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The Admsnistrator

SUBJECT: Strengthening the Role of Evaluation in A.I.D.

We have agreed that management excellence is a central
theme at A.I.D. We are working together to establish
priorities; to do somewhat fewer things, but do them very
well. Our commitment to this theme has deepened as we see how
intimately it is tied to getting results from our development
programs. If all of us take responsibility for this connection
between management and results, we can transform our Agency and
the way we do business.

A first step in that transformation is to reaffirm our
mutual commitment to managing for results. Each of us came
into the Agency with the intention of making a difference. We
have a common stake in improving our ability to measure the
results of our programs. Let me share with you the reasons for
our focus on a strong and independent evaluation function:

- Evaluation tells us what results we are achieving,
and the kinds of program strategies and activities
that are most effective in differing country
circumstances.

-- The evaluation process itself can be a powerful tool
for management improvement for ourselves and for our
counterparts in the countries in which we work.

-- Evaluation will strengthen our ability to account for
the results of assistance programs. This is central
for our efforts to gain the greater flexibility we
seek from Congress in programming assistance.
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Accordingly, the Bureau for Program and Policy
Coordination has been asked to undertake a major expansion of
the staffing, responsibilities, and authority of the Center for
Development Information and Evaluation (PPC/CDIE). The main
elements of this expansion are as follows:

1.

A new mandate for PPC/CDIE to target its work on
strategic issues of performance, to help senior
management begin making tough decisions about what
A.I.D. should and should not be doing in the face of
scarce budget resources. This will mean conducting
more on-the-ground assessments of our programs and
presenting the findings with greater candor.

A broader mandate for PPC/CDIE to include assessing
not only what we do but how we do it: our tools of
assistance; our procedures for applying them; and the
organizational models we’re using. We all know that
effective assistance is not a technical fix; it is a
process. We need to give more attention to the
systematic review of how that process is working in
the field and what we need to do to improve it.

A change in PPC/CDIE’s mandate to function as the
center of excellence for the Agency’s overall
evaluation system. PPC/CDIE will be charged with
monitoring the quality of evaluation work carried out
by missions and bureaus. While we know that a number
of missions already take monitoring and evaluation
seriously, we want to assure that all do so.

PPC/CDIE will also expand its support role in
providing technical assistance and training to
missions in designing information and evaluation
systems that support the needs of each mission for
effective project and program management. PPC/CDIE
will continue in its role as the Agency’s central
information resource in support of mission and bureau
programs.

For PPC/CDIE to effectively handle these increased
responsibilities, an additional 25 FTEs will be
allocated from the four regional bureaus and FVA, PPC
and S&T over the next two years. The Office of
Personnel Management has been asked to recruit
officers from the ranks of the Agency’s best and
brightest to fill these positions. We want to build
our central evaluation office into a highly credible
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team of economists, social scientists, and
experienced development managers reporting to me and
my senior managers on A.I.D.’s performance. These
positions will offer visibility, intellectual
challenge, and an unusual opportunity to get a broad
exposure to Agency programs worldwide. We will be
looking for our best officers -- FS and GS alike --
to bid for these positions as they become available.

Through these steps, my management team and I expect
PPC/CDIE to take the lead in putting evaluation to work for the
Agency and for our host country counterparts. We also expect
PPC/CDIE to keep us regularly and directly informed about the
results of our program. We will be actively involved in seeing
that the evaluation findings are brought into our internal
policy and programming discussions and into our dialogue with
Congress. Making evaluation central to how we do business and
to how I carry out my own responsibilities is a large part of
our ability to manage for results.

While I have assigned PPC/CDIE the lead role in this
effort, they cannot do it alone. The missions will continue to
have full responsibility for carrying out mid-project
evaluations as an integral component of their operational
decision-making. Likewise, those central bureaus with project
management responsibilities will have that function for the
projects which they manage directly. Should the central and
regional bureaus also wish to undertake broader program
evaluation work related to thelr own bureau-specific concerns,
it will be their prerogative to do so within given resource
constraints.

In addition, I will be looking to managers throughout the
Agency to take responsibility for improving the quality of the
evaluation work they do and effectively utilizing these
findings in their project and program management decisions.
Putting evaluation to work to improve development results is
everyone'’s job, not just PPC/CDIE’s. We are all partners with
PPC/CDIE in this undertaking. My management team and I will
need your full participation and active support if we as an
Agency are to succeed in this important effort.

ol Ao

ald W. Roskens
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