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“It doasn't tako any great talent
to fiad prohlems in this

project, Dn1ng ‘h-.ﬂlﬂq ancut
thaa {s ancthar matter," DMIP
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EXTERNAL EVALUATION AND THE LEaARvIys PRICESS,
Reflections on the DOMP Experiance
by
David C, Korten

Long before baing invs 1v~d in a projact subjected to a formal extarnal
evaluation 4\‘f‘op~1 reservaticns about the conczct and its anglication.
va]hr.'] on outsiders with ]lﬂltP gnowlsuga of 3 project or program and no
respons Dl]]uy for its ou?comﬂ to make assassments and racormend actions
s2a1ed @ peculiar cancegt., My own training in dusinzss managensnt had
conditioned ne o ke yiew that the making of such asses‘nrnLJ on a contlnuing
23$§s Wls a Fuacineatal responsidility of the managar, Ye: "managars" in the
9JJ11u ware niing teld that they should not expes:t ta meke such Juivenent> on
tneis sun pros 3. Experierce has continu2d to confiry vy originl
Aypothests this is one raasin why pudlic sz-tor progeans are generally
S 1n:if iv sir "manazers" are comn )nl/ As0ra2d in papzrucrk routines,
Teaving to sutsiders to do the rzal work of man 35107 273ains% results,
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oerformance improvensnts miast ord 1nar11y be
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The extsrnal zvaluatisn and learning process nodels of performincs improvement
dre 0as21 0n 02005109 235umptiong adcut tna nature 97 the performance
inprovensat oroc2ss, and different definitions of the minazerial role. Tha
farmar assumas tnat the manager's judjstment cannct de trustad, a1 thzrefors
sets up an advarsarial srocess which pits tne eva]ua Lor agA1ns th2 persons on
NN perfortasce improvisent actually de2snds, It calls for trusting most the
Jud;“ucﬂt 0f that individual who is least informed adout the activity in
questicn, has Teast responsidility for its outcome, and dears none of the
consagu2ances of either success or failurs,

BEST AVAILABLE: DOCUMENT



Tne learaing proces: mcdal assurnas that t
ility for the profact or pro grau on tne Hasis o
‘-

resaonsid f oeing the hest
J’]lf]FJ person available for tha joo and has 1ceeptat the assignoent with
tu~ fntanticn of doiaj nis or har bast. It recognizes grceasing aregr danends
04 t2amwirk g Lhe acen shariag of information a4ing th2 persans whs are both
rescansitle for progess perforasnze and closast to the dakts, as! se2¥s to

creats conduziva coniitions,
arz 3 part of tie AID systam, Many neng)
mragrigte maintanaaze of pudlic afa:Jw'jbxi oy
tnay will 92 discontinusd in the near ruture, a
£y arjue that they shculd ba, ”
W23 consistéﬂf With wnat w4e are
21 perforaance of davslopaent ;
it daaortaent tnu: thoss Wm0 condys
32 of the difficult issues invo?ved and addrass then

coof DOMP owas well
anner.  Givsan the
! o of such a
s unfaniliar,
e otime it
For those
122y of its

The avaluation tean which carried out the mid-teru a
qualified and carriz? out its assignaznt in a profes
innersat prodtens fasing such a group in carrying ou!
connlex proje‘t das3al on unconvantional, and for mos
¢ongznts in suCa 2 Irizf time tnn/ dig a credinle joo,
nacessariiy refizots only a partial uxu:”‘:andln' of tiis
unfaﬂi1iar witn tha Projact it prov1hw- a bried intrody
proateas,  In taras of contrivutiang 2 lnpruvcﬂ carforninge
35 0 say i5 new to these previcusly familiar with the Projac:t, Mo
recmaazniations are of a fairly ;‘ngra1 naturs and the unlielying ans
do2s not g3 into suficiant darta to provi%e significant nzv insights
prodlens notad, Hrquzaif it h2s 4on2 no harn, hut one ryst windesr whe
ressurces devotsd to it, including staff time and 2nergy, aighs not n
used more productively in otner ways,
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Tae 33F Evaluation
Most individuils whe hava read the report of the eviluation team seem to
oe impr2ssed that by th2 normal standard of such avaluations it reflects a
quality produce, This makes parcicularly ;tr1<1n; the rang2 of
intarpretations of its conclysions and <hair iolications, Simoly stated the
twd extremes [ originally encountered witnin tine JSAID Hission nay de
charagterizad as follows:

"Tne esvaluation wis devastating., Tae project is a disaster. A bad design
bad1/ implenented, Filled with oroolems. Little supsort from the Thais,
Aidely differing visws on what tne orojact is sunposed to arcomp11sh

Even tne title of tie project in Thai is 4iffarent from the title in
English. A ness, Qne of the worst srojects [ have aver seen, [f not
de-331igated, it should wind down and tarminate on schedule.”

BEST AVAILABLE DOCUMENT



“The evaluation sudstactially confirms what we Kasw befure it started. It
is a difficult and zonleq projzct which seeks fasortan® and amditious
chjectives which run contrary to the vilyss and structuras of the eaisting
Tnai aJ“iqisrrjrive Stz @nd dnvolves ¢oangeats wiich are unfsniliar to
miss ne sipanes

L l .
Tne prevtem §s messs an! the prajecs is corrsspondingly messs.  The first
year nad serinus prodis oand actomplished yaryg iftlo Corrective
actions in the seornl y2ar starped to tak: hold within %he fwe or thrzo
miaths prior %o aation 9 2irly tQ assass ine paydffs,
Undarsianding o alang with signifizant increases
in nigh leyz! in! ths RT3, Project anjestives

altnin the origisnail five ysar tims
Junj £y s;stain ths process now

wWars tuO anitious
periou. Appropriet- %

finally underwzy givis its ;:tewr’
institutionz] chanjas ia thz dir
authority, and initiative in dsvs
with pacential for unus:al policy and i

J
=
C

o Lo -

JF ﬁr—a.er ]ora. Ccanarit
:ent action. A nigh ris< investinent
nstitutional returns,"

Particu1ar1/ critical to now one views tie project is the weight one jives to
one <2y psint made by th: evaluation teaw:

There was alsa evidence tna® infeormation jained tircugh the "learning
Tadoratory" apnroaci wes stz-ting to flow toward Bangkok and was being
used to formuiate droadsr develomment palicies.

This is a develepazn® of the pist few montns and is tha result on which much
of the effort of project merageient has besn focused since the praject
agreznsnt wes signsd. It is a difficult and screwhat unique outcome from an
USAID project and differzat cosirvars give different weignts to it as a valued
outcoms,

Tnis is anly onz of several reasons for differences in resoonse to tne
evaluation rezort. Anonber is diff:rence in prior famil? arity witn the
Project. For tnose familiar with the 2rojact and witn the various resorts

ganerdted fron annual evaluations, wy ewn trio rsoores, ete., thers was
ntning revziled by tie e/aluation that wis not a]reajy #211 <ngwn, Otners
Tess raniiiar witn it pe~nans found Acrs surprises.

W5 of the davzlopment process itsalf may also be 4 factor, Those
pment in ferms of peosia and institutional and nolitical
procnssc; are more lTicaly to sze it as an innsrently messy process. Those who
focus on the physical and teshnical dimeasions of dzvelapmant are likely to
expect davalopuent actions o correspand more L0 tns tidy order inpcsad dy the
1ngfra & and lel:ar olanning tenls,  Scme readers may have had axpariance
ATtn projects wniczh nava rua in a 370050 and ordarly manner from their
incaption, *he/ w111 naturally havs a vn"v diffarent reiction from thnose who
nave come to assume tnit wmassas ars <ne natural order of ~n1ngs in tha
ddlslcﬁmﬁﬁ' ousinass 214 zhat prograss 1n any development activity must be
ass2ss2d azainst a 1e="11 g curvz. Tney are likely to look for indications of
a creariva sutcoms cmergln, from the chans.
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The report highlights the difference betwzen as53essing & Profect aqainst an
absolutz standard of performdnce that looks for nign orodustivity fron ths
first day, versus assassing progress ag:inst @ lea=ning curv2 ancrapriate to
the difficulty of the task underiaian,  Tne zvalustiag tes cites a senfar
That official as giving the Project ao Settar tnza a 0r for its first yzar,
ard rating it a 8 in its s2cand ysi-, TNougn not Seatizned in the evaluztian
regert, the official in quasti : nt t within
the nest ysir the Project hai : :
amiitions naturs of the Projec

Su3gest it is doing rataer woll

agsinst a1 ausalute scale, as o

sometning on r of aC a 2

to be gans-iy is 53ment ol tial Wea T i
ane of avar:y SEH e 23, If one visus the Project in
t2m13 0f prograss taw Cing ia placs @ 12ar1ing process that has
pstantial for sijnifi ositive japati on 2 natianal scile, then it seems a
good investaent to date inspitz of a ver, raugh start

AlJ has a strong commitment to policy diz While most AID projects
] B
i3

have policy implications and presaat onon or Mission manijsuent to
€1332 1n sinz dielogue of a policy n2tu-a g4 projscis sunpart an on
geing policy dialogus as a ceatral thoo:, s and starts DOP is evelving
i red the hignest levels of the

2 £
ALy Ut a prujett, with the leadersniy coring f
rims Minister's Gffice. It ennanzes 410 a:cess to the nighest levels of -
PRO2IC as Ted stiner AID projects nive, As with any ouncoae of tnis type

£ is partly by design, partly a resalt of ciriumstances totaily
e coatrol of tae Projest. Naa: th: less it offers an impartint
Teirning adout the prodless and prospaits of such offorts which
fully minsd, It also nigniignis on2 of the difficult dilemmas of

AID nas adopted a palicy stance which Suzuaris tne deteniealization of
Tnstitutional and adriniscrative structurss ty entance Tocal capacities for
self-reliant losal devaiopneas initia-ivsz, Acticn on this insvitadiy involves
8:3 38 3 237itical accor in a nNighiy oolitical ser of ices and processes,
[t invclves wor<ing in a realm in wnich 4iffarencas i 2tivas and
perspactives ire pervasive, witn many coms=ting political intsrests involved.
Such involverzszs is inevitably messy, In ati2aping to becoms an actar in
this aranz, AID comes into direct conflict with its own programning systems
wWnich call for precise 4afinitions af inuuts and gutcomes. dany ceople put in
tie midsc of tnis dilema and faced witn deminds far accountadility are 1ik2ly
to end up macing demacds tiat the proc2ss de addrassad as thcugn it were not
Messy ant aslitical, that it lend itself =9 precise statenzats of objectives
ajrsed to 07 311 parties with meisaradie and time joundsd parformanca
indicators--as did some m2miars of :nis evaluation taam,

deradle room to reduce the
ing tacen to do so. Nor is it to
P, Tnere were many, and some

Tnis is not to argue that there is not consis
messiness of ODMP. Aopropriate Ste3s arz 3
deny that important mistaces wers made in DO

B
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have beea costly, It is important to illuminate and learn from these without
losing the monentum which has been establisns! boward outcomes substantially
more artitious than normally atterztsd in ALD prajacts,

Some Realities of Jui: An distarical Perspactive

[dng
(74

The impztus for D00 camz frow e concern sharcd By USATY and certain

P . . . . j [} « ; B )
countarparis witiiin tie Tnai govarnmest that tie nighly cantralizsd Thai
administralive systed w2s 5eloning 1 sericus hinlerincs to continued
devalopuiant prizeess, It wis recogiized that Hoth traditional valuss and

yurl
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Toof the situazicn difficult and

existing aduinistrative svstans mide a ravars;

prodlemiiatic, It wis unlicely to b azzongiisasd in the azirc fubare,

Political resistanze 3 any action which might b perceived as waikaning

central au i substencial, LAt was felnothnat sons useful stens
cont £2 to accaptance of

furtner ste=2s in futursa,

One of thne mors pronising openniags at the sen: sszmed to be the RIG's Rural
Employment Jenzraticn Program, It was making grants to Tambol councils for
ladar intensive infrastructure. Tnere was corcern in the govarnmnent that
though the projran wa2s axtreszly popular, masazecial and technical capacities
at thdat lev:l wi-z s3 limited that many of tne projzcts waire of such poor
quality taal while they might be providing tenporiry enployment there were not
resulting in tihe vingprovenzats in local infrastrusturs that would contribute to
sustainal daveloomsat, Put in tais context it wis 2xpaited that a project
that would suppiewzat the resource Flows into this projram, while
stuultanecusly concributing to strarathening of lozal technical and manaqgerial
Capatities wiuld enjoy political susnort at tie Righest levsls of the RTS,
While £a<ing an frporiant stan Sowird qaining attention to possivilities for
an expandz< roie for local level initiative.

The initisl orofect desizn was somswhat conventional, Most of th2 resaources
wWere £0 g9 into augms rce fiows for Tocilly designad and implemented
lasor inteasive A largs technici) assistance t2an was to

t
pravide dirsst suptort to Tamools in tie de3i3n and implementation of these
SUd-projesis, at31 1t tna same time design imgroved managetient systens and
provide supuorting training, Political realities ware at werk from the
deginning. On tia Tnai sida it was felt that 4 title which emphasized the
fncreasing the zfficieacy of local orojest nlanning would be the more
attractive, From the AID side a title which reflacted a focus on
decentralization w2uld gain more supgort. A creative compronise resulted in
Englisn and Tnai titles for the Project which wers not direct transiations one
to tie otner. Tnough not in any way involved in tnis decision, as ! will
elaborate later I do not see that this involves any necessary conceptual
conflict, contrary to thne Zvaluation Tean's conc=ara,

The Project's d2s5ign quickly became controversial within AID., Petsr McPherson
Was taken to visit the Project site soon after he became AID Administrator,

He came to the Azency with a concern that AID was putting too much of its
rasourcas into walfara activities which generated tamporary income streams

\
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without estahlisaing a basis for sustained devel
impressions, he aszparantly conclyte? that DOMP w :
§ wis the tyne of profect he
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enpleynent tygs scheve and mad: it Kasen that kh
wanted to see eliwinste! from the AID partfolio, Tnz fasf ta:zs e Posiect
2]

[¥

wis 2dninisiercd 23 part of @ nations) progess waiih a0s in fact oringrily 3
L dala and a digzia; holes an filling thzm in tyce

comvinatic 1

fon activity mads nis reacticn undsrstanizle, evan
<
d
1

rural

L

Al as 3 tactica) dntervantisn b4k in sunport of

Thaugn £ | 210 w23 jntendsd
Targzr odjectives wiich havs Secom2 cantral thames of his airinistration, In
Wy evant, Wit dcfhersen's assessmeat Lo pecomisd it, the nza Mission
Director, Rodsr: Hilligaa, was notadly sceptical arout the Project during the
early davs of nis tendrs.

2atation hed b23jun, Jerry Wosd, the YSAID Project Officer
240 Work LorGugh AID's Scienca and Technclogy Bureay
Togment and invited me to wark with him on the Braoject.
ot as deing a vehicle for supoocting learning within the
ies and potentials of decentraelizad loca) davzlopment, 1
our early discussions that the original design of the
praojact was guite w2k relative to tiis intent, in particular decause it

After Project inc
for DOMP hesrd o
O0ffica of Rural

Jerry saw the Pr
RT3 abaut tn2 re

placed thz tewpu-iry consultanss in 00 central a role in direct supoort of
sut-praject planning and implaseatation, as wall as in doing the training and
gzvalaprane of the Taeol Cnuncils in the Project ars:, It would not devalop

Capaliti=s to suonart similar strengtianing outside the ismadiata oroject

Ared, nor Lo sustain accomplishiaents within the prajscc area over time as
Tapol council meudzrs changad. Similarly it gavaz lit:le attention to helping
district and provinzial levels devalon aporopriate canitities to suonart this
lTocal dnitiztive on a sustained disis, or to nelping national pelicy makars
address relatad solicy fssues in w2ys Tikaly to result in effestive action,

Wit the concureence and collaSoration of or, Pairat, wno hzadad the Rural
Employaent Sansration Progran Se:retariate and served as RT3 Project Manager,
We 2mharked on an oryaing effort to revise the original design along lines
intandsd to stranstasn its supnart of 3 larger instizutional learning process

-

which would mak2 possidle mora rapid and effective ACTian by the RIS in

suppore of Incal capacity building and decentralizzrion, inis resulted in

some imnediate relefinition of tie comeosition of the Tecnaicai Assistaace
T2a1 ang its role, including the addition of procass decumentors, It later
led td a restateent of tne Projact Aurpose, to the creation of working
jrouns, and 3 morz central role for the Ministry of Interisr. Thare was,
nows/2r, na point in time at which there was a Fformal redesign effort and
renegetiation cf the project ajreement and supporting technical assistance
contracts. tany of tie ideas wer2 nsw and “ne original circle of concensus
w33 originaily oretty much limited to dr. Pairat, Jerry Wood, and nysel f--with
concurrence From Mission managemeat., There was no interest in any quarter in
stooping tne effort mid-stream to reasgotiate a fragile formal concensus with
the AT around ideas which were still Just deginning to take snape in tne
ninds of tne respective USAID and RT3 Project Managers,

t/
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The redssign emsrged slowly, fitfully, and in many ins}aﬂ:es only partially

Compromises were mada at evary turn, The new perspAttive wire oniy partially
5i
n

iacorpsrated inty the Rajuest For Technical Proousals which grovided the basis
¢ 1 ! !

for the TAT cortracting orifess as tisse wirs writien while Jerry dood was o
home Tevz 0y a taopsracy reslacetent broushs in Frea Aastington wh) had not
been part of cur discussions, Tne aztaal teahaizal assistanie cortrent

Y5 oin dir~act corsradictian o the now

parspactives as they wars drant un by a contrints offijcer whils Jdarry d30d was
preoscuppiet with nelping the thres contracting firas 2eal with the fact that
tax 1aws mal: it impraccical for tnen %o form a Juint vzature 233 had bosn the
original plan., In a retrospective acadesic anaiysis it may 352m such prodblems
saould havs d=z:n avoided, In ths real world tizy seldon are,

R Y

00 new en3i505 the activa invalvemsnt of hundreds of individuals from a
variety of Ministrics avd from all levels of govz-naant, with varying degrees
of contaz:i with the Project., diven its evaluticn, its uncoaveational nature,
and its migej2eat structure it would be quite exiracrdinary if evergone fully
understood tis Project and shared a common view of its objestives., If the
Project had 5<2n allowed to davalaon along the lines of what Peter McPherson
though he saw during his early visit, then it is 1i%2ly that most actors would
understand it perfectly and few differences of perception would have Seen
found. 1t w2uld alse be a qood dez) less messy becauss much simplar
managament structures would nive been dparopriate and reasurazale performance
indicators w2uld hava bezn wuch easier to define. MNor would thera hava been

any difficulty in defining tne roles of tihe technical &ssiscance personnel,

Changes in pursuit of more amditious, byt developmentally anprooriate goals
have been at tne cost of such clarity and simplicity. In general thase
cnanges were introduced with full knowledge of thoss implications, and
consequantly tiasa involvad nead feel neitner senss of surprise nor distress
at the 09s52-vatiuns mada by *»e evaluation team that thesz conditions are
presant,

Management of the Project has had serious difficulties from the deginning,
One of the most serious is that the REGP Secretariate had a small and junior
staff. Most all of its personnel, including Dr, Paira%, were secunded on a
part-time dasis from other agencies. Action was never forthcoming on a
racomaendation that the REGP Sacretariate obtain a senjor staff person on a
full-time dasis to assume day to day resnonsidility for administration of
DOWP. Tnere w23 inadequate involvement from the policy levals of governmeat
given the evoliving purpose of the Project. The TAT was much too large and
credentialed relative to its counterpart arganization and assumed too central
a role. It in turn had its own managzmant problems, It is generally
acknowlzdjz4 that tie original head of the team.wis an inagpropriate chaice,
There snould have been provision for a supervisor for tne pracess documentors
and 1notner for tne fisld advisors. Many TAT persannel were unclear as to
tneir roles and received only limitad quidance. The TAT received little
supervision from the REGP Sacretariate and litcle bacxstopping from the three

=S

contractor organizations, wno served mainly as body shops.,

(‘
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are likaly to be compoundad by
ien by the curreat head of the
possible resignaticn of the
1 be serious and potantially

Many of these prodlems ramain, Indee
panding developments, spezifically tha daci
Tecanical Assistance Tean to resign and the
Organizational Advissr, Boin in my view wil
crippling losas to the Prajoct,

73155 heve ssan Minister Maaghai, M

At the same time recaent

5 fice 2nd ona of the most senior meabers o
no
N

Priie dinister'
assune personal r
a full-tiine nead wh

r
O -
g siailicy for the Projzct, The AZ3P Setretariate naw has
has zzriicularly strong supnort from Minister Moachal and
and adie mangs-, Tnz anle and influsatial heads of
irizs are D23inning o taka an active rals in the
wiing e key roles in pelping translate findias from
¢ policy recunamadations and in cors unicating
these to ministerial lev:ls, A growing nurbzr of tnese key individuals saem
to be devaloping doth an unerst2nding of and a commitment to the concept of
DOMP as a resource to nels tne RTG learn from its own gxperience in order to
levalopnent manajameat. Most imgortant is an
i
.

Project, patentially as
researcn don2 dy tine T3

strengtnen local level deye

acceptance by Minister Me:zonai of tie TAT concept that palicy innovations must
evolva out of a systsmatic pracess of study, trial, adaptation, ang
dissemination and tha:t the 3347 learning Tadoratory provides a unique vehicle
for supporting this proces:

Tnere ar2 reports that soig Wirking group menSers are at last Yeginning to
understand the role of a war<ing group and how it differs from that of a
commifttas, Progr2ss has hs

staff and the dzfinition of appropriate performance indicators for them. A
work plan is baing devalez:sd for the larjer DOMP effort which b23ins to mcre
clearly define the products that the Worting aroup seexs %o produca,

Snacific Findings 214 Recomiandations from ths Evaluat

ian Report

The following are odbservations on sp2zific points raised by the evaluation,
Tnese relaze soecifically to ths surmaries provided on pages 1-3,

Executive Sumnmary

Conflict in Conca2pts, There are important conceptual problems in the
Project, DuT TRE on2 0n waich the evaluartion t2am chose to focus its
attention, i.e,, tne difference in the Projsct's Thai and Englisn titles, is
arovanly oz of the least significant. Local Capacity building is one of the
st important elements in achieving successful decentralization.
Decentralization efforts wnica simply delejate new authorities to lowar lavels
Witnout providing support to develop the capicities to use “hem usually fail,
At the same time the creation of strengthaned local canacities usually
jenerates demands for greater authority along witn greater #illingness to
grant it. Toe YSAID view 3f the project's decentralization stratagy was
always to my knowledje based on this concapt, which coincides exactly with the
Thai title. Thers is no necessary conflict.




On the otherhznd it inay be that the Evaluation Team was Tooking at a somewhat
different issus whicn is quite real, Since the, did nob elabarate it is
difficuit to t211, Tner: ars within ths Q74 mor, different views of ths lecal
capacity building 2355, Some sea the prodlan po-zly in taras of incraasing
Ty azoountanle Tocal leve? oficia’s whe carry gut
¢

ened Wit

the nuriper af cente
{

devzlcoping Tocal
su2 of major

in ardsr for the
: am:n; all relevant
aing that is waslly

Cyraas,” 0ihe

3 ans

Projact tu ma
actors on tnis issus

b}
;s S|

unrealistic., Such issus Worssd oot Wit time through 2 messy
and confiiccual pracess. In ore resyact DNP provides a forum for addrassing
this issua,  Tne Fait that th: focus of the Prii=it i3 on the Tamdal level,
and specifically oo the Tameal Councii which is a 13c211y acnoudtiale body,
reflects a clear choice in the Project d2sign on the side of local
accountability. But clearly not all actors on this particular stage are going

to see this in the sa=2 terms.

Tnere are otner conceptual differsnces invalved in the Froject 7ot noted by
the evaluation teaa which have presentad tontinuing prodlems,

1. Tne original d2sizn fozused onlv on devalopiznt of Tamdol level capacities
during the perjod of the Prajest. Thne ravisad d2sign raccgnizes the need
to also develop supporting institutional capasities and policies at
district, provincial, and naticnal lavels to sustiin even dergsen advances
mads at Ta=dol and village levzls during tie seriod of tne Project,

2, The orizinal desiga centercd at*antisn o
capacities of Tarbals witihin thz dasigna
exprzssed that this wodld result in aodd
sometime, by sam:iine, somewizr:z elsa--+h
The revised dasign nas atienpted to giv
into plase processas aad canzzinies to
project darea of successful gilot esxoperine
20th during and S2ycnd the tine so2n of tn
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realication ney:
nation within the Prg
faraal Project,

3. Tne original design assumel that consultants would install improved
manajemenc systeas and conduct raievant training, mainly at Tambol
levals, Implicit wias the assuTption tnat thess wauld Se of relatively

standard design, in otherw2sds tiat rine consultants would coma with
ralevant t2xtdook kncwledge to 2 diractly apalied. The revised design
assumed that batn tne improvad manajement systess and appropriate training
would need to bz developed out of =xperience Sased on study of local
rzalities in Northeast Tnailand.

Tnese chanqes in tne design made sie oroject significantly more complex. The
conceots invilved were not familiar to many of the participants, and for some
violated tnefr sense of wnat a Project is supposad to be, They introduced a
commitment to a much mors amditious purpose than did the original design--gne
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which would not be accomglished within the five ysar Yife of projest undar
even the most optimistic of assumptions, While ideally tie chanj2s in the
design siould have resulted in 2 resejotiated 1oan agressent based on a
resised project pazes, followsd by a reazjofiatisn of the Easinjcal assistance
contralt thess wara not politically feasiole options and wi-e naier Attermptad,
Tne original Projact concepts are standard and e13ily undzrstood,  The revised
concepts are quits unusu2l in e donor assisied praject a=d are not edasily
commynicated to individyals whose natural assuvpticn 15 taat the standar
concents azply, Tne fact tinat most of the formal prajast docinzatation
confimis the zomveritiongl viaw doas not hels with the educisional process
Which has d=en o0nyoing as Tong as [ have baen invalved With the Project,

Tnere continuzs to be confusion and disajresnent,

Organization:l Prodlens, Tnere ara continuing or
Tie evaTuacion Fepsrt €a03F Lo focus on differences Heraeen tws organizationa)
charts in tihe apoarent plasemsnt of tine TAT. The TAT i3 forually responsible
to the RIGP Secratariata, At the same time it is athempting to support a
variety of groups, including the national wor<ing groun and various units of
local goveriinent--2nd same documents attenpt to regresent this conceptually.
Perhass tnis is the source of ths evaluation team's confusion,

Reperting retativnshnips within the TAT are a more s520ious prooles, doth formal
and otnerwisz2, Aita difTeranl mewds~s of tne TAT hired dy thnres different
contrastors who forially work under indesandent conzracts, tine intzrnal
autnority relationsnios ar2 unclear, [ gather on various accassions this has
presented 4 prodien as the nead of the TAT is not alviays certain of his own
autiority over certain TAT memoirs, A significant 73p in TAT staffing has
deen the lack of 2 nigly qualified profassional responsidle for sunzrvision
of the process docusz<tation activity. Thus the orocess decumanteors have pae
carrying out an urnfimiliar role with inadequate suzervision, More significant
thers has D225 no one with the necessary professional cradidbility to
Syitiesize and coriiunicata the results of the procsss dacumsntation as an
fnput to prograt and policy actien,

Pariaps thz m0st sigaificant organizational issue invalvas the rassectiva
responsioilities of the Prime Minister's Office and the Ministry of Interior
in tne Project. Originally tne respensioility rested c'zarly with the

former. But it became zvident that with respect Lo dsvelopment of supporting
institutional canazities, it was tie Ministry of Intarior that was key and
cherefore tneir greatsr involvemant was essential. Tius the dor<ing Group was
structured with the specific intent of giving that Ministry a more central
role in the Project's manajement. low with the involvement of Minister
iechaai of tae Prime Yinister's dffice, the relationsnips secome incraasingly
complex and politicized. Tnis nas impartant costs, AT the same time dboth are
critical to tne largar Project purpasz and tneir comained itigh Teval
involvenent rapreseats one of the Preject's more inportant assets, If one is
interastee in organizational issuas tnis one introduces mucn Jredter amdigquity
and challenge than the quastion of to whcm the TAT reports, though [ see no
2435y ans4ers. It may be a case where the denefits of the amiguity outweigh
the sosts of eliminating it.

2
i
'

0
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ted abova the definition of roles of TAT
contrdct persinnal Thas basn a continuing concern., There is no disajrezment
that the contracts are b241y and fnezarepriately written, Thz-¢ may be
disagreamniznt on the netur2 of the peozlew, The eviluation arjuss tnat tiey
c3lling o'y for 3 best effort. 1 recall the
astte, Tn2 teras of reference calle on the

st in the planning and implessatation of a specified

¢ pravige spacific training to Tasa) p=rsannel, and
i 3

Contract Provisions., As indica
M
i

bt

ware to0 vajus on Quisuts
prodlem being quite tnz o
contract personnal to ass
numaer of sud-projects, t
to implement nad planiing anc oud; NG 3y3taas,  They ware ovarly specific
and spacifizd outoats consistant witn the original project definition, byt
wholly inazscopriate to the revised definition. The focus was on improvensnts
in a finits numozr oF sud-nrojects at a sudstantial and nea-raglicadle cost
per sud-oroject, raingr then on davslosaent of Ca04zitics within the Thai
Systan For sustainzd end hroadly replicable improvicents in logal

performance, Tna2 inicial proslem with tne TAT was that its memars were
intent on nonoring tiess soecific teras of thair contract provisions and doing
SO W3uld have defeatcl the larjer nursose of the Project. It should be
possiole to write such contracts with parformance standards aparooriate to the
Project puransz, but tnis was not dons. At least in tha early stage we would
nave dezs better off with contracts based on best effort terainology than we
were with the actual contracts which specified specific but inappropriate
outzuts. Tnis conflict w2s one important contridutor to the fart that the
first year of tne TAT w2s nzarly a total loss,

I}
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Findings

The following are my coiments on specific findings of the Evaluation team.

Finding #1: The program is innovative in its structuring of a feedback
system to relay policy-relevant information about local level realities to
decision makars.

Agree. Unfortunately it still is not yet working as intended, We had honed
the evaluation tean would help us assess the extent to which it is working and
provide ssecific guidance on how to make it more effective, They did not do

SQ.

Finding 42: Basic prodlems whicn plague NOMP may be linked to differences
1n perceztions of project intent, symbolized by inconsistency in project
nane: tne Tnai specifies efficiency ot tamoon planning; tne English,

decentralization of decision macing.

As discussed =arlier tihere are imoortant differences of perception, some of
whicn are prepadly insvitable given the numder of actors involved and which we
nave peen wWarking to correct since the deginning, The differences in the
title ars anong the less significant of these.
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Finding #3: Indicators of project performance are at a glabal
non-mezsdrable level, not at tis oparationally concrete, verifiadle leval,

The prassurs for "operationally concrzte, verifianla® indicators favors
projects of thz type rezreszntel Dy the originel DoM? Project desiga, It is
an easy criterion to mest 1 profett purpasa 15 dafined in terms of Cilonigkres
of roads and canals constructz! or wills dug, heurs of employmeat provided,
sub-projects designed and implz-inted, training caurses conducted, ate, If
012 is trying to out 5305 Teading to major policy aad
institdticnal change ©to define projzct purpasss at a mora
glonal levsl and us2 more g3 T33Ures of projrsss, At tne séme time
w2 agreed righlb at ths beginning with mzbzrs of the evaluation team tihat
development of ozrforiance indicatsrs consisteat with the purposss of tie

53
Project mighe contriputa signilicantiy to Project performance and .s<zd for

their sg22ific nelo in dafining indicators whicn would Lo
suitadie--recagnizing that the nsad of the Evaluation Team had special
expertise in this area, Taey chos2 instead to Keep their recomueadations at a
more giobal and less operatioal lavel, simply recommending that such
indicators 9z developed,

In fact work on indica*ers is projressing at tirze different levais. One step
taken by the TAT prior to the arrival of the evaluation team, on which the
Evaluation Tea» did not comnzat, was to devzlop the following performance

indicators for assessing its own progress:

(1) Generate usaful information from the learning lad for decision-
maiars:  This is measu-ed by tie numder of documentation repsres and
issue agenda papsrs whicn are processed and acted upon oy the working
grouns following the TAT five-step field Strategy-~-study/lzarn,
dzsign, exparinznt, adiust, and disseninate.

{2) Get th2 wer<ing groups to work: meas
activitias of the warking grours it a 5; at the central leyel
this is indicated Yy tns nuter of mecti 5, the numder of jssues
acted upen according to tne Five-stag ap0rea:n, numar of field
visits of mentzrs, and tne amoun: of communication betwean National
dorking Groun and lecal working grouns., Similar measures are used
for evaluating local werking grouss,

s by the frequanzy and
1

The Evaluation Tean od3zrvations failed o discrimingte datwean needs for
performan. . indicators it a varisty of levels. The abave indicators relate
specificaily to tne TAT and ars janerally anorooriate to its function., At
another level is the nesd to devalop an information feedback system which
prevides Tamdols, Districts, and 2rovinces a means for self-evaluation of
their own parformance in relation to Tocally planned sud-project activities.
Tnis i3 essential to institutionalizing a manajement system, DJevelopment of
this is one of four thenes chosen by the J0MP Working Group for the remainder
of the Proj=ct,

I/
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At another levzl one must deal with pe~forwiance indi atars for the Project
itseif, Pchah1y the mast important eaphasis hers 5 on tha extant to which
annual wark plans reflect progress towind dave' heal and imotemantation of an
Pffe-|l/ Str2tegy in supiort of stren;th:ﬁz- capacities,
and in:lyds uwifs of activity agiinst which progre cked, The
Worxiayg Grour is curreatly etqlJ.i in davz! quF\ the remaining

18 musths of the Projzct whizn 4§11 lay ou spezify Ctivities to be
completat ejainse wh.:1 pe".4r| ace of all tns v:‘ied sarvicipants in the
Projeut can bn moni orvu. Continuing H-‘\ or all thesa indicatar levals is
Nigialy azorooriate at tiis staje and merits tas subscantial astantion it is

recsiving,

i +1 Becausa of the closa 1ink Heteosn DOMP and © any decision
rezarding the future of DOMP must be made witnin tao Cﬁnuﬁkt of nolicy
develupu.nts reiating to the RIGP and/or sucoessor structures,

The fiportance of this was noted in the tarms of reference givan the
Evaluation Team. It was specifically asked to mase specific recommendations
haszd on their assesswent of likely future changes in policy and program
Structure, Ratnsr th2n offering actual guidancs, they simply confimed that
it is an issue.

~1n_1n3 5: A Syste of greater interdepanlascy seens to be devaloping.
" an and implement more

A ) D]

pru:~ Es rn;s 1s offset to sone dejree by increasad dsmands upon thne

ceniral 39Vsr”~‘*t for increased teshnical an? financial supoort,
Unless o9z is Tooking for conmzlate loszl ausons e, @t unrzalistic exzactation
within ‘h: seiliing of a moda~i statz, one R fecitt 2 streajtheaing of
Tocal can. 23 for salf-rzliant actisn to . 1oosame tims incrzase

> wiTin the larger aationa!l s P25 incrzased 15cal activity

3 ©SanE ThNE arediis greater dimiads on s ardinate levals, The fact
that ane i \vfng T2 a situaticn in which =1 is macing such
de 31 nan sinaly ressondt ﬂt P is At an offses--it
i fazization that D3P s doin 1/ whit 1t shodld be doing.

Fialing =31 21ans to institutionalizs the ”learning 1aboratary® apgoroach

throggn the use of loczl resource fnstitutinns have not mazerialized to
date and congartad actisn i3 r raquired to macisize futirs orasnects,

The finding is corcact and it s an imocriant failure, | hav:z riissd the
issus on eacn visit since | started A4OrRing with tne Projait. [f one looks to
the Tong t2m it is 2ssencial tnat tais be carrscizd as rapidly as possible.,
In thz otheraand, if one looks 9 pRdse the astivity out on schnedule it is
prodasty too late ) acnieva suffizienc ras ul %S frum Such acticn to make it a
AOrtawnile use of tie scarce ra1°1u rejuirzd o g2t them invdlved i

productive ways., Tna cfaluat1or 23am has :1==~nc"° stress24 supervision
oradlems 4itain tne 2rgjact, Proﬁuc:1v= invoivement of resource institutions
will require an intensive supervisory invastaent, partncu]ar]y in the early
stajes. [t ds act clear from where this will come. TAT is tira najor

)3
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available source of the type of talent required, but most of tnis tatent will
De phasad on in little more than a ysar given the present schedyle, It is a
criticai dilemna, and ons's time parsiyective is critical hers, If you are
going for tuo long tera go for the resource instituticns, use TAT resaurces to
assist with supscvision and use remaining resauv:ss ta s Yeckhivezly eatznd
existing contracts to sustain this pricess tnrough a necassary transition
period,

Finding 47: Cominglin
most Cases these funds a
tambon,

g of YSAID and RES2 funds is not nagpesing and in
r2 cleeriy fdeatifiadle all the wiy down to the

While the evaluation report doss not go into sufficiant anal
reasons to 02 pdrticulariy halpful on the imalications of th point, it seems
to imply that tiis results fron rigidities in tie AlN Systwi, It is an
important oIseriation since tns focus of the Projact should be on helping
strangthan RATG systems, not atisanting to track sub-project funds all the way
down to the individual viilajge sub-project. Tne inient of the Projsct in this
ragard is to susplement RTG resources, not launch a se~jrate AID local
aevalopmsnt -project

ysis of the
is

[
time anT burzaucratic focus, as well as by fundar-atal misund2rstanding
and lask of cavcensas rega~ding its functions and overall project purpose,

Finding #3: Effactivenzss of the national working aroun i3 limitad b
d g 3 s y

Correct obsarvation. Actions arz b2ing taken and progress is being made, as
they were prior to tue evaluation,

Confining OO sudb-projects to RN guideline
ast

Finding #3: 3
raint on ths gansrality of the project's va

37gAificant co

If funds ars to b2 co-minglad, as the evaluation texn feals they shzould be,
than their usa nes s genzrally to conform to the palicy quidelines governing
use of thesz funds, More importast, however, is tie fast that cazagity
building s 2 stes by 3%ep procsess. The first corcera should 9a AR
imaroving perfornatce with resn2ct td tnoses activitiag wlich are prasantly
Cavered Dy AL3° juidslines, Only to the a«tent that *his i3 aczomplisned

€
snould there 52 Sranching out into a tarzar numder of 1icaly more complex
activities, inless the Evaluaticn Team wzre to =3t331ish that ad2quate Tevels

2

of competence nave already neen developed with resnect to those activities
Coversd Dy the juidelines, I would arque that the implied recommendation is
probaoly unszund.

Find®1y #13: Paperwork is bottlenecked as communications flow from TAT to
-~

tne National Worcing Srouo, through the inadequately staffed RE5P,

This is a basic flaw in the structurs. If resource institutions ware being
used as interded they would be bringing to beir much more analytical

capability. But =hey have not Seen. Jiven tnat tne effort depends almost
entirely on tne central TAT starf Lo process all the experienca and field

[’
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data, as well as to carry ot must mandgzment functions, the central staff is
too small relative ta the field staff to havdle the load. Lard of a

supervisor for the prociss dovunentors is only one ecample, At the same ting
Yy 20331012 answsr, Resiurce institutions

N

Incrzasing that stafr is nat tha caly
Might carry some oF i 1224, [dzally soms of this Furction shculd alss be
perforiied by 2I3P stzF7, But, haai.ar, you cut it this is a serious predlenm,

Finding #11: It aps2ars that 207 eni-of-project findings are unlixaly t
D2 UTVIVZEd §F thz, rejsire sunstancial cross-ministry cocperation and
coardination or adliticnal RIS fuading.

Tne fundineatal quastion of time perssective is invalved ferz,  If one looks
at DOMP as a termingd effort, then clzarly the emshasis shadld he as
reconiiniel by tae Eviluztica Teis 04 fairly simdle discrete activities that
May MAe same pariine’ 24 sndrt-terd imorovements in the Project

3 022X to tie original design, If one scas a potential
for utilizing the mo2-tum estaylisned towzrd a dialogus on critical policy
and institutional issuzs related to the orocess of local capacity building,
and is cosmitted to sustaining this pracass deyond the life of the project,
tnen azcegtance of the recomiandation which follows from tnis finding would be
most unfortunate and self-defaating.

Tambols--essenzialy

Kt

u
u

Finding #12: Contracts ware arithen at a level of generality which leave
TRdTyTaiaT firm coligations unclear,

Tne useful point herc is that taer. has bzen Tittle or no instituiional
involvenent oy ths contracteors, Basically they have been called ugon to searve
as oady shons and hevs dons so. understand, however, that this may
changi--frres.sctiva of contract pravisicns. Tne heads of the two Thai firms
226 L de s2eing the potantial significatce of the DOMP effort and tine need
for their person2l invalvament in Serving as 1inks betwszen the projest
activitizs and the palicy levels of govarameat.,  Tnis should be encouraged in
every way pessidle,  [dzally the contracting firms snauld be drawd on less as
00dy snops and mare as resource institutions. I have felt since the deginning
that the process docunentition for 2xar5le snould be handled by a resourca
institution, not witnin tne TAT. This role could well 0e perfurmad by one of
the contraciors, but with a clearly defined responsibility and unit of
work--including procassing the data and participating in its communication to

policy levals,

finding 13: Tfnere appears to be a lack of contract supervision by the
Project Agency (RESP Secretariat). Further, the tarms of the contracts do
not appear to provide a mechanism for this purpose,

tne original Project Paper that the TAT was much too large. The counter
argument was that tae RII? lacked staf capa5ility, and a large TAT was
essential to provide such capadility. The original project concept was that
the nead of the TAT would essentially perform the day to day functions of
project manajzment, ODr. Pairat accepted our later recommendation that he

Thera werz amoiguities here from the deginning. I argued when I first read
T
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obtain a Deputy who would carry out this Projen: Man gy nt sunsinility,
But this pasition was n2/sr filled, There has nevu-
RGP with ¢ o~ “isarion of tie autno=ity, arility,

s

neadzd levasl of supscyision--with this resciraiyiiity falling laqg
3

orovi
argzly to the

Read of the TAT 4p consinsa= 2 with tae orai~g} Curl=zt. Thnis was

particularly 2 prodlan prior to the apesintieat of Sovzraur Cnit as TAT heed,

Whethzr the contrasis 1278 adejuite mesninisns to allaw far RESD sux2-yision
ether this Ras’ in fast bezn a proalen I do not K 1ow,

Or wi

Finding #13: TAT servas nignly valued staff functigns for the REGP
Secrefarias, provinzial govaracrs, and district officers,
[t is a fi  <wantal flaw of the Projeit dasign tnat nearly gverytnhing depends
on the TAT, Tis fact that most of ths TAT positions will be phased oqut by
gctober 1953 me2ns that effectively the Project will end wall in advance of
the Project completion date

Finding #15: TAT value to RIS ageacies represaated on the Nationa]
Wor<ing Group has not yet been estadlished,

Probavly accurats, Some specific thoughts on how to improve this would have
been nhelaofu?,

Finding #12: Tne data are not in regarding TAT ability to facilitate
reTationsnips serving the long-term goal of creating self-sustaining local
developmsat action,

Wnile there w11 22 a residual impact thi
Thailand, it is uniikely that spezific sustainasle institutionalized changes
d )

) D

in sunport of self-sustaining local devs=l gnEnt atiion will ge achieved within
the prasent 1if2 of the Projest. If such outcames are desired, then ’
aporopriate follow-on action #ill be necassary, Ideally a follow-2n effart

should involve some siqaificant structural chanjes with less dependence on a
largs and teoporary TAT, At tae saqe tims it snould provids for a
transitional staz: to sustiin momentum achicszd, Tne critical current
quastion is whathir L0 maks a commitment to tne longer term,

Finding #17: 3etter managemant of the day-to-day operations of TAT in its
FIFST year wauld probadly have made major differences in where DDMP stands

today.
Definitely,

Finding #13: Roles with regard to field monitoring of TAT staff lack
clarity,

Yes and it is a proolem. Partly a flaw in the composition of the team
designated in the original contract agreements as clear provision for the
supervisory role was not made,

/
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Fincing #19: The question of tha dagraz of adhsrance to the annyal
Workalan remeins an uns2tiled and uniattling jssus affecting the Warking
Group, TAT/Banskak, and TAT/field,

In the bady of the rezert I find anly a reference to disagreemants within TAT
a: Lo the ingoritanca of adrering to the Annual Wirkplan, I ds not find
335255920t oF the quality of thz glan far the past year or thz axtent fa which
it was or was not in fact b2ing foitowzd, There may be a orablem, but without
more eladcration than providsd in th: svaluation report tne finding is ngt
very useful,

8
q

Finling #23: Rola definitions as reflected in recent TAT reorientation
docunsats Are consistent With th2 sairit of the project, but not with some
provisicns of tie contract job disiriptions,

Quite accurate and very resassuring, [t indicates that progress is being made
toward adjusting tna original aesizn in a positive direction inspite of
procedural darriers, An important accoripYisimant,

Finding #21: Placement of ARD teshnicians at the district Teval is
credited 35 an unqualified plus at all levels by our informants. This has
relaxed a major local leval covstraint on undzrtacing relatively large
construction projects: the lack of nesded tzchnical expertise, A
Dy-produst nas baen the axility to handiz larger scale, including
crass-tasiben, projects (roads, dams, and bridges) meeting accepted
tecnnical staadards,

Excellent,

Finding 22: Local approzches only are capadle of Nandling projects of
FETIETVETY linited scale. Tamhon financial and tecihnical constrants, as
well as R7§ regulations, limit e«pansion of tamoon maintenance
responsioilities to larjer W33, Such as cross-tanbon nrojects. Efforts
havs been initiatzd to deyin to tast new local maintenance aporoaches, but
funded maintenancs drrang=nents are not yet universally in place.

That Tarmbons are limited in the typ2 of maintenance they can handle would seem
self-evidant., Tne prodlenm of maintenance s prsbadly much greater than
implied in the above statanent, which is wihy it was considerad a priority in
tile proposed Project Amendsent, It is not evident that there is time
remaining in tae current Project to make much further progress on this issue,
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Recommendatiqns

Recorviendation #1: That tnis evaluation report be used to initiate a
Process workTnj towsrd fundaneatal agrecszat on the ohjectivas and
purpases of DO*, a prossss involving bolh action and discussion,

This process has beea ongaing since the bezisning of the Project design and
continuas, Tne fact thal the Working Grous is naw giving sariocus attention to
the question of oojectivas snould contriputes significantiy to resolving the
1ssue at tagt level,

Recommznlation #2: Tnat DOMP Subcommittee and National Working Groups
ShouTgy =77 T

22, Clarify and reazh conseasus on the ultimate 39als and objectives of
the 207 Projact

Worrying about ultimate goals of the Project is at this point hardly worth
much of tneir eTfort. ” The critical concern i35 how they define the goals of
tie last 18 montih workplan and tney have already reacined agreement on this.

2b. Clarify their rales with resne
Do

pect to (a) setting policy directions for
SF/TAT and (b) mositoring TAT

activities,

That the National Working Grous is saending too much of its time focused on
managenent of tne TAT continuas to be an inportant protlem. It is not an
appropriets comiitiee function--gcspesially 2t this level--and is particularly
inerorapriats to the purpnse of the Worcing Group. They should be focused on
sudstancs, on d=fining spesific study requirenents, on setting quidelines for
local expsriczntation, aad on examination of tne policy issues surfaced by
the learning laderatory activities. Tnis wzs the whole purposs of
estadlisring the Working Group. But tie rezlity is it hes oecome Yogged down
in manajeasat detail,

2c. MName a repressntative from the DDMP Subcommittee or National Working

Group to chair the Contract Coordinating Committee, and empower the
cnair to resolve conflicts when the coordinating Comnittee cannot
reach a concensus,

Sounds reasonadls, but I do not feel I navs enough informacion on the problem
to offer a useful judgzaent,

24, Accelarate efforts to integrate Thai resource institutions into the
"learning la>oratory" system.

As mentioned adove, whetner one makes the effort to intagrate Thai resource
institutions into the "learning laooratory" system at this point depends on
one's time parsoective, It should be notad that the recommendation to move
ahead with this (long term perspactive) is in direct conflict with

recommencation that TAT focus the remainder of its attention on ensuring the
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production of manu2ls and othzr small discrete products (short term
perspective), (See Evaluztion recomterdation 3¢ below, )

2ndation #3: 74T should:

ities are directly related to

33, D:atermine which of its curre v
phieral. Procsed to allocate

DO*F objectives, and which a
resaurces azcordingly,

3b, Develop a compretensive set of system performance indicatars for
internal and externagl managemsnt purposas, Monitor DOMP
organizational and gparating systems,

Already done or urderway as eladorated adbove,

3c. Ensure production and distribution of materials for tamdbon council
use in designing and implesenting multi-year tambon development
progrdamns. Tne miterials should include, at a mnimum, identification
of relevant information requirements, spesification of project
selection criteria, and implementation procedures,

The key here is "ansur:z." One of tha k2y issues in reorienting the TAT has
Jean Lo esiadblish that tn: asorcoriate role for TAT is to facilitate and
Support devaiogient and asnlization of such materials, prefercadbly by the
coacerned agencias--failing this, by resadrce instivitions, Tne concarn is to
insura owsarsnip and tie capacity within an orjanizacion which will be around
after the Project to sunport tisir arpiication and pariodic updating as
requires after thz TAT 15 disdanded. "Ensure” doss not necsssarily mean do,
tacugn TAT lacks the autnority to actually ensure that otiers do it,

3d. Provide clear and suzcinct definitions of the components of the
lsarning 1ad, and specify Wh2a, how, and whers these componznts are
901ng to operats during the remaindzr of the Project,

Not sure what is meant by “components”". In terns of developing a workplan for
the learning ladoratories, this is an aporopriate function of the Working
Sroup witnh the support of tne TAT, but not of tne TAT itself. As noted above
this is being done 7a the current work plan exercise, with tihe Work ing Group
taking an appropriate lead.

Je. Submit regular reports surmarizing the performance of the learning
1ab (basad on verifianle parformance indicators, rather than brief
sumndaries of field reports) to DOMP participants and other interestad
persons and agencies of the RTS and AID.

A quarterly report on the linas of those deing produced by the NERAD Project

would be an excellent contribution. Simply providing reports on progress
against performance against indicatars would pe of limited use, especially if

[
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one assumes that actual ma~ijesent of ths TAY §s not the proges cangern of the
Horking Sroup, While accesting tha® the brizf sucwieries of fizld regcrts thak
tie TAT provided to projsct particizants us until shorily pafors ths
evaluation warz 0F Tictie uss, mors 3udstantive soorting on leariing
laboratory activi to tne policy gialogus nrioz;

ties is esszntiy) JTE
Dein; nut into plats o, O0%. For tre Warding Grourn to Function as jnteqdad
Tt oawst receiva @ rich fiow of 222 on the realitizs of Jooa] leys)
aduinistration aw! iz furctionis; of ths s wriing systens dn relation to
lTocal ne2ds, As moitionc? a:-lisr, a %2y wiikaess of tne Wioiiag Groun s
that in Fact it has az;. =2 the rols ; e TAT 1noa fairly narrow
sense, Uoshoutd rettir 0w a forun for znayZling tie pelizy ia:tications of
learning ladoratory 2cze-fen.z an? ds Toring arorosriate stegtsagins leading
to new national palicies and progran procedures, For bie o -1t at least its
adility to perfori this rols 2esi075 00 ths infuruction fed to it by the TAT.

3f. Develop a list of gancrg) priorit=s to apply to materials going
defore tie Nztional Wor<ing droun, which will reflect tha ability of
the Group to implement changas,

Not sure [ understand what is b2ing said, If it means be selective in the

materials presented to the WCrking Grodp to insure they deal with significant

issues relevant to dzrying Sriup conceras, then of course.

3. Keep interesiei ezancies inforned of DOIP progress and devalopmants
on a regular Sasis, in a forw congruent with current administrative
practice.

Always a sound id=a,

3n. Estadlish stronger links betws
teans., In cord:r to do tnis, determing whsthar to siunnlement current
xpanse of terminating sowe of the field
y

[ hava recomnend2d tnis specificaly in relation to nrocess documentation
--several times,

3i. Provide a detailed phase-out plan that is acceptable to all parties
no later than one year prior to phasa-out of TAT staff,

Unless some action is taken to revise the current schedule, work had better
degin iamediately on this as there is little more than one yzar remaining
now, Getting project participants to face up to this reality has been both
difficult and frustrating, Irrespective of one's view of TAT's performance,
its rola nas been and coniinues to e central to whataver ODMP accomplishes,
Until alternative machanisms are in place and their functioning estanlished
none of the learning whicn Project is supporting is licely to oe sustained in
its absance,
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Particularly significant is the fact that the warplan currently beiag
develuped by the Working Group cannst pessinviy be comzlated prior to the end
of the Projact, let alone the Corrently scheditad prase out of all but ore or
tue TAT positions, 1 notsd tais pablizally i1 the m2eling of tie Warking
Grour in Hit Yai. Mo one challejzd Ty Coaliusion, bub meither wis thar: any
atbespt to deal wilh the imzlications, I presa-s 9272054 no 042 nas any idsa
how t3 d3 s, We misszd our 223t chance for an ordsrly transition to another
mode oF wirking wh2d the nzjetiations on the Project Ameqdnest aroke down,

22
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Recamnesdation #3: AID should:
Ishadle from RTG

43, Take stess to sh
funds.

ses thdt USAID funds a~z not disting
funds, if tne dasir

d
sire of the Projest is to co-mingie

I belicve it is the corrzct concept given tre naturs of tie Project, but it
Will be interzsting to sze whether USAID can do it, or whather we are
prisoners of our owl systewm, .

4b. Provide the incoming Project officer with sufficient operating
esp=nse funds to enasle him %o effectively perform-his difficult
assignment involving a non-traditioasl Project,

[ have long belizvad this is an impartant cancent for all such projects. 1
wish the Evaluation Tean had eladorated sufficiently to build a strong and
clear case which might 3ain A23Nington sunport on thnis issue. Unfortunately
the Tear did not provide tine elabaration on or documzntation of the need which
might provide coavincing support,

4z, Provids th2 incaning Project Officer with sufficient time and
resources Lo study the Thai Tangusage intansively,

n mads,

4

Very important. [t appears such provision nas be

Recommeniiticn #5: Relievz DO'P from strict adherence to REGP project
quidelinzs,

Some further discussion of specific guidelines and regulations which present
inhiditions to nesded experimentation would have deen very helpful, but were
not providsd, Sush reljef is comaenly impiriant in an experimental effort,
but Jt must be on a carafully consideraed and selactive basis, with particular
concern for Wwhat grocedural changes may have realistic prospects for broader
imptansntation,

Recommendatisn #3: Extend DDA only if a set of generally acceptadle
objectives is produced, and appropriate strategies and organizational
structures are created,

In genéral it sezms a sound recommendaticn, but tiera must also be room for
flexidility, When d2aling in the realm of sensitive pslicy issues it may
sometimes de necessary to move anead without total agreanent on odbjectives,



Also, evan tnough tihere is prodably g

zneral agreaneat that future efforts
should invalve rather different inst i
t

i tutional arrangemznts from the presant
DOMP, in particular with reja~d to the role of technica) assistance, it may
still b2 a sound sirateygs to 2atend current DOMF arraajemints on a selective
basis to provid: for an ordsriy traasition,

Recommaniation #7; Provilds a tezhnician (similar to the ARD technician)
S A Baennt S yats ar th = 1

[ng
ri
P
5]
‘._
f

Clearly an atiractive idza, if necsssary finanzia)l and human resources are
availabla, At tihe same time ons signizant advancs of the Projact has been
specifically in the arzz of helping <2y policy mixers reocognize that hasty
action to impisrsat an ajparently attractive idsg on a nation-wids hasis is
unsounc, Tne TAT is currently concerncd with devalsoriat of orderly
procedures dased 01 the learaing lasiratary expariernie fur testing and
refining indivicu2l ideas until they are ready for brosder apslicdation and for
supparting repiication in an orderly way. Certainly cne objective for the
remdindar of the Project sihould be to move ah2ad with work toward getting
suitable applicaticn of this idea on a national oasis. On reflection it is
quite possiole that this might not result from tie workplan as it is currently
developing,

Recomriendation #3: Ensure tihat local-Teval maintesancs arrangements are

Tin<ed to provincial and national programs and policies,
Hard to question as a general policy statemant, bu% not vary operational as
presented. [ wonder whether the Evaiuation Team had anything specific in mind.

Recommendation 430 Give priority in maintenzace planaing to larger,

Cross-taaon prajects, whose maintenance requirensats will be more

demanding in terms of orjanization, complesity, and funding support.
The basis of tinis reczmsadation is not avident and on its face the
racormendation itself seems unsaund, Tne fozil intent of the Project is to
scrangtanen and sdppart the application of Tambon cizacities in addressing
local developrmant nzeds, Tne emphasis should be first on those things which
are witnin tne existing capadility of tne Tambals, gradually moving to more
difficult tasks as competence increases. Is the evaluation suggesting that
what is Dainjy attenpted to date is too simple to provide an adejuate challenge
for the Tambol? Tnoush no evidenz2 is provided by the evaluation one way or
the other I truly dcudt this is the case.

Improving tne Ytility of Zvaluation in a Learning Process °roject

Evaluations serve many purposes and it is important that one ne clear on the
purpose of a particular effort. Jnfortunataly the most usual ourpose is to
fill a requirement in a project plan, There are times when an external
evaluation may meet a real need, as for example whan the sponsoring official
belisves a project should be killed and wants independent external sunport for

29
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erfurnance, then the

tals aztion, Whore the inteat is to streqgthen projec
ns mignt be suggested

€
modal used in DOMP s fairly weak., Twe alternative de
in such instance,

tp
sig

1. Bring ina tean of ectarnal consultants whs have nad on 90ing association
witn the project and havs a tnorsuzh faallierity with its history,
Pdrpdsz, ant Juiding conizpts to wark witn projsct staff on an intansive
réesies leading to idzatification of critical provlzns and an agreed plan
of acticn, If nzaded, this group mignt also produca a fairly
conprehznsiva projait nistory, Sush an approash is relatively easy to
Tmplaneat and 3. 17 risk free,

o3zl develapsd by Janes Bashe of USAIO/Manila in
starn Vis2y3s Farming Systens Project. He formed
s
r‘

L23m

24 primerily of Filipines, plus himself as the
icar, Tne Filipinos were selected for a
comdination of tnei xpsrtis2 and thair relationship to the Project., For
example tie Project ¢ uader the autiority of the regional office of
agriculture and the deouty nead of this office was included on the team,
Tne iniversity of tae Eastarn Visayas nad a ceatral role in the Project
and the wife of the President of the University, herself a qualified
professional was includad, Nearly all mo-iers of tie teim had similar
clos2 dut incirsct reiationsnips to the Project. Clearly the selections
ware carefully m2dz,  Tne resdlt w2s onz of the most hard hitting,
critical, and insigntful evaluations [ hava s2en, VYery little time was
required for the participants to be:ane familiar with the Project and its
actors, Tneir recomindations carric? a graat de2al mors weight than would
those of an externzl team, And jts piriicipants will de around after the
evaluation to Follow-un on thnair recosozniations and to put to use the
additional infirmation and insights tizy gained through their
participaticn. It is morz difficult to imclement and possidbly mcre risky
taan option one, but is an excellaat mndel #ith much to recommand it, I
understand that geedas js intending to do a write-us of the expgerience.

an evaluacion Cy
Newly assignad Projec
r

e

Various combinatians of tnese c-“ions might also De trizd. Tnere may oe other
quite different approszies, Bu: we nes=d to move deyond the traditional
advarsary moda1 which calls on the outsider to do things that outsiders

neither can nor snould be expected to do, using models that are unlikely to
serve tne purposes intended.



