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MEMORANDUM rOR THE ADMINISTRATOR

A year ago you asked me to review AID's methods and criteria for
evaluating programs and projects with the objectives of suggesting ways
to get better answers both in selecting activities and also in conduc-
ting those activitics selected. Working with two colleagues, we have
also functioned--alony with our study efforts--as a stafl resource on
evaluation for the Administrator's office.

The contribution of our efforts is principally existent in papers
already distributed in AID/W and to field missions with the objective of
generating a greater interest in, and understanding of, evaluation, and
in other stafl papers, including your directives which give guidance for
an increascd emphasis on evaluation., The further progression of actions
needs to flow in significant part from those actions already directed
by you or recommended o you.

Your decision last April to increase AID emphasis on evaluation
was a timely preemption of what would otherwise have been the principal
recommendation of a routinely handled study project. At that time our
primary attention turned to staff actions to execute the decision. I
here provide a report which distills from our studies, discussions and
experience, certain analysis and conclusions which I hope will further
contribute to building the AID evaluation system now evolving from the
measures you are instituting. The report includes the minimum of repe-
tition from the staff papers written during the year, several of which
are included in the report Supplement.

In brief, this report proposes that future AID evaluation place
heavy emphasis on the positive objectives of contribution to improvement
of program planning and execution., The defensive objectives of identify-
ing and improving activities which might be targets for criticism will
then become one included item in the evaluation program. The report
further propcses that the increased emphasis on evaluation be achieved
by changes in organization, administration, and attitudes amounting to
an institutional development in AID.

I express to you my gratitude for yowr personal interest, support
and frequent counsel which have been the key elements making possible
such progress as we have made.




The staff and operating sections, and individuals therein, of
AID/W have given this effort complete cooperation. We owe a particular
debt to the administrative assistance of the Executive Secretariat, and
to the secretarial support of Miss Nancy Webb and Miss Mabel Shepley.

A major component of our plan of work was the use of the Latin American
region, specifically selected country vrograms and missions, as case
studies and also as refercnce points for checking analyses and conclu-
sions., The cooperation and advice of mission chiefs, their assistants,
and of the Latin American regional administrator and his assistants
have been outstanding.

My principal assistant has been Mr. Peter I'. Geithner. He and
Dr. Glen D. Comp, Jr. brought to the project a knowledge of AID activities
in the field and in Washington. On the departure of Dr. Camp from the
government service in May 1965, Cantain L. D. Olvey, USA, on temporary
duty from the faculty at West Point, became a staff assistant. These
three individuals provided a high and imaginative competence both to
the research and analysis and also to the staff functions progressively
undertaken.

Our research of past reports and other writings, our discussions
with professionals of AID and of other agencies concerned with develop-
ment, and the sum total of this year's expericnce undergird the conclu-
sion that the existent inventory of ideas and concepts concerning program
evaluation surpasses the state of the art of evaluation execution.
Research and theoretical studies should continue. But primary emphasis,
in the near term, should be action-oriented to administration, organiza-
tion, climate of understanding, and the other aspects of execution,
which are the essential components for successfully bullding and opera-
ting a comprehensive AID program evaluation system.

Finally, I have found AlD program evaluation both a challenging
and a very stubborn problem. "He who does not know history is fated to
repeat it." There is a prima facie case for more emphasis on learning
from our experience. I believe the problem is important and worthy of
your continuing personal leadership.

3.0, Lonadha

G. A. Lincoln
Special Advisor
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I. INTRODUCTION

A. Purpouse, Scope and Organization of Report

This report is intended for AID's internal use and is for the
purpose of bein; helpful to the continuing improvement of AID program
evaluation. The revort is the eoncluding effort of approximately a
year's study and observation with the objeetive, as defined by the
Administrator, of having aid evaluation systems give better answers to
two questions:

- Have we sclected the right activities to undertake in the
various aild-receiving countries?

- Arc we conducting erficiently the activitics we have selected?

Thesc two questions hinve to do primarily with AID programs in the
field, their planning and execution. The gquestions are not directly
concerncd with the often debated topice of the overall contribution of our
global aid activities to U.S. fundamental Toreign policy objectives nor
the equally debated topic as to which countries should receive AID
assistance. Indirectly the study is related to these two topies. Judge-
ments on ATu's overall contribution are based significantly on summations
of its pluses and minuses in individuel aid-receiving countries. Also,
the internal operating efficiency ot AID affects judgments on its contri-
bution to overall foreign volicy objectives. And an opportunity to
undertake what scem to be "right activities" and to operats them effi-
ciently, as judged by lessons frcm cxperience (evaluation), is a factor,
if only one of several, in the choice of who will be 2id recipients.

From the standpoint of AID administration, the answers to the two
questions are of only academic interest unless those answers help to
improve AID activities. The objective of thisc study, as derined by the
Administrator, clearly implied both appraisal of ways of reaching usable
conclusions based on our AID experience and, concomitantly, ways of
applying this experience and these conclusions to AID projects and programs.

The report is organized in six sections and a supplement. This
introductory section concludes with a discussion of the methodclogy of
the study project. Section II, Some Dimensions of Evaluation, defines
evaluation as "the examination of our experience to provide guidance
which can be utilized to improve program execution and to improve pro-
gram planning;" and discusses objectives, methods, limitations and basic
requirements of a program evaluation system. Section III examines the
AID Environment, External and Internal, to which a comprehensive evaluation

must be shaped and in which it must operate.



The report discusses in Section IV four problem areas, with com-
ments on others, btelieved central to Instituting an Improved Evaluation

System: (1) Generating agency-wide support for evaluation; (2) communi-

cation and transmission of evnluation results; (2) organizing for evalu-

ation at three levels - mission, region, Administrator; and (U) personnel

and funding for evaluation., Section V contains vur Conclusions regarding

a practicable approzch to improving AID program evaluation., The conclud- .
ing section (VI) stresses the necessity that the Administrator continue
to monitor personaliy the develorment of the evaluation system. The
main body of the report is intended to stand on its own without neces-
sary reference to the Supplement.

The Supplemrent consists of selected staff studies, memoranda and
action papers vrepared during the year's project. These papers contain
a number of conclusions, implicit and explicit. They document for filing
purposes the historical development of the project. The papers also
support and expand on some of the information and analysis in the main
body of the report. They should therefore be a useful reference for
those charged with vesponsibility for the detailed implementation of an
Improved AID evaluation system.

Conclusions, sugmestions and recommendations were, as developed,
provided f{ormally or informally to the AID organivation. Hence, this
report is in part an assembly of analyses already being given some
attention and of conelusionc already receiving some exccution.

B. Methodelogy of Project

The initial steps in the project were to (a) survey past and cur-
rent evaluation activities, (b) become familiar with AID methods of
operation and the field environment in which AID operations go forward,
and (c) seek comment and advice on evaluation from field personnel who
would be the primary producers of, and customers for, any increased
emphasis on evaluation.

Qur historical survey, Foreign Assistance Lvaluation Efforts--
Past and Present, is contained in the Supplement. Generally, these

efforts of AID, its predecessors, and of other agencies, have been

headquarters' generated and oriented, sporadic rather than systematic,

of‘tentimes focused more on measuring efforts than achievements, and

widely disperate in objectives~-ranging from "crook-catching” to

abstract research. The Supplement also contains an inrentory of specific

evaluation activities conducted by AID/W during the past year. -

The field orientation and consultation were undertaken with Latin
America as the case stndy erea. The Special Advisor spent extended .
periods of time with tharee missions (Brazil, Colombia, Guatemala) which .




were recommended as providing examples of a large portion of the spec-
trum of AID programs and problems. GShorter periods of time were spent
with the missions in Argentina, Peru, Panama, El1 Salvador, Honduras
and Mexico,

In April the historical survey and other staflf papers (see Supple-
ment) generated as of that date served as the basis for discussion in
two seminars of the Administrator and other 'senior AID personnel having
interests and cxperience in evaluation. The summarized conclusions of
the seminars, including the conclusion that ATID should increase emphasis
on cvaluation, were presented by the Administrator to the Executive Staff
on April 20, 196%, and aceepted. These conclusions are included in
Scetion Vo of this report.

The early studies pointed to the conclusion that any products of
the project would not be principally derived from the recommendations
of a concluding report bubt rather from staff work directed to executing
the Administrator's decisinn in April to increuse emphasis on evaluation
as a component of AID activities coordinate with program planning and
execution,

The April discussions supported the conclusion that the hest chance
of building a comprehensive AID evaluation system lies in starting with
emphasis at the cutting edge of field operations and in building
organizationally and administratively on what AID has in being. The

Administrator's initial guidance message included the statement that:
"I do believe that, in the case of evaluation, as in the case of pro-
gramming and of implementation, the key point of responsibility in our
organization is the country mission.,"

Having initiated action for increased evaluation emphasis at the
field level, the next needed action areas were (a) organization and
administracive procedures at the AID/W level; and (b) improved communi-
cation, sometimes referred to as AID's memory, and follow-up on evalu-
ation materials. Staff studies and recommended actions which were pre-
pared for the Administrator are included in the Supplement.

In summary, the methodology of the project provides a case study
of the decision-making process in government. During the first phase,
efforts were directed toward providing the Administrator with a basis
for deciding whether to increase emphasis on evaluation and also for
deciding, in broad outline, how best to approach execution of an affirma-
tive decision. During the second phase of the project, of which this
report is the closing action, the primary effort has been on detailed
staff work to implement the affirmative decision.




The progression in the method of the study also underlines one of
the principal conclusions of the year's observation and analysis: a
comprehensive and effective AID evaluation system can only be built by
progressive steps based on case studies and other experience, and,
rather than relying on reports and similar consultant activities,
depends principally on continuous staff action combined with strong
leadership.

II, SOME DIMENSIONS OF EVALUATION

Two initial steps seemed essential in the study of AID program
evaluation before proceeding to conclusions on how to improve the AID
evaluation system. These steps, closely related, are first the devel-
opment of the key aspects of a working concept for improved evaluation,
discussed in this section of the report. The second step, discussed in
Section III, consists of some analysis of the AID enviromment in which
an evaluation system has to operate and to which it must be shaped in
order to be both useful and practicable.

The Definitional Problem

Although evaluation ics a term often used in AID, no definition

thereof has been found in legislation or in AID administrative regu-
lations., The term has been used in such a wide variety of ways that

not much sense can be made in talking about improving "evaluation" until
we define what wc mean, The term, for instance, is applied to personnel
performance ratings or "efficiency reports." (One State Department
official, when told generally of this study, stated he thought it sound
for the Administrator to have a senior individual visit AID missions

and recommend who should be discharged.) The term is sometimes equated
with "compliance control," i.e., checks for compliance with legislative
and administrative requirements, such as audits &nd inspections. It is
applied to official visits to the field by individuals or teams who
survey programs and operations for a day or two or more extended periods,
and who usually cuncentrate on finding and boring iato soft spots, rather
than emphasizing lessons for improvement and transfer to other missions,
(One AID official characterizes such visitations as the "Aha! approach
to evaluation:" the visiting team of experts arrives, talks generally
and pleasantly about the program until a soft spot is suspected, shouts
"Aha!", and targets thenceforth on the questionable item.) The term is
used in a general way to describe any attempt to answer the guestion

"how well are we doing?" as well as in the narrower sense of specific
research projects, Tt is also used in the prospective, planning sense

of analyzing project proposals or alternative courses of action, i.e.,.
synonymous with the process of choice and the whole decision-making process.
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There is nothing incorrect about any of these uses of the temm,
and there are undoubtedly others which are equally valid, If a wide
variety of activities, alsc called by other names, are "evaluation,"
the term becumes an "omnium-gatherum" and the concept unmanageable,
If there is to be a meaningful effort to improve "evaluation," there-
fore, AID nceds a concrete and restrictive definition of the term--
one consistent with both AID activities and the uses to be made of
evaluation results. The following concept of evaluation, employed
throughout this report, mcets these requirements: Evaluation is the
examination of our exnerience to provide guidance which can be utilized
to improve program ¢xccution and to improve program planning. More
specificallys:

a. FEvaluution is the examination (1) of actual performance
in relation to specific activity plans and (2) of the significance of
completed and ongoing AID activities in terms of U.S. objectives,

b. The purrose of evaluation 1Is to help us get better answers
to the questions: (1) Are we conducting AID activities as effectively
as we can?  (2) Are we selecting the right activities?

¢c. To be effective, evaluation activities must be designed
to producé—usable results, and must incorporate adeguate provision for
the feedback of these results both to improve activities that are under-
way and to improve the plunning and exscution of new activities (includ-

ing the abandonment of seemingly good ideas that do not work).

The above definition stresses the need to evaluate both the per-
formance of AID activities in terms of syecitic, planned achievements
and also their significance in terms of U.S5. objectives. Performance
evaluation includes monitoring the progress of program execution and
the examination of implementation methods and techniques., It also
includes an assessment of results as well as of efforts. Admittedly,
inefficient execution may still give gratifying results and vice versa
--a situation analogous to some military (and also cducational) operations
where victory may occur despite serious errors, and defeat may occur
despite perfect technical execution. But prompt and efficient execution
certainly gives a much higher chance of success and greater insurance
against failure.

In addition to measuring the performance of individual AID activ-
ities it is also necessary to appraise systematically the impact or
contribution of these activities in terms of stated U.S. objectives,

To use the military analogy again, tactical success does not insure
strategic success, Appraisals of significance are essential if we are

to improve our ability to select the "hest" rather than simply "good"
projects. Such appraisals, as discussed in a later subsection, can often
best be carried out in a sector context,



The above definition stresses evaluation as an aid to improved
program execution as much as to improved planning., This stress is con-
sistent with the concept that AID's work pattern can be thought of ags
consisting of three overlapping, related, mutually supporting, but
still separately identitfiable, components--program planning (often
included in the more indefinite term, programming); program execubion
(often called implementation); and program evaluation. The relation-
ship between these components 1o more precicsely analojsous to that of
the relationship of the sides of a triancle rather than the relation-
ship of the links in a chain., There hes been in AID strong empnasis on
program planning, less emphasic until recently on oi'tviciency of program
execution, and even less emphasis on evaluation.,

In the AID lexicon the words "program' and "programming” are not
sharply defined. In the Department of Defense lexicon a program is a
combination of activities directed to the same objective wilh specifiics
"as to time pha-ing of what is to be done and the means proposed for
its accomplishment." Such a "program" follows and steps of f from the
broad planning stage and does not extend to more detailed execution acts. In
tte AID lexicon, however, programmineg has tended to become all those
things done by the program office - which vary from mission to mission
and between AID/W and the {ield, sometimes not including planning and
sometimes including elements of program cxecution., In an attempt to
skirt semantic pitfalls, which are one of the hazards to clarity of
thinking about the complicated subject of program evaluation, this

revort uses "program planning'" and "program execution" for the span of
activity sometimes denoted by "programming” and "implementation."

The stress in the above definition on the contribution of evalu-
ation to program execution is deliberately consistent with the still
rising curve of AID's operational load and with the recent stress on
prompt execution of approved programs.* This stress is also consistent
with a view that efforts should be directed to giving increased emphasis
to program execution, an area where AID has received significant criticism.
Finally, recopnizing the desire and need for examples of success, it is
believed that such will be an incidental and natural spinoff of a com-
prehensive evaluation program with the term defined as above.

There are some who believe that evcluation has become more important
in view of a rising operational load. Others question whether the
operational load (measured qualitatively as well as quantatively) is,
in fact rising, but accept that the importance of evaluation in im-
proving exccution does not depend on whether there is a rising opera-
tional load.’




The above definition specifies that evaluation is the examination
of owr experience; in other words it involves a retrospective look at
the actual cperational situation and the results wvhich can be attri-
buted to past or ongoing activities, in contrast to the prospective
¢stimates which are implicit in all planning decisions.

Obviocusly, evaluation and planning are closely related. Sound
plamning ie the first step in effective evaluation just as evaluation of
actual results is a key (but only one) ingredient in subsequent planning,
But the distinction between thesc two components of AID's work pattern
is particularly imvortant in view of the widely held premise that the
annual vrogram planning and review process does, or can, provide a
suitable mechanism for the evaluation process. This premise is open
to serious question on several grounds.

At the mission level the preparation of the country assistance
vrogram is targeted on the narrow decision of what to include in the
submission to headquarters. The limited time available and the schedul-
ing involved place a substantial burden on mission personnel. These
same limitations also apply to the annual review process in AID/W where
they are compounded by the sheer number of programs and projects requir-
ing attention. Therefore, althoush the necessity of making program
decisions against a deadline may help to erystallize informal cveluative
Judgments, the annual progran planning and review process does not, in
Tact, provide either the time or the climate conduclve to an objective
appraisal of actual experience with o viev toward identifying and trans-
ferring lessons learned. Such appraisals must necessarily be made before
the annual program documents are written and considered, if cevaluation
is to serve one of its basic purposcs of making the program planning
and review vprocess more effective.

Thus, al*hough evaluation is related tc and must be designed to
support, both the planning and execution of AID programs, it can be
distinguished as a separate component of AID activities which requires
a separate plan and administrative arrangements for its effectiva
execution.

B, The Political Economy of AID Evaluation

The purpose of evaluation is to improve AID program planning and
execution by providing an input thereto of lessons drawn from a systematic
examination of AID activities. This examination should determine whether
activities have in fact proceeded according to plan and what they are
accomplishing in the direction of their stated objectives (noting and
appraising any progress, or lack thereof, and results not initially
envisaged), why, and whether other approaches might be more fruitful.




The payoff of such evaluation activities is in the formn of lessons
which can be used in subsequent execution and planning decisions; the
cost of such activities is measured in terms oi’ the dollars and,
Fo_rgibly more important, the scarce human resources which go into
evaluation activities. The design of an evaluatic: system theretore
involves two kinds of questions: (1) determining how to get the most
--in the way of usable evaluation results--rrom a given resource ex-
penditure on evaluation and (2) determining the scale of the evaluation
gffort~--how intensive an ovaluation program should AID have and how
much dellar and human resources i1s it economical to devote to this
particiwesr fac~t of AID activities?

Taking these questions in reverse order, how much of AID's effort
should be expended on ecvaluation? This question cannot be answered
now in a precise way. We will not know how much evaluation can contri-
bute until there is built up a body of experience based on the results
of systematic evaluation efforts over a period of time. All we know at
this point is chat there has not existed a comprehensive system, that
efforts in the recent past have been limited and sporadic. Given this
situation, there is a strong prima facie case for increasing emphasis
on evaluation. Provided the increase is gradual, building up an AID
evaluation system on a step-by-step basis, testing the contribution of
each step and weighing it against the costs involved, no further present
Justification is required.

There is still the related question, however. of how to get the
maximum return from a given resource expenditure on evaluation. This
question leads directly to consideration of the form of the evaluation
system (discussed in some detail in the next subsection) which might be
prescribed by the Administrator and also to the related item of the
acceptance and support of that system throughout the agency., There are
alternative, somewhat overlapping, systems for improved evaluation which
could be adopted, e.g., heavy emphasis on external contracts and consul-
tants. The form of a system can be easily instituted; the choice of the
system and the way of building it are important both to cost-benefit
and to achieving agency-wide support.

Section IV expands on the problem of agency-wide suppert. The
considerable skepticisw in the AID organization concerning the contribu-
tions of evaluation as 1t has been administered thus far is one of the
controlling dimensions in improving AID evaluation., A wide involvement
of the organization and of personnel in any increased emphasis on evalu-
ation will certainly increase understanding. Such participation should
provide professional resources at minimum cost. The participation should
progressively generate a support eroding and supplanting the current
dimension of skepticism insofar as the payoff from improved evaluation
justifies wuch a change in attitude.

1k



Progressive, increased emphasis on evaluation will result at
some point in decreasing marginal returns per unit of input of person-
nel and funds. EBvaluation, like planning, can carry only so much of
AID's burden. Hence *there is a limit which will need to be identified
in the future, to the resources which should be devoted to evaluaticn.
Noting the resowrces now going to auditingg, routine reporting and other
types of activity, AID is cwrently well below that limit.

The Bacic Requirements of an Evaluation "System"

In addition to continuing emphasis by top level management and
the active support of agency personnel at all levels, a successful
evaluation effort in an agency of the size and complexity of AID re-
quires a structure of organizational and administrative arrangements to
provide a coherent and durable mechanism for getting the job done. We
can refer to these arrangements as the evaluation system. The system
provides the operational Tramework within which the evaluation process
tak:s place,

The first requirement of an effective eviluation system is a clear
desiggnation at each organizational echelon of management responsibility
for formulating and carrying out an evaluation program. This responsi-
bility should logically be vested in the principal line official at
cach echelon in the agency's chain of command: mission director,
regional administrator, and Administrator. Responsibility must also
be assigned for the staff aspects of evaluation~--for the overall plan-
ning, detailed monitoring and coordination of the evaluation effort.

A complex process, operating within the complicated AID environment,

is not going to ve carried out effectively without efficient staff work.
In addition, responsibility must be assigned for the conduct of each
evaluation activity.

Secondly, there must be means of determining which programs and
projects should be evaluated and when. The annual program reviews in
the field and in AID/W, and the standing committees, quarterly reviews
or other mechanisms for monitoring the execution of approved programs
should contribute significantly to meeting this requirement.

Thirdly, each echelon should prepare and maintain an evaluation
plan. The plan should scheduwle the individual evaluation activities
to be undertaken during a given time period; identify the projects and
programs to be evaluated and the reasons for their selection; assign
specific responsibility for the conduct of each evaluation activity;
pres¢ ribe the methods to be used; and indicate the estimated resources
requ 2d,




Fourthly, there must be adequate provision of personnel and fund-
ing to carry out the evaluation plan,

Finally, an effective ecvaluation system requires systematic pro-
cedures for utilizing evaluation reswlts. This means procedures for
seeing to i1t that indicated changes in the projects and programs
evaluated are actually made--that accepted recommendations are acted
upon. It also means administrative procedures for communicating evalu-
ation results to all voints within the agency where there may be of use
in current program cxecution and planning, and for insuring that the
cunulative "lore" provided@ by cvaluation efforts is readily zvailable
to future users, This last requirement has two parts: (1) accurate
information on what has been done and is available, and (2) a convenient
means whereby interested parties may have quick access to such Informa-
tion. The information includes both substantive knowledge gained cone-
cerning the effectiveness of various types of aid activities, and case
study material on the methodology employed in conducting evaluations
as precedents for subsequent evaluations.

There are, in addition to these overall requirements of an evalu-
ation system, several considerations of particular importance to the
conduct of individual evaluation activities. One consideration is the
relationship between sound program planning and effective evaluation.
Objectives need to be precisely stated in each program or project plan
and a time-phased schedule for their achievement spelled out in suffi-

cient detail to permit subsequent measurement of progress and results.
Each program or proJject plan should include provision for evaluation
at appropriate times and for the accumulation of pertinent data in
accessible form (e.g., the maintenance of files).

The initial action in conducting each evaluation should be
decisions concerning the opposite (in time) ends of the evaluation
process: a determination of (a) the puwrpose of the evaiuation--what we
hope to learn and why, and (b) the organizational level and specific
office to which the analysis, conclusions and recommendations are to
be addressed for execution and follow-up. These two decisions are
central to insuring that each evaluation activity produces results
which are both usable and used.

The organizational implications of an increased AID emphasis on
evaluation, the problem of communication, and the personnel and funding
requirements are discussed at greater length in Section IV.




D. A Note on Some Aunpeets orf Bvaluabion Methodology

The evaluation proces:s has £o Lake place vithin a Sramevork of

organizational and wwiminis brative arrancements,  This report emphasizes
Improvement o1 theoo arrancoments since they are the irst steps toward
improved eveduation,  There have reen a variety of methods and technigues S

ror c:"‘cutln - oevyaluation acblivitios in ATD <L ey conbracts and visit-
ing teams from AID/W). Those :n«:*tm)us, with Lmprovepents, can be incor-
poratoed into any Irproved syston. For inostanee, Dairly simple actions,
such as a more gystemuatic building: of rfiles in enticipation off evalu-

aticen, would contritv-ute Lmrrovemeni, New ethods, sueh as the provosed

- cmphasis on evalwlbiosn 1nrd by the miscion director, can be developed.
! Y, b4 1

Alse wnder the heading of me Lhodolosy, there is 4 requirement
to seek standards and ways of analyvsis to be wed by evieduators in
reaching: judgments, and in reaching those Judsments in a Lorm that

makes the product wsavle in ’p ogram planning; and progriun cxecution,

This subscetion makes no attemt to contrivute substuntively to such
methodolosy,  Rather, It ut ze;érnms to provide versvectives on the problem
of standards and ways o analysis with the lwpe that the discussion

will be helpfudl to those charged with carrying Corward AID's improving
cvaluvation systen,

I it were possivle Lo develoo generalized technigues and criteria
for measuring guantitatively the actual return on various types of
assictance ~xrenditure, then the problem of how Lo make evaluative
Judsments would be, in very considerable part, a oroblem of a metho-
dology (and would be, incidentally, a much more tractable problem).

If, on the cther hand, develownment ond ity relationship to assistance
are such complex phernomena that ench instance of evaluation may require
significantly differant components of anproach, 1.c., 1T problems of
interpretation are significant and cven praramount, then scientific
evaluaticn techniques are not the single answer and often not the
vrincival tool of the evaluator, TInstead the principal key to effective
evaluation lies in sophisticated, objective individusls who are able

to Ldentity the arpropriate scientific methods insofar as their input

is likely to contribute, and are able to apply those methods, parti-
cwlarly methods of gquantitative analysis.

9

The conclusion to which the tollowing disucssion leads is stated
here. TImproved evaluation methods and techniques for recaching judg-
ments are certainly poscible and must be cowht. But the available
lore is not today the key to better evaluation., The problem of reach-~
ing usable judsments is on balance much more one of people than of
formulas. The corollary conclusion is that in the near teim, the best
single way to devise Tetter evaluation methods is through the accurulation
and analysis of case studies of actual evaluation efforts. By ' case
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‘studies" we mean both the written reports which usualiy stem from an
evaluation activity and also systematic interviews with the evaluators,
Such interviews, much more than writien reports, are likely to develop
the needed indicators on organization and administrative arrangements
and the staflf work aspects of evaluation methodology.

AID objectives embrace socilal, political, economic and security
phénomena. A forthecamiiyg; book on foreipn assistance suggests the
following categorization of® objectives and hence of "success criteria:"
(1) daiplomatic, (2) technical and economic, and (3) political. These
types of objectives (and some consider the term "development' spans
an even broader scope) are clearly inter-related and at times mutually
competing. They are all legitimate categories of objectives. In
seeking standards and criteria, we should not refrain from admitting
political goals, or even "holding operations” carried out in the hope
that a more favorable situation will soon develop. But there are no
universally acceptable criteria for measuring the three categories of
objectives, their inter-relationships, or the impact of assistance upon
them. Quantitative techniques are primarily applicable to the second
category, having quite limited application to the first and the third.

There are various "indices' of political and social development
and quantitative data can be used to assist the reaching of Jjudgments
in these two areas., But such data is not likely to be conclusive.
There are explicit qualitative data, e.g., assistance may clearly have
contributed to improving the quality of teaching and research at a
university. But judgment must be invoked to combine the quantitative
and qualitative data to reach evaluation conclusions.

At first glance, the field of economic phenomena is where we
should be able to formulate explicit relationships among various AID
inputs and the associated outputs. We can measure aspects of gross
national product (providing reliable data is available - which often
is not the case) and their paths over time. We can usefully attempt to
relate these indices to AID activities 1n quantitative terms. We can
adopt as a working assumption that economic development is generally
complementary to other types of development and essential thereto in the
long run. But the pattern of institutional change may be as, or more,
important than absolute increases in GNP and economic change often
triggers polltical and social changes of great importance, Such out-
comes of economlc assistance are generally beyond the purview of
quantitative analysis,

It would be highly desirable to be able to provide a scientific
basis for estimating the aggregate impact of alternative levels of
assistance on a given country's economic development. The Adelman and
Chenery study of Greece and the Jacoby study of Taiwan are examples.
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vhich illustrate the use of economic models for this purpose. The
methods employed involve the slection of a set of macro-quantities and
the formulation of a set of relationships among them; the use of econo-
metric techniques to measure these relationships and test their descrip-
tive validity; and then the use of the model thus established to estimate
in the retrospective sense what would have been the result of' alternative
levels of assistance or to predict for planning purposes the likely
result of alternative levels of assistance in the future., Despite the
wide range of opinion as to the cuplanatory power of these techn’ques,
it is clear that they can serve a wseful purpose and that their useful-
ness and reliability can only be expeceted to improve as time passes,

The appointment within the Organization for Economic Cooperation and
Developmant's Develomment Assistance Committee of an Bxpert Group on

the ‘ses of Analytical Teclinigues is i1llustrative of' increasing interest
in 7 .e relevance of such techniques to policy questions. Bopefully con-
tinuing progress will be made in the development and application of such
methods for botkn planning; and evaluation purposes,

The expression of the resulis of studies of the aggregate impact
of assistance in quantitative terms alone can assist our qualitative
judgment as to whether the rate of growth of GNP would have been signi-
ficantly affected by differing levels of aid; they cannot be properly
interpreted to ¢go much beyond that., First of all, the time span re-
quired for a successtul development program for many developing econ-
omics (as distinguished from the Marshall Plan situation) is tou long,

Secondly, external econumic assistance is only one of a number of
immortant tfactors affecting the developmental procecs. In many, probably
most, developing countries the aspect of population control is in the
long run the most significant consideration. Political stability, the
quality of the host country govermment 's economic policies, ('"self-help")
and the quality of the host country's human resources at the start of
the assistance period are among the other non-quantifiable factors.
There is no way to quantify the triggering effect of the assistance on
institutional and social develoysnent. True, the increment of external
assistance may be what gets the economy into "take of " but other non-
guantifiable factors will be contributing. Conversely, external assist-
ance may vpe contributing vitally to long term development prospects,
even in the absence of short term quantifiable results. This is especially
true in the case of technical assistance activities, the significance
of which is particularly difficult to measure.

The analysis of intersectoral, and even more, intrasectoral allo-
cations of assistance are affected by problems similar to those for
analysis of aggregate impact in a country. In these cases the analysis
is even less of a matter of scientific method and more a question of
"the art of the possible." As an example, consider the difficulty of
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analysing by scientivtic formula the allocation, and the conbtribution,
of assistance wnony schizol construction, teacher training, school
lunches, research, cte, in the education sccetor,

In sumary, as the evaduation a "t?vitir*s of AID proceed, there

in the form of case

studies of actuzl evoluations, as to whmh me huds yiﬁld the most {ruit-
ful results and what eviterio contrirute best to making the needed
Judgments . Duch case studics and the docetrines developed therefrom by

ATD analysis will vrovide the test suldance for voth ster-by-stenp
development of the ovaluati oo oyvatem and also Sor rersonnel wundertaking
evaluation activities. Judpacnl, suyrorted by systematic analysis of
Tacts ana considerations, will continue, for a while at least, to be
more 1rr1].~vm‘t:m*;; chan any cvaituation manunl,

Lest there bte a misundevrstanding, guantitative date and analysio
are an escential input to improving AID evaluation activities, therc
1s a large wexilored #ield Tor resecarch and analysis on better ways
to get and use sueh data, and emphasis should be placed on such data
and analysic in -ach evaluation activity.

E. A Method Deserving Inereased Emphasis - SHector Analysis

The emphasis of AID evaluation ciforts thus I'ar has been more at
the project level and the country program level, neglecting the con-
necting sector link, The rrojeet level is usually too small a contex
and the counbry program level of'ten too large a context to attain an
evaluation of contributions to U.S, objectives. It is at the sector
level, for example, wherc it is useful to assess what impact projects
have had, why, and quantitative inputs required to increase that impact.
The sector is also the level where technical, capital, PL 430, and
other types of acsistance can {irst be placed on the table and looked
at in their relationships or lack thereot, thereby also exposing over-
laps and gaps in planning and operational coordination, This last
sentence should be doubly underlined in building toward a bvetter AID
evaluation system. For several reasons, some undoubtedly good reasons
such as organizational compartmentalization (c.g., between technical
and capital assictance), there are serious difficulties and reluctances
to overcome in examinirg our experience by sectors. But reliance on
the individual project approach should be viewed with the skepticism of
one experienced desk officer: "Any good program officer can relate a
favorite project unerringly to the eternal verities."

The sector approach also has hopeful possibilities in the search
for standards and criteria (and also for improved methods of execution)
through comparative analysis of the same sectors 1n two or more countries.




Such analysis, using comparative rather than absolute criteria (which
we generally have yet to develop) as to eff'orts and achievements should
both provide effective evaluation of the sectors appraised and also
contribute to building the body of knowledge needed for Ilmproved evalu-
ation. Tuarthermore, such evaluation should help with both guidelines
for size of input required to achieve significant results and also with
pguidelines for exploiting success.

Finally, through the lens of the sector approach, there is more
liklihood of oing beyond the analysis of how well AID's money is spent
to ldentifying and appraising, at least gualitatively, the extent to
which the AID effort has triggered both unanticipated spinoffs and
particularly, also, changes in the local scene. Insertion of this
factor of country performance (self-help) into the evaluation equation
does add to the difriculties. But in the long run such inclusion is
unavoidable it we are going to tack—- one of the most critical issues
in many cowntries, The sensitivity of some countries to foreign studies
of local institutions and piractices is recognized. It is one of the
reasons tor the suggestion below that recipient country personnel, where
appropriate, be included in evaluation activities.
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As a final point, determinations on "best" methods of execution
are golng to be much easier to make than determinations on selection

of "vest" projects and programs--so much so that it is worth recalling
the aphorism that "the best is oft the enemy of the good."

IIT. THE ATD ENVIRONMENT - EXTERNAL AND INTERNAL

ATD program planning, execution, and also evaluation have to be
conducted in a very complicated enviromment, both internal to AID and
the U.3. government framework, and also in recipient countries and in
the total framework of international assistance. As an effective evalu-
ation system evolves, that system will help in surmounting the compli-
cations »f the environment.

A, Complications from Multiple Objectives and Changling Activities

ATID is an instrument of United States foreign policy. Hence,
AID progrems, while concerned in their execution primarily with economic
and social development, need also to be viewed In the much broader and
more complicated context of diplomatic, political and national security
objectives. This wider context significantly affects AID planning
execution and evaluation.




AID is only one o a mmber of organizuations--private and govern-
mental, national and international--in the development assistance busi-
ness. The activities of thesce other organinations otften complement
and sometimes compete with AID sctivities. They can have a marked
efffect on the succcus or failure o AID's orforts.

ATD econonmie ussistance programs are Jdivided into four general
categories avcordiny to otjeetives and extent of AID participation:
general development suprort, qualitvicd development support, security-
stability, and limited objectives. bvaluations activities will be
conditioned vy the natwre o country program objectives, These objec-
tives must be concretely derined and wnderstood, as a starting point
for eftective evalhiation,

AID is a temporary agency. While with predecessor agencies 18
years old, it still requires authorizing legislation from year to year
for its apnropriations. This temporary status, including past re-
organizations and shirts in objectives, has not provided an optimum
climate for generating the interest, energy and administrative arrange-
ments 1'or & comnrehensive evaluation system--especially one which will
necessarily require some years to build.

But there has been progressive stabilization in the last few
years. AID is some time beyond the last reorpganization. Four years
have elapsed since the "turnaround" in AID policy to emphasize develop-
ment, concentration of effort, loans vs, grants, etc. During these
four years there has been a progressive initiation of a number of new
programs (c.g., youth, nutrition, population) and of new methods, or
increased emphasis on old methods, of execution (e.g., contracts),
Given the time span of program planning and execution (discussed below)
AID now has an inventory of post-turnaround experience adequate to
undergird an cvaluation program designed to improve future program
planning and execution., Finally, while called "a bewildering array"
by a recent management survey, there are, and have been, useful evalu-
ation actions going forward in AID and there are an increasing number
of evaluation initiatives which indicate increasing interest and con-
fidence in the utility of this activity.

B. Strictures on AID Activities

The Washington headquarters and all top AID personnel are, and
have to be, criticism oriented. AID is consistently a favorite target
for public and Congressional criticism. A few failures or inadequacies
in the multitude of AID activities can, and do, generate massive
criticism and capture an inordinate proportion of the time and talent
of top management personnel. There are a significant number of travel-
ling "evaluators" (perhaps more correctly called auditors or inspectors)




from government instrumentalities other than AID who look for activ-
ities vidnerable to criticism., During this year of study more of
these ( and they are resourcciul ) were met in the {ield than AID
evaluators seeking lessons from experience., A retail credit manager,
comments one AID mission director, expects to have some bad debts or
be judged too consecrvative; a military commander accepts that he will
suffer losses., But ALD 1s usually judged, and investigated,
("evaluated") on an individual project rather than total rrogram basis,

Not only the annual AID appropriations act, but also the lengthy
and complicated AID authoricing legislation, involve cach year a long
period of preparation, questioning and criticiocm, and rlace a first
priority decmand on the time and statf'f work o' key AID personnel.,

AID programs and oncrations are conditioned by a large number
of restrictions, some legislatively explicit, some implicit, e.g.,
a loan will not be made if other U.S. and international lending
agencics wish to finance a given project, the 50-50 shipping require-
ment for commoditiles, preferences {or small business, use of U.S.
ensineering consultants on most construction projcets, support of co-
operatives, ctc. The check-list of statutory criteria tor Alliance
for Progress loans, for instance, contains 41 items. Many of these
restrictions and stipuwlations, viewed separately, are likely to seem
defensible; together, they signaificantly restrict administrative
efficiency.

In addition, AID is undertaking a unique effort in support of
U.5. policy objectives., That effort consists of many disparate acti-
vities, world~wide, including influencing change in fundamental insti-
tutions, but with few precedents on which to lean. Hence, AID has
placed many checks and imposed a considerable centralization on itself.

The sum total of stipulations and restrictions, explicit and
implicit, imposed and self-impose, combined with the defensive steps
generated by outside criticism have contributed to AID becoming a
somewhat ponderous activity administratively. While the subject of
this study is program evaluation not AID administration, the success of
programs often turns on the latter. More effective evaluation should
identify needed administrative changes which will contribute in turn
to improved program execution and planning,

C. AID Organization and Pattern of Operation

The agency is organized in three principal echelons from the
standpoint of management control--48 field missions (there are some
70 country programs), four geographic regional bureaus (including the
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Latin American burcau which is integrated with its State Depurtment
counterpart), and the Otfrice of the Administrator. There are progrom
and mans;ement staf'f divisions serving the Office of the Administrator.
These staft divisions arce two echelons (mission and resional burcau)
removed {rom field orerations and frem the p;inciy&l cenesls of programs,
There is an obvious administrative problem in bringing their resources
to bear on routine program planning and cxecution, and doing so without
causing unbearable administrative lags and other complications, (This
situation is somewhat mitirated by the presence of professional special-
ists in the regional oftices.)  Association of the Administrator's
stafi divisions with cvaluation in their respeective areas ol interest,
vhere promptness and schedulingg are not so controlling, may be casier.
But the three organizational foci vhere manneement control meets
resvonsibility for toth progran planning and execution ure the micocion
chief, the regional administrator and the Administrator. Consistent
with the detinition ©f the purpose of evaluation, responsibility for
that activity shouwld logically be located at the same focl as planning
and execution,

AID has a major adninistrative and very obstinate rroblem in
transferring exverience (a subject discussed at greater lengsth In
Section IV) within its large and widely scattered orcanization, AID's
"memory" ( collection, analysis, storage, retricval, and transmissicn
of experience ) is poor and the agency tends to be in compartments
as far as transier of lessons {rom expericnce 1o concerned. One of the

most puzzling aspects of AID administration is the large number of
reports and studies, quite a few with evaluatory items, which flow to
AID/W from the field and are also generated in AID/W, but which do not
seem to be comrletely utilized, or even stored so they can be found
readily.

The oulk of AID's orerations are by country. Their fundamental
aims include improving the institutional and attitudinal framework for
development. The internal enviromment of participating countries is,
therefore, a moct Important aspect. AID must work with the local
government and leadershir groups, doubly so because self-help is one
of the reasoned objectives of AID operations which look to working
ATID out of a job in each specifile AID project and program. 3Standards
and methodse of AID owerations are conditioned by those of the recipient
country. The local government and leadership may have different scales
of wvalues than the U.,3. and different judgments as to what to do and
how to do it. DGuccess in project and program is therefore dependent on
many local factors and activities other than those of AID. For example,
Professor Jacoby in evaluating the Taiwan development program identifies
six factors, «ll essential to the success achleved: (1) native talents
and industry of the Taiwancse people, (2) the infrastructure and human
resources foundation laid by Japan, (3) the professional and adminis-
trative abilities and drives brought by the Mainland Chinese immigrants,
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(4) stable ;overmment, () cconomic policies favorable to private
enterprise, and (o) U.3, aid.

A princival nillar in constructing AID programs i1s the thesis
that cach country is asking the United States for assictance to achieve
certain of its objectives. Hence assistance flows to activities where
U.3. and recipient country objectives overlap., (The U.5. and the
recipient country may, however, be promoting the same activity for
different objectives--one AID field supervisor comments that agreements
reached are sometimes analogous to a bishop and a wrostitute agreeing
on opposing free love), But even in the arca of shared objectives,
nriorities may difrer with consequent effect on self-help by the reci-
plent cownbry--if, {or instance, the U.S. first priority AID project
receives only secondary emphasic i'rom the recipient government. To
underline the provlem of objectlves and priorities with an illustration,
population control is a trirst priority program from the standpoint of
achieving development in many countries, yet in many of those same
countries it receives little, even a negative, priority. AID program
planning is, in part, a search for the "best" activities within the
limit of those activities the requesting country wants, and is judred able,
to uwndertake.

Underdeveloped countries are very short on managerial skills,
both in and out of government. The "best" prospective proj cts may
sometimes be impractical to plan or to execute because of ineffective
local ministries, inability (or unwillingness) of the local government
to make nceded institutional changes, ete. The educaticnal sector, in
some countries, is a particularly striking example of this point,
Governments of underdeveloped countries are often highly developed in
bureaucracy with its consequent frustracions and delays,

ATD activities are generally "projectized," with projects grouped
by goals or sectors into country programs. A project may be small
measured in money or personnel, ¢,7., artificial insemination of cattle
in Salvador. It may be large, ¢.0., school construction in Brazil,
There are over 2,000 dollar projects (loan and grant) in being world-
wide, There arc additional local currency projects. Appraisal of a
single "project" may not give meaningful judgments from the standpoint
of contribution to U.3. objectives--unless viewed in a larger context
such as a sector (~ducation, agriculture, private cnterprise, etc.).
Furthermore, the number of projects is so large that even their selec-
tive evaluatvion has to be built into the systematic operations of AID
rather than left solely to the intermittent attention of evaluators
external to the line chain of command.




D. The Time Factor in Relatiocn to AID's Ongoing and Future Activities

The time span of rrojects and of country programs is pertinent to
design of an improved AID evaluation system, While no scientific data
is available, an average o1 about two years scems a reasonable estimate
from gencsis of a yroject within a cowuntry mission, its submission to
AID/W, any neceassary Congressional action, review of the project agaln
by AID/W, negotistions snd arrangements with the local government, and
the arrival of rersonnel and other resources nceded to start field
operation, There are no scientific data available on average length
of’ projccts either, but once underway three years scems a most conser-
vative estimate, or an average of at least Tive years {rom genesis to
completion, (Program loans may have a shorter time span.)

The foregoing admittedly "ball-park" rigures give an adequate

for some further points. Generally a project, and almost certain-

country vrogram, will go forward during the tenure of at least
two U.3. administrations; two AID administrators, regional administra-
tors, desk officers, mission directors, mission program officers and
even local project supervisors. On the side of the assisted country
there are likely tu be at least two administrations and several changes
in responsible ministers.

The distribution of projects--new, ongoing, completed--is an
important aspect ot AID's internal environment. Funds--appropriated,
committed, ecxpended--are another important aspect:the average rate of
expenditure over the last three years has been $1.985 billion, of com-
mitments $2.04% billion, cwrrently about 2/3rds in loans and the re-
mainder grants., An analysis of these two aspects--distribution of
projects and fwnds--indicates that the "mix" of requirements placed on
ATD a5 among program planning of new activities, modification of on-
going activities and yprogram cxecution may have been changing,signifi-
cantly so over the past four years.

The level of annual commitments has remained relatively constant,
while, since the e¢xecution of a loan or grant project reasonably
requires more than a year, the cumulative burden of supervising on-
going projects has increased. (Ihe pipeline for capital projects, for
instance, has increased from $1.3 billion in FY 1961 to $2.2 billion
in FY 1965 with a marked shift from grant-funded to loan-funded capital
projects.) In the case of technical assistance, an increasing propor-
tion of the agency's effort seems to be devoted to the programming of
funds to continue activities already underway and to their execution
as compared tc the planning of new activities. These trends, if they do
in fact exist, susgest that the load of execution is increasing. They
support the recommendatien of a recent management survey that AID
increase 1its emphasis on operating efficiency, and also suggest initizl
emphasis on evaluation activities contributing to improved program execution.
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AID has, and will continue to have, only limited ability to pro-
vide personnel to start new vrojects quickly or to shift personnel
rapldly with the termination <f & project on short notice. BEven con-
tract operations uwsually require considerable time to get personnel on
the ground.

The AID milieu includes a wide variety of vested interests, many
of them influential in both planning and execution. Once a project is
wnderway, & ministry or other &gency of the associated govermment
usually has such an interest, Some vested interests are engraved in
U.5. law; scome have representatives working to inf'luence Congress and
the ILxecutive Branch., Contractors may acquire an interest in continu-
ation of a rroject and in the adoption of similur projects., This point
is particularly applicatvle to government agencies (and possibly even
universities) which have set up special staf'f divisions and added pro-
fessional personnel to engage in AID activities. There are also vested
interests within the complex AID organization, both staff sections and
individuals., In the field, job stability and even continued employment
turn on the continuine content of the program--another type of vested
interest,

The foregoing paragraph is not to be interpreted as describing
a situation with universally adverse effects. Some effects are adverse,
some helpful, But it is well to note that the situation exists, even
if it is a normal one in the conduct of human atfairs and not basically
different from other U.3. government operations. The vested interest
and personnel elements need to be considered in making evaluative
Judgments on project selection and pattern of operations.

E. Attitudes and Priorities Concerning Evaluation

AID personnel and organizational units have been interested in
evaluation in recent years, but only after other matters get done and
in the context of their particular specialty--e.g., programmers have
assumed it gets done incident to their job, the management people have
hoped to sece it solved by management techniques; the ccmptrollers have
sometimes equated evaluation with compliance control; the researchers
have stopped short of tackling the aspect of utilization of evaluation
results. Evaluation has been little used as a vehicle to involve a
third party in issues over the continuatioan, modification or termination
of a project or program. This study has not, however, found any explicit
charge to undertake evaluation in legislation or in AID administrative
regulations defining the functions of components of the organization--
except in the case of the Operations Evaluation Staff. Hence the userul
but piecemeal current evaluation efforts generated by scattered pro-
fessional initiatives within the agcency are to be commended.,
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AID has about 15,100 direct-hire employees, of which 3270 are
foreiyn nationals, and 0630 U.3. c¢it -ens. Of the latter, approxi-
mately 3560 are in the field and 327. in AID,/W. As indicated by the
inventory of AID/W evaluation activities (cee Supplement), 2 number of
these ar: in the evaluation bhv~"ness part time. But, in contrast to
the more than 1:.00 in comptrolliing activities including L50 profession-
al auditors en;ared agency-wide in compliance control (a requirement
generated in part by the scope of contract activities), there are
or.ly a handful of professional oivtic s engased full time on evaluatior
matters.

Each of the various echelons and subdivisions of AID has a
finite inventory of interest and of man hours to devote to AID
activitics. Undcer one of the primary laws of administration, "the
squearing wheel pets the grease.” There are three loudly squeaking
wheels in AID [ield activities: all matters having to do with compli-
ance cont+ol, the highly developed and institutionalized program plan-
ning process, and the reports required in addition %o those for the
previous two activitiecs. Any remaining inventory of interest and time
in field missicons 1is available for program execution and fov evaluation.
Opverational ef7iciency can vo monitored somewhat and a reporting system
13 now being desigued to do that; evaluation can te checked on much
less. Hence, evaluation is going to tend to receive lower priority
and will go Torward only €5 the extent that administrators; and their
immediate assistants believe that the activity helps them in their jobs
and that evaluation is receiving the nersonal impetus of superiors.

AID evaluation is not behind the pace of cther agencies working
in international development. These wother agencies are turning in-
creasingly to evaluation as a tool to assist in their activities.
ATD, however, has a more complicated evaluation problem because AID
has more diversified assets to bring to bear on assistance requirements
than other agencies operating in the field--and hence should be more
effective, This arsenal of means (loans, grants, guarantees, PL 420,
ete.) poses a co.plicated provlem in appraising and reaching conclusions
on the sum total of these instruments utilized to affect the development
of a particulaxr sector or of a country as a whole.

F. A Sumary Point on AID's Environment

ATID evaluation is a tool as yet relatively unshaped and untried.
It must operate within a very complicated envivonment. The range of
choice of projects and means of executing them is limited--by political
considerations which weigh heavily in the AID emnhasis given a parti-
cular country; by the momentum and inertia o1 projects in heing; by
the explicit and implicit legislative provisions as to what AID will
do and how; by the interests ans capavilities of recipient governments;
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by the limitations of personnel and other resources available to AID;
and by other paramecters,., The availability of dollars is no more a
controlling element than these facts, even thoush the general need
for much more development is clearly apparent.

There 1s no opposition to the general point that AID's ability
to operate in this complicated environment can be improved by review-
ing what has been done, and what is being done, to try to learn from
experience, The problem, discussed in the remainder of this report,
is how best to execute that general judgment.

IV. INSTITUTING AN IMPROVED AID EVALUATION SYSTEM:
SOME SPECIFIC PROBLEM AREAS

The following subsections discuss four problem areas believed
most importait initially in establishing a comprehensive AID evalua-
tion system and list some other areas needing attention now or soon.
These problem areas have been alluded to in preceeding sections of the
report. No one area is entirely separable from the others; efforts to
deal with one will usually impinge on several. Reference is made in
the discussion to actions completed or underway, as well as to fubture
actions which are needed. Hence the discussion implicitly accepts
some conclusions not stated explicitly until the following section.

A. Generating Agency-wide Support for Evaluation

The approach to improving AID program evealuation developed in
this report does not envisage either the creation of a separate organi-
zational hierarchy for the execution of all evaluation activities or
the submersion of evaluation in some other ongoing activity. Instead
the approach calls for the involvement of all echelons of the agency
in the evaluation process.

There 15 considerable skepticism among ALD personnel regarding
the usefulness of evaluation--skepticism stemming in part from the lack of
a generally accepted, limited definition of evaluation; in part from
an historical tendency to equate evaluation with fault-finding; in part
because of the remote relationship in the past between evaluation and
program planning and execution; in part from the belief that AID's
limited resources can be allocated more profitably to other activities;
and in part from an attitude analogous to that of the farmer wvwho de-
clined to buy a book on how to farm twice as well as he was then farm-
ing because he "wasn't doing half as well as he already knew how to do!"
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A holder of these skepﬁical views, wliile asserting the adeguacy
of the experience and seat of the pants judgment of the mission
director and program office, is likely at the same time to deplore the
compartmentalircation of AID, the inadequacies in transfer of expericnce,
and the detailed checking and delays in the centralized approval chain
to Washington and bacx. A better cvaluation system will help in the
long run on the points deplored.

The institution of an Improved evaluation system requircs the
development of o more solid eonsensus that cvaluvation helps. This con-
sensus must be actively soust:t throush a sustained cducationnl program,
accompanicd by clear and continuine evidence of top management interest
and support, nd oot anortant, wide involvement of AID personnel,

A number of cecent actions should assist in generating within
the agency a greater interest in, and understanding of, ev-luation as
a wetul management tonl, The term "evaluation'" has been defined with
specific reference to AID nctivities and the uses to be made of evalu-
ation results. A encral asproach to incrensing cmphasis on cvaluation
has bcen develosicd nnd aceepted by top agency leadership. Staf'f papers
have beecn circulnted throushout the agency. Ficld and headquarters
personnel have been encoursced to contribute to the study in informal
discussions, meetbings, and conferences. Several mission directors have
initiated evaluation efforts contrivuting expericnce useful to the study.

An airgram, rcoroduced in the Supplement, hac been sent by the
Administrator to 21l mission directors defining evaluation, setting
forth certain vrincioles considered to be senerally valid and immedinte-~
ly appiicable, and csking cach mission director to give his personal
attention tu an increased emphasis on evaluation, This airgram did not
prescribe any set pattern for evaluation at the mission level. Instead,
it encourazed the individual missions to institute cvaluation systems
adapted to their individual circumstances. Ao a follow-up (see Supple-
ment) to the Adninistrator's initial messase, sclected missions have
been asked for n reyort on how they arc vroceeding., Their replies
should provide a basis for defining more concerctely an agency-wide system.

The reactinn, particularly in the field, to the suggested
inerease in cmphasis on evaluation has varied fr o strong support to
outright skevticism, but the field is unanimous [ the view that, "I
there is going to be more cevaluation, let us do it." This view under-
lies the imnortance of mission level responsibility 1.1 evaluation:
the ficld is more likely to develon, uce nt and utilize an evaluation
system if made »rincipally responsible t: refor.

The effTort to generate wider interest nnd understanding should
be continued and expanded as the a2gency proceeds with the task of

30




instituting the organizational and adninistrative forms of a comprehen-
sive evnluation system. The problem is closely related to that of
transfer or cxpericncee discussed below-~such techniques apply as circu-
lation of starrl studies, case studics and other informational material;
and the inclusion of c¢valuation on the :gendas of orientation programs,
meetings and scminars. Concsideration should also be given to manual
orders giving policy guidance on evaluation, and refercnce to evaluation
in progran suldance messages. A major responsibility of the staff
resourcss, recommended below, for evaluation at the Administratoer and
resional Lurcau levels will be to stimulate wderstanding and support.
The best stimuli include the use and follow-up of successful evaluation
activities with wide commendation of the practitioners.

B, The Provlem ot Communication: Transfer of Experience and

Dico-mination of Intormation in a Usable Form

Althoush therc arce comblainte about centralization, AID is orga-
nived and administered in o matrix of compartments: in program and
administration, in field and in Washington, by geography and by function.
This cituation is normal and necessary for such o complexity of diverse
activities., Other sovernment agencies (e.sg., the military) have, in
varyin: deprees, similar complexities and similar problems in trans-
ferring and utilizing the lessonc of experience. But they have worked

at these rrublems over a lornyr period of time with professional person-
ncl of assured tenure in a comnaratively stable organization with fairly
eonsistent prrograms and objectives, and as "permanent'" rather than
"temporary” asencies.

There are a variety of methods for transferring experience. The
most cffective nnd usual method in AID seems to be by field transfer
of exrerienced individuals and by application of the accunulated wisdom
of AID/W staff officers to program planning and execution proposals.
At the AID/W level this method presumes vast breadth of knowledge con-
cerring the milicu of different countries and may contribute to delays
in acting on field requests--a principal field complaint concerning
AID administration. Also, only a fractional proportion of AID/W person-
nel have had field exnerience--less than 20 per cent according to one
estlmate.

Other methods of transferring; experience include conferences,
seininars, cxchange visits; circulation of case studies and "think
pieces;" conversions of lessons learned into policy directives--a method
requiring staff work and often research and analysis; and a training
or schooling system--a method for AID's possible consideration at a
later stage.




ATD's transfer vroblems are both lateral and vertical: lateral
among country missions, regions and stalf divicions; verticenl between
field and hendquarters., The country mission is the organizational
component where Ldentitication, analysis and internal utilization of
expericnce is least Lllkely to be handicanred by the problem of dis-
semination...one o7 several reasons or placin: initial emphasis on
mission level evoluation. Beyond the counbry concorned, the first
and critical vriority is utilization, and hence transfer, of cvalu-
ation cxvericnes sevess missions,  Sceond, bubt still hish, priority
should be civen to the communication of evaluation results to AID/W
and their utilicatlon in the @ rovram review and approval process.

Parenthetically, ecare nceds to be exercised in disseminating
experience without wnulysis. The scoemingly successful (or wisuccessful)
approach must ve viewed in the loecal context. Analysis may clearly
indicate inasplicnbility to another cnvircomsent or needed changes to
make the oxpericnce transter successiully.

The proplem o0 AID's "ac.iory” has been long velabored. There
almost always sceom bo e one opr more studles of the problem underway.
Bvery ovserver takes the position that signilficant improvenent is
needed.,  The limited procress made to date swisests that cither we do
not belicve thut the jains from improvement will be worth the time and
cffort reguired or that the problem is hovelessly intractable, cor both,

Becaus: of other studics underway, only secondary attention has
been given to the memory problem during this study . However, a number
of related suggestions have been made, including (a) associating the
preparation of existin: reports with the evaluation process; (D)
instituting a system for cataloguing, filing and disseminating evalu-
ation information and revorts--a system less ambitious than those en-
visaged by the studles of foreign affairs information management now
underway, but onc which misht ve instituted immediately; (c¢) elimination
of certain reports, if no sy.tem can soon be devised for using them--
carturing the released time and talent for evaluation activities.

In addition to any progress along the lines of the above recom-
mendations, the creation of stafl resources for evaluation should
Tacilivate the transfer and utilization of evaluation experience.

These resosuwrecs will be ceized with the problem and apply their talents
theroto,  They will need, for cxample, to analyze the replies to the
Adcrinistrator's airsram asking field missions to report on steps taken
to Inereasc cmphasis on evaluation., They should also consider analyzing
the cvaluation plans »repared by each onerating cchelon, Such analysis
shouwld prove heloful in pointing the way to Turther improvements in the
cvaluation osystem.




We do not recommend any additional cvaluation reporting require-
ments wntil AID devises ways of cystematically analyzing and dissemina-
ting evaluation rosults,

C. Orzanizational Asncets at Three Levels - Mission, Regional,

Administrator

Certain pasic »rinceiles recarding the design of a comprehensive
program cvaluation systen annear repcatedly in this report. They
include that:

Bvaluation should be considered a scparate component
of AID's work vattern distinet from, -ut related to,
and designed o support, the plannin; and exccution
of AID wroprann.

Regnonsibility for evaluation showld be clearly estab-
lished and administrative proccdures desipned to insure
that evaluation is systematically carried out and the
results utilived.

mvaluations should be organized and conducted in such

a way as to involve the management and operating elements
of the organization. All resvonsibility should not be
delegated to any one officc; nor should evaluation be
dissolved into some other activity.

These principles are dircetly relevant to a consideration of the
organizational implications of an increased emphasis on evaluation.
They supvort the conclusion that manageinent responsibility for evalu-
ation must be vested in the principal line officer at each echelon in
the chain of command--Administrator, regional administrator, mission
director. These princinles also make clear that we do not propose the
creation of a scparate organizational hierarchy for the actual conduct
of all evaluation activities.

There are within the agency a number of organizational units which
have undertaken, and should continue to undertake, evaluation activities.
At the Administrator's level, thesec include: (&) the central program
staff offices (e.g., Program Coordination, Technical Cooperation and
Research, Development Finance and Private Enterprise), which engage in
cvaluations as an adjunct to their policy formulation and guidance
responsibilities; (b) the Y-man Opcrations Evaluation Staff, reporting
to the Deputy Administrator, which conducts periodic performance evalu-
ations in the 1rield and AID/W; and (¢) within Technical Cooperation and




Rescarch, the Office of Rescarch and Analysis, which administers
centrally-funded "evaluation research" contracts and which has had a
continuing interest in agency evaluation. Bxcept in the case of the
Operations Evaluation Staff, assigmment of responsibility tor evalu-
ation activities is implicit rather than cxplicit in ATD manual orders

Offices within the regional burcaus as well as individual missiong
also undertake a varicty of cvaluation activitics, both periodic and
ad hoc.

There is not, however, at any of the three principal orsaniza-

tional cchelons a central staff tocus rfor the planning, coordination

and review of the vvaluation activities undertaken. Without such a
foeal »oint there can be no assurance that cvaluation activitics are
structured according to a lan, reviewed in advance asainst the priority
needs of the mission, resional bursaus or the agency as a whole, and
conducted in cuch a way that the results arc uscd with broeadest possitile
effect.

To give suwh asswance there is a need to vrovide the nrincipal
line officers at cach cchelon, who must bear management responsibility
for evaluation, with a resource responsivle for the start aspocets of
evaluation,

At the Administrator's level the functions of the staff resource
would include to: wlvise the Administrator on organization, adminis-
tration, standards, volicies and procedures for & comprehensive, agency-
wide cvaluation system; advise and assist the staff resources at the
regional level in planning and instituting cowplimentary and interlock-
ing systoms within the regional bureaus; assist the central program
stalffc in identifying areas requiring more systematic evaluation, ¢.g.,
inter-regimal copsarisons of similar projects or analyses in depth
of particdar cector programs; advice to the Administrator on a system
for transfer o cvaluation results and for needed research and nnalysis
on cviluation methods; keer informed of evaluation activitics completed,
underway or planned with a view to inswuring that the results of thesec
activitics are eflfectively communicated throushout the agency.

The staf'l resources at the resional and mission levels would hoy
comparatle responsibilitics, avpropriate to these levels.,

Because of the differing organizational and administrative
arrangements at each echelon, the spccific organizational location for
the staff resource mizht vary. In cach case, however, the unit or
individual responsible {or the staff aspccts of evaluaticn should be
located near, and have direct acces:s to, the principal line officer;
should have cognizance of mutually-sunporting types of assistance and
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alternative techniques Lor vroject execution; and should be action-
ariented, and dedicated to the job at hand,

The organizational implications at the Administrator and rorional
burcau levels orf an increased emrhasis on evaduation were the the
subject of two memoranda to the Administrator (see Supplanment). In
his initial messace to the field on evaluation at the mission level,
the Administrator stateds  "Resvonsibvility and procedures for evaluation
should be clearly established within cach mission and the effort should
Lo orpanicod so oas to involve the manaccement and operating =lements of

E

the organlcation in She ovaluation cpoceen, and 36 ac to oveid delegating
all evaluation » sconsibility Lo any one orfice or dissolving it into
some other activity.  For these reasons managemncnt responsibility
should b asswaed by the mission dirvector or his deputy.”

D. Personnel - Nunber and Competence - and Funding

In addition to stai'f resources ror evaluation discussed in the
crececding subcecction, a comprehensive cvaluation system must also
include adeguate provision of personnel and funding for the conduct of
evaluation activities.

Dersonnel.  Past evaluation activities conducted by AID and
its predecessor agencies have utilized personnel from a variety of
sources-~irom the resgional bLurecaus and central staff offices in AID/W,
from individual missions, {rom other government agencies, from the
recipicnt covernments, and from private organizations. Evaluation
activities have also been performed by outside institutions on a con-
tract basis.,

As to whether competent personnel are available within the
agency and can be spared for evaluation purposes, several problems
have been raised. One 1is that otherwise technically competent person-
ncl in the Tield already have a full workload. This is in essence a
matter ol objectives and priorities. It might be vossible, however,
to obtain personnel resovrces for evaluation from such sources as:
the shift in the mix of AID's work pattern, mentioned in Section III;
evaluation activities already underway; further progress in the agency's
policy of decentralization to the fleld; elimination of certain reports;

¥ A draft contract study on foreign affairs information management
assaults the reports proliferation problem and recommends the
elimination of 2 field reports on technical assistance activities.
(The study did not cover other types of ascistance.)
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more discipline in the dispatceh o0 netlon veguests te the field; and
Ly maicin- AID/W sersonnel available to help with mission evaluation,

5 neithor the time-savin: aor the timc-conswning aspects of an in-
creascc cmphasis u evaluation can Lbe accurately cstimated in advance,
these aspects can only ve determined throuwh a sten<vy-step process
off experimentation.,

There 1o the related problem or blac and lack of u%jectivity
of AID nersonnel stherwise available to particivate in evaluation
activities. Amons available qualilied personnel, AID should seek the
best compromise vetween "otjectivity” o the one hand, and Temiliarity
with the Duactional field and with the project o1 program to e evalu-
ated, on the other hand.  No mula promises cortectlion,  In the {feld,
mission directors
than thelr subordinates--~suificiently s to leaven effectively uny blas
on the part of tectmilciuns or thelr divisisn chiefs, Personnel {rom
Hthicr miscsione can help i e cduetin evaluation activities and also
AAth cross-mission comminicewtion of evaluation resultos,

The extent of reliasnce on AID/W perconncl tor evaluation

oy

e
must be viewed in the licht of their limited availability, the limited
proportion who have had Cield exrorience, and the Tact that i speciadized

in the area Lo be cvalunted they may also have a professional bias or be
versonally involved, keliance on AID/W nersonncl may also limit undesir-

ably the involvement 27 1oceal mission veroonncel, ineluding the managerial level.

Hellanee on narticivabing acgenciles or private contractors to
evaluation nrosrans or vrojects for which they are the executing agent
--a practice .bsoerved in at least two instances--is both wsound and un-
necessary. In adddbicn 6o the blases retferred to above, the contractor
usuall, o v Ione=tern finnncial and personnel interest in perpetuating
the same or sinilar activities. Ao the executing agent, the contractor
should be continually appraising his own verformance as an integral part
of his contract resvonsivilities. Bub such apnraisals while related to,
shoudd not be cmsidered o substitute {or, AID evaluation,

Tro: wse Hf vubolde consultants and contractors ror evalu-
ation nurvoses may introduce o bias stemming from their professional
specialties, More important, ocutside consultants and contractors often
have difficulny utbaining o wnivance of such items as the history of the
project (in narv Lecause of prucity of files), the local environment,
and the progressisn of nollcey thinking and dircetion from Washington.
They are likcly to have particular difficulty in shaping their efforts
to apecific AID nee:is. for whlle zonclusions as to whether something
is, or is rot, beins accomplished can usually be reached with relative
case, conclusiong s to why, and the shaping of these conclusions 50 as
to [urther AID nrogram planning and cxecution, are much more difficult
tasks, Ac an illustratinsn, one hichly rveputable and cxperienced




individual heading a contract jroup comments: "I have been rervplexed
by the difticultics of an Hutside groue such as ours to relate eftec-
tively to AID. We were able to gather a gsreat deal of information in
spite of limitations of time and staff, but somehow I reel that we
have not been able €9 commuwicate in o way that will be Fully usefud
to AID."

Bvaluation contracts need to ve prevared with particular
care, monitored closely by informed individuals in AID, and carried
out, wherce practicable, with the working assistance of professional
AID personnel--as in the casce of the Jucoby cvaluation of the Taiwan
program, Finally, AID should seek to build further its pool of experi-
cnecd evaluators, thereby providing exnerienced consultants and insti-
tutions to mitigate the problems just outlined,

Fleld miscions have on ocecacion involved officials from the
participating povermnent in Joint evaluations or sarticular programs
or projects.  The joint AID/TI{AI cviduation of the Expanded Rural
Duvelopment projoct in Northeast Thailand is a prominent example.
Those advocating this type of arrancement stress the educational and
self'«heln aspecets of host country involvement, and the opportunity
Joint cvaluations orovide to enhance project ef'fectivenccs, Others
argue against the practice by citing; the problems of divided responsie
bility, {ilfitering objectives and priorities (discussed in Scction III), |
the inability or unwillingnecss of some host government officials to be
eonstructively critical of their superiors, and the opening joint
evaluations atford the reeipient country to press {for more assistance,
Obvioucly, the desiravility of participation by host government person-
nel must be decided on a case-by-case basis. .

In swmary, there arc a variety of sources from which to
draw the ocrsonnel needed to undertake evaluation activities. The
number and competence required for any given evaluation will dejend -
on such factors as the objectives sousht, the depth and sophistication
of analysis requived, and the naturce of the program or vroject to be
evaluated., These requirements can only be determined on a case-by-case
basis. However, as a general rule, AID showld scek maximum involve-
ment of operating personnel in the evaluation nrocess, and should lcok
to its principal line ofrficials and to eonsultants, including "generalists,
to offset the presumed bias of those gpecialized or directly involved
in the field of activity concerned. AID might also provide in selected
project asrecments for joint evalvatioms using: policy-level personnel
from the host government.

3]

Guidance to this efiect for missioson level evaluation has
already been provided by the Administrator in his initial message to
he field calling for an increased emphasis on evaluation:
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"In conducting mission level evaluations consideration
should be given to the wee or consultants from ovther missions
and overnment agencies, AID/W and other sources, and, when
ay ropriate, host country nationals. This consideration should
not be limited to specialists in the activity under review., A
generalist may be helpful and may, at a minimum, contribute to
the assurance of objectivity."”

The Dwlrillment oi' personnel requirements is a matter for
detailed stafl action,

Funding. As in the case of personnel, the funds required
to carry out the evaluation activities cenvisaged in this report, cannot
be estimated in advance. Clearly, some additional funds will be neceded
to cover the costs of travel, per diem, consultants! fces and contract
services, to the citent evaluation activities involve other than local
ATD versonncl. These Punds may not be sipnificantly greater than
those now being excended for evaluwation purposcs.  These funds must,
however, come out of e¢ither current allotments, which means siving a
sufficient priority to cvaluation, or out oi® any wnallocated balances
hecld centrally in AID/W. Proswnably missions and other organizational
units undertaking cevaluation activities will cxercise initiative in
siving evaluation the necessary priority and in requesting additional
funds, where available funds are insuf'ficient to execute policy direc-
tives on cvaluation. Otall supervision will te needed to check that
increased emphasis on evaluation is not impeded by any administrative
aspect of Twnding which can reasonably be surmounted.

E. Other Prouvlem Areas

Therc are a number ol problems, in addition to those already
discussed, which now cwist or are likcly to arisc in the futuwre. As
progress is made on what seem to be the four central problem areas
(generating agency-wide support for evaluation, transfer and communi-
cation of evaluation results, organizing for eveluation, and personnel
and funding for evaluation) thesc other problems should progressively
erode.

l. Involvement of AID staff divisions in the evaluation

program

The step-by-step approach recommended, and already initiated
by the Administrator, has begun with emphasis at the mission dircctor
level and a proposed chain of command responsibility for evaluation.




The concept extends, however, to the judgment that, as the vrogram

gets underway, the participation of the staff divisions, with their
varied inventory of resources will fall in line., These stafi divisions,
as consuners of evaluation materials oertinent to their responsibilitie:
provide a demand puwll on evaluation activities; their experts are part
of the pool of knowledreable professionals available to help with
evaluation; and the divisions themselves may De the best instruments

for sectoral evaluation, particularly that which is inter-regional.

~y

2. Programs involvimnr cooperating inputs by AID and other

U. 5. Qirencies

The U.3. is conducting: complicated activities in many
countries. These are all preswnably under the control of the Ambassador
and coordinated through the country team. In fact, cach of these activ-
ities is generally subject to strong policy control and operational
supervision i'rom the parent agency at Wachinston level, not always co-
ordinated inter-departmentally at that level, and not always possible
to coordinate sensibly there because of the disparate situations
amoryy different countries. The U.3. has now been in the business long
cnough so thot joint annlysis of inter-departmental programs, with
departmental prejudices leavened by inclusion of sophisticated con-
sultants, is indicated. As examples, the counterinsurgency - c¢ivic
action program, and perhaps some aspects of AID-Pcace Corps cooperation,
arc due for a critical look {rom above the country team level. These
two cxamples are selected because of their importance to long-term
U.3. interests and because, while the programs have been in existence
long enough to orovide materials for an evaluation eifort, they are
still new cnowh so that there is not unanimity of view concerning the
meaning of policy when execution is involved. The evaluation process
might, thercefore, contribute signiiicantly.

3. Occtor and country vrograms to wvhich there are multiple

inputs from both AID and non-U.3. government sources

There arc already some efforts underway to coordinate program
planning under these circumstances. Combined cvaluation efforts have
yet to evolve. Ac mentioned in a previous cection, other inter-
national assistance agencies such as the {oundations and agencies of
the UN, arc indlcating an increased interest in cvaluation. At least
two othar points are pertinent. In Jection I we scivssed sector analysis
as a method ol arpproach to evaluation warranting reater attention,
Such analysis requires consideration of all inputs into the sector and
50 swyrests the possibility of cooperative evaluation efforts with the

&}
contributors of the other inputs, both U.S. and non-U,5. As a second




point, effective evaluation and its utilization turns aterially on
taking the time of a limited number of key personnel., These include
mission directors, their principal assistants, and also the top person-
nel of the interested local ministries. Travelling rescarchers and
evaluators from within and without AID of'ten overlap in their investi-
gations and take a significant amount of the time of these key people.
These observations suggest (a) that AID may wish to review its co-
ordination mechanisms for the problem mentioned,* and (b) that combined
cvaluation efforts may, in the future, if all assistance agencies in-
crease emphasis on evaluation, become a vpractical necessity in crder

to conserve the time of locul personnel,

o

L, Pressure for making evaluation materials available

to the public

At least one cvaluation effort of AID and its predecessor
organizations foundered on this point. The currently initiated program
has, however, a significantly different method. It starts with cmphasis
on evaluation operrtions by the mission rather than on reports by
visiting teams to Washinston. It emphasizes evaluation as built into
the routine flow ot activities and dirccted to the undramatic objective
of analyzing experience to determinc the "whys" of what happened, and
supplying the conclusions to the continuirng routine of other AID
activitlics--not different in concent from other routine administrative
activities of the E:ecutive Branch,

* We note the following recommendation in the Summary Report, "Study
of Manpower Needs, Educational Capabilities, and Overseas Study,"
of an Education and World Affairs Study Committee: ... AID should
seriously consider reducing the number of special study teams sent
to Africa and make a greater effort to relate new studies to the
overall assistance strategy for the country concerned. The constant
stream of visitors is a heavy burden to both African officials and
the staff of USAID missions, More importantly, too frequently these
studies are not well coordinated with other investigations or on
going programs nor to the overall human resource strategy of the
country..."



V. CONCLUSIONS -- A PRACTICABLE APPROACH TO IMPROVING
ATD PROGRAM EVALUATTON

The preceeding sections contain a number of conclusions, both
explicit and implicit., This section distills from the preceeding
discussion the major conclusions regarding a practicable approach to
improving AID program evaluation, These conclusions, as developed,
were provided formally or informelly to the AID organization. Most of
them are alreudy receiving attention, varying from dissemination for
information to initiation of execution. Those marked with an asterisk
are substantially the points which were accepted with general (if not
always complete) consensus by seminars of senior AID officials in
April 1965, and by the Executive Staft in its meeting of April 20,
1965, ‘The references at the end of each conclusion indicate at least
one section of the report contalning pertinent discussion.

A. Past AID Evaluuabtion Activities

*1, AID has undertaken a variety of useful evaluation activities.
(I.8.)

o AID huas not had a consensus on the meaning, scope, objectives
and contribution of evaluation, (II.A.)

3. AID has not marshalled the administrative, organizational,
information analysis and dissemination, and other resources needed
for a comprehensive evaluation system--or even for maximizing the
usefulness of the array of evaluation efforts now undertaken, (IV.B.)

B. Definition, Objectives, Scope, and Methods of Evaluation

*4, Bvaluation is the examination of our experience to provide
guidance which can be utilized hoth to improve program execution and
to improve program planning. (Definition disseminated to agency by
Administrator.) (II.A.)

¥5. Wvaluation is a process, not merely a collection of un-
related acts; it is a frume of mine, not merely a series of repcrts.
Bvaluation involves taking a critical analytical look at our experi-
ence on a systematic basis and as a regular part of our work. (II.A.)

*6, Evaluatlon supports, and overlaps with, both program

planning and program execution but should be viewed as a separately
identiliable component of AID's work pattern. (II.A.)
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*7, Evaluaticn is a management tool and a management responsi-
bility. (Iv.C.)

XG.  The basic requirements of an cvaluabion system include a
clear designation of responsibility--~both line and staff; an cvalu-
ation plan; adequate personmnel and funding to carry out the plan:
and systomatic vrocedurcs for utilizing evaluation results. {(7..C.)

0. The rrocess tor cach ovaluation activity includes (a) a
determination of rurpose, (1) designation or organizational level =~ %
office to which conclusicns are to be addressed, (o) selection of
appropriate standards and criteria, (1) allocation of personnel, funds
and admjnistrative resources, (¢) execution action on app—oved recom-
mendations, and () follow-up on execution, (II.C.)

*¥10, EIvaluation, by definition, implies some standards against
which to evaluaiz. (IT.D.)

11, The state of the arts of social and econconmic development,
and also of use of assistance for political purposes, indicates that
sophisticated scientific techniques are gencerally secondury to the
availability {or evaluation activities of sophisticated individuals,
preferably with knowledge of AID and also of th: less develoned
countries. (IT.D.)

C. Elements of a Program to Increase AID Emphasis on Program

Evaluation

¥12, AID should increase its emvhasis on evaluation. (IIT.A.)

13, Administrativelv, as well as in methods and techniques, a
comprehensive evaluation system needs to be built on a sten-by-step
basis. The system should utilize, with appropriate adjustments,
rescurtes in beding to execute evaluation activities. (II.D.)

14, In developing further its evaluation system, AID should
lean heavily on the case study metbod and on staff action combined
with strong leadershir, rather than yldacing major dependence on con-
sultants and revorts., (II.D.)

15. Management responsibility for evaluation should be speci-
fically vested in the line chain of command: Administrator, regional
assistant adwinistrator, mission director. (II.C.)



16, At each of the three organizational levels, the respective
administrator should have close to him a staff resowrce for evaluation
vith cognizance spanning the Full range of the principal officer's
program planning and execution responsibilities. (II.C.)

*¥17, AID should initially (but not exclusively) emphasize
mission level evaluation under the leadership of the director. (I.B.)

*18, The initial (but not ‘exclusive) emphasis should be on evalu-
ation leading to improved program execution, AID is, in.the short run,
significantly committed as far as program is concerned. A "good" pro-
ject well executed is likely to give more vayoff than a "best" project
‘executed in a mediocre manner, (II.A,)

19, AID should seek to free more time and interzst of field
personnel for evaluation by such measures as elimination of unutilized
reports and other work requests, decentralization, and provision of
AID/W personnel to assist in cvaluation. (IV.A.)

20, Each field mission, regional bureau, and staff division
involved in the evaluation program should have an evaluation plan,
(1T.C.)

*21, Evaluation in the sector context (technique "sectors"
such as contract, direét-hire, Jjoint operations with recipient country;
and program sectors such as agriculture and education) has been in-
adequately stressed and should be stressed in the future. (II.E.)

*¥22, There should be concrete actions to make the lessons from
experience available to operating and planning personnel in usable
form--a better evaluation reporting, enalysis and dissemination system,
(Iv.B.)
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VI. RECOMMENDATION

Except for one, there are no additional recommendations I wish
to make beyond those clearly implied by the conclusions in this report,
those in action papers processed or in process in the agency (see
Supplement ), and suggestions, too detailed to mention, which have
been passed informally to the responsible officials in the field and in
Washington. The one additional recommendation is central to any pro-
gress toward a more comprehensive evaluation system. The conclusion
that AID should increase emphasis on evaluation and the supporting con-
clusions as to ways and means are premised on the overriding assumption
that:

The Administrator continue to monitor, guide, and

zive his personal impetus to improved AID evaluation,

Such improvement is consistent with the current progression of uther
agencies concerned with internationel Jevelopment wvhich are only now
turning to emphasis on evaluation. But such improvement requires
initiative. innovation, and the progressive institution of new admin-
istrative, organizational and analytical arrangements. Hence, I con-
clude that, in the AID milieu, the improvement will be slow toO occur
but for the strong personal leadership of the Administrator.
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IMPROVING A,I,D, PROGRAM EVALUATION

PREFACE

The supplement contains, as annexes, a selection of staff studies,
internal nemoranda and messages prepared in the course of the Special
Advisor's examination of AID's systems of evaluation and sets of
criteria,

Taken chronologically, they reflect the progression of the
Special Advisor's efforts to provide a basis for improving the evalu-
ation of AID programs -- from the Adninistrator's initial terms of
reference to the message to ficld missions requesting comments and
suggestions on initial actions taken to increcase emphasis on evaluation.
The annexes include papers which served as background material for two
seminars and an Executive Staff meeting on evaluation, and which were
subsequently sent to the field. They also iaclude papers produced by
the Special Advisor and his assistants in their capacity as a staff
resource f'or the Administrator. The latter deals more specifically
with the implementation of an improved evaluation system. In these
various papers can be {ound a number of conclusions and recommendations
incorporated in thec main body of the final report.

Together with the main body of the report, the supplement is in-
tended to serve as an initial reference for those within the agency
charged with continuing responsibility for AID program evaluation.
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DEPARTMENT OF STATE ANNEX A
AGENCY FOR INTERNATIONAL DEVELOPMENT
WASHINGTON., D. C. 20523

OFFICE OF
THE ADMINISTRATOR

AUG 13 1964

MEMORANDUM FOR: The Secretary
My, Mann

In accordance with our previous conversations, I am completing
arrangements Tor (Col. George A. Lincoln of the West Point faculty to
Join us in October as a Special Consultant to review our methods and
criteria for evaluating aid vrograms and projects. He will concentrate
on Latin Americs, but his findings and recommendations are expected
to be applicable world-wide. Col. Lincoln will be on sabbatical leave
from West Point and will have available the better part of a year -
though he is not sure he will want to spend all his time on this subject.

3 a senior man with much experience in aid matters, Col.
Lincoln will be expected to lay out his own work plan. Before he starts,
I am sure he will want to talk with both of you, and with Mr. Rostow,
Mr., Rogers and others. I have suggested to him that one useful way to
describe his objective, is to cay thnt we would like our aid evaluation
systems to give us better answers than we now get to two questions:

- have we selected the right activities to undertake in the
various aid-receiving countries?

- are we conducting efficiently the activities we have selected?

It had been my original thought that it would be useful for
Col, Lincoln to review the present evaluation systems for both military
and economic aid. Secretary McNamara's initial reaction, however, is
that he does not think it would be particularly usefuvl to include
military aid in the scope of Col. Lincoln's assignment, except as there
are inescapable relationships with econcmic aid (e.g., civic action
projects; defense vs. development budget issues in recipient countries, ete.)

We will provide an office, secretarial assistance, per diem and
travel costs, etc.,, for Col. Lincoln. Presumably he will need one or
two people by way of staff assistance; this will be worked out when
he has been on the ground., He expects to spend August 24th and 25th
here in preliminary discussions.

(Sgd.) David E. Bell

David E. Bell




8 October 1964 ANNEX B

MEMORANDUM FOR THE ADMINISTRATOR

SUBJECT: Preliminary Plan of Work and Some Considerations
Pertaining Thereto

1. Your memorandum of August 13 to the Secretary stated, among
other things, that I would spend mouat of my sabbatical year from

West Point (starting October 1) reviewing evaluation methods and
criteria now in existence and seeking ways in which our aid evaluation
gsystem might give better answers to two questiona:

a. Have we selected the right activities to undertake
in the various aid-receiving countries*®

b. Are we conducting efficiently the activities we
have selected?

You indicated that, while I proposed to concentrate on Latin America,

you hoped that any findings and recommendations would be applicable
world-wide, also that ] would lay out my own plan of work and presumably
would have one or two staff assistants, 1 have taken your August 13th
memorandum a8 guideline and charter. The following paragraphs give

a preliminary plan of work, The annex to this paper sets forth some
considerations, primarily for guidance of my two assistants.

2. The current general guidelines for this project are to:

a. Spend considerable periods in each of three Latin
American countries (Brazil, Colombia, and a third
to be firmly selected later - probably in the Central
American area).

I

Spend intermediate periods in Washington working with
two staff assistants on the general aspects of the problem
as well as on the specific Latin American aspects.

£. Provide plans of work for staff assistants in my absence.




. Make auggestions, if any seem appropriate, either
formally or informally, as we progress.

. Consult with, and cooperate with, related efforts
within our limited resources,

Target on preparation of a brief study next summer
which, if contents so indicate, should be '‘checked
around in draft,

3. The current plan for initiating this project by studies in Washington
ia to:

. Place heavy emphasis on getting an historical summary
of previous similar endeavors to include an appraisal
of nature and degree of achievements and reasons therefor.

. Get an annotated inventory of current efforts and attempt
to identily gaps and also any incomplete underpinnings in
concept or in application of concepts.

. Identify and analyze 'systems of evaluation' and sets
of criteria’” applicable to the questions you present.
I recognize the difficulty of this task but we will try.

. Break out identifiable problem areas for preparation of
staff studies. I have thus far, made a tentative listing
which includes:

(1) The assistance philosophy pertaining to the
questions for study, of the principal foundations
working in LA;

The approach to the problems you present of
Ex-Im and other U. 3. and international agencies
associated with AID assiatance endeavors, and,
if possible, other assisting countries.

"Civic action" in relationship to AID operations
and objectives;

Doctrines on coordination (both technical assis-
tance and capital development) of several inputs
to a single project or program;




(5) Sselection among technical assistance project, -
education and/or agriculture have been suggested.

(8) Yardstick. for measuring achieve-nent ur lack thereof.

(1) thers

4. The foregoing listing 1., on the one hand, far from complete, on the
other hand s already indicative of possible overcommitment of our
limited resources. But the way to begin, is to bezin; a better plan {3
unifkely to be devised until the fir.t draft is set down as a baseline from
which tv depart. My own in-country work is bound to be somewhat guided
by the direction of the hospitality of the Ambassador and mission chief.

I hope to raiate, without neces:arily complete congruence, this work to
Washington studies. ¥ articularly, 1 hope to comprehend how our field
missions (a) "evaluate {n selecting where and how they propose to
commit our limited U. 5. resources and the interaction of their evaluation
with the process golag on in Washington, and (b) apprajse efficiency of
operativns, once commitment begins.

S. My own tentative time schedule is:

8. 1-15 Octuver, Washington: ¥ renaration of ~ork plaa, initial
contacts, and orientation directed to probiems of Bra-{l.

b 16 October to pre-Christmas, Rio de Janeiro- I am keeping
open the puasiibility of a few days in Buenos Aires to coasult
with Ambassador Martin and hia staff who have invited me to
return,

. Pre-Christmas to Mid-January, Washington: For purpose
of extending and refiuing worl: plan and studies.

. Mid-January to mid, or latter part of, February: Colombia:
with possible few days in Lima and La Pa:z. Ambasiador
Dliver and the AID mission director in Bogota each asked
me to return, suggesting, however, that I come back in
two or three months. In retrospect I feel that in my one
day recently in Lima, I fsll far short of obtaining all the
advice and counse!l there available and pertinent to this project.

. Unt{l I know more about the problem presented I cannot
reasonably be explicit on plans beyond the first part of
next March.




ANNEX

Considerations Related to Yrelimiasry Plan
for Study of AID Ewvaluation 3ystems

1. AID has arranged for two staff assistantza, Mr. Glen Camp (Ext,
5872) and Mr. Peter Geithner (Ext, 6638), They are already at work
on our mission, cutting into the federated questions you have preaented.
There seems to be plenty of work within the term of reference for the
three of ua,

3. As undergirding for preparing a 'plan of work' I was fortunate in
undertaking a long scheduled trip to six countries in Latin America,
accompanying the Director of Military Assistant on an i{naspection trip.
With one or two exceptions 1 was able to discuss the problema and
concepts presented in your memorandum with the .\mbasd4adors and

with eftter the chief or deputy chief of each AI™ mission. Also pertinent,
I received indications that I would be welcome to come back to those
countries visited where it seemed most likely that I should return in
connection with this project. I have also consulted -ome of the people

in the Executive Eranch specifically suggested by you. It a¢emed to

me best to postpone consultation with other: of those suggeated uatil

1 had prepared and discussed with you a tentative plan of work., Stemming
from my own background, coansultations thus far, and the early availablility
of one staff assistant, I have some knowledge of previous and current
efforts in the area of the problems you auzgest for study. For instance,
C. Tyler Wood described his "evalusticn " efforts substantially as the
problems you present. A 30-month. effort pertaining to technical
assistance, started in 195% and probably costing several hundred thousand
dollars, seems to have had about the same terms of reference.

3. I have found no openly expresied opposition to the effort and a great
deal of support for atudy of the problems on a systemstic basis with the
objective of getting more useful criteria snd concejts, There have bean
expre:ssions of concern as to overlap with the several evaluation efforts,
particularly personnel, now going forward ~- a coacern readily
diasipated by an explanationoof our mission as we see it. I suspect,
however, a good deal of skeptrism exists as a result of previous evalua-
tion efforts. Many of these efforts seem to have assessed performaace
and the relationship of project execution to the country program. They
rarely analyzed how projects were picked in the firat place, or whether
(with hindsight) better projecti might have been selected or better methods
of project execution chosen.




4. As to methods of approach ("'plan of work'') I have received multiple
and disparute recommendations ranging from focusing on quality of
personnel in AID misasions to cpending all effort on determining what
legislature and administrative strictures on assistance activities should
be reduced ur eliminated - and how. \s to geogzraphical location for
our limited efforts, people in the field are unanimous that the field

is the place to learn. The unanimity among people in Washington

is not s0 complete but I am fortifled by the view of the Secretary that,
if he had the mission to perform he would attempt to learn in the field
in depth about th**somewhat different Latin Am erican countries.
Clearly, the project requires that study be undertaken both in Washington
and in the field,

5. There has been, and i8, an impressive amount of expenditure of
money and talented effort in AID, its predecessor ageuncies, and in
agencies associated with AID, {n studies directed to improved evaluation
and efficiency. The time resources of my effort are, comparatively,
very limited. Nor, should that effort Juplicate or compete with other
efforts of the past and present. Rather, our effort should draw on the
lore from the past, and seek to provide one input as part of a mutual
assistance program for evaluation and efficiency for the objective of
tackling the questions you pose. As in the case of assistance projects
with {nputs from various sources, our contribution may not be assuredly,
and /or completely, identifiable from the sum total of progress during
the coming year.




DEPARTMENT OF STATE ANNEX C
AGENCY FOR INTERNATIONAL DEVELOPMENT
WASHINGTON, D.C. 20523

OFFICE OF )
THE ADMINISTRATOR April 19, 14965

MEMORANDUM FOR:

Mr, William O. Hall, AA/A Mr. Bartlett Harvey, AA/PC

Mr. William B. Macomber, Jr., AA/NESA Mr. Donald . Hoagland, AA/DFPE
Mr. Edmond C. Hutchincson, AA/AFR Mr. Michacl W, Moynihan, IS

Mr. Rutherford M, Poats, AA/FE Mr. Lucius W. Hale, ENGR

Mr. William D. Rogers, AA/LA Mr. George P. Delancy, O/LAB
Mr. Herbert J. Waters, AA/MR Mr. Byron Engle, O/PS

Dr. Leona Baumgartner, AA/TCR

SUBJECT: Request for Information on Evaluation Operations Conducted by
AID/W Staff Offices and Regional Bureaus

As you know, we have currently underwvay several cfforts designed to
contribute to improvement of AID operations. At least three of these include
consideration of some aspects of our evaluation activities. An interagency task
force is working with Dunlap & Assoclates, Inc., with the objective of developing
an information system which might contribute to transfer of lessons learned in our
technical assistance activities. A small group headed by Colonel G. A, Lincoln,
has, in its studies of our systems of evaluation, prepared a partial inventory
of evaluation operations going forwaru in AID and other assistance agencies.

The Booz, Allen, and Hamilton Team, which recently swrveyed AID/V organization,
concluded in its report.that a detailed review should be made of all evaluation
efforts of AID as a basis for subsequent improvement in management.

The cfforts to increase use of evaluation us a planning and manage-
‘ment tool for improving AID operations are in line with Congressional inlent as
expressed by the McGee Committee's conclusion that ‘“one of the most critical
needs of the Agency is far more objective and effective evaluation of its programs
and projects.”

1 am awvare that a aumber of projects have been undertaken or are going
forward under AID/W auspices. As pointed out by the Management Team Report,
there is no single inventory of these available.

This memorandum requests tkat by May 7 each of you submit a memorandun
to me containing a zeneral description of your office's current evaluation acti-
vities with attachments, Each attachment should summarize in onc page or less
every evaluation ef{fort now underway or. completed in the past year. This request
is for evaluation activities in both the area of program execution and also of
progress toward fundamental US objectives.




Examples of evaluation efforts which have already come to my
attention are: Phase I of last year's Summer Research Project ("Review of AID
Strategies'), the Report, "Evaluation of the Technical Training Program in U.S.

Foreign Aid," research projects directed to evaluation of AID programs, and .
evaluation functions with respect to the Food for Peace program.

Other examples include the Jacoby evaluation of foreign assistance to
Taiwan, the "Blume Report' of March 1 on TC in India, and the sectoral studies
on Nigerian education and agriculture.

Pr rsonnel evaluation efforts should unot be included in this repcrt.
Only AID/W activities should be included, thereby making any communication to
the field unnecessary.

The thumbnail notes requested on each evaluation activity should in-
clude data ~n each of the following questions when the question is appropriate.

a. What specific purpose was the evaluation operation
designed to achieve?

b. What results (quantify if possible) were gained from
the evaluation operation or project?

c¢. How were the conclusions implemented?

d. What aistribution was given to the evaluation report
and results?

e. What is an approximate estimate (if practical) of
(1) cost, (2) man days of each evaluation effort?

Please provide the abtove information by Mzy 7.

%)

David E. Bell



ANNEX D

October 1, 1965
FOREIGN ASSISTANCE EVALUATION EFFORTS

PAST AND PRESENT

Covering Note

As mentioned in Section II of the Report, one of the initial steps
taken by the Special Advisor was to survey past and present evaluation
efforts of AID, its predecessor agencies, and of other organizations,
public and private, providing assistance to foreign countries, The
attached staff paper was prepared with this purpose in mind.

The paper includes a brief discussion of evaluation as it has
been viewed 'n the past--definitions, categories, methods and techniques,
feedback o: results and sets of criteria. Annex A of the paper described
a mupoer of individual evaluation efforts. Annex B summarizes the
Agency's programming and imp .enentation processes.

In retrospect, the paper las several limitations which the reader
should bear in mind. For example, the paper is not, nor does it purport
to be, a complete inventory of past and present evaluation efforts.

There 1s no discussion of the activities of the Foreign Service Inspec-
torate, of evaluations carried out by the Mutual Security Administration,
or of such Presidential reviews of the foreign assistance program as
those of the Draper and Clay Committees. The evaluation activities of
the voluntary agencies are also omitted. The paper does, however, in-
clude a sufficlently representative sample of past and present efforts
to indicate the various approaches which have been taken to evaluating
foreign assistance programs.

In describing individual efforts (particularly Annex A, Section
ITI) there is a tendency to confuse prospective assessments of project
proposals with the more limited, retrospective concept of evaluation,
which was later adopted by the Administrator as the focus of the Special
Advisor's attention. In this sense, the draft inventory mirrors the
lack of a precise definition of the term evaluation, and the difficulties
resulting therefrom, which is one of the principal findings of our year's
study.

The paper devotes considerable attention to staff units set up
outside or alongside the Agency?'s line chain-of-command... a reflection
of the heavy reliance on the "visiting team" approach, which has
characterized past evaluation efforts. As the main body of the final
report makes clear, the Special Advisor has been principally concerned,
not with building more evaluation of this type, but with evaluation
"built into" the Agency's administrative processes.




In brief, the attached study is descriptive rather than analytical
in nature, is only a partial inventory of past and present evaluation
efforts and may be partielly misleading in its organization and contents.
These limitations notwithstanding, the paper is included as part of the
Supplement for the useful information it does record (we know of no
comparable inventory) and for the purpose of documentating an early

stage in the course of the Special Advisor's examination of AID's systems
of evaluation.
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DRAFT

FOREIGN ASSISTANCE EVALUATION EFFORTS

PAST AND PRESENT

A Draft Staff Study in Connection with the Mission of the
Special Advisor to the Administrator of the
Agency for International Development
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for the Evaluation of

Foreign Assistance

March 31, 1965
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FOREIGN ASSISTANCE EVALUATION EFFORTS

PAST AND PRESENT

Purpose:

This paper reviews selected past and present evaluation efforts of the
Aypency for International Development, predecessor agencies and related
endeavors from the standpoint of definitions of "evaluation" as the termn
has been used by these agencies, categories of evaluation, methods «ind
techniques employed, and feedback, It concludes with a section containing
discussion topics pertaining to criteria for evaluation, ‘

Some past and present evaluation efforts are described in greater
detail in Annex A, The Agency's programming and impiementation processs -
are summarized in Annex B,

This paper is intended to serve as a basis for discussion of systems ar:
criteria for evaluation of foreign assistance programs. [t is recognized %o
Lbe incomplete., Undoubtedly, the research has overlooked some past
evaluation efforts and some now going forward.

Definitions of Evaluation:

The term "evaluation' has been used by AID and predecessor agencies
to describe variety of activities carried out for different purposes, at
different times, in different places, by different people, using different
methods, and with different audiences in mind.

We have not found any explicit definitions of "evaluation' in statutory iaw
or administrative regulations. @ However, descriptive definitions may be
derived from the powers, responsibilities and {unctions of offices engaged iz
the evaluation process, as set forth in the Foreigr Assistance Act of 1961,
AID Mznual Orders and General Notices. For example, the Operations
Evalua:ion Staff (AID/OES) is charged with responsibility for evaluating
the''operational performance and effectiveness of the USAIDs and headquarters., "
The Technical Assistance Study Group was set up '"'to assess the reasons foxr
successful or unsuccessful Technial Assistance Activities' and 10 evalnate
existing TA programs in an effort "to identify the major factors which
should govern ... future programs, "




Descriptive definitions of evaluation may also be distilled from an
empirical examination of the actual or informal processes and objectives
of evaluation efforts conducted by AID and prececessor agencies, The
Management Inspection Staff provides & case in point, Between June, 1962
and April, 1964,MIS "informally" carried out some 25 country studies in
cooperation with the Department of Nefense. These studies included
"evaluation' of all aspects of AID/MAP programs and operations. They
vere conducted separately from MIS's investigations of malfeasance and

misfeasance in office.

Otner definitions are found in various papers by senior AID officials
and others. MNayer defines evaluation as "The measurement of performance
against explicit standards' and sugpgests that the character of evaluation is
"A process, involving the selection or development of appropriate standards
and measurement techniques and their application to ungoing or completed
activities, leading to some sort of feedback to the same activity or to prior
or subsequent ones, for one or more purposes.'" Tyner has described
evaluation as "a process through which the agency searches for the materials
out of which policy can be formulated and reviews peridically particular
programs against current policy and standards of maragement practices, "
Chly wefers to evaluation in three senses: as a means ''to make certain
delegated authorities are being properly exercised, ' as ''an essential
method of conducting certain types of research (or information retrieval), "
and as "a principal tool in the continuing re-examination and recurrent

modification of ongoing projects.' [KEvaluation has also been defined as "a
process which enables the administrator to describe the effects of his
programme, and thereby to rmake p.ogressive adjustments in order to reach
his goals more effectively'; and as "an effort to learn what changes take

place during and after an action programme, and what part of these changes
can be attributec to the programme,"

Categories of Evaluation:

A review of the definitions derived from these sources suggests that
the term evaluation has, at one extreme, been applied to any effort to
answer athe question "How well are we doing?'" and at the other extreme,
has been restricted to a process involving the use of sophisticated social
science research techniques. In general, however, it is possible to group
the Agency's past and present evaluation efforts 1 ‘hree broad categories:

a. Compliance Control Evalution undertaken to determine compliance
with statutory, policy and administrative regulations. The activities of the
Internal Audit Branch (A/CONT) and the Management Inspection Staff are
familiar examples,




b, Performance c® Program Evaluation is desigred to determine 17

the level ol performance attained justifies continuation, modification or
termination of the activity as well us to seek ways to improve actual
performance, Performance may be evaluated in term: of effectiveness
(how well is the project doing what it was intended to du), eilficiency (reiac.
ship between effectiveness and cost), or signiticance (an activity's cont=in
10 sector goals and U.S. objectives). Perrormance evaluation is carried »
as an integral part of the agency's programiming and implementation proce: :
The Operations Evaluation Staty (A1D/OES) is also engaged in itus type ¢
evaluation.

c. Ewaluation research is primarily concerned with the factors

governing woe level of performance attained in an effort to (1) evesop
standards of ¢riteria for decision-making at all levels throug the ara.y- ¢

of past performance; and (2) provide a means ol appraising on-guoing arc

new activities through subsequent analyses of current and furare periorinan €.
Tie Office of Research and Analysis (TCR/RA) is respens:ibie tor centraii, -
funded evaluation research, Other staft offices and the regionai bureaus alsc
sponsor evaluation research (e.g., the Otrice of international Training's
study of Participant Training and the Jacoby Taiwan Study).

These three broad types of evaluation have been applied to all leveis of
ti:e Agency's activities - worldwide, reygional, country, sector, proiect -

and to its various programs,

Methods and Techniques:

In general, two basic techniques have been employed to carry out
compliance control and performance evaluation, .The first is the internal
agency review system which is built-into the programming and implementation.
processes and which involves all levels on the organizational hierarchy. Tlis
process ''peaks' in decision making loci at the Mission Director, the Regiona:
Assistant Administrator and the Adininistrator echelons. It utilizes forma:
review sessions, checklists, and reports of various types.

The second basic technique is the use of evaluation '"units' which
operate alonyside or outside the Agency's line chain-of-command and whinh
perform checks on its operations., These units include the Internal Audit
Branch of A/CONT, MIS, AID/OES, ICA, etc.

Evaluation resea.ch may be pertormed "in house" (e.g., the Technizal

Assistance Study Group) or through contracts with outside organizations.
Evaluation research may also be carried out as an integral part of project
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the
operations in the sense of / systematic collection aad analysis of data.

Feedback:

The results of the various types of evaluation may be conveyed formali.
or-informally, in written form or verbally. The organizational unit
responsible for evaluation customariiy producesivritten reportr, cortainiiv
observations and recommendations, which are circuiated to the appronriate
line officials for action. These reports have varied in length from 3 to {+
or more pages. In draft form, they serve as a basis for discussion, in
final form, they may be the subject of more formal considerution, State-
ments {rom line officials of actions taken to implement the recommendation
may or may not be required.

Ewvaluation as performed by the operating elements of the Apency i«
genrerally conducted as an integral part of the planning and implerentation
processes. 'This process of "self evalnation!' inswiar as it occurs, provide-
a direct '"teedback'" into these processes, Various ad hoc techniques -
conferences, intra-and inter-regional visits by staff"'off——i_éhers, the circutatio-

of reports - have also been used in an effort to transfer lessons learned
ir. the evaluation process from one mission or region to another,

Sets of Criteria:

The investigations in connection with this current study have not
uncovered any staff paper or other study attempting a systematic identificaiion
and analysis of appropriate sets of criteria for evaluation activities, Hen e
this study has to start from scratch in such analysis, The notes in.the
following paragraphs are certainly to be construed only as catalytic itemns
for discussion and further study.

AID Manuals, Policy Determinations, General Notices and messages of
guidance from the Administrator and Regioral Assistant Administrators
contain a large number of criteria, some explicit and some implicit, In
some cases (e.g., statutory criteria for development loans) these criteria
are very detailed. In other cases there is a recognized need for greater
specificity, There are still other areas for which either the criteria them-
selves or the techniques for applying them are lacking. There is, for
example, no manual order on the subject of evaluation; nor is guidance
provided for selecting the most efficient feasible alternatives for producing
desired results.




For purposes of discussion in these notes, the task of evaluation is
considered as being three related but distinguishable processes:

(a) Compliance evaluation;

(b} Performance evaluation;

(c) Evaluation to appraise the progress toward fundamental
U.S. objectives in the country or region concerned,

Compliance evaluation is a matter of checking compliance with
existing laws, administrative regulations, and general recognizeua sound
practices such as those of {und control. This is a business for auditors,
comptrollers and others who deal with the more routine administrative
checks., This category of evaluation has been highly systematized in AID
as well as in other governmental activities and is not considered within
the terms of reference of this study except {asofar as the requived complian ¢
may be found to aifect adversely the performance and/or progress toward
fundamental U.S. objectives. Judgment ou such adverse etfects is most
likely to be derived, however, from evaluation efforts in the area of
performance and/or of the appraisal of progress toward the tundamental
objective,

Performance evaluation seeks answers to the questions: IHow well are
we doing with a particular project or program? Why? Any attempt to
determine needed changes in operations flows largely from those questions
and their answers. Hence, performance evaluation is certainly closely
related to control and conduct of operations and requires some ol the same
data and procedures. For instance, any program or project plan should
reasonably include a staterment of specific objectives (quantified if at all
possible) a time schedule for attainment, and scheduled quantities of
input resources. The plan should also record base lines from which the
project or program starts as well as the fundamental U.S, objectives it
is supposed to further. Finally, it should include provision for evaluation
of progress and of the final outcome.

Our further studies should undertake a systernatic categorization of
criteria to meet the requirements indicated in the preceding paragraphs
as well as concidering the various applicabilities of these categories.
For instance:

(a) A project or program can be evaluated by comparing achievement
to the scale of progress envisaged in the original plan. One of the
principle objectives of a plan, however, is to provide a base line
from which to make changes as the future unfolds, With rare
exceptlions, no plan proves to be perfect. Hence it must be
recognized thal most plans should be adjusted with progress
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through timme, IHenwve, also, the close reiationship Lelween
performance evaluation 3-.d conune 0f operaiosince the
evaluation prores- should vive guidance as o Low 1o caange
and improve operaiions as implementiricon peny-asz 3,

{b) Evaluation of achievement can he Ly ansolute quantities, > ov
example, number of houses or <chools Luailt,

o~
o]
~—

Evaluation can be Ly retative gquantities, Jor example: jerce :iegn
of increase of houses in the country or proportion of ti.e es.linaied
deficiency filled by the program,

(d) Evaluation criteriu, to be significant, ave alwost ineviwabd'y
complex, for example: ThLe number of ¢ chools built shonld be
coupled with an apprzisal of avaiiability cr teachers, increase
in number of childrenr going to schiool and even perhaps & giestioa
as o whether the schools woald in fact kave Leen nilt if
assistance had ot been provided,

(e) Evaluation can be by comparisci and contras: of vimilur projev:s
and programs in the same country in the past or in another
country, Such criteria require accumulation of data not row
generally available.

(f) Evaluation can be by forms of input-output analysis, ior example,
the cost per house unit, per pupil space, per participant schooied,
etc., with comparison to past experience and to what seems
reasonable to professional judgment in such matters.

(g) Another method of approach warranting serious consideration is
systems analysis as now used in some Department of Defense
planning., It will almost certainly be necessary, however, to
attain improved program execution with the concomitant improved
operational planning and data avaiiabilities before much progress
can be made in the application of ihis technique.

The foregoing illustrative types of criteria underline the point of the relation-
ship between performance and conduct of operations and the related point ‘
that performance evaluation is more than important; it is essential to a

sound program of improved execution of AID's operatons.
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The identitication ol sets ol urileria for eval-:ating the extent to which
AID activities contribiie to furdamental U, S, objectives (economic stabiliwy,
internal security, iundamemal institutional chanpges contributing to polifical,
sorial and economic development, a {riendly or at least not uiiriendly
attitude toward the U,S., etc.) is the most difficult n1 thie three related
tvypes of evaluation we are (onsidering, Here there is almost alw, ays bows o
to be 1 requirement for experienced professional judgment compa red with
such quantiraiive and qualitative o riteric a~ can be devised and azplicd .
The existene of *lic necd {or professional judgment is not, however, arn
adequate reasor for failuie 1o seek and apply all possible specific criteria,
The pro-es- of evaluatior of past and present projects and prog .uns is
certainly ar useil a4 metnod for seeking such eriteria as the increasingly
rumeraus deductive scholarly studies of the probiern,

The science of ma “ro-economivs has thus far been the principal
source for sysrematic ~riteria in determining proeress toward fundamental

chiectives, Tne toliowinp poirts are illustrative of items for discussion
in Ceterinining criteria.

(a) An evaluation of a single AID "projest" will rarely be of
sulficiert sicrifica~ce i itself 1o show adequately what
progress has been made toward a fundamental objective,
Henre, ‘-e conclusion rat evaliation should be generally
by sectors {edu.cation, agriculture, private erterprise,
government etficiency, etc.),

(b} Macro-ecoromic statistics may or may rot throw light on
progress toward desired objectives, For instance, a heartening
overall increase in pross national product per capita may be
achieved even thouuh the lot of half or more of the population
is not improwved at all,

(c) The initial input of ac¢istance, even if quite large, may not
initially show signifizant improvement in a country from the
standpoint of macro-ecoromic aralysis., But if there is merit
in the the=is that some countries can best be developed by a
large iiitial irput to be followed by lesser amounts of aid (the
analoygy being the large iaput of fuel to get a steam engire
going followed Ly limited inputs to keep it steaming), then
macro-economic indicators do not provide the needed criteria
at the beginning of this type of operation and case studies of
other experience will probably develop the best criteria for use.
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ANNEX A

Inventory of Some Forelgnr Assistance Evaluation Efforts

Some Past Efforts to Evaluate the Foreign Ascictance Program

A. Office of the Assistant to the Directlor for Evaluation (AD/E).

This offire was established by M. O, 221, 3 of July 30, 1956 and placed
under Mr, C. Tyler Wood. It represented the most carefully designed effort
made uader JCA to use teams as ar evaluatior tool, Even today, the Wood
reports serve as valiuable briefing doctimmernts., About 37 countries were
evaluated by teams conposed of one career FSO-1, one senior ICA officer
at the mission direcior level, and one sta!™ -sistant. The resulting reports
were comprerensive indeed. Soime exceer:d 150 pages, took six months to
prepare, and cos' over $30, 000, One t/pical report contained a two-page
glossary of texhni  ~ terms= and orvanization abizreviations, a 29-page

"Sum.mary' ana tive nlgle-spaced pates of recommendded oprovenents,

Tie reports copsiide:el e tctal conntry program from the political,

economic, social, atd sccurity poin.e of view, Tle Wood teams did not,
however, have a m’ii‘tary represertative. AD/E was abolished in 1959 after
a dispute over ine executive privileve protler.. The Wood reports were
classified SECRE™,

The charac. tistics of the AD/E operation include:d: (z) a considerable
amount of researchk in vashirgion, necessitated bv a lack (row not existent)

(b) energetic follow-up efforts oz the part of AD/E bo't. in Washington and
in the field for the purpose of g ttisg implementation of cornclusions and

recommendations.

v, imapecior General and Comprroiler (U/IGC),

This office was established by Section 533a of the Mutual Security
sict (MSA) of 1954 as amended in 1959 and approved on July 24, 1959, This
section provided the statutory basis for T/J5C.

The statute's legis.tive history suggests considerable congressional
dissatisfs -"ion with ICA and Department of Defense (DOD) foreign aid
operations. This ied to the demand that a single, centralized, high-level
office evainatie them. Key Corgressional leaders felt that this chain must
be indepe. dent an. the.reiore shuuld be outside ine ICA and DCD chain of
command. Above all, the office should possess sufficient authority to
implen.ent iniproveinents i1 these forcipm aid operations,




Thus althouek not granted specitic statutory authority to do so,
U/IGC throuuh it controller iunction nosses =ed the aaministrative
authority to veto proje-t tunding. Consequertly, in addition to instituting
aurlits, ingpections, and policy reviews, U/TGC coute eftectively suspen
projiects both in Washington and the tfeld,

Administ rarively, Departmental Circular No. 239« f Cetober 3, 17
detailed UJ/IGC' inectiors and lcided 10 irte ar rmrrediats Office and 0 = o,
Divisions: Financial Managemeit, Investigalions, and Evatuations.,

Abosr 26 Classitied courtry stidies were completed by /1GC
percornel, The first Inspector Gereral and Comptroller {(Mir. jonn &

1

Murphy) added to all iive ot bls evainationteams a flay or 2eaeral officer

1o handie IMilitary Assistance Provroan (MAP) evaluations on a high level,
As rivoffice designation indicates(U; 135G, the lnspector Gereril and
Comptroller reporied to rthe then Under Secretary of State tor Economic
Affairs (M-, C. 172 plas Dillor),

Soc:. after tie esianiisonent o T W0C anexecttive o rivileg o jyaLe
aros=e with respe .t 10 the exeda problent ot furnishing repocts tu interes ¢ -
Congressional cornmittees. 'inder the "Hardv Amendment' (2nd part of
section. 534{b) of *' e MSA o 1454, a- amended), Congress tried to force

U/IGC to provide repor.- ‘o .omimiiiee-.

On December 13, 1960, fte General Accounting Otfice (GAC) officialiy
informed the Secretury or State that since U/IGC had not furnished various
investigative repor's to Mr, Porter Ha rdy, nc funes would be available to
U/IGC after Decernber 9, 1960,

On Decembzr 24,1:e President direcied the Secretary of State to
use MSA funds for U/IGC despite the ¢1AC ruling,. U/IGC's fuuction really
continued unchanged until the establish aient ot its successor, IGA, on

November 4, 19¢1. U/IGC changed its name, however, in I evruary, iYoi,
when Mr. Ball su:ceeded Mr, Dillon and U/IGC hecame B, 1(GC.

Thus B/IGC w replaced by IGA (q.v.) on November 4, I9¢1. llie
statute establishing [GA (Section 624(d) o1 the FAA of 1961)was implemented
by Departmental Notice 638, FSM Circular No. 38, and Department Circular
Telegram 342.

C. Technical Assistance Study Groap (TASG).

This team began an exhaustive study of ICA Technical Assistance (TA)
activities in the tall of 1959, TASG was to "assess the reasons for successtul
and unsuccessful TA activities in the .S, bilateral program, ' and after
examining other national, multi-lvreral, and private TA efforts, was to
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"evaluate e major Lictors whict should govern ... tulure programs.”
Thus TASG was 10 evaluate existing TA programs In an crfort 1o identify
the kev factors in developing beticr ones. The mterviews were cliassilied
by subject and coded, a set of access rules were drisfted (32 papes in all),
and the interviews placed inmore than 15 1ile ~abinets in Room 200 SA-G,
The TASG team members incorporiated the lessons learnea fron: their
interviews into their sub’sequent work., Moreover, the TAST interviows,

. constitute the larcest repositorv of teinical assistance "ore" extand,
and everv ettort should be made 10 encourage quelified scholars to expioit
it.

Atter thirty moaths, I, "00 interviews were completed by the seve -
professionals attached to TASG. No conclusions, recommendations, or
final reports were issued by the team; the interviews were not keved to
a sirple questiornaire; ard TASG never recruited its study director.,

D. Managerent Inspedtion Stat (MISY The MIS as an evaluation arm
of the aid program had ditficultv formally exrtablishinge itcell Tt took tweo

vears for MIS o be "otivated' atter Mr, Thomos A, Ken 2dv took aver

as MIS chict, I particular, the intercal andit fimction s never transte t:.

to MIS trom the Controller's Otfice '84/CONT!. From Jur» 1962 until

April 196-}, MiS "iaformally' carried out about 25 ~ountiry studies. FEach was
conducted by a jorr AID and DOD tean and examized such topics as "Policy

and Ytrategy, ' ti.e "Strategy of Developmenut, ' "Joint AID-DCD Programs, "

the "Economic Prograny, " the "Military Program' and AID administrative '
problems. The authors of the coutry studies are anonymous, but the DO '
member represented the Office of Policy Review, OSD/IGA. All reports wese
classified SECRET . .d were from 30-50 pages lonu.

II. Some Current Effo ts to Evaluate the Foreipn A-sistance Program

A, Inside AID

I. Evaluation "Built-into" Programming and Implementation
Pr-o-gsses oo

Periodic appraisals of the Apency's plans and objectives are .
carried out in conneciion with the preparation, review and approval of -
the Long-Range Assistance Stratepy (LAS)or in those countries for which
a LAS is not prepared, the Country Assistanice Program (CAP,. In
preparing these documents, missions are called upon to analyze ''the .
potential, problems and program for development of the host country"
and o identify "the goals, level, emphasis annd techriques of assistance

.

%/ The Agency's Programming and Implementation Processes are
summarized in Annex B.
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and the corollary U,S. actions and policies best suited to promote our
ecoiomic, social and political objectives within the couuntry.”

As up-dated annually, these documents provide the basis for
reviews in AID/Washington by regional bureaus, central staff offices,
and in the care of major programs by the Administrator, These reviews
focus initially on the overall policy and budgetary considerations raised b
Parts [ ("Framework for AID Strategy'") and Il {("U, S, Assisztance Strategy!''
of the annual LAS/CAP submissions., Part III ("U,S. Assistance Frograia'}
provides the basis for & more detailed review of individuai project proposals,
An evaluation of past performance is explicitly required in the conasideratia: of
both overall plans and objectives and individual project proposais. The revie
process may be formal or informal; it varies with the regional bureaus ard
with the form of assistance. Implementation is delegated to (he regional
Assistant Administrators as a function of tlheir regular ope rating duties.
The techniques employed vary with the form of assistance.

The utilization of Program Assistarce is monitored through fi«c.i,
accounting and statistical reports submitted in accordance with manual order
requirements. Special reports are not normally required for progress
evaluation of Program Assistance. The requisite facts and judgments as to
its effectiveness in achieving U.S, objectives are included in succeeding LLA5/CAP
submissions and are reviewed as part of, and in addition to, justification for
future Program Assistance, However, where specific requirements regarding
host country performance have been imposed as a condition for significant aid
commitments or for the release of tranches of a program loan, there may
also be provision for periodic evaluations of self-help performance apart
from the annual program review.

Guidelines for monitoring the implementation of Capital Assistance
activities are set forth in the Implementation Plan section of the bilateral
Capital Assistance Agreement and in the time-phased schedule of accomplish-
ments required from the borrower or grantee as a condition precedent to
disbursement. Implementatior. is monitored with respect to (a) compliance
with requirements specificaliy enumerated by AID, and (b) overall physical
and financial progress in achieving the purposes for which the loan or grant
was made. The basic methecds employed in monitoring project execution
include the review of payment requests, post audit of payment documents,
site inspections, review of progress reports and, where applicable,
end -use checks.

The evaluation of Technical Assistance activities is intended
"to assure that the project is contributing as planned to the desired objectives;
that time-phased schedules are being met and targets achieved; that
corrective action 1is instituted on a timely basis whenever required; that
the administration of the project complies with AID technical, financial and
management policies and standards: that the cooperating country is deriving
A-4




§ intended benefits trom the project; and tha! the project hies optimu.a impact
consonant with foreign assistance aids. " (M., O, 1351.1)

Progress reporting on action steps is prouvided for in the
"Course of Action' and ""Propress to date" sections of the Acuivity
Description ("E-1") for each project. Activity Descripiicns are required
annually as part of the LLAS/CAP subrnission. Recurring progress ceparts
. at more frequent intervials are also required as part of the new emphasis ou
prompt execution ot approved projects,

Progress reporting on project acculplishmeds v required a:
three-vear intervals and at project compieiion in the foriti of the Technical
Assistance Project History and Analvsis Report, The rFliAL is designed 6
record substantive progress, i.e., "toassess the valwdity of the basic
assumptions as to needs, opportunities and methods whicih led to wnitiation
and execution of an activity, " (M, O, 1341,1

As in the case of Program and Capital Assistance, various
accounting, financial and statistical reports provide a basis tor determining
compliance witnh pertinent repulations. lhe Manual Orders also require othiow
reports {e.g., Evaluation of Contractor Performance, Project Completion,
Ewd-of-Tour) which include evaluative judgments of individual aspects of
Technical Assistance activities.

2. AID Operations Evaluation Staff (AID/OES)

This office has a staff of five officials, all of them senior, It
was established by AID General Notice of April 21, 1964, partly as a result
of Congressional pressure expressed in the McGee Report. [ts mrembers
report to the Deputy Administrator, Mr, Gaud. AID/OES is intended to be
Mr. Bell's "eyes and ears,' and to serve as an "internal mechanism to
provide objective assessments of the operaticnal performance and effectiveness
of the US AIDs and headquarters." AID/OES exccutes an "executive review
program implemented by carefully selected evaluation tearns." It checks
"operational performance, program objectives, suitabilitv of projects,
loar /grant ratios, and overall responsiveness of programs to current U. S,
goals and objectives."

AID/CES written reports are very brief but are supplemented
by oral reports on delicate problems. Implementation is highly intormal,
but particular problems may be assigned to operating officials or further
staffed out to the Office of Management Planning (A/MP) before submission

to the Operations Review ('bottleneck breaking") Committee .haired by
Mr. Gaud.




3. Internal Audit Branch, Oifice of the Controller (A/CONT),
Audit Division (C/AUD). The Internal Audil Branch examines AID
country programs chiefly in terms of "compiiance control” with proper

fiscal and audit procedures. It also reports misuse of funds and diversion
of resources. Occasionally the auditors make judgment< which are properiv
termed ""Performance Evaluation, ' however, Reports on country program-
are detailed, ranging from 50 to 100 pages. The reports also consiaer ror-
tfiscal problems, however, such as personnel operations and security
procedures, procuremear, housing, Embassy administrative suppor' and
property management. P.L. 480 programs are .1lso examinert including
local currencies generated.

Three country program studies in the LA area have been
cursorily examined: Argentina, Bolivia, and Colombia. Thev follow a
common format and are divided into sections: General, Program Operations,
Financial Operation, Administrative Cperations, Cooperative Service Cperati.i.
and exhibits, The Cooperative Service Cperations cover se¢rvicio operations,

4. Maragement [nspection Staff ( MIS) (1964--). (See Section 1.D)

After April 1964, the country study evaluation function was
transferred to AID/OES and thus MIS dropped its '"performance evaluation®
activity. It kept its "compliance control" function of investigating alleged
malfeasance or waste and remains the primary '"crook catching' arm of
AID. The new status was formalized by AID General Notice ot April 21, 1964,

5. Office of Technical Cooperation and Research, Office of
Research and Analysis (TCR/RA or "ORA").

The present TCR/RA or "CRA'" has a complex history. In brief
it is the descendent of REPAS, the Research, Evaluation, and Planning
Assistance Staff, which was established by General Notice of December 29,1961.
REPAS consisted of four divisions: Planning, Research, Evaluation, and the
TASG. The Planning Division under Dr. Karl Bode was later incorporated
into the Program Coordination Staff (PC) w hile the other divisions stayed
with what is now TCR.

The research and evaluation arm of TCR is thus "ORA" and the
latter's functions are described in M, O, 204,5 of July 28, 1964. Briefly,
ORA works + . :the Regional Bureaus in directing outside research on
economic growth and analytical studies of the foreign aid program. An
in-house research capability and responsibility for these topics is also
implied, but not very clearly. The oversight of outside contract studies
has occupied most of the time of TCR/RA, but the allocation of responsibility
for these studies between TCR/RA, and the Regional Bureaus is not very
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clear. Secondly, ORA "surveys' the development research tfield and dis-
seminates its findings within AID and outside to other exe«utive branch
agencies., I.astly, ORA serves as uan interregional cooraination point for
AID research and evaluation efforts and establishes A1ID reporting require -
ments for these eftorts,

OKA organizational structure is currently under studv.,  DOr,
John Wilkex, Director of ORA, has suggested several changes in his paper,
Planning, Fuading, and Management ot Research in A. [, D, of December ?°,

1964,

TCR/RA overcrees nunierous vontract studies. «ome ot which
. re evaluations of AID programming and others wnich bear airectly on such
evaluation. One such proposed contract is a large-scaie studv of AID
world-wide programming trom the political science point of view bv the
riudson institute,

6. The Operations Review Commitiee (OR(), This Tomroittee

1s composed Z)tv;en*xo_r—\zl)—/\N “stalf officials: Mr. Gaud, Deputv Administrater;
Mr., Hall, AA/A; Mr. Hutchinson representing the Regional Bureaus;

Mr. Waters representing central staff and procurement; and Mr, Hilliard of
TCR, representing social and human resources aspects of AID operations,
The ORC was established by AID General Notice of August 31, 1964 and is
intended as a high-level "bottleneck breaking' operation for the Administrator.
This function is suggested by the fact that the ORC is chaired bv the AID
Deputy Administrator, Mr, Gaud.

Problemsconsidered by the ORC are often staffed out to A/MP
for drafting of detailed issue papers. The first two of these ""lssue Papers"
considered by ORC concerned "IlLogistic Support tor Contractors" and
"Prompt Execution of Projects.,"

7. Office of Management Planning (A/MP). Much of A/MP's work
is done on an agency-wide basis. This includes preparing manual orders,

devising and improving document flow, and improving contracting procedures,
post-analysis of Participating Agency Service Agreements (PASA's, When
closely examined, however, this work often has an impact on individual
country projects. Thus PASA's are usually corncerned with a given project

in a given country, while Commodity Procurement Instructions (CPI's) and
bilateral program assistance agreements also relate to a given country,

The Management Analysis Divisior of A/MP (MP/ MGT) also
affects individual country projects indirectly but substantially in its
management studies of individual missions. Thus USAIDs in South Vietnam,
Korea, and Brazil weve reorganized after inspection by MP/MGT teams,
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The "Draft Management Survey ot the USAIDL Braziit" was « recent example
of such a report tor the Administrator ot 124/b/04., frocecurd: stuties 3
program reporting oy project conlractors uiiectly hinpinge on project
efficiency; such stuaies were compteted 1n Laos &nd india.

A/MP was also assivned impaeaentatnon r2sponsibiitme . toe
the AID effort to improve project etticiency knowr as "Frompt kXecucion
of Projects. ' A/MP reported to the Uperacerns heviev: Commitice (ORC,
ander the Deputy Adininistrator (Mr. Cauug) vn keplouaas bureru compriance
with the adrministracorts inesracticons (AIDTO TP A-43) any tn: ceputy
Administrator's tollow-up messatec NN LG CIRG A -1ud).

Studies to improve and cozsolicale Miss.on adiminiscrative
and logistic functions indirectiy atrtect indiviaual country projects, During

the summer oi 1965, A/MP teams ~i1sited Atrican missions to s.ai1y the

introduction ot Combined Adrmimsirative Maragemernt Urganizetions (GANbo - -,
A siudy of maaagement consolidation vuporaiiles i Luln SnGr o was
carriec out ijointly with the Ceparimernt of Stide in Niciragua, Hoaduras,
Mexlco, Guatemaula, aud Venezaela; additional studies o -e piaaned,

8, Ad hoc evaluations: In addition to evaluation "built into" the
program and implementation processes and evaluation performed by staff
units outside the Reygional Bureaus, AID conducts eval:ation on an ad Loc
basis:

a. AID Regional Bureau l'eams: ['he Regicnal Bureaus vccasiornaily
send out senior officials to evaluate country programs., Examples incluue a
team sent to Cambodia under Robert A, Smith, then with the Fair East
Bureau., Several teams were sent to Latin Amenrica and othes -egions -during
the "Turniround' period of 1962, Teams from the Regional Bureaus may
assist the missions in the preparation ot the annual country prozgram (LAS/CAF),

Regional Bureaus are also authorized to finance ana oversee
contra<t evaluations of projects, sectors, or total country programs. The
first such evaluation of a total country program is now underway in Taiwan
under Professor Neal H, Jacoby. "The Jacoby Study will evaluate the U. S,
aid effort in Taiwan since 1951 in depth; i1 is being funded and staffed
exclusively (except for Professor Jacoby) by the Far East Region and the
Taiwan Mission of AID,

b. Evaluation by Senior AID Ofticials: The Administrator or
his Deputy as well as other senior line officials occasionally visit Missions
for what is, in effect, an unstructured evaluation of a country program. This
evaluation may consider the whole country program or, more usually, some
crucial part. Similar visits are undcrtaken on occasion by senior officials
of the Office of Program Coordination (PC), the Office of

: Technical
Cooperation and Research (TCR), =5 tne Office of Material Resources (MR)
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Dr, Chenery, former Assistanl Administraior for Program and head of
PC, visited India last year and repotted on the plannin, p.ocess and
capital formation problems tuere,

B. Outside AID

1. Comprehensive Country Programming System (CCPS5,

The CCPS is basically & cocmiputer prini-dat oi ail Counisy
Team activiti

Jollars, Ti.e policy goal is derived trom a MNatisual £Lolicy ¢+ “cotapasite ™

Pape r; the measurements are estiMmiales Dased on MisSion Nierviews, Iin
the LA Region, CCPS books have peen compicieu for Argeniinag ara Colombia,

Thus CCPS is not concerned with qualitative judgrnents au aii
and in that sense is not really an "evaluation' activity, It does provide
a useful management tool for evaluation, however, by giving Mission
Directors and project managers an idea of the existing allocation of
Country Teamn resources.

2, Foreign Affairs Information Management Effort (FAIME),

FAIME is a large-scale interagency project with stafr suppor:
from AID, State, USIA, and ACDA., The main contribution, however, will
be made by a management consulting firmni, Dunlap and Associates, Inc.,
which is to carry out Stage I. Execution of Stages 1l and IlI, however, will
depend upon the successful completion of the crucial Stage I.

Stage 1 is to last six months and is divided into an Interagency
Task {Section A), and an AID Technical Assistance Task (Section B).

Under Section A, Dunlap and Associates, Inc, wili examine
interagency information requirements for six moaths, Under Section B,
the firm will concurrently ""design and develop ... an improved inforination
system for all major aspects of the TA process in ALD, "

The design of an improved TA management information system
would then proceed and be pilot tested, a final report prepared, and the
final system installed,

The AID TA manragement Information system of Section B will
really be developed during Stage I arnd part of Stage II, a total period of
about ten months, Other management information system efforts for
AID would then presumably follow: "This effort is planned as one of a
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series of intormation systems projects which are aimed at the eventual
development of an integrated AID information management system
covering all major facets of AlD activities,"

Obviously evaluation of AiD Ta cr-teria it reauired for
successful completion of thiz ambitious project. At ne present tme,
however, the statfing of the AID task torce is just completed and the
contractor selected by the Bureau of the Budget., An interim '1inza) paper®
on FAIME has therefore been postponed until the project crystalizes, -
BOB also plans to make a substantial finsnrcial ~ontribution (rom tne
President's Management Improvement F ind to implemert Stare |,

3. Bureau of the Budget (BOB).

This Bureau evaluates AID programs by participating in CAlF
reviews for eact countrvy, if it so desires, and bv discussing country
programming problems with AID Regional Bureau planning offices and
with PC. It also exercises an important evaluation function by discussing
with AID officials proposed country programs during its review of the
foreign assistance budget to be presentea to the Congress,

4. Office of the Inspector General for Foreign Assistance (IGA)

IGA was established by statutory authority, Section 624(d) of
the Foreign Assistance Act of 1961, approved September 4, 1964. By
statute, it reports directly to the Secretary of State. Both the Inspector
General and the Deputy iuspector General are appointed by and with the
advice and consent of the Senate, and hold the rank of Assistant Secretary
of State.

IGA is a central point outside the operational chain of command
for overseeing AID and PL 480 prograrns, MAP, and the Peace Corps, It
carries out reviews, inspections and audits of programs '"fcr the purpose
of ascertaining the efficiency and economy of their administration, and
consonance with the foreign policy of the United States, and the attainment
of their objectives. "

Under statutory authority also, IGA may require reports and
documents from all Executive Branch agencies conducting these programs .
and may also suspend projects after written notification to the Secretary
of State. This suspension authority, which does not cover MAP projects,
applies to any AID or Peace Corps project, and to those portions of the .
PL 480 program administered by the Secretary.




IGA is staffed by about twenty-three professionals with
beckgrounds in accounting, engireering, the FBI, the GAO, and auditing.
Some are FSOs with an economic background, others are MAP specialists,
local currency experts, etc,

Since it came into being, 1GA has made inspection trips to
about 80 countries, It works normally on a "case" basis, examining
programs or projects which seem to be in trouble, Although a portion of
IGA's time is spent on matters involving possible malieasance, the bulk of
its effort is concernec with improving the effectiveness of ongoing progiams.

IGA has recently investigated ailegations of overstaffing in AID Missions,
non-utilization of commodities, behind-schedule construction proiects,
duplication in AID and MAP financed telecommuni tious systems, balance

of payments reviews involving the substitution of 1vcal currencies for dollav
expenditures, and improved use of excess property. IGA reports customarily
takes the form of one or t:o page letters which are sent to the head of the
responsible operating agency,

5. General Accounting Office (GAO)

¥Final paper to be completed later, The GAO makes country
studies of hoth the economic and military assistance programs, These
reports are made directly to Congress, as the transmittal letters from the
U.S. Comptroller General to the Speaker of the House and the President
of the Senate indicate. The reports range from about 40 to about 80 pages
and cover a ""Synopsis of the AID Program, " "Administration of Appropriated
Funds, ' "Administration of Local Currency Funds," "End-Use and Internal
Audit Activities, " Development Projects, ' "Technical Exchange Projects, "
and "Financial Statements.!" All the reports are classified, and the
separate MAP country evaluation studies are usually SECRET. GAO evalua-
tions are part of the '"compliance control" category in that they deal with
alleged or actual waste, dishonesty, diversion of resources and money, etc,
Like the AID Controller (A/CONT) reports, they are chiefly concvrned
with fiscal and audit aspects of the economic and military assistance
programs,

6. Congressional Committees:

A wide variety of Congressional committee studies are conducted.
Some of these are reports on legislation, others result from field trips made
by important Congressional subcommittees, a few are individual reports by
Congressmen or Senators. Some of the more important are listed here for
illustrative purposes: Report of the Committee on Foreign Affairs (on the
FAA of 1963) 140 pp.; Hearings before th SubCommittee on Interamerican
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Economic Relationships of the Joint Ecornomi: Committee (492 pp.);
Report of the Staf! Survey Team of the Subcommittee tor Review of
the Mutual Security Programs on the Housing In\restr.x;é;{b"ﬁ-r:ﬂt_y—
Program and the Economic ALD Program in Panama (24 pp.); Report
of the Special Study Mission to Ldtl.x_‘;-AYﬂ(,r ':-‘r,ﬁf’e ru, Ecuador, Ceolombia
Panama, Costa Rica (66 pp.); Report on Private Investrnent in Latin
America, Subcommittee on Inter-American Economic Relationships ot

the Joint Economic Commitiee, Stuidy Mission to South America, Report

of Senators McGee, Moss, Engle, and Youug to the Committees on
Appropriations, Interior and Insular Affairs, Agriculture and Forestry,
and Armed Services; Repor of Se-ator H: ~kernlooper to the Committee

on Foreipgn Retatons, Latin A'rr‘er Ca; Reporu of Senator Mdnsheld
Latin Ameriva and U.S. Policies; Report of a Study of U.S. Foreign

Aid in Ten Middle Fastern and Atricun (,o:* tries, submitted by Senator

Gruening to the Sntcommit.ee 0 Reo: -ganization arnd International
Organizations o1 tte Corr.mittee on Governrnent Operations (472 pp.).

Two other Congressional commitftee evaluations which have had
real impact on our foreign assisiarce prograin are the Moss Subcommittee
Report on U.S. -Ownred Foreign Curvencies and the McGee Report ¢n
Personnel Admizistration arnd Operations of Agency for International
Development., Thrhe McGee Repor! led to an extensive self-analysis on the
part of AID and to the estabiicshranen' of AID,OES as well as to a new look
at AID headquarters operations and orgarizational structure.

A new form of report mayv have been introduced with the dispatch
of a mixed team to study the Brazil country program under the leadership of
Mr, Paul J, Cotter of the Senate Appropriations Committee (SAC). Mr.
Cotier was acconpanied by one S.A,C. secretary, one GAO representative,
and a represeniative from AID's MIS, The group is to examine the
administration of P, L., 480 in Brazil, local vurrency accounts, and the
implementaiion of McGee Committee recoramenrdations., Details in £IDTO A-
603 of 11/23/¢4,

III. Some E-valuation Activities of Rela‘ed Endeavors.

A, Export-Import Bank

The Export-Import Bark's appraoch o the problem of evaluation
is primarily project oriented. In reviewing applications for long-term
project lending, the Bank plays a role aralogous ‘o that of an investment
banker. Its staif engineers, economists and loarn officers analyze

feasibility studies prepared by the applican! or outside consultants. This
analysis includes a considera‘ion of: '
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Overall policies: consisterncy with U.,S. foreign and monetary
polic; the Bank's exposure in the country; the relation of
the project to other possibilities for Bank tinancing.

The country's position: the iegal setting; monetary framework;
external debt structure and repayment capacity; development
plan or program; attitude toward private investment,

(c) The investment proposal itself: normal banker's appraisal of
techrical, economic, finarcial and engineering feasibility,

* The Bank does not normally attempt to evaluate alternative prx)je.n:ts
in tern: of their potential contributions to economic development; i, e., it
is concerned with the selection of "good!" rather than '"best" projects. Nor
does the Bank '"program' in the for:nal sense ot establishing firm country
quotas, althouph t.e Bank's manragement does have informal views on the
country disposition of its loans, The primary concern at ihis level is the
Bank's total exposure in a giver country.

Loan agreements establizsh conditions precedent 1o dishursement
and also stipulate reportiny requirements. The implementation of project
loans is moritored hy the Bank's starf through a review of periodic reports
supplemented 17 on-siie inspentions,

B. Peace Corps Offize of Plan:ing, Evalﬁation, and Research (PE&R).

PE&R is one of five coordinate offices reporting to the Director
of the Peace Corps, Mr, Shriver. 1! is responsible for implementation of
evalnation, planning, and research i the Peace Corps. In addition to an
Associate and Deputy Associate Director, PE&R has Evaluation, Planning,
Special Projects; and Research Divisions. The Director of the Evaluation
Division (PE&R/E) was Mr, William Hadd..d, formerly with the New York
Post. It is now Mr. ClLarles G, Peters, Jr., and is still staffed largely
by persons with press backgrounds choser. tor their writing skills ocwing
to Mr, Shriver's view that reports to be ciiective must be well written.,

The evaluatior function was built into the Peace Corps organization
at the very beginning some four years ago to forestall media and Congressional
criticism. Thus the {irst evaluaiions could only assess training of Peace
Corps volunteers (PCVs). Evaluations now include PCV work abroad, and
are prepared by one PE&R/E officer within four to eight weeks depending
on the scale of country operations. This period includes from two to five
weeks drafting the reports. The result is an evaluation report of about




75 double-spa~ed paues orf larpe tvpe, All past records have been vlassified
Limited Official Use, but unclas-iried ver=ions of future reports are planned
for public distribution, To date 1o repor:s have been made available to
Congress on either a4 formal or inrormal basis because Conuressional
committees have never requested them, a.cording to 1ir, Joseph G, Colmen,
Deputy Director of PE&R. One PE&R/E representative tries Lo visit

each country once a vear, to complete an "interim' evaluation report on
each project, Implementition reports by iine program oftices are due 30
days after completion of these evaluation reporis, ana PE&R has responsi-
bility for making s1nre tha its recommerdations are carried out,

Pearce Corps projects are programmed to individuat PCV 1ours
of duty and thus last two vears (nless renewed). At the end o1 tae project

and his tour of duty, each PCV purtivipates in the "Completion of Service
Conference' which: lasts two dav=, O the first day cach PCV assigned to

the project fills out & gqueriionnaire basea on a standavrd checkltist of questions,
An orrticer of the Divirion or Vorunteer Support (PCh/Vs) from Washinglon
plus & second Peavce Corps starl officer either trom Washington or a third
country then compile tre (restionniaire~, The second cay of the Conference

is devoted to 2 round-table discussion with all PCV's assigned to the

project., A compoz=ite "Report of Completion ol Service Conterence' is

then drafted which recommends improvements and continuance or termination
of the projecr.

Evaluation research is conducied by PE&R's Researcn Division
(PE&R/RES)., A "prid" or matrix har been prepared listing Peace Corps
functions (Heal:l.,, Tea~hing, Commuznity Development) across the top,
and regions {Far East, La.in America, ete.) up the siae, PE&R/RES
then selects a cortraci tea'n of qualified social scientists to study one
project in each funz:ion in each region, Thus one health project in each
of the four Peace Corps regions has an independent research component
attached, The resea~_h scientists ~onsult with the project operators but
are strictly independent., It appears that some diftficulty has been
experienced in Tonvincing these operaors ‘the Peace Corps Representative
and his staff and varions Washington statff) of the value of sauch non-operational
scientific researci:. Nevertheless this svstem permits careful long-range
scientific studies whizh also have the advantage oi post-project evaluation
to see if the projest thas taken root alter the last PCV has left, This
research prozram is about three vears old having been established about
a year after the evaluation program,

Andits of Peace Corps projects were tormerly conducted by the

PE&R Inspector General; they are now carried out by the Management
Office which is a unit coordinate with PE&R,
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C. _Ford and lii)ckefellex' Foundations .

The two major U.S. foundations with substantial international
programs, Ford and Rockefeller, use a variety of techniques to evaluate
the effeciiveness of their actlivities, any of these teckniques and the
criteria underlying them are simni ar to those used by AiD.

In evaluating individual programs or projects, particular
attention is focused on tne stages at which the foundation's leverige is
greatest: the "pre-commitment' stage and during the review of appli-
cations for grant reunewal, Detailed discussions between foundation swaff
and a progpective grantee normally precede the submission of a formnal
application for assistance. I the course ot these discussions, substantial
agreement is reached at both the field and headquarters tevels as to the
value of the proposed activity and the intended course of action, By the
time the formal request is received, approval is virtually assured.

The terms of thie grant apreen.ent require periodic and terminal
reports by the grantee. These repor's are supplemented by informal '
contacts between foundatior sta l and tie grantee, by reports {rom
foundation field staif, and by periodic visits by headguarters personnel. In
certlain instanres, specilic provision is made for evaluation by project
personrrel, including ‘ue collettion of baseline data and subsequent cheuvke
against these data. 1u other instances, the foundations undertake studies
of individual projects to codity experience which might have applicability
elsewhere. Ford and Rockefeller also use independent consultants to
evaluate their activities, particularly when considering requests for
furthe. assistance, The Ford Foundation's Office of Policy and Planning
has recently been given overall responsibility for evaluation and is
considering ways of carrying o1t this fuaction.

D, The World Bank Filnif.l}_’_.

The following notes deal primarily with the IBRD; much of the
material is also relevant to IDA, and to a lesser extent to IFC,

The Ban!:'s processing of a loan request generally begins with
exploratory discussions and preliminary investigations Lo review the
economic situation and prospests of the borrowing country as well as
the relation ol the project uuder consideration to sector and national
development necds. A more terhnical and detailed analysis is then made
of the engineering, financial, and other aspects of the project,and of the
appropriate conditions for a loan. [n conducting these investigs ‘ons,the
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Bank relies on information available at its neadquarters as well as on
visits by Bank missions {o the borrowing country, Ilndependent consultants
are often members of these missions,

The investigation phases are followed by formal negotiations
with the borrowing country. When agreement has been reached on the
project and on the terms and conditions of the loan, the loan and
guarantee agreements are presented to the Bank's Executive Directors
for their approval.

The implementation of the loan includes disbursement and
servicing, a continuing scrutiny or the construction and later the operations
of the project, and a continuing review of the economic and financial
conditions of the borrower and of the country in which the project is
located., The monitoring of these various aspects continues until the loan
is repaid. Project progress reports and general economic and financial
reportis are required of the borrower and the government concerned,

These reports are supplemented by periodic visits of the RBank's statf,

Sinnce the Bank's resources have proved more tha: adequate to
support "sound and baizkable projects in credit worthy countries,” it

has not had to face squarelv the problem of country allozation. The Bank
has, however, heen sexnsitive to the criticism that more than 70% of its
inves:ments have been concentrated among fifteen countries, It has
attempted to meet this problem, not by relaxing its criteria for preject
selection, but by providing assistance to other borrowing countries in
development planning and project appraisal, and by broadening its lending
operations to include sectors {e.g., agriciulture and education) other than
these (i.e., power, industry and transport ) in which the Bank has
traditicaa.ly been active.

IDA, on ‘he other hand, is rmaking a conscious effort to assurs
wide geographic distribution of its development credits, taking into
account the priority to be given poorer countries. It has also set limits
or: credits to some countries to prevent tiieir absorbing a disproportionate
share of IDA resources,

As a leader, membter, and obhser~er in various consortia,
consultative groups, and regional organizations such as CIAP; the Bank
is increasingly involved in a multilateral evaluation of country performance.
The Bank's recognized compeotence, :ts substantiai resources, and its
international character (i.e., relative ‘reedom from nationa! noun-economic
considerations) all serve to increase its leverage in this kind of evaluation,
The Bank takes a positive approach to its de facto responsibilities as the
leading intermnational lender by, for cxanipl_e,_sgding teams to make
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exhaustive reviews of the economic conditions and related policies of
borrowing count-ies.

E. United Nations and the Specialized Agencies.

The UN and the Specialized Agencies carry on technical assistance
programs in over one hundred countries and territories. The interest of
the member ct:.tes and of the UN system itself in evaluating these activities
has been reilec:ed in a number of resolutions, conferences, papers and
reports.

The UN Economic and Social Council has diiferentiated between
three types of evaluations: (1) efficiency of management and operations;
{2) techrical soundness of programs and the methods employed; and (3)
ove=all impact of the comtined programs of the UN system on the
economic and social development of the recipient countries. The
operational and "technical' evaliations are considered to be the responsibility
of the implementing agencies,

In conducting these two types of evaluations, various techniques
have been employed: official missions to review projects; periodic
reports by experts and headguarters' comments on these reports; an
overall assessment of country projects for the determination of prioricies
at the time of programminrg; mid-year and end-of-year reports for Special
Fund projects; selected follow-up studies or participant trainees; and
regicnal meetings with the chiefs of projects. Special management surveys
have also been made to assess the efficierncy of operations, staffing,
administrative procedures and financial controls.

To measure the overall impact of its technical assistance activities,
the UN is now planning for the first time a series of pilot studies in
selected countries, The UN's project as versus country pregramming
approach and the small proportior of its contribution to the total develop-
ment effort in a given country, make this kind of evaluation most difficult.
The recent UN Special Fund report on the volume of investment stimulated
by its preinvestment surveys is another approach to the problern of overall
evaluation.

F. Organization for Economic Cagperation and Development,
Development Assistance Committee (OECD/DAC)

DAC was established in 1960 to assist the development of the
less developed countries by increasing the volume of assistance provided
by its member states and improving overall efficiency by closer coordiuation
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of aid efforts and policies. An Annual Review is conducted to examine
the results and effectiveness of the different bilateral aid programs and
to provide guidance for improvement, These reviews are provided with
statistical tabulations of financial flows and studies on special problems
such as aiu tying and assistance terms,

The DAC is also concerned with promoting the couidiaatien of
aid programs in recipient countries or regions where a number of member
states are involved (e.g., Greek and Turkish consortia). In addition, a
number of meetings and working parties have been sponsored on such
matters ¢ <: the methodology of quantitative analysis of aid requirements,
factors aitfecting the supply ol assistance, and the requirements for and
supply of technical assistance. The terms of reference of the working
party on technical assistance include an examination of the need for a
closer link between capital and techni cal assistance,

G. Inter-American Developme=nt Bank (IDB)

The operationsdth:e IDB are somewhat analogous to those of the
IBRD and IDA. Wit its ordinary capital resources ihe IDB makes loans
to finance develnpment projects. These loans are repayable in the
currency in wiich they are made., They normally cover foreign exchange
costs, Loans from *he Fund fr+ Special Operations are made on more
liberal terms, are usually repayable in the currency of the borrower,
and are for projects for which financing trom the Bank's ordinary resources
is not ~.vailable. The bank also administers the Social Frogress Trust
Fund for the U.S. Government.l.aans from this source are made on a
basis similar to those from the Fund for Special Operations. It is now
planned to combine these two Funds into one ''soft loan' operation,

Recaests for IDB assistance are evaluated in terms of various
statutory and operational crite-ia. These include the relationship of
the activity to sector and national development programs, and the
activity's engineering, technical, financial and managerial feasibility.
In administering the Social Progress Trust Fund, the Bank has been
guided by certain '""Basic considerations tfor the Evaluation and Selection
of Projects in the Fields of Land Settlement and Improved Land Use,
Housing, Saritation, and Education, ' as defined by the U,S. Government,

Loan implementation is monitored by periodic reports from the
borrower and on-site inspections by Bank staff. Having started operations
in late 1960, the IDB has only a lirnited basis for evaluation in tcrms of
performance or results,
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H. Inter-American Committee for the Alliance for Progress (CIAP)

CIAP was established in November 1963 to implement the
Alliance for Progress as a cooperative development effort rather than
as a U.S. aid program, Its principal functions are (a) to review
continuously Latin America's own efforts to achieve the objectives of
the Alliance and (b) to make proposals regarding the application of both
internal and external resources to further the objectives of the Alliance.
The U.S. has agreed to give ''special attention' to the recommendations
of the Committee. The Export-import Bark, iBRD, IDB and IMF participate
in the country review sessions,

The CIAP review sessions, F~sed on an analysis of each country's
development plan and programs by the Panel of Nine and the CIAP Secre-
tariat, are internded to ascertain what actions have been taken to bring
about needed internal reforms, to improve administrative practices,and
to adopt financial ar.d economic policies conducive to achieving the goals
of the Alliarce.

Particular attentiozn is paid to steps taken to improve development

planning, the preparation and execution of projects, borrowing practices
and controls over investment, and the incurring of external debt.
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ANNEX B

AID Programming and Implementation Processes

I. Programming Cycle.

The annual programming cycle begins in April with the issuance
by AID/W of general guidance for the preparation of the budget
year's Long-Rauge Assistance Strategy (LAS) or, for countries
for which an ILAS is not gprepared, Country Assistance Frogram "
(CAP). The LAS/TAP system calls for a comprehensive analysis
by the mission of '"the potential, problams, and program for develop-
ment in the host rountry and identifies the goals, level, emphasis
and techniques ot assistance and the corollary U. S. actions and ;
policies best suiied to promote our economic, social and political
objectives within the country.'" In preparing the LAS/CAP the mission
may be assisted by a special team from AID/W.

Parts I and II of the LAS/CAP ("Framework for AID Strategy"
and "U.S. Assistance Strategy') are normally submitted in July
of the year preceding the year of authorization/obligation. This H
submission provides the basis for the Agency's funding request to the )
Bureau of the Budget and for the President's annual budget message
to Congress. Part III of the LAS/CAP, containing the Goal Plans
and detailed Activity Descriptions, follows in QOctober. '

fhe LAS/CAP submissions are reviewed by the regional bureaus,
staff offices and the Administrator during October-December. Follow-
ing completion of these reviews the Congressional Presentation is
prepared and submitted (February), using the information contained
in the annuai LAS/CAP subimissions as modified during the AID/W
review. Comments on the ILAS/CAP submissions and supplemental
guidance for the approaching fiscal year's program are sent by AID/W
to the field in the spring.

Immediately preceding the Leginning of the new fiscal year,
the missions arec informed by the regional bureaus of those
technical assistance projects (a) approved in substance, subject




to the availability of funds, (b) disapproved, and (c) those requiring
additional justificuation.

At the beginning of the new fiscal year the initial Operational
Year Budget (OYB) is prepar.d by the Program Coordination Staff
(PC), reviewed by the regional burcaus and staff offices, and
approved by the Adminmistrator. Th:s QYB contains the tentative
planning levels by country and funding categery. It constitutes
authority for the regional burcaus to proceed with the issuancy
to the field of the documents authorizing the obligation of funds.
From July until the agppropriations legislation is passed, the OYR
18 limited to funds available under Continuing Resolution authority.
During this period funds are 2llotted to the mission. to cover the
costs of approved projects and the continuinag costs of praiacts
still under discussion so as to cover as fully as possible th
Missions' indicated possibilities for carly obl.gation,

Firm funding levels and full allotments for all approved
projects are made as soon as possible after Congressional appro-
priations action is completed, scy in Cctober. Programs not
approved prior to Congressivnal action are reviewed again during
the consideration in AID/W of the up-dated LAS/CAP submissions
for the subsequent fiscal year Further rcfinements may be
made therrafter on an individual project basis as additonal justi-
fication is received from the field.

As mentioned above, the OYB constitutes authority for the regional

bureaus to proceed with the preparation and approval of the authorizing
documents appropriate for each form of assistance.

1I. Program Assistance

Within the planning levels approved in the OYB, funds for
each "Program Assistance Activity'" are approved (authorized)
by the regional Assistant Adininistrator, or in certain cases by
the Administrator, through the issuance of a Program Assistance
Approval Document (PAAD).
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The PAAD is prepared bv the repional bureau to cover a specitied amount of
one of the three ex'ernal resource vategories ol program assistance (AID
commuodity program assistante, PIL 460 program assistance, or cash
transfers). Local currercy for budget support is approved by the Mission
Director within limits authorized by the regional bureau. The mission
document corvesponding te the PAAD is called the "Release Authorization,

The Program Assistance Agreemer’ is negotiated on the basis ol the
approved PAAD, and vonstitutes the ob.igating document for. AID Commodity
Prosram Assistance and cash transters, Similar documents are used {or
PL 480 and local currency program dassisiance,

Implementaiion procedures vary with the form of program assistance and
the method o tinmeing, The utilization of program assistance is monitorea
tnrougn various fis ~al, ac:ounting and =tatistical reports, Special reports
are rot mormaily required tor progress evaluation of program assistance as
a whole. Anuiysc= ol i'= ettectiveness in achieving U, S, objectives is included
1 succeeding LAb/L»\I’ revisions, and i- evaluated as part of the regular
program review proce-=2. The:e has beew a trend, however, toward reguiring
spectiic
significant ai« cormmitinents or jor the release of individual tranches of a

perfornasoe by “he resiplent government, either as a condition tor

program loar. {n these ases there may be provision Jor periodic "evaluation
of self-relp pe-for-~.ance i addition o the araual program review.

III, Capital Assistance,

Within tre plunsing levels e-zablished in tre OYB the review and approval
of i*)di‘./'?u'a] loan application involves three steps. A preliminary review is
unde:taker by the misgiors to determine if an application warrants detailed
examination
is warranted, 're miss<ion submits to the repional bureauw a request {or intensive
review (IRR). If approved by the regioiral Assistant Administrator, the intensive
review is underciken either in the field or in AID/W by a Capital Assistance
Commitiee. T'iz Committee examines i~ depth the techrical, economic and
financial details of the proprsed aciivit ard records its fiadings in a Capital
Assistance Paper., The paper iz tlen 1eviewed by the mission, regionai
bureau concerned, aad by the Offizes of Development Finance and Private
Enterprise (DFPE) and Program Coordination (PC). Depernding on the amount
and type of U.S. financing and other issues involved, the paper may also be
rev1ewed by fhe D°velop*nent Loarn Starf (‘nm__,_ttec, ‘he Developm’nt Loan

\
J
3

i

a1 the light of overall U,S. strategyv. Assuming such an examination

Authorlzatlon. All loans require, in EiddlthI‘., clearance bv the National
Advisory Council oz International Monetary aad Financial Problems.

™y
-
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The Capital Assistance Authorization constitutes direciion to the Capital
Assistance Committee to prepare the Capital Assistance Agreement and
implementation letter. The latter contains (a) conditions precedent to
disbursement, (b) procedures to be followed in accomplishing the purpese of
the ac‘ti'«ity, and (c) documents and reports to be furnished by the borrower
or grantee. When cleared by ihe regional Assistant Administrater, the
draft Agreement and Letter are sent to the borrower/grantee for negotiatios
The Agreement is normally executea in the field under authority delegated
by the regional Assistant Administrato: to the Mission Director or Ainbassador,

The implementation of capital assistance projects is monitored through
audits, reviews and on-site inspections. These methods provide information
to compare the timing and substance of the actions taken against the original
plans.

IV. Technical Assistance.

The AID/W review and approval process for technical assistance projects
negins with the annual program submission (LAS/CAP) from the mission,
foltowed by advice of AID/W substantive approval, and ends with the notification
to the mission of project approval and the allotment of funds,

The AID/W review process may bhe cosncted either under informal
regional bureau procedures or througl hearings rfor selected projects which
warrant more formal consideration by the regional Assistant Administrator
and in some cares by the Administrator,

The basis for the review is the information contained in the Activity
Description (""E-1"), the Goal Plan, and the CAP/LAS. In reviewing individual
projects consideration is given to the justirication, targets, adequacy and
thoroughness or planning, feasibility of proposed implementation methods,
and realism of proposed funding.

Subst ntive approvals are sent to the fieid in the lust quarter of the fiscal
year prior Yo the year of obligation, or as soon thereafter as possible.
Beginning in July tormal approvals are issued by the Regional Assistant
Administrator or, in spezified casesg, by the Administrator in the form of
the Implementation Approval Document (IAD). Projects continue to be
approved on an individual basis during the fisezal year, Those not approved
under Continuing Resolution authority are reviewed again during consideration
of the budget year's LAS/CAP submission,

Implementation of technical assistance projects normally begin with the

annual signing of bilateral Project Agreements, and includes the issuance of
implementation orders for goods and services. Responsibility for the
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preparation and signature of Project Agreements and implementing orders
usually rests with the missions.

Progress reporting is required in three forms: (1) on action steps through
the "Course of Action' and "Progress to Date' secticn: of the Activity
Descriptions submitted as part of the annual LAS/ZAP; (2) on action steps
through periodic reports to the regional bureaus, now required as part of
the emphasis on prompt implementation of approved projects; and (3) on
program accomplishments through the technical assistaince Project History
and Analysis Report (PHAR).

PHARs are required for each project at three-year intervals, They are
designed to permit an evaluation of the validity of the judgmeunts which led
to approval of the project, the effecuiveness of U.5. and country performance,
and the overall nsefulness of the project in terms of current UJ.S. objectives.
Evaluative judgments are al«o called for in the Project Completion Report
which is required at the ernd of each technical assistance project.

V. Sets of Criteria

The formal standards or criteria - legislati ve, policy and administrative -
governing Agency operations are found in the AID Manuai, Policy Determine -
tions, Gencral Notices, and messages from the Administrator and
Regional Assistant Administrators.

These sources provide innumerable e» plicit criteria for inter alia,
the evaluation of host country performance, program vs. project assistance,
multi-year commitments, loca! cost financing, short-term balance of
payments financing, the various assistance instrum<ats (loans, grants,
Supporting Assistance, Contingency Fund), special programs and policies,
the major forms of assistance (program, capital, technical )}, and the
planning, review and ap~roval, and implementation of individual
programs and projects.

In some cases the criteria are very detailed. The checklist of
statutory criteria for development loans, for example, contains 45
items. In other cases there is a recognized need for greater specificity
as in criteria for measuring host country performance. There are still
other areas for which explicit criteria are lacking. For example, there are
no M. O. 's on the following: regionalism, population control, goal plans,
technical assistance (TA) implementation methods; technigues for the
evalaation, synthesis and disscmination of TA reports, sector and mnlti=
sector guidance, and "Evaluation." These M.O.'s were to be prepared
as part of the follow-up to the Implementation Project which ended in
October, 1963. They have rot yet been issued.
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There are also instances in which the criteria 2-e stated but techniques
for applying them are not. The Mannal Qrders emphasize, for example,
that "the process of developing, selecting and/or evaluating specific projects
should normally do more than determine that they are technically sound
and useful; it should, to the extent possible, determine that the projects
chosen are the most economical and efficient feasible alternatives for
producing the desired results!' (M. O. 1099.1) . Yet 14.0. 1024.1 dealing
with overall objectives and specific prejects, goal plans, sector analysis,
productivity criteria, and related techniques has not yet been issued.

Even if detailed guidance of this iype were available, the Agency's
efforts to select the '""best" projects would be limited by other factors.
These include inadequate planning capability in the recipient government,
scarcity of alternative projects available for comparative pruposes:
pressures of time, shifts of personnel, and lack of trained mission
staff.

There are, moreover, a number of unstated or implicit criteria
which have a direct bearing on Agency operations: e¢.g., pressing suggestions
from sources external to the Agency, support of political objectives in
the country concerned, competence o available mission personnel, and
degree of commitment and competence of the pertinent ministries of the
host country.
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DRAFTED:  6/24/65
INITIALED: ¢/28/65
INFORMATION MEMORANDUM FUR ‘IHME ADMINISTRATOR
THROUGH: EXSEC

SUBJECT: Summary oi' Evaluation Operations Reported by AID/W
Staft Offices and Regional Bureaus

In a recent memorandum you asked AID/W staff offices and regional
burcaus to submit a general description of their current evaluation efforts
underway or completed in the past year. Attached is a summary of the replies
received.

171 individual evaluation operations were reported. No ostimate
of total ¥ or manpower costs is feasible duc to the large number of efforts
carried out routincly by organizational units. However, $6.7 million was
reported as having been obligated for contract services, including ©3.9
million tor centrally-funded research contracts administered by the Office
of Research and Analysis in TCR.

The replies correspond generally te the results of our earlier |
drait Inventory ot st and Precent Evaluation Efforts, while adding several
important items to that Inventory. They also ralise a number of subjects for
further study in conncction vith owr continuing look at systems of evaluation
and sets of criteria., Jpecifically:

1. Tne range of actlivities reported clearly indicates that there
is no generally accepted, limised definition of "evaluation'" existent in the
Agency. In a significant ni ser of cases the term was applied to efforts
indistinguishable from the wsual appraisals intepral to .asking administra-
tive decisions., Any attempt to increase emphasis on evaluation is likely
to founder unless we can define more precisely at the outset what it is we
are L:lking about .

2. The replies alsd make clear the extent to which AID/W (the
regional bureaus and Program Coordination Jtaff, in particular) view the
program review and approval process as the appropriate vehicle for evaluation.
As you know, I have reserva "ns about relying primarily on the programming
process for evaluatio:n. These reservations have now extended to a tentative
conclusion that your otjectires in the evaluation area cannot be achieved
until the establishment of AID accepts the point that evaluation needs to be
dealt with as a separate, although related, operation from programming and
implementation.

3. There seems to be little research underway on the "how to
do it" aspects of the evaluation problem. The replies identified only
three efforts directed specifically to this subject.




4., There is no indication in the replies of any systematic
effort, in existence or being planned, to classify, store and disseminate
evaluation results, There are studies underway on the general question of
overall information, management and also on the problem of acquiiing and
handling reports needed for adequate top management control in AID. T con-
clude that, these studies are peripheral to the evaluation problem and that
waiting for their outcome merely delays action on construction of an essential
truss in any comprehensive evaluation system. I believe w2 should move ahead,
without waiting for the broader studies, on devising an administrative system
for knowing what is available in AID in the area of evaluation and for making
these resources available tvo those who need and can use such resources.

%0 LS.

G. A. Lincoln . >~
Special Advisor to the Administrator
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SUMMARY OF EVALUATION OPERATIONS CONDUCTED BY
AID/W STAF® OFFICES AND REGIONAL BUREAUS

General

1, In a memorandun dated Aprril 19, 1965 the Administrator requested

AID/W Staff Offices and Regional Bureaus to submit a general description

of their current evaluation activities together with specific information b
on cach evaluation effort underway or canpieted in the past year.

2. Revplies were received from the four regional bureaus, len program
offices and staffs, and eight management staff offices. 171 individual
evaluation efforts were identified -- 14O by the regional bureaus (75)

and program offices (%), the remainder (30) by the management staff offices.

3. Attached is a very rowh statistical summary of the replies classi-
tfied by objective, unit of analysis, frequency, and technique. The result-
ing pattern appears consistent with the nature and responsibilities of the
reporting units. A majority of the effortc of the regional bureaus in-
volved evaluations of individual projects or programs for the primary
purpose of improuving those projects or programs, and were carried ouwt on

a one-time basis using primarily in-hcuge rerconnel, The efforts of the
program offices werc more concerned with policies and procedures of general
applicability. These offices carried out fewer evaluations on a periodic
basis and made somewhat greater use of contract personnel. In the case of
the management offices the replies suggest a focus on one-time, in-house
studies of administirative, management or organizational problems.

I, There were three reported studies expressly concerned with the

problem of how to evaluate aid activities (i.e., a Johns Hopkins study of
critical aid related Tactors and methods of measuring their impact; a
University of Michigan contract on planning and evaluating community
development activities which includes the preparation of a manual for the
study of social change; and the draf't Handbook on the Evaluation of Project
Level Assistance, prepared by TZR/RA).

5. No estimate of total $ or manpower costs is practicable due to the
large number of efforts carried out routinely by organizational units.

$6.7 million was reported as having been obligated for contract services,
including $3.9 million for centrally-funded recearch contracts administered
by the Office of Research & Analysis in TCR.

Meaning of "Evaluation"

6. The Administrator's memorandum requested information on evaluation
activities "in both the urea of program execution and also of progress
toward fundamental U.S. objectives." No further attempt to define
"evaluation" was made.

C)‘\’ J




T. The range of activities reported clearly indicates the absence of

a generally accepted definition of "evaluation" other than in the diction-
ary sense of "to determine or fix the value of" or "to examine and judge."
The following examples suggest the types of efforts labelled "evaluation':

"Assessment of the Usefulness of National Policy Papers”
"Survey of Afghanistan's Ministry of Justice"

"Assessment of Motor Vehicles in Missions"

"Monthly Evaluation of Contract 0ffice Performance"

8. In a significant number of cases the term "evaluation" was applied
to efforts indistinguishable from the usuval appraisals integral to making
administrative decisions. From a time perspective, the activities cover-
ed the spectrum from retrospective appraisals of past performance to
prospective assessmenis of alternative cowrses of action.

Objectives

9. The evaluation efforts reported can be grouped, by purpose or objec-
tive, in two general categories: (a) thuse in which a particular aspect

or activity was evaluated for the primary purpose of improving that aspect
or activity (e.g., "Evaluation of Crop and Livestock Development Project"

in Kenya or "Evaluation of Participant Training" in Sudan); and (b) those

in which programs, policies or techniques were assessed to develop standards
or criteria against which fubure activities could be programmed or evaluated
(e.g., "An Appraisal of the Administration of Technical Assistance™).

Unit of Analysis

10. The subjects evaluated covered a wide range of Agency activity:

Projects, sectors, country programe - on a country,
regional and glcbal basis;

Forms of assistance - Program, Capital, Technical;

Methods of financing - loan, grant, PL 480, local
currency;

Administrative, managerial and organizational aspects.

Freguency

11. The bulk of the efforts reported were performes on an ad hoc or
one-time basis., A problem was identified and a group or individual assigned
the responsibility of cornducting an analysis and making recommendations.

A minority of efforts were performed on a periodic basis,
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12. 1In this latter connection, two regional bureaus and the Program
Coordination Staff emphasized evaluation performed us an integral part of
the programming process. One bureau reported that:

"...we plan to undertake more systematic evaluation as part of
the regular programming process... . We have urged the USAIDs
that the annual Country Assistance Program submission should
be considered an evaluative, as well as a programming document,
and we have sought, by instruction and exhortation, to systema-
tize our efforts in this area... . Our guidance to the USAIDs
on the preparation of the FY 1007 E-ls will emphasize our interest
in seeing them used as evaluational as well as program proposing
documents."

All four bureuus listed as evaluation cflorts one or more uvf the follow-
ing: CAP Guidance Letters, CAP Reviews, Country Assistance Strategy
Statements, National Policy Papers and the Congressional Presentation.
Several also listed their revicw prccedures for new technizal assistance
and capital projects.

13. There were three reported instances of systematic evaluation "built
into" a project or program (i.e., Joint US/THAI Evaluation of the Acceler-
ated Rural Development Program in Northeast Thailand, the joint AID/WHO
Evaluation of the Malaria Eradication Program, and the evaluaticn of
University of Loyola Training Courses.)

Method

1k, The replies indicate a substantial use of outside consultants and
contractors, particularly by the Regional Bureaus and Program Cffices,
although there vere wide variations within edch of these groups.

15. One approach to evaluation of potential interest in other countries
and regions 1s the Research and Evaluation 3taff in USAID Thailand. Posi-
tions have been established for an anthropclogist, an economist and a
political scientist. This staff is expected to provide the Mission with
an in-house capability to undertake research on operational, program and
policy questions,

Distribution of Results

16. The distribution of the evaluation results did niot appear to follow
any particular pattern. In almost every case distribution was determined
on an ad hoc basis by the office sponsoring the evaluation, that is, copies
of reports were sent to "appropriate parties" or "all concerned." The
actual recipients in each case depended on the nature and contents of the
report, and the purpose for which the evaluation was carried out.




Implementation of Results

17. Similarly, if and how the results of the evaluation efforts were
implemented depended upon the activity evaluated and the nature of the
recommendations, In some instances the evaluation resulted in specific
recommendations on which immediate action was taken. In other cases the
results added to the general body of knowledge about the subject evaluated,
with implementation to be reflected, if at all, in subsequent programming
decisions. In still other cases the evaluation results "opened avenues .
for further inquiry."

PFGeithner:mcs:A/AID
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SUMMARY OF EVALUATION OPERATIONS CONDUCTED BY

A AID/W STAFF OFFICES AND REGIONAL BUREAUS

Classirication/Office

By Objective

To improve unic evaluated
To develop improved
guidelines

By Unit of Analysis

Program element
Administrative aspect

By Frequency

Periodic
One-time

By Method

IA-house
Contract

TOTAL

DURLING THE PAST YEAR

Regicnal Program Management

Bureaus Staff Offices Staff Offices
5k 18 9
2l 48 2l
56 34 p)
19 32 25
13 3 6
62 63 2k
52 42 27
23 24 _3
75 66 30

Total

81
90

95

.22
149

121
50

171

Note: This teble is intended to provide only a very rough statistical summary

oi' the eveluation operations reported.

The replies did not, in a number

of cases, lend themselves to a more precise ciassification or comparison.
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SUMMARY OF EVALUATION OPERATIONS CONDUCTED BY

REGIONAL BUREAUS DURING THE PAST YEAR

Classification/Office

By Objective

To improve unit evaluated
To develop improved guide-
lines
By Unit of Analysis

Program element
Administrative aspect

By Frequency

Periodic
One-~tima

By Method

In-house
Contract

TOTAL

Note: This table is intended to provide only a very rough statistical summary
of the evaluation operations reported.
of cases, lend themselves to a more precise classification or comparison.

REGIONAL BUREAUS

ARA/TA AFR NESA FE
15 11 12 16
6 3 1 11

T 1k 13 22
1k - - 5

3 -0 3 7
18 1k 10 20
18 2 - ol
3 12 3 3
21 1k 13 o7

TOTAL

The replies did not, in a number

G
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SUMMARY OF EVALUATION OPERATIONS CONDUCTED BY
AID/W PROGRAM STAFF OFFICES DURING THE PAST YEAR

FROGRAM STAFF OFFICFS
Classification/@ffice TCR/RA OPS DFPE  LAB MR ENG TOTAL

By Objective

To improve unit evaluated g 18
To develop improved guide- ) 3 L8
lines
By Unit of Analysis

Program element . : 34
Administrative aspect

By Frequency

Periodic
One~time

By Method

In-housa
Conuract

TOTAL

Note: This table is intended to provide a very rough statistical summary of the
evaluation operations reported. The replies did not, in a number of cases,
lend themselves 10 a more precise classification or comparison.




SUMMARY OF EVALUATION OPERATIONS CONDUCTED BY
AID/W MANAGEMENT STAFF OFFICES
DURING THE PAST YEAR

MANAGEMENT STAFF OFFICES
Classification/Office GSD CONT _MP  SRD 1T  MIS AAJA P4

By Objective

To improve wnit evaluated
To develop improved guide-
lines
By Unit of Analysis

Program element
Administrative aspect

By Frequency

PATJITaUEND 30N

Periodic
One=-time

By Method

In-house
Contract

TOTAL

Note: This table is intended to provide a very rough statistical summary of
the evaluation operations reported. The replies did not, in & number of
cases, lend themselves to a more precise classifiication or comparison.




ANNEX F

DISCUSSION AGENDA FOR
SEMINAR ON AID PROGRAM EVALUATION
1:50 P.M., April 6,1965
. Boardroom (Room 5951 NS)

- BACKGROUND PAPER: Foreign Assistance Evaluation Efforts -
Past and Present

1. Definitions of Evaluation (Perhaps best defined firmly at end
of discussion)

2. Evaluation by categories of objectives

a. Compliance (not included in this study)

b. Performance (Improved Program Execution and Improved
Programming)

(1) Relationship to management problems

c. Furtherance of fundamental U.S. bbjectives (by country, region,
overall)

d. Evaluation research (applicable to a, b & c)

(€3]

Objectives of AID Evaluation categorized by organizational needs

a. Country Mission
b. Regional bureau

c. Staff divisions

- d. Office of the Administrator




History of Evaluation Program of AID (Comparison between 1958 and
today)

The Assistance Unit to be Fvaluated - project, sector, country program,
techniques and methods (e.g.,
contracting, regional sectors, and;
others)

The Component Parts of an Evaluation System

a. Policy
An organizational structure and management arrangements (methods
and techniques) compatible with (1) objectives; (2) other AID
operations and organization.

Clearly defined objectives for each evaluation effort,

An inventory of information about the activity or process

evaluated, and about similar activities, on which to'pase

judgments and sugge stions.
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e. A feedback system for (1) applying evaluation results hy specific
changes in operations and program. ("follow-up") and (2) making the
information and conclusions available to likely present and future users

in AID organization.*¥

Standard and criteria

Personnel system

21_7 This topic obviously opens up such questions as data control and pro-
cessing in AID, and the proper zontribution of research conducted on
materials provided by the evaluation process.

The topic should first, however, be approached from such directions as
specific and immediate implementation of evaluation conclusions, and
trausference of experience and conclusions within a region where there
is a considerable commonality of conditions and needs.




ANNEX G

Draft
12 April 1965

NOTES ON THE PROBLEM OF INCREASED
EMPHASIS ON EVALUATION IN AID

Gereral

1. Thre first point to be made is that there is no overriding requirement,
suck as a legislative injunction, for ircreased emphasis on evaluatio= in AID,
The Administrator has oper to him three alternatives:

a, Do nothing additional;

L. Make a lew fairly painless tormal shifts such as creating a small
evaluation polic y staff section at the top level, urging regional
administrators to nndertake some bits of sectoral evaluation,
urge some systematic aralysis of the massive number of reports
snch as the three-year Technical A«sistance Project History a~d
Aralysis Reports, etc,; '

Urdertake a comprehensive program to get evaluatior dore ard
get it used,

This paper has some tho::ghis for consideration i an examination ot the third
alternative (which, if adopted, would almost inevitably involve the aceptarnce
of some of the actions listed u~der the second). Except for the efforis or
visitirg evaluation teams, there has been little systematic evaluation in AID
and predecessor agencies and the results ever less utilized. The notes that
follow, in sum, suggest that the best way to begin to get mnre evaluation dore,
is to start where the activities are that are to be evaluated., The notes suypest
that the best way to get the resulis used ic to have the users signifivarly
involved ic producing the produ«t, the equivalernt ot being both stockholders axd
production workers in the enterprise. Firally, recogrnizing the existen! skep'i:ism
and administrative inertia as well as the compiexity and workload ot evaluatior,
the rotes suggest that improved evaluation hitch a ride part of ‘the time wi‘t
Improved Program Execution,




2. AID's program is prepared and its operatiors undertaker by (1) country;
(2) region; (3) globally. The meass of programming and operations are Ly
country., There does not seem to be much dissent from the conclusion of

the Booz, Allen and Hamilton management team that programs come
primarily from country missions. Operations are ¢onducted by the courtry
missiors. The programs and operations to be evaluated and thereby improved
are at the country level. Thus we should start at the country mission level

in improving AID evaluation,

3. The primary purpose of evaluation is to make determinations that are
used in programming and operations, The end user is largely the Mission
Director. The needed determirations can come from AID/W and other
assistance experience external to the country or from evaluation of
experiernce within the country. Initially these notes focus on the latter --
assistance experierce within the country, ~is paper treats the protlem of
external experierce later,

4. Thre exer ise of "evaluation, " stated oversimply, is a systematic and
critical look at assistance programs, and/or parts thereof, to make deter-
mirations as to cranges ir operations or the program itself, and the selection
of :vture programs, We are, in the short run, materially committed to ar
orygoing program, Changes in this program always take time ard are otten
nard ro make ever if clearl: desirahle. The operatioral counduct of activities,
ttat is, the executior of programs ra- Le adjisted more rapidly, however,

5. Tre Booz, Allen a-d Ham:itor tean corcludes that, "In terms of 1iture
program success, the great reeda it AID ig to speed up and improve the
implemertation process." AID is now puttirg strong emphasis on I'mproved
Program Execnutior. No matter how theoreti-.ally desirable, AID's adminisiralive
resources are unlikely to suprort at the same time %Loth a major eftfort to
improve program executior ad also a separate major etfort in the area o:
evalratior, Thre Improved Propram Execution eifort, to the extent success::l,
will provide reso:r-es r.eeded for improved evaluatior and vice versa,
Furthermore, tte 1-.tial primary ol jective of ary improved evaluvatior sro:ic
e support of Improved Proyxram Execnutior and the tirst steps alony the
evaluatior. road should place emphasis o= Improved Program Executiorn,

Requirements for Improved E-7aluation

. Improved evaluatior at the missiou level should be desiyred to be:

a. administratively marageable,

b, objective,




v, usahle, i form a=d ~ortent; and

d. implementable, i,e,, give maximum assurance that results
will be usec,

7. In order to be administratively manageable, an, comprehensive evaluation
etiort at the country missicit level must be the responsibility of the Mission
Director; must be designed so as not to absorb an uracceptable amount of time
of kev individuale in the missions; must be scneduled for times when the
mssion is not undertaking some other required maximum load such as the
CAP; and must draw, to the maximum extent possible, on data provided for

other mission purposes such as the operational plans and schedules essertial
for Improved Program Execution,

&, The point of availability of time axd talent must be faced, While the
pi.ilosophy of AID inciudes a presumption that Mission Directors are coxn'inually
eraluatig their programs, the realities raise a questior as to whether they
are always doiwg so im tact, The adoptio of a systematic nussion-level
eviinatior would mean that time a-d talest would have to be taken from other
act vities, What are the poss:bLilities? Effective evaiuation should help
program execution and the annrual programming exercise. The Booz, Aller
a~d Hamilto~ team recomme-ds more decertralization to the field {this

die Lssiom suggests that mooh of the respornsibility for evaluation should be
i~ciided)., A detailed survey of reports a~d other data submitted to AID/W
ma, show some assets, Fi-ally, AID's true priorities are reflected ir the
allocatior of its resourves. il there iare :o0 resonrves for evaluatior, beyord
the ~urrent effort, the best course may ne 1o -ay so. At least one large ard
already overly pressed mis-ion is i~dertaking a selr -evaluatio, The otters,
trerefore, mig'.t be atlde to bear such a load,

9. [ order to give maximum assurarce of ot ectivity, the evalvatior. re«por<ci-
tilizy shoula rot be delegatec o ie -.rizians, aivision ~viefs, or program
oiiers, although all these mus? pa:ti-ipate sin e they are the lesi (e~ =i :al
experts available, Ore of t''e several ways to irrease assurance of oh,e~'ivi =
is throngh the use of comgiltaris bo™t 'rem within and wi-hout AID, A’iempis ‘0O
ir-orporate evaluatior a-tivities i-to ‘the arraal prouramming exercise ave
nrestioratbly sound from eitter Ye el’i~iery or orje.ivitly standpoini, The
preparatior of the annual LAS or CAP is ar exe:~ise aimed, in large pa~", 3!
e special requirements o1 e Corgressional Presentation, It is carried ot
ayrainst deadlines and usually irvoives great wo-king pressure on personnel,
Moreover, tte programming exer.ise often imvolves a struggle %o include or



exclude projects. Theretore, although the necessity of making decisiors
against a deadline may help to ¢rystalize irformal evaluation judgmen's, the
CAP is not prepared at a time or in a climate condurive to a systematic
appraisal of the reasons for shortfalls in performarce or questionable
progress toward fundamental objectives. Finali,, the evaluation process
should include quick operational follow-up ard promp: implementation of
lessons learred - operations which zre rot closely related to the annual
programming process and wiich would place ar unwarrarted load on it,

19, The problem of objectivity is made less diffi~ult by the =urrent
realities of AID/W operations, AID/OES evalwuation teams are knowr (o
exist and might conceivably arrive at a»ny tme to urcover sigrificarn:?
oversights in mission evaluation efforts. As a turther poizt, missimn selt-
evaluation efforts would provide the building biocks for quizker and more
use:! evaluation by a visiting AID/OES or other external team,

1l, AID/OES :eams are al:eady trying duriry their visits ‘o generate de 1a~n
y g &
51

seltf-evaluation on the par' of miss

]

ons., lnthis cornection there may he veseiul
analogy in the process by whith U,S, universilies receive degree~granting
acnredijzation, Ea. h insliiviion is required to onduvt a systemati: seli-evaliitio

bhetore the arrival of (te wvisiting accreditation team. This self-evaluatior rerves
as a bagis tor discrussior. wish the team whith ther prepares a separa‘e repo .

*o {"'e ascrediting aulori‘y {with a ~opy tmi:rished to *he institutior evalna.ed!,
12, Illustrative of tte problems of get.l=g evaluation resnlts ix a nsabje 12~ m
and getting them implemented, currently about 500 th ree-year reports on
technical assistance are su;;SOSed to come to AID/W annually, Each repor¥,
according to manual orders, includes an "eval-ation. " Sotfar as cam te
determinred, nothiug lLas been done at the AID/ W level with these eraluai.on -,

I3, The Three-Year Project History requiremer!, raises the questio~ as ‘0
whethter this evaluation can usnally be more than a performance appraisal.
Single projects are usually rot large erough to warrar! a judgment ot
sigvificant progress toward a fundamertal U,S. objeciive, At the minimum,
sectoral evaluatio: is usvally meeded tc support sush a judgine=nt, Curres'ly,
threre seems to be a gap at the sectoral level i the prescribed evaluatior
system, ard a considerable questior that the Yevaluation" iz the three-yea:
project history is very produ:tive.




14, A missior-level exraluation operation under the mission director's
supervisior, should be an effective way to get both evaluation results iz a
torm useful to thhe pascticular mission, and also to get them used by the
pariivalar missior, The problem of usable results for assistance activities
o:irside the court:y is partly a matter of stattwork and guidance by regional
voireaus a~nd start divisions in AID/W. The evea more difficult problem,
"owcver, is the “ransferencte of things learned to actual use in another
co.n7ry., There are sometimes mental blocks to accepting ideas and methods
not seli~developed. Usable evaluation has to be applicable to the particular
social, economic, political, cultural milieu of the countrv. There are at
least two ways to transfer evaluation: (a) start {rom proven application in
ore countrs aand transfer to other countries by specific operational action
wirh adjustments to the new milieu; (b) by research and analysis in AID/W

.- ~house or contract) with the resulting more generalized lessorns trarsrnitted
‘o tre field. We have tried (b) somewhat and should continue. Success has
teer limited, Should (2) be gitren more of 2 systematic try?

Components Already Available

15, What compo:.ents are already available that might contribute {0 a
systematic self-evaluation system at the missionlevel?

a. There is an effort for Improved Program Execution which, if
s1cces sful, should provide data and useful yardsricks for
evaluation of operational and managerial activities of AID.
This effort, initially, may place its major emphasis on slow-
moving and tagging activities. The questions which need to be

rowitely asked are "why'" and ""what should be done about it."
The questions imply a combination of evaluative and operatiozal
respornsibilities - usually a good thing, The Administrator has
direr ed that each mission establish a '"'review committee or
other arrangements' to deal with lagging projects., There
remair. s, to attain comprehensive self-evaluation, a need to
{a) ook systematically at the activities going well {some of
them may not really be doing so well), (b) ask the question:
""What have these activities to do with our U.S, fundamer.tal
objeciives and are our priorities consistent with those
objecti-es,'" Finally, a completely comprehensive system
wonld include provision for transfer of lessons learned.

There is now a good deal of work on the mission level that might

be firted i~to a self-evaluation program. For instance, techrniciarns
prepare ernd of tour reports; there are required reports or each
acrivity every three years, The latter, by manual order, inclide

a component called "ewvaluation," Has consideration heen g:ivern 10
raving these three-year activity reports go to the '"review .committee"

5.
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for evaluation? True, it is argued that these reports are of
little value since the authors are interested in continuing the
contract, getting a good efficiency report, etc. If they are
really of little value, the man years of preparation and
processing might conceivably be better used,

There is an increasingly sturdy framework of written
policy guidance (country development plans, U.S. policy)
which previde guidelines for evaluation efforts.

I believe mission directors and their senior personnel are
generally more professional than some years ago.

Qualified personnel from outside the mission should be

readily available, on a consultant basis to supplement a

systematic evaluation effort. Relations with the local government
need to be taken into account, No one is more likely to be sensitive
to these relationships than the Ambassador himself, A memher of
the Ambassador's personal staff (perhaps the economic counselor)
might be considered for membership on the review committee,
AID/W is an operational agency., In the field, AID/W often gets the
blame for inadequacies, sometimes unwarrantedly, A qualified
person from AID/W might often strengthen a mission review team
as well as facilitate an exchange of experience.

Precedents are a needed resource; they are scarce, Two LA
countries have recently undertaken a systematic evaluation
review, one of the AID program and one, led by the Ambassador,
of the total country program.

Standards and criteria are needed. The broad guidelines shox:ld
be included in the manual orders. These orders are not yet
written,

The Operational Plan, which is the normal reference for appraising
program execution, should include an evaluation plan if AID really
wishes to make evaluation a significant'component of its total
activities,

Time of key personnel is an essential resource - perhaps the most
difficult component to acquire, Some of this time is now commiited
10 Improved Program Execution by direction of the Administrator,

W



This latter operation, if properly done, is certain to have

evaluatory aspects. But the time provided will not be enough for

a systematic appraisal on an annual basis. Currently the preparation
of the annual program usually gets first priority on time except for
investigations and Congressional que'tions. Annual programs stould
increasingly consist of ongoing activities which are adjusted to judg-
ments derived from some sort of evaluation (or perhaps from shifts
in funds), The current Improved Program Execution should make
needed data more readily available. But, although the point cannot
be checked, it cannot be doubted that to have a systematic self-
evaluation a director must select a period of the year, setup an
administrative system, perhaps get some outside consultant help,
and devote some of his time and that of other top personnel, The
best period of the year is usually March to May.

16, The foregoing notes relate to at least three other questions: (a) is the
"evaluation' likely to be achieved worth the effort? (b) will country missions
accept the job of systematic evaluation without too damaging and counter-
productive skepticisn? (c) what about feedback?

17. Feedback: The methods outlined seem to give about as much assurance
of feedback within the country as can be contrived. A summary informal
report to the regional administrator and Administrator might be included in
the procedure to involve these individuals, hearten the mission director by
assuring their interest, and provide grist for any research on evaluatioa at
the AID/W level. But transmission and communication (feedback) to other
missions is not provided for at all except through such means as use of
rnieighboring mission personnel on review teams, Feedback t~ AID is
provided for only indirectly through program changes and their defense.

Transmission and Communication

iR, Transmission and communication are serious problems in any large
operating and planning organization. The available methods include:

a. Transference by assigning an individual having the knowledge
and skill in his head -- probably the most common practice
in governmental activities;

jo

A schooling system which is the method heavily stressec by
the armed forces;




¢. Various forms of conferences, seminars, consultations,
exchange visits, etc.

d. Cornversion of lessons learned to general policy guidance
and formal distribution of this guidance, mandatory in
varying degrees.

e, Preparation of written material either as case studies or
generalized analysis or both, and distribution through
official channels or through commercially published
articles and books.

Several of these methods may require efforts which are properly characterized
as ""research,'" Distribution under (e) can be on the initiative of AID/W or
o response to a request from the individual or agency likely to use the
i*formation. From the point of view of initiative exercised by the individual
or agency having the information, the problems include krowledge as to what
is really available and who might use it. They also include collecting the
i~formation in a repository which can relate what is needed to what is
available, and then transmit it where needed. Under this heading ("Impetus
from the Reer'") consideration should be given to a program under which
AID/W sends to the field all available precedient material on any new or
troublesome activity, From the point of view of the individual or agency
weeding the information, the problems include knowing what to ask for and
where to ask for it,

(9. The collection, storage and dissemination of the type of information
discussed here is a problem not yet well solved by any gcvernment agency
as tar as is known. Certainly AID can and should improve its '""memory" but
‘here is no adequate reason for being overly sensitive about the current
siviation since AID does not have all the resources (such as schools) which
:ome goverrnment departments have,

2€, U-~rder the heading Transmission and Communication we note:

a, The FAIME project may provide a useful resource, but not
for several years. An effort should be made to do something
soon,

b, Reasons and precedents for AID programining and operations
rapidly become outmoded for many types of AID activities.
A good example is population. control. Another is the "turn-
arournd.'" Hence AID needs to pay attention to thz likelihood




of applying the results of research and evaluation from the
point of view of the timing of their availability,

AID programming and operations must gofrward within quite
definite and often restrictive, legislative, organizational and
operational parameters, Evaluation and research need to be
defined with the likelihood that the outcome will be usable

within these parameters if AID activities are to be improved.

AID programming is highly "projectized,'" By its organization
and planning, AID thinks to a considerable extent in terms of
sectors of social and economic develcpment., AID is also
organized geographically,

The first part of these notes concern the country mission, There may be a
nseful approach to evaluation with a built-in transmission aspect through
increased evaluation activities by geographic region, Since regional
administrators are the directors of operations, theyare in a positicn to
monitor, with some force and precision, the transmission of any conclusions
drawn, useful methods and techniques identified, etc. The suggestion has
been made above the AID/W take more initiative in sending out information
related to activities under consideration.

jo
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We have thus far found very little systematic study and analysis

of standards and criteria for evaluation -- or on "how to evaluate. "
Here mav be a fruitful area for research, For instance, there is
lack of unanimity among informed individuals as to the degree of
usefulness and the limitations of macro-economic.indicators,

The extent to which the conference, seminar, workship techniques
have been used for the transmittal of information is not completely
known. It is understood, for instance, that in one country there is
now a proposed conference at the sector level which includes
""evaluation' on the agenda,

(iALiricoln/GDCamp/PFGeithner:naw
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ANNEX H

April 19, 1965

Summary of Points Discussed in Two Recent Seminars on Evaluation
Participated in by Administrator and Members of AID Staff

1. The following paragraphs summarize points and conclusions ocn which
there was general, although not always complete, consersus.

2, DPast Evaluation Efforts. AID has relied for evaluation primarily on
inspec‘ion teams and on an implicit assumption that the programming
process provides the needed analysis. Although there have been a variety
of efforts called "evaluations, ' there has not been a comprehensive system
of evaluation including an assured feedback of results for the evaluation
system. Evaluation supports both programming and operations but should
be viewed as a separately identifiable process.

3. Nature of the Evaluation Process. FEvalvation is a process, not an ac¥;

it is a frame of mind, not merely a series of reports. Ar evalvation system
involves taking, as a regular part of our work, a critical analytical look on
a systematic bacsis at what we are doing,.

4. AID should increase its emphasis on evaluatiorn. There has been strong
emphasis on programming, less emphasis on operations, and very little on
evaluationws. (""What happens after we decide to do something?!'}

5. The initial (but not exclusive) emphasis of increased evaluation should
be on improved operations. FEwvaluation is a process to determine how
things are going or have gone, directed to improving their implementation
plus providing a feedback into programming and iurther operations.

6. AID should initially (but not exclusively) emphasize mission-level
evaluation under the leadership of the director, The process should involve
the mission widely; should not be relegated to the program office; should not be
left to the CAP which is a useful but not all -purpose instrument having

definite practical limitations; should include a critizal analysis of performance
against pre-planned targets; and should examine recults in context of broader
standards and objectives than activity performance per se.

7. Evaluation should be considered a management tool and a management

responsibility. The process of evaluation is an operation. The results
provide aids to management, in both the operating and the planning areas.




8. Sector evaluation is important and neglected. There is a gap in our
systems and attitudes in the area of sectoral aralysis and evaluation.
We have placed our emphasis at the project level and country program
level, neglecting the connecting link. Projects have to be looked at in
a sector context to attain an evaluation of their contributior. to broad
objectives.

9. There are two faces to evaluation from the standpoint of objectives.
Is the job going well (par. 5 above)? Does the existence of the activity '
make sense?

10. Evaluation, by definition, implies some standards against which to
evaluate. There must be an operational plan if performance evaluation is

to be effective. Much more needs to be done in establishing standards and
criteria for evaluation. Something needs to be done, and should be done,
about concrete actions to make experience available to operating and planning
personnel in usable form.

11, Requirements for Improved Evaluation, AID should begin with emphasis
at the mission level and the curreat emphasis on Improved Program Execution.
Requirements stressed without dissent were:

a. A better evaluation information and reportiag system
bh. Involvement of operators

c. Action-oriented review committee with assured follow-up.

GALincoln/PFGeithner/GDCamp:naw
A/AID




ANNEX |

April 19, 1965

Some Managerial Aspects of an Improved AID Evaluation System

1. A comprerensive evaluation sysiem necessarily consists of a group

of intericcking sub-systems {mission. regional, for various purposes,
etc.) A ~“omprehensive system wculd need to be introduced progressively.
The deveiopment of sucha system should strive to utilize, with appropriate
adjustments, resourcas aiready in being.

2. The consensus of staff discussions thus far 1s that AID should increase
emphasis on evaluaation, shou.d :nitiaily emphasize improved evaluation at
the mission 'evel, shouid peg:r by emmphasizing evaiuation contributing to
‘mproved performance of A!ID operations, and should strive to involve the
AID organization in a <onunuing process of evaluation. This process needs
to be simiiar to and inter.2>:king with, but distinct from, both programming
and cperatizns. An effective comprehensive evaluation system can only
be 1ounded on the requ:is:ite state of mind. The following paragraphs
suggest managerial things to do. Some, perhaps all of them, are already
being done on a p:ecemeal basis by AID,

3, Systematic sva.uat.on.:s a respcnsibility of each mission director. The
respensiolility for planning, staff supervision, and monitoring of evaluation
operat:ons tan be lsziegated., Butf it should not be delegated in a way that
invites its absorpt:ion into another activity.

4., Each m:ss.or director needs a staff resource for staff aspects of
evailuation. This resonurce can be a special assistant, a director of
operat.ons, »r other. The actual operation of an effective evaluation
program must invcive the operatcrs and top managers.

5. Since the initial emphasis is improved program execution, Performance
Evaluatior is the immediate priority target. In order to evaluate performance,
an opera_gc-nai pian, containing scope, targets and timing, is necessary for
each aciivity These ar: also required for effective program execution.

Hence, pertcrmanze evaluation :s iikely to be largely a spin-off from

program management and shouid need no significant managerial structure
beyond that required for efficient program execution. Good performance
evaluation requires:

&/ Pr-;pa:ed for the Executive Staff Meeting on April 20, 1965.




a. Activity plans which provide yardsticks for checking progress.

b. A system of monitoring and reports,

c. A systematic, critical review and analysis, activity by activity,
_‘t;y someone other than the operator directly involved. This review
could be monthly but should be no less than quarteriy. A review
committee, or similar means; has already been directed for each
mission by Mr. Bell's ai’gram of May 8, 1964, "Pron.pt Execution
of Approved Programs. "

d. An identification of less than satisfactory performance. Why?
What to do about it? The answers tc these questions (part of feedback)
may be sought within the mission, from consultants, from similar
experiences in other countries (see below on flow of information from
Washington,;, and from other sources.

6. AID's operations are now materially ongoing. Future commitments
in any country are largely continuations of similar activities in that country
or in some other country. Before agreeing to continue an activity there
should generally be a systematic evaluation of that or similar activities,
For example, before starting another school building program, evaluate

the previous one. Evaluation efforts should be directed to ohjectives helpful
to overall and detailed decision-making on the activity under consideration,
Significant evaluation efforts should generally not be completely "in-house."
Consultants and consultant teams are available to mission directors,
Consideration should be given to including local country officials in
evaluation operations.

7. Judgments as to contribution of single activities ('projects'') to
fundamental U.S. objectives can rarely be made in a perspective of less
than a sector (Agriculture, Private Enterprisé, Zducation, etc.). Each
mission should undertake a systematic evaluation of its activities from
"the bottom up'' by project, sector and relationship to fundamentail
objectives. This should generally be once a year before the period of
institutionalized CAP preparation. This evaluation should answer such
questions as: Should we be ir the activity at all? Should we increase our
effort?

8. As a first cut at provision cf staff resources, the migsion director
should strive to use his machinery for Improved Program Execution, The
sectoral analysis is likely, in the first instance, to be the responsibility
of operating division chiefs. The analysis should then logically proceed to
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a review committee removed irom parochial involvement with specific
sectors. This corcept obyviously implies that the mission has clearly
defined what the U.S. s striving to heip the couriry attain, sector by
se~tor, Only t, app:aisals at the sector level are we likely to lever
consideratio. of tech-: "al assis:a.ice ard capital assistance together,
ard,perraps eve. "a0re important appraise activities in relation to
imetitytional ¢marge acvhie-ed or likely to be achieved.

9, Thre tirne a4 'alet resources 107 tne process in paragraph 7 can be
tound tv (a) 2 stiit i prioriaes toward emphasis on evaluation, /b) use
of appizcable reso.rces alread, exister.t (sach as repoxts and the
Improved Prograr: Executior System), (¢} reduction of current workload,
(d} additioral perso=rel. ‘e’ keip from corsuitants and AID/W.

10. Tre st.bhor.. protlem ol impro/ed e  aluation and the included intractable
problem of t:rme and talert theretor, require a variety of separate and
progressive avtiors., For example:

a. Search {or a wa to process iato :he mission evaluation system

T ire re:. rr..g reporis haviag ewval:ative content, These include
tre ‘free yea: ‘e nri-al assistance Project History and Analysis
Reports | 'ow apparen'ly filed with little use). and End-of-Tour
Reports.

b. Redu.ce workload L. {urther de.entralization to the field (as

T sirresrle rerommerded Ly the maragemenrnt survey) and
streamli~i-g of the CAP fas requ.red by AIDTO Circular A-342,
paragrapt A .fe-l, o

Devicse ways to gei a {iow to ihe fieid of materials to assist in
selt-evalcation:

|(‘l

Trere are b-.ndreds of reports in AID/W files; there
ts a s4afl onit for answering requests from the field
‘TCR/CRS/PTS!. Some managerial actior is needed
c AID/W o get a .seiul flow under way. Perhaps
‘wis problem is resistant enough to merit attention
from :re ORC.

{2y Eval:ation Resear~} should be materiaily concerned
with prompt developmert of standards, criteria,
ard ruettods for the usez of the actual evaluators,
T-e process ol eval:za‘ion itself is largely a job for
‘ma.agers, operators, -and programmers - an informed
wavy of tr.ought and action. Put another way, evaluation

-3



research projects should be designed to produce
material that is usable and used by a specific group
ot evaluation operators (as the modern Dictaphone is

designed).
1i. he foregoing notes have been principally directed to ' mission-level
evaluation and to steps to sirengthen the emphasis on, and involvement in,
both operations and evalua.ion bv mission-level personnel under the leader-
skip of the director. These notes have approached the problem from the
cutting edge of operations, moving thence through sectors to the country
program. But busy field ofiicers are uriikely to allocate part of their
limited time to evaluatio, unless there is equivalent emphasis, interest,
encouragement and appreciation from AID/W, Furthermore., some
evaluation efforts and activities tlow naturally from AID/W to help the
field as well as AID/W. For example:

a. The tearn effiorts of OES which have, and should, include
advice to courtir’ miss:ons on seif-evaluation,

Sector evaluations (probably usually best done by regions)
designed to reach judgments and decisions through comparison
arnd contrast of similar problems and experience in several
countries. The recent LA survey of tax projects is an example
of a beginning on suach a comparative evaluation.

12. AID/W has had a strorg programming staff, an operational function
dispersed in vario.s places with five of the identitiable foci consisting of
regional administrators plus a top level staff echelon in the recently
established Operatiors Review Committee. AID/W has had no identifiable
staff resource near the Admirnistrator for overall planning and monitoring
of evaluation,

13. The foregoing rough, and perhaps somewhat controversial, summary
leads to the conclusion tha* AID/W should consider how and what evaluation
measures can help its planning and operations. Here are some points for
consideration:

a. AID reeds to do something about the materials already available
in AID/W. Maybe we need a short-term management or research
contract on this problem.




AID/W r~eeds a staff resource near the Administrator, with
an operational slaat. The process of evaluation is an opera-
tioral proc~ss. Devising and installing anything like a com-
prehensive system of evaluation is going to take time, talent,
tenacity, managerial ability and command support.

AID/W =eeds ar identified evaluation staff resource in each
geographic regional bureau close to the Improved Program
Execution effort. This need obviously raises a personnel and
ar organizational problem, The suggested decentralization

to the field may release some personnel time. The shifting
of the proportion of total AID activities between programming

ind the monitoring of operations may indicate at least a
small shift of personr.el

AlD needs to emphasize the sector approach including re-
search on evaluation methods, in evaluation projects conducted
b, AID/W. This approach will probably soon be labeled a
"fad" 1n tne inforn.al AID lexicon. The labeling will not,
however., make the approa~h any less pertinent.

AlD needs to examine its more intractable problems, start-
ing with operational problems to test whether evaluative
efforts might be useful For example the ORC might well
consider calling for an appraisal fevaluation) of (1) the five
slowest movirg (most u.satisfactory) loans in each region,
and the five fastest moving (most satisfactory), and (2) the
fi.e projects in each region completed in the last two years
which seem to be operating most poorly and the five which
seem to be operating the best. The objectives of such
evaltation would be primarily two (1) the ORC might be
avle to do something avout the situation, and (2) AID might,
through systematic analysis, learn some things to do and
not to do in the present and future.

11, As a final point, there is ro merit in launching a policy of increased
emphasis or. e.aluation unless the gains are to exceed the costs. Such
will not occur urtil substarce is given to the forms adopted. Substance
can be derived onlv from the positive leadership of AID/W top officers
and of missiorn directors coupled with the operational and intellectual
involvement ot the mass of AID professionals in a systematically critical
analysis of what we aie doinrg and trying to do. Hortatory statements
such as the preceding ore. are unlikely to be of value unless accompanied
by positive leadership and specific operational acts.




12. The foregoing paragraphs do Lot propose doing anything conceptually
new; they do propose doing what AID has in public statements, manual
orders, etc., indicated either implicitly or explicitly to be already under
The problem is seen primadrily as not a matter for more reports,

way.
The problem is primarily a matter of education,

forms, personnel, etc.
a way of thought.

GA Lincoln:naw
A/AID
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ANNEX J

EXECUTIVE STAFF MEETING, April 20, 1965

ATTENDEES
Mr., Bell Mr. Gibbons Dr. Long
Mr. Gaud ' Mr. Moynihan Mr. Gregory
- Mr. Hall Mr. Engle Mr. Aliber
Mr. Macomber Mr. Kennedy Mr. Brown
Mr. Poats Mr. Lavergne Mr. Chapin
- Mr. Hu chinson Mr. Omith Col. L.ncoln
Mr., Harvey Mr. White Mr. Camp
Mr. Hoagland Mr. QOechsli Mr. Geithner

Mr. Johnston

SUBJECT: AID Program Evaluation

Mr. Bell introduced the subject of AID Program Evaluation by refer-
ring tc the two papers prepared as background for the meeting. He pointed out
that Attachment A listed those points on which general consensus had been reached
in two recent seminars;¥ the points in Attachment B represent=d the next stage
in our thinking. Mr. Bell indicated that he felt the comments in these two
papers suggested a very useful and effective approach which warranted serious
consideration by the Executive Staff.

Colonel Lincolu outlined scme of the major points included in the
two papers. AID should: increase its emphasis on cvaluation; initially empha-
size improved evaluation at the mission level; begin by emphasizing improved
evaluation contributing to improved performance of AID operations; and {inally,
strive to involve the whole organization in a continuing process of evaluation.
Col. Lincoln recommended that the Agency build on what it has, rather than
establish a new organizational hierarchy for evaluation. He recognized that
many of the ideas presented were not new, but it was necessary to focus on
implementing them: 'the way to begin is to begin."

Four :pecific actions which could be taken were discussed: (1) The
procedure for tne prompt execution of approved programs (ref: AIDTO CIRC. 43,
May 8, 1964, and AIDTO CIRC. A-1OL, October 10, 1964) can alsc serve as a vehicle
for performa.ce evaluation by determining how well a specific project is going,
why, and what to> do. (2) Undertake systematic and scheduled program appraisals
or. a sector bas’s at some time other than during the annual CAP preparation.
The Nigerian sgriculture and education studies and the joint AID/THAI rural
development program evaluation are examples of sector analysis now underway.
Comparative studies of sector performance in different countries could be stimu-
lated by AID/W. (3) Begin to collect, analy:e and disseminate to the field

¥ The two seminars, in which the Administrator and Deputy Administrator parti-
cipated, were conducted by Colonel George A. Lincoln. Colonel Lincoln is
serving as a Special Adviser to the Administrator. He has been asked by
Mr. Bell to examine AID's systems of evaluation and sets of criteria tc see
how these might be improved to provide AID with better answers to two ques-
tions: "Have we picked the best projects and are we carrying them out
effectively?"

DEPARTMENT OF STATi‘
/\(f}




material already available in the threc-year Technical Assistance Project
History and Analysis Reports, Project Completion Reports, End-of'«Tour Reports,
and any other relevant reports, as well as to incorporate the preparation of
these reports into the evaluation process of' the miscion concerned. (Mr. Bell
asked 4o sce a represcntative sample of thesc'rcports. ACTION: EXSEC). . (W)
Specify more clearly at the outset, what it is we intend to do; 1.¢., we necd
an operational vlan defining scope, targets and timing, in order to provide
standards against which to evaluate, and then include a plan for evaluation
in the operational plan.

A number ot other wspects of cvaluation were also discussed,
including the following: the involvement of host country officials in evalu-
ation efforts; the use of consultanis; the need Tor guidance and help from
ATID/W to "trigser" mission-level evaluation; the role of visiting teams;
involvement of muanagerial and operating percomnnel in the evaluation process;
and the Conprecsional aspects of AID evaluation efforts.

Mr. Bell stressed that evaluation, like programming and operations,
is a management responsibility. An increar 1 emphasis on evaluation reqguires
command support and the communication of thut support to all levels in the
Agency. He noted the general consensus on the points cited above and on those
included in Attachment A. Colonel Lincoln was asked to draft « message to the
field for the Administrator's consideration. The message is to give guldance
for increased emphasis on e¢valuation at the mission level.

ACTION: Special Adviser

Donald S. Brown
Executive Secretary

Distribution:
Executive Staff
Mission Directors (with attachments)

Attachments:
A - Summary of Points Discussed in Two Recent Seminars on Evaluation

- Some Managerial Aspects of an Improved AID Evaluation System

- Discussion Agenda for Seminar on AID Program Evaluation

- Notes on the Problem of Increased Emphasis on Evaluation in AID
Foreign Assistance Evaluation Eff'orts Past and Present
Requecst for Information on Evaluation Operations Conducted by AID/W
Stalf Offices and Regional Bureaus

Note for Mission Dircctors:
Attachments A and B provided the basis for the Executive Staff discussions.
ttachments C, D and ¥ were prepared as background papers for the two seminars
on cvaluation.
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Memorandum g

. TO ! Colonel George A, Lincoln DATE: April 14, 1965

FROM : Peter F, Geithner

SUBJECT: Recurring Evaluation Reports and AID's '""Memory"

l. The Booz, Allen & Hamilton management report concludes that:
"AID has not yet developed a systematic process to appraise the
consequences and results of its program operations and to exploit

the rich accumulated experience of the agency." Part of the agency's
experience is recorded in the recurring reports submitted by the
USAIDs to AID/Washington which are specifically designed, at least

in part, to provide the agency with a more complete and useful memory,

2. Of the some 110 USAID recurring reports to AID/W listed in M, O,
325,1 (1/11/64), there are three which are intended tc serve this purpose:

a. Technical Assistance Project History and Anal ysis Report
(PHAR). PHARs are required for each TA project at 3-year intervals
during the course of the project and upon project completion, They
are distributed to the regional technical offices for action and to the
country desks and staff offices for information,

b. Project Completion Report (PCR). The Standard Provisions
Annex to each Project Agreement requires that a PCR be prepared by
AID and the Coonerating Agency upnn project completion, PCRs are
distributed to the regional technical offices, the country desks and,
where construction is involved, the Office of Engineering.,

c. End-of-Tour Report (ETR). ETRs are prepared at the com-
pletion of each tour by direct-hire, participating agency and contract
employees who are concerned with "planning and carrying out pro-
fessional, technical and program activities'. The ETR is intended to
provide information not incorporated in programming documents and
project activity reports; i,e., ''the personnel knowledge of the
individual about differences be:'veen U, S, and local practices which
have caused problems, the ada; tions of U,S, practices which have
- been more orless successfully tried, and suggestions for future U, S,

Buy U.S. Savings Bonds Regularly on the Payroll Savings Plan

o .
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activities', ETRs are distributed to the regional technical offices,
the country desks and the Office of Technical Cooperation and Re-
search (both the concerned technical office in TCR and the Office of
Research and Analysis).

3. The usefulness of these reports as a means of iniproving AID's
memory is affected by the following:

a. It is doubtful if the existing reporting requirements are being
met on time, if at all. I have not found any evidence of any systematic
enforcement of these requirements,

b. The quality of those reports which are submitted varies widely,
In some instances; there seems to have been a lack of information in
the mission files on which to base the report. In other instances,
insufficient attention seems to have been devoted to preparing the re-
port., Yet in still other instances,; the reports appear to provide ®
complete, accurate and thoughtful evaluations.

c. There is no central repository for these reports in AID/W,
As indicated above, they are distributed on an individual basis to

the offices directly concerned. TCR/RA has recently undertaken to
collect copies of these reports, but primarily for the purpose of
evaluating the usefulness of the End-of-Tour Report.

d. There is no accurate estimate of the number of reports on
file within the Agency. The total is certainly substantial., When the
PHAR requirement was instituted in 1963 it was estarimated that
approximately 500 would be due in AID/W annually, It was also esti-
mated in 1963 that there might be as many as 10, 000 ETRs on file.

e. Finally, I have been unable to-date to find any evidence that
either the regional bureaus or the staff offices receiving the reports
analyze them in any systematic manner. It is even questionable if
the reports are actually read by those presumed to be most directly
concerned, In only one instance do the manual orders designate
responsibility for evaluation., When M, O, 326.1 on the End-of-Tour
Report was revised in December, 1964, it was indicated that the ETR
requirement would be continued on a trial basis for one year. In this
instance responsibility for evaluating the ETRs submitted was specifi-
cally assigned to the Office of Research and Analysis {TCR/RA).

M, O, 326.1 also states-that the regional technical offices are to bring
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to the regional administrators' attention any ETRs deemed to be of
special interest and importance, It further states that completed
ETRs-will be kept on file in TCR and that '"copies may be obtained
by request to TCR, which will inform the missions annually of
ETRs received, "

4. These comments tend to support the management team's conclusion
quoted above. They also raise a question as to whether the benefits
now derived from PHAR, PCR and ETR are sufficient to justify the
time, effort and money invested in their preparation,



ANNEX L

April 29, 1965

MEMORANDIR! FOR MR, GAUD, DA/AID
THROUGH: EXSEC

SUBJECT: Three Year Technical Assistence Histories,
/ End of Tour Reports, and perhape somes other reports

1., I attach a staff paper on the above subject.

2. In our papers on increased emphasis on evaluation, we have
mede suggestions which include:

2. Schedule and shape the above reports so they
contribute to an annual svaluation in each
country under the leadership of the misaion
director.

Get some system in AID/W by which these reports
become a part of AID “memory"” and are readily
available to personnsl considering similar
activities. In other words, let's erase this
too frequent comment that "AID has no memory."

Cut down on the number of reports from the field,
thereby giving field people more time for eval-
uation and supervision of operations. Put another
way, if AID can't find a way to make these reports
useful, let's eliminate them.

The enclosure suggests a way to make the reports useful,

The problem is not new; nothing has been done sbout it thus
far. Hence the operational problem of doing something must
be very stubborn. I recommend the problem to your attention
for action by the ORC.

G. A, Lincoln
Special Advisor

Attachment a/s




Colonel George A. Lincoln, A/AID, Room 5893 NS April 29, 1965
Glen D. Camp, Jr., A/AID, Room 5897 ES

Technical Information ("Lore") Transfer in AID

Ref. (1) Lincoln Memo for Exscutive Staff Meeting of 4/20/65,
"Soma Managerial Aspects of an Ymproved AID Evaluation System.”

(2) Geithner-Lincoln Memo of 4/14/65 on "Recurring AID Dvaluation
Reports.”

(3) Booz, Allen & Hamilton, Inc. Fiaal Report of 2/10/65,
“he Adminiatration of AID."

(4) Lincoln Memo of 3/15/65 on the Booz Draft Report of
7' 21/6%.,

(5) Budson-Winfield Memc of 3/2/65, "Recommendations cn PTS
Operations,”

(6) Bunting-Weyl Memo of 9/6/63, "TA Project Reports” (PHAR's).
(7) Ohly-Blandford Memo of 9/3/63, "End-of-Tour Reports” (ETR's).

(8) Turner-wWinfield Memo of 7/20/62, "Lateral Transfer of
Project Data Between USAIDS."

In Ref, 1 (point 10 a and ¢, p. 3) you indicate ths need "to
search for a way to process into the missfion evaluation system the re-
curring reports having evalustive content.” You also suggest that A\D
should "Devise ways to =zet & flowv to the field of meterials to assist
in gelf-evaluation.”

The record of the Executive Staff Meeting of 4/20/65 suggests that
many participants, including Mr. Bell, felt that "lore transfer” is indeed
a8 problem, and that AID should improve its system for diffusing such
technical information within the field snd within AID/W. Such transfer
should help "to improve the efficiency of AID operations,” as Mr. Bell
out it in cablegram to AID missions (AIDTO CIRCULAR 43 of May 8, 1964).

Mr. Gaud's follow-up airgram (AIDTO CIRCULAR A 104) of October 3, 196k
also is concerned with "Prompt Implementation of Approved Projects” and
with improved rield reporting as an aid to improved project implementation.
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This memo, written at your request, suggests a method for such
trangfer to help improve AID operatioms and project sxecution. In
preparing it I have incorporated mauy invaluable auggestions from the
following persons: Mr. Burn, A/MP/DPD; Mr. Chsmberlayne, MP/SID;

Mr. Charrette, A/SRD; Mr. DeWilde, A/TM (FAXME); Mr. Geithuer, A/AID;
Mr. Budson, TCR/CRS/PTS; Mr. Macy, AA/A} Mr. MacPheil, AA/TCR; Mr. Mayer
and Mr. Turner, TCR/RA; Mr. Jerome Rise, Booz, Allen & Hamilton, Inc.

" The responsidility for any errors and omissions, however, is of course
mine. ‘

The Problem: AID programs are conducted in the field, and its
experience 18 largely gained where its programs are. But as the
Management Tesm (Ref. 3) noted, this f%eld experience ig¢ often lost
to AID. It is lost because, despite Manusl Orders and other instructions,
required reports are not written et all, or if written, are not used:
"ees AID has an inadequate memory. Evaluation reports on projscts in
Process or completed are scarce, and what has been done tends to go
into the files and disappear. Morecver, files become lncomplete and
their contentas lost over the years."” Thus: "AID has not yet developed
a gystematic process to appraise the conseguences and results of its
progrem operatiomns and to exploit the rich accumulated experience of
the Agency.” (Ref. 3, p. 38).

Size of the Problem: Reports flowing into AID/W from the field
include the three-year Technicsl Asmistance Project History and Analysis
Reports (PHAR's), the Project Completion Reports (PCR's), the End-of-
Tour Reports gm'a). Other reports include the Goal and Activity Pro-
gress Report (GAP Report) used by the Latin American Bureau, and the
Monthly and Quarterly Progress Report for capital assistance projects
which the African Bureau aleo requires for TA projects (Details in Ref.
2, p. 1). There is also a baclilog of the discontinued Technical Sector
Reports and NESA case history reports (Ref. 6, p. 2). Some 500 PHAR's
ere due in AID/W annually under cwrrent regulations (M.0. 1393.1),
vhile a backlog of 10,000 EIR's was estimated to exiat by Mr. John Ohly
(Ref. 7, p. 1). There is no central repository library for these field
raports, although both My, Obly and Mr. David Mayer as well as the
regional buresus have eollections. The various evaluation reports are
sent into the requesting AID/W office in an uncoordinsted manner. Thus
PCR's (U~515) go to ‘he Office of Engiueering (ENGR) by M.O. 1054.1 o
12/23/623 while the ETR*s (U-513) go to the regional bureau tachnical
offices hy N.0. 326.3 of 7/1/60 es do the PHAR's (U-520) by M.0. 1394.1
of 9/9/63. To achieve coordination, all evaluation reports must be seat
to some central distridution point; the system now employed is inadequate.

Clearly the above reporting volume indicates that an efficient
aystem for scanning, classifying, filing and distridbuting these field
reports 1s needed.

Wy
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What Should Be Dons? A simple cods system should be developed
and oIl Incoming reports of an evaluative nature should be scanned,
clagsified, and coded on sheets, Ths code should indicate the technical
"functional” ares covered (e.g. housing), the country (e.g. Iren), a
short title (e.g. "Low Income Housing Project in Abadan"), project
mmber, and the nmber of pages. The code sheets should then be punched
and verified, then taped and fed into a computer, such as AID's 1hQl,
The original reports plus the reproducible mats should then be filed
in a central repository library such as TCR's Technical Reference Center.
Each month or quarterly a tape rm-off of current field reports should
be mailed to each mission and all AID/W regiomal buresus and staff offices.
Past s would be similarly aistridbuted, as processed, in bite-sigeld
chunks (e.g. Reports Beceived by AID/W during FY 1964, etc.). As is
now done with fiaeld requests for techanical informmtion, small orders for
apecific reports wvould be filled "from thy shelf” of the central reposi-~
tory 1library, which large orders would be sent to Ganeral Bervices Division
with the mats for processing.

Spscific problams from field officers should be analyred by a
functional desk snd either on to a8 co-operating federal ageacy
(e.g. Agriculture, Commerce) as at present, or anzlyzed to see 1if the
problsa can be solved by reports already on file. If s0, these reports
should de sent by the desk after identification Yy the 1401 tape sorted
print-cut.

Who Should Do Xt? TCR 1s the AXD/W staff which should do this
work., ¥y H.0. 326.3 IV.E the responsibility for evaluating, filing,
and servicing field requesta for ETR's is vested in TCR., Moreover, the
M.0. requires TCR to "inform the missions annually of ETRs received.”
(Ref. 2, pp. 152). Thus for TCR to scan the major evaluation reports
“would merely extend its current responsibilities.

TCR has in its Communications Resources Staff, Publications and
Technical Services Branch (TCR/CRS/PTS) a group of six desks covering
twelve functions vhich currently handle field regquests for technical
informstion., The PIS Branch Chief, however, argues that “On techaical
information in general, we are doing a pickeand-ghovel job.” (Ref. S5,

Pe 4). Mr. Hudsan's implied suggestion should be accepted and processing
of the major fisld evaluation reportz should be autcmated.

25} FPunction: Thease PIS dezks conld be used to scan,
classify, ’ service field requests for evaluation reports in.
volving technical information. Or this "Library Punction" could be
handled by some other unit in TCR with functional expertise. This
expertise {8 helpful in getting imaginative use of field evaluation
reports, both within the missions and in AID/W. It is also needed in
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esteblishing the catalog of tachnical headings into vhich each funce
tion 13 subdivided. TCR/CRS/PTS bas slready had experience in this,
since it participated in developing the IRDEX OF TECHNICAL PUELICATIONS
(A=1) which is already a simple catalog.

Catalog Problém: In ordsr to provide for future in-puts such as
those des Booz, Allen & BRamilton team, and in order to
subordinate this system to the PAIME system, it iz esseutial that the
Catalog be expertly developed. All svaluation reports should be coded
according to the Catalog. Even poorly written and self-servicing reports
could be extremely useful as an indication of the professional caliber
of their author. The Catalog should de prepared by TCR afficers of cone-
siderable experience in their techuical fields, together with a aspecialist

from A/MP/SDD and AMP/DPD.

Functional expertise will also be needed to analyre field requests
before asking for a tape printeout. If analysis 1s not done well, the
technician or other fleld officer with a specific problem vwill be inwme
dated with & plle of reports, most of which will be ungermane tc his
problem, Lastly, functional expertiase is needed in deciding, together
with the regiomal bureaus and Mansgemeat Planning (A/MP), which report
gseries should be coded.

The "Library Function” of scanning, classifying, coding, analysing,
and servicing 1s an agency-wide problem and should bs handled Ly one

central staff office. This could be done by TCR/CRS/PTS. It should
not be done by the four regional bureaus in duplicative quadruped fashion.
Bor should the fimetion be aliced up sand Goled out smong TCR technical
divisions. It is & central staff function and beloogs in a central
staff office, not in a line ur technical staff division.

The "ADP Function”: The developsani of the code sheets, the cods
1tsel¥, the tape print-outs and other sutomatic data processing (AIP)
tecinieal processes could be handled by the Data Processing Division of
the Office of Management Planming (A/MP/I¥FD). After discussion with
& represontative of DPD, it does not appear that any technical obstacles
exist which could not be ovexrcome,

Attachments:

A~l; INDEX OF TECHNICAL PURLICATIONS, B-21l { "How to Do It*
materials).

A-2: TOAID A-696 of 1/22/65 from Bantisgo (PHAR)

GDCamp : mcs
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FOR MILSTON DIRECTORS FROM L L

Lo In the Jast two years we have undertaken efforts to improve,
SRR R fivsl, our programming judgments, aud scecond, the cifie leney of execeniingg
1A Lo approved proprams,  Doth these offorts have been fenitful, I pow believe
PoLe e we shondd, as a logical third step, undertike a comparable effort to
IO buprove onr ATD propgram evaluation system. The purpose of this

¥ #ol messape is toask you Lo pive your personal attention to this effort at
LD

[ ST
“iermeeecs

BTSIPCR I
YRUR 0 .
CUILOTTO Z. The review of past and current evaluation citorts within AID
SSVP TV shiows a necd to sharpen our delinition of evaluation if we are to undertake
HE 3R a mecaningiul effort to imiprove it. Evaluation is a tcrin which has
-_.30.’3?-'.":':';";(«"- sometimes been used very broadly to include the analysis incident to a
P OmmAERey program decision. At the other extremace, the terin has been used
very narrowly to mean compliance coutrol--checks for compliance with
Jepislative and administrative requirements, such as.aucits and
inspections, 1 have in mind a concept of evaluation which lies between

thie mission tevel and o provide you with some geuncrial guidelines as to
whiit such au effort should comprise,

these two extremes. Evaluation, under this coucept, is the examination
of our expericnce to provide guidance which can be utilized to improve
operations and to limprove programming, More specifically,

L
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A boaduction i the e cahation (1) of actuad performance in relation Lo
rpevitic activity pinns and (2} of the signidicance of completed and

onpoing ATD aclivities ta terms of U, G0 objectives,

The parps o o cvaidalion 15 to help as get better answers to the questions;

(1) Ave we conducting AL activities as erfgectively as we can? (2) {lave

we seleated the right activities?

To be effective, evaluation activities must be designhed to produce useable
vesnbia, and must incorporaic adequate provision for the fecaback of
these resuits both to improve aciivities that are underway dna {o improve

the propgramming of new activities,

None of the above is intended to derogate the impurtance of compliance control, or
ol the anadysis of new proposals. Rather it is latended Lo supgenst the huportance of
focussineg on evaluation as a separate compunent of our activitien, which secks to
develop and to utilize lessons contained in our experience, In this sense, the

three moajor elements of our work pattern are: program planning (often callea
propramming), program execution {(often called implementation), and program

evaluation,

3. ‘There is no simpic recipe as to how evaluation activities should be
orponired or conducted, Instead, there is @ wide varicty of techniques, appropriate
to different types of questions, to different scctors ol an economy, and to different
types of assistance, These techniques vary widely as to e manpower skills,
resources, and data required for their use. Individual missions themsclves vary,
both as to the resources available to conduct cvaluation and as to the types of
problems with which they are confronted. For these reasons I de¢ 1ot intend to
prescribe any set patterns for cvaluation at the mission level at this timie, although
1 intend, ata later date, to draw on your suggestions aitd expericnce, as a basis
for defining more concretely an Agency-wide system, I do belicve that, in the
case of evaluation, as in the case of programining and of implementation, that the
key point of responsibility in our organization is the country mission.

J. 1o the interim Iinvite your attention to the following moints, which seem
to e to be senerally valia aud immediately 2oplicable to our efiorts to achieve
tore intensive and more systematic evaluations:

a.  mweaivation must be considered a separate component of our activities
distinct from, bLut related to and designed to support, the planning and implementing
of A1D programs, Each mission should have an evaluation plan and specific
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Al arcte e arro s onenis foansore thot evaluction 6 syotematically earried out
and tho ves e vt Ledd,

L o eneahidbiny and procedures Sor cvaloation coouid he u)(-;\rly
cutabiy dued b eadh maission and the,ehor! snould be orsanized so nn to involve
the nnena aent ang operating cleinenes of the arcanisadtion in the evaination
praces <, and coas to avord delediating all evaluation respousibility to any oae
office or diccalving 1L mte some otier activity, Jor tiese reasons managemieat
veaponsiiatite o cvajuetion should be asswmed by the mission director or his

deputy,

co I pivine increascea vinshoois to eviddluaiicn we should stress the purpose
of finprovin s the boplementation of ALD dotivities,  This aspect of evaluation is
obvicr s clonely redaten to the Prompt ZSxecution of Auproved Programs. It
incluages vty siag and building upon toue procedures deiailed in AIDTO CIRC 43,
May &, 1901 and ATDTO CIRC A-104, Octo lu, i()ou, ana amplificd in Reglonal
PBurcau instructions. o provide, iox e ndaras or veachmarks azainst
which perioriaance can bn G i wians must be
prepired ang maintained on A current basis These plans should
contain speeilic targets and {ime=-phased sclec neir achieveraent, as
discussed in N.Q, 1242.1, 1324.1 and 1513.1, ' and well-derlined
system (or periodically measuring actual progress against plans is also required.

itmwever, the fact that a given activity is '""on schecule" is not sufficient.
To be effective, performance evaluation involves move than the monitoring of
promypt «roecution, It must include, particularly in the case ol technical assistance
activities bhut also for capital assistance, a periodic examination ol the
implemeatation methods sand techniques employed to insure that AID activities are
being conducted as offectively as possible.  Performance eval uation also involves
the tdentiticarion and application of lessons learncd {rom one activity to similar

activities underway or planned.

d.  In addition to measuring the performance of individual AID activitics,
our evalustion vifort must also be directed towirdns providing a more systematic
apprainal of the sipniliconce of these activities in terms ol U, S, ohjectives,  Such
appriisals are cnseontinl if we are to improve our ability to sclect the "best!
rather than sbuply "pood" projects, and to improve our judpgments on modifying
activitivs alrewdy underway.  Inorder to determine their sipniiicance, individual
activities must he considered in a context wider than that of tha activitics
themselven, Apprainals at the sector level are particularly relevant to this
problein in that they can be used to provide: (1) an essential analytical and
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ap ey ik belween inalvidual activity targets and country objectives; (2) a

ool Leoae for incasuring the aggregate impact of activicies which have a common
doector soalyand (3) a means of insuring that different forms of assistance~~program,
Coy b cad technicnd=ewhich have boon progranuned to support the same goal are

i ot doaa s co, and thot their desirable inter-relationships are systematically
convicered, [ oresin oowtmiay not be possible in some cases to evaluate the

sionitice nee of A1 activities in o precisce, quantitative way. It is nonethceless
fiportant thet we meake every eff vt to reach judgments based to the maximum
posaibic cntent on explicit  analysis.

.o conanctt o rcision Tevel evaluwitions consideration uhould be glvcn to
the vae of comsuliants from oiler adssions and govermne nt d;;gncms, AID/V»,
andg other onvees, and, when appropriate, host country nationals. This
consider oo ghould not be ihmited to specialists in the activity under review.
A coveraiivst anay be helpful and may, at the minimum, contribute to the assurance

of ey N

o o turther discussion of these poinuts, 1 refer you to the minutes of the
Inxocutive SGtalf Necting of April 20 and background papers which you have already

recetverd,

by I recopnize thint eviduation is accepted by each of you as one of your
Manipement respousibilities, Jiowever, as a result of our examination of past
and precent evaduniion efforts, T am convincad that we o not now have the
comprehensive evaduation system needed to support further iimprovements in
progromiming and opevations,  Such it system obviously cannot be developud and
institatosd hy any sinjgle action or policy paper, It can only evolve prugrc-ssivcly
on the'isveos of the precedents and ideas generated by our initial progress. Iam
awire oo, and have been following with interest, some of the misgsion efforts
al veady underway along the lines outlined aboves I plan at a later date to ask for
supestions derived from your field experience in increasing emphasis on
eviluaiion eiforts,
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pintmnTny ACTION } i ADDDESS AN SERIAL 1OMTER
. ACTInk |
AALD ATDTO CIRCULAR SN/ N 67
NG
CANN AT FOR MISSTON DIRECTORS WROM BELL
ANTC ACOIL
A At
BUn Conn L Tyl 13 U . -
WX Wi e ‘ ny July Bmesaage T agked you to give your personal
ae nRb altention to improving o ATD progeam evaluation system, 'lhe
e ARRE miessare emphasized any heliol thidt the key poinl of responeibilily
AT 30 in thig effort is the comibiry mission and, wilhin coptain breood
A 4o pranciptes, Teft thee detaila of (he developmeni of an improved
; '1":(:',' ];:": L coahigdion syctem ap fo he individoad missions, The premise
1_:"3"‘_ ‘l'”": T e dying th approach ig ihal Himproved evalpadion can only evolve
.. }:.:',]I;\\ }:l.:;l, propeessively on the hagis of the proecedents and ideas geaeraled by
> WV NI our initinl progreas, My inlenlion is to dieaw on your fickd experieonco
HIth D MEw i Ahis effort as the principal basis for defining more conerelely an
Mepice Mk 7 Ageneyewidae syston
. HERP NEGA
’ NEPIHG GG 2o The purpose of thig messape is Lo reguost seleaied
4 _WC Mmigsions Lo repord on their offorts to improve progeanm evaluabion,
. ()0(_) , ) specifically:s (o) Whal actiong are you taking to increase emphasis
Kofiic nar iy on evaluation and establish an improved evaluation sysiem 2 il
i‘r’;'l‘l\'”'; (b} Whad sugpestions do you have whic“ might be f)[ .int(zr'.csL to uth({r
mitsiond as lo how begt to approach this problem?  In this conncction
Vi s will he interestod in carvly reactions (attacher) from Panama and
. ’ Thaild Missions, both conlaining interesting and useful ideas,
.
f Ao The kinds of information which J would find particularly
! hedptul are suggested by the following questions:
!
CELUPITY CGLAS H’ILA"ON
c o v s UERSS Lty
. ; YT «;,vnmn‘\"\v'\]};h-—-a o u?ﬁ?fluuvl‘ n)( N OFFICE THOME NO. | DATE
' Mevid |, I!v'l'l,' /'uhqininl','j"ll"(h' j).J‘,,qul /L.A' (’}1 O .n /\/AIJ 6633 9/17/(")
L ...." AN ey e nanee o T) R - -
b - w.-!,.m:’!. /:‘/,»\"I;n| (in o /‘Y’" ‘. mn \nh"‘LTIl,"Av\/Tr/\ (1n dmf‘b) GRanis,M/PC (in clr'lH)
) ) Ry e, /\I\//\( }|| Rk ,) Vi , IOt heh Lo nn.N\//\l H§ nodnd L) JdJohnston, I\I\TAH(-—l deall all
' U HIIRE .I'\I\/nl.. I\\ " .l!.‘l_. v | R ".\\\'1{-;,"&;":”'1' (.'.I,}(n“,’: m '..'.\\A 'IHI( .1"11 dru-_T AtMnsemnn . AI\/'l(,I( _L_n_l__il__l_l_}_
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,
a0 Whnt overall orpanizadional, admvindsdentive and persomeed
Arrangements, ifany, are you instituling 1o give inepreased cphasics 1o ’
cvabuntion™  Avethepre cirennvifanee: peculine o your mission or the
cotperading: ooy whael atteet e appeoae bovon e adopting? |
he Wiand patternor plando vou epeicaree for yowre cvadanfion v-l‘_l'lu'l.H
taring the cnreonl Fraead yoear? Please qdentity the indovidua b prograoms ov
projects o whicl yoor ascigm hiph preiovily for evaluation during @0y 1966,
Forocach ol these, Towonld be anterected in kpowing:
{n e foy Seleciing the portienlae aclivity fo he evalnated. 15
o b cmpe Hu- AYE h\'H, i schednled to teprmine ey hecanse a decigion st he
mivebe o o s continmntion, modilication or termination; heeanse the ongroings
project or progeam b ool been syclomationlly peviewed recently; or hecause
tHie 'In'u_jm-l Or omraan et been alfocked by porgistont pvnlﬂvms‘ or 145 con'
sidaped o heonooarb od meces:? Othop ?
(M Povpose oFf the ecvalimtion, What apecifically do yon hope to lean? :
Ao yau ;u-”im:n-ily-nnw-vm;h-d o impeoving the aelivity to be evahated or are
yon patbiegborly coneerned with paidelines for inproving related projects?
5 e foeas 1o bhe on implementation (perforinance), or on the significones of
the peojoct o grroup of relatod projects in terms of U.S, objectives ™ Other ?
() Viming, . When do you propose fo carry out the avalnntion,  Tlow :
. doess g oy ing redaie 1o oo amuad program review and CAL preparation?
() Methods aned eriteria to he employed,  Ts the evaluation to hean
inhonee, l'nnll"u I’«_);:v...“(mn‘mlmu W divpoael~hir (‘/(‘Onh‘ et effort? Are
croniomense models 1o e used? Ts the evaluation to stress the sector context )
o hee confined primareily o the aclivity itself 7 Is the recipient government 1o
he dicecily involeed? 10 g0, in whid ways?
() eesonnel and funding requirements. What are the numbers and
lypeess of personpel Feguired | frr conduct the avaluation == from within the
thiccion, eounbry leam, host country, AID/W, other U.S, Government
apencies, nonspovernmental sources ? What is the magnitude and source of
the funding required ? .
[}
[P, T T ATI . . R
VNCLAGS LEIED J
Atitn a4y e e
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co e erndy whak bype ofF MW aosisbeaee vonld beowont, helprol Lo

you in dncLikubivwe an dmproved evaluwbion oyslem?  Are your offorhs Lo ineronse
cuphesin o evelunbdon heine Inhiibiled o handienppod by frekors which /\.il)/w
mbght, b nhiln La nlbopr?

’

oo Aeiden mddiesten e reguested Lo veply in o piream form by Oclober 20,
e T wonld off conrte ool o ue beome Bho commenlies nnd #gurgrest lons of olher ’
wivsionag which Lhey feel miphh te helpful. In dncreacsing Lhe effectivencrs ol
ATD preysressn evnbuntiion,

athnechmentg RUSK
H'} Fanzona Cly IOATD A=1109, Avoast 11, 1965
('.'.‘) Prnp ok BOALD A-2G7, Awpst 13, 1965

BERDACTLON COTI 0;

Ankaren, Torkey
Kb, Afprhand sbnn
Katmandu, Nepal
Rio de doneiro, Brazil
Lo Pz, Bolivia
i ' Irimn, Peru
Gan Jone, Costn Rica
Bogiotn, Colombia
Terucipnlpa, Honduras
Addis Abnba, Ethiopia
Monrovia, Liberia
Inpgos, Nigeria
Tunis, Tunisia
Khartoun, Sudan — pyseka, Zambia
Bangrkok, Thailand
Seoul, Korea
Gaigon, Viet Nem
Vientione, Laos

GEND INFO COPILG 10: All other AID Missions
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Action

w0 _ AW TOAID A-119 X

FROM= Panamny Clky
BUIVTROT ~ PROGRAY RVATHATTON TROCEDURES
REIERENCR -~ W AT Givendnr A-12

R) AP0 Clrevinr A=W

Allnehad Tor Infomatton of ATD/W are 5 coples of UAID
Opder Ho, 08 which has been dosund An aceordrniee with
Admininlentor pebi's pugrestton in refoprence (I\).

Hoanl kn of thia aystem will be reported under procedures
nitahd fahed by reference (B).

ALbuchments: efs

KK~O3 ik leyiench Executive 3-8520 8/10/65  DIR:JMegellas_(Sirned)

HARITEANIONN ( 1K)
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USAID/PANAMA
P anama

U3ATD ORDIER No, 21 DATE: July 29, 1965

L

SUBIECT: Propgram Implementation and Evaluation Procedures

[ S

Lo Morposie

o cntadilish procedures for the prompt implementation of approved
projeein and for the orderly evaluation of ongoing activities.

I, Daclyrroaul

The Adininistrator of ATH Tagt year asked that 011 missions take sleps
Lo Insuree the prompl execution or implementatian of approved projects, A
nuber of action were taken lo accomplish this purpose, including o weekly
progeam veview by the Director, the development of work plans, schedules
ancd monthly reports for 011 Toans, and Lthe improvement of the monthly
reporting procedurees on all activitiog,

The Adminisheator hass now requested that the next logical slep be tiken
Lo improve ALD progoramming, e, , fimproved program evolualion,  "T'he
Adminislrator's messages on these two related subjects are atiached,  (See
Atlachment:: A med 13), These messapes should he earelully studied by all
officers,  T'hey explain clearly the need for the procedures which are outlined
hrlow,

i, Work 3 hons,

The Toundalion df any good system of program implementation and
evalualion is o clewrly defined, comprehengive, realistic work plan. Without.
a delailed writlen work plan, implementation actions ave inevitably not
proecisely defined, and it is, therclore, dilfficolt to evaluale performance
apraingt intentions,  Therefore, 1o implement. the Administrator's Pelicy, USAID
Projecl Coovidinatora must begin by preparving a work plan for each approved

- e tst gy (X Mo Aoy - - ———
{INee ;/'\11."I| u- 1 J
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Poonond poeond projecty, T the fudare sowork plan will he o e eguisite
oot Lo thie npproval of all new projects, Phie work plan should he a joind
VESAEEY e omian effort and shoabd fee aprecd Lo by the appropeiale local

EAN LA LA

Mo Bl sovmmaricoa noeficitivg for each projeed ivbor the Follouing
boeoeline o Nty Tarpacd, Conrse of Action, PPropress too Date, aned
el ognivementse T s oot dntended to dupdicate thizs materinl, What
ves Dol Hhad dhe Clanese of Acetion soetion be elaboraded in ol essentiol
shet il ol e comnpveried dndo o vork plonwith o cheek et and sehiedabe of

viapicmentabion aclions,  The Work Plon chonld cover one 'w';.'l‘ indebml and

A and year in degs details Por projects whiceh have o cleaely defined

coeling s b Worle PPhan chould indicaste inagor stepa o he fakenuntil complobion,

Prepeoacalion of the Worlo oo will o el e ol goreat value, T will
trovmvee caeh Peaject Coopdinedor to malee sure he hiag o eleap iden of whio
secbrones aee fo be tal e, and whe, by ATD/W, TSATD, aned the cooperatin ¢
vy that the pecossaoy money, peoples and equipment will he availabic
e el e fhal they with be in amonnts hen requiced, 'The Work P7han
cadlsped b ot whind ghoatd happen in e projpecits developiment in as precise

Levn . s pnagihile,

Phee Work P Lan will form the basis of periodic project reviews thereafter,
he tregueney of the review witl depend upon the nature of the project, If
a Work Plan, after it is reviewed and approved, will
previit paoogress Lo beomeasured,  shorlcomings noted, and the projecl and its
ioplementation evaluated, not as a separate evaluation for the hencelit of
lictors, hat as s conbrol deviee Lo assure that everyone in the Mission and the
Gl vl i part 16 maximize the project's success,

provepoa el ;»l'n]v"l‘l_’-’

The Yormat of work plans and monthly reporis for loans has been
prvaecibed iy ATDTO Cireulinr A=208, This system will conlinue in clfoet,
The forned of work phans for grant projects will be somewhat more flexible,
Whe carks plan shonld he prepared in enough detail so that all significont actions
arve listed and sehedeed for each phase of the project. The work plan should
dbevebe the worle indo phases, such as organization, recruitment, training,
conschroctiaon, prosiremeaent, contracting, cote,

Worrl: plang for all prant projects will be prepared in the form shown i
Atlachovenl ¢ Tiowever, this basic format may be supplemented by tabulations
o peaphs which explain the progress of work more f{ully, The Work Plan will
bre Lopd ap tndate by (e Project Coordinator, Copies will be preparcd for the
TNy A i AR ; o

UNCLASSIFIED _J
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Yovector Depnty Divector, Tropeam Officer {two copaen), ol Project
Coon domator, The dates for work accomplished will be (ied inan work
projaceses davings the conrae of periodic project roeviows,

Doy eler dov e dinatbe e e vednpment of Waorlo U vith ihe Ity
. et Woele Phove sweill e submited fo the Diveciop, Depuly Dhivector, and
Propgream OEticer by September 1, 1965, This wall permil veview and approval
Dy Dveplemboer Iy 1000, The Depuly Divector and Propeam Oifiee stalf will be
avaaladde Vo consultation dupring the preparation of the initial deafi, Sueh
('nn_;HH:rliun'i:; cnnt-nur:uyml tay aagonre ('nml»l("(‘nvg:: Of cOoveragre and ("-’ll‘\y

apprraval,
1V, oo Ivalaafion

The porpaose of promeaoan evaluation is clearly skated in Attachment B,
Honerewer nia gystem of evaluation has been preseribed. Thus, it is necessary
that the mission expariment with evaluation techmques to accomplish this
pricpose, Phe Depoty Director will be responsible for coordinating the evaluation
process and for the jmprovement of the ryx system desceribed below,

o Conltinning Fvaluation = The weekly program reviews conducted by .
the Director and t-l‘ﬁ‘“fnnnthly program reports will be employecd as devices for
continning: evaluation of projects, Discussions during program revicw sessions
shonld bevced 4o hiphlipht implementation delays and problemns in relation to
fhe Waorls Pian sebedule, The monthly report should wlso discuss accomplish-
ment s oy relation to the Work Plan schedule of actions. In both cases these
theeussiong should raise issues concerning the nced to revise project schedules,
hrvsie obpectives, work concepts, work scope, etc, These discussions should
alao hiphlioht the need for a more profound evaluation if work accomplishment
gl too faas away from work schedules,

t e pth vahuation - At least once every six months cvery project will
be evabited in e }'HI. “This will be done at the bheginning of the fiscal year in
conneclion with the preparation of the CAP and about half way through the year.
Incadibiimn, where the need for cvatuation in greater depth is identificd for a
particuba project during the conrse of the conlinuing evaluadion, this will be
" undoeriaken ot any time during the year,

Novrmally a depth evaluation will be undertaiien by Mission Staff, Such
evalustion will take the form of a review session based ona revised Work lan
ind such olther supporting material as may be considered necessary.

T
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Ao Comprehensive Fvaluation = To the cctent thad other evaluntions
indhieade the need (o e Migsion 10 cethink caompletely ity objectives in relation
to o poo tivatar project, o comprehensive evaluation will he undertaken,  This
necd coubd alco be gdentified by AT/ W o by the GO, Such an evaluation wounld
e ol peguaee ooamngor stakh effort sod womdd necegaitate the agsipmment of

at lenst bwo ecompetent persons (o the fask,

The coed product of o compreehensive evidoabion wonld be a wrilion reporrt
i wlneh the project s thovouphly exploeed in relation to Panama's develaopment
need o Bs L objectives, the ciieclivencse of past activitiea, and the polentinl
for indnee poropeess, This report woubd conclude with recommendalion:s lor

project modiBeations, o terminadion il such an extbereme action js indicated.,

A comparehensive evahuation will he undeviadoen of the fermination ol adt
pragects, Phe eltectiveness of the agaistineo will he thorongthily explored and
e bmplication; for fulore assistaneeo bolbrin Panooe and elseowhere will be
sabndiod, The dowvinant theme of the vepoet of evaluation chovld beg Whin
Tessones b ATD desvened from the project which conld be ol use in the plhanings
ol new progirams ?

the Asgion does noi have adequatle sialf o perform o comprehengive
cueahichion, DY assistance should be regnested,  The forms of reference and
seape ol work for the evaluation should he detined in congiderable defail before

e cvahindion sk foree is esloblished,

The ceview of the comprehensive evaluation veport will he condncted in
the Moasion in the manner appiropriate to the seriousness of the prablem,
Novially the peport willxex also be submitted to ATD/W for information or

approval il necesgsanry,
EXECUTIVE OFFICH
Ajpprvrovet by [s]dames N[”[;E_‘.li'f__

James Megellag
Director Robert B, Hensley

Disstvibnlion 1t

[

— e e

e -
SHOHIETY CEAL e 2

UNCTASSIITISD

AT AnA ) PRINTED 11-61




s A1

) ' ALY i Ul . Co
S I T N I NI PR Y|

AT ACTI A b

ACTRE e G LA ca e A D LAt e

!
AT I LA KA . UNCLASSUALED o5

'

Co ¢ ANTDIW TOATD A= 267 Date Sent: 8/13/65
[EN TN PO URONT 1angdeak
RN ¢ Propram Fealoation

R RMNC R () ATDTO Cirendar A-12, (b)) TOALD A-113, (¢) TOAID A- 2090

The concepls of program evalaation expressed in AIDTO Circular A-12
aned the gmidanee provided for implementing effective mission evatualion plans
will be extremaely helpful in improviong the evaluation plans underway in this
Niieiom,

Althoupde ALTYTO Circutar A-12 indicates that suggestions will be requested
b bater date, it may be uselul Lo record the evaluation plans and experience
ol VUnow/hailand since last Qclober 1964,

The pequirement contained in the 1864 project agreement for a joinl Thai-
HROM svatuntion of the Accelerated Rural Development project by May 15, 1965,
inilinted one efforts w develop a Mission cvaluation plan and organization. In
Octoher 1064, we bepan to plan for the ARD evaluation, About the same Lime,
one Assistant Direclor for Finance was re~directling the emphasis of the project
andite condueted by his Audit Division toward management type audits designed
Lo mensure performance aprainst planned objectives, Since measuring performance

Capatinst objectives is one of the elements of total evaluation (and there was a
certain amonnt of eapability available in the Oflice of Finance), and because we
souphl objeoctivity in agsigning responsibility for the cvaluation funciion, w¢
delepgaten] the recpongibility for Mission evaluation to thie Assistant Dircctor
for 1tinnnee, under the general guidance of the Mission Director. In addition to
the facilities of Audit Divieion, one capable Mission employee with a background
in enpgineeving and education has been assigned to the evaluation group, We
are recrulling for an additional employee with management analysis expericnce
to ronnd out our evaluation stafl for the coming year's work, Our plan is Jor

CAhis proup in the Office of Finance to be responsible primarily for the examination

'Hf A< neiual performance in relation to specific activity plans, " (item 2a(l) of
AUYEO Civenlar A-12),  Ttem 2a{2) "the significance of completed and ongoing
AID aetivitics in termas of U, S, objectives'' will be the primary responsibility

T T T TR e e A i ATIoR T
[_ UNCLASSIHTED l
AlD.5. %A {7 ne) s o e e e

PRINTED 1161




[N
e

N s e N . .
i Ixj\-kic-n\,.‘.u‘:,‘u\ L U B

DOLTR VRN I VR R PN |

_ . . . AT AC e )
reny ¢ T Ty A b Aty RN Vrens s
i
l”\",‘l,;'\,';.'Hl"'llr':__l)~ P

L RO CICULARSA
ol the new Resconrel Oivigion o the Oftiee of the Acsistont Divector Toe Propeinng
The voovl ol these two grroups will he closely coovdinated,  Our plans for this
o dination aoe expregaed in the aftached clhineas (A, A)

T voabin st o thie Al project wan condueted jointly h_\' e Ly
el croapecin the Offee of Pinanee, the USOM Research Divigion in the
Fooovea oy e, annd bhe ''had evalnatlion prrenrp b e Naotional Stotisti ol
oo the OFfice of the Peime Minister,  Althoupgh the coneept o oigeciive

Cooalaaton s new o Thod Government oticinls, their expericnce with the

ALY o codaatiog has convineod thom of the vialue ol suceh a pProjeacam., They aee
roalinen sty Ao deteriine where o their goverimment orpgranizalion o
codiro permanent responsibility for o evadosoonme, not only for USATD prograns
fe bon e o deveJopment projects as well, The National Statistical
Cirice senn chogen for the ARD project beeause the total evaluation involves
Precon e socio cconomic and attilude surveys which they e peculinely

t"||-,|5l|¢' Loy covpue b,

O cperience with the ARD and MDU eviduations has pointed up several
anpecin ol the prablems that we need to study carelully in developing our
Dbve e ploe,

Mival, we peed, as ATDTO Circular A-12 indicates, to develop more
detailed project implementation plans incorporating measurable objectives
webaptable 1o 4 repibar reporting system Lo measure accomplishments against
planned obpeetjves,  Too much time of the evaluation teams has heen taken up
with thin aspect, which sheuld be available from a good progress reporting
sycteme Determininygg the effectiveness of operations musi be done by physical
incpesbion and analysis of operations,

Decamd, we nead Lo deterinine more precisely for each evaluation the
compesation of the evalaalion team, Many sources of recruitment, as indicated
o Cirenlar A-12, are available,

Thicd, we nead to perfect a follow-up system to insure corrective aclion
v those siggreationy ilppl‘()\.""}x/thf} Mission and the Thai Government, This is
crpecialiy impoviant in ‘Ihailand where our cvaluations have been and will
prohably continne to bhe performed jointly with the Thais.

Fourth, we hove experienced some problems in conducting evaluations
Jointhy with Thai and USOM personnel: () responsibility is divided which
e boporanes in preparinge the evatuation report which is related to
poendenng () ond (e} 1otTowings () the coneepl of objective cvaluation is
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new Lo the Phais, Thejr customary administrative behavior patterns
resteict them in helng eonstenctively crvitical of their superiors; (¢ the

Vo v e hiaerier s s ohistoele i conducting the cvalaations and proparing
e vepondy andd, () the Phai dack of experience in conductingr objective
copluations of operations and veparbing deficiencies in operalions has
deverely Himded the number of Thai Government offieials who are available
For ansipomoe nb s embers of the joiol cvaluation teame,  They do recogmize
Lo vodite of such coaluations ag well as their own limitoations, especinlly
onescurips and reporting ohjeetively on the efficiency and offecliveness
of operation:. These problems ean be overcome or mnnnnzml and ot the
moment we beldieve that the benefits of joint evalnations will oulweiph the

il antapes,

We will be prepaved to respond more le‘(?ifjc;;]]y to your future
reguesin for inforimedion aned avprentions to assist in (!(!VCI();)ing an HL;(.'“"‘Y"
witle evaluation systimn,
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ANNEX 0

August 6, 1965

MEMORANDUM FOR THE ADMINISTRATOR
FRMM: G.A. Lincoln, Special Advisor

SUBT¥CT: Organizational Implications at the Regional Bureau
Level of an Increased IDmphasis on Evalustion

1. I sumarize here owr thinking, to date, on the above topic. In
AIDTO Circular A-12, 13 July 1965, tk: Administrator called for an
increased emphasis on program evaluation as a besis for bringing
about further lmprovements in programming and implenentation. The
message went on to define evaluation and to list certain principles
considered to be generally valid and immediately applicable to our
efforts to achieve more iutensive and systematic evaluvation.

2. Theoe yprinciples ineclude thats

a. Evaluation should be considered a separate component of
our activities distinct from, but related to and designed to support,
the planning and exscution of AID programs.

b. Responsibility for evaluation should be clearly estadb-
lished sand adninistrative procedures skould be designod to insure
that evalua%ion {s systematically carried out and the results utilized.

., ¢. Evaluations should be organixed and conducted in such
a way as to involve the top management and operating slemsuts of the
organization. All responsibility for evaluation should not be dele-
gated 10 any one office; nor should evaluation be dissclved into some
other activity.

Although focused on evaluation at the Mission level, these guide-
lines are also relevant to a cansideraticn of the organizational
implications of an increased emphasis on evaluation at the Regional
Burcau level.

3. As the principal line elements of the Agency responsible for
programs within their respective regions, the Bureaus have a key
role to play in any effort to give increased emphasis to evaluation.
The Burcaus provide backastopping services for the Missions on which
efficient field performance is significantly dependent. Thoy are
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the focal point for the review and approval of country agsistance
programs. And they are responsible for the formulation of policies
governing activities within their regions. A more systematic program
for learning from experience can increase the ability of the Bureaus
to carry out these responsililities.

L., The Bureaus, as well as their individual Missions, engage in a

nunber of evaluation efforts, both periodic and ad hoc. There is,

however, no central staff focus within any of the Reglional Bureaus -
for the coordination and review of these various eff>:ts. Evaluation

i8 everyone's, and therefore, no one's responsibility. wWithout such

a central point there can be no assurance that evaluation efforts

are structured according to any plan, reviewed in advance against the

priority needs of the regions or the Agency, and conducted aso that

the results are used with broadest possible effect.

5. This is not to suggest a need to locate in any one unit within

8 Bureau responsibility for actually couductig% all evaluation efforts.
The regional offices and the central s offices will continue to
perform selected evaluation functions. What is suggested is a need

to provide each regionsl Assistant Administrator, who must carry the
managenment responsibility for evaluation, with a staff resource
capable of serving as a central focus for ataff support of evalua.

tion at the regional level. Specifically, this staff resource would:

a. Design, and monitor the implementation of, an evalua.
tion system at the regional level,

b. Advise and assist the Missions in planning and {instal-
ling interlocking and complementary evaluation systems at the Mission
level.

c. Identify areas requiring more systematic evaluation,
e.g.,, elements of an individual country program or inter.country
comparisons of similar projects or sector programs.

d. “onitor and coordinate regional and Mission evalus-
tion efforts, whather performed on & periodic or ad hoc basis, by
contract or direct-hire personnel,

It 1s important to reiterate that the foregoing concept of a staff
resource for evaluation does not mean inspection teems from Washington
alighting on the field to harry Missions, each of which already feels
overvisited and overworked. The challenge 1s to conduct evaluation
activities in such a way as to assist, in nositive fashion, the ef- .
forts of both the Missions and Washington to better achieve AID objec-

tives. This will require a creative and imaginative approach which

it seems uniikely the Bureaus will be able to provide unless scme One

individual is given the task as a full-time responsibility.
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6. Because of the differing organizational and administrative
arrangenents within each of the Regional Bureaus, no attempt is
made here to recommend a specific organizational location in each
Bureau for this staff resource. There are, howvever, several factors
which need to be taken into account in considering where the staff
regource should ve located., Thes: factors follor from the resp nei-
bilities to be performed. They sre, in part, conflicting; some com-
promises will undoubtedly be required. For examunle:

a. The staff resource should ve located sufficiently
close to day-to-dsy operations to be able tv recognize significant
opportunities for svaluation efforts, and to insure that the results
of these efforts are both usable and used; yet the staff resource
itself should not be so immersed in immediate »vrobleme of planning
or implementation that evaluation ends wup being dissolved into these
other activities. 3Staf?{ responsibility for evaluation should not
be assigned as a collateral duty to an individual or unit already
burdened with other responsibilities unless sufficient additional
resources are provided.

b. The staff resource should be located sufficlently close
to the reglonal Assistant Administrator to know what his problems
ere and to be able to count on his backing.

¢c. The staff reaource should have some management per-
spactive if evaluation is8 to be a more wseful tool for improving
AID program performance.

4., The steff resource should be so located and s0 char-
terad as to guide evaluation of (1) mutually supporting types of
assistance (for example. technical, capitel, and P.L. 480 assistance,
in support of rural development) and (2) altermative tschniques
(e.g., direct-hire vs. contrect).

e. One of AID's deficlencies being communication, the
staff resource should be so loceted and so chartered as to promote
the remembering of, and the dissemipation of evaluation results,

T. These requirements might be met in one of seversl wayes. A
separate unit with staff responsibility for evaluation might, for
example, be established in one of/the existing regional steff offices,
Or, staff reaponsibility for evaluation micht be delegated to a
special assistant in the regional Assistant Administrator's office.
The optimum location may -wry from Bureau to Bureau.

8. 1Two regional Bureaus are inown to be considering different
organizational spproaches in an effort to give increased emphasis
to evaluation. In one, it has been recommended that = single point
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of coordination for evaluation be provided by redesignating the
Office of Development Planning as the Office of Development Planning
and Eveluation, This office would have responsibility for organizing
and conducting sector evaluations and for coordinating efforts to '
improve program execution. This approach has the advantage of tying
staff responsibility for evaluation closely to the mainstream of
programuing decisions; it enhances the likelihood of a direct feed-
back of evaluation results; and, in keeping with our seminar meetings,
it utilizes existing organizational resources rather than eatab-
lishing a separate hierarchy for evaluation. But this approaech also
involves certain risks, e.g., evaluation may become immarsed, to the
polnt of submersion, in the other responsibilities of the Planning
Office,

9. A second Bureau plans to establish a small unit in its tech-
nical support office, which would have responsibility for the staff
sspects of evaluation and which would also directly undertake selected
evaluationa., It is xot yet clear how this approach would implemant
points ¢, d and e in Paragraph 6.

10. A third alternative is that of the Special Asalstant. This
altexynative would seem to meet the requirement for an identifiable
staff resource with u broad perspaective of the sum total of AID
activities and not idsutviilied with or confined to Axm- particular
type of activity. Thare are the dangers, however, that the Special
Asgistant would lack an institutional base from which to deal with
the Missions and regional staflf offices, and would lack the adminis-
trative resources for dealing with peak loads of evaluation staff
work.

11. 0Ofven the importance of . clear dssignation of staff respon-
sibility for evaluation at the Bureau level and the fact that at
least two of the Bursaus bhave specific proposals under consideration,
I suggest that you discuas this matter with the Regional Assistant
Administrators with the purposes of (a) getting forward on staff
resources for evaluation at the Regional Bureau level and (b) getting
e8 much uniformity as practical among the Regional Bureaus.

'

GAL:1cl;A/AID
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annexe [

August 30, 1965

NEMORANDUM FOR THE AIMINISTRATOR
'THROUGH: EXSEC

SURJECT: Organizational Implications at the Administretor‘'s Level
of an Increased Emphasis ou Evaluation

l. Ve have previously discussed the organizational implications at
The nission and regional buresu levels of an increased ewphasis on
evaluation, I summarire hesre our thinking to date on the orgsnizational
implications &t the Administrator's level of such an emphasis,

2. There already exist a nusber of organirational wnits at the
Administrutcs's level vhich undertake evaluation activities. These
includz: (a) the central program orfices (e.g. PC, TCR, DFPE) which
undertake evaluations as an ad inet to their policy formulation and
guidance responsibilities; (b) tie 5-man Operations Evalustion Staff,
reporting to the Deputy Adsinistiator, vhich conducts periodic perform-
ance evaluations of miasion and headquarters staff; and (c) within TCR,
the Office of Research and Analysis which monitors centrally-funded

“evaluation research.” It is notevorthy that, except for the OES, the
assignment of any responsibility for evaluation activities is generally
implicit rather than explicit in AID orders, Furthermore, the sum total

of existent activities and assumed responsibilities fall short of adding

up to implementing the definition of evaluation adopted by the Administrator.

3. Hone of these units serves the Administrator as a central staff
resource for the overall planning and monitoring of evaluation. The
absence of such & resowrce has been refiected in the evolution of the
vork performed Ly the Special Advisor and his assistants &uring the past
year. Although initiated as a review of AID systems of evaluetion,
the nead to provide the Admipnistrator with detailed advice on the design
and implementation of an improved evaluation system has caused us to
Sunction inerrasingly as a working staff resource. This evolution
underlies ane of our basic conclusions: a camprehensive AID evaluation
gysten can only be built progreseively on the basis of experience and,
rather than relying on outside studies and reports, depends principally
on continuous staff action with a strong leadership input from each of
the three principal organizational units of AID -- Administrator, regional
administrators, misalon directors,
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L, Vhat is needed is a staff resource at the Administrator's level
To provide sgency-wide staff leadsrship in evalusting progrsm perform-
ance and results, and in insuring the results of these evalustions are

fully exploited to improve progreaming and implementation. More speci-
fically, a central staff resource is neseded to:

8. Carry forward initial steps of the Special Advisor in recome
mending to the Adninistrator organization, administreticn, standards,
policies snd procedures for & caprebensive, agency-wide evaluaticn system.

b. Advics and assist the staff resources for evalustion at ths
regional lsvel in planning and installing complemsntary and interlock.
ing systems within the regional buresus,

c. Assist the central astaff offices in idsntifying areas more
suitable for their evalustory efforts and on methods therefor.

4. Monitor, and advise the Adziniatrator, cm further development
of a system for trensfer of information and of a research spdlpnalysis
prograa om methods of evaluatioa.

¢, Keep continually inforued of significant evaluation efforts
conpleted, wmdervay snd planned; and help to insure that the results of

these efforts are effectively commmnicated throughout the agency.

2. It should be emphasized that our concept of & staff resource for
evaluation does not encompess the creation of a separate organiszational’
heirarchy for the sctual conduct of all evalustions., The individual
missions, the regiooal buresus and the staff divisions vill carxry the
main operational load. What our comcapt of & staff resource for evals
uation does encompass is the sssigoment to some ona individual, single
staff or unit of full.time responsidbility for staff sction st the
Adzinistrator's level, including monitoring of the entire progrem. In
effect, we are looking far the provision of the dstailed thinking, advice
end obsarvetion to helyp the Administrator truntlste his personal concern
for increased emphasis on evaluation into sn operetional reality.

6. This concept and the responsibilities outlined above suggest |
certain factors vhich need to be taken into account (n determining the
organizational location of the central staff resouwrce for evelustioa.

A, The effort to increase emphasis ou evalustion requires the
personal lsadership, direction snd involvement of the Agency's top
commnd. The central staff resource for sevaluation should thsrefore
be located in close proximity, and have direct access, €0 the Administrator,
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Because the staff resource will lack command authority, his effective-
pess vill be dire propartional toc the extent to which he is can-
sidered to (and does) speak for the Administrator on evaluation matters.

b. The staff resource should have an operational perspective:
the design and installation of anything like a comprehensive evaluation
system is going to take, in addition to compand support, time, talent,
tenacity and managerial ability. Dealing with evaluation in generalities
wvill be of limited usefulness, Getting on with the job in the AXYD
organizational and progrsm context must be the paramount objective.
Hence, & familiarity with the problems, concerns, and way of operation
of the line chain of command is neaded,

c. The staff resource for evaluation should also have an overall
perspective of the wide range of agency activities and not be primarily
associated with any particular form or method of assistance. 5taff
responsibility for evaluation ahould not be dissolved into scae other
activity.

J. We can identify four poesihle organizational locations for the
evaluation staff resource at the Administrator's level. Steff respon-
81bility could be delegated to: 233 one of the existing program staff
offices %a.g. PC, TCR or IFPE);

the O0ffice of Research and Analysis
in TCR; (c) the Operations Evaluation Staff} or (d) a Special Assistant’
in the Administmtort's office. Some of the advantagss and disadvantages
of these alternatives were discussed in ocur earlier memoranhm on the
organizational implications at the regional level of an increased emphasis
on evaluation,

8. The first alternative of delegating responsibility for evaluation
To one of the existing staff offices would have the advantsge of tying
the staff resource closely to the mainstream of progremming (but not
implementxtion) decisions and thus would enbance the likelihood of
direct feedbeck of evaluation results at the JLID y level, It would
utilize existing organiratiomal rescurces rather than egtablish a separste
hierarchy for evaluation -- although an additional staff subsection
would seem to be necessary. There would be the danger, however, of
evaluation beconing sulmerged in the other responsidilities of the
particular office concerned, and might further result in a relative
neglect of evaluation as it relates to improving implementation,

%: A second alteruative would be to locste the staff res ibility

or evaluation in the Office of Research and Analysis (ORA). Although
this office now performs certain evaluation functions, it 1s chiefly
concerned with the administretion of the centrally-funded research budget




uu-

and thus removed from direct involvement in the operational aspects

of programming and implementation. As curreatly organized, this office
is not located sufficiently close to the Administrator or his doputy
to aspure a close vorking relationship. (This point does not imply
that ORA's present evaluation responsibilities would be altered by the
crestion of a separate staff resouwrce for evaluation, Although we
have stressed the relative irmportance of getting on with the job of
evaluation, we have also recognired the continuing need for research,
particularly ou evaluation methods and criteria.)

10. A third slternative would be to broaden the responsibilities

‘of the Operstions Evalumtion 5taff to include the staff aspects of
evaluation, This method would locate the staff responsibility in a
unit reporting directly to the Deputy Administrator. On the other
bhand, GE8 is by the nature of its work deteched fram the d«y-to-dsy
decision making aspects of the agency's programming and implementation
systems, Its function is to make "executive reviews" of the operational
performmnce and effectiveness of the AID organization through the method
of visiting tesms from AID headquarters to selected field missions --
whareas our focus is on "building into"™ AID's operations sn improved
evaluation system, The location in the OES would inevitabhly occasion

a confusion, difficult to esrase, between the QES oparational activities
and the staff responsibility.

1ll, There remains the fourth alternative of assigning staff respone
#Ib111ty for evalustion to a Special Aseistant in the Administrator's
office., This would appear to meet the requirements of close proximity
to the Administrator and a broad perspective of total ald activities,

It would exemplify the Administrator's personsl concern for sn increased
enphasis on evalumtion. The alternative kesps the future open for
adjustments such as that mentioned in the following paregreaph. There

is the danger, however, that the Specisl Assirtent might become isolsted
from operational concerns. This dangex would ased to be recognized

et the outset and considered both in selecting the individual to £111
the position end in determining the nature of his working relationship
vith the Administrator.

12, Although not immediately avallable, there is a future possibvility
Vhich warrante brief mesution here and which should be kept in mind in
chooging among the existing alternatives. The recent Booz, Allen and
Hamdlton mansgement survey rocommended that tbe program lsadership and
oversight responsibilities of the Office of Program Coordination be
broadenad and that this office be recast as the principal staff arm of
the Adminigtistor. Should the Booz recommendation be implemsnted, it
vould seem logical to assign to the new office responsibliity for the
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overviev and coardination of the svaluation function, as ths report,
in fact, recomsends., This arrsngement would centralise in one office
overall staff responsibilities for progremuing, implementation sand
evaluation, However, pending the creation of a central staff am,

ve should move ahead on the basis of the alternatives now available,
One of the points pertinsnt to these altermatives is that, curreatly,
there 15 a grave quaestion that any cential staff division iz now in

a position to sponsor successfully & comprehonsive evalustion program.

13. 'Moianoperfectsolutiontatlnpmmmofthepmm

organigational location for the evalustion staff resource. Only actual
expericnce is likely to indicate the most satisfectory arrangement.

On the assumption that the wvay to begin is to begin and in the light
of our assesgmant of the altarnatives now available, we conclude that
staff responsibility for evaluation should be assigned initially to

a Special Assistant in the Administimtar's off'ice.

G. A, Lincoln
Special Advisor
to the A&ntnistr};tor

GALincoln/PFGeithner:mes



