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Evaluating the costs of programs is the 
missing link between

• doing a superficial evaluation

• doing an evaluation that gets 
changes made and funding delivered

Evaluating the monetary outcomes of 
programs can help, too.
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schedule

8:00 overview of cost-inclusive evaluation

8:15 evaluating costs

8:45 evaluating benefits & other outcomes

9:00 combining cost and outcome info

9:15 beyond costs and outcomes



you will learn:
• what a “cost study” is … and can be

• how evaluations can include resources 
used, and resources produced, by a 
program

• basic tools for conducting and using 
several forms of cost-inclusive 
evaluation



What a cost study is ...

overview of cost-inclusive evaluation



modeling program theory:
overview of cost-inclusive evaluation

RESOURCES
(examples)

• staff time 
and 
expertise

• space
• assessment 

instruments
• client time
• transporta-

tion
• medication
• iDevices
• … & so 

much more!

ACTIVITIES
(examples)

• intake
• assessment
• diagnosis
• assignment to 

team
• social skills
• ongoing 

assessment
• relapse 

prevention
• transition to 

self-
management

PROCESSES
(examples)

• heightened 
client 
expectation 
of success

• acquisition of 
social skills

• acquire 
relapse 
prevention 
skills

• acquire self-
management 
skills

OUTCOMES
(examples)

• improved 
functioning

• less drug use
• more income
• more 

productivity
• less use of 

health 
services

• less use of 
criminal 
justice 
services



types of cost studies
• cost only

• program cost ... cost per client per visit

• outcomes (monetary) only

• cost → outcome

• cost → benefit

• cost → effectiveness, cost → utility

• resource → activity → process → outcome

overview of cost-inclusive evaluation



for cost-inclusive 
evaluation

tools for cost-inclusive evaluation

tools



… tools to measure

• resources used (aka “costs”)

• resources produced (aka “benefits”)

by a program
by programs

tools for cost-inclusive evaluation



Qualitative tools...

• shift rapidly between multiple 
perspectives

• view costs as not money

• view outcomes possibly as money

• consider that neither outcomes 
nor costs may be what’s most 
important

tools for cost-inclusive evaluation



Quantitative tools...

• spreadsheet functions: 
inflation, present-value

• statistics

• nonparametric analyses

• parametric analyses

tools for cost-inclusive evaluation



for quant & qual evaluation...

database access to the region’s:

• health service system

• criminal justice system

• income supplement / welfare 
system

• other entitlement providers

tools for cost-inclusive evaluation



To do CIE (cost-inclusive evaluation):
awareness of resistance

• … to evaluation in general

• … to cost-inclusive evaluation in 
particular

• deal-with-able, if not solvable

perhaps:  resistance ∝ importance

tools for cost-inclusive evaluation



evaluating costs

evaluate costs



costs can be reported as:

• cost per client

• cost per "slot" ... per "bed"

• cost per client day

• cost per group

evaluate costs



problems with “cost”
• not just budgets, not just accounting records

• may not include essential resources:

• volunteers’ time

• interns' externs' time

• under-paid staff member's time

• space rented below-market

• donated food, transportation, equipment

evaluate costs



re-conceptualizing costs
• “costs” as what is paid

• ...to assemble the resources for a program

• “costs” as the value of program “ingredients” 
types and amounts of resources, e.g.,

• personnel time

• physical plant

• supplies

evaluate costs



stakeholder perspectives on costs
• provider

• consumer

• family members

• taxpayer

• community

• policy makers

• funders

• evaluator!

evaluate costs



alternative definitions
• What was paid for them (price cost)

• What it took to get them (price, shipping...)

• What would need to be paid for them (replacement 
cost)

• What they are worth to the community, society 
(opportunity cost)

• What they are, and how much of them was used 
(complete description & quantification)

evaluate costs



costs as types & amounts of
resources used
• … to show contribution of volunteered services and 

donated facilities

• fairer comparisons between programs

• translate costs to different countries and times

• replicate program

• understand of what the program is

• improve effectiveness or reduce costs or both

evaluate costs



common cost data options
• methods

• survey

• self-report

• observation

• instruments

• computer (e.g., Drug Abuse Treatment Cost 
Analysis Program, DATCAP)

• paper-and-pencil spreadsheets

evaluate costs



my advice to measure costs:
ask representative of each interest group to:

• list the activities of the program--what it 
does

• for each activity, list the resources invested in 
the Activity by each interest group

• In the resulting resource → activity matrix, 
estimate,the amount of each resource used 
for each activity

• verify estimates with actual measurements

evaluate costs



activities (examples)
• Individual Counseling

• Group Counseling

• Acupuncture

• Pharmacotherapy

• Education about HIV and STDs

• Vocational Counseling

• Case Management

evaluate costs



resources (examples)
• time and skills of treatment personnel

• administrators and office personnel

• space, furniture, equipment

• transportation

• communication services

• liability insurance

• financing

evaluate costs



construct Resource → Activity Matrices

• provider perspective

• consumer perspective

• consumer family perspective

• taxpayer perspective

• community perspective

• funder perspective

• evaluator perspective

evaluate costs



Resource → Activity Matrix
Program 

Resources
↓

← Program Activities →← Program Activities →← Program Activities →← Program Activities →Program 
Resources

↓ Individual 
Counseling

Group 
Counseling ... Evaluation

Personnel

Space

...

Administration

evaluate costs



Resource Use: Resource → Activity Matrix 1

Program 
Resources

↓

← Program Activities →← Program Activities →← Program Activities →← Program Activities →Program 
Resources

↓ Individual 
Counseling

Group 
Counseling ... Evaluation

Personnel 200 hours 300 hours ... 40 hours

Space
300 square 

feet
600 square 

feet ...
60 square 

feet

... ...

Administration ...

evaluate costs



Unit Cost: Resource → Activity Matrix 2

Resources
↓

← Activities →← Activities →← Activities →← Activities →
Resources

↓ Individual 
Counseling

Group 
Counseling ... Evaluation

Personnel $60/hour $40/hour ... $30/hour

Space
$40/square 

foot
$20/square 

foot ...
$20/square 

foot

... ...

Administration ...

evaluate costs



Use x Cost: Resource → Activity Matrix 3:

Resources
↓

← Activities →← Activities →← Activities →← Activities →
Resources

↓ Individual 
Counseling

Group 
Counseling ... Evaluation

Personnel
200 hours x 

$60/hour
300 hours x 

$40/hour ...
40 hours x 
$30/hour

Space
300 square feet 
x $40/square 

foot

600 square feet 
x $20/square 

foot
...

60 square 
feet x $20/
square foot

... ...

Administration ...

evaluate costs



Resource → Activity Matrix 3 after calc’s

Resources
↓

← Activities →← Activities →← Activities →← Activities →
Resources

↓ Individual 
Counseling

Group 
Counseling ... Evaluation

Personnel $12,000 $12,000 ... $1,200

Space $12,000 $12,000 ... $1,200

... ...

Administration ...

evaluate costs



total, add overhead: Resource → Activity Matrix 4
evaluate costs

Resources
↓

← Activities →← Activities →← Activities →← Activities →
Total of 

Resources 
Resources

↓ Individual 
Counseling

Group 
Counseling ... Evaluation

Total of 
Resources 

Personnel $12,000 $12,000 ... $1,200 $50,000

Space $12,000 $12,000 ... $1,200 $30,000

... ... ... ... ... ...

Administration ... $100,000



Resources
↓

← Activities →← Activities →← Activities →← Activities →
Total of 

Resources 
Resources

↓ Individual 
Counseling

Group 
Counseling ... Evaluation

Total of 
Resources 

Personnel $12,000 $12,000 ... $1,200 $50,000

Space $12,000 $12,000 ... $1,200 $30,000

... ...

Total Cost of 
Direct 

Services
$35,000 $30,000 ... $7,000 $100,000

Administration ... $100,000

apportion overhead 1 of 2: Resource → Activity Matrix 5
evaluate costs



Resources
↓

← Activities →← Activities →← Activities →← Activities →
Total of 

Resources 
Resources

↓ Individual 
Counseling

Group 
Counseling

... Evaluation

Total of 
Resources 

Personnel $12,000 $12,000 ... $1,200 $50,000

Space $12,000 $12,000 ... $1,200 $30,000

... ...

Total Cost of 
Direct Services

$35,000 $30,000 ... $7,000 $100,000

Administration $35,000 $30,000 ... $7,000 $100,000

evaluate costs
apportion overhead 2 of 2: Resource → Activity Matrix 6



Resources
↓

← Activities →← Activities →← Activities →← Activities →
Total of 

Resources 
Resources

↓ Individual 
Counseling

Group 
Counseling

... Evaluation

Total of 
Resources 

Personnel $12,000 $12,000 ... $1,200 $50,000

Space $12,000 $12,000 ... $1,200 $30,000

... ...

Total Cost of 
Direct Services

$35,000 $30,000 ... $7,000 $100,000

Administration $35,000 $30,000 ... $7,000 $100,000

Total Cost of 
All Services

$70,000 $60,000 ... $14,000 $200,000

Resource Cost TOTALSevaluate costs



evaluating benefits & 
other outcomes

evaluate benefits & other outcomes



assessing benefits

evaluate benefits & other outcomes



Benefits

• types of benefits

•measurement and 
monetization strategies

evaluate benefits & other outcomes



types of benefits
• cost-savings

• reduced use of health services

• reduce transfer payments (e.g., income 
maintenance)

• income enhancement

• employment income

• other, better measures of productivity?

evaluate benefits & other outcomes



can convert effectiveness to benefits

• to monetize cost-savings benefits

•measure number of times each 
service used

•find cost per service use (from 
program policies, records, other)

•multiple service use x cost per 
service use

evaluate benefits & other outcomes



converting effectiveness to 
benefits, continued• monetization strategies for 

income(necessary!)

• actual income, from self-report or records

• estimated income, given profession or 
hours worked

• include value of time volunteered, donated

• include any enterprise profit!

evaluate benefits & other outcomes



Effectiveness 
(program-
induced 

change in ... )

Transformation 
example:

Cost-savings 
Benefit:

criminal acts
$___ per theft, 
$___ per assault

savings to 
victims, society

drugs not 
purchased

$___ per day of 
opiate use

money not spent 
on drugs

criminal justice 
services

$___ per arrest,
$___ per court day,
$___ per jail day

reduced criminal 
justice expenses

evaluate benefits & other outcomes



Effectiveness 
(program-
induced 

change in ... )

Transformation 
examples:

Cost-savings 
Benefit:

drug abuse 
treatment

$___ per day of 
treatment

savings to 
patient, society

disability 
payments

$___ per day of 
disability support

savings in 
disability support

health services
$___ per ER visit, 
$___ per inpatient 
day

savings in use of 
health services

evaluate benefits & other outcomes



assessing effectiveness

evaluate benefits & other outcomes



Effectiveness
• this is what evaluators excel at!

• from the same perspective as costs

• at the same level of specificity as costs

• But what to do with multiple outcomes?

• But how to compare the effectiveness 
of different programs?

evaluate benefits & other outcomes



When outcomes are 
multiple ...

• Common in human services, and in most 
organizations:

• examine their mission statements!

evaluate benefits & other outcomes



evaluate 
benefits & 
other 
outcomes



operational definitions 
for effectiveness

evaluate benefits & other outcomes



composite indicators
evaluate benefits & other outcomes



Importance weightings 
from ratings:

evaluate benefits & other outcomes



evaluate benefits & other outcomes





to compare the 
benefits, effectiveness 
of different programs

•How do you compare apples 
and oranges?

 ... as fruit!

evaluate benefits & other outcomes



Estimating health utilities and 
quality adjusted life years
in seasonal affective disorder 
research

Freed, M. C., Rohan, K. J., & Yates, B. T. (2007). 
Journal of Affective Disorders, 100, 83-89

evaluate benefits & other outcomes



Quality Adjusted Life Year (QALY)

• define QALY

• 1.00 QALY = 1 year in perfect health

• 0.00 QALY = death

• indifference gamble: no preference between

• 6 out of 10 chance of depression cured

versus

• 4 out of 10 chance of death

evaluate benefits & other outcomes



translate effectiveness into QALY

evaluate benefits & other outcomes



compare: Quality Adjusted 
Life Year Gained (QALYG)

• QALY Gained compared

• Program A:  0.3 QALY

• Program B:  0.7 QALY

• QALYG for Program B = 0.7- 0.3 = 0.4

evaluate benefits & other outcomes



evaluate benefits & other outcomes



combining cost and 
outcome info

combine cost and outcome info





Analysis
• “What does this program accomplish relative 

to its cost?”

Examples:

• cost per drug-free day

• cost per child prevented from smoking

• cost per year of life saved

• cost per quality-adjusted life year ($/QALY)

combine cost and outcome info

Cost-Effectiveness



Cost-Benefit
• “Is the cost of this program justified relative to its 

outcome?” … “Is this a good investment?”

Examples:

• ratio of dollars spent for therapy versus dollars 
saved in reduced unnecessary use of health 
services

• net benefit (after subtracting costs) of diversion 
program for homeless adults (in terms of reduced 
use of Emergency Room and jail)

combine cost and outcome info

Analysis



Ratio, e.g., Benefit/Cost
• advantages: simple, memorable, “understandable”

• problems:

• ratios are, essentially, slopes

• assumes a linear cost → outcome relationship

• discards info on:

• diminishing returns

• economies of scale

• step functions

combine cost and outcome info
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Benefitscombine cost and outcome info



combine cost and outcome info



If Benefits > Costs?



If Benefits < Costs?



combine cost 
and outcome 
info



beyond costs and 
outcomes

beyond just costs and outcomes



why go beyond just 
costs and outcomes

beyond just costs and outcomes



Resource → Activity → 
Process → Outcome 
model
of a Drug Abuse Prevention
program

Audrey Kissel’s thesis at AU

beyond just costs and outcomes



RAPO model of 
substance abuse 

prevention

beyond just costs and outcomes



beyond just costs and outcomes





ways to go
beyond just costs and 

outcomes

beyond just costs and outcomes



Consumer-Operated 
Services (COS) Costs

beyond just costs and outcomes



beyond just costs and outcomes



Why so much variability?

• local cost of living?

• different models?

• program size?

• volunteers, donations?

• staff pay?

• delivery system?

beyond just costs and outcomes
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Average Cost per Visit
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beyond just costs and outcomes



volunteers and donated resources
• time

• peers (Consumers)

• others

• donated space

• donated supplies, equipment, materials, 
transportation

• concerns about reporting these

beyond just costs and outcomes
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beyond just costs and outcomes



Drop-In model

$0
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Cost per visit (volunteered/donated resources added)
Cost per visit (volunteered/donated resources not added)
Savings using volunteer/donated resources

beyond just costs and outcomes



Education / Advocacy model

$0

$175

$350

$525

$700

8 6

Cost per visit (volunteered/donated resources added)
Cost per visit (volunteered/donated resources not added)
Savings using volunteer/donated resources

beyond just costs and outcomes



Peer Support model

$0

$50

$100

$150

$200

7 5

Cost per visit (volunteered/donated resources added)
Cost per visit (volunteered/donated resources not added)
Savings using volunteer/donated resources

beyond just costs and outcomes



References for further 
learning

• workshop website provides you:
• publications
• web sites
• download handouts, slides

learn more



websites for cost-inclusive evaluation

• Tufts University at their Center for the Evaluation of 
Value & Risk in Health

• https://research.tufts-nemc.org/cear4/default.aspx

learn more

https://research.tufts-nemc.org/cear/default.aspx
https://research.tufts-nemc.org/cear/default.aspx


US
National Institute 
on Drug Abuse
(NIDA) manual

http://archives.drugabuse.gov/IMPCOST/
IMPCOSTIndex.html

Use on web, or 
free .pdf download … 
only 529k!

learn more

http://www.nida.nih.gov/impcost/impcostindex.html
http://www.nida.nih.gov/impcost/impcostindex.html
http://www.nida.nih.gov/impcost/impcostindex.html
http://www.nida.nih.gov/impcost/impcostindex.html
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