
Brianʼs Basics
It might help to start with some definitions and examples, so weʼre all speaking similar languages.

Definitions & Examples

Program:" An effort to help people do better than they otherwise would. All programs have costs and outcomes. 
Examples: HeadStart, therapy, AA, smoking prevention, drug abuse prevention.

Costs:" The value of what it takes to make the program happen. Time of skilled providers, space for meet-
ings, communications services like phones and computers, liability insurance, administration (includ-
ing accounting and human resources). The amount of money actually spent to assemble providers, 
space, and other resources is usually called the cost of the program. This may not include valuable 
resources such as volunteersʼ time, space rented at below-market values, and donated food, trans-
portation, and equipment.

Outcomes:" What the program is trying to accomplish for their clients, for the community, and for the programʼs 
funders. Examples: reduce bullying and assaults, get jobs, improve income, reduce unnecessary 
Emergency Room visits, cut down on unnecessary use of hospital and doctor services, reduce crime, 
arrests, and days in jail.

Effectiveness:" Outcomes that arenʼt money. Examples: reduce bullying and assaults, reduce Emergency Room vis-
its.

Benefits:" Outcomes that are money. Examples: improved income, savings in health care expenses due to re-
duced Emergency Room visits, savings in income support payments no longer needed due to em-
ployment, savings in criminal justice costs due to less crime, fewer arrests, and less jail time.
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Assessment:" Measuring something thatʼs of possible importance. Examples: People can be assessed for their 
health, their mental health, their intoxication, their mechanical skills, and what they know. Programs 
can be assessed for how well they accomplish their goals — for example, how many clients achieve 
the desired outcomes.

" For programs, assessment asks what the program does compared to no program, and compared to 
other programs already in place. Itʼs possible that a well-intentioned program doesnʼt help people do 
better than they already are doing, either because of another program already in place or because 
the people are getting better on their own.

" Some programs even hurt people, even though the program was designed to help and seems like it 
should help. Without assessment of a program, you just donʼt know. Example: HeadStart evaluations.

Cost-Effectiveness:" A type of program assessment that asks, “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.

Cost-Benefit:" A type of program assessment that asks, “Is the cost of this program justified in terms of the value of 
its outcomes?” Examples: ratio of dollars spent for therapy versus dollars saved in reduced unneces-
sary 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).
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Whys of cost-inclusive evaluation (write → pass to right → read → react)

why itʼs asked for more and more why cost-inclusive evaluation is necessary

why we do it all the time anyway, if not so thoroughly why some programs, and individuals, resist cost-
inclusive evaluation
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Resource Use
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Unit Cost
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Resource Cost
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The Cost → Procedure → Process → Outcome Analysis (CPPOA) Model...
Resources Procedures Processes Outcomes

What you buy or use What you do with consumers What happens in consumers What consumers do, and 
donʼt do, afterwards
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Program being analyzed: ______________________________________________________
Cost → Procedure → Process → Outcome Analysis
Resources → Procedures → Processes → Outcomes
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Program being analyzed: ______________________________________________________
Resource → Procedure → Process → Outcome Analysis Variable Table
Resources → Procedures → Processes → Outcomes
PARTICIPANTS: SERVICE PRO-
VIDERS'
• Time
• Transportation time and 

transportation expenses
• Paperwork time
• Childcare
• Phone

OTHER CLINICAL AND ADMINIS-
TRATIVE RESOURCES
• Time
• Time preparing materials 
• Duplication of materials
• Space
• Food
• Advertising
• Childcare
• Transportation
• Postage
• Consultants, Advisors

• Group therapy
• Individual therapy

• Self-efficacy increases
• Depression decreases
• Anxiety decreases

PROXIMAL (SHORT-TERM) 
OUTCOMES
• Reduced undesirable be-

haviors
• Increased desirable behav-

iors

DISTAL (LONG-TERM) OUT-
COMES
• Reduced use of health 

services
• Reduced use of social serv-

ices
• Reduced use of criminal 

justice services
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Version:  ________

Cost  → Procedure
Assessment Matrix

Version:  ________

Cost  → Procedure
Assessment Matrix

Version:  ________

Cost  → Procedure
Assessment Matrix

PROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURES
Version:  ________

Cost  → Procedure
Assessment Matrix

Version:  ________

Cost  → Procedure
Assessment Matrix

Version:  ________

Cost  → Procedure
Assessment Matrix

RESOURCESRESOURCESRESOURCES

Type of Resource (per 
month)

Type of Resource (per 
month)

Source of data on re-
source expenditure

PARTICI-
PANTS'

Time

PARTICI-
PANTS' TransportationPARTICI-
PANTS'

Childcare

PROVIDERS'

Time

PROVIDERS'
Transportation

PROVIDERS'
Paperwork time 

PROVIDERS'

Childcare

Cost → Procedure → Process → Outcome Analysis matrix construction page 11

Brian T. Yates, Ph.D., American University, Washington, DC  USA
brian.yates@mac.com                             202-885-1727 (University), 301-775-1892 (cell), 866-297 1926 (toll-free fax & voicemail)

Workshop 50

mailto:brian.yates@mac.com
mailto:brian.yates@mac.com


Cost  →  Procedure
Assessment Matrix (continued)

Cost  →  Procedure
Assessment Matrix (continued)

PROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESPROCEDURESCost  →  Procedure
Assessment Matrix (continued)

Cost  →  Procedure
Assessment Matrix (continued)

RESOURCES (continued)
OTHER CLINICAL AND ADMINISTRATIVE RE-

SOURCES

RESOURCES (continued)
OTHER CLINICAL AND ADMINISTRATIVE RE-

SOURCES

Type of Resource
(per month)

Source of data on re-
source expenditure

Time

Duplication of materials

Space

Food

Advertising

Childcare

Transportation

Postage

Presenters, Consultants, 
Advisors
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Procedure →  Process
Assessment Matrix 

Procedure →  Process
Assessment Matrix 

PROCESSESPROCESSESPROCESSESPROCESSESPROCESSESPROCESSESPROCESSESPROCESSESPROCESSES
Procedure →  Process

Assessment Matrix 
Procedure →  Process

Assessment Matrix 

PROCEDURESPROCEDURES

Type of Procedure
Source of Data for 
Procedure Imple-
mentation
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Process →  Outcome
Assessment Matrix 

Process →  Outcome
Assessment Matrix 

OUTCOMESOUTCOMESOUTCOMESOUTCOMESOUTCOMESOUTCOMESOUTCOMESOUTCOMESOUTCOMESOUTCOMESOUTCOMESOUTCOMES

Process →  Outcome
Assessment Matrix 

Process →  Outcome
Assessment Matrix 

ProximalProximalProximalProximal DistalDistalDistalDistalDistalDistalDistalDistalProcess →  Outcome
Assessment Matrix 

Process →  Outcome
Assessment Matrix 

PROCESSESPROCESSESPROCESSESPROCESSES
Source of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for OutcomesSource of Data for Outcomes

Type of Process Source of Data for 
ProcessesType of Process Source of Data for 
Processes
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Ethics of cost-inclusive evaluation (write → pass to right → read → react)

ethical problem #1: solution(s) for ethical problem #1:

ethical problem #2: solution(s) for ethical problem #2:
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References for Cost-Inclusive Evaluation
Caffray, C. M. (in press). Developing an internet-based survey to collect program cost data. Evaluation and Program Planning.
Drummond, M. F., Jefferson, T. O., & BMJ Economic Evaluation Working Party. (1996). Guidelines for authors and peer review-

ers of economic submissions to the BMJ. BMJ, 313, 275-283.
Drummond, M. F., O'Brien, B., Stoddart, G. L., & Torrance, G. W. (1997). Methods for the economic evaluation of health care 

programmes (2nd ed.). Oxford: Oxford University Press. 
Fals-Stewart, W., Klostermann, K., Yates, B. T., OʼFarrell, T. J., & Birchler, G. R. (2005). Brief relationship therapy for alcoholism: 

A randomized clinical trial examining clinical efficacy and cost-effectiveness. Psychology of Addictive Behaviors, 19, 363-371. 
French, M. T. (2003).  Drug Abuse Treatment Cost Analysis Program (DATCAP): Userʼs manual (8th ed.). Miami, FL: University 

of Miami.
Gold, M. R., Siegel, J. E., Russell, L. B., & Weinstein, M. C.  (1996). Cost-effectiveness in health and medicine.  New York, NY:  

Oxford University Press.
Gunter, M. J. (1999). The role of the ECHO model in outcomes research and clinical practice improvement. American Journal of 

Managed Care, 5(4 Suppl), S217-S224.
Herman, P. M., Avery, D. J., Schemp, C. S., & Walsh, M. E. (in press). Are cost-inclusive evaluations worth the effort? Evaluation 

and Program Planning.
Levin, H. M., & McEwan, P. J. (2001). Cost-effectiveness analysis (2nd ed.). Thousand Oaks, CA: Sage Publications. 
Marseille, E., Daandona, L., Saba, J., McConnel, C., Rollins, B., Gaist, P., et al. (2004). Assessing the efficiency of HIV preven-

tion around the world: Methods of the Prevent AIDS Network for Cost-Effectiveness Analysis (PANCEA) project.  Health Serv-
ices Research, 39, 1993-2012.

Meltzer, M. I. (2001). Introduction to health economics for physicians. The Lancet, 358, 993-998.
Rogers, P. J., Stevens, K., & Boymal, J. (in press). Qualitative cost-benefit evaluation of complex, emergent programs. Evalua-

tion and Program Planning.
Siegel, J. E., Weinstein, M. C., Russell, L. B., & Gold, M. R. (1996). Recommendations for reporting cost-effectiveness analyses. 

JAMA, 276(16), 1339-1341.
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Siegert, F. A., & Yates, B. T. (1980). Cost-effectiveness of individual in-office, individual in-home, and group delivery systems for 
behavioral child management. Evaluation and the Health Professions, 3, 123-152.

Yates, B. T. (1996). Analyzing costs, procedures, processes, and outcomes in human services:  An introduction. Thousand Oaks, 
CA:  Sage Publications.

Yates, B. T. (1999). Measuring and improving cost, cost-effectiveness, and cost-benefit for substance abuse treatment programs. 
Rockville, MD: National Institute on Drug Abuse, NIH Publication Number 99-4518. 

Yates, B. T., & Taub, J. (2003). Assessing the costs, benefits, cost-effectiveness, and cost-benefit of psychological assessment: 
We should, we can, and hereʼs how. Psychological Assessment, 15, 478-495.

Yates, B. T. (in press). Cost-inclusive evaluation: A banquet of approaches for including costs, benefits, and cost-effectiveness 
and cost-benefit in your next evaluation. Evaluation and Program Planning.

Yeh, S. S. (in press). Shifting the bell curve: The benefits and costs of raising student achievement. Evaluation and Program 
Planning.

Zarkin, G. A., Dulap, L. J. & Homsi, G. (2004).  The substance abuse services cost analysis program (SASCAP): A new method 
for estimating drug treatment services cost.  Evaluation and Program Planning, 27, 35-43

Websites for Cost-Inclusive Evaluation
NIDA (National Institute on Drug Abuse) manual for cost-inclusive evaluation, with worksheets. (Manual is downloadable.)
http://www.nida.nih.gov/IMPCOST/IMPCOSTIndex.html
Tufts University CEA Registry, at their Center for the Evaluation of Value & Risk in Health: 

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

Slides for this workshop, handout, downloadable from:
http://web.me.com/brian.yates/CPPOA/Presentations.html

Cost → Procedure → Process → Outcome Analysis matrix construction page 17

Brian T. Yates, Ph.D., American University, Washington, DC  USA
brian.yates@mac.com                             202-885-1727 (University), 301-775-1892 (cell), 866-297 1926 (toll-free fax & voicemail)

Workshop 50

http://www.nida.nih.gov/IMPCOST/IMPCOSTIndex.html
http://www.nida.nih.gov/IMPCOST/IMPCOSTIndex.html
https://research.tufts-nemc.org/cear/default.aspx
https://research.tufts-nemc.org/cear/default.aspx
http://web.me.com/brian.yates/CPPOA/Presentations.html
http://web.me.com/brian.yates/CPPOA/Presentations.html
mailto:brian.yates@mac.com
mailto:brian.yates@mac.com

