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l. Executive Summarv

There is substantial agreement within the PVO community and the PVO
office regarding the nced for evaluative studies at the policy.level as well
3s at the level of the individual Project and program. Both the FVO office
and individual operating agencies recogniza their respousibilities to deter-
mine priorities and make policy decisions based on the best available

information, This implies re-examining systematically and periodically

Particular development strategies and approaches and incorporating lessons
learned into the decision-making process.

This paper discusses a process toward that end which will engage the
PVC office and interesrted PV0Os in a preliminary assessment of PVO experi-
ences. It focuses om a particular programmatic or functional area rather
than a cross cutting approach. This preliminary assessment will determine what
1s known and what needs to be known about develupment assistance as Dracticed
by the PV0Os; it will seek to understand the proolems faced by peonle which certair
kinds of PVO projects attempt to reach, and.che best ways tc addresec these
problens,

Ia the long runm, any comprenensive re-examination may iavolve carrving
out evaluative studies in the field on 4 range of individuzl projects. However,
such field studies are time-consuming and expensive, Ideally, they should
address well-defined developmegt aypotheseswhich participants in the studies
and potential users of their results agrae are imporzant and "testabie',

They should also raflact and build on the exis ing xnowladge base within a

parcticular functional area. The process we propose ia this paper is expec:ad



to prowxide-far these criteria, Specifically, the outcomes of the

process we propose are tnree:

a) a better understandin £ the development assistance approaches

b)

c)

currently used by US private voluntary organizations and an
articulation of what is known and believed to work in particular
programmatic or functional areas;

a refinement of questions and issues which need EE_Eg_gggzsfigg

in subsequent evaluative studies;

a8 decision as to how such studies should be carried out.
'\—v—h_,

This paper consists of two parts. The first part discusses the

following eight categories of questions which might be asked about any

type of development assistance project:

a)

b)

c)

d)

Is there any case in which the PVO office or other donmors should

0ot continue or entertain supporting a particular tvpe of project

unless the approaches used are fundamentallv altered?

Are there host countrv oolicies which snould be considered as

prerequisitas for the funding and suoport of a particular tvoe

of project?
—l—,

Are there conditions at the micro--level which should be considerad

as prerequisites for the funding and supvort of a particular

tvoe of orojact?

Should the objactives of a oparticular tvoe of project alwavs

centain certain slements: should the wav in which thev ara

formulatad alwavs raflec

"

cerrtain «inds of orincisles?




e) Are there specific inputs or activitias which should alwayvs or

never be included in a particular type or project?

£) Are there specific inputs or activities which traditionally

have not been part of a particular tvpe of Drojecﬁ but which

warrant a verv close look?

g) Are there anv steps which the PVO office should take with

respect to a certain type of project?

h) What are the most difficult dilemmas faced by operating

agencies in a particular programmatic area: how have they been

successfully addressed?

These questions constitute the framework we propose for assessing
what is known and what needs to be known about past experiences. There is
nothing mysterious about the questions, as there is a limited number of
policy issues related to development assistance projects. K We want to
stress the importance, however, of having an assessment of past experiences
cover the whole range of relevant issues - from the tachnical and program-
e e e
matic to the philosophical. The eight broad questions we propose cover
that range.

We expect that specific hvpotheses or questions to be addressed in
furcther sctudies will emerze from discussicns around what are suggestad

as the "right'! answers ¢ e eight questions. This should especially be

true where there is a great deal of debate ov2r the right answers or

whether any answers exist. Once the scace of knowladge 1s established
and kav questions identifiad, Participants can decide on the most appro=-

priate wavs to procead. A0y numter of ways migzht bSe reasonable, includiag



having the PVO office Sponsor another field study of PVO impact; no option

should be precluded at this stage.

The seccnd part of the paper outlines the steps of an iterative
———— v

process for preparing case histories of individual PVOQ projects. We
——

propose preparing a set of case histories for discussion purposes for
e T e ettt

several reasons. Firse, they will help build up the descriptive data base

on PY0 experience, while at the sape time highlighting zaps in the know-

ledge base. Second, they facilitate discussions and comparisons of very
—e— M g

different coniexts and projects. Third, they encourage the explanation
\——\_’__.
;3§ underlying themes - of why, for example, certain kinds of. approaches
or technologies are selected in a given situation.
Case histories of 5-7 projects should sﬁffice as a basis for
discussion - as a springboard for addressing the eight broad quescions.
The steps we suggest are pretty straighcforward. Theyv include the following:
a) identify and define the boundaries of an important activity area;
b) prepare a 3-35 Page raper which suggest key questions and issues
with each of the elght categories mentioned above;
¢) survey operating agencies and outside ooservers to get feed-
back on the paper and.genera:e interest in the assessment proceass;
d) didentify PVO projects which 1llustrata key questions and issues;
e) prepare 20-30 page case histories om iadividual projects using
outside case writers and PVO personnel to prepare at least two
drafts before dis ._mination to wider audiences;
£) use casa histories as springboards for discussion ia 1-2 daw

workshops.



The process of preparing case histories. and running the workshops
e .W\—%‘ IS

-
should take between 2-3 months, once an appropriare functional area 1is
N )

selected. The gXg_gggiss_igggig’ggga_qgs_isid in selecting that area.
Furthermore, the area should be defined as bioadly as possible since an
4ssessment of past experiences needs to reflect the multi-dimensional
nature of the problems faced by poor and marginal populations. Income-
generating activities, for example, 1s a program area that should invite
the participation of PVOs with very different experiences and perspectives.
The second part of this paper also discusses guidelines for the
preparation of project case histories. Thejﬂﬂii} we propose has been

abstracted from a paper prepared by Allan Hoben on livestock projects in

Africa. This paper 1is an excellent example of the type of document which
is rsaded to structure effectively discussions of what is kaown and needs
to be known about projects which aim to modify the indigenous production
systems of low-iﬁcome people. 1In order for the case histories we propose
to be maximally useful they should contain enough descriptive information
to allow readers to do the following:
a) describe key project inputs and elements:
b) describe the extent to which key project activities are in fact
carried out;
c) assess the appropriatenass of each input along at least four
dinensions: economic, technological, socio-culrtural, and colicical:
d) describe and assess the chain of reasoning which links project
inputs to the hisrarchy of project objectives and zo the assump-
tioas made by project planners about the putative Heneficiariss

and their environment;



e) speculate as to reasons underlying the assumptions and other

choices, especially if they prove to be incorrect.

The strength of Hoben's paper lies in. the clarity with which it
isolates, describes and ties together all key project elements, including
underlying assumptions. Case histories of individual PVO projects prepared
in accordance with guidelines suggeste& by that paper should, therefore,
eucourage an assessment of past experiences from a holistic perspective
and the raising of questions and issues which cover rhe encire spectrum of
concern - {rom purely technical problems to conflicting value systems.

They should also be very significant additions to the development literature,

since very few descriptions of PVO projects exist in the public domain.



2. Introduction

Private voluntary organizations (PVOs) operate in a wide variety of
functional areas all over the world. They address wany problems that are
basic to the development of poor people and their commuﬁicies throughout
the less-develuped world: food production and autrition, rural develop-
ment and the generation of gainful employment, education and human resource
development. It is believed they are extremely effective at reaching very
poor and marginal populations - one AID dollar spent through their projects
having a more dfrect impact on these groups than one spent through regular
bilateral channels (Schwartz, 1978). This argument is reflected in the

- substantial increase in AID funds programmed through PVOs over the past
seven years.

As operating agencies, PVUs are anxious to build on this experience’
and expand the scope and scale of their activitiesfwhile the climate remains
favorable.\ While this tendency is natural, there is growing recognition. of
the need to take & hard look at particular aspects of chea PVO experience,
especially in areas where performance has not been particularly zood or whers
the underscanding of what does or does not work is particularly weak (e.g.,
small encerprise development).  Such assassmencs are neaded to strengthen the
policy decisions of both the PVQ office and individual agenciss.

Lf future evaluative studies of PVO projects are to produce useful
results, they have to be more focused than past assessments. At present,
hoygver, no decision has been reached regarding aspects of the 2V0 experi-
eﬁce where comprehensive and comparative assassments nesé ty he done. And,
naturally, specific questions which need to 5e addressed ia svaluative scudies

remalin to te selac:zed. Furthermore, past axperiance has undarscorad the



importance of encouraging the active participation ~f the operating agencies
in making these crucial decisions. It has also underscored the importance
of basing these decisions on_what 1s already k%nown about what works and
what doesn't. Thus, this Paper is intended to help the PVO office with

g

the full collaboration of interested PVOs, engaged in a preliminary

assesgsment of what is known and what needs to be knxm-about-the crahlems
ed by marginal p atio el b i vpe £ PV
fac ¥ marginal populations b ng.reacbed by certain tyvpes of PVOs and

how best to deal with them. The paper consists of two parts. The first
part discusses eight categories of questions that comstitute a framework
fqr assessing what is known and what needs to be known about particular
kinds of projects. Examples from thres types of projects are used:
livestock projects for nomadic peoprles in Africa, income-generating

e

Projects for marginal populations aud nutritio. interventions. The
e St e Gttt Wy,

examples are only intended to provide the flavor of what .we would expect

from a process that engagad operating agencies in an assessment of past
experiences. We cannmot actest to the relevance or veracity of the examples.
If the examples result in debates anong people familiar with the particular
content areas, we wiil know cthat we are at least on the right ctrack.

There is nothing mystericus abour the structures wa propose.
There is a fianite number of policy issues related to development assiscance
Programs. We simply want to make certaia that discussions of past ex-
periences cover the encire range of possibly important quescions and issuas
wiich cou’i be addressed in evaluacivs studies. We bselisve the aizht
catagorias notad Selow cover that range.

nc

The structure we propose for surfacing these questions aig



appear at first glance to have a probler~-versus opportunity-orientation.
- ———

We do not mean to imply that an assessment of past experiences should focus
primarily on the negative. We do believe, however, that a discussion of
possible negative effects is a gocd placé Lo start such an assessment.
What we would expect to emerge from discussions of problem areas are
insights into how problems have been resolved and opportunities which have
beenr seized in many projects. Thus, discussions and lessons learned would
focus on what does work as puch as on what does not,

The second part of thic Paper outiines the steps of anm iterative

process of brainstorming and preparing and discussing written materials.

There are basically two ways to proceed. ,Qgs_way would be co_STEE;ssigp

;i_iiisggaggg_gggsi similar to Hoben's paper on livestock projects in
Africa. A second way would be to EgggiiEigg_gégg_higggzgsf of several

projects that reflect the issues and questions which PVOs and outside
observers feel are important and, when taken together, constitucte the 'state-
of-what-is-kaown' in a parﬁicular pFrogram area. We will suggest the
preparation of case histories.

A challange to the PY0 community and the gxg_gsfise is to streggthen
thel lcv-making decisiaps. To accomplish this they need to deepen
their understanding of 2VQ experiences ia particular program areas. It
is our hope thar this Paper and the process it initiatas will help rhe

PVO office and the PV0 community meez this challenge.
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3. A Framework for Assessing Past Experiences - Eight Broad Ouestions

Which Need to Be Specified

3.1 Is there any case in which the PVO office or other donors should not

continue or entertain the support of a particular type of project

unless the approaches used are fundamentallyv altered?

This question, of course, has the potential for being the most
threatening and challenging of the questions which an operating agency can
ask icself. It can bring into question the very essence of what an agency
is about. The purpose of the question 1s to raise early &hatever danger
signals there are and to assess whatever claims there are of negative (as

well as zero) impact.

In the livestock field there 1is evidence ‘to suggest that exiscing

approaches mot ouly fail to reach key objecti&es (e.g., lower stocking
levels, mitigate envirommental degradation and raise income levels of
nomads) but in fact have negative impactc. They put great stress on the
coping strategies an& social structures of the nomads, they axacerbata

the struggle for scarce resources and create morz environmental degradation

than would otherwise exist. 4an argument 1s made that income-generatine

projects which involve marginal populations are often very unrealisctic

and have negative effects. Many projects require such an intensity of
services (e.g., follow=-up supervision) thac only a very few people could
aver be effectively reached oy them. Many programs also presuppose the
exlstence of a market (or their ability to stimulate demand) which margiaal
Pooulations cam satisfy. It is argured that not onlv is demaad of~sn
static but whem it is 1oL, more efficignt oroducers (Asians ‘in Zast Africa,

for example) move in. The argument is also zade thar the intansity of
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resources and services Qecessary to .-succeed in Ehe first place often
creates unhealthy dependencies, thereby having a negative effect. Finally,
the argument is sometimes made that the cost of helpiug an individual
entrepreneur become more efficient is often the loss of employmeat and
income for the more informal producers.

In the nutrition iatervention projects a casc¢ is made that donated

food within cooventional délivery Systems not only creates dependency
relationships but has negative impact on local food production. It is
also argued that there is no evidence that nutrition education programs
have effectively changed the nutritional habits, much less status, of
putative beneficiaries.

In at least three program areas, therefore, there is evidence to
suggest that the most basic and, perhaps, most threatening question needs .
to be asked early on in an assessment of past experiences. If there is
any indication that projects might have had a negative impact on the
immediate beneficiaries on others, the evidence, whatever it is, needs to
be brought out into the open and assessed openly. If claims of negative
Or zero lmpact camnot be substantiated by the existing xnowladge base, the

focus of one evaluative study suggests itself.

3.2 Are there host countcrw volicies which should be considered as cra=

requisites for che funding or support of a rarticular t7pe of Jroject?

Yany PVO projects suffer within policy climataes that are ipimical
to their objectives. It comes 2s no surprise to ?Y0s overating income-

Zgenerating oroiscts, for example, that most zoverzments hurt small-scale

w

entarprise dsvelopment more tirough their general jolicias (e.g., import
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duties on sewing mach'nes in 3 West African country) than they help through
extension or other client-oriented programs,
Hoben argues in his paper that the following prerequisites should be

conditions for the furthe=- funding of livestock projects:

a) range policy incorporating ecological guidelines;

b) legislation to regulate land use based on the recognition of
pastorélists’ right to range and watar:

¢c) existence of an eéxecutive agency with authority to coordinats

activities of other agencies,

In income-generating Projects tax holidays for micro-business, non-

discriminatory practices, legislation mandating banks to lend to micro-
anterprises might coustitute a set of nezessary conditioms. 1In autrition

intervention projects the linking of feeding programs to a consistent poliey

encouraging local food production might be considered a prerequisite by
some organizations.

Because PVOs operate ar the mi~ro-leval many observers fael that most
of their projects are not affectad by macro-ievel policies. It is also
felt that che praximity and the intensity of resources PY0s can bring to
bear on a particular setting can often mitigate che effacts of a negative
policy climate. 1In many situations (and the sewing machine example is a
good case ia point), however, there is simply 20 escave from macro-level
nolicises. Consequentlv, minimum conditions at the policy lavel (onmas that
at least avoid impac:s) should be delineatad. 1If chere is dabata over the
relative iamporzance of cercain factors, a Zocus of subsaquent studias orasants

irsel?,

3.3 Are there conditicns ar the mi
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The micro-level or 'pear environment' of a project is usually
considered by PVOs to be even more important than the overall policy
framework. Thus, =2 question which needs to be asked is whether there are

couditions here which need to exist before a projeccgﬂshould begin. In

livestock orojects, for example, ranching programs seem to work, if they
can be built upon indigenous systems of resource control and allocation.
In cases where these do not exist (e.g., the opening of new lands through
tsetse control) problems arising frém random differences in wealth between

individual herders at pProject outset and the difficulties of keeping herds

.

within the confines of ranches during drought are exacerbated. In income-

generating projects the existence of a viable market might be a prerequisite.

When dealing with very marginal populations which have not nad much experi-

ence in the marker Place, a social-welfare infrastructure which provides a,

range of services might be considered a necessary condition by éome observers.
What these necessary conditions are and the effact they have on what

is not only feasible but appropriate needs to be spellad out clearly. If

it is not clear what they are, 1if there is great debate, if the conditions

Séem Lo vary greatly from area to area, then, agaia, a host of questions

for evaluative studies should emerge.,

3.4 Should the objectives of a particular type of oroject alwavs contain certain

elemenis: should the wav_in which thev are formulacted alwavs reflace

certain kiads of princisles? W&hat should thev look like, how should

thev be arrived at?

The objectives of an individual project sheuld and will varv Zrom
concext Lo context. TIa a parcicular program ar=a, howevar, one can ask

wnether cercain principlas nead always to he reflecced, 7In livescock



projects, for example, Hoben argues that project objectives should reflect

tgg¥ac:ual problems fzcad by pedple involved and should be broadened to

include the goods and services which people need, want and will suppore.

In income-generatingorojeccs for marzinal pooulations, it is often argued

that objectives need to be multi-dimensional if the aeeds of these groups
are to be effectively addressed. According to some observers this is

equally true in nutrition intervencion projects. There are those, however,

who argue that effective development assistance Projects are narrowly
focused and supplement on-going efforts. Thus, the question of whether
these arguments reflect what is appropriate and feasible would probably

be a subject for much debate regardless of the particular program area

being examined.

3.5 Are there any specific project inputs ar activities which should

always or never be included in a particular tvpe of project?

Particular type of Project inputs might be very appropriate in
cne context and totally lnappropriatz in another. Generalizations are
difficuls :to make. An assessment of past experiences, however, should
CXyY to turn up whatever generalizations seem to make sense. Usually,
Statements about the appropriactaness or inappropriatesness of a particular
type of projact iaput are accompanied by all sorts of qualifiers. It 15
equallv important to fiand out what they are. For axample, Hoben suggests

that the following Laputs in the absance of comprenensive olans, should

never te included in lives:ick oroieces: (a) ranga watesr developument
schemes; (b) broad specirum vetarinary nealth sarvices; (¢) marketiag

boards and price stabilizacion schames; {(d) traiaing of extansion workars.
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Subsidized interest rates are usually a part of many income-generatiang

projects. Some observers, however, feel they should be avoidel as much as

possible, except under certain conditions. Intense supervision and follow-

up in income-generating projects for marginal Populations is often considered
to be a crucial input. As we have unoced, however, thers ig at least one

type of cost attached to it and Lo some observers this often outweighs the
incende- benefiis. Materials contributions are inputs frequently included

in nutr.tion intervention projects. Questions related to che appropriate

magnitude and form of such contributions are hotly debated - a debate we

would expect to €meérge naturally during an assessment of past experiences.

3.6 Are there specific inputs or activities that traditionallvy have not

been a part of a particular t7oe or project which warrant a very close

look?

Here an assessment of pasc experiences would involve looking for
very ianovative programs and approaches and really new and different ideas

which have not ver penetratad conveational projects. In livestock projects,

for example, Hoben suggast that appropriace inputs would be based upon
opportunistic range nanagement strategies aS opposed to "conservative range
manazement strategies" - the normal p;tcern or approach). This would
involve in fac: a very diifferent set of inputs than prasently exist in most
projects: (1) as emphasis on low value products as opposed to high value
products; (2) elimination of veterinarv regulations that prevent rapid move-
menc of herds; (2) mechanisms and tachniques for rapid 2arkating - to get

rid of stock before the nexc drought takes effacc. In the income-generating

area, the PISCES project has uzncovered several very innovative credic

programs which iantegrata the dalivers of a range of sarvicas 2o marzinal
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populations. These could serve as interesting and instructive comparisons to

many small-scale enterprise projects which focus only on service.

3.7 What are the most difficult dilemmas faced by overating agencies in a

particular programmatic area; how have thev been successfully addressed?

The important choices in complex situations in which multiple
objectives have to be satisfied are never easy. In many development

projects operating agencies are faced with having to balance absolute

need criteria on the one hand with likelihood of success criteria on the

other. In many income-generating Projects among marginal populations the

need for intense follow-up and supervision in some respects creates a dynamic

tension with the objective of self-reliance. In livestock nrojects in

East Africa the interests of many groups (e.g., small farmers and urban

dwellers) are in direct conflict with the needs of the nomadic herdgmen.

Robert Chambers has noted thac it is misleading to speak of maximizing
anything in develcpment projects. What 1s required, ke argues, is a series
of informed attempts to optimize a number of rasource uses in relation to a
number of outcomes, not to maxinize ény particular ones. Many of the balances
which have to be struck, however, involve mcral and ethical considerations.
This makes the :task of optimizing resource uses extremely difficult and
insights ints how someone else addressed the same dilemﬁa all that more

important to share.

3.8 Are cthera steos which the PV0 office should take with w=ssgecr to a

particular tvpe of nroiject?

*

In view of the answers co the first set of questions an assassment

re

ol )

of past experiasnces nesds to oring up the question of whether the PV0 ofiice
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should take any specific actioms. For example, it might do any of the

following:

a)

b)

c)

specify the types of experience and skills that should be
included in staffing patterns for the implementation:
specify the minimum requirement for social, economic, etc.
monltoring

specify people to be involved in particular projects.
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4, A Process

4.1 Some General Principles

The issue before the PVO office is how best to move to the point
where a comnsensus can be reached amoung operating agencies om specific
questions which need to be addressed by further study, deliberation and
discussiou. For example, the specific nature of the negative impacts of
some income-gensrating projects need to be delineated and the evidence on
both sides of the debate compiled and discussed in an open forum before a
decision can be reached as to whether more evidence and more insights neud
to be generated. It goes without saying that the operating agencies them-
selves need ta take primary responsibility for compiling and assessing
descriptions of past exéeriences. It is equally important, however, to
involve from the outset, outside observers who are both knowledgeable and
independent of the PVO communicy. Lessons and issues should be stated as
clearly and unequivocally as.possible, even at the risk of overstatement.
Independent observers are a necessary ingredient of that process.

The PVO office needs to take the lead in the selection of those areas
of the EVO experienmce which will be explored and assessed. Many PVOs and
PVO projects have very particular operational emphases: for axample,
primary health care delivery, nutricion intervention, livestock and ranching,
small-scala entarprise and entrepreneurial development, and rural Zeeder
roads. Clearly, 2?VOs need t§ haye aighly specialized skills in particular
areas to be effactive. The mui;i—dimensional nature of the proolems Ffaced
bv the margizal populatzions with waich =hey work, however, 3ugzests :that

compilation and assessment of past 2xperiences needs to 5e done from as
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broad a perspective as possible. It also suggests that PV0s operating in
very different functional areas have more common experiences and common
grounds for diécussiou than might be initially apparent. Consequently, the
program area selected by the PVQO office should cut across conventional lines
and encourage the sharing of experiences and insights from a range of operating
agenciles.

It is also importamt to bring iznto more formal sectings discussion
of issues that are most often left to after-work bull sessions. Development
is a field that requires rigorous moral awareness. Discussions of moral and
ethical considerations, therefore, should take place in conjunction with
discussions of more programmatic issues. For example, many PVOs agonize
over concern about becoming involved in school- feeding programs which may
provide significant short-rangg nutritional benefits at the potential cosc'
of longer term community dependency on outside sources of food. Similarly,
small enterprise agencies facedilemmas about ownership and control: to what
degree, for example, should they require "human' treatment or nigher wages for
workers hirad by small Lusinesses witli which chey work. A broadly
dafined program area will encourage discussion of the entire range cf

relevant issues - from the highly technical co underlying values and world

views.

4.2 The choice: a oosirtion Paper or a set of case historias on

individual 2VO projects

Two tvpes of documentation weuld serve as a dasis for discussion.
One is a position paper similar to that preparad bv Allan Hoben on livestock

projects Zor nomadic peoplas in Africa. This tvpe of paper is a very
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efficient way to get at what is known about a particular problem area

and isolate key issues and questions. 1In order to prepare such a paper,
however, there needs to exist a fair amount of literature, especially

the micro~economic and ethnographic studies such as those on which Hoben

draws so heavily. Such papers also do not encourage in-depth discussions

of very different situations and projects; exceptions to the "general rule"
are usually only briefly referenced and very incompletely described. Position
papers also do not add to the descriptive data base ~ which in the case of

the PVO experience needs to be built up:

A second alternative would involve preparing a set of case nistories
on selected PVQ projects (non-PVO projects might also be included). The
case histories could be in~depth descriptions of individual projects or
composites, drawing from several Projects. 1In either case, the idencicy
of the implementing agencies could be masked, 1f that were considered
necessary. Sufficient data should be obtainable from project files and
interviews with project personnel in this country. A prelininary assess-
menc Of past experiences should not require field visits. A central
purpose of the assessment, as we noted at the outset, 1s to vrefine questions
and issues that need to be addressad later by avaluative studies with field=hasad
components. If suificient informarion onm individual projects does noc
exist so that participatiag PVOs can accomplish this task, exploratory,
open-sndad studies will have to he launched.

4.3 The stans for drenaring case histories

The steps are pretty straightforward:

r

a) identify and define =he bour-:rizs of an iaportant progsam area.

"Income—generacing Projects Zor narginal populations” is an a

ea

in which a verv wide range of ogerating agenclas have experilencss



- 20 -

and which meets other criteria discussed above;

b) prepare a 3-5 page paper which SuggeSCS key questions and issues
within each of the categories discussed in the previous section
(2 calendar weeks) ;

c) survey operating agencies and other observers to get feedback on

o <\ Paper and to elicit interest in the process (1 calendar month);
i}i:cﬁj d) identifv PVO and other projects which 1llustrate key questious
and issues and which when taken together woula constitute the
"state of knowledge" in the areaz (3 calendar weeks):
. e) prepare 20-30 Page case histories on individual projects or
ﬁw%?::}' composite histories; use both outside case writers and PVO
!

persoannel in an iterative process (2-3 calendar months);
£) use the case histories as springboards'for discussion in.
workshops of 1-2 days in length;
g) write up results of workshops (3 calendar weeks) ;

h) edit and Prepare cases for publicatiom (l-2 calendar months)

This entire process should take 3-5 calendar months from the time
an appropriate programmatic area is selected by the ?VO office. Two to
three part-time case writars would be aeedeg for 2-3 months azch. Some costs
of participating PV0 persoanel could also be picked up by the PVO officae,.

The services of at least 2 sendor consultants familiar with the programmarcic

area and the ?Y0s would he needed at saversl goints: (l) to assist in the
preparation of the first issues paper; (2) to assisr in the desizn of

starting frameworks Sor preparing case hisccrias; (3) to review firsc and
second drafzs of the cases; (4) to lead case discussions. The costs of

the entire orocess Zor a ?ilot efforr in one program area would be approximatel:
§50,9C0. 1It's purpose would e :o decsrmine if ria orocess 1s worthy of

- —— .

considaration for a longer term, cdomprehensive raviaw of gcher 2VQ Jrogran
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areas using the .same basic process and approach.

4.4 Case histories - what descriptive data should they include?

To be maximally useful che case histories of individual projects

should contain enough information to allow discussants to idencify and

assess the very foundation of the projects (i.e., the myriad of assumptions

on which the projects were based). This goal is ba:ed on the approach to

learning representad in the works of Chris Argyris and his colleagues.

In

describing the learning process, Argyris and Schon distinguish between two

: %*
kinds of behavioral learning - single~loop and double-loop learning.

cite W.R. Ashby's example of a household thermostat:

A thermostat may be said to be capable of learning when the

room temperature goes above or below the point at which it is

set and of taking corrective action. We may call this single-
loop learning. The thermostat, however, is not able to ask itc-
self the question of whether it should be set at 68 degrees, or

if it should be measuring the temperature, or if there are
better ways to measure the temperature. To do so would be to
question its design and its purpose and would indicate the

capacity for double-loop learning.

Double-loop learming is important because without it indiv-

iduals are not able to reexamine their values and assumpcions
in order to design and iaplement a qualitv of life not com-
strained by the scacus quo. Elsewhere, it has been suggested
that the increasing comcera about che capacity oI the helping
professicns (especially in mentsl health, education, divinitv,
medicine, and law) to correct scme of their acknowledgzed
rigidities requires professionals whno ar2 able to double-loop
learn while thev are practicing. Double-locp learning

perspectives mav also be izportanc if rigorous s

ocial

science methodologies are to bhe redesizned sc that chev
generate xnowledze about human options chat zo bevond the

L
status quo.

*
Argvris, Caris and Domald Schon, Theory ia Practice
.

-

Profassional ZZfecziveness, San Francisco:
1974, op. 18-19.

0ss

B L

Argrris, Chris, "Theorias of Action that Tahidiz Tadividual Learaing",
=

american Psvchologisc, Saptember, 1976, 0. 518,

Increasinz
——— ).

ev-3ass,

They
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Critical to the learning process among PVOs, therefore, is the
reexamination of the assumptions which underlie particular development
assistance projects. In order to reexamine these key assumptions they
must be explicitly set forth and clearly linked to other elements of the
particular projects. When this is done well key questions to be addressed
in subsequent evaluative studies can be isolated. Hoben's paper on live-
stock projects in Africa provides a useful basislfrom which a general
approach for doing this can be abstracted. Many of the general issues
raised by his discussion of values and assumptions underpinning livestock
Projects are directly relevant to other types of projects intended to
mndify the indigenous producticn systems of low-income and politically
marginal people. The discussion, therefore, is understandable even to
people who do not know the first thing about livestock projects. For
these reasons we draw very heavily on his paper in this seccion.

(1) Firsc, key project inputs and elements are isolated and

succinelv described. In livestock projects, for example, kev project inputs

include conservative range management apvroaches, settlement schemes,
marketing boards and price stabilization Programs and range watar. The
conservative range management approach is defimed as a behavior which leads to
a relatively constant number of apimals grizing, Sut not overgrazing, an

area through zood and bad vears alike, and producing a relatively constant
lavel of economic output wnich may be diraccly consuzed, exchanged cr

sold. It impliass that the carrying capacizy of am area should he limi=-ad

by the harshest period duriag the climatic cvcle. Consequently, livestock
numbers ara nnat allowed to fncrezse during zood vears zo ucilize all the

forage availahble. This iaput involves such tachniques as rest and rocation
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of range sites, temporarily reducing stocking desities on some sites, and
land tenure modifications restricting the movement of herds to specific

locations.

It is also important to describe the extent to which a project

activitv or process is actually carried out. This is especially crucial

when dfscussing such inputs as extension and training and follow-up
supervision in income-generating Projects. What is described as intensive
£ollow-up supervision too often either never materializes at all or consists
of very infrequent and unproductive contact hours between client and

extension agent. (The Evaluation of TOTOTO - Kilemba and PRRM-SAM at

Midpoint by World Education is a good example of the kind of descriptive
information which is important to have on project activities. A copy of
part of this study is attached to this paper.)

Second, the aporopriateness of each kev project 2lement or input

is discussed along at least Zour dimensions:

a) economic fit: to what éxtent are the capital costs and the
recurreat costs of the inputs ia line with their potantial
profitability and utility - both to the pucative beneficiaries
and to the larger society; to what extant are rhere negative
extarnalitiess associated with the inputs?

b) technolegical fit: to what extent are the iaputs clearly
superior to existing technologies in the local setting; do
they actually work in the local setting?

¢) socio-cultural fic: to what extent can the pre~-2xisting socio-
cultural and orzarizational structures (for orzanizing iadividuals,
for carrying out productive activicies, for resolving disputas,
etc.) handle the changes brought about Sv the iaputs; to what
extent do the iaputs strengthen or weaken the pre-existing
structures?

d) political fit: =0 whart axtent do the inpucs strengthen the
putacive beneficiaries vis-a-vis other groups who are competing
for resources wizh them?
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Third, the inputs are traced back through a hierarchv of project

objectives and the problem Statement to the underlving assumptions. For

example, an objective of livestock pProjects involving comservative range

management inputs is to limier stocking levels in order to avoid overgrazing

and not to exceed the carrying capacity of the range land and cause its
degradation. The problem, as stated in Projecc documents according to Hoben,
has the following chain of reasoning: long term environmenctal degradation,
@co-stress and seasonal problems in nucrition: caused bv: (a) increased
stocking levels; (b) decreased availabi.ity of forage and range water;

(e) public ownership of range resources; (d) long-distance transhuman

grazing patterns; (e) herd structures with unwarranted number of unproduc-
tive animals; (f) overgrazing.

The problem-cbjective~input chain described above is then linked to
the underlying assumptions. For examp'’e, the following, according to Hoben,
are assumptions made implicity and explicitly by planners of livestock
Projects:

1) pastoralists are motivated 5y an irrational desire to accumulate

ever larger herds and operate with a zero-sum mentality;

2) pastcralists are weakly organized and incapable of controlliag

access to range lands;

3) pastoralists move herds over excessively larze areas:

4) pastoralists are Subsistence-oriented and nroc intarescad {2

iacreasing productivicy;

5) extent of dagradation o grazing lands is verr hizh;

6) "overgrazing" Inevitably causes degradatien
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Based on the Hoben paper there are at least four sets of assumptions

which are important to make explicit in case histories or in discussions of

cases:

a) Putative beneficiaries - assumptions about putative beneficiaries
as individuals: (i) what they perceive as their problems and
needs; (ii) the process by which they choose solutions open to
them; (iii) their cognitive abilities, etc.; and assumptions about
thair coping strategies (i.e., strengths and weaknesses of the
incizenous production, organizational, health, and aducation
systems).

b) the "near enviromment" of the putative beneficiaries - assumptions
about the interests and perceptions of groups which are competing
for resources with the putative beneficiaries and their inter-
relationships; assumptions about the physical environment of the
Putative beneficiaries and their relationship to it.

c) the cost of project iaputs - assumptions about the financial
and opportunicy coscs (as well as diseconomies) which are
associatad with the inputs to the beneficiaries of organizations
that deal directly with them.

Fourch, inputs, objectives, problem statemencs and assumptions are all
—\-—\\

assessed. When they can be clearly linked together, as in the Hoben paper,
the assessment process can start at any point (e.g., assessiang the appropriate-
ness of a particular laput) and will eventually involve all project elements -
which is what we want discussion of case histories to do. Hoben's analysis,

for example, includes an assessment of conservative ranze manacement as

uneconomic (to the intarests of the nomads), a recogaition that the objective

to limit stocking levels is rarelz attained and an assessment of the nomads'

indizenous cooing Stratezv as nighly specialized and £lexibls and that they
4 e e —————————— ——————— A St

realize amaxinum livestock output, ziven capital and land resources. If Hoben's
assuapticns about the economic rationality of the nomads and the afiective-

aess of their copiag Strategiss are corract, they force analysts to consider
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a very different set of input - objective - problem - assumption relationships.

Fifth, even without assessing the appropriateness of Hoben's suggestions,
it 1s clear that his approach woulg lead to a discussion of the type we are
seeking. It would be literally impossible to defend or question the appropriate-
ness of a particular input wichout assessing the entire chain of project
elements, including the assumptions that link them together. Furthermore,
assessments of input - assumption chains which can be Suilc from descrivtive
case rmaterial or from critical examinations of a project type can go bevond
determining the correctness or incorrectness of particular assumptions. They
can ask why cevtain assumptions exist in the first place. This 1s a fifth
step in our proposed model.

In the case of livestock projects for nomads, Hoben sugzests that
ignorance plays an important role - ignorance of the nomads, their production
systems, and of their ecology. &e also provides evidence which suggests
that the maintsnance of particular "ayths' about rhe nomads helps project

personnel justify their own values and oercentions. The imporcant risk to

minimize, from the view of the range scientist, for example, is risk of
degradation to the 2nviromment. Frog the perspective of the rang2 scientist,
a conservative range management Strategy prasents less risk than ‘the nomads'

"opportunistic" strategy. The point is that the perspective with which project

*Hoben's analvsis suggests problems which, accordimg to him, ars zoc
articulated in most projects, Qamely bottlsnec«s that rescrice rapid
markatiag of livestock at the onset of Periods of drought (2.3g., trans-
portation, pracessiag, working capcial, vetarinary regulations that
prevent the rapid movement of terds, the size of final markets, atc.).
These problams, then, Suggest to nim a aew set of projecc objacctives and
inputs, namely low value products and xnechanisas Jor rapild zarketing.
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personnel approach the "problem" is not the same as the nomads'. Materials
which help to sharpen this distinction should be useful devices for getting
at the underlying concerns of other inportant protagonists. Hoben suggests,
for example, that many myths about pastoralists and pastoral systems persist
because they provide a useful ideology for non-pastoralist interest groups.
A casa study prepared by John Thomas on the choice of technology

for drilling wells in Bangladesh underscores the need to look into the
values, perceptions and needs of the operating agencies, if one is to gain

a comprehensive understanding of the factors that affect the choice of
technology or project inputs. Thomas suggests that reasons behind the choice
for a medium-cost technology (while a low-cost technology was more economic

and acceptable to farmers) were alternative perceptions of the issues and the

objectives (read needs) of the organization of the project personnel. One

important issue that was perceived differently was risk. To the farmer

risky technology was that which was installed by outsiders and whicn he or she could
not operate or repair. To the donor agency concentrated drilling locations
where operations could be observed by contractors implied less risk than a
decentralized, locally supervised operation. Also, the implementing
orpanization itself, Thomas suggests, had established routines and staff
which made it almost impossible to employ low-cost technologies; which

forced it to seek "satisfactory" rather than optimal solutions; and which
encouragad it to avoid uncertaintv as a matter of course. Clearly, therefore,
there are many reasons why assumptions about a project's beneficiaries and
choices of project inputs prove to e incorrect. It is =2quallv clear that
descriptive data on the operating agencies and personnel involved in a
particular project are necessarv =o iaclude in 2 case nistoryv, if these

reasons and their relative importance are to be adequataly explored.
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5. Concluding Remarks

It is our Jjudgment that discussions of case histories prepared in
line with the approach Suggested in this raper will raise issues that cover
the whole range of possible concerns to the PV0 office and operating agencies -
from value positions and System perceptions which underlie choices to the
more technical considerations. We expect that participants will not ouly
internalize lessons which they themselves draw from discussions of case
histories; we expect them to take the first steps to join together in afforts
to address questions of mutual councern., What forms these take (e.g.,
evaluative studies or on-going discussion forums or something clse) cannot

be predicted.



