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PREFACE

This final report is submitted to the Agency for International Development
by Practical Concepts Incorporated, in accordance with the requirements of
Contract Number csd-2885. It reports on the efforts to install the im-
proved Project Evaluation System (PES) throughout the Agency, during the
period from October 1970 through July 1971.

This volume of the report, the Exccutive Summary, briefly summarizes both
the activities u. lertaken and the results realized. Next steps to be taken
by the Agency are recommended -- to consolicate the advances naae by the
installation effort and realize their full potential.

Volume IT of this final report, submitted separately, nresents a more com-
prehensive picture of activities and results. Volume I adequately summar-
izes the explicit results and reconmendations for most rcaders outside the
evaluation comnunity. However, even the casual reader may wish to examine
the Appendices of Volume II. (The appendices present comments made by
Mission personnel during the course of the installation effort, responses
to questionnaires, and anecdotal statements as to the results realized for
individual projects. )
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CHAPTER 1
INTRODUCTION

A. BACKGPOUND

The Agency for International Development has clearly recognized both that
evaluaticn is important and that the primary audience for evaluation must
be the local managers who are resoonsible for replanning.  However, a study
performed in FY 1969 - FY 1970* showed that evaluation was not bringing
important benefits to local USAID Mission ..anicement and that evaluation
reporting requirements tended to be viewed as AID/W intrusions in Mission
affairs,

The study of evaluation practice in AID further suggested that difficulties
in evaluation were caused by three basic issues. In the overwhelming ma-
Jority of cases:

1. Purposes of development projects were not defined sharply,
and the connection between a project and it higher goal
not only unclear, but rarely postulited;

2. USAID staff did not accep. explicit responsibility for
project success, as success i< highly dependent upon
actions of others -- thus, there was no Clear sense
of manageiient responsibility;

3. Lacking the orientation that should be provided by clear-
cut plans and sharply defined managerent reqponsibilities
and the methodology appropricte to ¢ wel) defined experi-
mentail situation, the USAID evalvator found evaluation
difficult and found it even wore difficult to trans-
late evaluation results back into better plang and better
projects,

Tontract to. ¢ud-2510, "Project Cvaluation and The
Project Apprafsal Reporting System*.
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During the Mission visits themselves, there was a further sequence of
events, including:

1. Familiarizing all members of the Mission staff with the
System concepts and process;
2. Actually evaluating two Mission projects -- to train the

Mission Evaluation Officer and project teams, and to
demonstrate the value of the System;

3. Based on analysis of Mission operations, defining specific
outputs -- including individuals to be trained, nrocess
modifications, reporting instruments, etc. -- needed to
institutionalize the process in that Mission;

4. To the extent that time allowed, producing the required
outputs;

5. Recommending to the Mission Director such further actions
as would be required subsequent to the installation visit,

A simplified model of the activities and their intended results is shown
in Figure I-1.
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CHAPTER 11

KEY SYSTEM CONCEPTS

Before discizsing results of the installation effort, it is appropriate
to summarize the organizing concepts of the Project Evaluation System.
It is convenient to consider these organizing concepts in two dimensions:

1. The "Logical Framework" that organizes information and
clarifies intent;

2. The evaluation process, that organizes people and activities
to ensure that real benefit is brought to Mission management .

A. THE LOGICAL FRAMLWORK: CONCEPTS FOR ORGANIZING INFCRMATION

To clarify projert purpose and provide a framework for evaluation,
communication, and replanning, the evaluation system requires that pro-
Jects to be evaluated be expressed in the "Logical framework."

The Logical Framewsrk has come to be associated with the 4 X 4 matrix
that is only the display device (Figure 11-1). Actually it is a set of
interlocking concepts that clarify why a project is being undertaken
and specifically what we will do to achieve the desired result.

It s convenient to think of the Logical Framewor' in terms of two types
of thought processes: (1) a vertical logic that clarifies why a pro-
Ject is undertsken, and (2) a horizontal logic that clarifics what s to
be produced and the evidence that wil) wignal succes,

1. :@mu:ikﬂw”w[U&@jng¢ﬂ;Uwluguullnmmmwr

"GPOI" s an acronym for: Goal - Purpose - Gutputs - Inputs, and 1t
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In essence, then, the evaluation process is a way of organizing people
and activities to ensure that there is a collegial, interactive questing

after the best possible projects and programs. This is in contrast
to the adversary relationships that have, unfortunately, characterized

many earlier evaluations.
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Table V-1

The_Need for Continued Support of
~Evaluation System Activities.
umbnail Summary of Benefi ts

(And Risks of Not Taking Action)

IV-5

ACTIVITY

NEED FOR THE TASK

RISK 1F NO ACTION IS TAKEN

BENEFIT OF ACTION

Consolidation:

System operates in all
Missions

"Exploit" the PES Con-

cepts: build on the
Teonsolidated” systen

-Loss of FY1971 qgains - long-
terim evaluation benefit will be
less than cost

-Loss of AID/W credibility as
source of help to USAlIDs

-Management improvement effort
discredited

-System will cease to be relevant
for Missions having low interest
in TA

-Loss of "momentum' in management
improvement

-Best evaluation officers diift
into other functions

! Enlarge the AID Fvalu-
ation Community:
Fxtend PIS “y«tem con-
ceptys to hoste, other
donore, and mylti-
lateral organtzations

e o~

-Confusion as to roles and re-
sponsibilities as ALD program
changes

-Reduced U5, support of foreign
aid

SMissiony not prepared for dra-
matic changes in ATD organiza-
tion and programing

—— - — - ———

s g v o e o 0

-Evaluation system operates
and meets needs of AID/W
and Mission management

-lmproved programming and
programs

-Continued improvements in
development management

-AlD remaing in the vanqguard
of the evaluation communi-
ty

-Clearer delineation of AlD-
contractor relationships
-Increased transfer of ex-
perience

“Increave feavibility of
using programmatic controls
to coordinate fureign aid

“Flexibility of operation, -

ability to quickly respond
to changes in organization

and prograrining
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