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FINAL REPORT
ON_THE SUBCONTRACT FOR DEVELOPMENT AND IMPLEMENTATION
QF AN INTERNAL EVALUATION SYSTEM FOR
THE SHDS PROJECT

1. BACKGRQUND CONCERNING THE REQUEST . JR DEVELOPMENT OF AN INTERNAL
EVALUATION SYSTEM

During the program audit of the SHDS Project performed by the Regional
Inspector General's Office, a recommendation was made that the SHODS
Project develop ¢ system of internal evaluation as an ongoing management
and planning mechanism. The auditors noted that an internal evaluation
system had been developed during the first two calendar years of the
Project (1978-79). 1t had provided valuable data but had been discon-
tinued due to lack of sufficient staff and funding. They recommended that
internal evaluation activities be resumed, and a system appropriate to the
current needs ot the Project be developed.

After further discussions with REDSO, SHDS decided to develop a subcontract
with Charles R. Drew Postgraduate Medical School for design of an internal
evaluation system. Drew was selected for the subcontract because the
current Dean, Dr. M. Alfred Haynes, as well as other members of the
faculty, had valuable expertise and experience in the health care evalu-
aticn field. Dr. Ann Brownlee, who had developed the first internal
evaluation system and worked as a staff member of the SHDS Project until
1983, was asked to be a major consultant for the subcontract. Dr. Rose
Gibbs, an evaluation specialist on the Drew staff, also participated

during the first half of the subcontract.

2. THE QBJECTIVE OF THE EVALUATION SUBCONTRACT
The general objective of the subcontract has been:

"To develop and implement a system of internal evaluation for the
SHDS Project which will provide information for use in:

* ongoing planning and mansgement within the Project,
* external evaluation of the Project,

* development of the final report for the Project, and

* recommendations for follow-up activities after the
termination of the current Project.
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3. SUBCONTRACT ACTIVITIES

The subcontract for the internal evaluation was awarded on September 3,
1985, and authorization for travel came several weeks afterwards --
somewhat later than had been originally planned. The evaluation team had
hoped to visit both Boston and Abidjan for data gathering purposes, but
the trip to Boston had to be cancelled due to time constraints.

Two separate trips were made to the Project headquarters in Ivory Coast.
In November, 1985, Dr. Brownlee made a three-week visit during which she
worked with the Project staff to develop the format for the staff
evaluation reports, examine the Project Information System (P.I.S.) to
determine what outputs could be produced for use within the evaluation, as
well as gather and organize essential information and documents for the
evaluation. (See the trip report for details.) Dr. Haynes later visited
the Project for one week in February, 1986. ODuring this trip, he met with
Dr. French and other members of the SHDS staff, as well as REDSO
personnel, to discuss the evaluation system being developed and the
Project’'s mission and goals and to gather data needed for the assessment
of the Project as a whole.

Extensive work was also performed at Drew, including the design of the
evaluation system and organization and analysis of information brought
from the field, using the system developed.

4. THE STRUCTURE OF THE INTERNAL EVALUATION SYSTEM
As part of the work on the internal evaluation, the evaluation team
developed:

* a system of internal evaluation that could be used by the
evaluation team for program assessment;

a format for reporting that could be used by the SHDS staff to
develop program reports which could provide basic information
needed for the internal evaluvation; and

mechanisms for organizing and presenting the essentfal information

and documents concerning the SHOS Project that were needed for
evaluation, plenning and reporting purposes.

4.1 The Internal Evalyation System

A description of the internal evaluation system developed by the

evaluation team is provided in the report entitled "Description and
Application of the Internal tvaluation System Developed for the SHODS
Project.” 1his report 1o presented in the second section of this
noteboor.

The evaluation system develaped ts based on the "Systems Evaluation
of Care" or "SFC" method fir<st developed by Dr. Haynes and an
evaluation team for use in cvaluating the work of the Neighborhood
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Health Centers. Dr. Haynes and Dr. Brownlee worked, as part of the
current subcontract, to adapt the basic system for use within the
SHDS Project. HWith further slight adaptation, the system could be
used to evaluate other international health programs of a similar
type.

The evaluation system developed includes both a system for assessing
the Project as a whole and a system for assessing the various program
components within the Project. The system for assessing the Project
as a whole covers:

1. The Project's (or system's) mission
2. System goals and objectives
3. Activities
4. Organizaticn
The system for assessing the various program components covers:
1. Goals, objectives and attivities of the program
.1 Goals

]
1.2 Objectives
1.3 Activities
2. Evaluation of program results

Scope

Productivity

Effectiveness

Cost

Satisfaction

Evaluation profile of the program

RPN NN
O S W~

3. The program process
4, Inftial program state and transformation
5. Lessons learned and recommendations

The evaluation system is easy to use if it is installed early in the
Project and information is gathered systematically as Project activi-
ties are completed. The results of the analyses performed can be
reported in a very readable format, using the tables developed.

These results can be summarized on one page in an "Evaluation
Profile” which is quite helpful to chief executive officers who need
to see quickly where the major strengths and weaknesses of the
program lie.



Hhile 1t was not possible in the current Project since the evaluation
subcontract was awarded near its end, Project staff fdeally should be
fnvolved in developing the evaluation plans during the early phases
of the Project. Hith the help of evaluation experts, Project staff
can develop Project and program goals and objectives that are
results-oriented, time-specific and measurahle. They can also help
devise the various criterfa and standards used within the system to
measure program results. If staff members are involved in
implementation of the system in this way, they are much more likely
to be interested in the results it produces and to use these results
for program improvement. The very fact of participating in the
development of objectives and standards of performance may provide
the staff with a clearer idea of the Project's goals and how to
obtain them, as well as an incentive to do so.

4.2 The Format for Statf Reporting

A format for staff reporting was developed during the first trip to
the fleld. It is found in Section 7 of this notebook. The SHDS
Director and staff participated in development of the format, along
with Dr. Brownlee, and it was agreed that it could serve as a
guideline for the development of final reports on the various
components of the Project. The SHDS staff later developed the
program reports, following, to a varying degree, this format. These
reports provide valuable data which can be used both for internal and
external evaluation.

4.3 Mgchﬂnims.torvozgan1zjﬂg_and__!?mmtmg_ﬁaﬂ~c_m£umaﬁ_mmmSﬁﬁs
Activities

The evaluation team, as mentioned earlier, also developed mechanisms
for organizing and presenting basic information and documents
concerning the SHDS Project that are needed for planning, evaluation
and reporting purposes. Basic background information on each of the
SHDS program components has been presented in six notebooks. A
system for organizing essential documents was also developed and
document 1ists and files completed. A description of what
fnformation 1s available is provided in sections 5.2 and 5.3 of this
report.

5. DESCRIPTION OF THE IMPUEMENTATION OF THE EVALUATION SYSTEM -- INFORMATION
GATHERED AND RESULTS PRODUCED

The information gathered and results produced, based on implementation of
the evaluation system described above, are iound in the annexes of the
report on "Description and Application of the Internal Evaluation System
Developed for the SHDS Project", in the six notebooks that provide basic
fnformation on each program component, and in four file boxes that contain
the essential Project documents.
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Results of the Application of the Interpal Evaluation System —— SHOS
Evaluation Reports

The body of the report on "Description and Application of the
Internal Evaluation System..." describes the evaluation system
developed both for analysis of a project or system as a whole and for
evaluation of a project's program components or subsystems. The
annexes of this report then present the SHDS evaluation reports
developed by the evaluation team using this system. These reports
include:

Annex 1: Application of the Internal Evaluation System:
Evaluation of the SHDS Project as a Whole

Annex 2: Application of the Internal Evaluation System:
Evaluation of the Objective II Anglophone Nursing
Program of the SHDS Prolect

Annex 3: Application of the Internal Evaluation System:
Evaluation of Objective III of the SHDS Project

Annex 4: Application of the Internal Evaluation System:
Evaluation of Gbjective IV of the SHDS Project

Each report describes the evaluation system that has been developed
to assess the particular component of the Project being covered and,
at the same time, uses the system to do much of the data gathering
and analysis proposed. Due to the fact that the SHDS Project was in
fts tinai stages when development of the internal evaluation system
was proposed, as well as time and budget constraints, not all the
data necessary for a full analysis could be gathered. For example,
analysis of program effectiveness and satisfaction must be based, to
a large extent, on data gathered through interviews or questionnaires
malled to former course participants. Up to this point, there has
not been the time or staffing necessary to do the surveys that would
be required. The analyses of productivity and cost must be based on
detailed information concerning the apportionment of staff time among
various project activities and the expenditures for these
activities. Since a qood portion of the program staff left soon
after the evaluation subcontract was awarded, the Project did not
have the personnel to put together this information.

Although not all the data could be gathered, 1t was felt useful,
nonetheless, to develop the details of the evaluation systems that
could be used to analyze both the Project as a whole and three of the
program components. These three programs (Objective II Anglophone
Nursing, Objective III, and Objective IV) include a wide range of
activities that are typically found in international health programs
(for example, continuing education and trafning activities, zurricu-
lum development and evalvation, health information system development,
applied research, etc.). The evaluation strategies developed could
easily be used, with slight adaptation, for evaluation of future

-5 -
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programs either by the SHDS staff or by other professionals
organizing similar endeavors.

Repurts were not prepared at this time for the other three components
of the SHDS Project (Objective I, and the Lome/Lagos and CESSI
programs under Objective II) because 1t was felt that the reports
prepared on the first three programs provided sufficient examples of
how the evaluation system could be applied. As the SHDS Project
Director agreed, it did not appear cost-effective to develop further
Just slightly different applications of the same system, unless they
could actually be used to perform a complete analysis.

Notebooks Containing Basic Information on Each of the Six 3HDS
Program Components

As mentioned above, six looseleaf notebooks were assembled which
contain the basic information necessary for Project evaluation.

The si .otebooks cover the following programs:

* Objective I: Health Planning and Management

* Objective II: Lome and Lagos

® Objective II: Anglophone Nursing

* Objective II: The CESSI Programs (Francophone Nursing)
* Objective III: Disease Survelllance and Data Collection
* Ohjective IV: The Applied Research Program

Each notebook s divided into the following sections:

* Objective ___ SHDS Final Program Repoyt by SHDS Staff
* Objective _ End of Project Status (EOPS), 1983-85

* Objective  1983-85 Statement of Work from the SHDS Contract
* Objective 1983 Implementation Pian and Reviews

* Objective 1984 Implementation Flan and Reviews

* Objective ___ 1985 Implementation Flan and Reviews

* Objective __ Document List

®* ObjJective = List of Workshops from Project Informaticn System

Objective  List of Pafticipants and Facilitators from
Project Information System

Information on Obiective Evaluation Activities

* Objective  Interim tvaluation Report

The materfal found in each section is briefly described below, as
well as how it can be used.

SHDS Final Program Report

The first section of each notebook presents the report that was
prepared by the SHDS Project staff member responsible for the
particular program covered. These reports, based to varyirg degrees
on the evaluation format presented in the trip report, serve both as
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final reports for the various components of the Project and as staff
evaluation reports. They provide valuable information that can be
used both for the internal evaluation and by the external evaluation
team.

End of Project Status (EQPS), 1983-85

This section 1ists the EOPS that were devised and officially agreed
upon by SHDS and REDSO for the various program components, as well as
the verifiable indicators, outputs and inputs related to each EOPS.
Measurement of the attainment of these EOPS is an important part of
the AID evaluation system and so should be considered as the
evaluations are designed.

1983-89 Statement of Hork

This section presents the Statement of HWork prepared as part of the
original contract for each component of the Project. These original
project plans must be considered when assessing project achievements.

Implementation Plans and Reviews for 1983-85

The next three sections present the Implementation Plans for each of
the threc years of the current SHDS Project, as well as the mid-year
progress reports and end of year reviews. HWhile these reports are
available as separate documents, i1t §s very helpful to arrange them
for each component of the Project secparately. Organized in this way,
it is easy for evaluators to make the cross-references necessary
between program activities planned and completed.

Document List

A document list has been prepared for cach component of the Project
covering the major program documents produced during the 1983-85
period. The lists are divided by "types of documents," which relate

to each of the major sets of activities under the program.
Information on each document includes:

a reference number,

the activity number and year within the Implementation Plans
which describes the activity covered by the document,

the name of the document,
who 1t was prepared by,

* the date,

the number of pages,

a summary of the contents,

-7 -
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* the location in which the document can be found, and

a column for 1isting elther to whom the document has been
distributed or key works for computerized document searches.

The reference numbers for each document contain three parts,
separated by periods:

* A Roman numeral and, in some cases, a letter to identify under
which component of the Project the document was produced:

I = Objective I

IIL - Objective 11, Lome and Lagos

IIA = Objective II, Anglophone Nursing
IIC = Objective II, CESSI Program

III - Objective III

IV = Objective IV

® a number referring to the "type of document” it {s, which 1s 1isted
in the table of contents and also at the top of each page of the
document 1ist, and

* a numher referring to each separate docuinent under that particular

type of document section.

For example, a reference number such as IIA.1.4 means the document
comes from the Objective II Anglophone Nursing Program, is a document
of type "1" within that program (related to "Informaticn on
development of a regional program of continuing education for basic
schools of nursing"), and is document number 4 under that type of
document (“Report/Minutes of the WACH Continuing Education Committee
Meeting held at the National School of Nursing, Freetown, Sterra
Leone, March 11-15, 1984").

Lists of Horkshops. Participants and Facilitators

The next two sections of the notebooks provide space for lists of
workshops conducted under the various programs, as well as the
participants and facilitators tnvolved in them. These lists are
available as part of the Project Information System (P.I.S.) and can
be helpful as Jata for hoth the internal and external evaluations.

Information ¢n Evaluation Activities

A number of evaluation activities have been carried on within the
SHDS Project itself, including evaluation of training activities such
as courses and workshops, curriculum evaluations, and even a course
on evaluation Cunder Objective 1) during which the participants used
the techniques they studied to evaluate various SHDS and WHO/AFRO
management training programs. Lists have been prepared which
describe the "Information on fvaluation Activities Performed within
the SHDS Project" under each program. The 1list is keyed to the

-8 -



document 1ist described above using the same reference system. It
gives the reference number for each document containing evaluation
information, the name of the document, the type of evaluation
information available within it, and the page numbers where this
evaluation information can be found. This 1ist has been prepared to
provide easy access to these activity evaluations for both the
internal and external evaluation teams.

Interim Evaluation Reporg

The final section of the nutebook contains the sections of the
"Interim Project Evaluation" report that relate to the various
program cumponents. This {s a report from a mid-term evaluation of
the SHDS Project which took place February 24 - April 4, 1985 at the
request of USAID. The various sections of the report are included to
provide an easy reference for the evaluation teams.

5.3 £flles Containing Essential Project Documents

The documents presented in the six document 1ists (one for each
program component) have been collected as part of the data gathering
activities of the internal evaluation and are available in four file
boxes, arranged according to the reference system used for the
document lists. These files are currently avallable in the SHDS
Offices in Boston and Abidjan, as well das at Drew Medical School.

6. DEVELOPMENT OF A COMPUTERIZED MANAGEMENT INFORMATION SYSTEM TQ SUPPORT
THE INTERNAL EVALUATION PROCESS

Cnce the internal evaluation system had been dcveloped, the SHDS Project
Director felt 1t would bLe useful 1f quidelines were also prepared which
would describe how a computerized information system could be implemented
which would support the internal evaluation process. Since James French
had been integrally involved in implementation of the original SHODS
Project Information System, it was felt that it would be useful if he
could collaborate with the Drew tcam on this aspect of the subcontract.
He, therefore, spent the perfod from July 24 to August 24 working at Drew
in collaboration with Drs. Haynes and Brownlee, ds well as a Drew computer
specialist, Mr. Sipho Msikinya, on development of the information system.

The work which was completed 15 described in the report "Development of a
Computerized Management Information System to Support the Internal
Evaluatioun Process” found in Section 8 of this notehook. The report
presents quidelines for development of a computerized information system
which, due to its design, satisfies the project information requirements
encountered in the four project phases of planning, implementation,
documentation and evaluation. In addition, the report V1lustrates how the
information system can be wsed to suppiy the data needed for the
evaluation system that has been developed under the subcontract.

The report s divided into five sections. After introducing the

information system modei, it describes the organfzation of the model,

-9 -
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including the information structure and production of various standard and
specialized reports. 1t then discusses logistics and guidelines for
automation, including selection of hardware and software which will meet
the system's needs. Next, it describes how the information system meets
the data needs of the internal evaluation system in the five major results
categories: scope, productivity, quality, cost and satisfaction.

Finally, 1t provides an illustration of how the system can be used to
provide data within the SHDS Project. The various computerized forms and
schedules that have beer developed or adapted thus far for use within SHDS
or other international health projects are presented as an annex.

As the report observes, further werk would be needed to develoy a
completely functioning computerized system of the type described. This
fnitial report provides a valuable overview concerning the structure of
such a system and how 1t can interface witih the internal evaluation
process to provide essential data on an orngoing basis.

7. METHODS FOR MAIMIAINING A FUNCTIQONING IMTERNAL EVALUATION PROCESS

The internal evaluation system ts only useful, of course, 1{ it continues
to function as planned once 1t Is installed, providing relevant data that
fs ysed to manage and improve the program. Several suggestions are given
below that may be useful for developing and maintaining a functioning
system:

It 1s critical that project managers and other staff members be
integrally Involved in the inftial design of the system. Project
staff should help refine the mission, design goals and objectives,
and develop standards for measuring results. At the same time,
specific plans should be made, with their collaboration, for ongoing
data entry and feedback of results. Discussions should be held
concerning how resuits can be used te help manage and improve the
program. This type of involvement in the planning process should
increase staff commitment to providing needed data and using results,
as well as motivate them to meet agreed upon s'andards.

During the design process, forms and schedules for both the
management information svstem and the internal evaluation should be
carefully developed.

—-— Clear assignments within the project shoutd be made concerning data
entry, collection, anatysis and reporting. The work involved could
be the responsibility of several staff members or Just one profes-
sfonal with expertise in the evaluation area. One high-level manager
should be assigned to wupervise these activities, making sure that
data procesoing wtays on cchedule,

-- Plans should be nade tor periodic meetings during which evaluation
results are reviewed with project staff and decistons maede concerning
eny needed program changes ba.ed on the results.

- 10 -
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-~ At least twice a year, the evaluation system, as well as the
information system that supports it, should be reviewed and any
necessary changes made to update and improve it. During these
periodic reviews, the utility of the various types of data being
gathered should be reconsidered, and any unnecessary data collected
eliminated.

8. RECOMMENDATIONS QR FUTURE EVALUATION ACTIVIZIES

If the internal evaluation system developed under the subcontract is felt
to be useful, several further activities might be considered:

-~ The management information system described in the report in Section
8 of this notebook could be further developed. The report describes
the structure and major components of an information system that
would be useful both for project management and support of the
evaluation process. Since time was limited, only selected aspects of
the system were developed in full detat]l, with specifir guidelines
for computerization. Further work to fully develop and computerize
the information system could be undertaken.

~-- If a decision is made to use the internal evaluation system in future
international health programs, plans should be made to adapt the
general evaluaticn system described in this report during _the desian
phase to the needs of the selected programs. The application of the
system for use within the SHDS Project il1lustrates the type of
adaptation work that should be completed. For example, as a new
project s being designed, staff shouid develop a project misston as
well as goals and objectives that are results-oriented, time-specific
and measurable. Standards for measuring program scope, productivity,
cost, effectiveness and satisfaction should be set using the formats
outlined in the report on "Description and Application of the
Internal Evaluation System." Plans should be made for data collec-
tion and analysis and necessary staff time and budget allotted. In
addition, any staff members unfamiliar with the evaluation system
should receive adequate orientation and training in any tasks that
they may have associated with it.

~- After the system has been successfully used on a "pilot" basis,
guidelines concerning its development and use might be further
refined and consideration glven to 1ts adoption for gerera: use in
a varfety of international health progrems.

-1 -
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(QVERVIEW

Most federally funded programs are subjected to external evaluation, conducted
by an external group, at specific points during the life of a project (interim
evaluations) and again at the end of the project (terminal evaluations).

These evaluations are relatively lengthy documents conducted primarily for the
benefit of the funding agency. Internal evaluations are done on a continuous
basis throughout the life of the project. The reports are precise and are
prepared primarily for the benefit of the chief executive officer, whose
primary responsibility 15 to ensure that the program goals are being achieved
or that corrective action is taken long before external evaluation.

This document presents a careful.y defined approach to internal evaluation
which 1s best seen as one step in a cybernctic process which includes
thoughtful planning, the cetting of goals and objectives, regular reporting
through an organized information system, 1nternal evaluation and feedback to

staff on performance.

This report outlines procedures specifically designed for the internal
evaluation of the SHDS Project at a time when this phase of the project is
almost completed and most of the staff have left, The techniques, however,
have applications far beyond the SHDS Project.  SHDS 1s to be complimented for
considering this approach even though late in the life of the project, Tt is
hoped that the documentation will prove useful in the planning, management and

evaluation of subsequent programs.

M. Alfred Haynes, M.D.

July 31, 1986
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DESCRIPTION AND APPLICATION

OF THE INTFRNAL EVALUATION SYSTEM

DEVELOPED FOR THE SHDS PROJECT

In the past few months a system for evaluating the SHDS Project has been
developed by the internal evaluation team under the SHDS Project's
subcontract with Charles R. Drew Postgraduate Medical School, The
evaluation system 15 based on the "SEC Method,® first developed by Dr. M.
Alfred Haynes and an evaluation team for use 1n evaluating the work of
Neighborhood Health Centers under a contract first with the Office of
Economic Opportunity and later with the Department of Health, Pducation .
and Welfare (HEW). The system was further Jdeveloped by Dr. Haynes and a
team of consultants during an additional contract with HEW and later
during a scholarly leave from Drew.  The acronym "SECY stands for *System
Evaluation of Care,*®

Since this system was originally develomsd tor evaluation of health
centers delivering care to speartic patients ond conmmities, 1t had to be
somewhat altered and adapted for use with a project such as the project
for strengthening Health Delivery Systems an Central and West Atrica
(SHDS).  This modified version of the evaluation system could be used,
with further slight adaptation, tor other international health programs of
a samilar typ=.

1.1 Transformation Oriented
Most evaluation techniaues are either process oriented or results
oriented, The SEC Method 16 transformation oriented and takes into
consideration the actual results achieved, the process by which the
results were obtained and the 1nputs or inttaial state,  One of the
positive aspects of the evaluation system as that at forces staff to
think constantly about the key result areas and to modify darly
practice so that actavities are constantly self—aisessed and can be
objectively assensed by others.  The evaluothron also takes anto
considerat ion the envirownent 1n which the procedures take place and
the existing constraint::,

1.2 Mssesoment of Results

The first step an the evaluation process 1h the assessment of
results,  As 1n oot peethods of evaluation, actual resuylts are
compared erther with estabhiched chiectyve standards or with the
planned recultn, Howewver, 1t has been tound that reqgardless of the
system, the pesultn to b evaluated can e placed into fave
cateqor e - seope, productavity, effectivenesns, cost and
satisfact von,
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1.2.1 Scope - refers to the range of activities performed. In
some cases, the organization may be attempting too much or too
few activitlies when comgare with 1ts mission. It may
simultaneous!y be doing things which 1t ought not to do and
neglecting tnings which are necessary for the achievement of
its qgerals.

1.2.2 _I"EQQE_(_IQ:].Y}EY 15 a measure of the amount of work performed
1n relation to the personnel employed. The amount of work
actually performed (quantity) 1s compared with what shoald
have been pertormed during a given unit of time by a given
number of staff (full-tiume equivalents)., Fven if the
productavity 15 high, the amounc ot work performed may be
tnadeqquat e because the personnel were insufficient for the
adequate performance of the task, Both elements should be
taken 1nto conslderation in the evaluation,

1.2.3 Effectiveness — 15 a measure of the degree to which the
activities completed led to attarmment of the results
desired,  Standards ot effectaveness Wwill vary with each
act1vity assessed.  Much of the initial work of designing the
evaluation relates to defining standards for effectiveness and
for the aothier resalt areas against which actual performance 1s
measure-d,

1.2.4 Qost - 100 meaniate ot the amount ot dollars spent in
achieving the actual results.  The evaluation process 1s
really more concermesd about. value and efficiency., It measures
the cost of achieving a given output comyared with defined

stanvlards o established norms,

1.2.5 ‘L}tx:;f{:l:uun -~ ncludes a merasure of the satistaction of the

sers of the servaicee and also a measure of the satisfaction of
Hn- prosvyder:,

1.2.6 Ratings - provide an evaluation protile, The findings on
the key Lu-ult.. are quantified and rated as outstanding (%),
adequat+ {(+) or 1nadequate (=), Often, the information is not
avarlable to ansess anactivity,  Ic 1o then reported as

unansensesd (),

1.3 Asscomment of Process
The secord step as the documentation of Lthe process.  An
understandiney of the process 15 amportant whether or not the destred
results are obtarned,  The process of achieving results con actually
be explained oo the basis of two major cateqgories -— resources and
manaqgerent . lhe resources anclude:
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personnel (yuantity and quality);
finances;

facilities (space, equipment, etc.); and
technology.

It is the management of these resources which leads to the
achievement of results, The process of evaluation is, therefore, an
analysis of how resources are managed.

It 1s also mportant to take into consideration the general
environment 1n which the work 1s performed, such as the political and
sccial climate and the constraints under which one operates,
Constraints are not merely problems in operation. In this context, -

constraints are “givens® external to the program and over which the
staff have no control.

While the recult areas are expressed largely in quantitative or
numerical terims, the process 1s described 1n narrative form,

Initial state - Transformation

The 1nitial state 15 examined as a basis for explaining results,
Different groups may accomplish different results with the same
amount uf etfort because they peqgin at different points. The
evaluation process, therefore, 1ncludes a statement of the intitial
point or baseline. This initial state 1s compared with the end of
project status to determine whether a transformation has taken place,

After the evaluation has been conpleted, the evaluators will be able
to provide the chief executive and other users with a summary of
lessons learned and recommendations stepming from the findings,

Order of Evaluation

The order of evaluation described 15 the reverse of amplementation
and, 1ndeesd, an 1nternal evaluation may well proceed 1n this manner
because the chief executive 15 usually first interested in results,
then 1n an explanation of process. He 15 usually aware of the
initlal state but 15 then most interested in the transformation which
results trom the project,

Topics Covered 1n the Remainder of the Report
The 1nterhal evaluation system which has b+en 1ntroduced above
focuses oth on an evaluation of the system or project as a whole and
evaluation of the subsystems or various program component.s of the



project. The next section of this report will describe the system
developed for evaluating the project as a whole. 1The following
section will describe the system for evaluating the project's various
program components.

The system described in these two sections has been adapted to
provide an internal evaluation system specifically tailored to the
needs of the SHDS Project. The application of the system is
described 1n four annexes:

Annex 1l: Application of the Internal Evaluation System:
Evaluation of the SHDS Project as a whole

Annex 2: Application of the Internal Evaluation System:
Evaluation of the Objective II Anglophone Nursing Program
of the SHDS Project:

Annex 3: Application of the Internal Evaluation System:
Evaluation of Objective III of the SHDS Project

Annex 4: Application of the Internal Evaluation System:
Evaluation of Objective IV of the SEDS Project

As mentioned 1n the overview, the i1nternal evaluaticn activities that
led to this report were bequn at a time when the current phase of the
SHDS Project was almost over and most of the staff had left. The
reports found 1n the Annexes describe how the internal evaluation
system can be adapted for specific sample programs within the SHDS
Project. Data available 1s then analyzed, using the system, although
the data that was available at this point was not complete, It is
hoped that the system developed and the analysis process illustrated
in the annexes will be useful in future projects of a similar nature,

2. DESCRIPTION OF THE SYSTEM POR EVALUATING THE PROJECT AS A WHOLE

The method of 1nternal evaluation that has been developed assesses a
project as a system. The project, 1n 1ts totality, 1s examined as a
system and 1ts component parts or programs are considered subsystems., The
project (system) consists of a group of component parts (subsystems or
programs) organized so as to achieve a comon goal. One, therefore,
examines the mission of the project, the goals which 1t sceks to achieve,
the activities which 1t performs in pursuit of those goals, and how it
organizes itself to carry out these activities, This section deals with
the evaluation of the overall system, The final section will deal with
the subsystems. In a well inteqrated project, 1f the qgoals of the
components are achievixi, then the system as a whole will also achieve its
goals.

A oexample of how the evaluation systew describved 1n this section can be
applied for evaluating the SHDS Project as a whole 15 found 1n Annex 1, as

ment1oned above,
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2.1 The Mission
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The mission of the project or organization is its reason for
existence, It should be expressed as a clear statement of purpose
and, from this statement, one should be able to delermine what the
project or organization should or shcould not do. The mission does
not change frequently and it should be understood by every employee.

The mission of a system as a whole should be assessed against four
criteria:

1)

2.1.1

2.1.2

2.1.3

2.1.4

Is the mission still relevant?
Does 1t provide realistic boundaries of action?
Is the concept of the mission institutionalized? and

Is the stated mission compatible with the implied mission?

Relevance - Organizations often continue to exist long after
the original reason for their existence no longer remains.
The determination of relevance may not always be apparent on
the surface and sometimes requires considerable probing.
Relevance 15 best determined by considering the views of both
the providers and the users of the service.

Boundaries - The mission should set the bhoundaries for

action and suggest what should and should not be done.

Current and proposed activities should be examined in
relationship to the mission. The perceived needs of a
population may cause an orqganization to extend or to limit its
boundaries.

Institutionalization of the mission adds meaning and purpose
to the work of the staff. The mission should be understood by
all. Understanding does not imply being able to repeat the
words but rather being able to grasp the significance of the
organization's activities and purpose,

Congruence - The stated mission may often be ideal but, 1if

one studies the activities and how they are performed, one
would conclude that the organi:zation had an entirely different
mission. For example, despite statements to the contrary,
self-interests may be more dominant than community interests.
The implied mission should be covpared with the stated
mission. It 15 best when they are congruent.



2.2 System Goals and Objectives
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The system goals and objectives become the basis on which each
subsystem or program defines i1ts own goals and objectives tc ensure
overall system results in a coordinated and timely fashion.

The goals are distinquished from objectives primarily on the basis of
the time horizon. Coals specify the results to be achieved in the
long run (5-19 years or for the life of the proiject) while objectives
specify results to be achieved in one year or less. Otherwise, the
same criteria apply; they should be:

results-oriented;

time~specific; and

measurable,
Goals and objectives are sometimes confused with activities, but the
results should not be confused with the activities or methods by

which those results aze to be achieved.

Results QOrientation:

The five key result areas should always be kept in mind. They
include scope, productivity, effectiveness, cost and satisfaction.

Goals and objectives should be set internally even if not required by
the funding agency.

Time-Specificity:

Goals and objectives should be time-specific. Since goals are long
term, -they may not have a high degree of specificity, but there
should be a tarqget time for reaching them,

Measurability: Goals and objectives should also be measurable so
that 1t 15 possible to determine when the results have been achieved,

Activit}es

A system list of activities would include broad cateqories such as
training, research and provision of care, Ideally, the
classifications should be mutually exclusive and totally exhaustive;
that 15, the categories giould not overlap and the listing should be
inclusive of all activities performed. 'Te list of activities should
be compared with the mission to determine af they fall within or
exceeds the boundaries set by the mission. It should be compared
with the defined scope of work to determine 1f the activities are
adequate, 1nadequate or beyond what {s required for the organization
or project to achieve 1ts goals,
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2.4 Organization

The system is usually organized into subunits for the performance of
certain activities. Each such group or program is a subsystem and it
1s these supsystems which become the focus of detailed evaluation.

An organization chart is helpful 1n evaluating the way activities are
organized, hut one must ensure that the chart truly reflects the way
the system works. There are three organizational arrangements —-
functional, team and matrix. There appears to be no one form which
is best for all situations. Therefore, this evaluation method
assumes that the best form 1s the one which is most effective in
achieving the desired results,

In examining the organization, the evaluator examines how activities
and accountability are grouped and how the groups are interrelated; -
how information and decisions flow and how problems are solved.

Organ‘zational problems are often due to interpersonal conflict,
failure to i1dentify clear lines of accountability, over—omplexity of
the organization or an 1nadecuate flow of information.

2.5 Significance of System Review

The review of the mission, goals and objectives, activities and
organization of the system as a whole p.ovides a point of orientation
from which to pursue the evaluation of each subsystem or program
component.

3. DESCRIPTION OF THE SYSTEM FOR EVALUATING THE PROGRAM COMPONENTS

The method which has becen developed for evaluating the project as a whole
has been described in the previous section., This section will discuss the
specific evaluation techniques that can be used for evaluating the program
components or subsystems of a project. In the case of the SHDS Project,
there are six program components to b evaluated. These include:

* Objective I: Health Planning and Management

* Objective IT: Lome and 1aqos

Objective I[I:  Anglophone Mursing

Objective II: The CESSI Prodrams (Francophone Nirsing)
Objective III: Disease Surverllance and Data Collection
Objective IV:  1The Applied Research Program

The system for evaluating the program components includes the following
sections:
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1. Goals, objectives and activities of the program
1.1 Goal
1.2 Objectives
1.3 Activities

2. Evaluation of program results

2.1 Scope

2.2 Productivity

2.3 Effectiveness

2.4 Cost

2.5 Satisfaction

2.6 Evaluation profi.ie

3. The program process

3.1 Recnurces
3.2 Program management

4, Initial program state and transformation
5. Lessons learned and recommendations

The details of how the evaluation systen is designed and how it can be
used are described in the following sections, which cover each of the
major components of the evaluation system in turn, Examples of the
application of the internal evaluation system for three components of the
SHDS Project are found 1n Annex 2, 3 and 4. These Annexes describes how
the system can be used to evaluate:

* The Objective 11 Anaglophone Nursing Program
* Objective I1I (Disease Surveillance and Data Collection)
* Objective IV (The Applied Research Program)

These reports provide usetul 1llustrations of how a variety of types of
activities, often found 1n i1nternational health programs, can be assessed
using the 1nternal evaluation system developed,

3.1 Goals, Cbjectives and Activities of the Program

All programs within the pProject should have stated goals and
objectives, as well as specific activities they are designed to
perfecrm., The 1rst sitep in the evaluation process is to identify
these goals, objectives and activities and assess them,

3.1.1 Goals
Each program should have one or more major goals which should
spectty results to Le achieved over the long-tenn -- erther
over the life of the project or for a period of five to 10
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3.1.2

years. These goals, tn order to be useful, should meet three
criteria. Specifically, they should be:

* results-ovriented,
* time-specific, and
®* measurable.

The first step in the evaluation of each program should be to
ident1fy the goals that have been develeped. These goals
should then be assessed to determine if they meet the three
criteria above., If they do not, 1t will be impossible to
accurately measure, during the evaluation, whether the goals
have been attained,

One 1mportant role of the evaluation team can be to help the
staff, 1f they haven't already, to develop qoals that are .
results-oriented, time-specific and measurable, wWork on this
exerclse can help the Project staff members clarify exactly
what they hope to accomplish over the life of the program and,
thus, may encourage successful qgoal attainment.,

In certain programs, ttomay be useful to do a baseline survey
or inventory ot the curgent state of development 1n the
program area before or at the beginning of the program, 1This
information may be ucseful for program planning and alco
provide the type of data needed for development of appropriate
goals.

Objectives

The second task 1n the evaluation of a program 15 assessment
of the program objectives, Objectives differ from goals
primarily as far as the time horizon. while goals measure
results to be achieved over the long-term, objectives should
be short=term, for a pertod of one year or less,  As for the
goals, they should be results-oriented, time-specific and
measurable,

The in1tital step tn evaluatron ot obyjectives should be ko
1dent1fy what objectives, 1f any, have boeen developed by the
Project.,

The next step 15 Lo assess to what extent the objectives are
focused on a shorter tane span than the goals and are
results-oriented, time-specifire and measurable,  1f the
objectives do not mest there criteria, the evaluation team may
tind 1t useful to work with the program staff to develop more
appropriate objectives,
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Activities

Next the evaluation team, with the assistance of the staff, if
possible, should identify the major types of activities
planned as part of the program. This list of activities
should not be detailed, and may i1nclude such broad categories
as curriculum development, training, development of a training
network, development of a health information systenm,
development of a research funding program, etc,

The list of types o. activities planned should then be briefly
compared with the goals and objectives of the program to
determine 1f they are qgenerally consistent, If there seems to
be sone inconsistency between goals, objectives and the types
of activities planned, this should be-discussed in this
section of the evaluation and possible remedies proposed, .

Evaluation of Program Results

The next major component of the evaluation 1s the evaluation of
program results,  As mentioned earlier, the escential aspects of this
part of the evaluation can be covered by five cateqories — scope,
productivity, effectiveness, cost and satisfaction.

3.2.1

scope

Scope refers to the range of activities to be performed. The
list of types of activities planned, developed in section
3.1.3, can be used as the inttial Jist of the scope of
activities,

The first step in assessment of the scope of activities
involves determining whether the range of activities chosen is
most appropriate for meeting the program's stated qgoals and
objectives., In some cases, the scope of activities may be too
wide, compared witn stated goals and objectives. In other
cases, necessary types of activities may be missing.,  Clogse
examination iy 1ndicate that same of the goals, objectives,
or activities should be reoriented,  This part of the
assesapent 15 quite portant,  pased on 1t, the list of
activities indicating the "scope® of activities that should be
petformed should be revised, 1t necessary. T

The second and final step 1n assessing the scope ot actavities
involves rating the mmportance of each of the types of
activities and then assessing the extent to which the program
perforuesd this ccopss of necessary activitpes,

A system tor asoesting whether the seopss of activit res

pertormed 16 appropriate can be developed by assigning points
for each type of actavity, with 100 points assigned ipoall,
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The numtxr of points to be assigned to each activity should be

attarnment of the program's goals and objectives.

The assignpent of points should be done with the
particination, 1t possible, of the program staff.  Each staff
mepber can be asked to rate the importance of the various
types of actavities by distributing the 100 points between
them, ‘Then reacons for the choices can be discussed, and the
ratings to xe used can be decided either by concensus or by
taking an average of the scores and adjusting them so that
they total 100, 1f necessary, the assignment of the

evaluat 1on points can be performed by the evaluation team
alone,

The scoring of the pertormance of the types of activities can
then s obtarnesd by determining whether each of the activities
1n the list was actually performed. If the type of activity
was pertoryed to some degree, all of the score for that
actavity should be awarded.  If the type of activity has not
been pertoriest ot all, no score should be awarded,

A score Which falls between 75 and 89 rates the program as
"adequate® with respect to the performance of the appropriate
scope of actavicies, A ccore of less than 75 165 rated as
"rnadequat et oand of 90 or more as Toutstanding,”

A table that can be usedd to present. the results 1o presented
on the next page, 1L 1dentifres the activity that was
planned, the hiqghest possible seore, the score awarded, and
leaves room for a briet explanation.  Further explanation can
be provided, 1f necessary, under the secticn on program
process (section 3.3).

-1 -



Rating the Scope of Activities Performed

Under the Program

| | Highest ] 1
[ | Possible | Score |
| Type of Activity | __Score | Awarded | Explanation
| I 1 ]
! [ I I
I I | I
[ I I |
I ! I I
l | I I
I I l !
[ | I I
I I 1 1
| I [ I
| I I |
| I I I
) | I
Total possible score: | 100 | |
Total score awarded: I |
Rating for scops of
activities performed:
Legend:
90+ = (tstanding (%)
75 to 89 = Adequate (+)
74 or less = Inadequate (-)
3.2.2 Productivity
The tirst step 1n measuring productivity 1s measuring the
quanti1ty of activities performed 1n the program.
guant ity
The quantity of activities can be most easily assessed by
compar iy specific actavities planned with those actually
completed,” A 11t of specific activities can b prepared by
itemizing the specific actavities planned under each of the
types of activities rdentifred in the previous sectaion (3.2,1),
Each of the specifroc actavities planned should then be
assiqgned a score, andreating 1t arportance to the averall
program.  (‘ine pornts astraned an osection 201 to the various
types of actaivities can be hvided between the specifice
activities unrder them,)  Agan, thho can be done, 1f ponaible,
with the participation of the progran stoft, or simply by the
ovaluation team 1toelf '
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The performance of the specific activities planned can then be
scored by awarding none, some or all of the points possible
for each activity, depending on the quantity of activities
performed. (For example, 1if three training courses are
planned and only two are completed, only two-thirds of the
points would be awarded.)

If all points are awarded, the score would be 100. To obtain
the "quantity™ rating for the program, the points awarded are
totaled. A score between 75 and 89 rates the program as
"adequate” with respect to quantity of activities. A score of
less than 75 1s rated as "inadequate® and of 90 or imore as
"outstanding.”™ A table of the type that can be used to
present results 1s presented below.

Rating of Quantity of Activities Completed
Under the Program

|~ Area | T Total™ ] T |
[ of | | Poss. | Score | |
| Activity | Activity | Score | Awarded | Explanation |
I | I l 1 |
| | ) L | | I
I ] 1 1 1 I
l | | ] | |
I I I | | |
I I l I | !
I 1 1 I 1 |
| | | | | !
I | 1 I 1 I
I I R | i
| I [ I I I
I I l | | I
1 1 1
Total score possible: | 100 | |
Total score awarded: I 1
Rating ot program on
quantity of activities
performed: .
Legend:
90+ = Qutstanding (*)
75 to 89 = Adequate (+)
74 or less = Inadequate (=)
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Productivity

Productivity 1s the measurement of the quantity of work
performed 1n relation to the personnel or staff and consultant
time used. It 1s mgortant to measure productivity in
addition to quantity because 1t takes account of the amount of
manpower available to complete the activities, If personnel
is 1nsufficient, the producktivity of a program may b high,
even though the output or quantity of activities performesd Is
low.

A general estimate of productivity can be made by comparing
the amount of rqgular staff time used for implementation of a
particular program with an estimate of the amount of staft
time usually required for similar activitres, If the amount
of staff tiie 15 very low 1n comparison, productivity may be .
generally rated as "outstanding.® I the amount of staff time
1s averaqe, 1t may < rated as "adequate,® and i1f 1t 1s, 1n
general, higher thaa staff time usually required for
performance of similar activities, 1t should be rated as
*inadequate.,*  The above type of calculation, as can b seen,
provides only a very rough estimate of productivity,

activities performed, 1n a sample of key areas, by the number
of personnel days required to complete the activities, The
*estimate of productivity® can be stated, as in the table
below, by listing the "nunbxer of personnel days® used to
perform a "standard quantity of activities,® Standard
quantities of activities would vary, of coudrse, depending orn
the type of activities, In training, for example, 1t might be
"one participant-day of training.® The total number of
"participant—days® 1n a particular course would be the total
number of course days multiplied by the number ot
participants,  In research, the standard quantity might be
"number of personnel days used, on an average, for
development, admmstration and technical supervision of a
research project.,®

Estimates of Productivity for a sanple

of_brogram Activities

Area of Activ&y‘_l_ﬁ«_wfmm'.vl

I"activities | o, of Person- |

| ned 1mys Used Estimate of Productivity

R e i ——

e B SR -

I
!
| l I
|
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The next step an evaluating the productivity ot the program
would 1nvolve comparing the estimate of productivity tor the
various areas of actavity under the program, either with some
accepted standard or with the productavity of other proqgrams
perfcrming suntiar antivities,

It would e wvery anteresting to compare the product vty of
several projects oonducting sumilar types of activities but
using dittering organizational arrangements,  (For example,
regronal vs.e local projects, or programs with headgquarters in
the U.45. vs. thone with in—country offices,)

An exampie of g osection of g table tor measuring program
productiv:ty that could b used once standards have been
developed appeears taelos,

Area of | Standard for | productivity | Productivity |
Activity | Productivity | Bstimate | Rating Explanation

—_—— e — e ]
—— e e e

|
[
l 1
I I
| |
| I
I I
| I
I I

3.2.3 Effectiveness

The measurement. ot program effectiveness focuses on compar ison
of the results due to the program's actavities with accepted
standards for activities of that type. Measurement of

ef fectaveness tocuses, 10 general, on whether the activities
have rroduced results which actually make a positive
direrence (or produce a positive eftect) after the actaivities
are conpleted,  In general, reasurement. of effectiveness
focuses on "medium-term® effects, while ieasurement. of anpact
focuses on “"long-term® or ultimate eoffects,  Ihis evaluation
system focunses only on the former, as measuraient. of anpact
may be quite dafficult, unless o follow-up assessment 14
scheduled some time after the pProject 1o completed,

A systean for sooring and rating the offectivene; of various
sels ot actaivitres has been developesd and an example of a
tdble that can be used Lo report rtesults 1o presentod on the
next page,  Firot, criternia for peasarineg the offect iveness of
the vartous sets of actavitres must b developoed, as well as
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plans tor measuring the attarnment of the criteria,  In some
cases, measurements can te made atter looking at program
reports or tiles,  often the assessment of effectiveness will
tnvolve either matled questionnatres cent to course qgraduates
and ather program partrcipants, or 51te Visits and rnrerviews
with these same people, I questionnarres are sent
systematically, throughout the lite of the project, programmed
to go out gt a standard period ot tames atter the oonpletion of
cach activity (vor example, g short questionnaire to
graduates, six months after the completion of each course),
this type ot assessient may not be too diffircult,  1f loft
unt1l the end of the Project, the undertaking would
necessartly te pore massive and less aceurates, since the time
passed atter completion of the various activities will vary so
great ly,

The tabile be:low should bee Used tor each set of activities,
Total possible scores to be avarded tor attarnment of the
various criteria related to the set of activities shonld be
assigned, based on the relative pgortance of the criterion to
the measurenment of eftfectivencss, Mtal points possible
should come: to 100, the actual scores can then be awarded,
with the total points awarded a1f the criterion 15 fully met,
and only partia’l points awatded 1f the criterion 1s partially
met, A rcting as thoen made, using the same system as for
earlier assessuments,

Measurement of Effectiveness
of a set of Activities

| T Method for Measuring | poss. | ocore
| Craterion | Attainment of Criterion | fScore | Awarded | Explanation
l o ] I ]
| l L o D]
| 1 1 1 T T
I | R | I
l 1 ] T 1
I | T R
l T 1 ! 1
] o I o S N _
[ i 1 1 T
I i b |
Total possible score: T 100 17 7]
Total score awarded: T ....... |

legend:
90} +

79 to 89
14 or less

1/31/86
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Pating for «t{ectivenens:

» Cutstanding (*)
= Adequate (1)
= Inadequate ()
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3.2.4

It 15 commonly known that results trom marled questionnatres
may be more biased than results obtained through interviews or
systemat 1c observation.  For example, course graduates that
have accomplished more on return are more likely to respond to
questionnatires than are graduates that have used what they
learned 1n the coutr se less. 1t seems impossible to eliminate
this biras and others like 1t when 1nterviews or on-site
observations are teo expensive and tine—consuming to perform,

One safequard that can be burlt 1nto the assesanent 15 the
requirement that the response rate to o question must be at

least 508 before the results are used,

wWhen designing criteria for the measuarement of effectiveness,
1t often seems unrealistic to require that [00% of those
responding meet the criteria for the total possible score to .
be awarded. For example, all applied research (AR) course
graduates need not have to have conducted AR for the course to
be considered fully effective on this criterion, In this
flrst use of the system, the evaluators must estimate what
percentage 15 reasonable (for example, that ®*50% of the
graduates ~roduct AR on return home®) . It wll be difficult
to know for sure whether the criteria developed are reasonable
and tair until a nunber of programs Lave been evaluated using
a simtlar system,

When measuring ottarnment. of criteria, the percentages meeting
the various criteria refer to the percentages out of those
answering the guestionnaires,

The questionnarres to be ased must bee developed, distributed,
collected and analyzed — 0 process that can take some time,
but provides some of the most useful information 1n the
evaluat:ion, The questionnaires, which can be included 1n an
annex of the evaluation report, can 1nclude requests for both
closed and open—-ended responces,  (For example, each question
can ask for a "yes® or "no" response, or rating on a scale,
and then ask for camments or provision of specific information
on the respondents' actavities or performanee related to the
question.  The open-<nded sections of the questions can aid
greatly 1n the interpretation of resgits,)

Cost

The measurement. of the cost ot the various programs can be
divided 1nto three conponents -— measurement. of total cost of
the proqram by year, mearmrement of the cost of specific
sample actaivities and peasurement. of cost-effirciency of these
activities,  Each of these peasurements 16 discussed below,
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The dcwnptmn ot the cost of a program by year can include
both a statement of the amount budgeted and the amount
expended (the actual cost).  Each of these [1gures should
tnclude overhead, as well as any other amounts for
adm.nistrative or organizational dctivities that support the
particular program being assessed.  In some cases, the costs
are tound 1n several budgets.,  All of these can be listed,
ustnag a torm such as the one provided bolow,

Budget and Expenditnrecs por 2 Lpecific

Prog_nm by_Budgot “and by ¥ ‘Year

T T Budget, Including T 17T Expenditures, Including
Type of Budget I fNorhead by Year ]___overhead, by Year
vear 1 | vear 2 | tear 3]

Yeaz 1] ‘{nar 2 | Year 3

| |
| |
| _dYear 1 | Year 2 | Year 3 | Year 1 ] Ye ]
I 1 I ] 1 - I
| . _ 1 | R A S A A
| I I ] T ] 1 I
I | I N R A A
I 1 I ] 1 1 T
| | L [ . | | I
) ] 1 1 1 1 I

Totals: | | | ! | | I

Cost of Sample Activities

The budgets and expenditures for sample activities can be
calculated 1n samnewhat the same manner as the total budgets
and expenditures, A table that can be used to calculate and
report amounts budgeted and expoenditures for a sample of
activities 15 presented below.

Budgets and Expenditures
for a sample of Activities

I 1 Aamunt_Budget wI T Expenditures

|_sample Activity | Bdq. 11 Bdq. ?} “Bda. 3] total ] pdg. 1} Bdq. 2} Bdg. 31 Total

I 1 [ I 1

e I I I N R [ A |
I 1 | 1 I 1 1 | 1
S AL A Aot A S A AT
I B I T 1 1 1 1 I

I S A A A R A
R 1 1 ] 1 ] 1

I

| I I I I | |

-~ A T v W o 36 e et S . W s U . SR 1 . A o S S . e i A St e i S O W
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Cost-efficlency of sample Activities

The cost-efficiency of a specirfic actiavity can be measured 1f
one can first calculate the cost ot an agreed upon quantity of
the activity and then compare it with some standard. A brief
table for presenting the estimated costs for specific
quantities of activities 1 presented below,  Specific
quantities of activities might include, for example, "one
participant-day of training,” "one statf{-—lay used for program
development of a particular type,® "one staff-—day used for
technical assistance of a certuin type,® etc,

Estimates of Costs for Specific Quantities of Program Activities

Specif lc Quantity of Activity C T T TEstimated Cost

Further work must be done to develop standards for costs of
specific quantities of activities. Standards might be
developed by first estimating costs for producing the same
gquantities of activities under several anterpational health
projects and then taking tne lowest cost obtained as the
standard for 100% efficiency,

Another method of approaching cost —tt1ciency would bx to
estimate the cost of producing ope-cil1c qumantities ot
activities under the same program in consecutive years and
then to determine 1f the cost for producimg the quantity of
activities goes daown from year to pear.  1f 5o, the proaram
could be sard to be relatively more cost-etlicrent 1n
produciryy the same activities over tume, it thig rethod of
eatimating cost—effircrency werse cqgrecd upon early arnon
project, it could provide an ancentive for the staff for
finding less expensive ways of  oonduact 1ng the same activities
over time., It should lead to gieater use of reqgional and
local resources, an approach that fats an well with the
long-term ane of most anternat 1onal health projects,
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sat: fautxon

Rating of User and Provider Satisfaction

The evaluation of the satisfaction with various aspects of the
program conpletes the process of assessment of results,
Satisfaction can be evaluated for both users and providers for
the various major typ<s of actavities performed under the
program. ‘'lhe table below can bas nsed to present the general
plan for the types ot actavities that will be covered, what
types of users and providers will be questioned, and how
satisfaction will be seasired,

hvaluatmn of mtx.dagtmn with various

[ypea o{ Actxwtxv:, ‘within thn Prog_ram

l
!
!
I
I
|
|

Type of Activity | User | provider ]l__yfy_:_@_tx sfaction Measured
l !
I S . L —
1 I
S S N RO
T | I
I l |

7/31/86

Satisfaction 15 most oftten measured by marled questionnalres
or interviews with users and provaders,  wWhen satisfaction
with activities such b oourses or workshops are being
measured, questionnaires could be dist ributed on the final day
of the course, thus caving time and cxpaense later on,
Experiencs: has :;hw*m, however , that responses given abt thas
time tend Yo have o positive bras, while responses to

quest tonnalles recerved atter gradaates have been back in
their work situation for some o may be more realect oo, e
former participants have had tmee by then to gain perspective
on how usefnl the course has boen, considering the realities
of their jobs, They may also e less ot luenced by the
exhuberance that participant s often teel o they tinally
successfully conplete o challenginrg ooarae,

The questionnarres prepared for annesaoing sat rsfaction should
be both closed and open-ended. 1t close-ended questions
permt selection ot 1oof YW choreen or oa *don't know® option,
Each question 1o [ollowsd Ly an o opgartamty for conpeent
Comments are uneful 1o providing reanons tor the ratings given
by the users and providers and otten ynelode sugqestions for
rprovenent whitch can be ted back to progqram st aft, Anominity
of “the recpondent shovld e st rensoed and respected,

- 20 -
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The questionnarres are constructed around factors which aftect
satisfaction with the various types of activities, Responses
are subjective in that 1t 15 the respondents' opinions which
are nportant.,

The scores tor satistaction are calculated by tallying the
responses to the questionnarres an the following manner.  All
ttems where the regponse 15 "don't know™ are itgnored,  ‘The
averdgqge scote tor each ttem s tound by adding the numbse
circled and dividing by the number of responses to that item,
The averaqge tor all 1tems 15 then obtained by adding the
averaqges tor cach ttem and dividing by the numter of items, A
score which talls between 305 and 4.4 15 rated as “adegquate,

a score below 3.9 145 consirdered "nadiquate™ and o ccore of
4.5 or abowvee s tontstanding,”

The questionnarres themselves can b presented 1n an annex of
the report, along with detarls from analysis ot the open-ended
sections of the qgquestionnarre, 1t resire-d,

A table that canbes wiesd to present recults from the rating of
sat 1sfaction of users or providers for various activicles 15
presented beelowe  The table reports on the factor useed for
measurng sat 1::2drt'1nn, a brief swmmary of the question used,
total score poscible {always *H%), score awarded, and
explanat.ion,

Rating of Urer or Provider satisfaction
with a Specific Type ¢ of _Activity

| Factor for Measuring | iestion Used | aotal | ]

| Satisfaction of User | (Gess Ameex ol I Poss, | Awarded |

| or_Provider o derarls) o _ '_;';i"i’fil '..-‘i‘“f.':,... | 1D(Pldnut 1on

! T ] | D
| L [ 1 _
I | D o

| R SN A A I e
T T 1 1 |

| | | {

lﬂqhu:;?“.wm.:T,:'M"T?)'r“v"f;')—”.xf)—ln- | A
Averaqe soore awardesd:

Rating tor satistfactiion of
user or provider:

4.54 aotatstandineg (*)
3.5 to 4.4 = Adequate ()
3.4 or less o Inadeguate (=)
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J.2.6

Evaluation protile of the Proyram
The final 1tem covered tn the section on "evaluation of
program results® 1s the presentation of an overall evaluation
profile which sunmarizes succrnetly, n guant itat1ve terms
when possible, the results trom the previous five sections,
An example of the type of table that can tee uoed to present
this protrle 15 given on the next page,

The type of suneary presented n the srofle can be
particularly usetul for key management personnel who wish to
review o briet overview ol the evaluat jon results 5o they can
casily pinpornt problem areas and then concent rate on them in
more doetarls he overall ratrneps tor the varioun aspscts of
the evaluation (scope, product yvity, ete ) of o part reular
program can then b pncluded oo ey mat rrx whinch -
presents results tran all the proarans within the project,
This ratrix can help managers and statt to eastly asoess where
VAriols programs ate strong and weak, congaared to other
pPLograni,
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Evaluation Profile ot the Program

v
A W — —— — — — — — — — —— —— — —— ——— — — — ——_. —— —— ——— —— — —_— — —— —— —— —— —— — — — — — —— —

! l | l
| scope | | Efect Tyepess |
I l | !
l I [ I ot ot activities |
l | [ I
I | I |
| | I Total score: (100) I
r L Rating: [
| I ! |
[ ____| Ftc. |
| Total score: (100) | [ |
I Rating: I |
l | I I
| | | |
| productivity | | Cost |
I | | |
! Quantity | |
| | I |
| || Total cost: —
I I | I
| | | Cost for standard units |
| |1 of aetivities: |
| | I I
! [— Covtoeftectivencss rating: |
! Total score:  (100) l____1 |
| Rating: :____I St st act ron |
I I |
| productivity | | It actavitres ]
' | ! Aeetaie coure (for users): (5)1
| I T .
! I .
! b Rictage ceote {tor .
l L provaders: (5)1
1 b bl aped: |
I I ! I
| | ! Bte, |
| Rating: 1 l
I I |
| i J |
I
b tummary: reopes Quantity: Productivity:
|
| Effect ivene:s: Cont satisnfact ion:
|
lasgendts
~ Inadeeprat e 0 Mot Antienied
¢ Adevaate 2 Undetnrenerd
¢ Oatnt anding
17117646 - 2) -
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3.3

3.4
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The Program Process

This section of the evaluation discusses and analyzes, in narrative
form, the program process that has led to the results discussed in
the previous section, There are two major categories that it is
important to consider when examining program process - resources and
management.

Resources that should be considered include:
* personnel (quantity and quality),
* finances or budget,
* facilities (space, equipment, etc.) and

* technology.

It 1s the management of resources that leads to the achievement of
resulte, The evaluation of the program process should, therefore,
include an analysis of how resources are used by management,

The sections on resources and management can begin with a general
description of resources available and used, as well as tﬁg system of
management used, They should also cover the difficulties or
constraints that have affected use of resources and the management of
the program. It may be helpful to take into consideration the
general environment in which the work is performed, various
political, social or economic constraints that may affect the program
process, etc, The discussions should also include a general
assessment of the program process and both the positive and negative
ways in which it may have affected the achievement of results,

puring the discussion, it may be useful to explore, in particular,
some of the program results that have deviated from what was expected
and examine how the process of program development and implementation
followed may have contributed.

Initial Program State and Transformation

This section covers an aspect of the program that the evaluators
themselves may well examine first -- the initial program state or
*baseline* from which the program started, as well as the
transformation that then took place as a result of the program
activities, This aspect of the evaluation is covered near the end,
as is the program process, because decision-makers and managers are
often most interested in evaluation of program results and feel they
know the initial program state and process followed In program
development and implementation quite well, Once the results have
been reviewed, however, cthese readers may be more inclined to examine
the section on process, and initial state and transformation in more
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detail 1n search ot clues to why specific results (in particular,
those that were unux;wtnd) woere attained,

The discussion of the 1nitial program state and the transformation
that took place as a result ot the program can be presented in
narrative form, A more succinct and systematic way of organizing and
presenting the informatron can 1nvolve use of a table, such as the
one below, that allows for a brief sumnary of the initial program
state and transformatiion that has resulted from the program,
organized by examining, 1n turn, the same sets of activities as those
examined 1n earlier sections of the evaluation,

This section can give a very usetul susmary view of the

transfornation that has taken place as a result of the program, set
1n the 1mportant context ot where the program bejan.

Des ('r1pmon _nj _Ir _1_t1ql Program State and Trans formatxon

| Set of prrogram | T T Transformition Resulting |
| Activities | Intial Program state | From the Program ]
1 1 1 l
| l I |
I l | |
[ | | |
| ! 1 !
| | I [
| l | |
I | | [
l | 1 |
| l | |
| ! | |
| i l |
| I 1 |
! | l |
I ! | |
[ N I | |
3.5 Lessons learned and Becommendations
The final section of the evaluation summarizes lessons learned as a
result of the evaluation ol the program and any recommendations,
either for chanaes 1n the current program or for the future, that may
stem fram these lescops,  The information can be presented either in
narrative form or, nore succinetly, ina table such as the one
presentex] on the next page,
7/31/86 -~ 25 =
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Lessons [earned form the Program

and Reconmendations

lessons learned 17T Recomnendat 1ons

1/31/86

A brief summary of lessons learned and recommendations may be
particularly useful to management staff{ and donors i1nvolved 1n
planning future programs of a4 similar type, It allows the
opportunity for a creative ascessnent of the conclusions that can be
drawn from the evaluation andd the developoent of specific and
pract:cal recommendations for action.
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APPLICATION OF 'THE INTERNAL EVALUATION SYSTEM:

EVALUATION OF THE SHDS PROJECT AS A WHOLE

1. THE MISSION OF THE SHDS PROJECT

The mission of the SHDS Preject 15 given as follows:

"o collaborate with the Ministries of Health cf 20 West
African countries and with AFRO to strengthen health
delivery systems for primary care.”

To apprecirate the chorce of this mission, one must understard the history
of the project., After an eminently successful smallpox eradication
campaign conducted jointly by WHO and CDC (contracted by AID), there was
an effort to consolidate previous gains and to move to another joint
project involving collaboration with the same 20 countries. 'This time the
project was not oriented toward eradication of a single disease, but the
strengthening of systems for delivering health care. 'This was an
expressed need of the countries involved and 1 consistent with the WHO
goal of health for all by the year 2000, Tt 15 a perfectly valid reason
for the existence of ths collaborarive project which was developed and
named Strengthening Health Delivery Systems (SHDS).  This mission 1S5 now
assessed 1n accordance with the criteria outlined,

1.1 Relevance
The nission of strengthening health delivery systems 15 likely to be
always relevant, This 15 true even for countries with the most
advanced health systems,  So the mission of the SHDS Project meets
the criterion of relevanee,

1.2 Boundaries of Action

The mission, as stated, sets no boundaries tor action,  Almost every
concelvable health activity could be subsumed under this mission and,
since the miosion would always be relevant, then a project funded
under this mission could justifiably continue forever, ‘The only
barrier placed by the stated mission would be a noncol laborative
action, For example, 11 SHDS were to attenpt to develop a program
without. country participation, 1t would be o violation of the stated
mission, A major problem of having such a boundless mission 15 that
any attempt to endd the project based on this mission could result in
frustration and disappontment. for all concerned, especrally when
results have teen catosfactory.

1.3 Institutionalization

- . -

By capturing the essence of the stated mission 1n the title of the
project, SHOG hos made ats reason for existence clear to all persons
whether or not they are nvolved 1in the project,  kEven without
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knowing what the project does, one can easily understand this
mission, and the mission has, therefore, been easily
institutionalized.

1.4 Congruence
Even a cursory examination of the activities of the SHDS Project
would suggest that 1ts mission 15 not boundless an”’ not, therefore,
congruent with 1ts stated mission, The mission which would be
implied from an examination of 1ts activities would be *to provide
short-term, 1ntensive training in health management, PHC training
program and materials development, PHC-oriented nursing, epidemiology
and applied recearch and to strengthen the teaching skills and
curricuium of certain pnstitutions which provide training and
cecntinuing education 1n thece areas.® s, so far, has been its
special focus within the broader context of strengthening health
delivery systens,  In sumnary, SHDS has failed to narrow its
statement of mrission to what 1t can reasonably do within a finite
period ot tiue, PBven though 1t has done extremely well what it was
expected to do, 1t would have been better 1f a more limited mission
had been made explicit,

2. THE GOALS AND OBJECTIVES OF THE SHDS PROJECT
vhat we detine as goals are described 1n the project document as
objectives, dand what we define as objectives are defined 1n the project
documents as subobjectives, Ve quote here only the four goals of the
project:

1. 1o develop health nanagement trarning congetencies for producing
primary health care managers ot peripheral, district and reqgional
levels;

2, To increase the skills and sprove the utilization of health
personnel providing general services at the supervisory and local
levels:

3. To amprove regronal and sat ronal drsease carver ] lance and
health/demographiie data systems and to inteqrate these cystems into
national health delivery systems; and

4, To develop traantmeg, cervice and research demonstration eodels for
local health services delivery through applied research,

The critique which applies to the goals aloo applies to the objectives and

wherever there ate dufterences, thee ditterences will be pdent 11 1ed,

Results orientation:

It 15 not always clear from the statement of qgoals exactly what resylt 18

to be expeected even though this can often b amplied,  For example, one
1/31/86 -4 -
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must assume that the end result of the implied research training (goal #4)
would be competent researchers, though this is not explicitly stated,

Time Specificity:

The criterion of time specificity is met since the long-term goals have
been defined for the life of the project and, each year, the yearly
objectives are defined, reviewed and approved,

Measurability:

Both goals and objectives, as currently stated by SHDS, tend to avoid
measurability even though specific measures are precisely spelled out in
the program plans. This may simply be another way of thinking which is
neither better nor worse than the one proposed. We propose another way of
stating a goal which meets the three criteria we have defined, For
example: "To provide 147 health professionals within the region with
competency in the design of applied research projects and 37 of these with
competency in training others by the end of 1985.,"

Relevance to the Mission:

All goals defined by the project are relevant to its stated mission.

THE SHDS ACTIVITIES

The major SHDS activities can be summarized as follows:

° Intensive training in health management at network institutions and
training of trainers;

® Training in management of primary health care programs;
¢ Development of a capability to produce learning materials;

® Nursing education (Anglophone and Francophone), curriculum
development and continuing education;

® Training in epidemiology;

® Health Information System (HIS) development;

® Training in applied research; and

® Funding and technical support of applied research projects,
These activities are all consistent with the mission and goals and with
the defined scope of work, It is these activities which will be evaluated

under the evaluation of the various components of the project, It would
appear, however, that one important activity, which could be described as

7/31/86 ~Sf i

u




marketing, would have helped to increase the effectiveness of the other
activities. This 1s an activity which was not given adequate attention in
the conceptualization of the project as a whole.

THE ORGANIZATION OF THE SHDS PROJECT

The organization 15 somewhat complicated and involves a number of

players. Originally AID/WASH signed an aqreement with WHO/AFRO for AFRO
to assume praimiry responsibility for the project and to serve as the
secretariat. for the 20 countries involved, AFRO was to tbw responsible for
the African nputs to the project, such as arrangements tor trainees to
attend trairming workshops, and the rdentification of Atrican consultants,
At the same tices, AID/WASH signed a contract with Boston University to
carry out project activities and to manage the U.S. nputs such as ULS.
consultants, project staft, ete,  Boston University established project
headquarters o Abydjan,  In tame, the ATD role was transterred from
Washington to the reqgronal office (REDSO).  ‘ihe project activities were to
be reviewsd cvery two years by the Project peview Committee (PRC) which
had reprecentation from AID, AFRO, bBoston tmiversity and one
representative trom eacs of the 20 countries,  In additron, o smaller
group 1ncluding simylar representation, but with only tour country
represent at1ves, was to et annually as the project Coordinat ing
Comnittee (o). e poston Unwversity Abird)an ot fice orqamized 1ts
activities under the project director along the lines of ats four major
objectives, Theoretically, the oraanization chart would be a5 followss

ALD/WASH
I
|
|7 ATD/REDGO ] WHO/AFRO 7 RU (Boston) I
] | {20 Countries) | |
| | | |

| " PROGRAM DIRECIUR |
| BU (Abidjan) |

| T 1 I
I I I I
Objective | Objective 2 (bjective 3 Objective 4
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In reality, the operation 1s somewhat different., At the level of Program
Director and below, the organization appeared to work smoothly, The
relationship between AFRO and the project appears to vary with the person
who is the principal in AFRO. There appears to be inadequate
communication between AID and AFRO, Relationships between AID and Boston
University appear to be maintained largely through the project director
and, in general, the primary responsibility of Boston University is
largely exercised through the office of the project director.

Communications between AFRO and the 20 countries do not appear to be as
effective as they might be and information about program activities often
fails to reach the appropriate individuals. The 20 countries are a mixed
group with different lanquages, different cultures, different standards of
living and different population sizes,

The PRC, which might compare to a board of directors, meets too
infrequently (every two years) to be effective and then appears to spend
more time in information sharing than in problem solving, The PCC, which
might compare to an executive committee, meets only once a year, There
may not be a continuity among the representatives, Therefore,
representatives may not. have enough historical orientation and may not be
in a position to comit their countries.

The line between the program director and REDSO is really three parallel
lines, There 1s a technical line, a management line and a contract line.
The technical and management lines may not always agree and the contract
line is often asked to do things which, under normal circumstances, would
be done by the contract office of Boston University, In all of this
complexity, the program has worked because the program director's office
has, by default, assumed a more pivotal role than would have been expected,

There seems to be no satisfactory way of simplifying the organization and
maintaining the collaborative nature of the project. Since communication
18 80 critical in a collaborative project of this kind, it would seem
critical to have assigned to the project, specifically to AFRO, an
individual whose full-time responsibility was to travel between the
countries and to improve both communications and marketing,

The difficulty of effectively managing a project of this kind increases
exponentially with the number of countries and of agencies involved, It
was due to the unusual dedication of the staff that this project worked a
well as it did, '

Below the program director, activities were organized by objectives, This
arrangement facilitated the management and evaluation of specific tasks
and simplified the process of accountability. Most orgenizational
problens were experienced above the level of the program director and
related to information flow and to the decision making process in a
heterogeneous, multicultural group. As indicated above, some of the
problems might have been minimized by the assignment of a person who could
act as a facilitator of communications and marketing,
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Although there appears to have been some interpersonal conflict during the
early days of the project, transfer of accountability to the REDSO was a
step in the right direction. The delicate balance between the project
staff, AFRO and AID required by this project could be possible only with a
minimum of interpersonal conflict between the key participants, The
competition among the 20 countries for participation and benefits required
an unusual sensitivity and judgment,

5. SUMMARY

In summary, the system as a whole has performed remarkably well, The
mission could have been more narrowly defined but, in large measure, the
defined goals were met except in circumstances where the cost and the
complexity of the program were underestimated., The addition of marketing
activities centered in AFRO might have permitted the broader realization
of the objectives among the 20 countries., Although the organization was,
of necessity, complex because of the many countries and agencies involved,
major problems were avoided by the unusual dedication of the staff and the
initiative of the program director,
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APPLICATION OF THE INTERNAL EVALUATION SYSTEM

== EVALUATION OF THE OBJECTIVE 11 ANGLOPHONE NURSING PROGRAM
- OF THE SHDS PROJECT

l. Goals, objectives and activities of the Anglophone Nursing Program

1.1 Coals

The three goals of the Anglophone Nursing Program, as stated in the 1985
Implementation Plan for this program, are:

1) To devalop a Regional Continuing Education Program for the West African
College of Nursing (WACN) for graductes of basic Schools of Nursing

2) To complete the curriculum development program for the Post Basic
Nursing Program at the Cuttington University College (CUC)

J) To continue curriculum development for the Basic Nursing Programs at
the Tubman National Institute of Medical Arts (TNIMA) and in Sierra Leone

Program goals should specify results to be achieved over the long term
(5-10 years) or over the 1ife of the project (3 years). They should be
results-oriented, tine-specific and measurable,

The Anglophone Nursing Program goals, as now phrased, describe the activities
and programs to be developed, rather than the results desired from them, and
are neither time specific nor completely measurable., Thus {t {s difficule
Lo accurately measure whether the goals have been attained,

Exapples of goals that could better meet these criteria for the current
program are given below:

1) To provide . Durses vith strengthened knowledge and skills {n nursing
service and educatlon orfented toward primary health cure, by the end of 1985,
through the CUC Post Basic Nursing Program

2) To collaborate with the CUC Post Basic Nursing Program and three basie
Schools of Nursing by the end of 1985 to improve the quality and
relevance of the training they provide through an on-going cycle of curricu~
lum evaluation and reformulation.

J) To provide at least 40 graduates of basic Schools of Nursing with {ncreased
knowledge and skills related to the nur-ing role in PHC, by the end of 1985,
through a reglonal continuing educaticn program,

4) To collaborate with WACN, WHO/AFRO and nursing schools {n the 5 Anglophone
countries to help developed thelr capability by the end of 1985 to provide
an on-going continuing education program, with at least  related
activities per year,

Program goals should, of course, be developed by the program designers or staff,
preferrably when the program is being developed or early in {ts fmplemontation,

b
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1,2 Objectives

Helow 18 a list of the objectives of the Anglophone Nursing Program,
or "Subobjectives", as they are termed in the yearly Implementation Plans:

(Sub)objective 1: To collaborate with basic School of Nursing, WACN,
and AFRO in planning organizational capability for a
system of formal and continuing education programs in
PHC in the region

(Sub)objective 2: To develop a Post Basic Nursing Education Center in
order to strengthen nursing service and nursing education
in the region

The 1983 ImplementaionPlan also provides what could be termed objectives,
in the introductory section:

" By the end of 1983, CUC will nave begun to establish a continuing
capability to conduct and evaluate a Fost-Basic Nursing Training
Program in PHC and the WACN will have begun to develop a capability
to coordinate regional curriculum development and continuing
education in the five West African Anglophone countries in collaboration
with WHO/AFRO." (page 35)

Objectives should differ from goals primarily as far as the time horizon.
While goals measure results to be achieved over the long term, objectives
should be short term, for a period of one year or less. As for the goals,
they should be results-oriented, time-specific and measurable.

The above objectives are to some extent results-oriented. The first two
objectives (subobjectives) are not time-specific and all of the objectives
are somewhat difficult to measure., Thus it is hard to assess whether
they have been attained,

Below are some examples of reworded objectives for 1983, They focus a
licttle more specifically on results the program wishes to attain by the
end of 1983, and thus would be somewhat different for each of the next
two years, as the program reaches later phases in {ts development., The
objectives below still may be somevhat difficult to measure unless clear
indicators are developed:

1) To provide nurses, by the end of 1983, with strengthened knowledge
and skills in nursing service and education oriented toward PHC, through
the CUC Post-Basic Nursing Training Program

2) To collaborate with the CUC Post-Basic Nursing Training Progran to
evaluate its reformulated curriculum by the end of 1983, and, as a result,
to begin to wtrengthen its capability to assist basic Schools of Nursing
to conduct similar evaluations.

J)  To collaborate with WACN, basic Schools of Nursing in the five Anglophone
countries, and WHO/AFRO, by the end of 1983, to make plans for an
organizational system which will provide an on-going program of formal
and continuing education {n nursing orlented toward PHC




1.3 Activities

Types of activities planned by the 1983-1985 Anglophone Nursing Program
include:

== a continuing education program
== curriculum reformulation and evaluation
== provision of fellowships in nursing

== development of a collaborative relationship between Anglophone and
Francophone nurses to promote the nursing role in PHC

A review of the Anglophone Nursing Program goals and objectives shows that
they are generally quite consistent with the types of activities planned.
The fourth activity, while not alluded to in any of the goals or objectives,
may be considered to some degree part of a continuing education strategy
which will strengthen nursing skills related to PHC,

2, Evaluation of program results

2.1 Scope

The list of the types of activities included in the Anglophone Nursing

Program given above indicates the scope of activities planned under the program,
Later in the evaluation we will examine whether the quantity of resources

and activities are enough to successfully reach the goals and objectives.

The first step in assessment of the scope o) activities involves determining
whether the range of activities chosen is nost appropriate for meeting the
stated goals and objectives of the Objective 111 program. Examination of

the scope of activities indicates that 1t does {nclude the types of activities
usually felt to be necessary for meeting goals and objectives such as those

the program wishes to attain,

The second and final step i{n assessing the scope of activities involves

rating the importance of each of the types of activities performed for the
attainment of the program's goals and objectives, and then assessing the extent
to which the program performed the scope of activities planned, (See Section
3.2.1, page 10, of "Description and Application of the Internal Evaluation
System,.." for a complete explanation of the scoring and rating system

used.)

A table providing the results of this assessuent {s given on the following
page.
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Rating ~of the Scope of Activities Performed

Under the Anglophone Hursing Program

Subob- Type of activity Highest | Score |
jective possible awarded
SR ot ERSU |
] A continuing education 35 35
program
_ R -t
2 Curriculum reformulation 35 35
and evaluation
2 Provision of fellowships 20 20
in nursing
1 Development ot a collabor- 10 10
ative relationship between
Anglophone and Francophone
nurses to promote the
nursing role in PHC |
Total possible score: 100
Total score awarded: 100
Rating tor scope of activities performed:
Legend:
90+ = Outstanding (*)

75 to
74 or

89 = Adequate (+)
less = Inadequate (=)

Explanation

The c.e., program was
well devetoped, although
funding was not avail-
able for all destred
workshops

Curric. retormulation
took place in CUC p.b.
nursing program and 3
bastc Nursing
althoupgh not always with
SHDS {nput

Schools of

Fellowships were pro-
vided as planned

Exchanpe between the 2
groups took place and
anglophone/franco-
phone conterence was held
although without SHDS
support

an

Outstanding (*)

As illustrated above, the Anglophone Nursing Program received an over-all rating
of "outstanding" as far as scope of activities because all types of activities

were performed to some degree.

N \‘
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2,2

Quantity and productivity

Quantitz

The quantity of activities under the Anglophone Nursing Program can be

most easily evaluated by comparing specific activities planned with those
actually completed. The list of specific activities has been prepared

by itemizing the specific activities planned under the 4 categories of

types of activities listed 'in the table in Section 2.1. The: list of
specific activities, provided in the table on the next page, is a summary of
the activities proposed in the three Project Implementation Plans for 1983,
84, and 85, as well as proposed outputs listed in the EOPS.

Each of the planned activities has been assigned a score, indicating its
importance to the over-all program. (The points assigned in section 2.1
to the various types of activities have been divided between the specific
activities under them.) The performance of the activities planned has then
been scored by awarding none, some or all of the points possible for each
activity, depending on the quantity of activities performed. (See Section

3.2.2, page 12, of "Description and Application of the Internal Evaluation
System... for a complete explanation of the scoring and rating system used,)

The results of the analysis are presented in the table beginning below.
As can be seen, the program received a total score of 79 for quantity
of activities completed, and thus a rating of adequate.

Rating of Quantity of Activities Completed
Under the Anglophone Nursing Program

Subobj.

& type

of act.

Speciflc activity Total | Score Exﬁlunation
poss. | award-
score | od

(cont.
ed,)

2 c.e. workshops for 40 8 8 Curric, dev, vorkshop held in Free-
nurses town 22 Oct. = 3 Nov. 84 for 20
participants. WACN subregional
workshop on curric. dev., held in
Accra, Ghana 28 Oct. - 8 Nov, 85
for 25 participancs.

Additional c.e., workshop 5 b Workshop on management in Badagry,
with funding other than Nigeria, 16-22 July B4 for 20
SHDS nurse administrators for which SHDS

assisted WACN in procuring REDSO
funds. Regional workshop on researc)
in nursing in Lagos, 7-~12 July 85
with 28 participants, funded by WACI
STC inputs. B national workshops
held, 3 as a result of SHDS/WACN
co=sponsored workshops,

(Continued, next page)




Subobi. Specific Activity Total | Score | Explanation
& type poss. | award-
of act, score | ed
1 Development of WACN ability 4 4 WACN C.E. Committee
(cont, to coordinate c.e. programs formed and functioning,
ed.) in collaboration with AFRO coorindating planning and
implementation of c.e. progs.
Proposal for regional WACN 5 2 Draft proposal developed in
systems of c.e, June 84, (Not yet submitted
or funded. )
WACN 5 Year Plan of Action, 5 3 5 Year Plan developed but not
1985-1990 developed and yet reviewed and approved at
approved all the national and college
¢ levels
Supply of short-term consul- 3 3 Scheduled start Jan. 85 Began
tant (STC) for WACN office April 85
for 6 months
Follow-up survey of workshop 2 0 Data collection instruments
participants completed June 85. Data col-
lection began Sept. 85,
C.e. needs assessment for Z 3 0 No SHDS funding due budget
anglophone countries constraints. Likely to'do
early 86
2 Staff dev. workshop on evalua- 3 3 Held Dec. 83
(curric. | tion at CUC Dept. of Nursing
reform,
& Eval. of CUC reformulated p.b. 7 7 Eval.study completed May 84,
eval.) nursing ed. curric. that was Behind schedule due to disrup-
developed in 1982 tion of academic calendar.
Follow-up studies of 1980-82 4 2 Follow-up study 1980-82 grads.
and 1983-84 CUC p.b. nursing completed April B4, Study of
graduates 1983-84 grads. started 85, diff,
getting questionnaires returned
Development of protocol for 3 3 Comp leted Dec. 84,
evaluation of curric., of basic
schools of nursing
Reformulation of the curric, 15 12 CUC curric. revised “ased on

at C.U.C, and i{n 3 basic
schools of nursing..

eval, results including dev. of
spec, tracks in Com. Hlth. Nurs,
and MCH/Midwifery. (4)

Curric. at TNIMA revised by Jan,
B5. velayed as TNIMA closed 18
months, reopened April 05 &
curric, being implemented (4)
Curric, at S.L. Sch. of Nursing
revised after postponed due new
principal. Done without SHDS in-
put except thru workshops. (2)

(Continued, next page)




Subobj. Specific activity Total | Score | Explanation
& type poss. | award-
of act, score | ed
Reformulation of curr., in 3 5. of N. of Gambia worked to
basic schools of nursing do own curric., revisions in
(continued) 1985 with help of non-SHDS full
time consultant (2)
Development and use of field 3 3 Field site at Sinyea Village
practicum sites for CUC p.b, was identified and used.
nursing program Accomodates 25 students per semf
2 Provision of 12 fellowships, 10 8 Only 10 followships given due
(fellow= (cont. and new) for CUC p.b. funding cuts, 9 SHDS support-
ships in nursing program ed fellows graduated.
nursing)
Provision of 3 Masters level 10 10 J fellowships given and all
fellowships in U.S, in area masters students completed
of teaching program at BUSO'
1 Arrangements for CESSIs to 2 1 Invitations extended. No CESSI
(Anglo./ send reps. to attend WACN attended in 83, 1 in 84 and 2
Fr. coll- | general meetings, in 85, Times didn't attend due
aboration) to scheduling conflicts
Arrangements for CESSI reps. 2 0 CESSI didn't attend 84 work-
to attend 2 SHDS/WACN c.e. shep due sched. conflicts.
workshops Support for 85 workshop
attendance cut due budget
constraints.
Corference for anglo./fr. 6 3 Conference deleted due budget
nurses on role of nursing constraints, but AFRO held
in PHC Roundtable 5-11 June 85 in
Brazzaville, SHDS Nursing
Coordinator attended.
Total possible score: 100
Total score awarded: 17

Rating of Anglophone Nursing Program
Legend: on quantity of activities performed: Adequate
90+ = Outstanding (*)
75 to B89 = Adequate (+)
74 or less = Inadequate

As can be seen by glancing at the explanation column of the above table, while most
activities scheduled were completed or are in the process of being completed, there

was considerable delay in some cases, due to a variety of constraints, including
political and organizational problems on the mtional side and SHDS budget cuts,

These delays have meant that in some cases there has not yet been the follow through
one would have liked, such as implementation of curriculum evaluation results, finaliza-
tion and funding of the continuing education proposal, completion of a c.e. needs
absessment, {mplementation of recommendations for Anglophone/Francophone collaboration
to strengthen nurses roles {n PHC, etc. Unless most of these follow~through

activities are completed, the program is likely to have little long~term effect.
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Productivity

A general estimate of productivity can be made by comparing the amount of

regular SHDS staff time used for implementation of the Anglophone Nursirg Program
with an estimate of the amouni of staff time usually required for similar

activities within other SHDS programs and other health and development projects.
Within the SHDS Project there is one Nursing Coordinator with responsibility for
both the Anglophone Nursing Program and the activities related to the two CESSI
programs, This staff person probably works a little more than half time on the
Anglophone Nursing Program, with some consultant time available (which also must

be organized and managed by this same staff member). Most of the scheduled
activities have been completed although, as will be discussed more thoroughly

in the process section, many of the activities have been behind schedule, due

to political and organizational constraints such as closing or postponement of
teaching programs for varying periods of time, etc, These constraints werz
something over which the Program had no control and work completed was admirable, when
they are taken into consideration, However, it has meant that the Program has been
somewhat slower than desired in putting into action some of the plans and

recommendations stemming from some of its earlier activities, Thus general
productivity of the program can be rated as 'Adequate'.

Specific productivity of the Anglophone Nursing Program on selected activities
can be estimated by dividing the number of staff days for the entire activity by
the number of participant days or some other appropriate unit of activity. Staff
days included would be only those supported by the SHDS/BU and SHDS/AFRO budgets
and include staff, consultant and temporary advisor time focused on the particular
activicies. Estimates of productivity for sample Anglophone Nursing Program
activities can be provided by the table below, if the necessary figures for the
activities and staff time are obtained.

Estimates of Productivity for a Sample of Anglophone Nursing Program Activities

Area of activity Activities No. of staff | Estimate of productivity
performed days used
Continuing 2 c,e, workshops|  staff ____ staff days used for each
education of 10 days each |days used participant-day of c.e.
held for 40
particlpants
Curriculum Evaluation of __ staff ____ staff days used for one full
reformulation and the CUC p.b. days used curriculum evaluation, including:
evaluation nursing curric, (1{st of tasks completed)

was completed

Reformulation of|  staff ____staff days used for reform-
the curriculum |days used ulation of the curriculum, in-

at TNIMA using cluding: (list of tasks completed)
CUC techniques

Reform. of the | staff ]

I . staff days used for reform-
days used ulation of the curriculum, in-
cluding: (lisc of tasks completed)

curric., at S.L.
or Gambia S. of

N. without S5HDS
assistance

—— ] -

Provision of 10 fellowships |  staff ____ staff days used for
fellowships in provided for days used adninistration of each
nursing CUC p.b.n. prog. followship




The next step in evaluating the productivity of the program would involve
comparing the estimate of productivity for the various areas of activity under
the Anglophone Nursing Program, either with some accepted standard or with the
productivity of other projects performing similar activities, At this point
there is no accepted standard for proasctivity of activities of this type, It
would be possible to develop standards for productlvity for various types of
activities, either based on the experience of the SHDS Project or, if pessible,
after estimating the productivity of a number of international health programs
implementing activities of this same type.

An example of a section of a possible chart for measuring program productivity
that could be used in the future, once standards for productivity have been
developed, appears below,

Example of a possible chart for
measuring program productivity:

Area of Standard for Productivity Productivity | Explan-
activity productivity estimate for rating ation
A. Nursing Prog.
Cont, ed. ___ staff days or less for |  staff days Outstanding
each p/d of c.e. = used for each (for example)
outstanding p/d of c.e.
__to staff days for
each p/d of c.e. =
adequate
Over staff days for
each ;7d of c.e. =
inadequate
Evaluation ___ staff days or less for |  staff days Adequate
of nursing one full curric. eval, used tor one (for example)
prog. curric.| dincluding: (list of full curricu~
tasks) = outstanding lum evalua-
___to _ staff days for tion
one full curric, eval, =
adequate
Over _ staff days for
one full curric. eval, =
inadequate

Productivity within the Anglophone Nursing Program, as within other SHDS programs,
{s much higher than it would have been without the close collaboration of
various national and regional groups.
continuing education program has been much increased by the hard work of national
School of Nursing staff and members of WACN, which has involved a contribution of

staff time not financed by SHDS,

This type of participation {s, of course,

critical to the continuation of the Program after SHDS terminates.

For example, productivity within the
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Effectiveness

The effectiveness of the Anglophone Nursing Program may be measured by
assessing the effectiveness of the major sets of activities performed
under the program, {ncluding:

== The continuing education program
== Curriculum reformulation and evaluation
== Provision of fellowships in nursing

== Development of a collaborative relationship between Anglophone and
Francophone nurses to promote the nursing role in PHC

Measurement of effectiveness focuses in general on whether the activities

have produced results which actually make a positive difference (or produce

a positive effect) after the activities are completed. A system for

measuring and rating the effectiveness of the sets of activities and reporting
results {s presented in table form on the following pages.

The tables list both the criteria for measuring the effectiveness of the
various sets of activities and methods for measuring the attainment of the
criteria, as well as the scoring system to be used, It 18 proposed that some
of the {nformation needed for measurement of various criteria be obtained by
means of mailed questionnaires because, unfortunately, travel and personal
interviews with certain of the respondents would be too costly,

A discussion of some of the problems of bias that may result from use of
mailed questionnaires for measuring program effectiveness and how the evaluation
system developed has attempted to deal with this is discussed in Section e
page 15, of "Description and Application of the Internal Evaluation System..,.".




| Criterion Methods for measuring Poss, | Score Explanation
‘ attainment of criterion |score |awarded
1. 80Z of the graduates of | Evidence from workshop 10
SHDS-sponsored c.e. report, tests given at
workshop completed beginning and end of
it successfully workshop, etc.

-1]=

Measurement of the Effectiveness
of the Continuing Education Program

2. 70% of the graduates By follow-up question- 10
used knowledge/skills |naire to graduates**
in job in some way

3. 60% of the-graduates By follow-up question- 10
have developed naire to graduates**
curricula using skills
learned in workshop
since their return *

4, 40Z of the graduates By follow-up question- 10
have used the PHC naire to graduates**
curricula they devel-
oped during the work-
shop (or an adapted
version of {it) in
their own tr, progs.*

5. C,e. workshops have Written plan, evidence 20
been planned by WACN of implementation of
&/or AFRO for 1986-90 | 1986 workshops, and
& there is evidence interviews with SHDS,
that they will be held | WACN and AFRO staff re

plans for implementing

future workshops

6, WACN has received Interviews with SHDS 20
funding needed for and WACN staff, written
future c.e. programs evidence of funding of
(for at least 2 c.e. proposal or other

workshops per yr, for | support
next 2 yrs.)

7. Schools of Nursing Questionnaires or inter- 20
that participated in views with sample of S.
past c.e, vorkshops of N, staff (or use of
indicate that future info. from needs asscss-
workshops are needed | ment now underway)

and they will help |
plan & {mplement then

Legend: 90+ = Outstanding (%) Total ponn.ucurc,r-lﬁo
75 to B9 = Adequate (+) Total score awarded:
74 or less = Inadequate (~) Rating:

* The effectivencss of all SHDS sponsored c,e. workshops should be measured, Criteria

3 and 4 r,luto curric, dev. workshops held in Freetown, 1985, They would need to be
adjusted for each workshop, dcpendinT on its particular objectives,
A% A follow-up study of c.e. graduates is now underway as part of the Program. If possible,

results of this study should be used as part of the measure of program effectiveness. hﬂl




=]2=

Measurement of the Etfectiveness

of Curriculum Reformulation and Evaluation

Criterion Methods for measuring Poss, Score Explanatian‘___-
| £ attainment of criterion score |awarded ¥
1. Recommendations for Examination of evaluation | 25
changes in the CUC p, .| report and interviews
b. nursing curric., with SHDS and CUC program
made as a result of staff
the evaluation, have
been ifmplemented .
— o e ar s YNNIV Vi |
2. CUC p.b., nursing staff |[Questionnaire or inter~ 15 I
have used the eval. views with CUC p.b, nurs-
techniques g¢hat they ing staff
acquired as a result of
the SHDS sponsored
training and evalua-
tion experience)
in their own work
3. An evaluation proto- |[Examination of the 15
col has been developed |protocol and interviews
as a result of the CUC |with SHDS and CUC p.b,
p.b. nursing evalua- nursing program staff
tion activities and
used by at least one
basic school of
nursing
4, TNIMA reformulated Examination of curricula 25
curriculum has been and reports, if available,
{mplemented and a and interviews with TNIMA
comparision of the staff
original and reform-
ulated curricula
show the later to be
an improvement,
(Sub-criteria to
measure improwment
must be developed.)
5. Reformulated curri~ Examination of curricula 20
culum in one addi- and reports, 1f available,
tional basic school and interviews with school
of nursing has been of nursing stafl
{mplemented and shown |
to be an improve- |
ment , |
Total possible score: (100 |
Legend: Total score awarded: ____j

90+ = Outstanding (*)
75 to B9 = Adequate (+)

74 or less = Inadequate (=

Rating:

e

)




Measurement ot the Ettect veness
ot the Provision of Nursing Fellowships

. : v g
Criterfon Methods tor measuring Poss, | Score Explanat {on
o attatnnent ot eriterfon score | awarded
. AlY students Lrattuat ion of records 20
recelving Masters and Intervicews with SHDS
Tevel tellowships and CUC atar!
Lave praduat ed
D907 ot the student s Examinat fon ol records 20
tecedving SHDS tellow- §and dntervicews with sHDS
shitps for CUC puh, and CUC ot

nursloy program have

vraduat ed

e T e e e e b i At AR e e

o Masters Jevel taculty Examinat fon ot graduate 20
At CUC has been in- tollow-up studles or, {1
credsed anoa result necessary, maliing ot
g the SHDS Masteios gquerst tonnalres

tellowshitpn

S C e e s e ORI I AU S PO S

Ao S0 ot the praduaten Exaimilnat ton of praduate 2
ot the CUC program tollow-up wtudles or, 1
recetving SHDS tellows fnecesnary, aatling of
Ships are current 1y quent lonnalres

faculty membetrs at
aste Schools ol
1 3

vl ning

b.o UG fadtieaten that [nterview: with CUC sutatf 20

the pob. nurnfng
progoam will cont fnue
atter SHDL wapport
ecada with at leant
SOT 08 pant LHDY
tellowanhitp wupport
Caken over Ly ot her

fanding Lources,

T T g 0 e P e WA R K e e e - R R o R T SRR

Total pousible score:
Total mvore swarded:

100

ke o 4 e ST

Lepend: Rat fny:

90¢ = Out ntanding
1% to B4 = Adequate (¢)
M oor lean = Inadequate (=)



criterfon

Measurement of the
f Anglophone/Francophone

to Promate the Nursiog

1. Anglophone/tr. nuraing
collaborat{on sponsored

by SHDS, WACH and/or AF
has Jed to the dent gt g
cdatfon of common

approaches to the pro-
ol the nursingy
PHi,

maot fon
role (n
Anpgto /v, nurstiog

collaborat{on sponsored
bv SHDS,
has led to the develup-
ol plans ror

:",Pl«‘m-'m Ly

ment
CodrRuan

approaches to the

promot fon of the nursin
role o PHO
T ot thie tat fonal

partictpants at the
Nursen, /Midwitery
Koagdtable can provide

evideroe that gy oo

result of the Houndtable
e of wote ol The mado
fetors ateas ment foned
fo the repart have bLeen
arted upon within thety
gwh ocount riey,

AFRO can provide
evidenoe that at e
ol the mifor
tecomnendat fone prepar-
ed at the Houndgabile
lave Leen upon,

anl

BOtne

acted
Plans have lteen devel
oped for cont Spuat Yo
of the Anpgla./br. nar--
Ty Jlalogue after
SHDY endn,

egend:

04 = gt at andfng (%)
1% ta B9 = Adequate (4)
Meoor lenn = Tnadegquat e

WACK and/or AF

-

Kole in

[ Methods tor teasur tny

sttaincent ot criterfon
pExamfnat fon ol reports
and fnterviews with
RO SHDS, WACH and AFRO
Patatt

Examination of reports
and interviews with
SHDS, WACN and AFRO
“tatt

RO

.
Ko

A e g A g P A e 1

fot the Roundtable
report and Intervicws
or quentionnafres nend
to natfonal

cpantoe

]
|
oo -
| Examfnat fon of ltem 3
i
i
|
{

partdvf-

i e
Cbxamination of ltem 4
Col the Houndtable
Creport oand (nterviewn
cWfth SHDYS and AFRO
Pt ald

Pramtnat fon ol reporta
’ and fnterviewn with
(WALN, AV HO SHDG

nlalt

and

Total passible acore:
Jot gl nente awarded:

Hoat {6,
{1

P

Pt tectiveness
Wursing Collaboration

PHC

Paoxsg,

SCore

20

20

40

20

100

b s e R

Scors
awarded
§ e e m e

s W TR

W'Eﬁxipl anation

;SO I e 1 B s
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The tables outlinine the peasurement

~-15-

ot

progtam

ecllect iveness

O Py

11-14

have been uned by Uhe SHDS Nursing Coordinator to carty out .an tnformal
dssessiment Hased on fnterviews ot CFC Ifl(':‘.”)l'lfi, Yv"l‘\l.‘\', (‘{'(. Seliool ot N\ll'fij“}',.
and AFRO statt, analvsin ot tollow-up survevs ot pradudtes, review of reports,

ete. The results ate prewented on pares 1O - 18 ot
Nursing Coordinator.  (See Seotion | the
the Anplophone Sursing Propram,)

the Final Report by the

ul Internal Evaluation notehook tor

Cuny

The measuremcnt ol cost of the Anglophone Bursing Program can be divided into
3 components -~ measurement ol total cost ol the Program by year, measurement
of the cost ot specitic sample activitfes, and measurement ot the cost-efficiency
of these activities, Each ot these

seasurcment s fs ditscussed ftutther below.

0!

Total cout

al o the Anglophione Nursing Proyram by year
The manner in which total cost ot the various SHDS propram components can
be calculated and af the dittlcalttes fnvolved are dfscussed (n detall

In Section S.004, pape 17, ot "Descrtption and Applicatfon of the Internal
Evaluatton Svatem, .

IS INTY

The table below van be uned to present the budyets and est {mat od expenditures

for the Atplophone Narstng Proyram by vear. A totaly
i 4 b o

calculated undng fyures trom & separate badpet s

can be seen, are

the SHDS/ sl

- -

Aty lophone Nursfoge budyet
=~ the SHDS/AFRO Anglophione Nursting budget, and
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Further work amust be done to develop standards for costs of specific quantities
of activities such as those listed above. Stnadards might be developed by
first estimating costs for producing the same quantities of activities under
several international health projects and then taking the lowest cost obtained
as the standard for 100%Z efficiency,

Another method of approaching cost-efficiency would be to estimate the cost of
producing specific quantities of activities for the same types of activicies
under the SHDS Project in consecutive years (1983, 84 and 85) and then to deter-
mine 1f the cost for producing the quantities of activities goes down from year
to year, Lf so, the program could be said to be relatively more cost-efficient
In producing the same activities over time, If this method of estimating cost-
efficlency were agreed upon early in the project, {f would provide an incentive
for the staff for finding less expensive ways of conducting the same activities
over time, It should lead to greater use of regional and local resources,

an approach that fits well with the long term aims of the Project.
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Satisfaction

Rating of user and provider satisfaction

The evaluation of the satisfaction with various aspects of the Anglophone
Nursing Program completes the process of assessment of results. Satisfaction
can be evaluated for both users and providers for several types of activities
within the Anglophone Nursing Program, as illustrated in the table below:

Evaluation of Satisfaction with
Various Types of Activities within
the Anglophone Nursing Program

Type of activity User Provider How satisfaction measured
Continuing educa- |Graduates |Organizers Questionnaire to sample of
tion workshops (WACN/SHDS) & [users and all praviders
facilitators
Reformulation of Faculty & |Faculty involv-|Questionnaire to sample users
curriculum students ed in reform, (1f curriculum has been
using of curriculum, |implemented), questionnaires or
curriculum |consultants interviews with providers
Curriculum School Faculty & con- |Questionnaire or interviews with
evaluation administra-|sultants sample of users and all
tors & fac,.|involved in providers
evaluation
Provision of Masters Administrators |Questionnaires or interviews with
Masters students or|of fellowship |all users and providers
fellowships grads, that|program
recd. fell,
Anglo./Francophone |Nurses WACN, SHDS & Questionnaires to all or a sample
nursing involved in|AFRO staff in- |[of users, questionnaires or
collaboration collab. volved in plan-|intecrviews to all providers
activities |ing activities
(WACN mtgs. .
Roundtable)

The factors and questions that could be used to measure satisfaction of users

with the various sets of Anglophone Nursing activities are presented on the
following pages in tables that would be used to present the results.
Questionnaires can be constructed easily, based on the questions listed in the
tables. Section 3.2.5, page 20, of "Description and Application of the Internal
Evaluation System..." discusses how questionnaires measuring satisfaction

are constructed and how they can be scored.

Tables related t provider satfefaction with the same sets of activities, as
well as questionnaires for all users and provders could be developed if there
will be an opportunity to send the questionnaires and analyze the results.
Otherwise these 5 tables can serve as examples of the type of system that can
be developed vo measure satisfaction.
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Rating of User Satisfaction
With Continuing Education Workshopsk {

“Factor for measuring | Question used Total |Score | Explanation
satisfaction of poss. |award-
workshop graduates score |ed
1, Training material | How well designed were the 5

design workshop training materials?

2. Teaching quality How well taught was the 5

workshop?

3. Provision of To what degree did the work- 5
knowledge & skills | shop provide you with know-
in curriculum ledge and skills useful in
development* the area of curriculum

development?*

4, Usefulness in To what degree do you feel you 5
work situation have been able to use what

you've learned in the work-
shop in your job?

5. Provision of How helpful was the workshop 5
information to in providing info. that will
improve your assist you in improving
c.e, programs* your c.e, programs?*

Highest average score possible: 5
Average vcore awarded:
Rating for satisfaction of
Legend : workshop graduates: S
4.5+ = Qutstanding
3.5 to 4.4 = Adequate (+)
3.4 or less = Inadequate
* User satisfaction for each continuing education workshop spoansored by SHDS

can be meacured. Factors ¢ 3 and 5 and the corresponding questions relate
specifically to the "Workshop on Curriculua Development of C.E. Programs {n PHC",
Freetown, 1984, These tactors and questions should be reworded for each
workshop, depending on thelr specific focl and objectiven.
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Rating of User Satisfaction

with Reformulation of the Curriculum

of the TNIMA Basic Nursing Pr

ogram

LS

Factor for measuring |Question used Total

satisfaction of poss,
faculty & students score

using curriculum

Score
award-
ed

Explanation

1. Quality of How well designed do you feel 5
curriculum the new curriculum is?
2, Usefulness in your |[What courses have you taught 5

own teaching situa~|since the new curriculum has
tion (for faculty) [been implemented?

How useful is the new curricu-
lum in providing you with guid-
ance for these courses?

3. Usefulness in How useful do you feel the new 5
providing know- curriculum is in providing
ledge and &kills knowledge and skills that will
for the work be of value to the students in
situation their later work situations?

(for faculty)

What courses have you taken 5
since the new curriculum has
been implemented? How

useful do you feel these
courses have been in providing
knowledge & skills that will

be of value to you in later
work situations? (for students)

4, Comparison of old |[To what degree do you feel 5
and new curricula [that the new curriculum is an
(for faculty) {mprovement over the old one?

5. Provision of To what degree do you feel that
relevant new the new curriculum provides a
emphasis on the relevant new emphasis on the
nursing role in nurses role in PHC?

PHC
Highest average score possible: 5

Average score awarded:

Rating for satsifaction of
faculty and students using curriculum:

Legend:
4.5+ = Outstanding (*)

3.5 to 4.4 = Adequate (+)
3.4 or less = Inadequate (=)

“l
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Rating of User Satisfaction with the Evaluation

of the Reformulated Curriculum of the CUC P.B. Nursing Program

Total

Factor for measuring Question used Score [Explanation
satisfaction of school poss. | award~-
administrators & facul- score | ed
ty receiving eval.report
1, Quality of evaluation|How well designed do you 5
design feel the evaluation was?
2. Scope of coverage To what extent do you feel 5
the evaluation covered the
range of issues or areas it
should have?
3. Validity of results |Do you think the evaluation 5
provided results that are
accurate and valid?
4, Usefulness for Do you think the evaluation 5
improving the has provided results that
curriculum have been (or will be) use-
ful in improving the
curriculum?
(Alternative question:)
To what extent should the
recommendations of the
evaluation for changes in
the curriculum be followed?
5. Usefulness for Has the evaluation provided 5
own teaching , | results that have (or will
situation be) useful for improving
your own courses and other
work with students?
6. Value, considering Is the information provided 5
cost and effort by the evaluation valuable
enough to justify the money
and effort spent in doing
ic?
7. Appropriateness of To what extent does the 5
level of detail evaluation report provide
the appropriate amount of
detail on the topics it
covers?
Highest average score possible:| 5
Average score awarded:
Rating for satisfaction of school administrators
Legend: and faculty receiving the evaluation report:

4.5+ = OQutstanding (*)
3.5 to 4.4 = Adequate (+)
3.4 or less = Inadequate (=)
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Rating of User Satsifaction 4
with the Provision of Masters Fellowships *

Factor for measuring Question used Total | Score | Explanation
satisfaction of students poss. award-

or graduates that recd. score |ed

fellowships

1. Quality of fellow- How satisfied were you with 5
ship administration |[the administration of the
fellowship you received?

2, Quality of the How well designed was the 5
Masters' Program Masters' Program that you
completed?
3. Teaching quality How well taught were the 5
courses in the Masters
Program?

4, Provision of know= To what degree did the Mas- 5
ledge and skills in |ters Program provide youwith
teaching and curric- |useful knowledge and skills
ulum development in the areas of teaching and

curriculum development?

5. Usefulness for To what extent has the com- 5
advancement pletion of the Masters Pro-

gram helped you to attain

a more appropriate or higher

level work position on

return home?

6. Usefulness in To what degree do you feel 5
work situation you have been able to use
vhat you leéarned in the Mas-
ters Program, in your work,

jon return home,

Highest average score possible:| 5
Average score awarded:

Rating for satisfaction of students or
graduates that received fellowships:

Legend:

4,5+ = Outstanding (*)
3.5 to 4.4 = Adequate (+)
3.4 or less = Inadequate (=)

* Plans for rating the satisfaction of the provision of fellowships for the CUC Post
Basic Nursing Program could be developed, using a similar format to the one below.
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Rating of User Satisfaction

Legend:

4,5+ = Outstanding (%)
3.5 to 4.4 = Adequate (+)
3.4 or less = Inadequate (-)

with Anglophone/Francophone Nursing Collaboration

To Promote the Nurses Role in PHC

Rating for satisfaction:

Factor for measuring ﬁuestlon used Total |Score | Explanation :
satisfaction puss, |award-
score |ed
of participants in the
Nursing/Midwifery
Roundtable:

1. Strengthening of To what extent do you feel the
Anglo./Fr. coll- Roundtable has helped streng-
aboration to then Angl./Fr. nursing
promote the collaboration to promote the
nurses role in PHC | nurses role in PHC?

2. Provision of To what extent do you feel
useful recommenda- | that the Roundtable developed
tions useful recommendations and

suggestions for reform that
will strengthen the nurses
role in PHC? (See items 3 & 4
of Roundtable report)

3. Liklihood that To what extent do you feel
reforms will be that reforms suggested by the
instituted Roundtable have been (or will

be) acted upon by your
country because they were
identified at the Roundtable?
(See item 3 of report)

4. Liklihood that To what extent do you feel
recommendat fons that recommendations develop-
will be followed ed by the Roundtable have

been (or will be) followed

by the WHO/AFRO Regional

Office? (See item 4 of report)
5. Cost-effectiveness | To what extent do you fee!

the expense of holding the

Roundtable was worth the

results that have or will be

obtained from it?

of participants at Do you feel that the attend-

WACN General Mtgs,: ance of the CESSI Directors

6. Strengthening of at the WACN General Mtg, has
Anglo./Fr., Coll- led (or will lead) to coll=-
aboration aborative Anglo./Fr. efforts

to promote the nurses PHC role?
of all groups: Do you feel it {o important in

/. Usefulness of the future to continue to
future collabora= | encourage Anglo./Fr. collab, to
tive efforts promote the nurses role in PHC

or could this be done more
efficiently by the two groups
separately?
HIE est average lcsrs possible:
vérage score awvarded: e




The tables outlining the megsurement of user satisfaction on pages 19-23
have been used by the SHDS Nursing Coordinacor to carry out an informal
assessment based on interviews, analyses of follow-up surveys of graduates,
review of reports, etc, The results are presented on pages 114-118 of the
Final Report by the Nursing Coordinator. (See Section 1 of the Internal
Evaluation Notebook for the Anglophone Nursing Program.)
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- Inadequate 0 Not assessed
2.6 Evaluation Profile of the Anglophone + Adequate ? Undetermined
Nursing Program * Outstanding

Scope (2.1) v ) Effectiveness (2.3) (continued)

Cont, eod, program (35) 35 Provision of nursing (100)

fellowships

Curriculum reform, & eval, (35) 35 Tots1¥scoras

Provision of fellowships (20) 20 Rating:

Anglo./ Fr, nursing collab. (10) 10 Anglo/ Fr.nursing collaboration (100)

Total score: (100) 100 Total score:

e et Rating:

Rating: *

Cost (2.4)

Quancityi(2,2) Anglophone Nursing Program 1983

Cont. ed. program (35) 27 Anglophone Nursing Program 1984

Curriculum reform. & eval.(35) 28 Anglophone Nursing Program 1985

Provision of fellowships (20) | 20 Jotal cost:

Anglo/Fr. nursing collab, (10) 4 Cost for standard units of activities

d Planning/impl. c.e. workshop, Freetown
Zotaliscore; 77 Evaluation CUC curriculum
Rating: + Reformulation TNIMA curriculum
Administration CUC fellowship, 1 yr.

Productivity (2.2) Attendance 1 CESSI director, WACN

Staff Jays used for 1 meeting, 1985

partic. day of c.e. Satisfaction (2.5)

Staff days used for one Cont. ed. worksnops

full curric. evaluation (at CUC) Average score (for users): (5)

Staff days used for SREA RS

reformulation of curriculum Curriculum reformulation (TNIMA)

(at TNIMA) ! ' Average score (for users): (5)

Staff days used for reformu- Rating:

lation of curriculum Evaluation CUC curriculum

(at Cambia or Sierra Leone Average score (for users): (5)

School of Nursing) Rating:

Staff days used for administra- Provision of Masters fellowships

tion of one CUC fellowship Average score (for users): (5)

Rating, over-all productivity: + Rating: —

Anglo/fr nursing collaboration '

Effectiveness (2.3) Average score (for users): (5)

Cont. ed. program (100) Rating:

Total score: (Continue, for providers)

Rating:

Curric., reform., & eval. (100)
Total score:

8. gt
Summary: Scope: Outstanding Quantity: Adequate Productivity: Adequate

Effectivencss: Cont

Sat'sfaction:
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3, The program process

In considering the program brucuss it is important to examine both resources

and management, Each of these will be considered {n turn,
3.1 Resources

The resources that have been available for the Anglophone Nursing Program
are summarized below:

Personnel: The Nursing Coordinator worked approximately half time on the
Anglophone Nursing Program and half time on the Francophone
Nursing Program (CESSI1).

Two full <ime WHO/AFRO teaching consultants were assigned for
CUC Liberia from 1980 - 1984 to assist the faculty with
teaching and curriculum development,

One full-time consultant was assigned to WACN to assist with
specified continuing education program activities for 6 months
during 1985,

Consultants and temporary advisors assisted with specific
activities such as workshops, curriculum reformulation and
evaluation, etc, The Nursing Coordinator estimated that 80%
of these consultants were from the region.

Directors and staff of WACN, national Continuing Education
Committees, CUC and the national nursing schools also worked
on SHDS activities with their time, to a great extent, donated
by their institutions,

Finances: The budget for the Anglophone Nursing Program i{s found in the
SHDS Project records,

Facilities: Facilities for specific activities have been, for the most
part, donated by institutions involved in the Program.

Technology: Expertise in continuing education, curriculum development and
evaluation, as well as methods for integrating PHC into the
nursing rolehave been buflt up over the 1ife of the Project
and drawn upon for the {mplementation of activities during the
final three years.

The cype of resource structure for the Anglop! wie Nursing Program and the
SHDS Project in general is somewhat unusual in that 1t relies to such a
great extent on the participation of regional and local institutions that
contribute important resources.

Personnel constraints within local {nstitutions and SHDS have been a

major difficulty within the Program. For example:
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== A full-time consultant was assigned to WACN for 6 months in 1985,
However, the WACN Chief Nursing Administrator was absent due to {llness
for 5 of those months, Thus limited assistance was given to the consultant
and he was often, through necessity, called upon to perform WACN tasks
outside his scope of work, compromising his ability to successfully complete
SHDS related activities. (See Final Report, page 74.)

== SHDS was unable to provide the amount of consultant time schools of
nursing felt was needed to assist in curriculum reformulation efforts. Both
the Gambia and Sierra Leone Schools of Nursing felt they needed a full
time consultant for at least a year, while a total of only 15 days could be
budgeted under SHDS,

== The curriculum reformulation at the Sierra leome School of Nursing was
postponed due to the appointment of a new principal who felt she needed some
Cime in office before making program decisions. The School finally under~
took the curriculum revision without draving on the avallable SHDS resources.

Financial constraints have had a major effect on certain components of
the Anglophone Nursing Prograa, For example, the folloving activities had to
be reduced or cancelled due to lack of budget:

-~ The continuing education program developed jointly by WACN, SHOS and WHO/
AFRO generated great interest in pursing related continuing educe%ion, lead-
ing to the request for SHDS funding of a number of additional wourkshops. Due
to budget constraints SHDS was unable to supply this financial support.

== Lack of clarity concerning budgetacy support for the full time consultant
for WACN led to delay in his assignment by several months,

«= The needs assescment which was to be conducted by the full time consultant
at WACN was not supported by SHDS due to budget constraints.

- Y plans called for the provision of 12 fellovships for the CUC post~
busl. wesing program, but only 10 vere provided due to funding cuts,

== Plans were made for CESSI staff to attend WACN workshops in order to foster
anglophone/francophone collaboration. The funds for 1985 vorkshop
attendance wvere cut due to budget constraints,

~= SHDS support for an Anglophone/Francophone conference on the role of
nursing in PHC wvas also elimipated due to budget limitations.

On the other hand the at timessevere resource constraints the SHDS Prolect
faced has encouraged regional and national instituticns to find their own
resources for support of many of the desired activities, thus helping to foster
preater self reliance, For example:

b= Since the demand for continuing education workshops far exceeded the support
avallable from SHDS, there vas a need to {dentify alternative sources of
support which, incidentally might also be drawn upon after SHDS ends.

{

(f
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—e The Gambia School ot RNursing was able to tind tinancing tor a tll-t {me
curriculum consaltant trom another source and, with this ass{stance, complete
the reviston of the Svhool's carrteulum,

-= The Sterra Leone Sohiood of Narsdis, had eat statt meabers to
several curriculum developnenl worershops sponsored by SHDS, Because SHDS
consultant time was so Hiodted, they had to relyv ) o a greater extent, on

the expertioe ot their own otatt developed durfng these carlter tratning

activit fen, fhin tostered wolt reliance and turther developoent ot focal

:)klll'l.

- WHO/AFRO telt that an Anplophone/Francophone nurstng conters noe way
fmport ant enouph that {t tlnanced the "Narsine Roundt able™ foaely,

Despiee these positive aspects of the situatfon, resource contvafnts cont fnue
to be 4 serious problem that threatens the long term viability of an on-gofng

continuing cducaticn and currtenlun development process in the nurarng tleld.

Technology  has been a tinal tyvpe ot resource that has been extremely fuportant

within the purstoy propram process, Certaln currdculam development and trafning
techniques ased throughout the SHOG Profect have been emploved fnoon ettort to
foprove the quality ot both the educational process and {ts resalts, These

technfiquern have fnclnded:
« = Ut ot o competency-baned approach to currfealum destpn

—~ Ident it {catton of learatng objectfves, tasks, ete. as a basfs for development of
practical learnfng actfvittes

Tee Use of adult learning techntques and partfcipatory training wethods, active

skill-orfented exercises, ctoo within courses and workshops

cmcUne of viarfous typen ol syntemat bo approaches to evaluat fon of training
Proprauns and currfonlum sanennment 5

A tull aunenuiment o the progran process Shoold fneloude an exominat fon of the
extent to which these tralontng and carricalar developacnt techniques were ased
within the Anplophone Nurstng Propgram, The results of asing this type of educa-
tional tedhinolopy should be annewued g part of the meanurevment of program

eflect tveness,
Manapement

Toe uystenm of managenaent within the SHDS Project that affects the Anglophone
Yarafong Propram {n quite complex, Hrietly:

w= The SHDL Frofect statt ts tesponsthle tor development of the yearly progrom
actfvitdes and budpet, as well oy program faplement at fon,

== KEDS0 to mome extent can veto aspects of the program 1t mny not approve of,
an 1t controls the money.

== The program munt be gapproved by the PCC or PRC rach year before 1t can be
{fmplement ed,
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-= WHO/AFRO is responsible for certain key administrative dutles, such as
requesting country participation In courses, inviting and payling participants and
trainers from the region, etc, One part of the SHDS budget goes direccly to
AFRO for these activities., WHO/AFRO has personnel in charge of a reglonal
nursing program and SHDS has endeavored, when possible, to collaborate and
assist in activities related to reglonal nursing objectives.

~= The countries and institutions must also participate actively if the program
is to be successful, for example, by requesting courses, hosting them,
selecting appropriate participants, using their skills once they are trained,
as well as playing a very active and time consuming role in such major
activities as curriculum evaluation and reformulation,

A major constraint within the area of management has been the Anglophone Nursing
Program's lack of full control over the management process, due to the complex
organizational arrangements described above. Some of the negative effects of
this lack of control are listed below:

== Certain activities have been delayed due to major management and organizational
difficulties or changes within the institutions themselves, often influenced

by political events outside their control, For example, the CUC academic
year was disrupted and TNIMA wvas closed for 18 months, causing considerable
program delay at these two institutions, 1983 graduates of CUC were unable

to find employment during 1984 and this may have been a factor in their lack
of response to the follow-up survey.

-= Changes {n program plans often had to be made, even after the yearly

Implementation Plans and budgets in theory had been approved, This happened
throughout the SHDS Project when, at various times, USAID found its available
funds were less than projected., Management and planning processes within

donor organizations will have to be improved before problems such as these can
be eliminated.

The management system, however, has had some quite positive aspects, considering

its compiexity, As mentioned earlier, SHDS Project strategies in nursing as well

as other program areas have strongly stressed a high level of regional and local
{nvolvemsnt in the design and implementation of project activities, While, as
f1lustraced above, joint decisioh making and active local participation has resulted
in a number of program delays, it has fostered self reliance and helped to strengthen
the skills that will be needed to conduct the program after SHDS involvement ends.
However, the process of fully transfering program responsibilities and locating
on-going sources of financial support definitely needs to be continued, or the
program is in danger of losing the monentum it has gained,
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Inftfal program state and transtormation
A briet summary of the Inltial propgram state, tor the major sets ot actfivities,
as well as the transtormat fon that took place as a result ot the Anglophone
Nursing Propram can be presented 1noa table such as the one below, This
intormst fon covdd be epntered by the cvaluation tedm viice the evaluat ion results
have been vathered and analvecd, An example ot how the Intormat{on in the table
mlghl look tor the tirae set ot program act{vities iy presented atter the
blank table,

Description ot Inftfal Program State and I'ranstormatfon

Set of proygram

avtivities

Development of
cont. ed. program
(Subobjective 1)

currfculum retorm-
ulatfon and
evaluat fon
{(subobject fve 2)

Froviston of fellow-
ships {n nursing
(Subabjective 1)

Development of Anglo/

Fr. nursing collabor-
atfon to promote the
nursing role {n PHC
{(Subobfectfve 1)

Inftial progrim state

Transtornat{on resulting from
the Anglophone Hursing Program

ronemp g v o
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Example of types of Information that could be entered:

Description of Initial Program State and Transformation

Set of program
activities

Initial program state

ITransformation resulting from

the Anglophone Nursing Program

Development of a
continuing
education program
(Subobjective 1)

During Phase II of -"S a num-
ber of intercountry workshops
were held as part of an Anglo-
phone Nursing Program, While
technically this part of the
Program involved only Sierra
Leone, Liberia and The Gambia,
exchanges and discussions with
WACN began during this period.
For exumple, intercountry work-
shops on curriculum development
and PHC were held in Monrovia
in 78, Banjul in 80 and Free-
town and Makeni in 81 and WACN
reps., participated as observers
in 2 out of 3, A WACN rep.
also served as a facilitator in
a 10 week intercountry course
on curric. dev, held in
Monrovia in 1982,

During the same period SHDS
nursing reps. were invited and
participated in various WACN
activities such as the WACN
inauguration in April 8l in
Banjul and the first WACN Annual
General MeeiLing in Mar. 82, The
SHDS Nursing Fleld Coordinator
provided consultation relative
to the WACN Fellowship Program
in Nov. 82,

Thus in the 1978-82 period a
number of intercountry planning
activities and workshops helped
build c.e. expertise within the
region and the groundwork was
laid for solid WACN/SHDS colla-
boration during the current
phase of the SHDS Project,

During the 1983-85 period of the
Project WACN and faculty members of
the various Schools of Nursing, as
well as WHO/AFRO were able to play
a very active role in developing a
plan for a system of c.e. within
the region and sponsoring a number
of c.e., workshops. This active
role was possible, to a large ex-
tent, due to the training a number of
faculty and WACN members had recd.
as a result of workshops held dur-
ing Phase 11,

A WACN C.E. Committee was formed &
actively coordinates the planning

& {mplementation of the c.e. pro-
grams, Plans of action for c.e,

have been developed for the future
and a proposal for a regional WACN
system of c.e, has been drafted but,
unfortunately, not yet recd. funding
C.e. activities during 83 -85 have
included c¢,e, curric, dev. workshops
in Freetown, Oct,/Nov, 84 and Accra,
late 85, sponsored by WACN/AFRO/SHDS
as well as a regional workshop on
research and several national c.e.
workshops, funded by sources other
than SHDS but held with SHDS partic-
ipation.

1983~85 was a critical period for
the Anglophone Nursing Program
because it allowed for solid trans-
fer of responsibilities in c.e. to
WACN, AFRO and the country Schools
of Nursing. Finances, however, are
still a major constraint, since
there are requests for many more
workshops than can be funded and
long term future support for o re-
glonal system of c.e. has still not
been obtained. Thus further assist-
ance to WACN in obtaining funding
needed for an on-going c.e. system
could be extremely useful, Assurance
of on-going financing is essential

fora real transformation totake place
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The SHDS Nursing Coordinator has used the format proposed for the description
of Initial Program State and Transtormation and presented a report for both
continuing cducation and curriculum reformulat{fon and evaluation on pages 120

- 1722 of her Ftoaal Report.  (See Section | of the Internal Evaluation notebook
for the Anglophone Nursine Program,)

Lessons learned and recommendat fons
A summnary ot lessons learned uonder the Anglophone Nursing Program and
resulting recomnendat fons ter the tuture can be developed only atfcter the
evaluation data has been collected and analyzed. This intormatfon could be
presented succinetly in o table sach as the one below,

Lessons Learned trom the Anglophone Nursisg Program

and Recopnendations tor the Future

Lessons learned | _Recommendat fons for the future

S PO S R S

The type of {nformat fon that could be provided (n the table above would be
part{cularly uneful to manapgement staff and donors that may bLe favolved {n
planning future progranmy of o simflar kind,
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—= EVALUATION OF OBJECTTVE TIT QF THE SHDS PROJECT



TABLE OF CONTENTS

PAGE

1. Goals, Objectives and Activities of the Objective III Program........ ]

L N 7 T T - P 1

1.2 ObJectives . vur i ittt ittt st ta e vereass 2

1.3 Activities. . i it e veerranee veeriaenan eres 2

2. Evaluation of Program Results........... Chsee Veseeracnianas vererseee 3

0 T Y o o AR Ceereeenes Chee et enanne oo 3

2.2 Quantity and Productivity........ N veree 5

2.3 Effectiveness........oivvienanns sheetesrecarsasasrianssansranane 9

2.0 Cost.. . i i veaiean I £

2.5 Satisfaction.... ... c.iiiiiiirivnnnnns cenctseseiseretratartersaens 17

2.6 Evaluatfon Prefile.......... Ceereteesatanena Cresesesarentansanes 22

3. The Program ProCess.....overenrnerenenrnonenens tesesreassssnrasereeess 23

4. Initial Program State and Transformation......coveevvvvosnoovnnosacees 26

5. Llessons Learned and Recommendations ... ......... P 1 |
Annexas

1. Questions for Measuring Effectiveness. o vivesrsvcorsonsessnssssoanes &9



APPLICATION OF THE INTERNAL EVALUATION SYSTEM
== EVALUATION OF OBJECTIVE II1 OF THE SHDS PROJECT

1. Goals, objectives and activities of the Objective III program

1.1 Goals

The goals of the Objective III program, as stated {n the
1985 Implementation Plan for the SHDS Project Objective III, are:

1) To develop regional training capabilities in epldemiology and

disease surveillance

2) To enhance the development of a national health information system

capability in the region

Program goal(s) should specify results to be achieved over the long
term (5-10 years) or over the life of the project (3 years). They
should be results-oriented, time-specific and measurable.

Since the Objective III program goal, as now phrased, does not
specifically describe desired results and i{s not time-specific or
measurable, it 1s not possible to accurately measure whether it has
been obtained.

An example of poals that could better meet these criteria for the
current program is given below:

1)

2)

3)

To provide 46 health workers with skills in fileld epidemiology
within the region by the end of 1985

To provide at least 4 institutions within the region with the
capability to provide training in field epidemiology by the end

. of 1985

To develop a functioning health information jystem (HIS) that
provides data for primary health care (PHC) planning and management
within a pilot area by the end of 1985, that can Le used as a model
for national PHC/HIS development within the region




1.2

Objectives

Below is a list of the objectives of the Objective TIL program, or
"subobjectives', as they are termed in the yearly implementation plans.
The wording of the subobjectives varfes somewhat, {n certaln cases, from
year to vear, The wording below represents o versfon  that most
clearly retlects the objectives tor &ll three vears:

(Sub)objective 11 Ty establish reglonal trafoing capabilitties in epidemio-
logy, digease survetllance and daty collectfon

(Sub)objective 2: To create two pidemiologic demonstrat fon and training (EDT)
zones tor the purpose ot piving tralning to health
personnel {n the epldemifolopic fnterventions in primary
health care (PHC)

(Sub)objective 7: To develop a model natfonal health {nformation syster
(H1S) to traftn primary health care (PHC) personnel {n the
collection and use ot data tor the planning, management,
and evaluatfon ot PHC proprams

To hold annual disease survelllance conferences 1In
collaboratfon with WHO/AYRO and CCCD to review the status
of diceare survelllance {o Atrica

(Sub)objective 4

Objectives should ditter trom jpoals primarily an tar as the time horizon,
While goals measure results to be achieved over the long term, objectives
sh uld be short term, tor a peviod of ane vear or Jess, As tor the gpoals,
they should he reaulto-orfented, tluce-opecttie and measurable,

The Objecttve T program obfect tve or "subobjert fves” do not ceet these

criteria, o avaln (0 45 ditffealt to asoens whethet they Lave been obtained.
Helow are sonme examples of reworded obibect fue tor 98

Objective 1: To provide 11 health protesstfonals with baste skflla In
tield eptde ddolopy and 1 health protessfonal with capabilfty
to function au g Heplonal Medioal Ppldeafoloptat by the end
of 1943

Objective 2: To provide at Teaut T furdtucfon withln the repton wich the
capabtliey to provide trainine In tteld eptiemtology by the
end of 19

To create 2 eptdemtoloyte tenonat oot fon and tratoing (EDT)
cones tn g trancophone and angdophone country and provide

At least J oworkers with th o apabt ity o make epldeatologtc
Intervent{onn In PHC thoy tleld tradndng tn thene zonen by
the end of 19483

Objective

.o
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Objective 4: To develop a plan by the end of 1983 for establishment of
a health Intormation svstewm (HIS) within a pilot area {n
one country that will triafn health personnel to collect and
utiifze data in the plannfay, manapement and evialuatfon of
PHC proyram:

Objective 5: To provide 19 health workers with intormat{on on the status
of discase survefllance In Atrica through o conterence by the
end ot 1984

Activities

Types of activities planned for the 1983-85 Objective 111 program include:

-- Development and revision of fileld epidemfolopy trafning materfals

-= Provision ot trafning In tield epldemiolopy tor OCEAC and OCCGE

Establ{shment ot epfdenfolople demonstration and trafnfng zones
~-= Developuent und implementat fon of o model PHC/ health (ntormatfon system

Provision of discease survell contervace:,

A review ot the Objective 111 program goals and objectives shows that they
are penerallv congfastent with the types of activities planned,

2. Evaluatfon of proyram results

2.1

Scope

The 1ot ot the types ot activities included {n the Objective 11T program
plven above Indfcates the scope  of activities planned under the program.

The flrat otep fn asneasment of the ncope of activitles fnvolves determining
whether the ranye of ot vt tes chowen g most appropifate tor meet fnp the
gtated goala gl obtect fven ot the Objectdve T propram, Praminat fon of he
scope of acrgvitdes dudloates chat 1t does Include the typen o ot ivitfen
usally telt oo e necensary tor meetdng poals and oblectives such s thone
the propras whohea toatt ol

The necond and Pinal cep o asoenndng the dcope ot actteft fen fnvelves rat fng
the fmportance of cach ol the types of activitles pertormed tor the attalnment
of the propram' poals ant aldect dves and then awsesota,s the vvtent to which

the propran pertoracd the coape of act vt e planned, Coec et lon o000 [t

” . Vs
10, of "hevodptdboa and Sppbicatton of the Interna! Pualaat Lon Syl em, "

for o complete eopoanat ton of the scogtopy and rat e ayatenm uened )

A tuble providing the reanlte of thin anuennment s pdven on the tollowlng

pape,

e



Rating ot the Scope ot Activities Pertormed

UnJur Lho ()b_jullvv lll ”IUL[.JIH

Subob-~ Type ot ;wti_\?lty fHiyhest iScore T "‘l-mlxplanuc ion
jective possible “awarded
~lscore |
1 Development  and 1Y 15
revisfion ot tield
eplidemtfolopy trafning
materials
Proviwion of tralning 10 30 Training tor 0CCGE
fn t{eld epldewiolapy was cuancelled bat
tor OCEAC d ook OCEAC trafnlng done
2 Lot ab! {shrent o 15 0 Cancelled as not
enldemiolopic demon - approved by Ivory
strat fon and tradning Coast povt,
(FOiy sone
3 Developuent and fn- 29 25
plementat fon o o
model PHOhealth
intormat fon Lyaten
]
A Provision of dsease 15 15
survefllance
conterencey
Total pan: aible soore: 100
lu' al SCOTe aWe rd«d H)» ]
Rat fug tor neope ot activities performed: Adcquute (+)
Legend:

90+ = Quustanding *)
75 to BY = Adequate (F)
74 or lean = loadegquate ()

A (Htustrated tn the table above, the Ohjertdve T proprum received an over-all

s

ratdng of Tadequate’ ga far g dcope ot et vt fen, The proyram wan not
constdered oot atand foge' Lecaie the thlnd type of ot fvity, "eatablinhrent ol
DT cones', wan o not undertaren, The ratiny nvntem which would have awarded 19
potnte tor thic type ol actfefty tadicates that provisaton of cuthe Job ffeld
Fratulny tn oepidentolopy Tnoan feportant tvpe of act vty to fnchade within the

aver all o progroam,
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Quantity and productivity
Quant fty

The quant {ty ot activities under the Objective [I' program can be most
eas{ly evaluated by comparing specific activities planned with those
actuially completed. The st ot specific acelvities has been prepared
by ftemizing the specitte activities planned under the 5 categorfes of
types ot activitfes Tisted (o the table {n Sectfon 201, This st of
gpectttc activities, proviged fn the table on the next paye, (s . sunmary
of the activitive proposed fo the three Project laplementation Plans tor
19873, 84, and #5, v well 15 proposed outputy Hsted {n the FOPS,

Each ot the pluanned aotdtelitices has been ansipned oo score, fndfeating 1ts

fmportan-e to the over-all propram, Cthe polnts ansipned fn sectfon 201
to the various types of activitfes have been divided betweer the spectifie
activities ander thewmo The pertormance ot the activities planned has then

been scored by awardine none, some or all ot the pofnts possthle tor each
activity, dependtne on the quant ity ot activities pertormed,  (See Section
3,200, pawe 10, ae " Description and Application ot the Intoresl Evaluation
System. .. ror g complete explanation of the scoring and rat{ng siystem
used, )

The results ot the analysts are nresented In the table on the next page.
As can be seen, the proyram recefves a total score ot for quantity
of activities completed, and thus o rating of .



-6~

Rating of Quantity of Activities Completed

Under the Objective IL1 Frogram

' Sub- | Activity Total |Score |Explanation
obj. poss, award»
score J|ed

1 Developing, revising and producing training | 15 15 Completed
materials for a 6 week field epidemiology
course

1 Conducting 3 6-week courses in fleld epi- 12 12 Completed, with
demiology at OCEAC for a total of 30 participants complet~
participants from SHDS countries Ang course
Providing OCEAC course graduates wich T.A, 5 5 T.A, provided for
on their epidemiology projects graduates of 2 courses
Collaborating with 1 to 2 training institu~- 5 0 Cancelled due to
tions in adapting the 6 week epidemiology budgetary constraints
course to their needs
Providing a year of training for 2 Regional | 8 0 Cancelled since OCCGE
Medical Epidemiologists to be stationed at did not designate a
OCCGE candidace

2 Developing 2 epidemiologic demonstration & 8 0 Cancelled since
training (EDT) zones in 2 countries & Lro- approval for activity
viding 3 months training for 14 h.. witkers not obtained from
Developing a plan to use data processing 3 0 Ivory Coast Minister
equipment in the Ivory Coast EDT zone & of Health
training 4 INSP staff members in its use
Collaborating with WHO/AFRO to further 4 0
develop the mid-level epidemiology course
& produce a field training module

3 Conducting a feasibility study and plan- 5 5 Completed
ing the development of an HIS in Sierra
Leone, focusing on epid. data for use in
PHC program management
Designing and implementing a pilot project 6 6 Comp leted
to test the use of the HIS in one district
to provide data for PHC program pl. & mang.

Providing at least 2 training sessions for A A Completed
personnel involved with the HIS

Developing a plan to Integrate the HIS 5 1 1

into another district in Slerra Leone, as a

further step towards creating a national

PHC/HI1S

Evaluating the model system results 5 7 ?

4 Conducting 3 annual disease surveillance 15 15 All conferences held.
conferences for a total of 50 attendees Jrd not held til early
from SHDS countries 1986 at AFRO req.

Total score possible:] 100

Legend: Total score avarded:|

904 = Outstanding (*)
75 to B9 = Adequate (+)

74 or iess = Inadequate (=)

Rating of Objective 111 Program
on quantity of activities performed;
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Product tvity

A zeneral estfwate of productivity can be aade by compar Iny the ameunt ot

‘Vl:;‘p.',ﬂl‘;l:ll' SHDS ntatt time used tor lmplementat fon ot the Obfectfve 111 program with an
st imite of the amount ot statt ttee usually requlred tor stmtlar activities {n a
varfety ot tleld., Within the SHDS Project only approzimately halt the tlme
of one statt member was o alloted to complete w1l Obiect fve THD provram act ivittes
with some copmlbtant tiee avatbable calso to he oreandzed d managed b thisy
Hame stat! member ), Margoenent ot warklond o thia tape by oone persen
workfng only hal? ttoe o fe e qufte ununual, and o sfnee et ot the act bt fes

;

woere completed, veneral producttvit, o the progran can teorated e ”n\ll:‘!-ll‘.«iillﬂ”.

‘C’PC‘T,H te e J‘.i}h( fvttey o the Ol gjectve THD procram on o selected oot it tes can be
eastdmated by dividing, the nnuber oo b art v toa the ent fre gt iy bw e
number o partfodpant daves o sone cther appropriote andt oo gt fetey, Statt

dava (ncluded would be only those supported by the SHDS/BU and SHDS/AFRO bud,ret s
and fnclude statt, consultant and temporary advisor time tocused on the part{coular
activitten, Fatfuates ot productivity tor sample Objectfve T provraom aobivittes
can be provided by the table below, 1t the necessary tigures tor the aotivites

and statt tlme are ohtafned,

Eattmates ol Product tvity tor o f;.i’mj)]‘" of Objective 111 Progran A(‘Lilf‘_ll.yi‘ge':,;

Area ol act fvit v CACUIvitfes CINCL of stald Eatimate of bpyr()du(‘l fvit 'y
prrtotmed | days used o
Development aand Tratning materfals utaf ! atat! davs used to
reviston ot tf{eld tor 6 week course, b davs used complete tr, materfals
eptd, trafnfuy payen  total, for | week ol tralnting
mater{als developed and ur
revised 3 timen stalt davys uaed tor

‘(‘i)mpl--l fon of 10D payes
ol tratalng nater fals

Provision ot U courses approx, ~ostaft sttt b aeed b
training Iin ticeld ~ dayns cach pl. davs uned cach part fobpant ~day
epidemtolopy and held tor ol tralnlny

part todpant.

Rraduat en

f)anlt]t’d A tot ntatd ettt dayn aned ot
dayn uned TA tar cach tield protect
e S Adedd projects b
Development and Dev., and fmpl. o ntadd Contatt dava uned tor
toplementat fon o? mode ] PHC/RES 1o | davn used dev, and fopl. PHC/HSH
model FHC/HIS one dfatriot tn fn | ittt
Serra Leone v A
Trafned SRR ntoald ) statl daves noed tog
trfct workera tor [ davs uned cach parttotpant day
dave on Ml ul tealning
L o ’ and cemputern
Proviaion of Soeont, held of ut af ut afl dayn uned for
dincaae survell: b dayn cach {or davn uned cach partictpant ~day

binee conferenves | total of parto N o1 coaferencen
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The next step in evaluating the productivity of the program would involve
comparing the estimate of productivity for the various areas of activity under
the Objective LIl program, either with some accepted standard or with the
productivity of other programs performing similar activities, At this point
there is no accepted standard for productivity of activities of this type. It
would be possible to develop standards for productivity for various types of
activities, either based on the experience of the SHDS Project or, if possible,
after estimating the productivityof a number of international health programs
implementing activities of this same type.

An example of a section of a possible chart for measuring program productivity
that could be used in the future, once standards for productivity have been
developed, appears below,

Example of a possible chart for
measuring program productivity:

Area of standard for Productivity Productivity [Explanation
activity productivity estimate for rating
Obj. IIL prog.

Development |  stafi days or less for| staff days |Adequate
of field dev., tr, materilals for 1 |used for dev. (for example)
epid, tr. week tr. = outstanding tr. materials
materials __to __ staff days for for 1 week tr.

dev, tr. materials for 1

week tr. = adequate

Over  staff days for

dev, tr, materials for 1

week tr. = i{nadequate
Provision ___staff days or less for |  staff days |Outstanding
of tr., In each p/d training = used for each |(for example)
field epi- |outstanding p/d training
deniology L €0 staff days for

each p/d training =

adequate

Over staff days for

each p/d training =

inadequate

It is quite possible that the level of productivity during these last three
years of the Project {s much higher than in earlier years of the project, due
to the opportunities for taking advantage of earlier development work done in
key areas, (For example, a draft of field epidemiology training materials

had been developed, several epidemiology courwes given at OCEACand disease
surveillance conferences held in collaboration with CDC,) Productivity in
earlier years would have to be compared with present levels to determine
wvhether this (s true.
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Ef fectiveness

The effectiveness of the Objective IIl program may be measured by assessing the
ef fectiveness of the major sets of activities performed under the program,
including:

-~ Development and revision of field epidemiology training materials
~= Provision of training in field epidemiology for OCEAC
~= Development and implementation of a model PHC/health information system

Provision of disease surveillance conferences

Two types of activities mentioned under the section on "Scope' were not
performed at all, including:

-= Provision of training in field epidemiology for OCCGE (a years training
for 2 Regional Medical Epidemiologists)

-- Establishment of epidemiologic demonstration and training - (EDT) zones

The effectiveness of these last 2 sets of activities thus cannot be measured,
so the evaluation will focus on the first four sets of activities listed.

Measurement of effectiveness focuses in general on whether the activities

have produced results which actually make a positive difference (or produce

a positive effect) after the activities are completed. A system for measuring or
rating the effectiveness of the sets of activities and reporting results 1is
presented in table form on the following pages.

The tables list both the criteria for measuring the effectiveness of the
various sets of activities and methods for measuring the attainment of the
criteria, as well as the scoring system to be used. It is proposed that some
of the information needed for measurement of various criteria be obtained

by means of mailed questionnaires because, unfortunately, travel and personal
interviews for even a sample of respondents would be too costly,

A discussion of some of the problems of bias that may result from use of

mailed questionnaires for measuring program effectiveness and how the evaluation
system developed has attempted to deal with this is discussed in q

Section 3.2.3, page 15, of "Description and Application of the Internal Evaluation
System,..".

Examples of some of the questions that could be i{ncluded in questionnaires and/or
interviews related to the training in field epidemiology at OCEAC and the

PHC/HIS are included in Annex 1. Similar types of questions could easily be
developed for the other 2 sets of activities, Rules for scoring responses to the
questionnaires are also discussed in "Descripcion and Application of the Internal
Evaluation System...", Section 3.,2.3,

A\
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Measurement of the Effectiveness of the Work to Develop and Revise
the Fleld Epidemiology Training Materials

Criterion Methods for measuring |Poss. |Score Explanation
attainment of criterion |score |awarded
1, The training mater- Examination of the 15
ials include essent- training materials
ial components such as: themselves
= learning objectives
-~ guidelines for
trainers
- learning materials
for students
= {instructions for
exercises or other
activities that
insure students
practice tasks they
will perform later
on the job
- guldelines or forms
for assessment
2. The training mater- Examination of 25
fals have been completed |project records and
and have or will be interviews with
distributed to course project staff
graductes and at least
__ Anstitutions
3. 50Z of individuals & |Questionnaire to 15
institutions receiving individuals and
coples of materials have |institutions
indicated reading or use |receiving coples
has led to improvement of |of training
their work in field epid.|materials
or disease surveillance
4. OCEAC plans to use Questionnaire or 20
the final version of the |interview with
tr, materials in future |OCEAC director or
courses training director
5. WHO/AFRO has adopted |Interview with 10
the training materials project staff
as official documents
6, At least 2 additional |Interview with 15
institutions are using or|project staff
plan to use the materials
in tr, activities
Vasend] in&n: possible a:o;o: 100
w Outstanding (%) otal score avarded: =LA

75 to B9 = Adequate (+)

Rating:

74 or less = Inadequate (=)
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Measurement ot Ettectiveness

of Training fn Ficld Epidemtology at

r“‘z,?.i:‘lturlon

1. BOZ ot
part fofpants
complete the course
successtully

oo 0T o praduat ey
used knowledye/ski] s
fn Job fn sone way*

.ol of
bewan to pertorm new

sraduat es

i eptdemiological

{n the
O rout {ne
hasifs dn thefr Jobes

tasks covered

Gl e

G0 T ot praduat ey
completed tleld
cpidemtolopy research

project s gtter
teturn to the Job®
Yoo BOT of pradudst ey

conrplet fng projects,

report resalts have
bevn df sneminated
ot uned [nosone
Cowh
g - - e
Legend:

90+ = Oututanding (*)
75

Methods tor meanut tuy

dattafnment ot t‘l‘lt('l"inn

kvidence trom pre/post

test and course report

By tollow-up quest fon-
nalre to graduat es

By tollow-up question-
natre to graduates

By tollow-up quest ton-
nidre to praduates and/on
examinat fon COTres-
pondence with praduates,
recaords ol
vinlta, b caplen of
reportys on projects

ot
tollowup

final

By tollow-up question-
nafre to praduat en

Total ncore ponstble:
Total neore awarded:

Hat fny:

S we e

to 89 = Adequate (+)

T4 or lenn = Inadequate (=)

4 Lxarplen of questfons that can be used to measure thuse
10 of this report,

10 Annex 1, page

A VA TS T

AR
Posus,

10

20

10

- -

~OCEAC

sCore

Score
awarded

h’x planation

RPN S, - -

s Souupam———

O

poo - __

DT oo SURNSSIV

A TR 8 S Sy e A

criteria are provided
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Measurement of Effectiveness

of the Model PHC Health Information System

Criterion * Methods for measuring ‘Poss. | Score Explanation
attainment of criterfon |score | awarded

1. Info. from HIS Examination of a sample 10
reports can be traced {of info. from at least
to original source {in |10 reports

807 of sample cases

(Traceability)

2. There is agreement |Examination of a sample 10
between corresponding |of at least 10 sets

entries on the same of corresponding entires

info. in 907 of a
sample of cases

(Reliability)

3. There is a system Interviews with SHDS staff| 15
for detecting errors or consultants and/or

in data entry (% district personnel and

score) and are no examination of sample of 5
errors of consequence reports for errors of

in a sample of reports | consequence 1in data
(% score) (Validity)** | collection and processing

4. The HIS produces Examination of records & 15
reports that are interviews with selected
delivered to district |district and central

& central personnel personnel

within a month of
agreed upon dates at
least 707 of the time
(Timeliness) **

5. The HIS produces Interviews with selected 20
data that {3 used by district and central
district and central personnel

personnel to plan,
management and/or
evaluate PHC activi-
ties (Utility) *x%

6. District person- Interviews with SHDS staff| 15
nel are able tc per- or consultants and select-
form work needed for ed district personnel

HIS on their own
(Autonomous function-

ing) **
7. The S.L. Govt. Interviews with selected 15
plans to exnand use central personnel and
of HIS to other dis- SHDS staff or consultants
tricts (Replication)**
Legend: " Total score possible:

90+ = Qutstanding (*) Total score awarded:

75 to 89 = Adequate (+) Rating:

76 or less = Inadequate (-) h

* Some of these criterla and quest{ons have beewx adapted from a draft of Chapter 3,
"The Management Information System" from a manuscript on the SEC Method of Evaluation
by M.A. Haynes.

** Exampies of questions that can be used to measure these rcriteria are provided in

Annex 1, pages 31 to 32 of this report.,
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Measurement of Effectiveness

of the Annual Disecase Survefllance Conferences*

Criterion Methods for measuring 1Poss. |Score ¢ Lxplanation B £
attalnment ot criterion |[score |awarded

1. 707 of attendees By follow-up question- 30
used knowledge/skills naire to conference
from confevence in thelr | attendeces
jobs In some way

. P O —
2. 407 of atteudees have | By follow-up question- 20
used dis.survelllance naire to conference
intfo. in new ways 1in attendees
planning at local and/or
national levels as a
results of info. gailned
at the conference
3. 507 of artendees have | By follow-up question- 20
incorporated new metheods | nalre to conference
of surveillance dis- attendees
cussed at conference
into thelr dis. survell-
lance programs
4. 25% of attendees have | By follow-up question- 10
used microcomputers or naire to conference
used them 1in a new way attendees
in their jobs as a
results of fafo. and
experience gilned at
the conference
5. 407% of attendees By follow-up question- 20
Indicate that info. from | naire to conference
the conference has help- | attendees
ed them solve problems
within their own dis.
survell lance programs

Total score possible: | 100
Total score awarded: o

Legend:
90+ = Qutstanding (*)

Rating:

75 to 89 = Adequate (+)

74 or less

= Inadequate (-)

* The criteria listed {n thig table have been chosen to measure the effectiveness of
the Discase Survelllance Conference held {n Slerra Leone 2

as most of them relate specifically to the poals of that Conference.
developed for the conferences held fn other years.,

different criteria would

be

- 2 March, 1984,

Somewhat

7 Fabruarv
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Cost

The measurement of cost of the Objective [II program can be divided 1into
3 components -- measurement of total cost of the program by year,
measurement of the cost of specific sample activities, and measurement

of the cost-effi~fency of these activities.

1s discussed further below.

Total cost of the Objectfve 111 program by year

Lach of these measurements

The manner in which total cost of the various SHDS program components
can be calculated and some of the difficultles involved are discussed
{ "Pescriptlon and Application of the

in detall In Scction 3.2.4%, page 17, o

[}

Internal Evaluation Svstem., ..

The table below can be used to present the budgets and estimated

expenditures tor the Objective I11 program by year,

are calculated using flgures from 4 separate budgets:

—— the SHDS/BU Objective 111 budget,

-~ the SHDS/AFRU Objective 111 budget,

-~ certain {tems in the SHDS/BU Boston

and

Budget and Estimated [xpcnditure

for Oh)b(tivc IlI A«Livltivs by Budbe and Year

and Abidjan Office budgets.

As can be seen, totals

Type of budget ' Budget, {ncluding Expenditure,
o ovcrhgjﬁ
1985 | 1983 ‘4 984

()vvrlw |d

1983

I & UL RN

()8/4

SHDS/BU Obj. 111

SHDS/AFRO Obj. 111

SHDS/BU Boston and
Abildjan Office

Cost of sample activitics

Totals: «.ﬁ.hme__*__m..“__i_- R

including

1985

The averaye costs of sample activities can be estimated {n somewhat the
game manner as the total costs, by caleulat fng or estimating the portion
budget s attributable to those

of expenditures under the same types of

activities (Including overhead, where appropriate).

budgeted and est Imates of expenditures
on the following paye:

Examples of amounts

for a sample of actlvities are glven

N
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Amounts budgeted and estimates of expenditures
for a sample of activities under Objective [11

Amount budgeted l' Estimate of expenditures
o< » act it H . - o
Sample activity BU [ AFRO [ Bos/Abj[Total| BU | AFRO | Bos/Abj {Total
Dev., revision and pro-
duction of tr., mater-
ials for 6 week course
at OCEAC R
Fleld epldemiology
_course at OCEAC, 1984 | |

Average TA Lo course
graduate on field
epld. rescarch project

Dev. of HIS in Bom-
bali dierict_gg S.L.

Integration of HIS wicl

that iu.Bb District
of S.1. (Ir has taken
place) L

] trafiniup session on
HIS for Bomball dls-
Jtriet personnel

surveil lance
R

Discase

conterence, S5.L

Cost-eftictency ot sample activities

Cost-cfticiency of an activity can be measared If one can first calculate the cost

of a standard quantity ot activity and then compare it with some standard.

Costs

for certain standard quantitities of Objective 111 program activities are estimated

below:
Estfmates ot costs tor ‘;;t_{lir}g_l_;lr“dr quantities

ot Objective TT1 program activities

Standard quantity of aciivity

<D0v<,-lt’_1)mcnt and 3 revisions ot tr. material for OCEAC course

-Egtlmntcd cost

Production of 1 et of tr, materfals for OCEAC conarse

1 d.'l‘v \;_t' 1).’1t‘_t.}f”;.’1n( training, OCEAC course, RS

postatt day TA to course pradvateson tield eptd. research project
Development of HIt in Bomwball District ot LH.L.

ntepratfon of HEG wi b that An Lo Distodel ot Lol

1 doy of participimt trafafm tor RIS tor Bombali District staft

I day ot participant attendance, Disease Survefllance Conf., 1984

\'
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Further work must be done .to develop standards for costs of specific

quantities of activities such as those listed above. Standards might be develop-
ed by first estimating costs for producing the same quantities of activities

under several international health projects and then taking the lowest cost
obtained as the standard for 1007 efficlency.

Another method of approaching cost-eftficlency would be to estimate the cost

of producing specific quantitles of aec-{vities for the same types of
activitics under the SHDS Project {r _asecutive vears (1983, 84 and 85) and
then to determine if the cost for producing the quantities of activities goes
down from vear to year. Il s0, the program could be said to be relatively
more cost-efflcient in producing the same activities over time. I[f this
method of cestimating cost-efficiency were agreed upon early in the project, it
would provide an incentive for the statf for finding less expensive ways of
conduct ing the same activities over time. It should lead to greater use

of regional and local resources, an approach that fits well with the long term
alms of the Project,
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Satisfaction

Rating of user and provider satisfaction

The evaluation of the satisfaction with various aspects of the Objective I1I
program completes the process of assessment of results. Satisfaction can be
evaluated for both users and providers for several types of activities within
the Objective 111 program, as Illustrated {n the table bel w:

Evaluation of Satisfaction with

Varilous Types of Activities within the Objective 11i Program

Type of activity User Provider ;_;:’tTJiJ“.iELTJ:‘!(&Bon mg{ls;red 1
Dev. & revision of | Reciplents Tralners and Questionnaire to sample
field epid. train-} of tr. authors ot trd of users and all providers
Ing mater{ils materials materials
Provision of traind Graduates Tralners Quest fonnatre to sample of
ing in tield epid. users and all providers {
at OCEAC
e
Development and Bombalil bist ] SHDS staff 7 (Questionnalre to sample of
faoplementation of and central consultants & | users and providers
a model PHC/HIS admin. per- | dist. start
sonnel who entering &
rece ive processing
reports data
Provision of Former Conterence Questionnalre to sample of
annual discase attendees tactlitators & users and all providers
survelllance SHDS statt

conferences

The tactors and questions that could be used to measure satistact{ion of users

with the various sets of Objective 111 activit{es are presented on the following
pages {n tables  that would be used to present the results. Questionnalres can
ecaslly be constructed, based on the questions Ilsted In the tables, Sectfun 3.2.5
page 20, of "Description and Applicatfon of the Iuternal Fvaluation System..."
discuyses how questlonnatres measuring satisfact fon are constructed and how they
can be scored.

Tables related to provider satlsfaction with the same sets of activities, as
well s questionnafres tor all users and providers could be developed {0 there
will be an opportunity to send the questionnalres and analyeze the results,
Otherwise these 4 tables can serve as examples of the type of system that can be

developed to measure satistaction,
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Rating of User Satistaction

with Field Epidemiology Training Materlals

Factor for meca-

suring satisfaction Question used Total Score Explanation
of reciplents of tr. poss. award-
_materials Sl score ed
1. Quality of tralning How well designed are the 5
material design training materials?
2. Usefulness as a How useful do you feel the p)
local tralning tool training materials would
be tor providing training
in field epld. within your
fonstitution or work situa-
tion?
3. Usefulness In How usetul do vou feel the 5
providing knowledge trafning materials are in
and skills for work providing knowledge and
situation skills that would be
fmportant to you and others
fn vour wovk situation In
the area ot tield
epldemiolopy and disease
survelillance?
Highest average score possible: 5
Average score awarded: 1

Rating tor satisfaction of

reciplents of training materlals:

Legend:

4.%+ = Outstanding (*)
3.5 to 4.4 = Adequate (+)
3.4 or less = Inadequate (-)

.
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Rating of User Satisfaction

With Training in Field Epidemiology at OCEAC

to improve program
through research
project

epldemiology research
project  vou selected in
providing( nfo. that will
fmprove your dis. survell-
lance program in some way?)
or (you with practice in
tasks that are likely to
be usetul In ruture work?)

Highest average score pessible:

Factor for measur- Total Score
ing satisfaction Question used poss. award— Explanation
of course graduates score ed
1. Training How well designed were 5
material the course training
des{gn materials?
2. Teaching How well taught was the 5
quality course?
3. Provision of know- To what degpree did the 5
ledge & skills 1in course provide you with
field epid. & dis. knowledge & skills
surveillance useful to you in your
work In the arecas of
field epid. & disease
survellliance?
4, Usefulness in To what degree do you feel | 5
work siltuation you have been able to use
what vou've learned in the
course {u vour work?
. S S —
5. Provision of info. How helpiul was the fleld 5

Average score awarded:

Rating for satistaction of
epldemiolopy course graduates:

Legend:

4,5+ = OQutstanding (*)
3.5 to 4.4 = Adequate

(+)

3.4 or less = Inadequate (=)
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Rating of User Satisfaction

}J_i.th Model P_}‘l»(}”lhe_n__l_gh Information Svyst em

Factor for measur-
ing satisfaction of

Py

Total @ Score
award-

Question used puss, Explanation

personnel receiving score | ed
H1S reports* . L
None Do you receive reperts
from the HIS? (Show
sample. ¥For Sample of 3
of reperts received by
respondent, ask follow-
{ng questions:)
1. Timliness How timely are the 5
reports?
2. Accuracy How accurate s the 5
Information?
3. Usefulness How useful s the info. 9
(for decisions you nust
make In your job)?
S U Y SRS S

Relevance

How relcevant {s the Info.| 5
(for planning, management
and/or evaluation of
PHC programs)?

Y PP

5. Fairness

Would It falr to allo-|5
cate funds (for various
aspects of the PHC pro-
gram) on the basis the
information?

be

of

Value

wn

info. valuable
justfify the
effort
fe?

Is the
enough to
money and
producing

spent in

Effectiveness of

format

8. Appropriateness
of level of
detatll

}cgegﬂ:

i phest

As
the
effective

a means of presenting |9
fmportant info., how
fs the tormat?

To what extent does the
report. provide the
appropriate amount of
detafl on the tooles {t

covers”?

“verape score possibled 9

Average score awarded:

4.5+ = Outstanding (*)

3.5 to 4.4 = Adequate (+)
3.4 or less = Inadequate ()

*  These tactors and questions have been adapted
from a draft of Chapter 3 "The Management I[nfor-
mat fon System"” from a manusceript on the SEC
Method of Evaluation befng prepared by M.A. Havnes.



Rating of User Satisfaction

With the Annual Disease Surveillance Conferences
Factor for measur- Total Score
ing satisfaction of Question used poss. award- Explanation
Conference attendees | ____|score | ed
1. Relevance of low relevant do you 5
Conference theme feel the Conference
and objectives theme and objectives
were to your needs
within your work
situation?
2. Attainment of How well did the b)
Conference Conference meet {ts
objectives stated objectlves?
3., Usefulness of How useful has the Info.| 5
info. In obtained at the

work situation

Conference been to you
in your work situatfon?

Highest average score possibleg 5

Averaye score awarded:

Legend:

4,5+ = Outstanding (*)
3.5 to 4.4 = Adequate (+)
3.4 or less = Inadequate (-)
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- Inadequate 0 Not assessed
2.6 Evalvation Profile of the Objective I1I + Adequate ? Undetermined
Program ) * Qutstanding
Scope  (Z.1) . Effect veness (2.73)
Dev./rev. tr. materfale (135) 15 Dev. epid. te. materials
Tr. in field epid. at (30) | 30 Total score: (100) |
OCEAC and OCCGE Rating:
Est. EDT zones (15) 0 Tr., in field epid. at OCEAC N
. . Tot S tH ]
Dev./impl. of model (25) 25 %{%‘?—C—f)—r—‘i (100)
PHC healch {afo. system LSS
. O valt I ———
Provision dis. survell- (15) 15 Mo,dgl PHC health info. system
. [otal score: (100) |——ouoro
lance conterences e
Rating: —_—
Total score: (100) 8> Disease surveilllance conf. : —~ !
Rating: + Total score: (100) [ ______ |
. Rating:

Quantity (1.2
Cost (2.4) D
Obj. LIl program 1983

Obj. 1IT program 1984
Obj. LIl program 1985

Dev./rev. tr. materials  (15) | 15

Tr. In field eptd. at (30) 17
OCEA” and OCCGE

Est . EDT zounes @%)) 0

Total cost:

Dev./tmpl. of model (295) ? o L ] S
PHC health fnfo. system Lost for standard units

of act 1v1__t_1 (EXE3

Provision dis. surveil- (15) 15

: Dev./rev. tr. materials
lance conferences

- Production 1 set tr. materials
Total Score: (100) I day part./tr. OCEAC course
ST I statt day TA to cpurse grads,
Dev. HIS Bombalf district
Productivity (2.2) . 1 Integration of HIS with that in Bo
S Ll day part./tr HIS Bomball dist.

1 day part./attendance, Conf,

Rat {ng:

Stat'f days used to dev,
] week ot tr. materials
Satisfaction (2.5)

Staft days used 1 partic.
day tr. in tield epld. Dev./rev. tr. matertials
Average score (for users): (5)

Staff days used dev, &

, . Rating:
. PHC/HIS 1 district — il . !
fmpl. PHC/ distrie Average score (for providers): (95)
Svaff days used 1 partle. Rating:
day tr. dis. sur. conf. M-  Tr. in field epid. at OCEAC B—
Rating, over-all produc- * Average score (f or_users ): (5)
tivity: Rating:
Average score (for providers): (5) ===
Rating: —
Ltc, ——e
suammary:  Scope: Adequate Quantity: Product lvity: Outstanding

Effectiveneys: Cost: Satisfaction:
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The program process

There are two major categories it is important to consider when examining the
program process —- resources and management. Each of these will be considered
in turn.

3.1. Resources

The resources that have been available from the Objective III program are
summarized below:

Personnel: The Assistant Director for Objectives 1[I and IV of the SHDS
Project. working approximately half time on the Objective III
program

Finances: The budget, as described under the cost section (4.2.4)

Facilicies: Facllities for specific activities have been, for the most
part, donated by institutions involved in the Objective III
program, although In some cases space has been rented for
selected training activities.

Technologyv: Expertise In epidemiology curriculum development and training,
health fotormation systemsand disease survelllance, etc. has
been bullt up over the Ii{fe of the project and drawn upon for
the fmplementation of activities durlng the final 3 years.

The type of resource structure tor the Objective LI program and the GHDS
Project In general is somewhat unusual in that it reliles to such a great
extent onthe participation of regional and local Institutions that contri-
bute {mportant resources,

Personnel constraints have been a major challenge within the program.
6?T;ﬂﬁn1§f11ﬁmh§§fﬁfant Director was scheduled to work primarily on
Objective TI1 activities, Another full-time person was scheduled to work on
Objective 17, There were some urexpected difficulties in recruitment, when
the selected candidate dropped out at the last minute, and 1t was finally
decided that what l{ttle money war avallable (ag budpet levels began
shrinking) was needed tor somethirg else, It has been a strain for the
Assistant Director for Objectives I11 and 1V to handle the Objective 111
programm on just a halt time basfts,

Budget constraints have had some effect on the Objective [l program,

For exmple, bfigfnully the program planned to collaborate with training
Institutions to adapt the 6 week epldemiology course to thelr needs. This
activity had to be cancelled, due to budget limitations.
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Technology has been a resource that has been extremely fmportant within the
Objective III program. For example, a great deal of effort was expended
during the 1983-85 perfod of the program to complete the development of high
quality training materials for the 6 weeck epldeniology course given annually
at OCEAC. [t was felt that development and distribution of French langunage
epidemiology training materials focused on providing practical skills

needed In the African frield eptdemlolopy situation could fi1l1l1 an {mportant
gap in health training within the region. A tull assessment of program proces:s
should Include an examination of the extent to which the training materials
incorporate certain techniques such as use of a competency-based approach to
curriculum destign, tdentitication of learnfng objectives and tasks as a basis
for development of practical learning activities, and use of adult learning
techniques, participatory training methods, active skill-orlented exercises,
etce, The results of using this type ot ceducatfonal technoloyy should also
be assessed as part ot the measuremeat of propram elfectiveness,

Technology has also been quite important in development of the health fnformatio
system component ol the progpram. A tull examination of pregram process should
examine the specitfce technolopfes introduced Into Sterra Leone, Inciuding the

HIS structure developed and comput er hardware, sottware, and trafoning technique

Manﬂvmcm

The system o management within the SHDS Project is  quite complex, with varying
amounts of responsibility and power held by a large range of groups, fncluding
the SUDS proyram staff, REDSO and AID Washington, the PCC, PRC, WHO/AFRO and the
varicus countries and institutions participating in the program.

A major constrafnt within the area of management has been the SHDS staf s' lack
of full controal over the manapgement procegs. Often unpredicted manapement
and/or polftical problems with organfzations with which the program has
attempted to collaborate have prevented the successtal completion of certain

activities. Por example:

— SHDS Objective 11D statt worked tor some time to plan a vear lony training
program tor 2 Repfonal Medfcal Fpldemiologiots to be stationed at OCCGE

but the activity had to be cancelled eventually since 0CCGE never designated
candidates for the trafning.

— Extensive ettorts were made to develop an epideciology tralning zone {n the
lvory Coast, as well an to plan tor the use of data processine equipnent
within the propgran, The activity was tinally cancelled becanse needed
approval could never be obtifned trom the Ivory Coast Minfster ot Health,

-- Continual manapenent and organizational problems were encountered as the
health Infornation vt e was developed In Sierva Leone, as documented in
consultant and otatt trip reporto, Theae dirt fealt {ea, tor the main part,
were unavobdable in o conntry with cevere cooanoube problems,

Certaln of theae ditticulties could not he predieted, However, In sone caseq,
the Project had experienced sfmilar problems fu trying to work with these same
groups fo pre-I983 aot vt Lo, In hindoisvht, ft could have been better to

concent rat e as vany progroaan act fvitbes s pogaible on collaborat fon with
organizat tons and countrics where cxperlence has shown that Joint efforts are
likely to bhe most product fye,
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The management system, on the other hand, has been quite creative. For
example:

-- While the complexity of the management and organlzational system has pesed
some problems, it has also had positive effects, in that ft has fostered
and in some cases necessitated the participation of key institutions and
groups within the region (AFRO, natfonal goveruments, regional and local
institutions). Skills important for continuation of epidemiological
and diccase surveillance activities wlthin the region have rhus been
strengthened.

-- The program strateyy has called for use of regional and local personnel and
resources, whenever possible, and budget constraints have also encouraged
use of less expensive local resources. This has had a positive effect
on developument and use ot local skills and increased the potential for
continuation of Objective @'l activities after the termination of the Project.

.\ 3\
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4. Initial program state and transformation

A brief summary of the initial program state, for the major sets of activities,
as well as the transformation that took place as a result of the Objective III
program can be presented in a table such as the one below. This information
could be entered by the evaluation team once the evaluation results have been
gathered and analyzed. An example of how the Information in the table might
look for the first set of program activities is presented after the blank table.

Description of Initial Program State and Transformation

Set of program Ilﬁfffafhafaﬁfhﬁmginte Tfﬁﬁg?b}ﬁutiodmresulting from
activittes the Objective III program

Development &
revision of field
epidemiology tr.
materials
(Subobjective 1)

“Proviston of
tr. In field
epld. at OCEAT &
for 0CCGE
(Subobjective 1)

Est. of EDT zones
(Subobjective 2)

Development &
implementation of
model PHC bealth
Info. systen

(Subobjective 3,

T TProvisfon of
annual disease |
survel{llance
conferences
(Subobjective 4)
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Example of types of information that could be entered:

Descr{Rggn1tn'Initiul Program State and Iransformation

“Set of program
activities

Development. &
revision ot tield
epildemiology tr.
materials
(Subobjecttive 1)

B

Initial program state

In a first dratt of
tralning materials for the
field epld. course was
prepared by Dr. A. Roisiu.
Assessment of the course
materials at the end of thy
first course given at OCEAU]
(dates) suggested materialy
had the following deflicien-
cles:

-- (lnsert

reports

info. from

from 11

Phase

and/or staff inter-
views)
A first revision ot the

materials was prepared by
., making
the following changes:

on

(Insert, Info. from
reports from Phase 11
and/or staff inter-
views)

Transformation resulting from

_ | the Objective 111 program

Based on feedback from earlier
courses, the SHDS staff felt the
field epid. tr. materials still
needed major revision, 1f they were
to publtshed In final form for
at OCEAC and elsewhere in the
repion.,  As described in the sectieon
on "process', the materials were
fleld tested and revised extensive-
Iy 3 times and a trainers gulde was
produced during the 1983-85 period.
) coples of these materials were
ﬂﬁuhuwwiix1» for distribution
to

be
use

This lengthy ard tlme-consuming
process of repeated fleld testing
and revision has produced training
materials of supertor quality
desipned specifically for use in
francophone Africa. Production of
these materials £111 an important
for materials for French-
Fanguape field epidemiology tralning
of mediun-term length focused on the
African sftuation. Response to the
materlals has indlcated the extent
to which they are now used and
likely to be used In the future by
various groups. For example:

need

obtained
interviews)

-- (Insert Into.
from statff
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5. Lessons learned and recommendations

A summary of lessons learned under the Objective 111 program and resulting
recommendations for the future can be developed only after the evaluation
data has been collected and analyzed. This intormation could be presented
succinctly in a table such as the one below,

Lessons Learned {rom the Gbjective III Program

and Rccommendatinnq for the Future

i RO

Lessons learned Recommendat{ons for the future

A summary of lessons learned and recommendations could be particularly
useful to management staff and denors that may be involved in pianning future
programs of a similar type.
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Annex 1:

Quest.ions for measuring effectiveness




Criterion
(from table
on page 11)

2.
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Annex |

Examples ot Quest fons that Could be Used to Measure

Pflc(ttvcnw 35 0t lrllninh in Hold ll)ld(mll)l()_hy at. ()(IA(,

Question for course praduates

Have vyou used the knowledge and seflls vou galned tn the fileld
epldemiology course at OCEAC to some extent {n your job?  Yes No

If "Yes'", please desoribe how vpn used the knowledge and skills and
glve examples.

If “No", please cxpiafn why not.,

(Leave adeguat e space tor response)

Have vou bepun to pertorm new tasks on a routine basis {n your job
in the areas ot passive and/or act fve survetlilance that you learned in
the fleld epldemiolovy course at OCEACT

If "Yes", pleane descrtbe brictly the new tasks you now perform
on your jubh?

If "No", please explaln why not,

What: was the name of the tield epideniolopy research prolect that you
designed during the epidemtology course at OCEAC?

Have you been working on the project since your return to your job?
Yes No

If "Yes'", ptease descrtbe brietlv whiat work you have done on {t.
If "No", please explatn why not,

Have you finfshed the profect? ~ Yes __No
[f "Yes", when dfd sou tintsh the project?

It "No", do vou plan to tintsh it? ~ Yes No

If "Yeu", when?

If "No', why not?

If you have completed the tield eptdemtfoloyy renearch project dincusned
in the quedtfon above, pleane answer the followling quent fon;

Have the results of vour project bheen disneminated and/or ased in
any way?! Yoo N

1 "Yeu", pleane dencrtbe how the results have been disneminated and/or uned,

If "No", pleane explatn why not,
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Annex 1

Exam;les of Quest fons that Could be Used to Measure

Effectiveness (Hi}Tﬁi}gng%}@pmﬂgQ}ghwInformation System

Criterion*
(from table
on page 12)

3.

5.

P s e P S

Quest fon*

(For SHDS soaff or consultants and/or district personnel):

I[s there o svstem for detecting errors {n data entry for the HIS
that {s ased on o repular basis as a means of quality control?

o

Yeu
(S84} IS

If "Yes", please deseribe the system tor detecting errors and how
{t functions.

If "No', why not?

(Leave adequate space tor response)

(For selected district and central personnel):

Could you list the most fmportant reports that should be produced
by the HIS on o revular basis and delfvered to distrtct and/or central
admini{strator.,

Is there an aprecd upon schedule for the delivery of these reports?
Yeu Ho

If "Yes', what s the schedule tor each report?

ILf "No", why not?

Over the past year, when were the above reports actually gent?

—————— - . . B - o - [ —— SO UGS OO S —

If dates reports were sent do not correspond with dates reports were
scheduled to be sent, do vou know why not?

et e et 5 e o - - B v e C e n mem e s o e o s Ao Wi o

(For selected district and central personnel):

Do you or vour department une any of the data presented fn the HIS
reports to asuist with the plannfng, managenent and/or evaluation of
PHC activit{e? Yeu No

Lf "Yeu", pleasie dederthe what data vou use and how you une {t,

[f "Ko", why not?

———— Cie . R T T T e

* Some of thene crfterta and quentions have been adapted from a draft of Chapter 3,
"The Management Information System' from a manuscript on the SEC Method of Evaluatfon
by M.A. Haynen.



prigerioq

(from table
on page 12)

6.

~32-

Qgg§t10u

(For SHDS staff or consultants and selected district personnel):

Are district personnel able at this point to perform on thelr own
the work needed for functionning of the HIS (Including collection
and analysils of data, operation of data processing cequipment,
production of reports, etc.)?  Yes No

If "Yes", please describe briefly what tasks they perform.

It "No", what tasks can't they vet perform by themselves, and what
assistance is needed to provide them with the needed skills?

(For selected central personnel and SHDS staft or consultants):

Does the Sierra Leone Government plan to expand the use of the HIS
to other districts (or has {t done so already)? ~_Yesy No

If "Yes", please describe the plans and/or activities thus far,

If "No", why not?



ANNEX 4

PPLICATION QF THE INTERNAL EVALUATION SYSTEM

== EVALUATION OF OBJECTIVE IV OF THE SHDS PROJECT

N



4.
5.

ABLE OF CONTENTS

Goal, Objectives and Activities of the Appiied Research (AR)

Program

1.7 Goal

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

1.2 Objectives. . vttt et et Ceeseaarraas

103 Activitios llllllllllllllllllllllll L2 L N I T I IR B R I LK NN N I L DN Y INK TR I N B N I N

Evaluation of Program Results.......... G eee s et et ereasas

2.] S(ODL’ ........................... LRI I I I A R O I I I I A N I I B I B I BB B Y I )

2.2 Quantity and Productivity....... S e ceeneasac st sass e iranaays

2.3 Effectiveness............... et e s e et e s et et et e s et enr s a0 e

....................... 5 0 00 0 00 5000000 08009000 EsENEITOETE

2-5 Satiﬂfd(:tlon ----------- © 0 0 4 5 0 0 09 00000 400 8 080N OO NI NSL IO GGG S

2.6 Evaluation Profile....... Ce e reeessesesssnre et a s as s ernsen e
The Program Process........... S it sesaeatses et aserer et nns
K B T S YV T cevens Checers e iesrer et ce e e
3.2 Program Manggement. oot i e e Cerieesreeeeseseseenee

Init1a] PY'()'}"dm gtdtp dnd TrdnSfOrmdt‘Oﬂ ......... 0 00 00 40 b8 st

Lessons Learned and Recommendations......... Ch e et essersas et snrnrene

Annexes

1.

2.

Questions

Questions

for Measuring Effectiveness,, ... seteese et as e resenann

for M(.‘dSUFiﬂg Sdti‘)fdction............--...................

26

27
30



1.

APPLICATION OF THE INTERNAL EVALUATION SYSTEM
~— EVALUATION OF OBJECTIVE IV OF THE SHDS PROJECT

Goal, objectives and activities of the applied reszarch (AR) program

1.1

Goal
The goal of the applied research program, as stated {n the 1984 and
1985 Implementation Plans for the SHDS Project Objective IV, 1s:

" To strengthen African individual and institutional capacity to
carry out applied rescarch which will fmpreve the delivery of
primary health care (PHC) services"

Program goal(s) should specify results to be achivved over the
long term (5-10 years) or over the l1ife ot the project (3 years).
They should be results-orfented, time-specific and measurable.

Since the AR propram poal, as now phrased, does not specifically
describe desired results and ‘v 1ot time-specific or measurable, it is
not possible to accurately measure whether {t has been obtained.

An example of gouals that could better meet these crite:ia for the
current program 1s vivea below:

" To provide 147 health profersionals within the repgior with

competency fn the deslyn of applied rescarch projects and 37 of these
same professionals  with competenecy in training others in applled
research by the end of 198% "7

To Increase, by the end ot 1565, he number of professionals by at
least 20 @ hat are dofng training in AR and the number of protessionals
by 75 that are conducting AR research projects that are tocused on
assisting {n the (nprovement ot the delivery ot PHC services "

To assist, by the end of 1985, at lteast two Institutions within the
WHO/AFRO AR retwork to incerease the number of AR training activities
and reseorch projects they are fnvolved in which will help in the
Improvenent ot the delivery of PHO services

In future prograws the tatt should be fnvolved early in development
of appropriate yoals. It would he usetol to consfder the possibility
ot dolng 4 baceline survey or fnventory ot resources related to applfed
vescarch within the reyfon at the begydnnine of tuture proyrams,

(An activity elfminated trom the corrent program due to budgetary

const rafnt«, ) Thic could {fnelade Intormat ion on regfonal and national
fnstitations involved in applfed reaearety, statt avatlable with

expert {oe in AR, and what oot dvitics have been recent Iy conducted in AR
and AK traindne. Indormat fon on the St atus of the WHO/AFRO AR nrtwork
should al«o b st hered, Data ot this type would be usetul Toe propram
planning and aloo provide the vrormat fon needed tor development ol
poals that could e tally requlr s oriented, t{me-apeciti and
measureable,



1.2 Objectives

Below is a list of the objectives of the applied research (AR)
program, or "subobjectives', as they are termed in the yearly
implementation plans. The wording of the subobjectives varies some-
what, in certain cases, from year to year. The wording below
reflects a composite, representing the most important aspects of
each wording of the subobjectives:

(Sub)objective 1: To collaborate with WHO/AFRO to conduct workshops
and offer consultation to develop applied research
training within the region

(Sub)objective 2: To develop and fund applied research projects
within the region

(Sub)objective 3: To disseminate results of applied research
training activities and projects and encourage
their utilization

(Sub)objective 4: To collaborate with WHO/AFRO in the development
of a plan for a network of training institucions
which will promote applied research (1983-84)
and a program to support applied research within
the region (1985)

Objectives differ from goals primarily as far as the time horizon.
While goals measure results to be achieved over the long term,
objectives should be short term, for a period of one year or less.

As for the goals, they should be results-oriented, time~specific and
measurable,

The AR program objectives or 'subobjectives' do not meet these criteria,
so again it is difficult to assess whether they have been obtained.

Below are some examples of reworded objectives for 1983:

Objective 1: To provide 47 health professionals within the region with
competency in design of applied research projects and 17
of these same professionals with competency in training
others in AR, by the end of 1983

Objective 2: To fund and provide technical support for 4 applied research
projects focused on improvement of PHC for a total of up to

$50,000 by the end of 1983

Objective 3: To disseminate AR training materials, information on
lessons learned in AR within the SHDS project and results
of AR projects completed during 1983, and to encourage
cheir uti{lization within the region

~

Objective

-
-

To assist WHO/AFRO i{n the development, by the end of 1983,
of a collection of information on AR activities related to
PHC and Institutions with AR training capability, as well as

a plan for a network of {nstitutions to promote AR within
the region

N
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Activities

Types of activities planned for the 1983-85 applied research program
include collaboration with WHO/AFRO on:

-- development of AR training materials
-- training in AR
-~ implementation of a small grants program

-~ dissemination of training materials and results of the AR program
and projects

-~ development of AR programs in training institutions of the WHO/AFRO
AR network

-~ development of a long-term plan for on-going AR activities within the
region

A review of the AR program goal and objectives shows that they are generally
consistent with the types of activities planned, which have been listed above.
The evaluation team feels it would be useful to determine whether activities
focused on strengthening the capacity of key institutions to provide

training and conduct research in AR are more productive thai similar activities
focused on strengthening individual capacity in training and research
throughout the region. If results from the analysis of program effectiveness
show this to be the case, it would indicate that the goals, objectives and
activities should have been somewhat different in emphasis, focusing more
squarely on institutional development related to AR,

2, Evaluation of program results

2.1

Scope

The 1ist of the types of activities included in the AR program given above
indicates the scope of activities planned under the program.

The first step in assessment of the scope of activities involves determining
whether the range of activities chosen is most appropriate for meeting the
stated goal and objectives of the AR program, Examination of the scope

of activities indicates that it does include the types of activities usually
felt to be necessary for meeting goals and objectives such as those the AR
program wishes to attain, As mentioned in the previous section, it may be
that an evaluation of program effectiveness will indicate that activities
focused on strengthening institutional capacity in AR are most productive,

If so, this would indicate that the scope of activities should be altered.

The second and final step in assessing the scope of activities involves rating
the importance of each of the types of activities performed for the attainment
of the program's goals and objectives and then assessing the extent to which
the program perfurmcd the scope of activities planned. (See Section 3.2,1,
page 10, of "Description and Application of the Internal Evaluation System,.."

« for a complete explanation of the scoring and rating system used.)




A table providing the results of this assessment is given below.

Rating of the Scope of Activities Performed
Under the AR Program

Subob~- ' Type of activity Highest | Score Explanation
jective | possible | awarded
score

1 Development of AR 10 10

training materials

Training in AR 22 22
2 Implementation of a

small grants program 22 22
3 Dissemination of train-| 14 14

results of the AR

program and projects !
e

ing materials and l
i
1
I

4 Assistance with devel- |20
opment of AR programs
in training institu=-

tions of the WHO/AFRO
AR network

—_—

Assistance with devel- i12 0 i This activity was
opment of a long~term I { cancelled, due to a
plan for on-going AR request by the REDSO
activities within staff

the region

Total possible score: 100
Total score awarded: 88

Rating for scope of activities Adequate (+)
Ecrfcrmed:

Legend:

90+ = Outstanding (*)
75 to 89 = Adequate (+)
74 or less = Inadequate (=)

As {llustrated in the table above, the AR program received an ovnr-éll

rating of "adequate" as far as scope of activitics, The program was not :
considered "outstanding "because the last type of activity, assistance wit 3
development of a long-term plan for on-going AR activities within the region”,
was not undertaken. It was felt by the evaluators that this type of activity,
which would have encouraged transfer and continuation of key activities, was
critical to the long term impact of the program, Further discussion of this
{ssue is provided under the section on program process (3).




2.2 Quantity and productivity

Quantity

The quantity of activities under the AR program can be most easily evaluated
by comparing specific activities planned with those actually completed. The
list of specific activities has been prepared by itemizing the specific
activities planned under the 6 categories of types of activities listed in
the table in Section 2.1. This list of specific activities, provided

in the table on the next page, is a summary of the activities proposed

in the three Project Implementation Plans for 1983, 84, and 85.

Each of the planned activities has been assigned a score, indicating its
importance to the over-all program. (The points assigned in section 2.1

to the various types of activities have been divided between the specific
activicies under them.) The performance of the activities planned has

then been scored by awarding none, some or all of the points possible for
each activity, depending on the quantity of activities performed. (See
Section 3.2.2, page 12, of "Description and Application of the Internal Eval-
uation System..." for a complete explanation of the scoring and rating
system used.)

The results of the analysis are presented in the table on the next page.
As can be seen, the program received a total score of » for quanitity
of activities completed, and thus a rating of .




{3

Rating of Quantity of Activities Completed

Under the AR Program

|Sub- Activity Total |Score |Explanation
obj. poss. |award-
score |ed
1 Finalizing AR training materials and devel- 10 5 HSR course flnalized, dev.
oping new modules for decision-makers and new modules cancelled due
training of trainers budget constraints
Conducting 2 reg. TOT AR courses (37 part.) 6 6 2 TOT courses given
1 workshop cancelled due
Supporting 4 in- c. AR workshops (70 part.)| 6 4 lbuﬁget constraints
Working with 2 network institutions to hold 6 6 g;;;;ea glvenjatylNSEgand
AR courses for their staffs (40 part.)
Assisting 2 or more training institutions 4 | o :ﬁsizétzOESZEziisg cuegto
to integrate AR into their curricula 1% 8
s ! :
Distributing AR guidelines and fundin~ infoi 2 2 | On-going distribucion 1
2 Assisting in project development for up to 3 | 4 Assistarce provided for i
12 new projects - dev. 2% new proposals ;
Funding up to 12 new projects for a total ' 12 | ? :
of up to $170,000 | !
Offering technical assistance for projects | 5 | 5 T.A. offered to all
underway 1 : projects underway
Distributing ‘copies of the SHDS- 2 f 5 Distributed as
3 ~-WHO/AFRO HSR course and guide : appropriate
Preparing and distributing a document on 2 : ?
lessons learned in AR program and guide- i
lines for AR activities in the region
Assisting researchers with dissemination 9 et ?
of their results i
Conducting 2 AR conferences within region Pl 8 Both conferences held, 2nd
! postponed to early 86,
4 Developing regional {inventory of AR train—-! ! l 2 égﬁﬁlggeﬁ?pgﬁ5? ngogggfs
ing and support resources 1 SAER| cancelled due budget constr]
Assisting 1 or 2 network institutions to 16 12 ;artial L ITIETY AL
ore complete assistance
develop AR programs and collaborate with {ven to INRSP
national AR institutions B
Developing long-term plan for AR activities| 9 0 CancelleciduRihtost
request
in the region
Completed thru Yaounde
?eveloslnf glnn §ortexzhn?%c of ?Rttrfin- 3 3 conf. and collaboration
ng materials and strategies on inter with WHO Geneva
reglonal basis
Total score possible: 100
Total score awarded: 7
Legend:
Rating of AR program on quantity
90+ = Outstanding (*) seacrivitia :
ac ‘es performed: 7
75 to 89 = Adequate (+) Al PSS RRES
74 or less = Inadequate (=)
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Productivity

A general estimate of productivity can be made by comparing the amount of
regular SHDS staif time used for implementation of the AR program with an
estimate of the amount of staff time usually required tor similar activities in
a variety of filelds. Within the SHDS Project only approuimately half the time
of cne statt member was alloted to complete all AR program activities with

some consultant time available (also to be organized and managed by this same
staff{ member). Hdanagement of a workload of this type by one person working only
halt time on it is quite unusual, and since most of the activities were
completed, peneral productivity of the program can be rated as "outstanding'.

Productivity on specific activities can also be penerally judged as outstanding. For
example, approximately 2 days of staff time are sener-.ily needed to prepare
for 1 day of training. Under the AR program only day was available to

prepare tor cach dav or training, and yet the work was completed satisfactorily.

Specific productivitv of the AR program on selected activities can be estimated
by dividing the quantitv of activitwsperf{ormed, in a sample of key areas, by the
number of staff davs required to complece the activities. Staft days Included
would be onlv those supported by the SHDS/BU and SHDS/AFRO budpets and include
statf, consultant and temporary advisor time focused on the particular activities.
Estimates ot productivity for sample AR program activities can be provided by
the table below, 1t the necessar s tipures for the activities and staff time are
obtained.

Estimates of Productivity for a Sample of AR Program Activities

Area of activiryv‘ﬁxctivities No. of starf Estimate ot productivity
performed lduys used :
- — e B - !
Provision ot AR iB? AR courses - statf _staff days used for
courses and vapprox. 12 days ! davs used ecach participant-dav of
N . - H . a3 (3 R
workshops ¢ cach for ! itrAxnlng :
| participants i | ;
{ —— —— +
2 —- '
Development and i _new AR projects ! staff ©_statt days  used on
|

Ifundinu of AR duvulopud and award+ a;}s used [ average for cach AR projecti
projects ;cd for total of ) starf days used  on |
% LT ! “average for cach Su___mman_ ;
; awarded !
I B |
Dissemination ot researchers statf ‘““vstnff davs used for !
AR results assisted with dis- "ahys used assisting ecach researcher !
semination ot their
results , l
4 | statt davs used tor each
I AR conterence held] gstaft Bﬁrtiuipuni‘dﬂy of the
for 5 davs tfor days used ConfeTenee
part fcipants
Assistance to AR Jonetwork fonstitu- staft daye | . ostatt davs wed to assist
network tions ansisted to tused cach fnstitutions
fastitat fons develop AR proprams




The next step in evaluating the productivity of the program would involve
comparing the estimate of productivity for the various areas of activity under
the AR program, ecither with some accepted standard or with the productivity of
other programs perrforming similar activities. At this point there is no
accepted standard for productivity of activities of this type. It would be
possible to develop standards for productivity for various types of activities,
either based on the experience of the SHDS Project or, if possible, after
estimating the productivity of a number of international health programs
implementing activities of this same type.

It would be very interesting to compare the productivity of several prcjects
conducting similar types of activities but at times using differing organizational
arrangements. This would involve the cooperation of USAID and several projects.,
Those that might be considered for a comparison include 1) PRICOR, 2) family
planning OK projects supported by USAID through the Population Council in Asia and
Columbia University in Haiti and Africa, and 3) other projects such as the
national HSR program in Malaysia, WHO/AFRO funded AR projects, etc.

An example of a section ot a possible chart for measuring program productivity
that could be used in the future, once standards for productivity have been
developed, appears below

Example of a possible chart for
measuring program productivity:

Area of

Standard for ‘roductivity Productivity Explanation

activity

productivity

estimate for
AR program

rating

Provision ot
AR courses +
workshops

It 1s quite

years of the project
to the opportunities

key areas.

administering the small prants program were already well developed.,)

staff days or less

fur each p/d training

= outstanding

Lo statrt davs

Yor each p/d training

= adequate
over statt days
for ecach p/d training
= {nadequate

possible

statf days
used for each
n/d training

OQutstanding

thatt the level of productivity during these
is much higher than in carlier years of the
for taking advantage of earlicr development

last three
project, due
work done 1in

(For cxanple, the HSR Course training materfals and system for

Pro-~

duct ivity fn earlier vears wonld have to be compared with present levels to

determine whethor

in the

prm [RESSN

this is
section,

true,

This

fssue will be discussed

fn more

detall




2.3

Effectiveness

The effectiveness of the AR program may be measured by assessing the
effectiveness of the major sets of activities performed under the program,
including:

-- AR training courses and workshops (Subobjective 1)
~= Development and funding of AR projects (Subobjective 2)
-- Dissemination of results of training activit{es and projects (Subobjective 3)

~~ Assistance with development of a network of AR training institutions
and plans tfor a WHO/AFRO program to support AR within the repion
(Subobjective &)

Measurement of effectiveness focuses In general on whether the activities
have produced results which actually make a positive difference (or produce
a positive cttect) atter the activities idre completed,

A system tor measuring or rating the etfectiveness of the sets of actlivities
listed above and reporting results is presented fn table torm on the following
pages.

A discussion ot some ot the problems of blas that may result from use of

mailed questiomalres tor measuring program cffectiveness and how the evaluation
system developed s attempted to deal with this problem s dealt -with {n detail
in Section 3.7.4, page IS, of "Description and Application ot the Internal
Evaluation Syvatem.. "

The scoring and rating of etffectiveness ot the varfous sets of activities
can be completed ff a decision {4 made to send out follow-up questionnalires
to collect part of the Information neceded and the results are analyzed-- a
process which could take some time, but would not he difficult {f done
systematically throughout the lfe of the project. Examples some of the
questions that should be included {n the questionnalres are provided in
Annex 1.

Rules for scoring responses to the uest fonnafres fnclude:
)l

-- Results from the questionnaires will be used only {f the response rate 1is
over 507.

-- Measurement ot percentages meeting the varfous criteria will refer to
percentages of those answering the questionnaires.

-~ If the required percentage s met, a tull score will be awarded. Percentages low

er than the required level will be awarded o proportionally lower score,
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Measurement of Eftectiveress

of AR ”f!_‘__r_.j_{n:i» ng '(IG_\_xrx‘_;;c;;r _.'a‘nrd: w N(;):r_ﬂki.-;_hnp 5

Criterion

Far all courses:
1. BOZ of
participants
complete course
suceesstul ly
20707 of
praduiates

used know. /
skills fn job in
SOme Wiy

. 507 ot
yraduates
tinatized and
submitted AR

proposal
G 507
yraduat e

of

conduct ed AR

For TOT conrges
aloo unes:

5. V')U";', of
trained
using course

serade .,
ot here

technfques or
materials
6. 307 of
soraduat of
developed
curricula

related to AR

Lepend:

By

to

By
to

By
to

By

to

By
to

Rat {ny
Rat {ny

¢eXdm

and

tollow-up
pradudtes

fl)t l‘nwﬂ)p ¢

graduat es

follow-up
praduat es

tollow-up
praduat es

follow-up
praduat es

for

9O+ = Outstanding (*)
75 to B9 = Adequate (t)

74 or less =

Inadequat e

()

ot

Course

seore

rﬂct hods tor measurl ny,

attalnment criterion

Evidence pre/post test or

n'purl

quest ionnafre

puestionnaire

questionnaire

questtonnaire

questionnalre

Total score possible:

Tot al awarded:

COurses .

tor repular courges:

Poss, Poss. Score Score Explanation
score score awarded | awarded
reg, TOT reg. TOT
N LN S LA S LA T , ot
19 25
20 1Y
15 12
30 |
15
10
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Measurement of Effectiveness

of Small Grants Program

Criterion Method for measuring Poss. | Score Explanation
4k attainment of criterion score | awarded

[T, 75% of proposals Comparieon of proposal 35
funded focused Gn topics with lisc of priority
priority problems topics in SHDS, AR guidelines

2, 75% of projects Examination of project 10
scheduled to be com=- records, int, evaluation

pleted, have been report, interviews with
completed within 6 mo. project staff

of sched. date

3. 75% of projects Examination of project 30
completed have final records and project final
reports that have reports

significanceé for the

improvement of health

care
4. 75Z of projects Examination of project 15
completed have dissem- |records and results of

inated results within ' |interviews or questionnaires

the region within a sent to P.l.s

year after completion

5. P.1.s of 507 of pro- |Examination of project 10
Jects completed canprovidel records and results to

evidence that their {nterviews or questionnaires
res. results have been |[gent to P.I.s

used to improve health

care within 1§ years

after completion

end? Total possible score:| 100

Esgﬁ;“. Outstanding (*) Total score awarded:

75 to 89 = Adequate (+)
74 or less = Inadequate

Note:

Rating:

(=)

It may be difficult to gather all the information

effectiveness of the small grants program at this time.

completed at the time of

the evaluation, Experience

has

or 2 years for results to be published after research has
time period will not have passed for many of the research

for improvement of health care also
If all information {s not available, the avaluation team may

difficult to measure.

iten takes some t

ime

needed for rating of the
Many of the projects may not
shown that it often takes 1
been completed, and this
projects. Use of results
and traditionally has been

decide the assessment canuot be made at this time, or attempt to measure effectiveness
based only on those measures for which data {s available.

be




Criterion

1. 507 of those
recelving coples of the
ESR Course {ndtcate
they or others have
used the materials

2. 507 ot those
recetving coples ot the

lessons learned docurient
indicate
found

in

they or others
document

thelr

have
usceful work

b.oo5%02 o the resecarchiers
that
projects have

have completed

disseminated reqults
within the
within a
that provide into,
fo improving h.

recion

Ve r

unetul
Care

4. 507 of the resears hiers
that have conpleted
profect:, fond f-

cate project resulte have
to
are in

been unsed {mprove
health o

within 1, ve.

(IS

GO W

e

9. 507 6t the

part folpants attending
the two AR conter ‘
Cnce, {ondicate that the
led to turt hey
in AR

focused

cont . has
involvenent
activities

fmprovement of L,

an

ale
l.vgvnd:

(™)
()
Inadequate

Y0+ = Outotanding
75 to B9 = Adequate
7% or

Tesiy

Note: Ir attafinment of

activities have not been completed long enouph, the scoring system
can realfst feally be measured,

to measure only those

IR A

vitects

-12-~

Measurement of Effectiveness

of Disseminat fon of Results

Method tor nw.n:;m'ln;; '
attafnment ol eriter fon

Poss.

s¢ore

Score Explanation

awarded | -

Quest fonnalre  sent Lo
individuals and Institu-
t{ons that have recelved
coples ot tratning
materials

sent to
fnstitu-
recefved

Quest itonnalre
individuals and
that

' upl'«'.‘. [AR¢

t fons have
lesasons

Tearned document

to
have

Huest fonnafre sent
t hiat
completed researeh

projects, examlnat fon
o! tinal
aud publfeat fons

researchers

ot

cont ent reports

sent to
have
completed vesearch

Dueast fonnatfre
researchers that

projects

20

20

Ouaest fonnaire sent to
individualys that
attended the AR

conlerences

Total possible score:
Total score awarded:

Rat T

(-)

of the ceriterta above

that

cannot

be measured because the

can be adjusted
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Measurement of Effectiveness

of Assistance with D;vclqgmcnf_g? an_ AR Network

and Plan for WHO/AFRO Program to Support AR within the Region

Criterion

1. Inventory of AR
training and support
resources has been
corpleted and dfs-
tributed to 3 or
{nst ftut fons In

more
reyion.

20507 ot
recef{ving the
fndicate thev
it.

V.o The 2 network
fnatitution:,
SHDS turt her
oped thedr AR prosvrams
result this

fnstitutions
fnventory

have ased

b

deve ] -

ansinted
have
I ol
assistance.

G0 The U nertvork
inst ftutfons
SHDS hove
with nat{onal
tltons,
this

assigated by
collaborated

AE fnat ftu-
resuit

NE ot

anadnt ance,
' lomse term plan
AR ot it feo,

reylon has been

v, A
tor in

t he
developed collaborat fvely

by WHO/AFFO and SHDS and
there are indicat fon.
that {1t haa leen or will
YR uned.

o8 plan tor exchane
o AR traintng material

avl tratevies on oan
bante,
il ther e
that it

Lyer 1ye,

futerreyfonal FEN

Fren developed,

indf{catfona
will

aree
)

o o e,

,,l“::d'll(fl
YO+ = Out st anding (%)
7% to B9 = Adequate (4)
T4 or lews = Inadequate

Method for measuring

attainme nt ot criterfon

Examination of project
interviews with
staff

records,
project

Quest fonnalres sent to
fnstitutions and Individu-
als that received
coples of {nventory

have
the
Examination ot project
cords and trip reports,
Interviews with nroject

re -

statt, possibly a question-
nafre sent to network
fnstitation directors

5
g o

Poss.

Score
awarded

Explanation
core L

B
’

35

vame an tor No.o 3

Examination of project
records and trip reports,
interviews with project
statf, possibly fnter-
views with AFRO staft and/

or a maflted questionnalre

Examinatfon ot project
aml reports,
fnterviews with profject

Statt,

records

Total possible score:
Total sicore awarded:

Rating:

(~)

RO —
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Cost

The measurement of cost of the AR program can be divided into 3
components -- measurement of total cost of the program by year,
measurement of the cost of specific sample activities, and measurement
of the cost-efficieney of these activities. Each of these measurements
1s discussed furcther below.

Tetal cost of the AR program by year
in which total cost of the various SHDS program components

and some of the difficulties involved are discussed
Sect fon

The manner
can be calculated
{n det 21l in
Internal

Evaluat fon Syvatem. ., .

The table below can be used to present the budgets and estimated
expenditures for the AR program by year. As can be seen, totals are
calculated from 4 separate budgets:

using rigures

-~ the SHDS/HU Oh jective [V budset,
-~ the SHDS/AFRO Objective IV budget, and
~~ certaln {tems in the SHDS/BU Boston and Abidjan Office budgets.

Budget and Estimated Expcndltures

for Objective IV ActiviLfggngwmjgggggi*Jﬂgtwjgar

3200, page 17, of "Description and Application of the

SHDS/BU Obj. 1V ;

Type of budget T 'M}ﬂﬁﬂzﬁj;‘ﬂﬁﬁlﬂ“}ﬁ{“Hﬁ"ﬂmwkﬂkiicnditurns, includ~-
overhead u_‘__nf‘unjjlgw(JV(?TI]C.]d o
e sy opiuds o 11y8s 1983 IWB_ 11985

e < i e s 1 b = e e e e

SHDS/AFRO Obhy. 1V

SHDS/BU Boston and

—Abldian Ortdce

Totals:

Cost of sample activities

The averaye sample activities can be estimated fn somewhat the
same manner g the total costs, by caleulat {ny or eqt fmatiny, the portion
of expenditures ander  the budpets attributable to those
activitic, cinclading averhead, amount g
budgcted and et fmat e ol activities are gliven
on Lhe !

AN SRR N |
same types 0!

Py hate
A sample ot

stere
expenditures for

Vi Tawing page:

v
_——d e
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» Amounts budgeted and estimates of expenditures
: for a sample of activities under Objective IV

Amount budgeted Estimate of expenditures
Sample activity  fg AFRO | Bos/Abj| Total | BU AFRO | Bos/Ab]| Total
TOT course '
Lome, 83

:  In-country work- |
| shop, INRSP 84 |
1

Course in network
inst, INSP 83

Assistance, dev.
average res, proj.
Average T.A. on-
going res. proj.

| Dfst. 1 set HSR
course & guide

Average T.A.
dissem. results

AR conference
Dakar B84

|
‘ T.A. network inst,
INSP <INRSP

Cost-efficiency of sample activities

Cost-efficiency of an activity can be measured if one can first calculate the
cost of a standard quantity of activity and then compare it with some standard.
Costs for certain standard quantities of AR program activities are estimated below:

Estimates of costs for standard quantities of AR program activities

Standard quantity of activity Estimated cost

1 day of participant training TOT Course, Lome 83

1 day part. training, in-country workshop, INRSP, Bam, B4

1 day part. training, course in network inst., INSP 83

1 staff day T.A. on res. project development

1 staff day T.A. to on-going res, project

Distribution 1 set HSR course & guide from Abidjan

| staff day T.A. on dissemination res. results

1 day part, training, AR conference, Dakar 84

1 staff day T.A. to network {nst, INSP/INRSP
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Further work must be done to develop standards for costs of specltic quantities
of activitigs such as those listed above. Standavds micht be developed by first
estimating costs tor producing the same quantities ot activities under several
international health projects, such as those listed fn seetlon 2.2 and then
taking the lowest cost obtalned as the standard for 1607 efttefency.,

Another method ot approaching cost-ettictency would be to estimate the cost

of producing specitic quantities of activities tor the same types of activities
under the SHBS Project o consecontive years (1285, 84 and 89%) and thento determine
{f the cost tor producing the quantity ot activity poes down trom vear to

year. It so, the provram could be sald to be relatively more cost-

efticlient in producing the same activitices over time. [f this method of est imat fng
cost-ctticieancy were avreed upon evarly {n the project, It would provide an
incentive tor the statt tor tinding less expensive wavs ot conduct fny, the same
activities over time, It should lead to vreater use ot reglonal and local
resources, an approach that tits well with the lony term aims oo the Project.
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Satisfactfion

Rating of user and provider satisfaction

The evaluation of the satistaction with various aspects of the AR program
completes the process ot assessment ol results, satisfaction can be
evaluiated for both users and providers tor several rypes of activities within
the AR program, as illastrated {n the table below:

Ewvaluat fon ot HutiurJvlinurwith
Varfous Tvpes ot Act fvities wit hin tk“{,Al{meTlﬂfﬁyﬂ

Type ot activity |Uner Provider How sat{staction measured
AR courses and Graduat e Trafners Quest fonnaire  to sample
workshops ot usery and all providers
Dev. & tunding ot [Principal SHDS starf Quest fonnaire  to all

AR projecty, [nvestivators users and providers
Disseminat {fon o Recipientys or |SHDS statt Questionnalre to sample

AR trainine and tr, materials 0! users and all providers
project results, Goproj. reports

Assistance to AR Directors & SHDS statt Questionnalre to directory
network stat! ot net- and sample ot statt and to
fnstitutions work instit, all providers

The tactors and questions that could be used to measure satistaction ot uvers
with the AR courses ind worghops and with the soall prants program are presented
on the tollowing paves fn the table that would be  used to present the results,
The quest fonnaires that could be used to obtain the result o are prescented in
:‘}IHM‘X 2. Dectdon 4200, page 20, o8 "Descrdpt fon and Apphicarfon of toe Internal
Fvaluat fon Svatem, 0" discusties how the coect tonmadres meanur fny oat fo0act fon

aAre constructed and how they can be seored,

Additional questionnaires tor aner satistaction with the other 7 tvpes of activity,
as well as questionnaires tor providers, could be developed {f there will be an
opportunity to wend the questionnaires and analyze the results, Otherwise these
sample quest fonnaires can werve as examples ot the type of system that can be
developed to ceasure satf{sfaction.
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Rating of User Satisfaction
with AR Courses and Workshops

Factor for mea- Question used Total Score Explanation
suring satisfaction | (See Annex 2 poss., | award-
of course graduates | for details) score | ed
1. Training How well designed were 5
material the course training
design materials?
2, Teaching How well taught was the 5
quality course?
3. Provision of To what degree did the 5
AR skills course provide you with the
knowledge and skills needed
to design AR projects and
conduct AR?
4., Usefulness in To what degree Jo you feel 5
work sitvation you have been able to use
what you've learned in the
course in your work?
Highest average score possible: 5
Average score awarded: :
Rating for satisfaction of
AR course graduates:
Additional factors | Question used Total | Score Explanation
for measuring (See Annex 2 poss. | award-
satisfaction of for details) score | ed
TOT course grads.
5. Provision of To what degree did the 5
skill in AR course proviie you with
curriculum the knowledg: and skills
design nneded to design AR curri-
cula and/or training
activities?
6. Provision of AR To what degree did the 5
training skills course provide you with
the knowledge and skillw
needed for training
L V- others in AR? VS e e e = i

Highest average score possible:

Average score awarded
(includes average of scores

Legend @
egend on all 6 questions)

4,5¢ = Outatanding (*)

3,5 to 4.4 = Adequate (+) Rating for satisfaction

3.% or less = Inadequate (=) of TOT course graduates:
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Rating of User Satisfaction

with the Small Grants Program

Factor for mea- Question used Total |Score | Explanation

suring satisfaction (See Annex 2 poss. |award-

of P, Investigators for details) _ | score |ed

1, Clarity and com~- How clear and complete was 5
pletement of fund- | the info. provided by SHDS
ing info on its AR grant program and

how to apply for funding?

2. Guidance on (If you requested help) How 5
proposal helpful was SHDS in provid-
development ing guidance on proposal

development?
3. Timeliness of How timely was the SHDS
5
application Project in processing your
processing application for funding?

4, Timeliness of How timely was the SHDS 5
funding and admin~ |[Project in providing the
istrative support funding and administrative

support needed for the
implementation of your
research project once it
was approved?

3. Usefulness of T.A., | (If you requested T.A.) 5
during the research|How helpful have the SHDS
process staff and/or consultants

been in providing you with
T.A. as you conduct your
research?
Highest average score possible 5
Average score awarded: Lo i
Rating for satisfaction of
Principal Investigators:
Legend:

4.5¢ = Outstanding (*)
3.5 to 4.4 = Adequate (+)
3,4 or less = Inadequate (=)
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- Inadequate
+ Adequate

* Qutstanding

0 Not Assessed
? Undetermined

Scope (2.1) Effectiveness (2.3)
: terials (10 10 AR courses and workshops
Dev, trainingimacerials;(10) Total Score: (100)
Training in AR (22) | 22 Rating:
Dissemination AR tr. %25%1—25955: (100) —
mat. & project results -(14) | 14 Rating: _
Assistance AR network Dissemination ?f results
{institutions (20) 20 Total Score: (100) |
Rating:
Development plan for AR 3 Y e T =
activities i i 12 : |
Rk LLIRUALL add (12) Total Score: (100) | e
Total score: (100) | gg Rating:
Rating: + Cost (2.4)
Quantity (2.2) AR program 1983
Dev. training materials (10) 5 AR program 1984
Training in AR (22) | 16% AR program 1985
Small grants program (22) Total cost:
Dissemination AR tr, Cost for standard units
mat, & project results (14) of activities:
Assistance AR network 1 part.day tr. TOT course
institutions (20) | 14 1 part.-day tr. in-country workshop
Dev. plan AR activities % pargé-gay tr. network 1n:titution
in region and inter- sta ay TA res. prop.n ev.
regional exchange (12) 3 1 staff day TA res. project
Dist. 1 set course and guide
Total score: (100) 1 staff day TA dissem. results
h 1 part.-day tr. AR conference
Rating:
DarioRs = | 1 staff day TA to network instit.
ductivit
LD (e, Satisfaction (2.5)
Staff days used for each R eo e celandlvorkahons f——
rt. day of AR traini = e o
P8 -2/ ng Average score (for users): (5)
Staff days used for dev. one Rating:
AR project of § Average score (for providers) (5)
Staff days used to assist Rating:
1 researcher with dissem res. Small grants program
Rating, over-all produttiv- * Average score (for users): (5)
{ty: v i Rating:
= Average score (for providers) (5)
! Rating:
Summary Scope: Adequate Quantity: Productivity: Outstanding
Effectiveness: Cost ! Satisfaction:
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The program process

There are two major categories it is important to consider when
examining the program process--resources and management. Each of these

will be considered in turn,

3.1 Resources

The resources that have been available for the AR program are summarized
below:

Personnel: The Assistant Director for Objectives III and IV of the
SHDS Project, working approximately !5 time on the AR program

Consultants and temporary advisors from in- ;
side and outside the region, programmed to assist
with specific activities

Staff of regional and local institutions whose time has been
donated for work on SHDS activities

Finances: The budget, as described under the cost section (4.2.4)

Facilities: Facilities for specific activities have been, for the
most part, donated by institutions involved in the AR
program, although in some cases space has been rented for
selected training activities

Technology: Expertise in AR training, small grants administration and
techniczl assistance, etc. has been built up over the life
of the project and drawn upon for the implementation of
activities during the final 3 years.,

The type of resource structure for the AR program and SHDS Project

in general {s somewhat unusual in that it relies to such a great exront
on the participation of regional and local institutions that contribute
important resources,

Personnel constraints have been a major difficulty within the program.
Originally one full-time person was scheduled to work on the AR program,
There were some unexpected difficulties in recruitment, when the selected
candidate dropped out at the last minute, and it was finally decided that
what little money was available (as budget levels began shrinking) was
needed for something else. It has been a strain for the Assistant
Director for Objectives III and IV to handle the AR program half time.

Budget constraints have had a major effect on certain components of the
AR program, For example, the following activities had to be cancelled
due to lack of budget:

== Development of new training modules for decision-makers and
training of trainers

\
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One Anglophone in-country AR workshop

Assistance to 2 or more training institutions to integrate AR
into their curricula

Preparation of a document on lessons learned (postponed until 1985
due to budget constraints)

Development of a regional fnventory of AR training and support resources

the other hand, the program has demonstrated how much can be done

creatively with limited resources. For example:

-~ The level of funding for individual research projects is not as high

-as in many small grants programs. This constraint has forced P.I.s
to design appropriate research projects. using resources at a level
more likely to be realistically available from local sources in the
future.

The demand for AR courses and workshops far exceeded the SHDS Project's
ability to fully fund them. In-country workshops were sponsored, with
SHDS providing training materials, limited technical assistance for
planning, and, in some cases, just one tralner from the region. The
country (such as In the case of the Senegal workshop) covered all
other expenses. When no money has been available to meet requests

(as for a request from Burkina Faso for a workshop) the SHDS staff
has assisted the local group to develop a low cost budget (in this case
less than $10,000) and submit it for funding to other groups. (The

AID Mission in Quagadoupou apreed to fund the Burkina workshop.)

Management
1 1

The system of manasement is quite complex. Briefly:

The SHDS Project statt is responsible for development of the yearly
program activities and budpet, a5 well as program implementation.

REDSO to come extoent can veto aspects ot the program it may not
approve ot , as it controls the monev,

i

The program must be approved hy the P7C or PRC cach year before it can

be fmplemented,

WHO/AFRO i vesponsible for certain kev administrat{ve dutfes, such
as request iny country part icipation in courses, Inviting and payiny,
partfcipants and traters trom the reglon, approving and tunding
research project s, vt One part ot the SHDS budpet poes directly
Lo AFRO tor theae aot vt fen,

The count rivs and fastitat ions must also participate actively §f the
program {5 to Le cuccensinl, tor example by requesting coutrses,
hostiny them, ccelecting appropriate participants, using thelr skills
once they are trained, ete,

N\
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A major constraint within the area of management

has

been the SHDS staffs' lack of full control over the management process,

due to the complex organizational arrangements described above.

Some of

the negative effects of this lack of control are listed below:

— Certain activities have been delayed due to problems of reorganization

at WHO/AFRO.

The second AR Conference has been postponed from 1985

to 1986, due to a request from AFRO, because it felt unable to handle
the administrative support neressary during 1985,

REDSO requested that one of the Subobjective 4 activities that SHDS
felt was key to a successful program be dropped-- "assistance with
development of a long-term plan for on-going AR activities within the

region". (See page 4. )

REDSO felt planning should not be undertaken

if funding was not certain, while the SHDS staff felt planning should
go ashead for activities that could be realistically undertaken

evaluation
strategies

program were to have a long term impact.

received a score of "adequate' for

planning was not undertaken.)

scope

ot

with WHO/AFRO funds and other resources already avallable.

The

team felt this type of long-term planning and development of
for transfer of key AR activities was
{(Thus
activities,

critical 1f the
the AR program only

because this

The management. svotem, on the other hand, has been quite creative, considering

the.programs complexity and limited resources:

-- While the complexity of

posed some problems,

ivt has also had posttive eftectsy,

the manapement and organizational system has

{n that f{t

has tfostered and {n some cases necessitated the participation of
kev {nstitutions and proups within the reeion (AFRO, national

governnents, anag local
continuation

strenythened.

repional
(S}

institutions).
AR activities within the regfon have thus been

Skills {mportant for

The program strategy has vcalled tor use of regional and loeal personnel
and resources, whenever possible, and budyet constraints have also

encoaraged nse ot less expensive local resources. This has had a
positive etfect on Jevelopment and use ot Iocal skills, and increased
the potential tor continuation ot AR aetivities after the termination

of the project.,

This pnase of
it has
years (

to the

for cxample,

bheen able reap

the Jdevelopoent

the proyram has probable

H

henet it

0o

01

heen
development

the

tl

bt

"

“yy

PR

most productive, {n that

activities

Conrse training

and development of the structure tor the small prants propram).
The Project extensfon allowed time tor greater depth ot programming at

lmited additional cost and

turther work on transter of

skilly.

fn ecarlier
materials
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Initial program state and transformation

A brief summary of the initial program state, for the major sets of activities,
as well as the transformation that took place as a result of the AR program
can be presented In a table such as the one below. This fntormat fon could
be entered by the evaluation team once the evaluation results have been
gathered and analyzed. An example of how the informatfon fn the table might
look for the tirst ser of program activities is presentod atfter the blank
table,

Description of Initfal Program State and Transtormation

of ﬁfogr&m ~ Jrnittal p}agfaﬁnthféw Transformat fon resulting from
the AR program

rses and
kshops

Development

and

of AR projects
(Subobjective 2)

Dissenminat fon ot
results or res,
trafning

act fvities and
projects
{subobiject fve 1)

Development of

AR
pla

AFROD program to

'411‘)
thie
[T

funding

o o o ) e

network and
ne tor WHG/

port A within
tepfon
bob jeot fue )
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Example of types of information that could be entered:

Description of Initial Program State and Transformation

Set of program

Initial program state

Transformation resulting from

(Subobjective 1)

activities the AR program

AR training The AR Course training ‘The training materiale were
courses and materials had been published in 1983 and in 1984
workshops developed in 1982 further revisions and a second

printing took place. WHO/AFRO
accepted the materials as
official training materials for
use in the region

2 TOT AR courses had been
given in the region by the
end of 1982, including
courses at the Lome and
Lagos Regional Training
Centers in 1982

Two additional TOT courses were
given, including an additional

TOT course at the Lome RTC in

1983 and an anglophone TOT course

in Banjul in 1985. The TOT course

in Lome influenced both the Medical
School and other training institu-
tions to make the following

changes: (add as data available)

Several in-country workshops
had been held, by the end
of 1982, including:

They had resulted in:

Additional in-country workshops
vere held in:

They resulted in:

Work with AR network
institutions :o hold
courses for their staffs
had not begun.

Courses for AR network institutions
staff and others were held at INSP,
Abidjan, in 1983 and at INRSP,
Bamako in 1984,

The Course at INSP resulted in:

The course at INRSP Mamako led to the
development of 19 proposals, of which
~ were funded, strengthened INRSP's
collaboration with the MOH and Med.
School, helped strengthen it's prog.
{n AR and contributed to it's official
recognition by AFRO as a network inst.

wo Lralning Institutions
had been assisted in
integrating AR into thelr
curricula, although the
two CESSI programs had
requested help in this
area

No assistance was given, due to
budgetary constraints,
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Lessons learned and recommendat inns
A summary ot lescons learned under the AR program and result ing recommendations
for the future can be developed only atter the evaluatfon data has been
collecred and analvioed. IMis Intormatfon could be presented succinctly {n a

table such as the one helow,

Lessons Learned trom the AR Progran
and Recommendat fons tor the Future

_ Rﬁcogmqqgﬂgions for the future

[ 1.

| Lessons lL‘ irned

I .

A brief summary of lessons and recommendations could be particularly useful to
management staff and donors that may be involved in planning future programs of
a similar tvpe,
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Annex 1:

Questions for measuring effectiveness
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Annex 1

Examples of Questions that Could be Used to Measure
Effectiveness of AR Training Courses and Workshops

Have you used the knowledge and skills you gained in the AR course to

If "Yes", please describe how you used the knowledge and skills and

Have you finalized one or more AR proposals and submitted them for approval
and/or funding since you completed the AR course?  Yes  No

If "Yes", please provide information on what AR proposals you have

Have you conducted any applied research or been involved in AR projects
of others since you completed the AR course? Yes = =No

If "Yes", please describe what AR you have conducted or AR activities of

Have you trained others since finishing the AR course, using the training
techniques or materials used in the course?  Yes _ No

If "Yes", please describe what training activities you have been involved
in and what techniques and/or training materials from the AR course you

Criterion Question for course graduates
(from table
on page 10)
2'
some extent in your job?  Yes  No
give examples,
If "No'", please explain why not,
(Leave adequate space for response)
3.
finalized and to whom you have sumbitted them.
"If "No'", please explain why not.
4.
others you have been involved in.
If "No'", please explain why not,
5.
have used.
If "No", please explain why not,
6.

Have you developed curricula or course materials related to AR since you
took the AR course?

If "Yes", please describe what cirricula or course materials related to AR
you have developed and how they have been or will be used,

If "No", please explain why not.

—————————. - St e e v S —— A ———— e . A e R R A e . e A R T O —




Criterion
(from table
on page 11)

4.
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Examples of Questions that Course be Used to Measure
Effectiveness of the Small Crants Program

Question for Principal Inventigator:

Have you completed the research project that was funded by the SHDS
Project?  Yes __No

If "Yes", when did you complete it?

Lf "No", when do you expect to complete it?

If the research has been completed, have you distributed or disseminated
results from the project through reports, publications, meetings or
workshops, etc.? LY es =N No

If "Yes", could you please discribe how you have distributed results,
to whom you have sent them, and when.

If "No", why not? Do you expect to sent out results in the future?

(Leave adequate space for response)

If you have completed the research project that was funded by the SHDS
project, please answer the question below:

Have the results of your research project been used in any way, as far
as you know, to improve health care? __ Yes No

If "Yes", could you please describe how the results have been used to
Improve health care, including who used them and when.

If "No", please explain, {f you can, why not.
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Annex 2:

Questions for measuring satisfaction
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Annex 2

Draft Questionnaire for Graduates

for Measuring User Satisfaction with AR Courses and Hbrkshops

Criterion Questions for all course graduates:
(from table 1. How well designed were the course training materials?
on page 18)
1. Very poorly designed 4. Quite well designed
1. 2, Somewhat poorly designed 5. Extremely well designed
3. Somewhat well designed 6., Don't know
Comments:
2. How well taught was the course?
2, 1. Very poorly taught 4. Quite well taught
2. Somewhat poorly taught 5. Extremely well taught
3. Somewhat well taught 6. Don't know
Comments:
3. To what degre¢ did the course provide you with the knowledge and skills
3% needed to design AR projects and conduct AR?
1. Not at all 4, To quite a high degree
2., To a very limited degree 5, To a very high degree
3. To a moderate degree 6. Don't know
Comments :
4. To what degree do you feel you will be able to use (or have you been able
4, to use) what you've learned in the course in your work?
1. Not at all 4. To quite a high degree
2. To a very limited degree 5. To a very high degree
3. To a moderate degree 6. Don't know
Comments:
Questions only for TOT Course graduates:
3. To what degree did the course provide you with the knowledge and skills
5. needed to design AR curricula and/or training activities?
. Not at all 4, To quite a high degree
2, To a very limited degree 5, To a very high degree
J. To a moderate degree 6. Don't know
Comments:
. 6. To what degree did the course provide you with the knowledge and skills
s I8

needed for training others {n AR?

1. Not at all 4, To quite a high degree
2. To a very limited degree 5, To a vary high degree
J. To a moderate degree 6. Don't know

Comments:

o RN —— - —
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Draft Questionnaire for Principal Investigators
for Measuring User Satisfaction with the Small Grants Program

Criterion Questions for P,I.s:

5.

(from table
on page 19)
1
1.
2
2.
3. 3
4
4,
5

. How clear and complete was the information provided by SHD3 on its applied

research grant program and how to apply for funding?

1. Not clear and complete at all 4, Quite clear and complete
2, Quite unclear and incomplete 5, Extremely clear and complete
3. Somewhat clear and complete 6. Don't know
Comments:
. Did you request any help from SHDS in proposal development? Yes No

Was any help in proposal development provided by SHDS staff or consultants?
___Yes  No If you answered y:s to the second question, please answer
the question below:

How helpful was SHDS in providing guidance on proposal development?

1. Not helpful at all 4, Quite helpful

2. Only slightly helpful 5. Extremely hLelpful
3. Somewhat helpful 6. Don't know
Comments !

. How timely was the SHDS project in processing your application for funding?

1. Not timely at all ¢, Quite timely

2. Quite slow 5. Extremely timely
3. Somewhat timely 6. Don't know
Comments:

+ How timely was the SHDS project in providing the funding and adminiscrative

support needed for the implementation of your research project once it was
approved?

1. Not timely at all 4. Quite timely

2. Quite slow 5, Extremely timely

3. Somewhat timely 6. Don't know

Comments: e
Have you requested any technical assistance from SHDS on vour research

project?  Yes INO

Has any technjcal assistance been provided by SHDS staff or consultants for
your research project?  Yes e No

If you answered yes to the second question please answer the question below:

How helpful have SHDS staff and/or consultants been {n providing you with
technical assistance as you conduct your research?

1. Not helpful ac all 4., Quite helpful

Z. Only slightly helpful 3, Extremely helpful
3. Somewhat helpful 6. Don't know
Comments !

\’
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1. PROGRAM BACKGROUND AND STRATEGIES

Could cover, in narrative or table form, information on topics such as:
e Focus of Objective _
(Official wording of the objective and its focus)
e Background
(Overview of problems and needs lealing to initial project development,
brief summary of 1978-82 SHDS program and what it achieved)
e Needs and strategies
(Needs preceived at end of 1982, strategies for 1983-85 and their rationale)
e Subobjectives and End cf Project Statuses(EOPS)
(Official list of subobjectives and EOPS, and how they are interrelated)
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2. REPCRT AND EVALUATICON OF "EIND QOF PROJECT STATUSES'" (EOPS)

2.1. FReport and evaluaticn of EOPS e

Subob?é—c tive  :*

2.1.1. Summary of accomplishrments related to EOPS

* Write out officiai wording of EOPS and the one or more subobjectives to which it relates.



2.1.2. Planned acriviciers and their rationale

lanneld activiney and site Activity No./Year

.

Rationale for the activities

.(Brief narrative describing the rationale for selecting these activities to attain the EOPS)



tus of gouivities, culputs and verifiable inc tors
Sirmary Table ‘
p S, R - ———— I
: Planned v Status of { Planned Realized Verifiable Verifiable Comments
Aczivities " Planned ; Qutputls Qutputs Indicators Indicators*
! P Activities | (from EOTS) (1933-85) | (frem EOPS) (1983--85)
; i
{ i
i i

. Teb}es cggld be attached to present much of the inforzmation on verifiable indicators. Soce standard formats
that cculd be used for reporting on indicators that are similar for the various objectives are attached.
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Status of activities, outputs and verifiable indicators (continued)

Details on outputs and verifiable indicators

(This section could include narrative providing any details on outputs and verifiable indicators

that are necessary and could not be included in the "Summary Table". The narrative (if any) could be
folloved by any detailed tables used for reporting on outputs and indicators. These tables can be
referenced either in the "Summary Table" (i.e. See Table . P- ) or in the narrative section.)

(It would be useful to have some tables that are standard among the objectives. These could include, at
a =inisum-

© Census of Objective Courses, SHDS-WHO/AFRO 1983-85 (p. 6) for EOPS involving training. See
Helfenbein's draft report for sample of how it could be completed.

© List of Participants by course (p. 7) for EOPS involving training. Florence is in the process
of updating and printing out lists in this format for all 1983-85 courses from the P.I.S.

© List of Facilitators by course (p. 8) for EOPS involving training if this is felt to be relevant.
Florence is also producing all these reports,

o List of SHDS Documents 1983-85 (p. 9) This list can be prepared with one or more pages for each
EOPS. Thus the relevant pages can be inserted with each EOPS as "verifiable indicators” and can
also be cosbined as a "Master List" if desired. We'll try to have copies of all documents listed
available in an “evaluation" file for evaluators to easily look at.

Yao is preparing a possible computerized format for this list to consider, but for now information wil
be typed in.

Other tables, figures, models, etc. could be included as it seems appropriate for each objective. (i.e.
reports on the status of research proposals and projects for Obj. IV, tables and modals such as those
Helfenbein has developed for his draft report, etc.) These could be different for each Objective

though good formats could be used whereever applicable.

The four standard tables mentioned above appear on the following four pages.
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P~{ntout from MIS,
Participant File

"IST UF PARTICIPANTS:

NAME OF WORKSHOP
SiTE, DATES

NATIONALITY TITLE BUSINESS ADDRESS BUSINESS PHONE
HOME ADDRESS HOME PHONE



NAME

NATIONALITY

-3-

LIST OF FACILITATORS:
NAME OF WORKSHOP
SiTE, DATES

TITLE BUSINESS ADDRESS
HOME ADDRESS

BUSINESS PHONE
HOME PHOMNE



" e

2. .
T IUMENT:
At b ﬁ!-‘.w-c af doecusent Prepared by ‘ ¢ Summary of contents Location{Distribut
V. i ‘ Pages
— i

"



! should cover,
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at =inizua, the inputs listed in the EOPS. Two possible formats for reporting are

Comments and assessment

nned activicties
de)

Inputs (froa EOQPS) Inputs provided and source

-~ P

LA ]

.
&
~ fos
o (PR iey

Format 11:

Input listed in EOPS:

inyuls provided and source:

Comments

Sirategy:

Seleciion criterfa:

AsSsesszent:
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The program process

Could be in brief nmarrative or table form. Issues covered might include:

Selection of sites, staff and partic.pants

How they were sel..tled

Criteria for selection
Characteristics of those chosen
Any problems or constraints
Assessment of the process

Descript and a sment of

Brief description of program process of each activity, each type of activity,
or a sasple of the activities, including technical and administrative
aspects.

Any problems or constraints, program changes and why they were made

Analysis/assessment of program process

Note: The descripticn of the prograa process for training activities might cover,
asong other things:

Types of training methods used, assessment of how well they worked

Whether “training of trainers" was goal, if so, TOT strategies and how they worked

Nature and quality of interactions among various groups

Course administration, how it was organized and functioned

Methods of course evaluation, how accurate and useful they appeared to be

Types of technical follow-up support given or planned, its adequacy, further .
follow-up needed




m

2.1.«. Program efficiency and effectiveness

Cost-efficiency

This item needs further reflection. Below is a first draft of a possible report prepared by Mr. Yao.
We need to explore further what data can be gathered without too much effort, and what can be said
that is really meaningful. >

SHOS COST EFFICIDY OF ACTIVITIES

e e

-— e

' ACTIVITY TITLE & NUMSER ' SHDS & AFRD ! SHDS & AFRO ' DIFFERENCE 'DISCREPANCY! WMIT * COST PER ' INIT !

. ! BUDGET ACT : EXPBNDI ' 2 ! CODE ! CODE 'EFFORT INIT ! WEIGHT !
'CESSICRI ek 4.2/85 ! 1638 ! 1400 ! 30! 0 sSENye T4 S Y
' OCEA COURS 18 &84 ! 1506 ! 160 ! 113! 06 401y L ! 4.9 !

e ms s s st e e e e SR ————

............. - e
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2.1.6. Program efficiency and effectiveness (continued)

Program effectiveness

Medium-term effects:

Write-up will depend on individual program and what types of information are available at this
point.It seems useful to "capture" the wide range of information known only to program staff,
even {f there is not a systematic analysis in the first draft. Types of "effects" that might
be listed and/or discussed could include:

# Effects cof trainiqg on graduates and their work

-~ Brief description and summary of results of any systematic follow-up studies done on
course graduates, with indication of where details can be found, who conducted study, etc.

- Information on effects on graduates and their work obtained by correspondence, during site
visits for other purposes, from other reliable sources, etc. (Types of effects emphasized

would depend on focus of particular course, learning objectives, etc.) Source of info. could be mentione:

e Effects of training on course facilitators and their work

(Similar to issues for course graduates)

» Effects of "training of trainers" strategies, if this was part of plan

- Extent to which trainers have trained others

- Use of training materials developed for the courses by trainers or other groups

e Effects of training on the institutions involved, health programs, health care, etc.

e Various types of unplanned effects, both positive and negative

- "Spin-off" effects, such as additional courses being requested, with funding possibly
being picked up from other sources ;

- Other organizations “copying" SHDS approaches, using African facilitators trained through the
SHDS program, using SHDS training materials, etc.

- "Synergistic" effects among the various SHDS "Objectives"

e Whether any systematic follow-up assessments should be conducted related to these activities
in the future and, if so, what their foci should be, possible data gathering methods, etc.

Note: Two possible tables, focusing on "training of trainers" and transfer of skills to staff
from the AFRO region follow,




Table

Use of former participants as facilitators

in AFRO/SHDS and other Courses
! Facilitators|% Facilitat
Total ¢ who were formerjwho were fo
Course/Workshop Dates Place Facilitators| parcicipants participant
I
~T
'—‘
'
]
1 + - + -
summary
f{'}({ﬂ r: _ _ -~ ) ] 7(;) 63 ) r 1984
DAverape % Fac{litators who
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Table

t Use of Facilitators from the AFRO Region

for AFRO/SHDS Courses

Total ¢ / Facilitators | 2 Facilicarnt
Course/Workshop Dates | Place Factlitators |[from AFRO Reg. | from AFRO
I
8
!
| |
Summary
Year: 1983 1984 1945

Average X Facilitators
from the AFRO Region

WV




2.1.7. Lesscns iearned

(This is arn optional section, depending on whether it is felt :"iessons learned" should be
detalled for each EOPS or just summarized for the Objective as a whole in Section 4.)
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2.2.

ASSESIMINT OF STRAT
This seciion would ov
strategies covered in
analysis of the varic

D

~~

sective and {its programs as a whole. It could both refer back to
"1" and also cover any important strategies emphasized during the

section "2').
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uccinctly surmarize some of the conclusions that could bé drawn based on analysi

development and implementation of the program that would be helpful
planned and/or that could give useful-guidance te other groups



5. RICUOMMENDATIONS

cndations concerning changes in the current program

® K€l aze

Recc=mendations concerning development of future pregrams
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2.1.6. Program efficiency and effectiveness (continued)

Evidence of institutionalization:

This section could cover any information available on whether the program appears to be "institutionalized"
or well-integrated and supported within the institution(s) in which it took place (or elsewhere)and whether
it is likely to continue in the future without SHDS support. Some of the issues that might be addressed
are susmarized below:

e What parts of the program or activities described under the EOPS should be "institutionalized", if possi
Where and in wvhat form.

® What evidence {s there that the type of 1nstitutiona%}:ation desired has or will take place. For exampl

-~ That there is a criticai mass of statf trained in the new approaches needed to continue the
program or activities

-- That the institution has made plans to continue the program or activities under its own auspices

-- That financial support needed for the program will be available from the institution itself or other
sources (nat. govt., WHO/AFRO, other donors)

-— That the approaches of the SHDS-sponsored program have been incorporated into other activities or
programs of the institution

~=- That the institution and its staff is recognized as having new skills in the area on which it
collaborated with SHDS and is called upon to contribute its expertise in this area. (i.e. staff being
called upon to train staff in other institutions and countries, etc.)

e What problems or constraints are there?

e Is further information on the status of institutionalization needed? How could it be gathered?

® Is further action needed, to encourage or plan for institutionalization?
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DEVELOPMENT OF A _COMPUTERIZED MANAGEMENT
INFORMATION SYSTEM TO SUPPORT
THE_INTERNAL EVALUATION PROCESS

1. INTRODUCTION TO THE COMPUTERIZED MODEL

This report has two main objectives. The first is to present guidelines
for developing a computerized project information system which, due to its
design, satisfies the project Information requirements encountered in the
four project phases of planning, implementation, documentation, and
evaluation. Secondly, plans will be presented for the creation of an
automated information system which 1s to supply data for the evaluation
model discussed in the report entitled “Description and Application of the
Internal Evaluation System Developed for the SHDS Project®. This informa-
tion system is currently under development.

1.1 Preliminary Considerations

There 15 a common tendency to equate computer-automated information
with heightened data accuracy. However experience shows that
without proper planning and organization, automated information
will hold as 11ttle value for management as manually compile”
information, Indeed, an organization can produce and manage
accurate and useful Information without the use of computers.
Successfully transmitting manual Information depends on, a) having
a clearly defined system in place for directing that information
from ils sources to the decisfon-making levels of management, and:
b) the quantity of information not being so great so as to preclude
cost-effectiveness in a relatively labor-intensive system.
Developing an Information management plan s the necessary first
""ep in creating any Information system. Computers can be

wduced Into a system later, {f 1t appears 1ikely that
a.tomation will improve the speed and/or accuracy of data
collection, analysis, and reporting.

A fundamental distinction exists between organization and planning
on the one hand, and computers on the other. HKhereas the former
are management techniques, the latter is, of course, a technology.
This simple distinction can be critical for International health
care project managers to vetain, In particular those whose projects
call for computer-alded management, yot which operate in developing
countries. In such cases there 15 a helghtened need for reliable
pathways for information transfer, but usually very few channels
are open for this to occur. Persistent and often severe technical
problems can arise when any computer technology 1% Introduced into
an environment not tallored to support it. These problems can be
managed, however, by selecting appropriate equipment and, equally
as important, by maintaining a supportive environment specifically
suited for that equipment.

T




Micro-computer technology has proved to hold several advantages as
a tool for data collection, storage, and reportln? under d'verse
and often harsh circumstances, It is relatively fnexpensive and
easily maintained, and has grown to become thoroughly exploitable
using a very large and powerful array of institutional software
options. Hhen used to fts maximum potential this technology can
improve the efficiency of management of even the meagerest of
resources.

ORGANIZATION OF THE MODEL

The information system proposed in this report was created as a model to
supply the data for the internal evaluation process developed under the
Drew sub-contract. This 1s expressed within the system as 1ts capacity to
report on comparisons of planned and completed project related activity.
Its design also incorporates the ability to furnish the project managers
with management data. This function is achieved as a result of the
structured monitoring process, which will be discussed in detall below.

2.1 Information Structure

In order to monitor both global project performance and specific
project components, the MIS consists of a structured network of
project data interfaces. This structure has two major features. The
first compares all planned project related activity and expenses to
actual events. The second feature reorganizes detailed data on
planned and actual project-related activities and expenses into
larger categories so as to eventually produce global project status
reports.

2.2 Information Components and Flow

The system produces standard plans, reports, variance reports and
global status reports. In addition, special reports may be produced
when needed. Plans are projection: of project activity, personnel
utilization, expenditures, etc. which are based upon planning data
provided by the project executives. Reports, on the other hand,
describe actual activities, personnel utilization and expenditures.
Variance reports compare plans with what actually takes place.
Global stotus reports summarize the data from these more detalled
reports to provide an overview for the Chief Executive Officer,
Special reports can also be generated whenever Information which 1s
not contalned in the standard reports s required.

2.2.1 Standard Pians and Reports
Data on the separate components spanning all project

activities are recorded by the system in the form of standard
plans and reports (see Table #1).

\4\”\




2,2.2

2.2.3

2.2.4

Variance Reports

Reports can be generated to assess and compare planned and
actual figures for specific project activities or
sub-activites without giving gross results for the entire
project. These reports are known within the system as
Variance Reports. They compare the Work Plan and Work Flow
Report, or the Expenditure Plan and Expenditure Report, or the
Quality and Satisfaction plans and reports without reducing
the amount of detail found in the source documents. They can
oe particularly useful to mid or top-level level management
for detailed monitoring when required (see Table #1).

Status Reports

The information system produces four types of global project
status reports These are:

3) The Financial Status report

1) The Hork Status report

2) The Quality Status report

4) The Satisfaction Status report (see Table #1)

Each project status report s derived from the figures
collected by comparing plans with progress. Thus a HWork
Status Report is derived from a comparison of the Work Plan
and the Work Flow Report. Simiiarly, the Financial Status
report 1s derived from two sub-reports, the Expenditure Plan
and the Expenditure Report. An Activity Quality Status report
and an Activity Satisfaction Status report are generated in
the same fashion,

Each of these reports provides critical information needed for
perfodic internal evaluations, and 1s the primary source of
project data for top-level management and funding agencies.

An advantage to establishing a single source of project data
15 that managers will have access to the same information that
Is eventually used by evaluators. This permits management to
adjust the work plan, or re-allocate resources in response to
the latest progress statistics.

special Reports

Special reports may be required from time to time that provide
information not available in the standard reports above. For
example, in a project such as SHDS that conducts many training
activities, there may be a need for periodic reports 11sting
workshops and courses, as well as facilitators and
participants. Formats for producing reports of this type have
already been developed and are part of the current SHDS
Project Information System.

-3




RELEVANCE TO_THE INTERNAL EVALUATION SYSTEM

The design of this information system allows it to be used directly in
evaluating program results, The evaluation model monitors five categories
of results. The information system provides the data needed for
evaluation of each of these five result areas as discussed below. Table
#1 also 11lustrates the relationship between the information system and
the internal evaluation model.

3.1 Scope

Data on types of activities and performance is needed to assess
project “scope". The data needed is found in the Work Plan and
the Work Flow Report.

3.2 Produclivity

Productivity can be assessed by determining quantity of activities
performed and then dividing quantity by amount of staff time orfTE's
used to produce the activities. Information on quantity of
activities is found in the Work Flos report. Information on amount
of staff utilization per activity is found in the Personnel
Utilization Report. Using the guidelines set forth by the internal
evaluatiom system, productivity measures can be obtained from this
information.

3.3 Quality

The report "Description and Application of the Internal Evaluation
System developed for the SHDS Project” outlines the types of data to
be cathered by the information system that can be used to evaluate
quality and satisfaction.

3.4 Cost

Cost information can be found in the Expenditure Plan, the
Expenditure Report, the Cash Flow Projection, the Cash Flow Report,
and the Financlal Status Report,

3.5 Satisfaction
See above paragraph on Quality.

LOGISTICS AND_GUIDELINES FOR AUTOMATION

One should consider 1t a given that at the outset of any project it is
impossible to accurately predict all of its information varfiables (1.e.
data types, quantity, sources, and especially report formats and
frequencies). Therefore it is important that the project's siaff possess
hardware and software which is flexible enough to adapt to changing
information demands during the course of the project. This next section
will review the tools necessary to standardize the flow of information in
a complex project.
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4.1 Hardware
4.1.1 Considerations for Selecting Hardware

The selection of computer hardware in an international setting
fs a critical part of project planning. There are several
factors to be used 1n judging the many market options. These
are: 1) serviceability, 2) operating system and memory
capacity, 3) networking capacity, and 4) cost. Operating
conditions in most developing environments are harsh and must
be planned for in advance. Even where servicing is available,
spare parts can be difficult to obtain. Therefore it is
important to develop an internal capacity to service frequent
problems such as chip fallure. Among other things, this
requires that a stock of spare parts be maintained, and that
the staff be trained in such simple servicing procedures.
Compatability and software options are determined by the
second set of factors. If the project has to exchange data
with funding or other outside agencies, compatability (format)
becomes critical. Also, certain powerful software packages
require at least 256K bytes of Random Access Memory, and for a
large project access to high volume storage devices such as
hard disks 1s usually necessary. Thirdly, the success of an
information system in an organization is largely determined by
the amount of routine use it receives. Networking the system
by installing several "work stations" facilitates access to
it, and can heip establish it as a routine office device. The
final consideration, cost, will vary greatly with the
particular project; it should, however, always be measured
against the other three variables.

4.1.2 Current Hardware

The model being developed employs IBM-XT compatible hardware.
This choice was made for the advantages related to IBM's wide
use, resulting in a high degree of transferrability to other
users of IBM equipment. Serviceability and cost were not
factors in the selection of equipment during development of
the system. They normally would be important factors for an
actual system,

4.2 Software
4.2.1 Considerations for Selecting Software

A competent Management Information Systen consists of four
types of software: accounting (spreadsheet), word processing,
data base management, and project management. An optional
fifth tvpe, graphics, 1s suggested when it is not an
integrated function of any of the first four. (Some software
packages, called "integrated software", combine all of these
features into a single program. In some cases tne Integrated
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package may not provide all of the enhanced functions of
specialized packages.)

The information system should not be restricted to only one of
the above types of software. In fact, given the inherent
restrictions of most packaged software, very few projects
could depend entirely on only one applications package. Using
several types of software reduces the risk of over-reliance on
a single type, and increases the number of possible
applications. Another constraint to avoid when choosing
software is the inability of certain programs to exchange data
with other project software. This will effect the system's
ability to generate punctual reports whose formats and
information are relevant to management's expectaticns and
needs.

The first type of software, spreadsheet, can be used for
budget planning and expense monitoring. Its features usualiy
include the ability to 1ist all project expenses and perform
any number of calculations with them. HWord processing
software can be used to generate text reports of all types.
Data base management software enables the user to build
complex project data bases, and should also enable him to
generate reports to any needed specification. Data base
management software is especially useful in providing
customized reports that the next type of software, project
management, may not be capable of providing. Project
management software is used primarily by management to plan
and monitor project status. It can, depending on the program,
provide the user with project diagrams, including schedules,
Critical Path 1ines, GANTT charts, PERT charts, and certain
costs/resources monitoring features. Finally, graphics
software can be used to enhance the presentation of the
outputs from any of the above.

4.2.2 Current Software

The software chosen for this model includes all four types, in
addition to the optional graphics package. These cholices are:
Lotus 1-2-3 for spreadsheets, Hordstar (or comparable program)
for word processing, dBase III plus for data base management,
and Harvard Total Project Manager and Harvard Presentation
Graphics as the last two types. Horking examples were
generated using dBase III plus, the two Harvard Software
packages, and, of course, the word processor for this report.

SYSTEM TLLUS (RATION

This section will Y)lustrate the steps required to manipulate each of the
five types of data 1isted above using the software described earlier. The
system, which 1s sti1] under development, provides a working mocel for one
of the four SHDS objectives. For other areas still being developed, the
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report will elaborate on one or more methods of building a working model
using the software available to us.

5.1 System Data on Scope and Quantity
5.1.1 Standard Plans and Reports

Standard plans and reports for information concerning the
project's scope include the Work Plan and the Work Flow
Report. The system presently accomodates both of these
documents. The Work Plan, which 1s the project's basic
agenda, is recorded in two different ways. The software
employed for this are of two types: Project Management and
Data Base Management.

5.1.2 Project Management Software

Harvard Total Project Manager allows the user to schedule the
project's work load and display it in several helpful

formats. Figure #1 shows a portion of the Strengthening
Health velivery Systems 1983 work plan. This graph is called
a project roadmap. It can display all or part of any project,
and clearly 11lustrate the network of tasks and milestones
which the project intends to achieve.

The Hork Flow is monitored by HTPM by the inclusion of an
“actual start date" data field which is entered by the user in
the same location in the program 2s the planned dates are
entered. From this information, the lag throughout the
project is calculated by the program. The program then
calculates the Work Done percentage by, "adding together the
products of each task's planned duration and 1ts percent
comﬁlet?. and dividing the result by the sum of all the
tasks."

Figure #2 shov: the segment's schedule for 1983, This display
shows the activities for the entire year. The software allows
the scope of the schedule to be determined by the user.
Therefore, a weekly display could also be generated if so
desired, or the display could be presented on the schedule
organized by activity. The schedule function allows staff or
management to keep informed at all times as to what should be
phased in or phased out over the entire project.

-------------------------------------------------------------------------------
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5.1.3 Data Base Management Software

5.1

4

There 1s a second option within the system for storing data on
Scope and Quantity. This is using the DBMS software, which in
this case is dBase III plus. This software allows the user to
program data entry methods, conduct a full range of manipula-
tions to that data, and then produce reports in any format
desired. The advantage this software type has over the
previous option is that it is by far the more flexible of the
two. The relative disadvantage is that the program requires
the acquisition of a certain level of expertise to comoletely
exploit its many powerful features. The makers of dBase III
plus have recently addressed this disadvantage, however, and
now there are many built-in functions in the program which did
not exist in the earlier versions.

In the present system, dBase has been used to generate a
single data-entry form to record both planning and actual data
or personnel utilization (see figure #3). A print-out of the
source program which generates this form follows figure #3.
The data for this form is entered on all concérned personnel
on a weekly basis. (Currently under development is a monthly
entry feature.) The program records the identification code
for the individual, and can keep track of the hours spent on
up to five activities per form. At the end of each month, the
program will tally these figures and present the mangager with
a report on the person's activities. He or she can then
compare that to the work plan. If the planning is done using
this program as well, then the percentage of intended work
done can easily be calculated by incorporating a procedure
similar to that which calculates percentage work done in the
HTPM program reviewed above.

Variance Reports on Scope and Quantity Data

Variance Reports show discrepancies between activities planned
and activities performed.

The HTPM program calculates the varfance by calculating the
percentage of work done - which 1s a measure of variance from
100% -~ by using the method described in the previous section,
The program organizes this data for all of the project's tasks
in a "Task Progress Report Form."

The DBMS software, if programmed to do so, can present a
similar report as described above. This would require that
the target dates for each task be recorded using the program,
Provided with this data, the program can be easily modified to

present detalled figures or graphs depicting any discrepancies.
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5.1.5

Status Reports Using Scope and Quantity Data

Project Status Reports summarize project progress into a
single measure per project activity (in the case of the SHDS,
project activity would be equal to Objective) without separate
task detail. These reports are sometimes necessary when a
global indicator of status is desired, either by an executive
or a funding agency. Producing reports which summarize
project progress are instances when graphics software becomes
convenient. The HIPM program does not output gross project
indicators to the exclusion of detailed task data. This
leaves the information system user with three options: a) to
manually compile status data on project tasks and reorganize
them using a graphics package into a summarized form; b) to
use HTPM's "DIF" format output function which transfers task
status data to other programs in a format which can be
converted to global figures and then be fed into graphics
software for {llustration, or; c) to employ a flexible HTPM
feature. HTPM allows the user to nest sub-projects into a
“super project". Thus, SHDS's Objective III could be one of
four tasks in a super project (Objectives I,II III, &IV),
which in turn consists of sub-projects unlimited, except by
disk storage capacity, in their number and complexity.
Therefore all of the tasks in the project's Objective III
could be considered together as one task. Producing a Task
Progress Report Form for the super project would in effect
give global project activity status figures.

5.2 System Data on Productivity

5ic.l

5.2.2

standard Plans and Reports

Standard plans and reports providing information that can be
used in calculating productivity include the Personnel
Utilization Plan and the Personnel Utilization Report. The
Personnel Utilization Plan 1s simply a schedule for each of
the project's technical staff to follow for each
activity-task. The plan can extend for any time period, but
would normally be organized in monthly segments. The
Personnel Utilization Report, on the other hand, is simply a
compilation of actual time spent on each activity task by the
technical staff members. Time units for both of these
documents must be uniform. Full Time Equivalents, a measure
of time distribution, could then be calculated based upon
comparing time units scheduled versus time units actually
devoted to a task. Computer-generated versions of these
documents have been prepared in Figure #3.

Harvard Total Project Manager

The HTPM program incorporates the scheduling features needed
to produce the Personnel Utilization Plan. HTPM includes a
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section on Resource Management, the purpose of which is to
allocate and schedule resources to a project's separate
tasks, Once entered, this information can be displayed in
either of two ways. The first arrangement displays an
“Allocation Graph", which is a Gantt chart showing the
schedule for a single resource across all of the project's

tasks over a specified period of time. The second format
11sts all the resources used in a project. In the case of the
Personnel Utilization Plan, these resources in question are
only human resources; however, HTPM can keep track of the
entire set of a project's resources.

HTPM's resource 1ist can also be made to display the actual
duration of each resource use per task. This can be displayed
on the same document as the scheduled-use 1ist, and thus a
quick variance check can be performed.

5.3 System Data on Quality and Satisfaction

The data format for all plans and reports on activity quality and
satisfaction is highly project-specific, and therefore does not come
as a featured element in the HTPM program. Annexes 2, 3, and 4 of
the report "Description and Application of the Internal Evaluation
System Developed for the SHDS Project" give examples of survey
methods for assessing program quality or effectiveness and the
satisfaction of those providing and receiving services related to the
project. The dBase III plus program can be used to emulate these
surveys. Forms design becomes critical to the successful
computerization of such data. The rating system {1lustrated on page
19 of annex 2 (Evaluation of Objective II-Anglophone Nursing)
provides a good example of a form employing a quantifiable method of
data collection for this type of data. A program can be made to
include Variance Report and Status Report generators.

5.4 System Data on Cost
5.4.1 Standard Plans and Reports

The information system's financial segment includes
expenditure and cash flow data. There are separate plans and
reports for both expenditures and cash flow. The Expenditure
Plan 1s a project-wide budget, detailing cost figures for afl
activities and tasks. The Report is simply the ledger of
expended funds for each task. Cash Flow figures record the
planned and actual expenses from fixed sources, thereby
providing projected and actual net figures on the real amount
of funds avallable from each source at any one time.
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5.4.2

5.4.3

5.4.4

5.4.5

Expenditure Data

HTPM allows the project planner to input cost information
during the initial resource scheduling procedure described in
the Productivity section above. The program automatically
calculates projected costs from the resource allocation data
and the task duratfon figures. This data is reported in the
Project Resource List which in effect is the Expenditure Plan
for the entire project, or any portion thereof. Actual costs
are recorded by entering the actual cost of a resource and
adding that amount to any other costs. This can be done in
the Roadmap section of the program for each specific task.
The program automatically adds the two actual cost figures and
provides a total actual cost figure for each project
activities task.

Cash Flow Data

Cash Flow munipulations require spreadsheet software. This
type of software, such as Lotus 1-2-3, is capable of keeping
up-dated cash figures for all project funding sources. The
only requirement is that all transactions be entered on an
immediate basis to give accurate results.

Variance Reports on Cost g2

Expenditure variance reports compare planned expenditure with
actual costs. This information is contained in the "Task
Detail" report in the HIPM program. It can also be sent to a
graphics program to appear as a bar chart, or line graph.
Cash Flow variance can be done on a spreadsheet program in
regular text form, or the data can be sent to a graphics
package 3s well,

Financial Status Report

Financial Status Reports provide a general financial picture
for the entire project, or for each of its major activities.
Such reports are generated in graphic form using HTPM, and are
called Project Cost Graphs (see figure #4). This bar chart
displays planned costs versus actual costs, showing for each
the portion of resource cost and added costs. The graph can
be modified to display this information nn a cost/time
interval basis, or as cumulative costs over the length of the
project. This graph is gererated using the same data
originally entered while allocating resources and entering
actual costs per task,
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TABLE #1
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> > >
(Work Plan) > Personnel > > Productivity
Perscnnel Util. Plan > Util. variance > >
Personnel Util. Report > Report > >
o - > > >
> > >
Activity Quality Plan (Standards) > Quality > Quality > Quality
Activity Quality Report > Variance > Status >
> Report > Report >
— > o > >
> > >
Expenditure Plan > Expenditure > Financial > Cost
Expenditure Report > Variance > Status >
> Report > Report >
> > >
Cash Flow Plan > Cash Flow > >
LZash flow Report > Variance > >
> Report > >
D > >
> > >
> > >
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Week Beginning @0 MM/DD/YY
Name = ) L . e N - .
(Last) (First) (1)
Day ot Week
Activity Code Sun Mon Tue Wesd Thu Fri Sat Total
0.0.0.0.1 00.00 00.00 00,00 00,00 0000 00,00 00.00 00.00
0.0.,0.0,2 00.00 01.00 Q1,00 00,0 01,00 00,00 00.00 03.00
O.0.uv,0.3 00.00 O1.00 02,00 01,00 01,00 01,00 00.00 06.00
0.1.0.0.1 00.00 01,00 Y, 00 01,00 0,00 01,00 00,00 05.00
O.0.1.0.0 00.00 02.00 01,00 01,00 01,00 06,00 0.6 06,00

00,00 05.00 045,00 03,00 94.00 02,00 01.00

Figura b)



‘T he project cost graph shows the cost of the project, cuner per unit tune o
cumuliative, as a function of tune 1 breaks costs down both into planned and
actual coots and mto resource and other costs Overhead costs froim the project

form arce distnbuted evenly across the tme seale mtervals of the projpect

To pet to the project cost praph, get a project e the project ist and then select cost
in the command line.
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15-6. Project Cost Graph

If you have i color monitor, light blue shows planned resource costs, dark blue
shows planned other costs, hpht green shows actual resource costs, and dark preen

shows actual other consts

Planned costs are to the left, actual to the nght. Resource costs are above, other

costy are below

Fhe ver tcal seale shows dollars, thounsands of dollaas, or nulhons of dollars,

whichever 1s appropnate.

Project Cost Commiands

Per time unit Drplays the cost of the project for cachanterval unit of the tisne scale,
Cumulative Dicplay the comulatnve cost of the project over the time seale
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| } yoed | ]

1510
Ficjura 4


http:tihowad.di
http:1ime5.iC

* Personnel Weekly Activity Plan bEntry

*

R A A A KR

* Initialize Variables
e e e e e h e e - -
*

store 0 to lne / Line Counter

store space(?2) to midnum / Employce 1.D. Number
store space(29) to mlname, mfname / Employee Last Hame;

) Employee Prrgst Name

/ Employec Middle Inttialjg
Other .obh, Selector

/ Starting Date of Week

/ Act tvity Code Number

store space(l) to miname, opt

store space(d) to mwsdte
store cpace(1%) to mactceode

®

A koo A

. Intialize Entry Form and Procedure
e e e v er e - - - > - v - - -
L]

do mcon002.tmt
store ,T. to perentry

do while perentry
A 5,21 got mwsdte function "{DY"

read

"

" 'R R

. Check tor Proper bate Entry

* . e e e e en e a m as ee e s e e e em e

A If no date is entered,

* turn otf program continpuation
* flag, ozt fram programm,

L]

i{f substr(mwandte,l,2
store V., to pereantry
release midnum, miname, mtiname, ne
releasc miname, con, mwsdte, mactoeode
return

endit

B ANAS
Ident ity Activity Performer
If activity pertormer tn not tdentified, quit from
program ol:e deterpane 3t additional porformer
fdentification s requared, 1t additional 1dentification
in required, geto g,

» ¢ % B ® B B B B

8 7,1 nay " Viployee Tob, Number 3 "

O row(),cal()es et midingms
road

tf midnun
atope L. e perentey

roedeane mtdoam, mlname, mfnamoe, l1no
Peloase mitame, con, mwhidte, mactoeode

L) "

Dbhane 11D SDontce, Weokly Activiaty Flan A



return

else

@ 7,1 say " Other Identification Required ? (Y/N)[N] "

@ row(),col()+2 get opt picture "!"

read

if opt = "y"

@ 7,1 say " Name : M
@ 8,1 say " (Last) (First) ()"

@ 7,12 get mlname
@ 7,37 get mfname
@ row(),col()+3 get miname
read
if substr(mlname,1,1) =
store space(25) to mlname
store .F. to perentry
endif
else
@ 7,1 say " Emnloyee I.D. Number : " + midnum +
endif
endif
store mwsdte + midnum + substr(mlname,1,9) to mlatch
store "ACASREC.NDX" to ndxflel

*
* * Kk Kk kK
* Initialize appropriate files
K e e e e e e = e~ = 2 —— —
*

if file(ndxflel)

select A

use mconQ02a index acasrec

else

select A

usce mcon002a

index on dtoc(WBEGIN) + midnum + substr(MLNAME,1,9) to acasrec
endif

release ndxflel
append blank

* kk kK
Initialize Data Entry Variables

* % 3 o+ X

store .T. to actentry

store 0 to dentry

store space(35) to mhzarryl, mhzarry2, mhzarry3, mhzarryd4, mhzarry5
store 0 to totl, tot2, tot3, tot4, tots5, tot6e, tot7

store 13 to 1lne

store 1 to actcntr

do while actentry

Dbase III Source, Weekly Activity Plan page 2.
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* % A A o % % %

* %k ok Kk k
Input Activity Code Number

If no activity identification
is entered, return to preceeding
step.

@ lne+1,1 get mactcode picture "9.9.9.9.9"

@ row(),col()+12 say "Press Return to confirm

@ row(),col()+2 get con

read

@ lne+1,15

if substr(mactcode,1,1) = " " .or. actcntr = 6
store .F. to actentry

else
store "ACT" + str(actcntr,1) + "CODE" to actcdvar
store "ASSIG" + str(actcntr,i) to actasvar

*
* kA Kk kk
* Save the previously entered data
X
*
replace WBEGIN with ctod(mwsdte), EMPLNAME with mlname
replace EMPINAME with mfname, EMPMI with miname
replace EMPNUM with midnum
replace &actcdvar with mactcode, LATCH with mlatch
release gets
store 18 to clm
store 1 to daycntr
store 0 to lnetot
*
* * % Kk k
* Weekly Data Entry
2
* Enter the Work Time Input Required bty this
* Particular Activity Performer for the
* Identified Activity
*
do while daycntr <= 7
store "mhzarry" + str((lne-12),1) to hzarry
store "tot" + str(daycentr,1) to viarry
@ lne+1,clmn+4 get dentry picture "99,99"
read
store (trim(&lzarry)) + str(dentry) to &hzarry
store (lnetot + dentry) to lnetot
store &vtarry + dentry to &vtarry
@ (lne + 1),6% say Inctol picture "99,99"
@ 21,clunt4 say &viarry picture "99,.99"
store (clmn + 6) teo clinn
store (daycentr + 1) to dayentr
store 0 to dentry
replace &actasvar with lnctot
store space(len(mactcode)) to mactcode
enddo
Dbase 111 Source, Weekly Activity Plan page 3



endif
store {(lne + 1) to 1lne
store (actcentr + 1) to actcntr
enddo
store space(len(mlname)) to mlname
enddo

Close Data Files

Dbase III Source, Weekly Activity Plan

page 4
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* MCONQOQO2.FMT
* Time Activity Plan
* - By Operative/Employee

CLEAR
SET TALK OFF
SET BELL OFF

") ey

) ) ) ) o)

) eV

? " Activity Code Sun  Mon  Tue

D e e e e e e e e e o 2 e 2 e e e e e 2 e e 1 22 e . . o e e e e 2 3 e e e e o o

>
close format
return

Dbase III Source, Weekly Activity Plan

Day of Week"

Wed

Thu

Fri

DAILY PERSONNEL-ACTIVITY"
ASSIGNMENTS"

e et gt e ot on vt g i e S e e uan v e g o St gt g B g g gy

Sat
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