


Again, two programs are involved. Focus
of the study is on relative effectiveness
in reaching the same goals of two pro-
grams. The term “relative” suggests
comparison of the effectiveness of two
programs.

4. Relative Cost Effectiveness
This is our all-out “home run.” Such a
study measures the effectiveness pro-
grams have in achieving purpose or
goals as compared to each other. This
information is then linked to its costs.
Simply, this is how effective you are in
reaching your goals and how much it
costs. A study of this type accomplishes
the following:
® Focuses on ratio data (effectiveness
to cost) on one program over a period of
time or two programs;
® Generally looks at one program and
how it compares to other programs of
the same type;
® Studies efficiency (effectiveness) in
terms of the number of products in-
vested;
® Requires that only impacts of pro-
grams and their cost be found, while
cost benefit analysis, our final study, re-
quires that we put a monetary value on
benefits (No. 5).

All volunteer program managers
should have as their goal the results of
the first four studies.

5. Relative Cost Benefit Analysis
This is our “inside the park home run.
This study is a comparison of costs and
benefits to society of various alternative
programs for a ratio of results in dollars
to cost. One is able to put a dollar figure
on the benefits of the program; however,
it should be noted that this is the most
difficult study to conduct and is not
recommended unless you have an in-
house researcher. In the relative cost
benefit analysis you must have an alter-
native to compare. Programs compared
must be exact market counterparts. You
must be able to measure benefits and
monitor costs and you have ruled out all
explanation for “skew” in your study.
The most important thing for volunteer
managers to do is address their evalua-
tion or "get up to bat" My experience is
that they often do not have the confi-
dence needed to do that. However, as
volunteer managers, we need to under-
stand and be confident in the unique
function volunteer programs can provide
in realizing an agency's mission. To best
fulfill that role, programs must be evalu-
ated and held accountable for their
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goals and standards of cost effective-
ness.

For much of the remainder of this
paper, | will concentrate on cost
analysis, since it is the area | have found
needing the most work in our field.
Evaluating goals and objectives is a
much more familiar process and there
are many more materials and resources
available on this subject.

Cost Analysis

The prime recipients of any cost
analysis are those people who have the
final decision-making power and
authority over staff and services (county
commissioners, judges, governors,
heads of corrections). In doing any cost
analysis, one must first know what infor-
mation is needed by decision-makers.
The goal of the analysis is to present
your volunteer services as an alternative
that can maximize the difference be-
tween social benefits and social cost.

The following is a step-by-step
method of deriving costs (program ac-
countability). A couple of points in
review before we begin: As volunteer
program managers, we need to deter-
mine, first, if there is an alternative with
which we can compare our program.
Many social programs have no market
counterparts; however, if no similar pro-
gram exists, you can determine the cost
and effectiveness of your program by
examining it over different periods of
time.

Second, a distinction must be made
between input, output and benefit. In-
putis the dollars or program costs; out-
putis the number of products produced
or the number of hours of service (im-
mediate measure). Output produces
benefits; benefits are accomplish-
ments, achievements and results, such
as improved organizational delivery.
Benefits many times defy measure-
ment—in particular, in human service
organizations because of the difficulty in
isolating the effects of volunteer pro-
grams versus other contributing factors.

Most of the obvious benefits of human
service volunteer programs are not mea-
surable in monetary terms. Therefore,
the little analysis that has been com-
pleted in our field relates to cost
analysis and cost effectiveness. Though
many of these “intangibles” cannot be
assigned a monetary value, they are cru-
cial, to the program, your agency, and
those you serve.

A. Immediate Benefits

® |ncreased quantity and quality of ser-
vices

® |mproved relations between agency
and community

® Improved information through volun-
teer feedback

® Career reentry experience

® Job creation

® |Improved morale of client or patient
® Ability to watch client needs w/icom-
munity pool.

B. All Encompassing Societal
Benefits

® |Increases participation

® |mproves citizenship

® |Increases attention to basic human
needs

® Provides a broad educational ex-
perience.

There are many other benefit features
that relate intangibly and are, therefore,
hard to measure. Never discount the in-
tangible in describing the overall
benefits of your study. The benefit of
your volunteer program to agency staff,
taxpayers, volunteers, clients and
society in general cannot be under-
stated.

The following are my recommended
steps for a program and cost study.
Phase A—Setting Up
® Step 1—Determine purpose of your
evaluation.
® Step 2—Find out as much as you can
about the program/services that you
want to evaluate.
® Step 3—Precisely describe the pro-
grams being evaluated and the function
you would like to focus your research on.
® Step 4—Establish a research team.

I've found it helpful to select people
from your agency to be part of the team
that advocates volunteer services; at
least one of this team should be a critic.
“Adversary research” has many benefits
and adds a reliability factor in present-
ing the results.

Phase B-—Pianning Your Instru-
ments

® Step 1—Decide what must be mea-
sured and what needs to be measured
(cost, quality, or both).

® Step 2—Select type of study instru-
ments (cost analysis or program evalua-
tion, exploratory study).

® Step 3—Consolidate your concerns
into a few instruments (questionnaire,
interviews, tests).

® Step 4—Plan construction and
design or purchase instruments.

® Step 5—Plan out your data analysis
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