Why Statistics for Public Managers .
and Analysts? |

CHAPTER OBJECTIVES

After reading this chapter, you should be able to
* Appreciate the importance of using data in public management and
analysis ’
* Identify levels of competency and proficiency in data analysis
* Describe strategies for increasing proficiency in data analysis :
* Understand the importance of ethical principles in data analysis

| ROLE OF DATA IN PUBLIC MANAGEMENT

Why research? Why statistics? The ethos of public management is to “go

out and make a difference,” not to sit behind a desk and crunch numbers
Public managers often join agencies because they seek to serve and help tileir
{commumties and country. Not surprisingly, some managers are puzzled by
T:he sugges'fion of engaging in research and statistics: research appears boring
+in comparison with developing and implementing new programs, and statis-
tics seems, well, impossibly challenging with little payoff in sight.

' In .fact, analytical techniques involving research and statistics are
mf:reasmgly in demand. Many decisions that public and nonprofit managers
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make involve data and analysis, one way or another. Consider the following
common uses of analysis and data: . :

First, data and objective analysis often are used to describe and analyze
problems, such as the magnitude of environmental disasters (for example,
oil spills}, the extent of social and public health problems (such as homeless-
ness or the AIDS epidemic), the extent of lawlessness, the level of economic
prosperity or stagnation, or the impact of weather-related problems such as
brought on by hurricanes and snow storms. For example, it matters whether
the illiteracy rate among 12 year olds is 3 percent or 30 percent, or some-
where in between, By describing the extent of these problems and their
underlying causes accurately, managers are able to better formulate effec-
tive strategies for dealing with them. Policy analysis often begins by describ-
ing the extent and characteristics of problems and the factors associated with
them.

Second, data are used to describe policies and programs. What are
programs and policies expected to achieve? How many services are programs
expected to provide? What are some milestones of achjevement? How much
will a program cost? These gquestions involve quantifiable answers, such as
the number of national guardsmen that are brought in to assist with search
and rescue efforts after a major hurricane, or the number of evacuees for
whom officials expect to provide refuge. Policies and programs can be
described in quite detailed ways, mvolving distinct program activities, the
duration and geographic scope of activities, and staffing levels and area
program budget data.

Third, programs produce much routine, administrative data that are
used to monitor progress and prevent fraud. For example, hospitals produce a
large amount of data about patient visits, who attended them, their diagno-
sis, billing codes, and so on. Schools produce vast amounts of data about
student achievement, student conduct, extracurricular activities, support
and administrative services, and so on. Regulatory programs produce data
about inspections and compliance. In many states, gaming devices (such as
slot machines) are monitored electronically to ensure that taxes are collected
and that they are not tampered with. Administrative data assist in momitor-
ing programs, and managers are expected to be familiar with these data.

Fourth, analysis is used to guide and improve program operations.

Data can be brought to bear on problems that help managers chose among
competing strategies. For example, what-if analysis might be used to deter-
mine the cost-effectiveness of alternative courses of action. Such analysis

often js tailored to unique situations and problems. In addition, cient and
citizen surveys might be used to inform program priorities by assessing popu-
lation needs and service satisfaction. Systematic surveys provide valid and
objective assessments of citizen and client needs, priorities, and perceptions of
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programs and services. Systematic surveys of citizens and clients are used
increasingly and are considered a valuable tool of modern management.

Fifth, data are used to evaluate outcomes. Legislatures and citizens want

to know what return they are getting from their tax dollars. Did programs
and policies achieve their aims? Did they produce any unexpected results?
Most grant applications require public managers to be accountable for
program outcomes. Public managers must demnonstrate that their programs
are producing effective outcomes and that they are doing so in cost-effective
ways. This demand for outcome evaluation and monitoring far exceeds any
requirement of proper funds management. Analysis can also be used to
determine the impact of different conditions on program effectiveness, lead-
'Ing to suggestions for improving programs. :

Data and analysis are ommnipresent in programs and policies. They are
there at every stage, from the inception of programs and policies, to their
very end. Of course, decisions are also based on personal observation, politi-
cal consensus, anecdotal and impressionistic descriptions, and the ideologies
of leaders. Yet data and analysis often are present, too, one way or another..
This is because analysis is useful. Specifically, quanti-
tative analysis aids in providing an objective, factual
underpinning of situations and responses. Analysis,
along with data, helps quantify the extent of prob-

lems and solutions in ways that other information
" seldom can. Analysis can help quantify the actual or
likely impact of proposed strategies, for example, helping to determime their
adequacy. At the very least, a focus on facts and objective analysis might
reduce judgment errors stemming from overly inipressionistic or subjective
perceptions that are factually incorrect. So managers are expected to bring-
data and analysis to the decision-making table:

COMPETENCY AND PROFICIENCY

Analysis requires competency and proficiency. The standards of accredited
graduate programs in public administration and affairs recognize the
importance of quantitative analysis. The accrediting organization for these
programs, the National Association of Schools of Public Affairs and
Administrafion (NASPAA), requires that the “commeon curticulum compo-
nents shall enhance the student’s values, knowledge, and skills to act ethi-
cally and effectively in the application of quantitative and qualitative tech-
niques of analysis.” NASPAA further stipulates that such skills should be

- applied to policy and program formulation, implementation, and evalua-
tion, as well as to other decision-making and problem-solving activities.
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These uses of data and analysis imply the need for six competencies for
analy&is, which can be addressed through this course. F'irs‘t, managers' and
analysts will have to be familiar with data sources in their lines of business.
They will need to know what data are available and to vjrhat uses th.ey are
commonly put. For example, are they used for monitoring? Ff)r'estlmatmg
service needs? For determining program efficiency? For describing commu-
nity conditions? Beyond this, managers will also need.to‘be able to f:leter—
mine the validity of these data and understand their limits. They will nfeed to
know whether data have been collected in ways that do not induce addi-
tional bias. Finally, managers will need to be able to develop new uses of
data, for dealing with situations and problems as they arise. .

Second, managers and analysts need competencies to ga.ther their own
data. Simply, existing data do not always address impor.tant issues at hand.
For example, they may not be adequate to determine f:1'1er-1t net-:ds or evaluate
programs. The ability to collect new data implies familiarity with an-d
competencies in conducting different types of research, such as archival
research, or in conducting scientific population or program client surveys.
Many managers value the ability of their staff to conduct these type:s of
research. Client and citizen surveys are increasingly a staple of public

t.

man’i‘iiﬁ?l;ublic managers and analysts need to be able to. analyze _the data.
Without analysis, it is not possible to generate meani.t‘lgful information
about program efficiency and effectiveness, for assessing whether a program
is on track and for determining and identifying new che1:1t needs. Analyfm
requires competency in statistics. Analysis must be Flone in ways that shine
light on important problems. It must also be done in v».'ays that are sound,
defensible, objective, and consistent with current practice. .

Fourth, public managers and analysts need to be able to communicate

" their results. Communication requires the ability to explain complex or

abstract concepts in ways that are accessible to different al.udiences. Rem‘]lts
should be explained in simple ways without oversimplifying. Commumca— _
tion also mvolves effective writing and presentation skills. Communication 15
often used to meet additional objectives of accountability and transparerlcy,
and thus also to seek out and engage different publics and stakeholde.rs m
order to enhance trust m puBlic and nonprofit organizations and their
rograms and policies.
? g;i’f{‘.h, anahp;sts must be able to bring to their analysis the theory;aﬂd
practice of management and policy analysis. Understanding t}_le specific and
unique problems of public and nonprofit programs and their context _
informs analytical tasks to be carried out. The needs of homeless Pe(?pfle in
New York City are different from those in Louisiana, as are the priorities of
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‘stakeholders and affected publics. Analytical tasks must be infased, from the
start, with a clear sense of the specific program and contextual issues; with-
out context or purpose, analysis is a blind exercise in technique only, not
connected to purpose. .

Sixth, analysts must have a sound and strong sense of ethics. Technical

- skills alone are not enough to ensure soundness of analytical purpose and
practice; analysis also requires a commitment to being tfuthful, complete,
mindful and useful. Ethics affects how analysts and managers approach
matters of analysis and communication and how they view the role of
research and analysis in their field. Ethics affects which questions analysts

“and managers ask, and how they deal with them., Ethics is a hallmark of
modern professionalism, and a key to public service; it is discussed in greater
detail in the next section.

These six competencies are to varying degrees grounded in the canons of
scientific research and statistics. Scientific research is the carefu, systematic
process of inquiry that leads to the discovery or interpretation of facts, behav-
iors, and theories. The methods used for scientific research include standards
and procedures for gathering, analyzing, and reporting data such as through
surveys, focus groups, or archival research, for example. Scientific rescarch is

* distinguished from personal and other forms of research or inquiry by rather
strict standards for accepting new facts and theories as knowledge, and by a
process that includes other scientists in making such determinations. Science
sets a higls standard for what is considered to be valid knowledge. As a branch
of science, statistics is the body of systematic knowledge and practice that

~ provides standards and procedures for correctly analyzing one’s data, which
often are collected in the process of scientific research.

Research and statistics provide essential frameworks and language that
inform the six competencies described here. Research and statistics provide
“‘guidelines for determining what to measure, how to collect data, and how to
. draw conclusions from data. These guidelines help managers, for example, to

evaluate the scientific validity of data, whether they use existing data or
gather their own. Indeed, public management data oftern are mcomplete,
biased, or inaccurate in some way, and managers need to know how to

- address these matters. Some problems are correctable, whereas others

. warrant caveats. Knowledge of these standards can also help managers and
analysts avoid problems, such as when they plan to collect their own data.
This is not to say that all knowledge or information used by managers meets
or should meet scientific standards, but the above competencies, as well as
previously mentioned uses of data and analysis, do require carcful attention
to these matters. Knowledge of scientific standards and research processes,
discussed in this book, cannot be ignored without sacrificing credibility,
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Students and managers secking to improve th.ese competencies of.ten ]
experience different stages of proficiency. Respectively, these s.tages n“:ilght ft
called the “know nothing,” journeyman, techm.acrat, afld sophlstlca'::(le dexpl(-e
stages. Understanding these stages can help guide one’s progress and deve

activity.
Opm;l;w Nmzing. Many people who are new to public and nonprof-it o
management do not bring with them much background al?out da.ta in their
lines of business, or ways in which data might be used for improving
program efficiency. This is not a problem but a fact.'A good share of th;s; t
students are reserved, skeptical, fearful, or even hostile about' the uses o 1‘;1 a
and statistics. Then, they will need to acknowledge these feelings and wc:ir
to become aware of ways in which data are usefull)f and correctly ‘app].led :11
management and policy analysis. To get beyon.d thIS stage, they wﬂl ﬁl:gjn o
obtain a good foundation in research and statistics, zEnd succe.ed in g
useful examples in cach of the five areas of use described earlier. .

% Journeyman. People in this stage have worked for 2 few'yea'rs in ;1:
lines of business. As such, they have usually seen some ?pphcanons,an | are
clear about the utility of data and analysis. They sometimes use da.ita' forkjl1
monitoring program progress. However, lackil?g research and stausgci 5 ;j
they often do not see themselves as being qualified to develop broader afptII)1 :
cations or even to analyze data in relatively simple ways. The PUII;)]T o : is
course is to provide readers with the necessary foundations aI-ld'S ths_ al‘i .
to encourage the development of new uses of data and analysis in : eui;h_1 in
of business. Pebple at this level are often concerned about communica . g
their results and methods correctly, and this skill should also be focused on

is stage. '
“ thlliejhng;crat. People in this stage have acquired varying. levels th tilch_mcal
mastery of research and statistics. Some technof:rats are liighly sla]];lia -
whereas others have only a modest level of ability. A common problem is
that technocrats are unable to integrate and gnide tl‘xeu: analysis w.1th th;h
substantive concerns of program and policies in their lines of bustﬁless. ey
‘might even view themselves as statistics resource persons, r‘af:her thanﬁafsﬂ.l
. managers and employees tied to specific programs and policies— e :
competency (relating research and statistics to the thc.sory and prafctlc:: 2}1 ]
management and policy analysis) is missing. Tl’_le main challlenge or te
nocrats is to learn how to put research and statistics in service of pl::hgrt;ms

and policies. They need to put these substantive concerns on par wi e

i nalysis. .
teChI;L;a;:;ﬁca}Zd Expert. People at this stage have found the right bal.l)anc;
between the development of policies and programs and the use of objective
data and analysis to further decision making. They undersﬁand both.,

«
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Because they have spent several years in their lines of business, they are
familiar with the relevant existing data, they know the strengths and weak- ~
nesses of these data, they are familiar with a range of applications, and they
are able to develop new applications and collect original data. They are well-
rounded in the use of data. Sophisticated experts often have a positive orien-
tation toward continuing, professional education. They may challenge them-
selves by writing articles for scholarly journals and making presentations at
conferences. .

At whatever stage of proficiency you are at, think of how you can benefit
from increased use of data and analysis. Data and analysis are increasingly
used skills in public and nonprofit organizations. Whether positions are
analytical, such as policy analysis, budgeting, or information technology, or
people oriented, such as counseling, human
resources, or social services, analytical skills are in
demand for analyzing data, conducting surveys, and
communicating quantitative findingsto a broader
audience. Program managers, city managers, and
elected officials, too, require a solid grasp of analyti-
cal skills, for monitoring performance, detecting
fraud, and improving productivity. Almost every
department needs people with analytical skills, and
jobs associated with analytical skills often cornmand
a salary premium.!

- ETHICS IN DATA ANALYSIS AND RESEARCH

-The effectiveness of data and analysis in decision making depends on more
than just technical competency; it also: depends on the ethical integrity with
which analysis is performed and presented. When questions surface about
the ethics of an analysis, its credibility suffers, and people may be unwilling
to give it much, if any, consideration. Specifically, there are three areas of
ethical concern: (1) the integrity of purpose, (2) the integrity of the process
of analysis and communication, and (3) the integrity of dealing with human
subjects. When research and analysis are clear about these matters, and tech-
mically proficient, too, then the role of analysis in decision making and
policy can be enhanced. .

. First, managers need to be clear about the purpose of their analysis.
Analysis often has dual purpeses: (1) to further programs and policies, such
as by making them inore efficient or effective, and (2) to establish factual,
-objective truths that meet standards of scientific evidence and that hold up
under scrutiny. The first purpose causes analysis to focus on matters that are
relevant to the agency and its mission; analysts need to be forthright in
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~ disclosing what questions they considered, and that which they did not—no

analysis can cover everything. The second purpose implies that analysts
should be open to all facts, whatever they are, and ensure that all facts
comply fully with standards of scientific evidence. Analysts must disclose

- and issue caveats for instances in which this is not the case. Ethics in analysis

requires full disclosure of the purpose of the analysis, and all the biases,
trade-offs, and shortfalls encountered along the way.

These dual purposes can come into conflict, forcing ethical choices and
decisions. For example, what is a manager to do when careful analysis shows
Liis or her programs to be less effective than hoped for? Should pursuit of
mission cause a blind eye to facts that are contrary? Such results may indicate
the need for further research or to consider future program changes. Consider
another example: Should the agency intentionally ignore questions or analysis
that could strengthen the arguments of those who advocate against the
program or agency? Agencies cannot totally ignore their fiduciary responsibili-
ties to society at large and thus their broader impacts. Such counterarguments
should be taken into consideration in sorne way. These tensions are quite
common in practice, and they cannot be ignored or swept under the rug.

Second, managers need to consider the integrity of the analysis and
communication process. Many of these considerations are based on the
guiding principles of scientific research—to be honest, objective, accurate,
and complete. Analysts should not hide facts, change data, falsify results, or
consider only data that support a favored conclusion. For example, data may
be sketchy and incomplete, and management judgment is that such informna-
tion is better used than ignored. Then the poor quality of the information
needs to be clearly stated and a caveat given. Analysts should also fully
report the sources of their data, data collection methodologies, any possible
gaps and shortfalls, and they should assess the impact of such shortcomings
on their findings.

It is obvious that facts and findings should not be altered or manufac-
tured in any way. That is outright lying, and people will be justly outraged to
know that they have been deceived. Regrettably, each year cases of scientific
misconduct and fraud make headlines. However, it is equally important that
analysis be as meticulous and objective as possible in testing its own findings.
Findings should be checked for errors and inaccuracy. Conclusions should be
examined for the possibility of alternative or rival explanations. The impact
of assumptions, gaps, and bias should be examined. Doing so is not only
proper, but it also strengthens study findings by providing detailed knowl-
edge about their validity and robustness. The more that is known about the
data and results, the more confidence that others may have in them.

Communication in research matters, and results should be presented in
straightforward and nonmisleading ways. For example, analysis should not .-
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adjust scales to give the appearance of a significant increase when the
increase is in fact minor and insignificant. Such misrepresentations are
considered the same as lying with statistics. Findings should be communi-
cated in ways that are straightforward and easy to understand, for both
experts and nonexperts, without oversimplification or deception. These ethi-
cal norms are not merely standards for evaluating analysis that has already
been undertaken and presented; rather, these norms provide essential guid-
ance to analysts throughout the entire analytical process, as they decide what
' to analyze, how to write up their findings, and how to present them.

Third, in recent years considerable attention has been given to the
impact of research on the well-being of human subjects in research, Some
key ethical principles in research involving people are that their Participation
should be voluntary and based on informed consent (that is, they should
know what they are getting involved in), that information about them should
be held confidentially, and that risks of harm to subjects should be mini-
mized and reasonable in relationship to anticipated benefits. Concerns about
the well-being of human subjects arose from various medical research exper-
iments that intentionally misled patients and exposed them to great harm.

Some landinark examples of scientific misconduct in medicine include
the Nazi war crimes during World War II, in which concentration camp
prisoners were subjected to torture and poisonous injections to see how
they would be affected. In the United States, the Tuskegee syphilis study
(1930-1972) used as its subjects several hundred black mnales with untreated
syphilis, without informed consent. Even after penicillin was found to be an
effective antibiotic treatment in the 1940s, these black males were neither
informed about nor offered treatment choices. In the Willowbrook study,
1963-1966, newly admitted children with mental handicaps were injected
with hepatitis in order to track the natural history of the disease. Parents had
to approve of the treatment, but approval was also necessary as a condition
for admission into this overcrowded facility. -

Regrettably, these cases do not stand alone. Instances of deceit and coer-
cion, whether subtle or blatant, led to the development of the ethical princi-
ples mentioned earlier, There are many other examples of research miscon-
duct, too. For example, in one case, public health workers lost a confidential
file of known AIDS patients that was later sold in a local nightclub. Most
human subject research is now overseen by institutional review boards
(IRBs) to ensure that risks to subjects are reasonable, and that possible harm
is identified and minimized. These boards are comunittees at universities and
other research institutions composed of scientists who evaluate-the protocols
of proposed research. The point is that we confront ethical issues in research
pretty much every time we do research, and we need to learn from past
errors. For example, what ethical issues are involved in the push to have the
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Table 1.1 ———+#— FEthics of Research and Analysis

Be honest:
1. Do not hide facts, change data, falsify results, or use only data that support

your conclusion. :

2. Present results in straightforward and nonmisleading ways. For example,
do not adjust scales to give the appearance of a significant increase “th.en the
increase is minor or insignificant. Also, do not suggest a level of precision
that is not present.

Be complete: . .
3. Report all data and results that relate to a conclusion, not just those that

support it. . . .

4. Identify caveats and alternative explanations that may quallfy your ﬁ‘nchngs,
even if no data exist to evaluate these caveats or alternative explanatl'ons.

5. Report the sources of your data, data collection methodologies, possible
gaps and shortfalls, and impact on findings. . ‘

6 Be thorough, meticulous, and objective in your analysis, conclusions, and
cominunications.

Be useful: )
7. Try to produce information that can help your employer, other stakeholders,

and the public interest. )
8. Communicate information and results in ways that nonexperts can readily
understand.

Be mindful: _

9. Information-is power; be aware of possible negative consequences. Address
possible negative consequences of your analysis by considering furthfer .
analysis, by considering the interests of affected parties, and by identifying
relevant caveats in findings. '

10. Respect the interests of human subjects whose data are being analyzed. They
may have rights to privacy and “hold harmless” clauses. Obey research

protocols.

Food and Drag Administration approve some drugs early, before they have
been fully tested? The notions of research not causing unnecessary harm and
being upfront with participants are now fully established ethical principles.
If analysis involves access to confidential data, then steps must be taken to
ensure that these data are protected. The impact of research on human
subjects must be considered, and steps undertaken to minimize and_address
harinful impacts. Managers also need to be mindful of the negative impacts
that their analysis can have. The interest of affected parties should be consid-
ered, for example, by ensuring that conclusions are accurate and fair. Table
1.1 provides an overview of important ethical principles.2
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'SUMMARY

Analysis and data are commonly used by public and nonprofit managers to
support decisions. Analysis is useful because it helps provide an objective,
factual underpinning to situations and programs and helps quantify the
extent of problems and solutions. At the very least, a focus on facts and
objective analysis can help reduce judgment errors that stem from impres-
sionistic or subjective perceptions. Analysis and data often are used to
describe problems, programs, and policies; to assist in monitoring programs
and in making decisions that might make them more effective or efficient;
and to evaluate outcomes.

The effective use of analysis and data requires competency in the follow-
ing areas: knowing existing data sources, their applications, and their limita-
tions; having an ability to gather one’s own data; having an ability to analyze
data; being able to communicate findings; being able to guide analysis by the
specific, substantive program and policy interests; and being aware of ethics

_practices. Managers who seek to increase their competency often experience
different stages of proficiency: “know nothing,” journeyman, technocrat, and
- the sophisticated expert.

The effectiveness of data and analysis in decision making depends on
more than just technical competency; however, it also depends on the ethical
integrity with which research is performed. Areas of ethical concern involve
the integrity of the research purpose, the integrity of its analysis and .
communication, and the integrity of dealing with human subjects. Analysis
in public and nonprofit organizations often serves dual purposes, namely, to
promote programs and policies and to establish factual, objective truths that

meet standards of scientific evidence. Analysis should be forthcoming about

the purposes that it serves and about the ways in which these purposes have
affected it.

KEY TERMS

Areas of ethical concern (p. 10) Scientific misconduct (p. 12)

Competencies for analysis (p. 7) Scientific research (p. 8)

Dual purposes {of analysis) (p. 10) Stages of proficiency (p. 9)

Guiding principles of scientific Statistics (p. 8) .

research (p. 11) Uses of analysis and data (p. 5)

NASPAA (p. 6) Well-being of human subjects (p. 12)

- Notes

1. To learn more about salaries in public and nonprofit administration,
take a thorough lock at salaries at www:bls.gov/oes/current/oessrci.htm
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-(for government, scroll down and select sector 92; for nenprofits, select

NAICS 712100, museums, or NAICS 813300 and then the subgroup
“community and social services.” For an interesting look at careers, visit
www.naspaa.org/students/careers/careers.asp. This site also offers salary
information.

. Table 1.1 deals with ethics in research and data analysis, but it is also
. useful to consider codes of professional conduct generally. Most profes-

sional organizations have such codes, such as the American Society for
Public Administration (www.aspanet.org) and the International
City/County Management Association (www.icma.org).




- Research Methods

This section examines research methods and their application to public and
-nonprofit management as well as to policy analysis. Research methodology is
the science of methods for investigating phenomena. Research methods are
used in almost every social science discipline. The chapters in this section
provide an in-depth examination of the research methods that managers
and analysts need to be familiar with, so that they can gain the competencies
described in Chapter 1, such as to gather, analyze, and commurmricate facts
and findings in their lines of work. )

In this brief introduction, we offer a few distinctions that shape a vseful
perspective about research methods. First, research methods can be applied
to problems found in many different fields, including the sciences and public
and nonprofit management and analysis. Here, we examine research meth-
ods used to bring understanding to three important problems that public
and nonprofit managers and analysts commonly face: (1) evaluating the past
performance of programs and policies, (2) monitoring the present perfor-
mance of programs and policies, and (3) forecasting the future of programs,
policies, and community conditions. Each of these areas involves questions
about facts, relationships, understanding, and more. These problems span
questions about the past, present, and future and are relevant to many areas
of public and nonprofit management. ' '

Research Methods ¥7

Second, we can distinguish between two research purposes. Generally
the purpose of basic research is to develop new knowledge about phenom-
ena such as problems, events, programs, or policies, and their relationships,
Here are some basic research questions in public and nonprofit manage-
ment: What is the nature of citizen apathy? What is the nature of citizen
voluntarism? Which factors affect voluntarism? What consequences does
voluntarism have? Or, what are the activities and outcomes of programs or
policies? And, why do some people have an aversion to statistics? These
questions clarify the nature and relationships among phenomena by asking,
generally, “What is this, and what consequences does it have?” This question
can be asked with regard to events in the past, present, or future.

But research and analysis in public and nonprofit management also
serve apphed and highly practical purposes. Applied research is used to solve
practical problems. Examples of applied research questions include the
following: What can governments do to reduce citizen apathy? How can
governments increase the use of certain programs? What can be done to
minimize the impact of turnover among political appointees on program
quality? What can be done to increase students’ interest in statistics? These
questions clearly have practical matters in mind. They often ask, “How ca
this be done or improved?” '

Research begins by asking questions, and managers and analysts will
encounter both basic and applied questions in their work. For example,
program evaluation might involve basic research questions such as, “What is
the program achiieving?” Or it might involve applied research questions such
as, “How can the program be made more effective?” Both kinds of questions
are important, and research methods help managers and analysts formulate
and address them. Indeed, questions about improving programs presume
knowledge of what these programs do and what they have achieved,

Third, after raising questions, managers and analysts must choose among
a broad range of research methods to answer their questions. Research meth-
ods often are classified as quantitative or qualitative in nature. Quantitative
research methods involve the collection of data that can be analyzed using
statistical methods. Such data typically are collected through surveys or
compilations of administrative records, and they produce numbers used to
describe (that is, to measure) the extent of societal problems (such as teenage
violence or homelessness, for example), to monitor program operations, to
determine program efficiency and effectiveness and to analyze by how much
they can be improved, and to evaluate the impact of programs.

Qualitative research methods refer to the collection and analysis of
words, symbols, or artifacts that are largely nonstatistical in nature. Such
data often are collected through interviews, focus groups, and direct
observation. Typically the purpose of qualitative research is to identify and




78 Essential Statistics for Public Managers and Policy Analysts

. describe new phenomena, Qualitative research provides a detailed, rich
understanding of what is going on and why it matters to stakeholders, in
their own words. Qualitative research is used to identify problems and the
factors associated with these problems. It is also used to describe programs
and policies, such as their priorities and methods of operation, as well as
processes through which programs and policies affect outcomes. Qualitative
research can also suggest ways in which programs might be improved.

Both quantitative and qualitative methods are indispensable in address-
ing questions of basic and applied research. Quantitative research requires
solid knowledge of existing phenomena and how they are related to each
other. Simply, before we measure something, we need to be certain that we
know what we are measuring and that we are measuring the right thing.
‘However, qualitative research does not provide much specific information
about the magnitude of problems and phenomena, nor can it offer conclu-
sive, statistical proof about the impacts of programs and policies. Hence,
research in public management and analysis typigaily uses both quantitative
and qualitative research methods. A

Managers and analysts need a working faimiliarity with a range of
* basic and applied, quantitative and qualitative research methods. The chap-

ters in this section reflect a diversity of purposes and methods, pfoviding
many examples of the distinctions described here. Chapter 2 imtroduces

" basic concepts of research and applies these concepts to program evaluation.
Managers and analysts are often called upon to demonstrate the outcomes
of public and nonprofit programs and policies. Program evaluation is an
important method for holding people accountable, focusing on questions
about how programs and policies performed in the past. The chapter

* explores experimental and quasi-experimental designs for evaluating
programs and gives examples. Program evaluation demonstrates the use of
both basic and applied research, and the need for both qualitative and quan-
titative research methods. '

Chapter 3 addresses the problems of conceptualization and measure-

. ment that affect program evaluation and other research approaches in public
management and policy analysis. For example, how are abstract concepts
like democracy, apathy, safety, self-sufficiency, or congestion to be measured?
The chapter discusses the problem of conceptualization, measurement valid-
ity, and the importance of measurement scales and levels.

Chapter 4 describes additional research methods for public managers
and analysts. It deals with research on problems that involve the present
(monitoring) and the future (forecasting). Specifically, it discusses perfor-
marnce measurement, which is increasingly used for program monitoring
and to provide accountability. The chapter also applies criteria of validity,
developed in Chapter 3, to the measures of performance measurement.
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Chapter 4 also examines common research methods for forecasting. The
discussion of these methods is concise but encompassing and includes
examples.

Chapter 5 looks at data collection methods. An important competency
for analysts and managers is familiarity with the data sources in their lines of
work. This chapter discusses uses and challenges of secondary data, adminis-
trative and archival data, and survey data. It provides guidelines for conduct-
ing surveys, including sampling strategies and methods, and also notes the
roles of qualitative data, such as interviews and focus-groups. The workbook
that accompanies this textbook includes many additional examples of the
research methods and data collection strategies discussed in this chapter.

Finally, this book includes footnotes that serve a variety of purposes.
Some of these notes provide additional clarification or examples, and others
provide additional depth and detail that expand the material. Readers are
encouraged to examine the footnotes. Also, because each social science has
its"¢wn terminology, and interdisciplinary fields like public and nonprofit
management draw professionals from many different sciences, readers will
need to become familiar with the analogous terms and concepts they come
across. Throughout the book, such analogous terms and concepts are clearly
identified as such. '




