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Program evaluation should be planned in advance,
not tacked on as an afterthought after the

By Willlam M. Ttmmins. Ph.D.
Institute of Public Management
Brigham Young Unluc'rsity

Provo, Utah

Any implementation of & new or
modificd program in a fire depart-
ment should be accompanied by
planned-for evaluation. Too often.
evaluation #s an afterthoughi—more
of an “audit” that reconstructs
later what happened. how well. and
so forth. Evaluation of a program
should begin before the new effort s
{nitiated. 11 begins at the start of
planning.

Evaluation should be an integral
component of the fire department’s
program and planning. It should be
built in. provided for step by step.
and incorporated into the adminis-
tration of any fire program. not an
afterthought or belated attempt to
measure outcomes.

This article will briefly address the
concept of evaluation and show its
proper. use as a tool and technique
in implementing virtually any fire
department program.

The basic steps of evaluation are:
To delineate evaluation crileria
To select evaluation instrument(s)
To select sample/population

To administer instrument(s)

To analyze results

To make subséquent appropriate
management decisions .

Let us begin by examining three
major purposes or roles of evalua-
tion. T would like to explain these
roles by comparing them with the
work of three other professionals: {1)
the pathologist. (2) the mortictan.

- and {3) the preacher.

The pathologist studies the causes
of disease (or even death}. looks for
reasons why systems malfunction.
performs gross and minute exami-
nations. including laboratory tests
and chemical analysis. The pathol.
ogist studies the system as a whole,
exarnines internal subsystems. even
makes microscopic examinations.
He or she is careful to observe abnor-
malities, wounds, departures from
the norm or the expected.

Evaluation is a similar process in
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program has been completed.

the sense that a fire department pro-
gram cannot bc properly evaluated
by only a gross examination. The
evaluator must dissect. probe. mani-
pulate. test. sample. analyze, and
look into details o properly deter-
mine (evaluate) what is going on.
The morticlan dresses and “pack-
ages” the remains. It {s the mortj
clan’s job to receive the results of the
pathologist. prepare the remains for

review and display. appiving a bit
of rouge here. a8 bit of paint there.
Dressing the remains and providing
a caskel in which the remains will
br viewed are also part of the morti-
clan’s responsibilities.

So, too. the project or program
being evaluated must be cosmets-
cally prepared for review. This may
mean providing a bit of art here. a
touch of graphics there. Great skill

EVALUATION

and purposes?

positive difference?

naire properly pilot tested?

T

are valid and meaningful).

changes should be made?

Accomplishment in closing the gap between “what is” and
“what ought to be” should be carefully assessed. Did we actually
accomplish what we set out to do? How well?

Assessment of the mca;suring tools themselves should be part of
" evaluation. For instance, were the survey instruments and survey
methodologies sound? Was the sample random? Was the question-

Test the validity of the results (outcomes) against known standards
of performance or standards of accomplishment (be sure outcomes

Include recominendations for future action. What have vwe leamed
from the results to date? How valuable are the nesults? How ’
significant? Are there suggestions for next. tlmc‘? For others? What

Organimtional behavior should be noted and analyaed Did organ-
izational behavior change as a result of the program?4f no behavior
fs changed. one must question the worth of any efforts.

| Norms and vatues of the particular organlzatlc;n should bc—-must
be—incorporated into the fire department program. The evaluation
. § must acknowledge thesc unique and lndivldualisuc factors. - .

- - !
End results must be documented [track the project, accumulate rec. |
b ords and statistics. and prove the actual cutcomes). !

Values {goals) enunciated at the beginning of the program must
be assessed and described: Were they valid and proper ebjectives

Leadership of the project should be assessed and evaluated. Did - :
t the people in charge have a positive impact? Did they make a :

Unforeseen events or incidents should be recognized. Evaluators
should acknowledge circumstances that arose which weren't or
couldn't be anticipated and that reasonably affected outcomes.
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Mounting brackel supplied for
optional below dash Installation
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q ORDER TODAY?
UF) . s ssasese
{212) 362-8565

ONE RABRO DRIVE
HAUPPAUGE, N.Y. 11788

FIRE CHIEF/AUGUST 1985

may be necesaary to get people to
look at what could be an unpleasant
package At bestl. the evaluative
package must be preacnted formally
and in public. Various people will
“paradc by.," cach with a diflcrent
motive for viewing the “package.”

The preacher’s responsibility at
funcrals and other such services is
te preach a scrmon. to draw conclu:
stons, pronounce moral jJudgments.
teach lessons—in other words. 1o
help all who arc gathered together
to leam iessons from life, to counscl.
uplifi. and occasionally condemn
and criticize.

Likewisc, evaluation should teach
lessons. draw conclusions. and help
us learn from experience. whether
ours or someone clse’s. The differ-
ence beiween “what is™ and “what
ought tc be” needs 10 be taught, clar-
ified. and expounded so that all can
profit from experience. learn from
mistakes and share what works and
what doesn’t work. Thus, to evaluate
is 1o teach and share. sometimes
even of make moral judgments.

Evaluation, then. begins with iden-
tfving goals and objectives before a
project or program even begins. In-
deed. well before any fire deparument
program is implemented. adminis-
trators should carefully develop

management objectives and define
expercted oulcomea—what? who?
how well? by when? within what res
1raints? and so forth.

Evaluation should be provided for.
step by step. through the planning
and implementation stages Evaiu-
ative questions must be asked—
Were time frames maintalned? Did
emplovee morale improve? Were
budgclary constraints recognized?
Was responsc time shortencd? By
how much?—so that the organiza-
tion can correct and revise its coursc
long before it §s too late or tneffective.

According to the dictionary. to
“evaluate s to determine and fix
the value of or to determine the sig.
nificance or worth of something by
careful appraisal and study™" Fire
chiefs should pay careful afiention
to evaluation. T help readers con-
ceptualize evaluation. 1 have devel-
oped a mnemonlic device [see box) Lo
suggest the purpose and process of
the tool/technique of evaluation.

Those. interested in fire service
management should pay careful at-
lention to evaluation {n their plan-
ning and implementation. It should
not be just an afterthought. bu1 2
serious. consequential, integral part
of the entire management process
from the beginning. -

6 Air Hammer Rescue Kits

Including 3 Kits for .
4.5 Air Tanks!

All kits cut auto door posts or top in 20-30 seconds...
eliminates explosion danger from flying sparks.
Superior's Rescue Kits inctude Air Hammer, § cutting
chise!s. 25' of hose, regulator and kit box. Hose and
regulator are U.L approved, atiach directly to your fresh

&ir mask tanks. Kits for 2000 and 4500 PSi tanks /
available. Superior has added two Super Heavy Duty Kits ///

for the extra tough jobs.

g US Tawran S

upmivl Pweunmaitie ad mﬁctu‘ng.i&poratea

P.O. Box 40420 » Cleveland, Ohio 44140
Toli Free 1-800-521-2282 « In Ohio (216) B71-8780

For more facts circle 476 on Reply Card



