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Long before being inti:'.lv-d in a project subjec'e.i to a for'lal external
evaluation I deelopeJ reservations about 
 the concr,.t and its aoplication.Calling on outsijeers with limited knowledge of a proect or program and noresponsibility for outcoe assessmentsits to make and recorimend actionsseenei a pecli- r c netP . MYo'wn traininj in Dusiness 'anagemnn hadconditloned -k co thi vi _4 tidt the making of such a ssess, nts on a continuing:.asis 4a; a fu,.. ial responsibility of the man ,-. Yet "managers" in theo.lic 'e b-, toldthe r zon pro -'-'5 . that
" -

e, 
!.should not exp&e:c to .kc such julgerents on" 

-"Yp th s,. t thiis . ie.eh s coninuad to c,3 firu c,' ur'inalis or, rea3s.)n wh/y pubolic sz':tor Or'C'Jri.=S, are generally 
s,)fin-: Fec ti, Ti"r" J~rs" are cocn7,;/iy a)s.,r~eJ in paoeri rk routines,leavin: i to r to do tbe real work of -.,an37ing elainst results. 

rizter," 1ntlybre v..r, no mw co done it s,,z ", n.,..ive- external
 
ev 1 i, s.- rasulted in perror.ncre iocro c ;, 'iOrten thei
 
Ztijiq ate, j ie sivC ,ies; and b,-,:k Dass in,;, w'tn r.: 1t n; d-::i inlng !moralearlorig t ';.- Yeos of the staff most corrii tted to ef Fe.: "v- oarFornance. 

,Conseuz-,:'1y I nve never acceted a re;uqut to p-rticica- on an eternalevalua-.i-:,n - , on the grourd s it is toothat ofte n unorodurtive, if notdanlagig actvit.i. My time is re ' for errors to stra-i i.n "he internalself- sessent proesses on wich performance improvements must ordinarily bebased. Tnis lac:er concept is the basis of the learning orocess anproach. 

The external =:valuation and learning process models of oerformance im.Proverient
 
are oased on o-.,icng a.sumtions acut the natJre of thle cerrocta,.i:e
inorovoent ooces;, and different definitions of rhe sangerial role. Theformer assu-ros tiat tie manager's jud,]enent cannt, oe trusted, a,. thereforesets up an a3iersarial Process wnich pits tne evaluator against the personswiioi oerforna.ice improvyal, ent actually detends. It calls trusting most 

on 
for thejudge.nent of that individual is least infornedwho about the activity inquestion, has least responsibility for its outcome, and bears none of the 

consequences of either success or 
failure.
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The learninj pr,--s; ndl assu-es that the ,nlnajer w,:
responsibility for the pr')ct or, proQram on tie b,;s s of befnq the bestqual ifed pesiro av i1.alle for, the jo.)nd ha. ,.c,: te! the as ign, ent w th 
the intetioni of d,' is or her bst. It r,;c,. e' .ia", error d-:zenls 
on t'.. 3] t O1 . of iti u[o2 a..:'2;j the pe';.ns who are bothres,onsiale for projr,:: "for'i.2:e011 ,1 os,: to tihe di.t, ani see s to
 
create cindu.-i ivi r,s.
 

External evjl f ,-,,5ar a Dart of rihe AlO syster. Maay e',ple cors ider them 
es -,tial to t,- , te nanten ie of OuJl' aCc,;,unt1 lit!. There is
li e p.os-- t .' ttey. will be diScontinued in the ne fLl I'0e, an! I am 
no c sure I a i pr. :to argue t the sId B t a. thatth. i be. I :e,'ned 

wI 1earn to use ; *n ways cosisten: with what we ar-1 t-, i. to azhie,-e

wJth reo.:o erfor,:,e - t
t .. of dvelcto~ in ois in t-e Third
orld. It :s a' i: *r' i,,.,rt~n, tha~those w'qcondu.:: a'-, t"oS 'ho us

such eval ua 3 of the difficult issues involved an.J address the,,.ions 3.;..'e 
r.;ou ]h:1Fal ly. 

The evluation team hi ch carriei out the mid-term asssswe;t of , was well 
qualified and carri-d out its assigr,,nent in a proesional maner. Given theinner-et proble,s fa-4zing such a group in carrying out an evel jitij, of such a
cel) project ba z-.! on unconve.tional, and for most - -,-es unfa-tiliar,conces in sic!i a ori-f time they dii a crediole jto. t so'e time it
 
necesaily.4tr rse only a partial u',ers-andin-, of the proje,t. Tor those
 
unfaniliar w"tn the Project it providez5 a brief intrtu:.ion many of its
 
proo . :n t,;,s of contrioutin. to improved ,erfo'Co E, little of what it
 
nas to say is ne ,., to tcse previ. ylvfariilia'" w'th e >r' et. '.lost of the
 
re tn.: t ; )n Sar e of a fairly gon-r-I natijre and th. on .:, 'is an.=!/sis

doe; n.t go into s, 'i t deztn to provide signifizan: r, insights into the

proole;is note.d rr ,y it ha; 
done no hra-i, but one rust wnd r whether the
resou'ce5 devot t it, includin3 stiFf time and energy, sgh. not have oeen
 
used m:re prod.j:-i ely in other wvays.
 

Toe 33!!' Evaluation 

Mlost individuals who have re.d the report of the evalua'tion tea- seem to
be impressel that by the normal stiandar of suci evaluations it reflects a 
quality product. This maes particularly striing the range of 
interpreta-ions of its conclusions and t.heir ioolications. Simply stated the 
two extre:mes i originally encountered ,itnin the JSAI0 ;fission may be 
characterizeJ as follow4s: 

"The evaluation was devastating. Toe project is a disaster. A bad design
badly imple.7need. gilled witn 2roolems. Little support from the Thais.

Widely differing views on what tne oroject is supposed to accomplish. 

ven the title of tihe project in Thai is different from the title in 
English. A mess. One of the aorst Projects 1 have ever seen. If not 
de-Joligated, it shojlJ wind down and terminate on schedule."
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"The evaluation s,.btvitial ly conirm; what we knew befiPrt, it started. It 
is a di fficul t and :. projc t wh f'h seeks imlnortant and ar:bitobis 

,,,'L to e~objectives whIch run1d1tuCture;f t e vflu .S cf the sting 
Tndaf ami Xi , d,/iVt- 5 )o-pts w.1',;h are un f I jar to:i1* ICst,S' C, 
m,:;t oarc 
The prc2,1e'! is 71-.,-3 a' the pro - is ,:crr30,nnin l.yn'-5./. The first': 


-i _-,sh- very . eyear had serius pr a- li ttie. Com t-,iyacti ons in t1*. s ,: r e tu take h§ .1 w'th n th ' , or t re 
ric,: Lro r t) th' ., tf ,. it is too Eirly to ass ; i%e,')pay fs,i th 

Udesa.r ing of ; A cc LS 
 ,. 1, al..g ,-iti ni . n uricreases 
in high le -1 in r' a s,-. w rin t:- R7t; Pr,.t o:)J ves 

to)Oa,_itiou b:,ac:) hin tie a] r-- ,, origi five y', time
perio. Approprid,-'- ; sbuL. b- fr)on] t) sustain the pr,,.-s now 
finilly ualei~,giv i1 . to c.,ibu't to im,;r , policy and 
insti tutional cha,- i, tn dre.:tion of greater local cac.t:ty,
authority, and initiat;-ie in d'.lent action. A high risk investoent 
with potential fir unui.:al policy and institutional returns." 

Particularly critical to hc% one views the project is the weight one jives to 
one k2y point made by the evaluation tea-i: 

There was also vid{e tnat inFcriation ined through the "learning
laboratory" approaj..', ,!; st-'tijg to flo)w toward Bangkok and was being
used to formiulate broalar de-elcc:ient pol icies. 

This is a development of the past fee ,onths and is the result on which much
 
of the effort of project m,.gaent has benn focused since the project

agre..,ment was signed. a difficult a-. 
 hat unique.outcome 
USA.'J prujec't and difie'ent cos-rv'rs give di ffe-ent weights to it as a valued 
0OUt :-. 

It is s ,i from an
 

-.- ..
 

This is only one of several rea;:sons for differences in response to the
 
evaluation report. Another is difFerence in prior famlla~rity with the
 
Project. For those fanf 
 filarwith the ?roject and witn the various reoorts
 
gene rited fron annual evaluations, -,y own trio reports, etc., ther, was

notii ng revealed by the eialu.ti n that ias not alrealy well known. Others
 
less fadiiar iitn it pe-naps found -icre surprises.
 

Differinj views of tne devalopmient oroce;s itself may also be a factor. Those 
who see develooment in terns of peolie aid institution3l and political
processo; are -.ore liey to see it as a, inneaently ,essy process. Those who 
focus on the, physial! and technical dimensions of development are likely to 
expect devel o:ent actions to corres~on nore to tne tidy order imposed )y the 
logfra,7e a!11 si,,ilar olaning tols. Somie reade-s may have had experience
witi projects wni.:h nave run in a smooti and orderly manner from t;ieir
inceation. They ,iill naturally have a very different reaction from those who 
nave cone to assume tnt nesses are the natural oraer of tnings in the 
de!coPf-ient ousiness and 
-at progress in any development activity must be
 
assessed against a learning curve. Tney are likely to 
look for indications of
 
a creative utcome e:erging from the chaos.
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The report highlights the diFference bet-_n aslessnr 
 a Project a1 ni- an
absolute standard of pformne th:i looks for 0 i prcd :t vi ty fron t-,efirst day, verS..s ass.sini pro-ress a-, l.,-".ntcjrie aonroipriat- toth difficulty of te task unert.. Toe 
' 

-l, on te;1 cite a se',EorThai official as giv n: the Projet no bet- t; ' a D+ For its first year,ail ra.iny it a B in itS secn. ye.r. nU nJ -3ti, . in tie e'Jionrecr't, te cf 'cialin qu.-stion r0.' o,,- to indicate tihat withintie r~et yi- tilE ?roject ha.J 1the p.: ,- for an A or AT. Si.en thea7"< ~ous na .u~e of the Project, vie, . . st a Iear-i. g :ure this would 
t is doing ratrer wri11. Vi .,- i t .",V r a,'rxv pe-fcr-v.eag.B'nst-s, anam a.<iute scale, as tre ev i' tea" nh todo,n -,la ;". orde of a' -'I c results inw-.- . tvro]: c, r silttie, orL"-r of a C avej-. W . toe official s grajejsto be e..,; fs ase~s~s:e, or run,,-e.n 1 ac.=:-.. The iss;e isone o g s esavr e leas r oe V e'.;s inkncI.3,. If the ?roje.tter;i oF pro'ress toward putting in pla!-e a leat2 ing process that hasp,;tenfal for significanqt positi, n.'I cn a na ti na1 scale, tilen it seems agod in vGE-nt to da:e inspi te of a vey rough start. 

A:-) has a n: co,. Lme:t to policy di] e Y"t'hile most AID orojectshave poli, impl ictions and present ,. ies for ,hss ion manenent toe.'30e ins d!alogue of a piolij n, 
 vry fe projects support an on
Ingrpl i, df a', as a ce.,tra . 3y' fits and starts DOIP is evolving11t~ sJ a prLj w'th_ tne lea.]rhf g fro, t;ie highest levels of the
P.me .. Office. It enhat-es
,inis. ­ _-ess to the highest levels of
g .nt-ve as fE ot(lr AID projec As h a,.yi oujcone of this type

t-,E result is pdrtly by desiqn, partly a rs.ilt of cir,:untanes totally
oe.,ond the con trol of toe Proje: t. N, t less it offers an important
S,-,urce of leirring about the prool e - s , rosp-:: ts of suh efforts which
should be fully mined, It also nignily;; one of t;;e difficult dilemmas of

A!J,
 

AIO has adooted a stance whichpolicy su'rts the "e':en:.alizationofinsCi Cutfon_l and a1i'nis :rative 
strut,i-s to localenhance capacities forself-relian loc.al deve'opment initiative, &.t r tis inevicabiy involves
 as
U - a .,oiitical actor in a nighliy olitical e 
of choices and processes,

It in-.Ives wr" ng in 
a realm in which Jifferences in oojectives and
perspectives are pervasive, witn many ,-lmoetg olitical 
interests involved.
Such invulve*e: is inevitably messy. In att -zip inq to becone an actor inthis arena., AID cones into direct conflict *,ith its own programning systemswni::h call for precise definitions of in,its and outcomes. A.any Ceople put intie midst of this dilema and ftced with dewands for accountaility are likelyto end up ia<in3 dermands that the procesi adressed asoe though it were notmessy an o)liHtical, that it lend itself to pre.ise statetents of objectives
agreed to oy a11 parties With neas;ra.loe and time )ounded Derformance 
indicators--as did some meqbers of tnis evaluation 
team.
 

This is not to 
argue that there is not consideable room to reduce the
messiness of LO;. Aopropriate steps are 
neing taken to do so. Nor is it to
deny that irnportant mistakes were made in DD,'P. 
 There were many, and some
 

If
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have been costly. It is important to illumindt, and learn from these without
losing the momentum which has been establish-.' t' rd otitco:nes substantially

more amtitious than normally atte--,pte. in AID p.-Die-ts,
 

Sorie Relte of~ An Afl.icjaPrslt 
'
The impetus for N.9 ca.e fro,. concerna sh.r2 y USA,. and certaincounterpa.s wi thin the Tnai go-rr,:et that - hiJfly central ized
administritiv: s-is/". was be~o.T:in.g a serio!si 

Thai
 
hin - to continued 

,,
deveopen r It was r~ccgnized t - , tr,2itional values andexisting *3:s.'nstra.v s,stes ,ade a reersal of thssi thatiin difficult andproble-,iati-. It wa. unlikely t, bi a-Opi in the fle-r futire.Political re-1starie ti any a:tion which might bz p rcei';ev 
 as wea'K-ning
central a4:sti w. subst-icial. 
 tnitBut it n s:,;cuseful stepsmight be tan ',' strat-. '- potentials and con'r 'j-7te to acceiptance of
further ste - in the future.
 

One of the ,,ore pro,-ising opennings at the sa- seemi to be the RTG's RuralEmpl oyent ]e",eraciun Prgram. It was making grants to Tambol councils forlabor intensive infrdstructure. There as concern in the govern,.ent thatthough the pro-ra.-i was extr&e;ly popular, mana~eial and technical capacities-
at tnht le'- s,-, that iiany of one - limited pr.;jects were of such poorquality that hiile they might be providing temporary e:-ploymenC there were not
resulting in tthe lmprove-lents in local infrdstr,':"J-e that would contribute tosustaind :'zloorent. Put in tqis context it ... expected that a project
p the 


si:,ultanec sly contributing to strer.thening 

that would suppe t resouce flows into this proram, while 

of local technical and managerialcapacities a:.)!d enjoy political support at ti)e highrest levels of tile RTG,
wrile taking an irnprtar. st-:'-
 t>iard gaini,g attention to possibilities for
 an e. role for, local level initiative.
 

The initiil Droiec-t desi-n w- sOewhat conventional. Most of the resourceswere to go into agmen ti resource flows for lo,:.lly designe-d and implementedlaooir inten nc infrastructure. A large technicil assistance tea,-m was toprovidie dlr :t supoot to Tari)ls in tie desigrn and iplementation of these suo- proje.:.s, a-i at the same time design ioprovel manageient systems andprovide su:p,rting training. Political realities were at wcrk from thebeginning. On tie Thai side it was felt that a title which ephasized theincreasing the rfficiency of local project planning would be the moreattractive. From the AID side a title which reflected a focus ondecentralization iuld gain nore support. A creative comoronise resulted inEnglish and Thai 
titles for the Project whicih were not direct translations oneto the other. Tnough not in any way involved in this decision, as I willelaborate later I do not see 
that this involves any necessary conceptual

conflict, contrary to the Evaluation Team's concern.
 

The Project's design quic<ly became controversial within AID. Peter McPherson
 was taken to visit the Project site 
soon after he becane AID Administrator.

He came to tie Agency with a concern that AID was putting too much of its
 resources 
into welfare activities which generated temporary income streams
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without estahlishing a basis for sustai!ned deVelopq-t, Acting on qiic<
impressiois, he a .ntly conclu~led 
 that DOtp was s.-,iethjini akin to a 'PAemplcy.Ient tyvp :' and m.ad- it thdtknc.n th . w.z the t of p;.jec t he wn t-.c to s ole:i ,; .e.i fro, the n t fo Iio rF t. Tn- t, tn Pt .iect#35ad nist; t a. of 1tiol'"orIs pr, ,-: in fact or','<ly 3corbira.;on of a P:)litical dole a a din . , h e ....A. FlingI tI , in tycerural eipio,:m "t7on activity ma-. ni3 reatin un- nie
hh the Prji.-: w.- inten .' as 
 a tact icil in :i.,i.n ti e in suoort oflar,-er oz ject;e w , ,;'l have c.Te central the3-s of his a.Tinrstration. In any event, i4th s-f's as s3;s-e-9t to reco,-e. it, thiE nl:-1 ss ofl
Director, Roe,- Halig-n, notw)ly scepticalwas a),.ut the Project during the
early da. s of his ter; re. 

After Project i". entation Jerryi had begun, Wood, the US-IQ ProjEct Officerfor DO,;? he:rd o w rn tr'rough AID's Science and Tec:inolo-y Bureau
Office of ,Rural 3eeo ,ent an- invited me to work 'with him on the Project.
Jerry saw thie Pr)ject as being a vehicle for supporting learning within the
RTG about tne re ies and potentials of decentralized' loc l development. Itook the posit{, in our early discussions that the original design ofproject was quite te.!. relative to this intent, in particular because it

the
 

placed the te.p .y consultanzs in too central a 
role in direct support ofsuo-projec t pl ..;] and imple:-;itation, as well as in doing the training anddeveoe of the Ta:.ol Councils in the Project ar -. It w.uld not developcapactities to Sunor't sirmila" strengthening outsid he iediate projectarea, nor to sus..'n accom-lisiltients within the prote.:c area over time asTam;,Dol council mea.;toers changed. Similarly it gave little attention to helpingdistrict and 'rav'nqiai levels develo' approoriate ,i:.,a.ities to support thislocal initiative on a sustained bssis, or to helping n.Ctional policy makersaddress relatep .olicy issues ,ays likely toin result in effe:tive action. 

Witi tihe concurrence and collaboration of Dr. Pairt, wno hea el the Rural
Employent 
 Gnera t.n Program Se-retariate and served as RT- Project -Manager,,ye oarke on at, or.-oing effort to revise the original design along linesintende. to stret:en its support aof larger inskzutional learning processwhich aould ake possible more rapid and effective ac:ion by the R. in
supporT of local _::Dcity buildini and decentraliz.-rion. This resulted in
 some imneJia1te redefinition of tile 
 con osition of the Tecnnical Assistance 
Tean ano its role, including the addition of process documientlors. It laterled to a restate-int of tne Project purpose, to the creation of workinggroups, and a more central role for the Ministry of Interior. There was,
noweier, no point in time at which there was a formal redesigh effort andrenegotia,ion cf the project agreement and supporting technical assistance 
contracts. M',any of the ideas were new and the ori.inal circle of concensus was originally pretty much limited to Dr. Pairat, Jerry Wood, and myself--with
concurrence from mission management. There was no interest in any quarter instooping the effort mid-stream to renegotiate a fragile formal concensus withthe RTG around ideas which were still just beginning to take shaoe in tne.ninds of the respective USAID and RT3 Project Managers.
 

ject Mnag4rs
 



The redesign emerge slowly, fitfully, and in rnany ins'a :es only o-rtially.

Compromises were m_'d The ne"' ;r onyat every turn. w' - partiallyincorpor'ateo iW.) th- ,..s ,rovI . the basi.Pa1 uet for Tehni .l Pro'o ,r. 

for tie TAI c 3,: ,:t1 ,-- s; as ti-e e w .. 
 Jwrry ,1 w 3Aonhome leivi by a t--:,-,)j. .r I la e; b,,u, ii fr , h< not
been parc of ou- dis u . Tne a-.,ial te,- , - ' ..s iF'e c .docurie-ts w iPl nay re.] in di-ect cor- c,." n to tf n
 
perspectivii as nh w- --. , u7 by a contr-c; 
 W;lcrle J'rj wasw '"odpreoccuppled ";tnhel pinj the thrv contracting firi.3al ith thI fact thal 
tax laws . it inmpr:.-ic.l for tne-, to foro a joint ve.--tjreC as had,be n theoriginal plan. In a retro;peotive acadeTic analysis it m-y seem such problems
should have be-7 avcid-d, In the real world thley sl,;a. 

D.PP now engce the active involvement of hundreds of individuals from avariety of : i tri froiTi all iet,,n; levels of gola:7, witu varying degrees
of coftd t w~, tie ?roe_.t. 'iven its evolution, its unconventional nature,
and its ,-nestructure it qould be quite ex trard ilary if everyont fully
understood thie Project and share: a common view of its objeC-tives. If tle

Project had o-:- allowed to develop along the lines of what Peter Mcherson
though he saw during his early visit, then it is liely that most actors would
understand it perfectly and few differences of perception would have been
 
found. 
 it would also be a good deal less messy because much simpler
management struc,,ures would h.ve been acoro ,riate and reasurea-le performance
indicators w.-.ild haie been much easier to define. Nor w.,ld there have been 
any difficulty in defining tne roles of th1e technical assistance personnel. 

Changes in pursuit of more ambitious, but developmentally aoprooriate goals

have been at tlie cost of such clarity and simplicity. In general tihose
 
cnanges wore introduced with full knowledge of those implications, and

consequntly thosa involved need neither offeel sense surprise nor distress
 
at the ooseions mide by "e evaluation team that these conditions are
 
present.
 

Management of the Project has had serious difficulties from the beginning.
One of the most serious is that the REGP Secretariate had a small and junior

staff. .ilost all of its personnel, including Dr. Pairat, were secunded on a
 
part-time basis from other agencies. Action was never forthcoming on a

recommendation that the REGP Secretariate obtain 
a senior staff person on a

full-time basis to assume day to day resoonsioility for administration of
DDMP. Tnere w:s inadequate involvement from the policy levels of government
given the evolving purpose of the Project. The TAT was much too large and

credentialed 
 elative to its counterpart organization and assumed too central
 
a role. it in turn had its own management problems. It is generally

acknowledged that the original head of the 
tea:..was an inappropriate choice.
 
There snould have oeen 
provision for a supervisor for the process documentors

and inotner for tne field advisors. Many TAT personnel were unclear as to

tneir roles and received only limited guidance. The TAT received little
 
supervision from thle REGP Secretariate and little bacKstooping from the three
 
contractor organizations, who served mainly as body shops.
 

§7
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Many of these problems remain. Indeed they are likely to be compoinded by

pending developments, spe-ifically the de,:ision by the current he.ad of the
 
Technical Assistance Te.,-, to resign and the possible r .igviticn of the
 
Organizational Advisor. 
 Bo,:h inmy vie, will be serious and potentially

crippling loses to the Prjet.
 

At the same time recent ,'trs have Mm ister Nlechi,seen Minister of thePri;m;e :inister's Office . one of the most senior memi'ers of the Catimt, 
assc .2e personal resposhliry for the Proje,t. The REG SP-:ret riatl now has 
a full-tihe le,ad who ha - lrly stror support froTi Ifnist r .M,. and 
is priving to a stron a1le na able and influ_-- heads ofbe J 3nd m.i . Tne l

cc-sulcing are an active roe in thethe two Tnai rir;,; beginri:ng to take 
Project, p-tentially as; "' a Key role; in helping tranislate- fn.ins from
research don: by the TArF 1 policy re-.,:;endatios and in cor, -;ricating
these to ministerial levels. A growin.] nu;ber' of tnese key irdividuals see,,
to be developing both an un 'rtndq, of and a cori;i tment to the coocept of
 
JDO;? as a resource to hel p tile RTG lewn fron its own experience in order to
strengthen local level ,de,vnlopcient r.nagiien.t. Most i.por.tant is anacceptance by Minister -eechai of the TAT concept tnat policy innovations must 
evolve out of a syste-,ntic process of study, trial, adaptation, and
dissem,1ination and learii:ig laboratory provides a un iue vehiclethd: tKt D_*':? 

for supporting tis pro,:e ,;.
 

There are reports that so e working group meuze-s are at last beginning to
understand the role of a wY'<ing group anJ holy it differs fron that of a

co,;imittee. Progress has been made in defining the roles of the TAT field
 
staff and the definition of appropriate p.rformance indicators for them. A
 
work plan is being de,:l,?eJ for the larger DO,!? effort which begins 
to more
 
clearly define the produ:;ts that t'Ie Aor-<ing Group seeks to produce.
 

Specific Findings an eoe to;fr-om the Evaluation Report 

The following are ooservat-ons on specific points raised by the evaluation.
 
These rela:e specifically to the summraries provided on pages 1-3.
 

Executive Su-invrY
 

Conflict in Concepts. There are important conceptual problems in the
?roje--t-,uT-Thne one -nwch the evaluation team chose to focus its 
attention, i.e., the difference in the Project's Thai and English titles, is
prooaoly oe of the least significant. Local capacity building is one of the
 
nost important elements in achieving successful decentralization.
 
Decentralization efforts wnicn simply dele-ate new authorities to lower levels
without providing support to develoD the capacities to use them usually fail.
 
At the sa-e time the creation of strengttnened local capacities usually

generates demands for greater authority along witn greater willingness to
 
grant it. The JSAJD view of the project's decentralization strategy was
 
always to my knowledge based on this concept, which coincides exactly with the
 
Thai title. There is no necessary conflict.
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On the otherhand it may be that the Evaluation TeaI was lool(ing at a somewhat
different iss,,e which is quite re.al. Since th- did not elaborate it is
difficult to tell. TnerC are within th. R .,; dfren ,vs of the local 
capacity buildinj proceos. Some se the p r: p ;-ly in teriis of increasing
tne 	nu1:')er .)F cent,'il' acI
:nn'le local 1e- OF,icia'S qi'ccarrv out
 
nat ional v -,I'f-
 O--ers are c:;....... :q d,v_ap n local 
capaity w'ic i is 10i 3 s.1ve. Tnis is 2 5.,l3cy i-5W? f jorsignific.,c-. Iut-i- c al.; . . :,is
,1-T s;, .in that in ord-r for the 
Project to o,,
a - th- should first b cl.1 a e . a,-:,.1 all relevant 
actors on this iss1e, then they ar- :;C 13 for . ' that is .,hzIly
unrealistic. Such i;ssues will only be ir' th thee thrw.r,' a messyand 	 confjicc-al pr,. . In one res-.ct D r s a forum for addessing 
this is.n.. T fa:t that the fhcus of the 	 ?r-.:t is on the T'-Picl level,and 	 specifically oi ti e Ta,;ol Councii ::),,.lewh ich is cally a1 body,
reflects a cliar choice in the Project design on the side of local 
accounc bi I ty. But clearly not all actors on 'his particular stage are going 
to see this in the sa,-:e terms. 

There are othier conceptual differences involved in the Project lot noted by
the 	evaluation teai ihich have presented "ontinuing problems, 

1. 	The original desi3n focused only on deielop,:c';t of Tambol level capacities

during tie period of the Proje..ct. The revised design recognizes the need 
to also develop su orting institutional cap.:ities and policies at
distr ict, provin,:;al, and national levels to sustain deepen advanceseven 
made at anol ajndvillage leayls durin the peio, of tne Project. 

2. 	The original ,de-;; centerj:i at-et, o0 act .'s to stro:-ten the 
capic it . of Ta. ols wiIhin the de; gn,.e j :,.area wi th the hope
expres-edl tihat r ­this soul d result in , l.s which "si)ht be r-1licat~d
sometie, by scc-ie, soce,;-e else--th c1a3'c pilot proje:_-t prayer.
The retsed design has atoe-'te to give e.Plicit attention to putting
into pla:ce processes and ca.a.:iries to supcor'L replication the.e,:id 


project area of successul pilot eir'toton within the Project area;oth during and beyond the ti - soain of 	 itef:cr";al Project. 

3. 	Tie original design assutieo that consultants would install imoroved
 
managenent syste'ns and conduct relevant 
 training, mainly at Tambol 
levels. Implicit was the assunotion tnat these would be of relatively
standard design, in otherwerds toat rne consultants would come with
relevant textbook knowle.tge to be directly aplied. The revised design
assured that both the improved mana;ement systei:s and appropriate training
would need to be developed out of experience based on study of local 
realities in Northeast Tnailand.
 

Tnese changies in the design made the oroject significantly more complex. The 
conceots involved were not failiar to many of the participants, and for some

violated tneir sense of 
 .nat a Project is supposed to be. They introduced a

commitment to a much more ambitious purpose than did the 	original design--one 

http:Proje..ct
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which would not be accomplishel life ofwithin the five year project under 
even the host optkistic oF assumptions. While ide11y the chanjes in thedesign should hove res.-Ited in a reneotlateJ loan agre-:et bas' on a
rejisel project p. er, follo'Ht:. ny a reni;otiati:n of tne te--Ical asstdflce 
contra-t thes :*r' not plitic.lly feasiole optioni an, we-u nw;-r atte'>pted,. 

Tne original P.-oojet concptsi standard and E.3;1ly t rstod. The revisedconcepts are ,il.e unusual i don..r assls teJ project a., are not easily
cotmunicateJ to indrv'duals whose natur l assTnp'.o tnetis the standard 
concepts a.-ly. Tne fact that nost of the for;,,al p,,ject doc;entation
conrfims the .crvei-ti oral doe. ,elp with e'view ot h t:ion.a pro,:e,;
which has been on oin. as long as I have been involIvI .i ith the Project.

There continje; to be confusion and disagreo.ont.
 

Organ izario~ l Pr~o'.leo:;.. Tnere are continuin; or. a:;ibatfonol problems.
Tile 7aTua.'rrpcrL-c;nos" to focus on difference; bet.,-.n two organizational 
charts in the appar-e,;. placemet of tile TAT. The TAT is for:;ally resoonsibl eto the R-G3 Secreri ate. At the sa.,e time it is attenptinj to support avariety of groups, including the national work<ing group and various units of
local gyve n)it--and sore docunents atte!,lpt to rep'esent this conceptually.

Perhaps this is the sour:ce of the evaluation team's confusion.
 

Reportinv relat'onsh~ps within the TAT are s-,rlous prbolem, formala more both
and otner'ise. witi- difTe.-" meb'ns of the TAT hired :y three different 
contractors who for':laly work un;ier independent con'racs, tie internal
authcrity relat u)nsoips are unclear. I gather on various occassions this haspresented a proo].:, as the head of the TAT is not always certain of his own
 
au .hort 1 over certain TAT mern.rs. A significant g-p in TAT stiffing has

been ti-e lack of a igily qualifie! professional reso nsile for supervision

of tile process d,:,.n.ctation activity. Thus 
 the pr;ocess docuneitors have beencarrying out an irf.-,niliar role with inadeqluate su~ervision, 1oe significant
there has been no one 
with the necessary orofessional credibility to

synthesize and co,;;inicate the results of the process documentation as an 
input to proyran and policy action.
 

?er;iaps the most significant organizational issue involves toe respective

responsioilities of the Prime Ainister's Office and the 
Ministry of Interior
 
in tne Project. Originally the responsioility rested c'_arly with the
 
former. But it becane evident that with respect to 
development of supporting

institutional capi.cities, it was :he Ministry of Interior that was key and

ulerefore cineir greater involvement was essential. Thus 
the Working Group was
structured with the specific intent of giving that ;linistry a more central
role in the Project's manage.,ent. 1ow with the involvement of Minister
Nechaai of toe Prime Mlinister's Office, the relationsnips oecome increasingly
complex and politicized. This nas important costs. At the same tine aoth arecritical to tne larger Project ouroose and tneir combined iigh level
involvement reorese,2ts one of the Project' more imoortant assets. If one is

interestem in organizational issues this one introduces mucl greater ambiguity

and challenge t in :ne question of to whom the TAr reports, thoujgh I see no easy answers. It ,nay be a case where the oenefits of the ambiguity outweigh
the :osts of eliminating it.
 

/0
 



Contract Provisions. As indicated above the definition of roles of TAT
 
contract pers..'-KiThbeen a continuing concern. There is disr--,ent
no 
that the c V-"acts ar-e ba.ly and inappropriately wri .ce,. Th.-e n.y be 

on re n-t,-e of the p..le-,, The e,3iu.tio ar,_e that tileywere too vagre on out.t, calling o. y for a bet;t effort. I recall t e 
problem bein; qui te the o:osite. The ter-, of r ,rarce celled or, the
contract pe.s.;nol to a.;ist in the planning an" irlee:t.ic. of a soecifiednum*er- of Sub-projec_'s, to provid-- scocifjc training to Ta"il pe-,onnel, and 
to impleT ent nei plannn a: " ou etn sytem's. They were c,'erly specific

o,t .­and spe ffied nits consfstent 4ith the original project defiri-tion, butwholly inan :eopria!- to the revise" definition. The foci; w2; on iproV--ents
in a finite n.umoer oF suO-projects a a suhst rtial and non-reol ic-ble cost
 
per suo-project, r.-.e: th&r on oevalo>;e,: of capeci ties wit-n the Thai

syste',l :r s0s 
adno C.d bro.3dly replicaJ1e improv-, enti in loci,,l
perFor-mance. The initial proolerl wih the TAT was that its m ihers were

intent on honoring tese specific 
teriis of their contract provisions and doing

so wo.l, hve defei-ed the larger purpose of the Project. It should be
possiole to write such contracts with perforiiance standars apprjpriate to 
the

Project purpose, but tlhis was not done. At least in the early stage we would
haie been better' off with contracts based on 
Dest effort terrainology than we
 
were with the actual contracts whi.ch specified specific but 
inappropriate

outputs. 
 This conflict w. one importanr, contributor to tihe fact that the
 
first year of the TAF was nearly a total loss.
 

Findings
 

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

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

Agree. Unfortunately it still 
is not yet working as intended. We had hoped
the evaluation team 
would help us assess the extent to which it is working and
provide szecific guiddnce on how to mak(e it 
more effective. They did not do
 
so. 

Finding 42: 
 Basic problems which plague D'1P may be linked to differences

in p6erceions of project intent, symbolized by inconsistency in project

name: 
 the Tnai specifies efficiency ot tanpon planning; 
 the English,

decentralization of decision making.
 

As discussed earlier there are 
il'portant differences of perception, some of
which are prcobaly inevitable given the number of actors 
involved and which we
have oeen worKing 
to correct since the oeginning. The differences in the
 
title are among the less significant of these.
 

http:irlee:t.ic
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Findinq_#3: Indicators of project perform,ance are at a global
o--measorable level, not at tie Operdtionally concrete, verifiable level. 

The pressure for "operationally c-r , verifiable" indicators favorsprojects of the type ree . by the origin-.l DOM? Project design. It is 
an easy critrion to meet if proic.t purpose is defined in terms of kilometres
of roads aid c l s cors.stru::t or v-l Is dpg, hours oF e;oilovme t provided,
sub-projects designel an. in l.'~.,:t!, tra ning course.s conu,-ted, etc. If
 
one is trying to put into olae tr_,r...:e.s:'s leading to ,maj r policy and
inst;tutional changes i. is n . to define project pirpose3 at a moregloal level ai use mor. . ' .. re of progress. At ctie sa-ne time 
-e agreed right at the beC ,;n :",g wi'h m._, -ers of the evaluition t-eUmn that
deveiogmen:t of o7fo-raiicrs consisteit with the purposzs of tleProject Ti c contriute si-, ni Fi t", v to Project performance and s'ed for
 
thlteir soe:ific nelo in definirg indc.tors whichi wculd be
 
suitan1e--recognizing 
 that the iheud of the Evaluation Team had special
expe;'tise in this area. They chose instei.I to keeo their recomrniidacions at a more global and less operatioal level, simply reco,'imending that such 
indicators o, developed. 

In fact work on indicators is progressing at three different levels. One step
taken by the TAT prior to the arrival of the evaluation team, on which the 
Evaluation Tea- did not cor-icteint, was to develop tie following performance 
indicators for assessing its own progress: 

(1) Generate useful infor-iation from the learning lab for decision­
m.<-ers: This is me;-ei by tie number of documentation reports and
issue agenda papers whicn are pro.essed and actel upon by the working 
grc,.. following the TAT five-step field strategy--study/learn, 
design, experinnt, aJiw-t, an, diss.minate. 

(2) Get the wcr<ing grou)._p to w'r,': measure this by the frequency and
activities of the working grow-s, at all levels; at the central level 
this is indicat-d by tne nx-_cer of meetings, the number of issues
acted upon accordinj to ane fiv=-step a;proa:h, number of field
visits of meiter, and tne a,%.nt of comunication bet-.een National 
Working Group aid lo.-al 
wor~ing groups. Similar measures are used
 
for evaluating local vicr king grouos.
 

The Evalui.ion Teami oservations failed to discriminate between needs forperforman_: indicators 3t a varierty of levels. The indicatorsabove relate 
specifically to 
tne TAT and are generaily appropriate to its function. At

another level is the need to develoo an information feedback system which
prcvides Ta.olis, Districts, and Provinces a means for self-evaluation of
their own performance in relation to locally planned su-oroject activities. 
This is essential to institutionalizing a management system. Development of 
this is one of four themes chosen by tne )D:?P '.4orking Group for the remainder 
of the Project. 

I/7
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At another level one muit deal with pe-<or.in.e indi at.ors for the Project
itself. Probably the.
a'jny r" the o. important ephc;. he, is on the extent to whichannual w) refleC . A. _ o dr Ii..iom-,::q tplans pro'rr u.,.:. dY... ,." 35 q o of anr
eFfe:: t iv sr r t,-n in sr Ofof s tr".-t I oe'1 o-:-:' cdf:acitie;,
and inofude units aftivitv against w ich p,', ;s can b. trc-ke.J. The,ior%in.1 -' , is curr.n.y e. .i in d2,' >spr. a wa'; plan for the remaining
18 n , of the Project-"n ill lay out c acti tie; to be
Cc eain 3t W-.c '1-- ia -ice of all. tn -1--. P, irt Ip ints in the
I 
Proje-t ered. 'moncan be Continuing w'_k o.; all the;e indicator levels ishighly a ate~pr.,r at this stage and merit- tnh sjhs tantial a tention it is 
re,- c~ 

Finding 4: Because of the close link be_.un DD.IM' 0-"GP,and any decision
recaIfri the of DO.P be ma'efuture must ,iith in th conte t of policy
develo..,nts reiacinj to the REGP and.or successor structures. 

The importance of this was noted in the ter:s of reference given theEvaluation Team. It was specifically asked to make specific recommendationsoased on their assEs;, ent of likely future chdnges in policy and program

s trucrtu re. Ratier th n offering actual guidance, 
 they simply confimed that
 
it is an issue.
 

5:n. A sysley of greater see,;s to be developing.are increasing the!r capaity to olan and implement moreprouets, this offset soieis to de'rLe by increased d ,nas upon thecet' rXl govern-,re.t for increased " support.a financial 


IJnlv.; one is liooing for corilete loc-l - an unr'iistf, eeot-tion
F . ; 0i!n;o a tode.. sza,., o 1- 1 ,.. 4 t-ingI a
loci! CaP1,. t tei-..., for self-reliant a 'ion 

. of
 
to a. t.' s -e - ncreaseinter'.. ' intoe la natio rl sys" :- as incr .iej, local activityt the ~ :cr.-tt,e -. greater d*.>tnJ on s:- ,r-n,'dina .e levels. The fact

th- OE is 
 ta s i , in w ticht lo cal levol is ma ing such
de"I ; rathe- than simply reoonfng 
 to CC.- -'a .e-enos is nh-. an offset--itis an a.,tion;i indication tnat D1.10 is don e-tly itwhat shoula be doing. 

Fin.ing =5: Plans to institutionalize th learning labcratory" approach
5ELorgn -hi- use of loc3l resource inscitiu .Vrs have not materialized todate and conerted ac.tion is required to aiif' ze future *prosTects. 

The finling is correct and it is an inscrtant failure. I have riised the
issue on ea,.-n visit since 
 I starte, wrkng w-cii the Project. If one looks tothe long tr-,7 it is essential tnat tnis be c:,rrected as rapidly as oossibie.On te othernand, if re loo s to Chase the a.:tivity out on schedule it ispr.oi:ly coo late t) a:nieve suffizienc results from such action to .make it awor~n~nile use or the scarce talent reiuire.j to get them intolved in
productive vays. Tne Eialuation Team has elsewhere stressed supervision
proolems 'ici:1n tne Project. Productive involve:ment of resource institutions 
will require an intensive supervisory inves-::ent, particularly in the early
stages. It is nz clear from where this will come. TAT is tie major 

/5
 



- 14 ­

available source of the type of tdlent required, but mot of this talent will 
be phase,.' on in little more than a year given the pre dule.,,tsch It is a 
criticai dilem, , and one's tlme p rspective is critical iIf you are

going for t.,-long t, for the
?r go r-;ource init tutions, use TAr resources to

assist with su:'er ;sior 
and use re,;aining res';e to se,.civy e~t .ni

existing contracts to sustain this process tnrc'ugh a nec-sidry tr,,sition
 
period.
 

Finding .47: Coingling of USAiO and RE;S funds is not happening and in 
most ca3es these funds are clearly identifiable all the w.y down to the 
tab .n. 

While the evaluition report does not go into sulcient analysis of the reasons to oe p 't;cularly holpFul on the im.lic-tiun- oF this point, It seems 
to imply th.t thiis results fro,i rigiJdities in t - AO sys. ,. It is an 
important o-ser,.aion since tie focus of the Project 
should be on helping

strengthen R7:1systz--is, not attempting to track sub-project funds all the way

down to the individial village sub-project. The irtent of the Project in this
 
regard is to supleT.int RTG resources, not launcii 
a se.arate AM local
 
development project.
 

Find..n. : Effectiveness of the national wcrki% 2roup iS lii ted by 

T,-iniTdar2 b'u-1eird tic focus, as 4ell as by fundT- tal misuvferstanding
and la,.K of co,',ensus rega-din, its functions and overall project purpose, 

Correct observation. Actions are being taken and progress is being made, as
 
they were prior to tie evaluition.
 

Findin-, -.3: Confining DO4? sub-projects to R-:',Eguidelines constitutes a 
s-gn-fircant constraint on generality of theth project's value. 

If funds are to be co-inqled, as the evaluation te:- feelis they should be,

then their use ne-'. 
 generally to conform to the plicy guidelines governing

use of ths. funds. !are iooan:, however, is the fa.3t thiat c:acity

building is 3 stza, by ste process. The first corcern should be with

improving perfwr: th rEs-)eit to
,aic tnose *aonivities hIcn are presently
 
covere-o 
 by %J? gui I lines. Only to the extent that this is ac-oiplished
snould there Je branching out into a larier number of likely more complex

activit'es. Unless the Evaluation Tea, we--re to estaolish that adequate levels

of come~ence have already oeen developed with respect to those activities
covered oy the I argue that theguidelines, would implied reco.mnendation is 
probaoly unsound. 

Find'n1 -10: Paoerwork is bottlenecked as communications flow; from TAT totn-e-T fatF-6al '4or<ing Grouo, through the inadequately staffed RESP, 

This is a basic flaw in the structure. If resource institutions were being
 
used as inte-ded they would be bringing to bear much more analytical

capability. ut they have noz been. 
 Given that tne effort depends almost

entirely on tne central 
TAT staff to process all the eAperience and field
 

'I
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data, as wEll as to cdary ot m,, 
 ran-e-,t fnc :ions, the central staff i_
too small rela ive to th-1 
field staff to handle the 1oid. Lack of asupervi sor for th pi c s; doca:.tors is only one e.(3'c . At th sq..: ti.incre;s irj t st ,isr.).the cr ,y oo;.5.hi e jins . Res!: e i' it ItOtions
 m ght carry S;. 1;,I d.£d.elly s o,-: Of this fu¢t i,-)nshculd als beperfonrmed by -' s., But, - you cut it this is a serious problemi. 

Finding #11I It a ia-s thd] en,-of-project find irs are unlikely t 
e izf rft .,re.!jre s_.6.i.il cross-,inistry cooperation and

coordin tion or add'itiuinal RF5 funi ing. 

The fundri. -ental qu .'.tionof tithe Ise. ­tive is involved If one looks
at DOM as a terfin.l effort, then cl .rly the emhasis sh.ud be asr.cc: ;-:n-.. t,;- E.'_b1 .cn Te ,;or-, fairly simple discrete activities that may rnake s,,e 7!n s.-ort-:e,.- icroveen.s in tie Projec:t
Tabols--essen- ialy g back to the original design. If one sees a potential
for utilizing the mu'-ntum estahlisot-d tooqard a dialogue on critical policyand institutional issie; related to thle orocess of local capacity building,

and is cot;mitted to su.taining 
this process beyond the life of the project,
tnen a':ceptdance of the re:-o--enda.ion which follows from this finding would bE 
most unfortunate and self-defeating. 

Findin 12: Co- ware n-etracts qritte . at a level of generdlity which leave 
in-Hi-d 
 --fi rTi i d.tions unclear. 

The useful point herE is that tier, has been little or no institutional

involvenent oy the contractors. Basically they have been called upon to serve as body shops and ham do..ne so. I understand, however, tihat this may
chan---irre~i.]ctiva of contract prcvisions. The heads of the two Thai firmssezan to oe seeinj the p.e.tial significaice of tae T? effort and the need
For their personal inv.AIve:Ent in serving as link; between the project
activiti-s and the poiicy levels of government. Tnis should be e';couraged in
every way possible. Ideally the contracting firs should be drwn on less as
body shoos and are resource I have
as institutions. felt since thie beginning
that the process dc:um.~eta ion for e.xa!viple should be handled by a resourceinstitution, not within tne TAT. This role could well oe perfurmed by one ofthe contractors, but witil 
a clearly defined responsibility and unit of
work--including processing the data and participating in its communication to
 
policy levels.
 

Finding 13: 
 fnere appears to be a lack of contract supervision by the
 
t-r--Je'--Agency
(REV Secretariat). Further, the terms of the contracts do
not appear to provide a mechanism for this purpose.
 

There were ambiguities here from the beginning. 
 I argued when I first read
the original Project Paper that the T,-T 
was much too large. The counter
 
argumenc was that tie R-1P lacked staff capaoility, and a large TAT was

essential to provide such capaoility. The original project concept was 
that
the head of the TAT would essentially perform the day to day functions ofproject managenent. 
 Dr. Pairat accepted our later recorniendation that he
 

http:s_.6.i.il
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obtain a D5puty wh,) wzuld ca;9r .
out this Pro.:. . reI-%,,lity.

But this po';sit io. w.es n.,-Lr filled. -
There hd; n, b, a withIin the
REGP with d , oion of te auto.-ity, a.3li 5'J' i t' proiide thOr s. - i/ fallin' la'ely to theth's 

h i 4 of t11 TA; 1n noi W2 jparticularly a p prfle.",r tote a'_n )v r 

i 
TATt oF Cnit as head.Whether the c. r':; 1- a 
 " ",s oeu1 Jr s Ion 

o r hEt er i s I in f~ be- a pro le,- I do n,- k .
 

Finding =14: TAT serves hiiTghy valued stiff 
futions for the R!p-
ta'e pr,.vin.-_ial go'ernxrs, dist, ictand officers.
 

It is a ft -'w_;tal 
 flaq of tie Proje.:t design toat nearly everything depends

on the TAT. Toie fact that most of the TAT positios will be phased out byOctober 19.5 m s that effectively the Project will end well in advance of

the Project covipletion date. 

Finding _45: 
 TAT value to RTG agencies represented on the ?lational 
---my ),has not yet been established.-' -


Probably accurate. Some specific thoughts on 
how to improve this would have
 
been helpful.
 

Finding 'iS: The data are not 
in regarding TAT ability to facilitate
reTatTTisips serving the long-term goal of creatinj self-sustaining local 
devel op,art action. 

While there ,il oe a residual impact on thinking about local dEvelopri-ent inThailand, it is unlikely that sOei~iC su tinale institutionalized changesin support of self-sustaining local elode ,.n: action will oe a--hieved withinthe present life of the ProjeJt, If such outcoie; desired, thenare

appropriate follow-on action will oe necessary. Ideally a follow-on effortshould involve sone 
significat structural chan;es with less dependence on alarge and te:',a,'y TAT. At toe sa:e tine it socild provide for atransitionil st,7-: to sustiin o,-entumr achie i:-.-.Tne critical currentquestion is wht,0r to .MKrea c iri:it~ient to the longer ter,7. 

Finding #17: 
 Better management of the day-to-day operations of TAT in its
-hrstyear--wuld probably have made major differences in where 0DMP stands
 
today.
 

Definitely.
 

Finding #1: 
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 ,ade.
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Finding #19: The question of the d,,jro, of adherence to the annualworkplan remadins an unset"led ar unsettlinj issae affecting the Wrking
Group, TAT/Bangko%, aid TAT/field. 

In the boy of t-he rE..cr I find only a reference to disagree :ints withbin TATa; to the ip.;r.an:, of ad~erin to the Annual Wrkplan. I di) not findof the qialicy of t,. c-1 3n for the past year or the e:tent to whichit wa; or wa not in fact being foilofed. There may be a oroblem, but withoutmore elaoration than provided in thne eval,.iation reoort the finding is not
 
very use ful.
 

Finding '23: Role definitior; as reflected in recent TAT reorientationro"%i~ti'--re consistent with tie spirit of the project, but not with someprovisicns of the contract job de;.:rip~ions. 

Quite accurate and very resassuring. It indicates that progress is being madetoward adjusting tne original fesifn in a positive direction inspite ofprocedural barriers. An important accorplish nent. 

Finding 21: Placemienit of AD technicians at the district ,evel
-fe C r as an unqualified plus at all 

is 
leveis by our informants. This hasrelaxed a maajcr local levl co',;tr'diint on undertasing relatively largeconstruction projects: the of neededlack technical expertise. Aby-produ:t ha- been the aoil ity to handle larger scale, includingcross-tanbon, projects (roads, da-;s, and bridges) meeting accepted


technical standards.
 

Excellent.
 

Finding 22: Local approaches only are capable
rE-T-it-1T li itej scale. Ta-bon and 
of nandling projects of

financial technical constrants, aswell as RPG regulations, limft e.pansfon of tarcon maintenanceresponsibilities to large,"w rks, such as cross-ta-nbon projects. Effortshave been Initiated to begin to ,ee;t new local maintenance approaches, butfundel maincenale arrange;-;ants are not yet universally in place. 
That Tanbons are limited in the type of maintenance they can handle would seemself-evident. The prooleci of naintenance is probably much greater thanimplied in the above statement, wnich is why it was considered a priority inthe proposed Project AMend,nent. It is not evident that there is time
remaining in 
tne current Project to make much further progress on this issue. 

(?
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Re omme n_a t ion 

Recolend F ion #l That this evaluaUn reporto t ut initiate are
,- __',_.:__. 	 bee usp. to 
prosS-o".hj to 	 agr&.:;_ t on,d fun!.a:;,n .al the otjec t v.s and purposes of DCi;, a pr,:esi involving both action and discussion. 

This 	process his be-n orj.ong since the beg.inninq of the Project design andcontinues, The fa-ct tln.t the Working Groupn. is n:. i giving serious attention tothe que~tion of oojeclivas should contribute sigiiflCantly to resolving the 
issue at t it level. 

Rei-i- i n ,2: That DOMP Subcommittee and National 14orking Groups 

2a, 	 Clarify and reach consensus on the ultimate goals and objectives of 
the P0?,??roject 

Worrying about ultimate goals of the Project is at 
this 	point hardly worth

much 	of tneir eTFhro7-T.--lhe critical 
concern 
is how they define the goals of
tie last 18 month wzrkplan and they have already reached agreement on this. 

2b. 	 Cla-ify their roles with respect to (a) setting policy directions for 
D P,' TAF ard (b) monitoring TAT activities. 

That 	the Nitonal i4cr.inorGroup is s:ending too of itsmuch time focused onranagement f the TAF continues to be an inportait problemn. It is not an
appropriate comifttee fun:tion--csoe:ially at this level--and is particularlyinepropriate to the purpose of the '4crking Group. They should be focused onsubstanc , on defining spe-ific stu,'y requireens, on setting guidelines forlocal experi,,-.tiaon, examination thean on of policy issues surfaced by

the learnin; laouratory activities. 
 This 	was the whole purpose ofestablisring the Working Group. But the reality is it has become bogged down

in manae!i,ent de tai.
 

2c. iasie a rep-esentative from the DOU ? Subcommittee or National orkingGroup to chair the Contract Coordinating Committee, and empower the

chair to resolve conflicts when the coordinating Corittee cannot 
reach a concensus.
 

Sounds reasonable, but I do 
not feel I nave enough inforimicion on the problem

to offer a useful judge nent. 

2d. 	 Accelerate toefforts integrate Thai resource inscitutions into the 
"learning laboratory" system.
 

As mentioned a~ove, whetner one makes the effort 
to integrate Thai resource
institutions into the "learning laooratory" system at 
this 	point depends on

one's time persoective. 
 It should be noted that the recommendation to move

ahead with this (long term perspective) is in direct conflict with
recomrendaticn that TAT focus the remainder of its attention on ensuring the 

57 
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production of manuaIs a d other smill discrete products short term
 

perspective). 
 (See Evaljtion 
 3c below.)
 

Reco:T.e;dition #3: 
 TAT should:
 

3a. 
 Deterrlne which of its current a:tivities are direc-tly related to
DD. objectives, 3nd which are peripheral. Proceed to allocate
 resources accr "iy. 

Good textbook recomendation suitable for most any occassion.
 

3b. Deielop a comprEhens,'ve set of system performance indicat:ors for
internal an. extern. managemnent purposes. Monitor DOI,'organizational an- operating systems.
 

Already done or underway as elaborated above.
 

3c. 
 Ensure production and distribution of materials for tambon council
use in designing and implei.;enting multi-year tambon development
programs. Tne -­aterials should include, at a mniaum, identification 
of relevant information requirem;ents, specification of project

selection criteria, and impipleetation procedures.
 

The key here is "ensure." 
 One of the key issues in reorienting the TAT has
Deen to es'ablish that tl-
 appropr iat.e 
role for TAT is to facilitate andsupport develo.ient afd a.piication of such materia'c, preferaably by the
conerned agencies--failin; this, by resoJrce instfi itions. The concern is to
insure ownership and the CIpd:.'ty within an 
orjanizac on which will 
be around
after 
the Project to suppc t their apliic.-tion and periodic updting as
req.ired after the TAr is ,ish',ed. 
 Ensuire" does not necEssrily mean do,
tnouuhi TAT lacks 
the author .tyactually ensure that others do
to it,
 

3d. 
 Provide clear and succinct definitions of the components of the
learning lao, a n speioify when.,
how, and where these corlmponents are
going to operate during the reiaind r of the Project. 

Jot sure what is meant by "co,,ponents". In terns of developing a workplan forthe learning laboratories, this is an aporopriate function of the WorkingSroup with the support of the TAT, but not of tne TAT itself. 
As noted above
this is being donE-inthe current work plan exercise, with the Working Group

taking an appropriate lead.
 

3e. 
 Submit regular reports sunarizing the performance of the learning
lao (based on verifiable performance indicators, rather than brief
sunmaries of field reports) 
to DOP participAnts and other interested
 persons and agencies of the RTG and AID.
 

A quarterly report on 
the lines of those being produced b) the NERAD Project
would be an excellent contribution. Simply providing reports on progress
against pe.-formance against indicators would be of limited use, especially if
 

1,51
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one assumes that a h.-., of the TAT is not the prr - cCr,-cern oF theWorking Group, hi n' th.' h- bri-F sj,',c;,,s of fi ld r_,ti that
the TAT provid." to p .. u util s%'.Iy . th­evaluion w4:% o' l; us,:, 1.*-i ,) r .,, on l n'
 
labora r. a,:tivi t is E , . t t p ic
tlo.',.pl" , j, 5n: Fo Vo dI f '. ; -. isbeln - put* "n* j-- . .. " wrichbu pl F t - ,'-'.,'"n-. t u !:' - Q
i t !1, 3 E~ ' a r ia f; D~ rn r r h 1' 

....... 
 in. i.. a oin tolocal ne ds. Az I E r', a k.y t ofF t l; -.- Stop is 
that in fact it h - role of mc -u', iq TA in a ficly na'rc 
sense. It shouli - fv. jn0r a j-; f d v:.I ; t_- poliy i ti1itions oflearn :ng Iat,', e, a de/-Ao',r, a '.'o i St< ti, leadingto new ntional pjl i tes and oro-,'a .m ' For atthe-jt ': least itsaoility to perfcr,,i -hls rl .- ;n3 inFo,t- t ion t bythe TAT.
f" r=to it b 

3f. Develop a list of genrl prioricas to apply to materials going
before the '. cnal Wo \inj 3roup, which will reflect the ability of 
the Gro;.P to czi. es"- c....in 


Not sure I understand what is being said. If it means be selective in the
materials presentedl t) tile Wcrk<ing Group to 
insure they deal with significant

issues relevant to -r'ing Sr:up concerns, then of course.
 

3g. KeeD int-e-,etLep
afnencie ,inFotred of DOlp progress and developments
on a regular basis, in 
a for'ii congruent with current administrative
 
practice.
 

Always a sound idea.
 

3n. Establish 
stronger links b..-,ln TAT/Ban'<ok and the TAT field
 
teams. In order to 
do tnis, determine whether to supplement current

Bangkok staffing, at the expense of termifnating solie of the field
 
team personnel, if necessary.
 

I have reco-mnended this specificaly in relation 
to process documentation
 
--several times.
 

31. 
 Provide a detailed phase-out plan that is acceptable to all parties
 
no later than 
one year prior to phase-out of TAT staff.
 

Unless some action is taken 
to revise the current schedule, work had better
begin i--m aetely on this as there is little more than one year remaining

now. 
Getting project particioants to face up this reality has been both
to 

difficult and frustrating. Irrespective of one's view of TAT's performance,

its role has been and continues to be central 
to whatever DD;@ accomplishes.

Until alternative me:.hanisms are 
in place and their functioning established
 
none of the learning whicn Project is supporting is liKely to be sustained in
 
its absence.
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Particularly significan'developed by the is the I• th. 1 CIrrr;fly beingr bteIn;Sroip cannot pos. My be cor-late,J prior to the endof th- Project, let alo-,e the cu.Er.tiy sc ,.: , pI of.,' of all 

r fact that w.,-pl _r . 1 

tqo 	 but ore orTAI pC ti s. I noted t)is pdlfi v i I th-e -e of tie W2,.Kin;
H.. N1oonehr,,2 i'n Yji. ch , Icc,:,;.r, 	 but ne-' w.s there. 	 anya tte t o d wi t;e i .i c atins, I or -. )- . ).'C h as any ideahow t. d) S.. W: sg our ezet cha,'i- for an ocrder) tran tion to anothermuj.hof woring whn the n oiations on the Project -u rKe down. 

Re. *,e-ation 7,: A!. shojld: 

4a. 	 Take steps to see that US-1,IJ fun-,s a.e not distinguishable from RTG 
fund.s, if toe desire of tihe ?r,*oj't is to co-mingle funds.
 

I beliei': it is tile correct concept given trc nature of the 
 Project, but itwill 	be interesting to see whether IJSAID do or wecan it, whether are 
prisoners of our own syste,.
 

4b. 
 Provide the incoming Project officer with sufficient operating
 
expense funds to enaole him to effectively perform'his difficult
assigieint involving a non-traditioul Project. 

I have ion; believed this is an imprt3r.t concoect for all such projects. I
wish the Evailuation Tea . had elaborated suFfi-:iently to build a strong and
clear case w-lich might gain Washington 
 su~port on this issue. Unfortunatelythe Team did not provide tile elaboration on or documentation of the need which 
might provide c:,rv incing support. 

4:. 	 Provide the inicDing Project Officer wi,'th sufficient time and
res)urc-es to study the Thai lang-ja-ie intensively, 

Very 	important. It appears such provision has been made,
 

Reco-e .a,_ , -5 Reliev.- 01P from strict adherence to REGP project 

Some 
further discussion of specific guidelines and regulations which present
inhibitions to needed experimentation would have been very heloful, 
but were
not providld. Su::h relief is comonly imp.)rt-anc in an experimental effort,
but it must be on a carefully considered and selective basis, with particular
concern for what procedural changes may have realistic prospects for broader
 
imple:en tat ion.
 

Reco mrendation #5: Extend DOP"P only if seta of generally acceptable
oj-tTFvs--s produced, and aopropriate strategies and organizational
 
structures are created.
 

In general it see,,s a sound recomendation, but tiiere must also be room for
flexi)ility. When 	dealing in the realm of sensitive policy issues it may
sometimes be necessary 
to ,hove ahead without total 
agreement on oojectives.
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Also, even though there is probably general agr :':a.-t future effortsthat 
should involve rather different institution,--! arraj ';-;t.s froi the present 
DOMP, in particular with re!.d to the role of technical .ssistance, itnay
still be a sons,.re. to . corrert arra-ijem..ntson a selective 
basis to provida for di orde.l, tr;-sition. 

Reco;:;;-en._d.tio;i 7: Provi.'e a te-h7;ian (similar to the ARD technician) 
o'#-a--pe ,Sa'ape'3asis tie ,-,urlevel.. at 


Clearly an at:t.civo idea, if nece.;;ary finan.-ial and hu-lan re-ources are
 
available. At th sa'e tine one signicant advance of the Project has been
 
specifically in the are of helping key policy m.1,ers r:C rgnize that hasty

action to iaple _.t aparetiy attra.:tive idea on a nation-wide basis is

unsound. The TAT is currently conc. -ned with de elocvcnt oF order"y 
procedures ba;z. o t'ie learn ;ng la:rat.ry e ~perer,:e f-," testing and 
refining indiviuL_=l ideais until they are ready for briaj.er application and for 
supporting replication in an orderly way. Certainly ore objective for the 
remainder of the Project shiould be to move ahead with work toward getting 
suitable application of this idea on a national oasis. On reflection it is 
quite possible that this might not result from the workplan as it is currently 
developing. 

e41ion 43 : local-level mainte-., 

Tf--d--to -pr-v-fh ial and national programs and policies.
 
Recomir.e, Ensure thit arrangements are
 

Hard to question as a general policy statement, but not very operational as
 
presented. I wonder whether the Evaluation Team had anything specific in mind.
 

Reco~nmendation :4: Give priority in miaintenance plannfng to larger,
cross-ta.-- prShcts, whose maintenance re.ire:.nts will be more 
demanding in tlr;u of org.anization, co, pleAit/, and funding support. 

The basis of this rec,"menation is not evident and on its face the
 
recommendation itself seems unsoun ,. Tne focal in .ent of the Project is to
 
s:rengtnen and support the application of Ta:7b-,)n taiies in addressing

local development ne.Is. Tne emp',sis s Aouldbe first on those things which 
are within tre e.isting capaility of tne TambcIs, gradually moving to more 
difficult tasks as competence increases. Is the evaluation suggesting that
 
what isoein3 atte7pted to date is too simple to provide an adequate challenge
 
for the Tambol? Tnough no eviden-e is providelo by the evaluation one way or
 
the other I truly doxot this is tne case. 

improving the Utility of Evaluation in a Learning Process roject
 

Evaluations serve many purposes and it is important that one be clear on tile
 
purpose of a particular effort. Jnfortunately the most usual ourpose is to
 
fill a requirement in a project plan. Tnere are times when an external
 
evaluation may meet a real need, as for example when the sponsoring official
 
believes a project should be killed and wants independent external support for
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this a'tion. Where the intent is to stre-rgthen project perfjrmoance, then themodel used in DDI. is fairly weak. Two alternative designs might be suggested
in such instdnce. 

1. Bring in a tea. of e ... l cnsu1tats who, have Mal on going association 
with E c ar,,p-eo 1 - h ae at , fa ;liari y wi th its historyJ o -PSt w r w'it, pro'ec-t sta4FF on an intensive 
revie. le nj to i, eitification of critical probie~rs an , an agreed planof act ,icn. If n . this group migt also produce a fairlyco':ehi;-.ive proje:t history. Su.ch an approa... is relatively easy to
itple.;&i and rea_,".&~iy ris:< free. 

2. This o~tion foI1oqs the model develop-d by ,Ja-,e. eebe of USAID/Manila intie eviluition of the Eastern Visay3-, Fa mirng Syste ;s Project. He formedan evaluaion t_ . o,,prised prio_"ily of Fil ipinos, plus himself as thenewly assigned Project Officer. The Filipinos were selected for a
co!!ioination of their expertise and th.eir relationship to the Project. Forexample tne Project ca-!e under the aitiiority of the regional office ofagriculture and the deputy head of this office was included on the team.
Tile University of the Eastern Visayas had a central role in the Projectand the wife of the President of the Uni ersity, herself a qualifiedprofessi.nal was inclu-ded. Nearly all m;o_;s of tihe team had similar
close but incrrect relationsnips to 
tlie Project. Clearly the selections
were caeully ma.e. Tne result wa; one of the nost hard hitting,
critical, and insihiltFul evaluations I hive secn. 
 Very little time was
required for the parti ipants to fa:niiliar witn the Project and itsactors. Tneir recoJm .iations carrie. a great deal more weight than wouldthose of an external team. And it; oai ricaints will be around after theevaluiti,r to follo.v-u., on their re>'- tion, and to put to use theadditional inf,)rmation and insighti tf-y gaine, throug their
participation. It is more difficult to inclement and possibly riskymore
than option one, but is an excellent 4moelwith much to recommend it. Iunderstand thit ee'jie is intending to do a write-urn of the experience.
 

Various combinations of tnese c-tions migh . also be tried. There may be otherquite different approac.hes, Bu- te need to move beyond the traditional
adversary model which calls on 
the outsider to do things that outsiders
neither can nor 
should be expected to do, using models that are unlikely to
 
serve the purposes intended.
 


