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PREFACE

In keeping with A.I.D.'s emphasis on using evaluation findings
to improve project planning and implementation, the Asia Bureau
has prepared this coll~rction of executlve summaries of
evaluations conducted for the Bureau during riscal year 1983
(October 1, 1982 to September 30, 1983).

This .ollection provides both a2 record of Bureau evaluation
accomplishments as well as conclise, casily accessible
information on the outcomes or current status of specific
projects. 1t is anticipated that the volume will be a
valuable reference both for A.1.D. project deslgners in the
field and project reviewers In Washlngton, as well as
contractors and developing countrv personnel with whom A.I.D.
fs worklIng. This is rhe third year that the Asia Bureau has
provided this resource.

During vecent years, both the A.1.D. Administrator and the
Congress have emphaslzed the lmportance of using evaluation
findings, especiaily in project design, review and approval.

Guidance concerning the use of evaluation findings 1s contained,
for example, in an A.I.D. directlive dated November 3, 1982.

This requires that igsues papers prepired for project review
must provide a brief analysis of the project based on

evaluation findings. The dlirective also states that all

project approval memoranda prepared for the Administrator are

to contaln similar analyses.

Evaluatlons of 47 projeects arvre summarilized here, alorg with 6
"special studies”™ and 1 project completion report. The actual
number of evaluations conducted for A.T.D. In Asia In FY 83

was, In all likellhood, somewhat higher than the number of
cvaluations summarfzed In thls volume. This 1s because some
USAID missions have not regularly sent coples of all evaluation
reports to AlD/Washington. This problem {s now belng corrected.

Do any factors emerge trom these evaluations as clear
determinants of success or {allure?

According to preliminary analysis of the evaluation findings,

no sinpgle Urctor stands out a8 a determinant of project sucecess.
One characterlistle does 2 ' out, however, as the single most
common shortcomippg of the projoets ecvaluatced, This
shortecoming, In many caves a very scerlous obstacle, 18 that the
project destgn (the PP In particular) Is overly optimlstic—=
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BANGLADESH: BANGLADESH AGRICULTURAL RESEARCH COUNCIL,
CONTRACT RESEARCH PROGRAM, EXTERNAL REVIEW

Problem and Overview. When Bangladesh became independent in
1972, previousiy established agricultural rescarch programs were
in disarray. UEstablished in 1973, the Bangladesh Agricultural
Research Council (BARC) has been given authority to oversce the
agricultural research programs of the country. One of the compo-
nents of this is management of a "Contract Research Program,”
initiated in 1980, which provides grants for research that is of
high priority to the agricultural goals of Bangladesh's Second
Five-Year Plan. The program has two specific purposes: (1) to
focus efforts on immediate asricultural production problems, and
(2) to foster interdisciplinary and interinstitutional rescarch
The  objective  hins not bLeen to do basic  research;  rather, Lhe
primary aim has been vo direct attention to fierd-oriented ques-
tions for which answers will have wide applicability to Bangla-
desh's major agro-climatic zones.

U.S. Assistance. The stimulus  to the program 1is  the grant
funding committed by A.T,D.,, the World Bank, and the Government

»~

of Bangladesh, Over 31.4 nillion has been pranted since mid-1980.

Purpose and Methodology of the Review. The purposes of the
review  have been: (1) to evaluate the program, the individual
research projects within it, and the selection and monitoring
procedures usced for the individual projects; (2) to make sugges-
tions for improved effectiveness; and (3) to recommend which
projects, it any, should be extended beyond the planned termina-

tion dates. The team had full access to all project files,
interviewed most of the principal investigators, and visited
research laboratories and field trials. [t used evaluation cri-

teria developed by o prior consultant and developed a  rating
matrix and evaluation system for the projects,

Findinga. Progress is being made, but modifications are necessary

to improve the quality of the program,

1. Outputs. The program has funded 62 projects in the following
major categorics: water (15), crops and forestry (14), cconomics
and social science (10), engineering (10), soils (8), and animal-
related (5). 0f these, 14 have been completed, 41 are scheduled
for completion in 1983, and 8 are continuing. Fifteen Bangladesh
institutions arce currentlyv involved in the program.

2, Positive auspects of the propram,

a. The program has moved BARC into the position of an action
agency that stimulates and cncourages rescarch, creating an
enthusiam amonp regearchers Lo work toward national goals.

b, DARC is now recognized as the national agency providing
guidance and leadership in agricultural research in Bangladesh,

6
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c. The program has provided a training experience in re-
search planning and management,

1. A reasorable, workable monitoring system has been deve-
loped.

3. Substantive and procedural details that need further defi-
ning and strengthening.

a, The project selection process is not yet adequately
idencifying problems with greatest potential for major econnmic
impact. Project selection and monitoring procedures are well-
described but not implemented in total, thus creating a weak
link.

b. No overall inventory of the present agricultural re-
search program of Banpladesh (by institution) is available to
guide selection of new precjects.

c. Institutional and interdisciplinary linkages have been
created in numerous projects but are not well developed or uti-
lized in practice for cooperation and planning.

d. There 1is no system for periodic peer evaluation and
review of the overall program of the sort that could keep scien-
tists from all institutions--as well as research administrators,
other government agencies, and donors--informed as to what 1is
being proposed and accomplished.

Recommendations

I. The <criteria used for scoring project propouals should he
further defined and possibly modified (a model for quantification
is proposed),

2. A distinction should be made between "continuing cvaluation"
of projects and "evaluation for management decisions," Both
should be done internally,.

3. An interdisciplinary evaluation team should be established
to carry out project "evaluation for management decisions" at

least six months before scheduled project termination,

4., BARC should maintain an up-to-date flowchart for all con-
tract research projects,

5. There should bhe closer management of interdisciplinary pro-
jects to ensure that interaction occurs,

., An Agricultural Reaearch Information Center should be esta-
blished, with adcequate holdings, to upgrade literature review,

7. A soil-testing and leaf-analysia laboratory should be esta-



blished.

8. BARC should strengthen its permanent agricultural enginee-
ring staff,.

9. A procedure (outlined in report) should be adopted to
ferret out research results that are immediately or potentially
useful,

10. BARC should initiate an Annual Bangladesh Agricultural Re-
search Conference.

Individual reports on 51 projects (with recommendations for
extension, revision, and termination) have been submitted sepa-
rately.

Review Team: Dr. A. Alim, former Director of Agriculture,
governments of Pakistan and Bangladesh; Dr. Donald Barton, Cor-
nell University, IADS [Iuternational Agricultural Development

Service]/BARC contract; Dr. Leon Hesser, IADS; Mr. M.A. Jabbar,
Bangladeshi consultant: Mr. Loyd Johnson, P.E., IADS consultant;
and Dr. Hamidur Rahman Khan, Bangladeshi consultant., Review

dated March/April 1983,
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BANGLADESH: FERTILIZER DISTRIBUTION IMPROVEMENT PROJECT,
JOINT BANGLADESH AND U.S. GOVERNMENT MID-PROJECT EVALUATION

Problem and Overview. The Bangladesh government places first
priority on reduced population growth and food-grain self-suffi-
ciency. The population of Bangladesh is now apparently growing
by at least 2.5 percent per year but, even for the present popu-
lation of 90 millien, 1land area 1is extremely limited. Without
mneans to expand arable land, inputs and techrology must be

improved to increasec crop yiclds. To date, th2se inputs have
largely involved the use of fertilizer, high-yielding veriety
seeds, and adaptable modern irrigation. Further improvement in

rural  cconomic conditions is key Lo the stability of Banpgiadesh.

Project Purpouse. This project (388-0024) was undertaken to reduce
some  nf the principal constraints to fertilizer supply (factors
limiting the availability of fortilizer to farmers). These inclu-
ded: inadequate fertilizer imports, inadequate storage facili-
ties, an insufficient public distribution system, and restraints

on private fervilizer retailers and wholesalers. The Bangladesh
government's poal to which this project contributes is increased
food production, especially by small farmer-. The immediate

project purpose is Lo increase the availability, and thereby the
use, of fertilizer on an cquitable basis,

U.S. Assistance. The project began in 1978 as a three-year
project. 1In 1981, it was cxtended and expunded to a six-ycar,
§785-millien project. The U.5. contributes 3235 million in grant
funds ond the Bangladesh government $550 miliion. The project
operates primarily througl the Bangladesh Agricultural Develop-
ment Corvoration (BADC), a government corporation,

Purpose and Methodology of the Evaluation. The purposes of this
ovaluation were: (1) to assess the impact of the project as well
AS progress toward achieving the project purpose and outputs; (2)
teo determine, preliminarily, whether the project is likely to
achieve its goal of iuncreased food production, especially by
smir farmers:;  and (3) rto make recommendations for the rest of
this project and tor desipn af a follow-on project, Mothodology
included document review and analysis, analysis of baseline data,
and interviews with key personnel.

Major Finding:

1. The jpoverament of Bangladesh, with donor assistance, has
done 1 commendable job of establishing fortilizer production,
distribution, and nse during the lagt ten years, The project has
accomplished the following:

2. A total of 271,000 tong of fertilizer have bren imported.

4. Twentyesix warehouses, with o capacity of 162,000 tonn, are

helngy conutructea--roughly on gchedule.
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