success of a training program.

To eclaim — as sometines happens - that the economies
of the market are politically neutral only reveals either
a narrow ninded ignorance as regards alternatives or
more likely a "technical" approach to policy making.

Instead the evaluator must derive the benefits as well
as costs from the political goals stated, In order to
carry out this task it may be useful to systematize
the various steps and levels of evaluation.

&



1, A svstematic approach to evalusation

Ll

Bvaluation is a continuous process from the moment
vhen a project idea is born to the day the results and
effects of z certain project cannot be related to the
objectives of the project. Project evaluation must thus
be a continuous process integrated in the planning,
implementation and follow up phases of the project.

This systematic approach to evaluation can be illustrated
by the following figure,

PLANIING

p——

FOLLOW-UP
-

Main objectives

Sub-goals (incl,
estimates of total
costs)

Product units

Production targets

Activities

Direct costs
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Actual production
Acetivities carried out
Actual direct costs

Actual in-putb
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The left wing of the "V" illusirates the planning phase
starting with the analysis of main objectives WAlch are
then concretized into sub-goals, production torgets
activities, cost estimates and 1ﬂnlajenu11Lon nlans.
The wheel at the botton of the "V" feeds planned in-put
into the implementation process, The »ight wing of the
"V shows thﬂ followuup of actual results and effects.
The comparisons between planned and actual results
(Level 7—2) is then defined as built-in evalustion and
the comparisons between nlanned andé actuzl effects
(lcvcl J-1) defined as special evaluation.

The V-model also enables us to distinguish between the
Tollowing four bq ic concente which are {to constitute the

corner stones in the evaluation:

P1anned _ Planned fulfilment of main goals

—

Estimated total coots

. R lanned production targets

- Planned productivity E— Flanned production target
spvimatew airect coste

~ Real productivity = Real nroduction
Real direct costs

~ Real significance = Real fulfilment of main/sub roals
Real total costs

The terms will be used both in an ex-ante aLl ex~post

meaning, To distinguish bvelween the two we are going to

talk about potentinl s Clcance when LﬁpTI d to an ex-ante
situation with potential goal fulf: nt and potential
(estimated) total costs. icance is then tﬂe tern
used for ex-post analysis nased on real al
fulfilrent and “eﬁl total eost « The sane leulDOthH is

of course also made betwee 1 potentiasl nroductivity and

real nroductivity.

The present trend in nost economic literature only to
consider the ex-ante concepts is misleading when not made
explicit and can easily create the inmpression that the
difference beiween e g potential and real significance is
margiral and that no ex-poest enalysis therefore is necessary,
Experiences, whenever observed and analyzed in a systematic
manner, almost with no exceptions show how important it is

to distinguish between data as estimated in the plan and

as recorded in reality.

The "foundation" of this evaluative syst. "shus consists
of the enalysis of ObJeCtheS, goals and iargets during
the planning phase,.
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2, ANALYSIS OF PUBLIC GOALS

The importance of well defined goals can be described

in terms

= Alloc b

of:

1lve nover;

establiching oriorities can be derived from the

goals

- lManapen

ent power; the

- e
xie

to which program

the extent to which criteria for

stated

activities can be related to and guided by the stated

goals

- BLvalua

Lon now el s

The Tirst
is thus t
are to fo
control =

Tlost
that it i
sector to
- that is

analysts

o define
rm ‘the base
nd evaluation

-
ior

would
5 prerequis
mow what the

being familiar

the ex

an analysis of

the
work.

theoretically agree
site for any ana
policy nakers uant

with

tent

to which progress made can
be eaorﬁﬂupu in terms of the stated goals,

g2

decisions,

in the
to aL]
But in

alysis

their goals.

) an educational progran
agc clearly as possible the policies which
allocation

manag

to the statement

pracii

eme

ce

few analysts - in particular those ueing economic research
by trying to find out what

methods -
these goa

This theo
political
goals are
partly b

e<0

into opera

The above
not linlke
based on

a particular sector or program at a particular

art off
ls really are,

retical
policies
already in
difficulties to
ational goals,

can

degcribed evaluative
particular

d to any

their work

cceeptance but n“qctﬁcfl
vartly
wlicitly ¢
transforn public

the stated policies

neglect
be explained by the

iven in most

appro

goal analysis must always be carried out. In fact
it constitutes the very heart of the systen,

The analysis of public gozls
point of view - can be divided into

major phases

a)
b)
c)
d)
e)
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f) Analyse conflicts between goals on the
level,

6

same

These six ateps of the goal analysis, on which the follow-

ing discusaion will be based,

A, Describe the
problem area

B, TIdentify policy

out=puts

C, Hpecify the
coal elements

D, Structure the
goal elenents

E. Analyse the
linkages between
goals on different
levels

¥, Analyse conflicts
between goals on the
Bame level

can be

illustrated as below:
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2.1. Description of the problem area

Policies are not formulated in a vacuum. They are -

or should at lezst be - based on an assessment of the
present situation. The achievemerts {o be aimed at can
then be indicated and transformed via e.g. a political
process into policy out-puts e.z. aunual and long term
plans. An evaluator of e.g. educational programs should
not directly be involved in policy meking. His role is
to utilize the policies stated in the analytical work
in crder to help the policy makers te acquire a better
understanding of alternatives as judgsed against their
own policy statement. The evaluator can, however, only
play this role if he has some insights as regards the
process of poliey-making as such and knowledgze about
the structure of the educsitional sector and content

of the educational plans. (See separate paper
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2,2 Identification of poliey out-puts

Faniliarity with the policy making system described above
is necessary when the various policy out-puts are to be
identified. These out-puts may be expressed in written
documents or only verbally stated. Some mzy be explicit
and clear policies, other rather vague. In meny cases it
will be next to impossible to find any policy guidelines
at all exccnu the fact that a decision is to be or already
has been taken. But one thing is for sure: goals alwaye
exist as 10u; as the purpose of & prozrem or a project is

to achieve something. It is this “something" that the
evaluator must identily. As the structure c;f poliecy making

varies between countries it is impossible to give any
general indications as to where to look for poliicy eut-puts
5 v £

in governmental bills, develepins plans, commitltee backrround
5 & o b 3 O

papers, plans of opcrﬁf*ﬁns, legal documents, various
protocolls, budgel presentations ete ete., The only advice
to be given is that the evaluzilor take the time needed to
Tind out what exists and what does not. One may argue that
it should be the policy makers’job to communicate their
policies in such & form that the evaluator never had to
search for the information needed, But as this study tries
to face reality as it usually exists such a recommendation
is seldom a solution to the problem to be solved,

Instead we will consider the guelity and relevance of the
policy out-puis in order to facilitate the next s step o the
goal analysis -~ the defining of the goal elements,

wa

The qualwi“ of the policy out-puts only refer to how well
they are defined which - of course - has nothing to do
with the quality of the content.
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The relevance of the policies must be determined with
reference to the structure of the policy making
institutions. The reason of course being that in any

field of public activities there exist various opinions

of what ought to be the policies to be Tollowed., If

funds are to be allocated within e.g. the educational
sector various interest groups such as the teachers,
pupils, parents, officials at the ministry of education,
political parties, leaders at regional associations ete
are interested to influence the decisions fo be taken.

The evaluator is of course not the one to judze what ar

to be considered good and bad policies - his task is o
consider those policies thait are Tormulated in accordance
with the accepted policy making process of that particular
country for this particular type of program, Neither

he to introduce his own politiecal views
This may seem selfevident but how many +tin
analysts introduced theoretical models without :
the implicit policies then applied, It nmav sound nore
scientific to refer to Pareto optimelity than to a vague
governnental bill when analysing various expenditure
ratterns for education. In terms of relevance for the
evaluztion the simple {truth is, however, that a policy
formulated by the government in the couniry concerned
(e.g. that the regional distribution of new schools
should be considered) is Tar more relevant than the
policy ideas of a prominent economist fronm Itely in the
beginning of this century (which includes the idea that
redistributional policies are not been considered),
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2.5 Specification of roal elements

relevant policy information identified is now to be
sformed inteo what can be called goal elements, that

say formulated in operational terms from the

’ N o z . 3 - N
rogram evaluator’'s point of view, In the ideal case the

policy mekers nay present their guidelines not in lengthy
and varue statements but as precize goals. Usually,
however, it is not only the task of the evaluator to
identify policy out-puts but he mast also specify the

operaticnal elements in these policy declarations,

A set of goals are usually considered operational if all

the individual pgozls are measurable in relevant units

and if the individual goals "form a2 logical and unambig
Y

; gious
whole in such a way that they can be achieved simultoneousnly!
1)The strong emphasis on quantifiable units haz often
stinmulated analysts to consider only those goals that can

.be expressed in operational terms and neglect goals that
cannot be expresced numerically. To avoid this one may
either stress that both operational and non-onerationnl
goals should be included or widen the concept of operat
lity to ineclude all goals thatl can be formulated in s
a way that the goal fulfillment can be described either in

tative or cgualitative terms.

gquanti
Wie are going to apply the sccond definition of operationalit;
vhich then will include a gquantitative, qualitative,

digtributional as well as an executional dimension.

The guantitative dimension

=1
v

The basgic meaning of operational beine measurable it i
obvious that the guantitative expressions of the goals ere
of central importance. The extent to which it i possible
to quantify different types of goals and thus benefits

are to be discussed in some detail below,

The cualitative dimension should be considered both as
regards the gualitative aspectis of the quantifiable units
(e.g. the quantitative units "stuvdent examined can be
qualitatively described in terms of minimum knowledge
required to pass the exam) and for such aspects of the
goal that cannot be quantified (e.g. description of what
is meant by the goal "a more democratic society").

1)Eéro Pitkénen, Sweden Journal of Heconomies 13970, p 207.



SIDA 11

tthat is important is that the lansuage used when describing
the qualitative dimensions is as clear as possible, Only
one interpretation should be possible. The socio-economic
evaluator probably has a lotv to learn from pedagogical
research in this respect with its taxonomies describing in
a systematic manner the gqualitative aspects of various
educational goals. 4 major research task would be to
replace the so called "meutral check lists with similar
taxonomies focusing various macro goals related o
educational systems,

The following example shows a gradual specification of both
guantitative and qualitative goal elements for a teacher
training institute in Kenya 17

The first tentative definition of the purpose runs as
follows:

"The goal of the teacher training project is to remove
the shortage of well-qualified teachers in a short time
and at a low cost by producing a number of well-gualified
teachexrs",

This is a rather general statement without any reference
to the Kenyan sitluntion which alego lack a time dimensiocu.

Policy out—puts presented in the nroject documents ennbles
the analyst to formulate the following:

"The goal of the Kenya Science Teachers College (XSTC)

in to contribute to the removal of the shortage of Kenyran
51 science teachers in a short time and at a low cost by
1968 producing 44, by 1969 47, by 1970 98, by 1971 128
and from 1972 onwards 144 well-gqualified Kenyan S1 science
teachers given a three-year course',

The gualitative gozal element "well qualified S1 sgcience
teacher" is then specified and the definition of quantitative
and gualitative goals for the KSTC project would then be

as follows:

"The goal of the KSTC project is to coniribute to the
removal of the shortame ol Xenyan H1 science teachers in

a short time and at a low cost, by 1968 preducing 44, by
1969 47, by 1970 98, by 1971 128, and from 1972 onwvards

144 well=qualified 51 science teachers given a three-year
training, out of whom the academically superior will quali-
fy for university entrance and the rest, preferably all,
will serve as 51 science teachers for such a time as ithere
is a shortage of 51 science teachers in the country, trained
so that they have academically reached a standard egquivalent
to Higher School Certificate in their {fwo major subjectis,
that they have a broad basis of scientific knowledge, that
they have achieved skills in, positive attitudes to, and
knowledge of progressive teaching methods, that they will
be able to function as innovators of these progressive
teaching methods with respect to their pupils and teacher

1)Presented in a study by Olga Linné: "A sociological-~
pedagogical evaluation of Kenya Science Teachers College,
Uppsala 1970, p 23=27,
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dolléaéﬁégwand—thut they have & pood knowledsre of social
and cconomic conditiens in their country so that tth_arc
nble to serve as well-informed opinion Jenders in their

own local coumunition®,

(It should be noted that this delinition 1o not an officin}
explicitly stated cystem of quantitative undrqunL%tat;vg .
project goals but rather has been developed from interviewus
with the College staff and frowm documents available at

KSTC in Nairobi).

The difference in evaluative power of the last as compared
with the first specification of goal elemernts is obvicus
both as regards the gquantitative and the gualitative
dimensions. The relevant cuestions to be considered in

an ex-post analysic is thus automatically given in the
latter goal formulation and include ¢ g

"To what extenlt does the KS5TC project fulfill the goal of
an annual out put of by 1968 44, y 1969 47 etec",

"To what exlent and for hew long will the 51 science

Some

teachers graduvated from XSTC stay in the teaching profession™.

-

"Does the ESYUC preject chonge the students attitudes towerd
more progreussive teaching wmethods”,

It may be interesting to recall at this point the difference
between an evailuation ~ based ou specifications of
relevant moal elements - and traditional wmarket baszed
internal rate of veturn evaluntions based on income
generated., In an ex—post evaluation it would be considered
a failure if 1lhe trained teacher never becone o teacher
but accepted jobs in foreign private firmes operating in
the capital. With the latter wmethod i1his may be considered
a success if the private enterprises paid a higher salary
than the government could offer science teachers,

The distributive dimension covers both distribution over

time and distribution between various target groups. Ve
will limit the presentation of this dimension to the
distribution over time and between groups.

The distributicn over fime can be described by a starting
point (base-Tifie], vErious check points during implementa-
tion and a specified time when the final zoals are to be
achieved,

The base lines serve the dual purpose of informing the
decision maker about the present situation and thus inprove
the base for decisions as well as they enable the manager
to follow the goal variables over time as from the time
before the program was implemented,
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The check points are particularly imvortant for the manage-~
ment powver of the geal, A goal stating that 1 000 teachers
should be trained within a ten year period is not operational
until the yearly out-put of teachers trained is specified,
This can easily be understood when realizing the

differcnces in implementing the following two different
out-put series (Alt 1: 10 x 100; Alt 2: 5 x 20 + 5 x 180).,

The evaluative power of the time dimension of a goal is
selfevident., No one would congider it irrelevant if the
1 000 teachers were trained during o 5, 10 or 2% year
period,

In spite of the obvious and absolutely crucial tine
dimensions base lines and check points are often missing

and some educational policies are even lacking any reference
to time. A goal without the time dimension can never be
considered operational,

The distribution between various groups (e g classified

in terms of incowe, age, sex, or geographical location)

is eqgually iwportant but in spite of thin often neglected
in wost public goal formulations. Just as goals always
exist -~ at least in an ex-post sense - so do arget groups.
When known such distributional soals are usually either
very vaguely formulated (equnlity is important) or belong
to the implicit goals that fall into contradictionary
pieces if expressed explicitly, Another reason for the

lack of distributional descriptions between groups is

that the present situation is not known and thus the

light of explicity will only reveal o lack of knowledre,
Finally an often heard arcwnent for not focusing on the
distribution between groups vhen appraising publiec program-
mes is that taxes and other "distributional" policies

take care of these aspects.

Any practical knowledge about reality will however indicate
that the distributional effects of certain public invest-
ments neither can (due to its permanent character) — nor
will (Que to lack of political power) be directly linked
with other redistributional efforts.

How can,for example, 2 farmer on the countryside be
compensated for a government policy not to consider “he
distributional effects of such public services as educo-
tion or health? Through a general redistributional volicy
of progressive taxation? Surely not. Consequently the
specifiec target sroups for a public investment must always
be identified in a goal analysis,
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The executional dinension

The concept operational goal implies, as described above,
that the goal can be used as an allocative, management and
evaluative tool, The executional dimension of the goal
describes the extent to which the goal in reallty will be
related to the alleocative decisions to be taken, the
nanegenent process and the evalustion work to be carried
out,.

lMany political goals are exprescions of compromises snd
which may be the most practical way to avoid politicel
conflicts. The goals then formulated may have no "steering
power" as regards the development on lower levels.

In these cases the technique of "revealed preferences" can
be usefvl in checking to what extent the decisions actually
taken are in line with the policy statements made, that

is to make a crude buit still distinction between what can
be considered real and imaginary goals respectively,

Jb measures actually annlied vhen evaluating educational nrocrans,
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The identification of {he benefits for a certain project

is the same as the description of the content of its onerg-
tionally defined objectives and goals., In spite of +this it
may be intere
actually have been used in various analyscz in order to
exemplify the possibilities and limitetions to express
progress fGata in guantitative end qualitative terms, are
these measures of course only to be regarded as examples of
potential benefits,

esting to indicate some benefitmeasures as they

1) The principal measure of productivity is the incre
farnings dve to higher education as isolated - as Tfar as

possible - from income effects determined by native ability,
Termily background, social class origin, work experiences eic.

iven if we could isolate these factors and 21l the relevant
statistics were available, it can be questioned whether -
from society’s point of view - income levels and productivi
levels were strongly correlated.

+ -
by

From the individual’s point of view the earning as such is
ol course the criterian of better opportunities and possible
rise in level of living regardless of the productivity
effect of the job performed,

Vhen caleculating the productivity/income effecits of
cducation the actual rate of employment must be estimated
(based on manpower plans) and not school enrollment figures,
drop out rates, un- and underemployment must be included

in the analysis,

2) Consumntion benefits from education (the pleasure during
and after education) is hard to neasure and therefore often
execluded,
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3) Social educational benefits include - greater flexibility
and thus adaptability in a changing society due to

education (greater security),

- higher status and ~ perhaps ~ more "wanted" type of jobs

- lower birthrates are often associated with education as
well as improved health (due to better hygiene),

4) Indirect tenefiis

e

- other persons earn more due to the education of some = =
employers, svb-ordinates, families. (mothers can go out to
work when the children are in school).

- less social cost for the public in the field of police
protection, social welfare, etc. (mainly relevant in urban
areas in industrialized societies).

5) Instituticn building effects

~ development of an institutional structure adopting and
forwarding attitudinal changes with positive effects on
the development process.

- the maturity and quality of the teaching institutions
can be measurcd (e.g. by assessing the quality of the
inputs).

6) Political benefite

- the importance of a literate electorate

- forging a national culture and in many cases a common
language

- modernized out~look both as regards those cducated and
their relatives (e.g. parents) and friends.

7) Distributional benefits

Education can bring about equality in opportunities and the
distributional benefits of providing education to those under

the poverty line are an extremely important policy measure
to decrease the gap between poor and rich, It should,

however, be recognized that the place of residence after

L

completed school rather than the location of the school

is most important. A theoretical elementary education in

a rural setting may just increase the unwanted urbanization
and thus unimployment in the cities and be of no or
negative effect for the communities where the school was
located, '
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structuring the goal elements

The 7oal hierarchy

Vle have now reached the starse in the goal analysic where
the releviant policies have been transformed inlo goal
elements which are an operational as possible, The next

step is to relate these ponl elements to variou

o policy

levels, that is to say identify how ends and means are
related to each other, This can be done by constructing

a goal hierarchy.

A goal hierarchy - or a means and ends chain as
also called -~ can have any number of levels znd

charachterized by the fact that ends on one level becomes

means on another. (See the figure below)

Level X ‘ Goal
{ Meang ] J eans

o

Level X o4 1’ Goal

Meai@h
Level ¥ + 2 [Goal ;

il [

For practical purposes we will use a four level

model ,

These four levels are usually sufficient when analyzing
a public programme and can be referred to as main goals,

sub-moals, production targets nnd activities.
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" Prod target 1
(fysical results)

17

The goal hierarchy can then be presented as follows:

, Main goal I

I — ...._.._.l
Sub [?ub]
o . R -

"

Prod torget 1‘
(inat rocul t)

Prod tarﬁot.?
(pers resul tn)
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oo v ¥ Yy g y Y e g
A A A A
G e} s t s

In constructing such a goal hierarchy both the “"top-dowm"
and "bottom-up" approach must be used depending on the exten
to which the alternatives are a priori given. Again it is
worth to underline that the fact that the evaluator has to
try to structure varicus =zozl elements inbo o goal hierarchy
should not reduce - but stimnlate - the policy nakers to do
the same before statements are formulated, This
would be a way of directly improving the
consistency and clarity of olmost 21l policy statements a
stop the present presentation of isolzted policy elements
on various levels,

Assume for example that +

main goal for foreign =2did in an expenditure Fisure (e.z.
GKP) had tried to formula some production targets, Vhen
realizing that spending - regardless of use - hardly
constituted any bvase for nllocation decisions this main goa
had probably been expressed as a resource base related

he policy

[_I-

r nakxers formulating the

te
P

to
some main more meaningful goals if orne did not accept the
fact that e.g. 10 000 monctary units (IU) spent on a Rolls
Royce automatically are ten: times better than 1 000 IIU
spent on educational material,

This example nmay seem to be out of touch with reality

"as no politicians act without considering the use of the
noney". But when realizing that most public policies are
expressed not in benefit but expenditure terms (X U to the
edvgational sector instead of stating the main benefits to
be achieved through an expenditure of X IU) the above example
ig neither irrelevant nor an undue oversimpliTication.

The goal hierarchy also enables us to apply the central
conceptls of significance and productivity described above,
Planned and real significance is then related to main- and
sub-goals while the nunerators for planned and real
productivity are to be found on the production (out-put)
level,
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2e5e Analysis of linkages between poals on different levels

The logic of the goal hierarchy, which implies that
the various goeal elements are "sorted in" on the
appropriate levels, must be integrated with an
analysis as regards the linkages between the different
levels, This is usually called an ends and means or

a means and ends test depending on whether the ‘"'fop
down" or "bottom up" approach is used,

One way to understend and describe luesce linkeges is o
look upon the variouns goal levels as separate Sub*?aTenq and

then try to see how these systems are linked to each other.
Assume that we are o carry out en ex-post neans and end
tegt., The starting int would be the in-put systen specifyin.

e
vhat in-puis (1n terie of e.,g. nmoney
services) acvually had been provided
the in-put sysvem ond the project sys
questionsg such as: vas ihe noney used in accordance to the
plans? Could the mampower resources be ubtilized? To whatb
extent were the goods and se iccs provided succesfully

absorbed by the project system? hat in-puis were miss
(lucL of linkages)? The project system then transforms
in-puts via various activities to outputs. The linkages
between activities and certain production results is of
course of extreme importance and is usually a problem to be
studied by a subject matter specialist,

e ManpoVer, -’”()(,:flc and
The lJuh \£¢ between
sten is revealed through

2

ing
oL
[

hese

The relationships between the project system and the subsecto:
to which the project belongs is of cru01al importance.

To consider only production and productivity has in meny case:
simply implied that the wronz out-puts hzve been produced
more effectively (1”w¢uved teacher training for the wrong
types of teachers, increased production of products without
a market etc). In other instances isolated productiviiy
analysis have stimulated the decision makers to try to
naximate a certain type of production without relating it

to other related project systems and higher ends, A positive
effect of stressing the relationships between means and ends
is also that the subject matter specialists have to relate
their knowledge and recommendations to a wider and more
dynamic context instead of limiting their views t e.g. the
project system. If this type of communitation is improved
the risk of the "white elepnant" projects is reduced and
every subject matter specialisy has to come out of his
professional Jjargon in order to relate his job to the
others’in order to achieve a comnon end,
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Analysic of conflicis between goals on the same 1 evel

%

"The government of any rociety way be viewed as composed
of many competing individuals with conflicting goals", >
The last part of the goal analysis will focus on the
undersianding and formulation of these conflicting goals,
The vhole process of resource allocation can of course be

congidered in terms of various poal conflicts ag more
resources te one prograume result in less for another,
The more limited ccope of thin analysis is Lo discuss
come possibilities and constraints in order to determine
relevant trade-olfs between e g stated production targets
or sub~goals in order to create a base for the further
analysis of the resourse allocation problem., This is %o
be considered an alternative to the present trend to
neglect existing goal conflicts at the policy level and
only consider one goal at a time.

In terms of political slogans the goals for education,
health and improved cowmunications may then be formulszted
separately in very general terms, Expressions such as
integrated, unified, or balanced approaches may however
give the public an impression of a consistent whole, Fronm
the programme aualysﬁsrpojnt of wview such goals resemtle
more of a wishing list than a base for any allocation
decision,

What is for example the meaning of "balanced regional
development in tne field of educational facilities", Isg it
to be interpreted as if the differences between rich ond
poor rezions in a country shoulé be reduced (bzlance =
equality) or remain unchansed on a hicher level (balanced =
present distributional pattern).

H

. n - 3 .
1) Alessi J, Twplications of Property Rights for Government
Investment Choices". The American Economic Review March 1969
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A simple systems approach can also when anelyzing

relationships between oals

on the same level be

preferred to a static expression of a single goal as
it helps the policy maker and evaluator to understand

the dynamics of the various

A mﬂjo“ terk ﬁor the evaluator iv to identify inconsistencie

hopefully 1mprove the teuhul
by stimulating policynmakers

or by strueturing the availa

systematic way.

Hot until these gtep
out can the 1@:1Lificat
relevant n=ncfl e

goals,

chl qualle of the goal either
to revenl their preferences
ble goal informaivion in a

goal analysis are carried
enumeration and valuation of
of a nartvicular educational

apd o );’ o 5
ca and ;..ﬂ -

ﬁOlnt of view ~ be

~post evaluation -~ fron
useful for policy makere
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