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PREFACE 

Prepar ing  a  handbook of c a s e s  is a  c h a l l e n g i n g  and rewarding t a s k  because it  
p r o v i d e s  an oppor tun i ty  t o  " l e a r n  w h i l e  doing." Producing a  set of cases is 
n o t  a  s o 1  i t a r y  u n d e r t a k i n g  b u t  r a t h e r  r e q u i r e s  t h e  comm.itted e f f o r t s  of a  
number of people .  Before p r e s e n t i n g  t h e  c a s e s ,  it is my p l e a s u r e  t o  thank 
t h e  c o l l e a g u e s  t h a t  have provided t h e i r  s k i l l s  and time t o  h e l p  c r e a t e  t h i s  
handbook. Cred i t  f o r  o r i g i n a t i n g  t h e  i d e a  and p rov id ing  t h e  f i n a n c i a l  and 
t e c h n i c a  1 g u i d a n c e  i s  due Nena V r e e l a n d ,  PPC/CDIE/AID. Her e n t h u s i a s t i c  
comments and  s u b s t a n t i v e  c o n t r i o u t i o n s  made t h i s  p r o c e s s  e n j o y a b l e  a n d  a  
r e a l  l e a r n i n g  e x p e r i e n c e .  D r .  M a r c u s  I n g l e ,  C o o r d i n a t o r  o f  t h e  
I n t e r n a t i o n a i  Deve lopmen t  Management C e n t e r  (IDMC), p r o v i d e d  o v e r a l l  
t e c h n i c a l  g u i d a n c e  f o r  t h e  p r o j e c t  and  a u t h o r e d  one  o f  t h e  c a s e s .  H i s  
cont inued suppor t  and e x p e r t i s e  provided  t h e  necessary  foundat ion f o r  t h i s  
e f f o r t .  T h e r e  would  b e  no c a s e  book w i t h o u t  c a s e s ,  a n d  t h e  a u t h o r s ,  Dr. 
Derick Brinkerhoff  and Terry Schmidt; of IDMC, and D r .  Merlyn K e t t e r i n g ,  of 
t h e  Deve lopmen t  Program Management C e n t e r .  USDA, were a  p l e a s u r e  t o  work 
w i t h  and p r o v i d e d  i n t e r e s t i n g  and i n s t r u c t i v e  c a s e s .  J u d y  G i l m o r e ,  
AID/FVA/PPC, c o n t r i b u t e d  t h e  e v a l u a t i o n  r e p o r t s  a n d  s u p p l e m e n t a r y  
informat ion  f o r  t h r e e  of t h e  c a s e s ,  and h e r  i n s i g h t s  and sugges t ions  were 
most h e l p f u l .  S e v e r a l  s t a f f  members a t  IDMC provided  suppor t  wi thout  which 
t h i s  handbook would p o t  have  appeared. Cra ig  Tenney's e f f o r t s  i n  rev iewing  
t h e  c a s e s  and t h i n k i n g  through t h e  a n a l y s i s  process  d u r i n g  t h e  l i f e  of t h e  
p r o j e c t ,  Gaye Wagner's encouragement and e d i  t i q g  d u r i n g  t h e  p r e p a r a t i o n  of 
t h e  r c k o r t ,  and A r t i  Kennedy's and  D e n i s e  Smick ' s  s u p p o r t  i n  p r o d u c i n g  t h e  
m a n u s c r i p t  h a v e  g i v e n  new meaning t o  t h e  p h r a s e ,  "team e f f o r t . "  

Eugene H .  Owen and 

Andrea Jones ,  E d i t o r s  



C o n d u c t i n g  p rog ram e v a l u a t i o n  i n  d e v e l l j p i n g  c o u n t r i e s  o f t e n  p r e s e n t s  
c h a  1  l e n g e s  t h a t  c o n v e n L i o r a 1  e v a l u a t i o n  a p p r o a c h e s  a re  u n a b l e  t o  mee t .  
E v a l u a t i o n  i s  an impor tan t  p l ~ g r a m  management t o c l  and A I D  t r i e s  t o  t r a n s f e r  
s k i l l s  f o r  u s i n g  i t  a s  such t o  r e c i p i e n t  coun t ry  p a r t n e r s .  Th i s  aim i m p l i e s  
t h a t  a g i v e n  e v a l u a t i o n  a p p r o a c h  s h o u l d  b e  f e a s i b l e .  p r a c t i c a l  and  
s u s t a i n a b l e  from t h e  p e r s p e c t i v e  of l i m i t e d  h o s t  coun t ry  r e sou rce s .  

Accord ing ly .  AID encourages  a  s ea r ch  f o r  a l t e r n a t i v e  e v a l u a t i o n  methods,  o r  
c o m b i n a t i o n s  of  me thods .  t h a t  a r e  a p p r o p r i a t e  f o r  d e v e l o p i n g  c o u n t r y  
x n t e x t s ,  t h a t  w i l l  s e r v e  t h e  i n fo rma t ion  needs  c~f both  AID and c o u n t e r p a r t  
m a n a g e r s ,  and  t h a t  c an  be  a d a p t e d  t o  c o u n t e r p a r t  o p e r a t i o n s  and  d e c i s i o n -  
making. Of p a r t i c u l a r  i n t e r e s t  t o  AID a r e  i n fo rma t ion  systems,  u s e f u l  f o r  
bo th  mon i to r ing  and e v a l u a t i o n ,  t h a t .  can be b u i l t  i n t o  t h e  r o u t i n e  p r o c e s s e s  
o f  p r o j e c t  i m p l e m e n t a t i o n  and  management.  AID-suppor t ed  p r o ~ e c t s  and  
p r o g r a m s  p r o v i d e  o p p o r t u n i t i e s  t o  s e t  u p  and  o p e r a t e  s u c k  s y s t e m s ,  a n d  t o  
expose c o u n t e r p a r t s  t o  t h e i r  p r a c t i c a l  u t i l i t y ,  i n  ways chat  promote t h e i r  
c o n t i n u a t i o n  when s p e c i f i c  AID fucd ing  ends .  

Ac tua l  AID expe r i ence  i n  d e v e l o p i n g  and a p p l y i n g  a l t e r n a t i v e  approaches  can 
i l l u s t r a t e  t o  p r o j e c t  d e s i g n e r s  and managers,  more c o n c r e t e l y  t han  o v e r a l l  
g u i d a n c e .  some of  t h e  r e a l i s t i c  o p p o r t u n i t i e s .  d i f f i c u l t i e s  ?nd c o s t s  
i n v o l v e d .  For t h i s  reason  PPC/DCIE commissioned t h i s  f i r s t  set 0;' s t u d i e s  
o f  r e c e n t  c a s e s  i n  p rog ram e v a l u a t i o n ,  a n d  i n  s y s t e m a t i c  ways o f  b r i n g i n g  
e v a l u a t i v e  i n fo rma t ion  t o  bea r  on management d e c i s i o n s  and a c t i o n .  Readers  
a r e  encouraged t o  comment on t h e  c a s e s  and t o  submit  sugges t i ons  f o r  c a s e s  
t h a t  c o u l d  be  c o n s i d e r e d  f o r  a  s u b s e q u e n t  c o l l e c t i o n .  These  c a n  b e  
a d d r e s s e d  t o  AAA/PPC/CDIE, US Agency f o r  I n t e r n a t i o n a l  D e v e l o p m e n t ,  
Washington. DC 20523. 

Nina  reela and , Program Analys t  
AID/PPC/CDIE I 



Case S t u d i e s  of E v a l u a t i o n  and Monitor ing i n  IID P r o k c t s :  A Handbook - 
i 1  l u s t r a t e s  approaches  t o  e v a l u a t i o n  and moni tor ing  which a r e  s e n s i t i v e  t o  
t h e  o p p o r t u n i t i e s  a d  l i m i t a t i o n s  of  a  f i e l d  s e t t i n g .  The handbook  i s  
i n t e n d e d  t o  p r o v i d e  i d e a s  t o  h e l p  t h e  f i e l d  manager  d e s i g n  and  i m p l e m e n t  
p r a c t i c a l .  u s e f u l  m o n i t o r i n g / e v a l u a t i o n  systems. 

Seven A I D  c a s e s  u s i n g  i n n o v a t i v e  e v a l u a t i o n  methods a r e  examined hei-e. s i x  
of  them a r e  a p p l i c a t i o n s  i n  management improvemen t  p r o j e c t s  and  Food f o r  
Peace programs, t h e  s e v e n t h  i s  a  pos t  hoc b e n e f i t - c o s t  a n a l y s i s .  Elements  
of  t h e  m o n i t o r i n g  a n d / o r  e v a l u a t i o n  s y s t e m s  which  h a v e  b e e n  examined  i n  
t h e s e  c a s e s  i n c l u d e :  

The r ~ l e  of e v a l u a t i o n / m o n i t o r i n g  i n  t h e  p r o j e c t ,  

Major c h a r a c t e r i s t i c s  of t h e  d e s i g n ,  

Data r equ i r emen t s ,  c o l l e c t i o n  and a n a l y s i s ,  and 

The methodology. 

The m o n i t o r i n g / e v a l u a t i o n  a p p r o a c h e s  u s e d  i n  t h e s e  c a s e s  d i f f e r e d  f rom 
t r a d i t i o n a l  me thods  i n  a  number o f  ways.  Q u a l i t i t a t i v e  a s  w e l l  a s  
q u a n t i t a t i v e  d a t a  were used;  m o n i t o r i n g / e v a l u a t i o n  was t r e a t e d  a s  an  ongoing 
p r o c e s s ,  r a t h e r  than  a d i s c r e t e  e v e n t ;  h o s t  coun t ry  pe r sonne l  were t r a i n e d  
i n  r e q u i s i t e  s k i 1  1 s :  and  a 1  1 m a j o r  a c t o r s  were i n v o l v e d  t h r o u g h o u t  t h e  
d e s i g n  a n d  i m p l e m e n t a t i o n  of  t h e  s y s t e m .  T h e s e  f e a t u r e s  w e r e  p r e s e n t  i n  
v a r y i n g  d e g r e e s  i n  e a c h  of t h e  s y s t e m s  examined :  a l l  w e r e  q u a l i t i e s  
c o n t r i b u t i n g  t o  system f l e x i b i l i t y  and an unde r s t and ing  of bo th  p roces s  and 
r e s u l  t s  which reached beyond t h e  e v a l u a t i o n  con t r ac to r / t e am.  Some of t h e  
c a s e s  we re  more s u c c e s s f u l  t h a n  o t h e r s  i n  accommoda t ing  t h e  d y n a m i c s  of  
t h e i r  f i e l d  envi ronments ,  however. 

V a r i a b l e s  wh ich  seemed t o  i n f l u e n c e  t h e  s u c c e s s ,  o p e r a t i o n a l  l y  and  
po l  i t i c a l  l g  , of t h e  m o n i t o r i n p , ' e v a l u a t i o n  s y s t e m s  w e r e :  t h e  p r e s e n c e  o r  
5bsai1ce o f  a  management i n f o r m a t i o n  s y s t e m ,  t h e  a b i l i t y  of  t h e  d e s i g n  t o  
accommodate change, and t h e  r o l e  of t h e  u s e r s  and producers  throughout  t h e  
p r o c e s s .  

The c a s e s  p r e s e n t  no fo rmu la s  f o r  d e s i g n i n g  a  m o n i t o r i n g / e v a l u a t i o n  syftem 
gua ran t eed  t o  y i e l d  an e f f e c t i v e  program management t o o l ,  bu t  they  do o f f e r  
some d i r e c t i o n  f o r  d e s i g n i n g  a f e a s i b l e  s t r a t e g y  t o  t h a t  end. 
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T h i s  handbook i s  d e s i g n e d  t o  a d d r e s s  c o n c e r n s  w i t h i n  t h e  Agency f o r  
I n t e r n a t i o n a l  D e v e l o p m e n t  (AID) a b o u t  t h e  1 i m i  t e d  g u i d a n c e  a v a i l a b l e  t o  
P r o j e c t  O f f i c e r s  on moni tor ing  and e v a l u a t i o n .  Through c a s e  s t u d i e s ,  t h e  
handbook i l l u s t r a t e s  how some f i e l d  managers have  approached t h e s e  t a s k s  and 
p r o v i d e s  an a n a l y s i s  of t h e  techniques  used. 

A number o f  p r o b l e m s  f a c e  t h e  P r o j e c t  O f f i c e r  when t r y i n g  t o  a p p l y  
t r a d i t i o n a l  e ~ a l u a t i o n  a n d  m o n i t o r i n g  t e c h n i q u e s  i n  d e v e l o p i n g  c o u n t r y  
s e t t i n g s .  T r a d i t i o n a l  program e v a l u a t i o n  methods many times r e l y  on quas i -  
e x p e r i m e n t a l  d e s i g n s  t h a t  r e q u i r e  e x t e n s i v e  d a t a .  O f t e n  t h e  e v a l u a t i o n  
p roces s  is ex t r eme ly  long ,  r e q u i r i n g  d a t a  t h a t  a r e  d i f f i c u l t  t o  o b t a i n .  A s  
a c o n s e q u e n c e .  t h e  e v a l u a t i o n  may bog  down u n d e r  i t s  own w e i g h t .  Ano the r  
i s s u e  compl i ca t ing  f i e l d  e v a l u a t i o n  e f f o r t s  is t h e  i n a b i l i t y  of g e n e r a l l y  
f a v o r e d  q u a n t i t a t i v e  t e c h n i q u e s  t o  p r o v i d e  a d e q u a t e  i n f o r m a t i o n  on  t h e  
phenomena be ing  e v a l u a t e d .  Q u a l i t a t i v e  d a t a  are f r e q u e n t l y  e s s e n t i a l ,  s w h  
a s  i n  t h e  s t u d y  of i n s t i t u t i o n a l  development  and management improvements. 

J y i s t  as e v a l u a t i o n  p r e s e n t s  d i f f i c u l t i e s  i n  f i e l d  a p p l i c a t i o n s .  s o  d o e s  
m o n i t o r i n g .  I d e n t i f y i n g  a p p r o p r i a t e  a c t i v i t i e s  t o  m o n i t o r  a n d  d e v i s i n g  
p r a c t i c a l  means f o r  g a t h e r i n g  d a t a  c a n  be  u n u s u a l l y  c h a l  l e n g i n g  i n  t h e  
d e v e l o p i n g  coun t ry  con tex t .  Yet, i n v e s t i n g  t h e  e f f o r t  i n  good monitor ing 
p r a c t i c e s  can i n c r e a s e  t h e  c h a n c e s  o f  i d e n t i f y i n g  i n e f f e c t i v e  a c t i v i t i e s ,  
i n c r e a s e  e f f i c i e n c y  i n  t h e  u s e  o f  p r o j e c t  f u n d s ,  and  i n c r e a s e  t h e  
p r o b a b i l i t y  of p r o j e c t  success .  With good monitor ing,  P r o j e c t  O f f i c e r s  and 
c o u n t e r p a r t  managers can have  a  b e t t e r  s e n s e  of  t h e i r  p r o j e c t ' s  s t a t u s  and 
g r e a t e r  c o n t r o l  i n  b o t h  c o r r e c t i n g  p r o b l e m s  and  r e i n f o r c i n g  s u c c e s s e s  
throughout  t h e  p r o j e c t ' s  l i f e .  

The s e v e n  c a s e s  s e l e c t e d  f o r  t h i s  handbook were  chosen  on t h e  b a s i s  of 
s e v e r a l  c r i t e r i a .  F i r s t ,  t h e  c a s e s  were  l i m i t e d  t o  A I D  funded  p r o j e c t s  o r  
programs. Second, each c a s e  was supposed t o  p r e s e n t  some i n t e r e s t i n g  and/or  
i n n o v a t i v e  a p p r o a c h  t o  e v a l u a t i o n  o r  m o n i t o r i n g  o f  a p r o j e c t  o r  program.  
From t h e  range of p o s s i b l e  p ro2ec t s  and programs, it was dec ided  t h a t  f o r  an 
i n i t i a l  handbook of t h i s  type  it would be b e n e f i c i a l  t o  focus  on a  l i m i t e d  
range of p r o j e c t s .  Four c a s e s  r e l a t e d  t o  management improvement p r o j e c t s  
and two cmses r e l a t e d  t o  Food f o r  Peace programs were s e l e c t e d  f o r  i n c l u s i o n  
b e c a u s e  of t h e  r e a d i l y  a v a i l a b l e  i n f o r m a t i o n  on  t h e s e  p r o j e c t s .  i n  
a d d i t i o n ,  a summary of c a s e s  i n v o l v i n g  benef i t - c o s t  a n a l y s i s  was J:rcluded t o  
provide  a  c o n t r a s t  t o  t h e  o t h e r  cases. 

A set of g u i d e l i n e s  was developed  t o  h e l p  t h e  a u t h o r s  s t r u c t u r e  t h e i r  cases 
and  a d d r e s s  common q u e s t i o n s  and  i s s u e s  s o  t h a t  t h e r e  c o u l d  b e  some 
comp, \ rab i  1 i t y  a f t e r  t h e  c a s e s  were w r i t t e n .  A c t o r s  r e s p o n s i b l e  f o r  



d e v e l o p i n g  t h e  e v a l u a t i o n  and  m o n i t o r i n g  s y s t e m s  i n  t h e  f o u r  management  
improvemen t  p r o j e c t s  w r o t e  t h o s e  c a s e s .  I n f o r m a t i o n  f o r  t h e  o t h e r  t h r e e  
c a s e s  was o b t a i n e d  f rom p r o j e c t  e v a l u a t i o n  documents and from i n t e r v i e w s  
w i th  t h e  AIDIWashington E v a l u a t i o n  O f f i c e r  i n v o l v e d  w i t h  t k e  p r o j e c t s  a n d  
w r i t t e n  i ~ p  by t h e  e d i t o r s  o f  t h e  handbook .  The c a s e s  were  r e v i e w e d  and  
e d i t e d  b y  t h e  s t a f f  o f  t h e  I n t e r n a t i o n a l  D.?velopment  Management C e n t e r ,  
O f f i c e  of  I n t e r n a t i o n a l  Programs. U n i v e r s i t y  of Maryland C o l l e g e  Park  and 
r c t u r n e d  t o  t h e  o r i g i n a l  a u t h o r s  arid c o n t r i b u t o r s  f o r  rev iew.  c o r r e c t i o n ,  
a d d i t . o n s  and  comment. Any e r r o r s  i n  f a c t  o r  i n t e r p r e t a t i o n  a r e  t h e  
r e s p o n s i b i l i t y  of t h e  e d i t o r s .  

OVERVIEW OF TEE CASES 

The s e v e n  c a s e s  s e l e c t e d  f o r  t h i s  handbook r e p r e s e n t  p r o j e c t s  i n  which AID 
t r i e d  ' d i f f e r e n t '  ways o f  a c c o m p l i s h i n g  m o n i t o r i n g  and  e v a l u a t i o n .  T h e s e  
c a s e s  were d i f f e r e n t  f o r  a v a r i e t y  of r e a s o n s ,  i n c l u d i n g  t h e  t y p e s  of d a t a  
co 1  l e c t e d :  t he  p roces s  used i n  d e s i g n  and implementa t ion ;  and t h e  scope  of  
t h e  e v a l u a t i o n .  

Four of t h e  c a s e s  concern management improvement p r o j e c t s :  

a  management improvemen t  e f f o r t  i n  an  a g r i c u l t u r a l  p r o d u c t i o n  
enhancement program i n  P o r t u g a l ,  

a  management improvement p r o j e c t  i n  H a i t i ' s  M i n i s t r y  of  P l a n ,  

a  management t r a i n i n g  p r o j e c t  f o r  l o c a l  government o f f i c i a l s  i n  
Indones i a ,  and 

a  f i n a n c i a l  management improvement p r o j e c t  i n  t h e  S a h e l .  

Two c a s e s  a r e  f rom t h e  Food f o r  P e a c e  P rog ram:  

an  impact e v a l u a t i o n  of a  PL 480 T i t l e  I 1  P r o g r a m o f  N u t r i t i o n a l  
and H e a l t h  P r c t e c t i o n  i n  S e n e g a l ,  and 

a  p l ann ing .  m o n i t o r i n g a n d e v a l u a t i o n s y s t e m f o r a P L 4 8 0 T i t l e  I 1  
Food f o r  Work program i n  Ind i a .  

The f i n a l  c a s e  i s  a  post hot b e n e f i t - c o s t  a n a l y s i s  used on f i v e  p r o j e c t s  ( i n  
Upper  V o l t a ,  Hondura s ,  t h e  Dominican  R e p u b l i c ,  B r a z i l ,  a n d  P e r u )  i n  wh ich  
P r i v a t e  V o l u n t a r y  Organ i za t i ons  (PVO's) a s s i s t e d  s i c r o e n t e r p r i s e s .  

When e x a m i n i n g  a  m o n i t o r i n g  a n d / o r  e v a l u a t i o n  s y s t e m ,  i t  i s  u s e f u l  t o  
de t e rmine  whether t h e r e  i s  an o v e r a l l  framework o r  de s ign  and whether t h e r e  
i s  a  management i n fo rma t ion  system i n  p l a c e .  Of t h e  s e v e n  c a s e s  p r e s e n t e d ,  
t h r e e  of  them ( S a h e l ,  P o r t u g a l  and I n d i a )  deve loped  a management i n fo rma t ion  
system t o  monitor  t h e  p r o j e c t  o r  program. 

A management i n fo rma t ion  system p r o v i d e s  a p o t e n t i a l  l y  v a l u a b l e  r e s o u r c e  f o r  
e v a l u a t i o n .  I n f o r m a t i o n  c o l l e c t e d  f o r  m o n i t o r i n g  i s  a v a i l a b l e  f o r  



e v a l u a t i o n  w i t h o u t  a d d i t i o n a i  i n v e s t m e n t  o f  r e s o u r c e s .  A s  a p r a c t i c a l  
m a t t e r ,  h o w e v e r ,  of t e n t i n e s  s u c h  f a c t o r s  as l a c k  of  p o l i t i c a l  s u p p o r t  o r  
p r e d e l i c t i o n s  of  p r o j e c t  personnel  l e a d  t o  incomple te  u s e  of t h e  management 
in format ion  system as an e v a l u a t i o n  r e sou rce .  The Ind i a  case was t h e  o n l y  
one  i n  which  t h e  m o n i t o r i n z  a n d  e v a l u a t i o n  s y s t e m  was imp lemen ted  a s  a n  
i n t e g r a t e d  s y s t e m .  The r e m a i n i n g  e a s e s  d i d  n o t  b e n e f i t  f rom management 
in format ion  systems (Senega l .  Benefi t -Cost  Ana lys i s .  Indones ia  and H a i t i ) ,  
bu t  i n  a 1  1 of them, r o n i t o r i n g  and /o r  e v a l u a t i o n  were guided by a c o n c e p t c s l  
framework. 

A n o t h e r  i m p o r t a n t  i s s u e  t o  examine  when l o o k i n g  a t  t h e  c a s e s  i s  d e s i g n  
change o v e r  t i n e .  In  a t  l e a s t  f i v e  of t h e  c a s e s ,  t h e  c a p a c i t y  f o r  r edes ign  
t o  accommodate changing c o n d i t i o n s  and d a t a  requi rements  was b u i l t  i n t o  t h e  
p r o j e c t  . 
I n  t h e  I n d i a  c a s e ,  t h e  m o n i t o r i n g  a n d  e v a l u a t i o n  d e s i g n  w a s  i n  a s t a t e  o f  
c o n s t a n t  n e g o t i a t i o n .  The system was redes igned  r e g u l a r l y  based on p r o j e c t  
e x p e r i e n c e  a n d  c o n t i n u o u s  d i a l o g u e  be tween  p r o j e c t  p a r t i c i p a n t s  a n d  
p e r s o n n e l .  I n  t h e  P o r t u g a l  c a s e ,  t h e  m o n i t o r i n g  s y s t e m  was c o n t i n u a l  l y  
b e i n g  r e v i s e d  a t  t h e  r e g i o n a l .  a n d  c e n t r a l  l e v e l s .  T h i s  r e s u l t e d  i n  
c o n s i d e r a b l e  des ign  change o v e r  time. The Sahe l  moni tor ing  and e v a l u a t i o n  
system a l s o  i nco rpo ra t ed  system redes ign  a s  an ongoing p roces s ,  a l t h o u g h  n o t  
as s u c c e s s f u l  l y  a s  Ind i a  and Po r tuga l .  

The impact e v a l u a t i o n  c a r r i e d  o u t  i n  Senega l  changed o v e r  t ime  due more t o  
o p e r a t i o n a l  c o n s i d e r a t i o n s  t h a n  t o  d e s i g n  c h a r a c t e r i s t i c s .  Because d a t a  
c o l l e c t e d  f o r  o t h e r  p u r p o s e s  were  a l r e a d y  a v a i l a b l e  and  h o s t  c o u n t r y  
pe r sonne l  were w i  1 l i n g  t o  c o l l e c t  d i f f e r e n t  k inds  of d a t a  than  o r i g i n a l l y  
p l a n n e d ,  t h e  e v a l u a t i o n  d e s i g n  was c h a n g e d  t o  accommodate t h i s .  The 
o r i g i n a  1  des ign ,  which c a l  l e d  f o r  a b i o c h e n i c a l  e v a l u a t i o n  of  n u t r i t i o n a l  
impact from c l i n i c a l  examics t ions ,  was changed t o  i n c l u d e  more d a t a  on t h e  
n u t r i t i o n  c e n t e r s  and on t h e  f a m i l i e s  bc th  i n  and o u t  of t h e  program. 

The moni tor ing  system be ing  deve loped  i n  Haiti  i s  c o n s t a n t l y  be ing  r e v i s e d  
t o  meet changing  informat ion  needs of c l i e n t s  and of t h e  p r o j e c t  i t a e l f .  The 
d a t a  g a t h e r i n g  t e c h n i q u e s  d o  n o t  c h a n g e  o v e r  t i n e ,  b u t  t h e  f o c u s  o f  t h e  
m o n i t o r i n g  s y s t e m  d o e s  change .  B e c a u s e  of  t h e  p s t  hot n a t u r e  o f  t h e  
Benef i t -Cos t  A n a l y s i s  ca se ,  and t h e  s i n g 1  e - a c t i v i t y  f o c u s  of t h e  Indonesia  
c a s e ,  t h e s e  e v a l u a t i o n  s y s t e m s  d i d  n o t  c h a n g e  much f rom d e s i g n  t o  
implementat ion.  

When r e f l e c t i n g  on  t h e  d e s i g n  o f  a m o n i t o r i n g  o r  e v a l u a t i o n  s y s t e m ,  i t  i s  
i m p o r t a n t  t o  a s k  f o r  whose b e n e f i t  i s  t h e  i n f o r m a t i o n  b e i n g  c o l l e c t e d .  
Other  impor tan t  q u e s t i o n s  are: who is i d e n t i f i e d  w i th  h a v i n g  i n i t i a t e d  t h e  
system and who wi th  s u p p o r t i n g  it? 

I n  most p r o j e c t s  o r  p r o g r a m s ,  t h e r e  are  mu1 t i p l e  u s e r s  of  m o n i t o r i n g  a n d  
e v a l u a t i o n  in format ion .  The c a s e s  p re sen t ed  h e r e  a r e  no except ion .  S ince  
a l l  of t h e  c a s e s  a r e  based  on AID-funded e f f o r t s ,  AID I s  a p r i m a r y  o r  
s e c o n d a r y  u s e r  of t h e  i n f o r m a t i o n  g e n e r a t e d  by e a c h  o f  t h e  s y s t e m s .  The 
c a s e s  c a n  be p l a c e d  on a  con t inuum b a s e d  on t h e  l e v e l  o f  AIDts  u s e  o f  t h e  
in format ion  i n  r e l a t i o n  t o  o t h e r  a c t o r s .  A t  t h e  h igh  end of t h e  continuum 



is t h e  Benef i t - -Cos t  A n a l y s i s  case which was undertaken t o  h e l p  AID e v a l u a t e  
a n d  make p o l i c y  d e c i s i o n s  a b o u t  t h e i r  P V O  M i c r o e n t e - p r i s e  p r o j e c t s .  The 
moni tor ing  system i n  H a i t i  was des igned  p r i m a r i l y  f o r  u s e  by AID/Was\ington 
a n d  t h e  c o n s u l t a n t ' s  o t h e r  i n s t i t u t i o n a l  a f f i l i a t i o n s  i n  t h e  U.S. O t h e r  
than  as a t o o l  f o r  s e l f  guidance,  t h i s  a o n i t o r i n g  e f f o r t  does  n o t  seem t o  be 
geared  toward in fo rma t ion  s h a r i n g  wi th  h o s t  coun t ry  p r o j e c t  p e r s o n c e l .  

The systems p re sen t ed  i n  f o u r  of t h e  c a s e s  would f a l l  i n  t h e  middle  range  of 
a continuum. The S a h e l ,  P o r t u g a l ,  Senega l  and I n d i a  cases h e r e  des igned  t o  
meet t h e  needs of m u l t i p l e  a c t o r s ,  o n l y  one of which was AID/Washington. I n  
t h e  Sahe l  and P o r t u g a l  c a s e s ,  t h e  in format ion  was a l s o  used by t h e  p r o j e c t  
p e r s o n n e l .  t h e  USAID m i s s i o n  and  t h e  c o n t r a c t o r s  back  i n  t h e  U.S., as we l l  
as  by t h e  h o s t  coun t ry  governments.  In  Senega l  t h e  e v a l u e t i o n  was des igned  
t o  f e e d  informat ion  back t o  p r o j e c t  pe r sonne l  i n  t h e  h o s t  count ry .  b u t  bo th  
t h e  USAID miss ion  and AID/Washington were i n t e r e s t e d  i n  t h e  r e s u l t s .  I n d i a  
p r e s e n t s  a  c a s e  i n  which t h e  p r o j e c t  p a r t i c i p a n t s  o r  b e n e f i c i a r i e s  s h a r e  i n  
u s i n g  t h e  moni tor ing  informat ion  a l o n g  w i t h  t h e  t y p i c a l  u s e r s  no ted  i n  t h e  
o t h e r  c a s e s .  The I n d o n e s i a  c a s e  p r e s e n t s  t h e  o t h e r  end  o f  t h e  c o n t i n u u m ,  
where t h e  USAID miss ion  was n o t  p a r t i c u l a r l y  i n t e r e s t e d  i n  t h e  r e s u l t s  of 
t h e  e v a l u a t i o n .  The h o s t  coun t ry  p r o j e c t  p a r t i c i p a n t s  and t h e i r  s u p e r v i s o r s  
were t h e  pr imary u s e r s  of t h e  e v a l u a t i o n  in format ion .  

There is l i t t l e  v a r i a t i o n  among t h e  c a s e s  r e g a r d i n g  t h e  agen t  who i n i t i a t e d  
t h e  moni tor ing  and /o r  e v a l u a t i o n  system. I n  f o u r  cases (Sahe l  , Por tuga  1 ,  
I n d o n e s i a  qnd H a i t i ) ,  t h e  c o n t r a c t o r  p r o v i d i n g  t e c h n i c a l  a s s i s t a n c e  i n  
manzgement o r  management t r a i n i n g  i n i t i a t e d  t h e  monitor ing and/or  e v a l u a t i o n  
systems.  In  one c a s e ,  (Benef i t -Cos t  A n a l y s i s )  t h e  system was i n i t i a t e d  by 
a n  AID/Washington o f f i c e  a n d  i n  a n o t h e r  ( I n d i a )  by a  USAID m i s s i o n .  I n  t h e  
r e m a i n i ~ g  c a s e  ( S e n e g a l  ), t h e  e v a l u a t i o n  e f f o r t  was i n i t i a t e d  j o i n t l y  by 
AID/Washington o f f i c e s  and a  USAID mission.  

The p a t t e r n  of suppor t  f o r  t h e  moni tor ing  and e v a l u a t i o n  systems can  a l s o  be 
p u t  on a continuum. I n d i a  p r e s e n t s  t h e  extreme c a s e  i n  which eve ryone ,  from 
p r o j e c t  b e n e f i c i a r y  t o  t h e  t o p  o f f i c e r s  of  A I D  and  t h e  i m p l e m e n t i n g  PVO 
( C a t h o l i c  Re l i e f  S e r v i c e s )  suppor ted  t h e  moni tor ing  and e v a l u a t i o n  system. 
I n  Senega l ,  t h e  system was a l s o  suppor ted  by a l l  key a c t o r s ,  bu t  t h e  p r o j e c t  
p a r t i c i p a n t s  were n o t  c o n t i n u o u s l y  i n v o l v e d  i n  t h e  process  a s  was t h e  c a s e  
i n  I n d i a .  I n  b o t h  t h e  P o r t u g a l  a n d  S a h e l  c a s e s ,  t h e  m o n i t o r i n g  a n d  
e v a l u a t i o n  s y s t e m s  were  s u p p o r t e d  by t h e  management c o n t r a c t o r s  a n d  h o s t  
c o u n t r y  management s p e c i a l i s t s  t r a i n e d  i n  t h e  management i n f o r m a t i o n  
sys tems ,  bu t  i n  bo th  cases suppor t  was l a c k i n g  from key a c t o r s .  

I n  t h e  P o r t u g a l  c a s e  t h e  s y s t e m  was n e v e r  c o m p l e t e l y  a c c e p t e d  by t h e  
m i n i s t e r i a l  l e v e l  c o o r d i n a t i n g  g r o u p  a n d  i n  t h e  S a h e l  t h e  p r o j e c t  team 
l e a d e r  was n o t  c o m f o r t a b l e  w i t h  t h e  s y s t e m .  I n  t h e  Hai t i  c a s e ,  t h e  
moni tor ing  system was n o t  n e c e s s a r i l y  des igned  f o r  h o s t  coun t ry  p e r s o n n e l ,  
a n d  t h e r e f o r e  c o u l d  be s a i d  t o  b e  s u p p o r t e d  by a l l  k e y  a c t o r s ,  i . e . ,  
AID/Washington, USAID/Haiti and t h e  c o n s u l t a n t ' s  i n s t i t u t i o n a l  a f f i l i a t i o n s  
i n  t h e  U.S. (IDMC/UMCP a n d  DPMC/USDA). B e c a u s e  of  t h e  post hot n a t u r e  o f  
t h e  B e n e f i t - C o s t  A n a l y s i s  c a s e ,  t h e  m a j o r  consumer  of  t h e  e v a l u a t i o n  
in fo rma t ion ,  t h e  i n i t i a t o r  of t h e  system, and t h e  major s u p p o r t e r  were one 
a n d  t h e  same,  AID/Washington.  T h e r e  i s  some e v i d e n c e  t h a t  t h e  PVO's 



i n v o l v e d  wi th  t h e  M i c r o e n t e r p r i s e  p r o j e c t s  are coming t o  s e e  t h e  b e n e f i t -  
c o s t  a n a l y s i s  t echnique  as v a l u a b l e .  b u t  suppor t  f o r  t h e  method i s  n o t  w e l l  
d i f f u s e d  a t  p re sen t .  

DISTINGUISHING CHARACTERISTICS 

Each of  t h e  s e v e n  c a s e s  had c h a r a c t e r i s t i c s  which  merit a t t e n t i o n  f r o m  
p r o j e c t  p e r s o n n e l  engaged  i n  m o n i t o r i n g  a n d  e v a l u a t i o n :  

0 I n  P o r t u g a l  t h e  s e l e c t i o n  and training of M i n i s t r y  of A g r i c u l t u r e  
and  F i s h e r i e s  ( M A P )  s t a f f  t o  s e r v e  as  i n t e r n a l  management 
s p e c i a l i s t s  was a s t e p  t o w a r d  a s s u r i n g  s u s t a i n a b i l i t y  of  t h e  
management improvemen t  e f f o r t  beyond t h e  p r o j e c t ' s  l i f e .  The 
moni tor ing  and e v a l u a t i o n  s y s t e a  r e l i e d  on a n  i n t e g r a t e d  approach 
i n  which t h e  i c fo rma t ion  c o l l e c t e d  f o r  moni tor ing  c o u l d  a l s o  be 
u s e d  i n  p e r i o d i c  e v a l u a t i o n s .  I n  a d d i t i o n ,  t h e  u s e  o f  
microcomputers,  p r i m a r i l y  i n  t h e  budget ing  p roces s ,  a l s o  a 1  lowed 
f o r  t h e  i n t e g r a t i o n  of d a t a  c o l l e c t e d  a t  the r e g i o n a l  l e v e l  t o  be 
q u i c k l y  a g g r e g a t e d  a t  t h e  n a t i o n a l  l e v e l .  T h e  u s e  o f  
microcomputers as a  'new' t e chno logy  a l s o  a i d e d  i n  t h e  acceptance  
o f  a  new management i n f o r m a t i o n  s y s t e m  by h o s t  c o u n t r y  p r o j e c t  
pe r sonne l .  

0 I n  t h e  S a h e l  c a s e  t h e  most  s t r i k i n g  f e a t u r e  i s  t h e  i t e r a t i v e  
p r o c e s s  u s e d  t o  d e v e l o p  a n d  i m p l e m e n t  t h e  m o n i t o r i n g  and  
e v a l u a t i o n  s y s t e a .  The m o n i t o r i n g  s y s t e m  was  d e s i g n e d  t o  b e  
c o n s t a n t  1 y  redes igned ,  and t h u s  r e s p o n s i v e  t o  t h e  changing needs 
of t h e  p r o j e c t .  

rn The Indones ia  case is noteworthy f o r  u s i n g  program p a r t i c i p a n t s  t o  
d e v e l o p  t h e  c r i te r ia  f o r  e v a l u a t i n g  t h e  t r a i n i n g  program. Host 
coun t ry  p r o j e c t  pe r sonne l  deve loped  t h e i r  own a c t i o n  p l a n s  i n  a 
t r a i n i n g  workshop, and t h e s e  p l a n s  were l a t e r  used t o  e v a l u a t e  t h e  
e f f e c t i v e n e s s  of t h e  workshop. Another impor tan t  f e a t u r e  was t h e  
f a c t  t h a t  t h e  p a r t i c i p a n t  b e i n g  e v a l u a t e d  was a l s o  e v a l u a t i n g  
h i d h e r  own performance a g a i n s t  t h e  a c t i o n  p l a n  he / she  deve loped .  

rn The I n d i a  case p r e s e n t s  s e v e r 2 1  u s e f u l  i d e a s .  F i r s t .  t h e  
m o n i t o r i n g  p r o c e s s  r e l i e d  on open  d i a l o g u e  be tween  p r o j e c t  
p e r s o n n e l  and  p a r t i c i p a n t s .  T h i s  a p p r o a c h  was d e s i g n e d  t o  
maximize l e a r n i n g  abou t  t echn iques  and p r a c t i c e s  w i th in  and a c r o s s  
p r o j e c t s  i n  t h e  program.  By r e q u i r i n g  f r e q u e n t  v i s i t s  o f  
' e x p e r t s '  t o  t h e  f i e l d  t o  g u i d e ,  i n t e r p r e t ,  a n d  m o n i t o r ,  t h e r e  
was a l s o  open informat ion  s h a r i n g  wi th in  t h e  system and a l a y e r e d  
e f f e c t  t o  t h e  m o n i t o r i n g  and  e v e  l u a t i o n  p r o c e s s .  F o r  e x a m p l e ,  
in format ion  ga the red  i n  t h e  f i e l d  was sha red  wi th  r e g i o n a l  p r o j e c t  
p e r s o n n e l  a n d  t h e n  e v e n t u a l  l y  t r a n s m i t t e d  t o  t h e  n a t i o n a l  and  
i n t e r n a t i o n a l  l e v e l s .  A t  each stage t h e  in format ion  was a n a l y z e d  
a n d  d i s c u s s e d  so t h a t  a n  i r t e r a c t i v e  p r o c e s s  was u s e d  t o  
e f f e c t i v e l y  monitor and e v a l u a t e  t h e  program. Monitor ing was a 



r egu l a r  process at the  l o c a l  l e v e l ,  and eva lua t ion  i nvo lv ing  t h e  
nationa 1 and in te rna t iona  \ l eve 1 s  was an annual process. 

The Senegal impact eva lua t ion  case i s  i n t e r e s t i ng  because it used 
a  d a t a  s e t  c o l l e c t e d  f o r  o t h e r  purposes .  t h u s  r educ ing  t h e  c o s t  
s i g n i f i c a n t l y  i n  t h i s  'data heavy' eva lua t ion  approach. 

a The H a i t i  c a s e  p r e s e n t s  a  un ique  d a t a  c o l l e c t i o n  techn ique .  
pa r t i c ipan t  observation. The management consu l tan t  assigned t o  
t h e  p r o j e c t  keeps a  j o u r n a l  of "process  no t e s "  w h i c h  h e l p  t o  
convey an understanding of t h e  dynamics of the  change process, rps 

w e l l  a s  t o  record the progress of project  a c t i v i t i e s .  

The P V O  m i c r o e n t e r p r i s e  c a s e  is  i n t e r e s t i n g  a s  an example of a 
p o s t  hoc e v a l u a t i o n  t e chn ique  which uses  d a t a  from completed 
pro jec t  eva lua t ions .  Another important c h a r a c t e r i s t i c  of the  case 
is t h a t  it considers s o c i a l  f a c to r s  a s  pa r t  of an economic cost -  
benef i t  ana lys i s .  

SUMMARY OF COMnON STRENGTHS 

I n  r ev i ewing  t h e  seven  moni to r ing  and e v a l u a t i o n  c a s e s ,  c e r t a i n  themes 
emerge from the  record of t h e i r  accomplishments. The examples given below 
a r e  designed t o  h igh l i gh t  some of these.  

0 The eva lua t ion  and monitoring techniques preseritcd here  r e l i e d  on 
bo th  q u a l i t a t i v e  and q u a n t i t a t i v e  d a t a .  Even t h e  economic 
benef i t -cost  ana ly s i s  case  used q u a l i t a t i v e  da ta  t o  descr ibe  t he  
n a t u r e  of t h e  economic system i n  which t h e  m i c r o e n t e r p r i s e  
o p e r a t e d ,  i n  o r d e r  t o  p u t  v a l u e s  on c e r t a i n  f a c t o r s  used i n  t h e  
ana ly s i s .  

0 Evaluat ion and monitoring was t r ea t ed  a s  an evo lv ing  process i n  
most of  t h e s e  p r o j e c t s .  In t h e  P o r t u g e l  c a s e ,  f o r  example,  t h e  
monitoring and eva lua t ion  systems were developed i n  workshops and 
were rev i sed  a t  l e a s t  annual ly. 

a Deve lop ing  s k i 1  1s of h o s t  c o u n t r y  p r o j e c t  p e r s o n n e l  i n  t h e  
mon i to r ing  and /o r  e v a l u a t i o n  p r o c e s s  was a p r i o r i t y .  In t h e  
Senegal p ro jec t  f o r  exaapl e ,  host  country personnel were t ra ined  
i n  a l l  a s p e c t s  of t h e  impact e v a l u a t i o n  p roces s  s o  t h a t  t h e  
capaci ty  t o  continue t h i s  process would be developed within t he  
host  government. 

0 Invo lvemen t  of v a r i o u s  p r o j e c t  a c t o r s  i n  t h e  mon i to r ing  and 
eva lua t ion  process seemed t o  be  p o s i t i v e l y  associa ted with system 
f l e x i b i l i t y .  Where t h e  v a r i o u s  a c t o r s  were most i n v o l v e d  i n  
d e v e l o p i n g  t h e  system,  such  a s  i n  t h e  I n d i a  c a s e ,  t h e  system 
seemed t o  be most responsive t o  spec i f i c  monitoring and eva lua t ion  
needs. 



Invo lvemen t  and "buy-in" of a l l  major a c t o r s  i n  d e v e l o p i n g  t h e  
mon i to r ing  and /or  e v a l u a t i o n  system seemed t o  be p o s i t i v e l y  
associa ted with g r ea t e r  acceptasce and success of the  system. The 
I n d i a  c a s e  a g a i n  p r e s e n t s  a  good example. P a r t i c i p a t i o n  t y  a1 1 
a c t o r s  was con t inuous  and s u b s t a n t i v e ,  and t h i s  seemed t o  be a  
f ac to r  l inked t o  the  high acceptance of the  system. 

CONCLUSION 

Each case study included i n  t h i s  volume t e l l s  a  very d i f f e r en t  s t o ry  of how 
t h e  g e n e r a l  p r i n c i p l e s  of moni to r ing  and e v a l u a t i o n  were a p p l i e d  t o  a  
spec i f i c  s i t u a t i o n  and context. The in ten t ion  was t o  draw upon these  f i e l d  
e x p e r i e n c e s  t o  p r o v i d e  t h e  b a s i s  f o r  u n d e r s t a n d i n g  a  number of  d i f f e r e n t  
models and approaches  t a  moni to r ing  and e v a l u a t i o n .  While  r e a d i n g  t h i s  
group of case s tud ies ,  the  development p ro jec t  o f f i c e r  w i l l  want t o  keep i n  
mind the  p ro jec t s  he o r  she cu r r en t l y  manages o r  influences.  

The success of t h i s  handbook w i l l  depend on whether these cases succeed i n  
providing some i n i t i a l  guidance t o  p ro jec t  o f f i c e r s  on ways they can fu r the r  
develop t h e i r  curzent approaches t o  monitoring and evaluating pro jec t s .  



INNOVATIVE MONITORING AND EVALUATION TECHWIQUES AM) METHODS: 
A CASE STUDY OP PORTUGAL'S AGRICULTURAL PRODUCTIOR PROGRAM 

Governments r e l y  on a range of p o l i c y  and programmatic responses  t o  d e v e l o p  
t h e i r  a g r i c u l t u r a l  and r u r a l  s e c t o r s .  H i s t o r i c a l l y .  most governments ,  w i th  
t h e  s u p p o r t  o f  i n t e r n a t i o n a l  a s s i s t a n c e  a g e n c i e s ,  h a v e  emphas i zed  t h e  
t r a n s f e r  o f  new o r  i m p r o v e d  a g r i c u l t u r e  p r o d u c t i o n  know1  e d g e  a n d  
t e c h n o l o g i e s .  Much l e s s  p r i o r i t y  h a s  been  g i v e n  t o  t h e  c r e a t i o n  a n d  
a p p l i c a t i o n  of  i n n o v a t i v e  m a n a g e r i a l  t e c h n o l o g i e s ,  by which  w e  mean t h e  
k n o w l e d g e  and  methods  n e c e s s a r y  t o  m o b i l i z e ,  d i r e c t  a n d  c o o r d i n a t e - - i n  
s h o r t ,  t o  g u i d e - - a g r i c u l t u r a l  development  e f f o r t s .  

I n  r e c e n t  y e a r s ,  a s  m a n a g e r i a l  t e c h n o l o g i e s  h a v e  come t o  b e  v i ewed  a s  a n  
i n t e g r a l  component  of s u c c e s s f u l  d e v e l o p m e t i t  p rog rams  a n d  p r o j e c t s ,  
g o v e r n m e n t s  a n d  d o n o r  a g e n c i e s  . a r e  g i v i n g  i n c r e a s e d  p r i o r i t y  t o  
exper iment ing  wi th  i n n o v a t i v e  management t echn iques  and methods. The c a s e  
s t u d y  p re sen t ed  h e r e  r ev i ews  one such i n n o v a t i v e  management approach w i t h i n  
t h e  c o n t e x t  o f  a n  a g r i c u l t u r a l  p r o d u c t i o n  program i n  P o r t u g a l .  The 
p a r t i c u l a r  f o c u s  o f  t h i s  s t u d y  is on t h e  m o n i t o r i n g  and  e v a l u a t i o n  
subcomponent of t h e  program. Spec i f  i c a  1 l y ,  t h e  s t u d y  w i  1 1 c o n c e n t r a t e  on 
e x p l a i n i n g  and a s s e s s i n g  t h e  o v e r a l l  v a l u e  of s e v e r a l  i n n o v a t i v e  f e a t u r e s  of 
t h e  P o r t u g a l  program's moni tor ing  and  e v a l u a t i o n  a p p r o a c h .  The m o n i t o r i n g  
and  e v a l u a t i o n  a p p r o a c h  i s  v i e w e d  h e r e  as a n  i n t e g r a l  p a r t  of a  more 
c o m p r e h e n s i v e  e f f o r t  a imed a t  i m p r o v i n g  t h e  o v e r a l l  management o f  t h i s  
program. 

This  c a s e  s t u d y  is organized  i n  s e v e r a l  s e c t i o n s .  F i r s t ,  an ove rv i ew  of t h e  
p r o g r a m ' s  s e t t i n g  a n d  background  i s  g i v e n .  Then ,  t h e  m o n i t o r i n g  a n d  
e v a l u a t i o n  approach is e x p l a i n e d  w i t h i n  t h e  c o n t e x t  of t h e  program's o v e r a l l  
management system. Based on t h i s  p r e s e n t a t i o n ,  an  assessment  w i l l  be made 
of t h e  i m p a c t  o f  t h e  i n n o v a t i v e  m o n i t o r i n g  and  e v a l u a t i o n  t e c h n i q u e s  a n d  
methods on t h e  imp 1 ementat  i on  of t h i s  a g r i c u  1 t u r e  product ion  program. The 
s t u d y  w i l l  c l o s e  wi th  a summary of l e s s o n s  and i m p l i c a t i o n s  emerging from 
t h e  a p p l i c a t i o n  of t h i s  moni tor ing  and e v a l u a t i o n  approach. 

I .  PROGRAM OVERVIEW 

I n  1 9 8 0  t h e  G o v e r n m e n t  o f  P o r t u g a l  (GOP) a n d  t h e  U . S .  A g e n c y  f o r  
I n t e r n a t i o n a l  Developmeni ( A I D )  ag reed  t o  coope ra t e  on a  major a g r i c u l t u r a l  
development  program wi th  t h e  o v e r a l l  goa l  of r educ ing  Po r tuge ! , ' ~  dependence 
on f o o d  a n d  f e e d  i m p o r t s ,  t h u s  i m p r o v i n g  t h e  n a t i o n ' s  o v e r a l l  b a l a n c e  o f  
payments p o s i t i o n  and making way f o r  e v e n t u a l  e n t r y  i n t o  t h e  European Common 

This  c a s e  s t u d y  was w r i t t e n  by D r .  Marcus I n g l e  ( In t e rna t ionc i l  3evelopment  
Management Center ,  U n i v e r s i t y  of Maryland) 



Marke t .  The GOP r e f e r s  t o  t h i s  e f f o r t  as  t h e  Program f o r  L i m e s t o n e ,  
F e r t i l i z e r .  and Forages (PROCALFER). AID is p r o v i d i n g  $10 m i l l i o n  i n  g r a n t  
a s s i s t a n c e  a n d  u p  t o  $65 m i l l i o n  o f  PL 480 a s s i s t a n c e  t o  PROCALFER. The 
Por tuguese  c o n t r i b u t i o n  is e s t i m a t e d  a t  $4 m i l l i o n  o v e r  t h e  i n i t i a l  f i v e -  
y e a r  program implementa t ion  pe r iod .  

I n  1980 t h e  M i n i s t r y  o f  A g r i c u l t u r e  a n d  F i s h e r i e s  (MAP) se t  o u t  t h e  
o b j e c t i v e s  f o r  t h e  PROCALFER program as f o l l o w s :  t o  improve t h e  o v e r a l l  
p >duct ion  of  c r o p s  and f o r a g e s  i n  P o r t u g a l  through a m u l t i - f a c e t e d  approach 
t o  s o i l  c o r r e c t i o n  and f e r t i l i z a t i o n  combined wi th  t h e  s t r e n g t h e n i n g  of t h e  
n a t i o n a l  r e s e a r c h  and  e x t e n s i o n  s y s t e m s .  The AID p r o j e c t  p u r p o s e  is t o  
" s t r e n g t h e n  and suppor t  M i n i s t r y  of  A g r i c u l t u r e  and F i s h e r i e s  i n s t i t u t i o n s  
r e s p o n s i b l e  f o r  meet ing o b j e c t i v e s  of t h e  M i n i s t r y ' s  A g r i c u l t u r a l  Product ion  
Program. " 

The PROCALFER program, i n c l u d i n g  t h e  A I D  p r o j e c t ,  r e p r e s e n t s  a  r i c h  c o n t e x t  
w i t h i n  which t o  examine an  i n n o v a t i v e  monito;ing and e v a l u a t i o n  approach. 
F i r s t ,  t h e  program is a mu1 t i - y e a r ,  mu1 t i - o r g a n i z a t i o n  e f f o r t  t h a t  touches  
on  a l m o s t  e v e r y  s egmen t  o f  a g r i c u l t u r a l  p r o d u c t i o n  a c t i v i t y  i n  r u r a l  
P o r t u g a l .  The program t h u s  e x i s t s  w i t h i n  t h e  c o n t e x t  of t r a d i t i o n a l  p u b l i c  
s e c t o r  mon i to r ing  and e v a l u a t i o n  p r a c t i c e s  w i th in  P o r t u g a l ,  and w i t h i n  AID. 
Thus one f i n d s  i n  t h i s  c a s e  an o p p o r t u n i t y  t o  examine a n  i n n o v a t i v e  apprcach 
w i t h i n  t h e  c o n t e x t  o f  more c o n v e n t i o n a l  a p p r o a c h e s  t o  m o n i t o r i n g  and  
e g a l u a t i o n .  

Second, PROCALFER encompasses t h r e e  key sets of a c t o r s  f r e q u e n t l y  a s s o c i a t e d  
wi th  development  program m o n i t o r i n g  a n d  e v a l u a t i o n  c o n c e r n s :  P o r t u g u e s e  
p u b l i c  a n d  p r i v a t e  s e c t o r  u n i t s  a n d  s t a f f ;  USAID d o n o r  a s s i s t a n c e  a g e n c y  
o f f i c i a l s ;  a n d  a t e c h n i c a l  a s s i s t a n c e  c o n t r a c t o r  ( i n  t h i s  c a s e  t h e  U.S.  
Department of A g r i c u l  ture--OICD/USDA under  a  PASA agreement w i t h  A I D )  w i th  
r e s p o n s i b i l i t y  f o r  a s s i s t i n g  w i th  t h e  implementat ion of t h e  program through 
t h e  p r o v i s i o n  of a  s e r i e s  of s h o r t -  and long-term t e c h n i c a l  a s s i s t a n c e  and 
t r a i n i n g  a c t i v i t i e s .  

A t h i r d  s t r e n g t h  o f  PROCALFER f o r  c u r  p u r p o s e s  i s  t h a t  t h e  management 
component of t h e  program has  been viewed as an exper imenta l  a c t i o n - r e s e a r c h  
e f f o r t  s i n c e  e a r l y  1981. A s  a r e s u l t ,  c o n s i d e r a b l e  d a t a  h a s  been  
s y s t e m a t i c a l l y  g a t h e r e d  a n d  m a i n t a i n e d  on t h e  m o n i t o r i n g  a n d  e v a l u a t i o n  
approach used i n  t h e  program. Enough r e s o u r c e s  have  been a p p l i e d  to  d e s i g n  
and  i m p l e m e n t  an i n n o v a t i v e  a p p r o a c h ,  and  enough time h a s  now e l a p s e d  t o  
g a i n  a proper  h i s t o r i c a l  p e r s p e c t i v e  on t h i s  i n n o v a t i v e  approach.  

11.  ROLE OF MONITORING AND EVALUATION I# THE PROCALFER PROGRAM 

The i n i t i a l  d e s i g n  o f  t h e  PROCALFER p rog ram d i d  n o t  s p e c i f y  t h e  r o l e  o f  
m o n i t o r i n g  a n d  e v a l u a t i o n  i n  t h e  p r o g r a m ' s  i m p l e m e n t a t i o n  and  r e d e s i g n .  
Mention was made t h a t  moni tor ing  and e v a l u a t i o n  shou ld  be done, and a small 
amount  o f  d o n o r  a s s i s t a n c e  f u n d s  were s e t  a s i d e  f o r  t h a t  p u r p o s e ,  b u t  few 
d e t a i  1 s !were p r o v i d e d .  A c c o r d i n g l y ,  d i s t i n c t i o n s  between moni tor ing  and 
e v a l u a t i o n ,  and p a r t i c u l a r s  abou t  a " p r e f e r r e d  approach and t iming" were n o t  
s p e c i f i e d  i n  t h e  i n i t i a l  GOP o r  A I D  documents. 



The p r e c i s e  r o l e  of  m o n i t o r i n g  and  e v a l u a t i o n  i n  t h e  p rog ram,  t h e r e f s r r ,  
o n l y  began t o  be a r t i c u l a t e d  d u r i n g  t h e  implementat ion s t a r t - u p  phase of t h e  
program i n  t h e  s p r i n g  of  198i. I n  May of t h a t  y e a r ,  t h e  PROCALFER 
C o o r d i n a t i n g  Group ~ f  t h e  M i n i s t r y  of  A g r i c u l t u r e  a n d  F i s h e r i e s ,  i n  
c o o p e r a t i o n  w i t h  AID, s p o n s o r e d  a one-week i m p l e m e n t a t i o n  management 
workshop i n  L i s b o n  f o r  r e p r e s e n t a t i v e s  o f  PROCALFER. AID. and  OICD/USDA. 
Th i s  worksh3p was conducted by Marcus I n g l e  of USDA's Development Program 
Management Center  and two Portuguese management t r a i n e r s .  A t  t h e  workshop a n  
i n t e g r a t e d  p r o g r a a  r a n a g e m e n t  a p p r o a c h .  s i n c e  r e f e r r e d  t o  as  t h e  Program 
I m p l e m e n t a t i o n  Management Sys t em (PIMS),  was i n t r o d u c e d  ( S e e  f i g u r e  1). 
PIMS i s  a n  open  s y s t e m s  a p p r o a c h  which  s t r e s s e s  t h e  i m p o r t a n c e  o f  g e n e r i c  
management f u n c t i o n s .  a n a l y t i c a l  t o o l s  and  t e c h n i q u e s .  a n d  team modes c,' 
a c t i o n  i n  f o s t e r i n g  t h e  s u c c e s s f u l  implementat ion of development e f f o r t s .  
The PIMS approach i n v o l v e s  monitor ing and e v a l u a t i o n  as a  necessary  program 
and ranagemen t func t ion .  

I n i t i a l  l y  d e v e l o p e d  f o r  U.S. pub1  i c  s e c t o r  a p p l i c a t i o n s .  v a r i a n t s  o f  t h e  
PIMS approach have  been adapted and used i n  v a r i o u s  i n t e r n a t i o n a l  p u b l i c  and 
p r i v a t e  s e c t o r  a g e n c i e s  s i n c e  t h e  e a r l y  1 9 7 0 ' s .  An u n d e r l y i n g  p r e m i s e  c f  
t h e  PIMS a p p r o a c h  i s  t h a t  t h e  l i k e l i h o o d  o f  s u c c e s s f u l  p r o g r a m  
i m p l e m e n t a t i o n  i n c r e a s e s  where  f i v e  z e n e r i c  management f u n c t i o n s  a r e  
p e r f o r m e d  by t h e  key  e c t o r s  i n  a  d e v e l o p m e n t  e f f o r t .  The f i v e  g e n e r i c  
management f u n c t i o n s  a r e :  

d e v e l o p m e n t  o b j e c t i v e s  and  s t r a t e g i e s  are c l e a r l y  s t a t e d  and  
agreed  upon; 

r e a l i s t i c  program w o r k p l a n s  and b u d g e t s  are  d e v e l o p e d  e,cd 
accep ted ;  

i n d i v i d u a l a n d t e a m r o l e s a n d r e s p o n s i ~ i l i t i e s a r e c l e a r l y s t a t e d  
and n e g o t i a t e d ;  

a p p r o p r i a t e  i n c e n t i v e  and  s a n c t i o n  s y s t e m s  a re  o p e r t  t i o n a l  t o  
c o n t r o l  t h e  execut ion  of program t a s k s ;  and 

m o n i t o r i n g  a n d  e v a l u a t i o n  s y s t e m s  a 1  1 ow f o r  c o n t i n u o u s  
mod i f i ca t ions  and p e r i o d i c  r edes igns  based on s y s t e m a t i c  feedback 
a n d  l e a r n i n g  a b o u t  p r o g r e s s  t o  d a t e  and  c h a n g e s  i n  t h e  program 
environment.  

To ensu re  s a t i s f a c t o r y  performance of t h e s e  f i v e  b a s i c  management f u n c t i o n s ,  a 

management t o o l s  and work p roces ses  a r e  s e l e c t i v e l y  in t roduced ,  adapted and 
used. These t o o l s  i n c l u d e ,  b u t  a r e  no t  l i m i t e d  t o ,  o b j e c t i v e  t r e e s ,  l o g i c a l  
f r ameworks ,  t e a m - b u i l d i n g  s e s s i o n s ,  r e s p o n s i b i l i t y  c h a r t s ,  m o n i t o r i n g  
mechanisms, and e v a l u a t i o n  des igns .  The b a s i c  concepts  of PIMS a r e  q u i t e  
s t r a i g h t f o r w a r d  and  s i m p l e  t o  a p p l y .  A c h i e f  s o u r c e  o f  t h e  a p p r o a c h ' s  
appea l  is t h a t  t h e  conceptua l  framework u n d e r l y i n g  t h e  approach i s  u s u a l l y  
k e p t  i n  t h e  b a t k g r o u n d .  Program p e r s o n n e l  are  a s k e d  t o  c o l  l a b o r a t i v e l y  
i d e n t i f y  o p p o r t u n i t i e s  f o r  s u c c e s s f u l l y  accompl ish ing  program g o a l s ,  and are 
i n t r o d u c e d  t o  c o n c e p t s  and  t o o l s  o n l y  a s  work t a s k s  emerge which r e q u i r e  



FIGIRE 1: LIST OF INTEGRATED PRINCIPLES. CONCEPTS. AND TECHNIQUES 
IN THE P.M.S. MANAGEKENT TECHNOLOGY 

I I 
/ Generic Everything is uncertain; 1 
( Principles 1 
1 For every cause there are multiple effects and vice versa; I 
I I 
1 Organized forms tend to displace disorganized forms; I 
I I 
I There are limits to the extent that single entities can I 
1 become more organized or more complex; therefore, 1 
I orpanization of organized forms is the process of I 
I evolution; I 
I I 
1 Everything is part of a system--all systems are part of I 
I or subsume other systems; and 
I 

1 

I 
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Direction and feedback are essential ingredients for I 
I evolutionary success. I 
I I 
I I 
I Generic Clear and agreed-upon objectives; I 
I Manangement I 
I Functions Consznsus on roles and responsibilities; 1 
I I 
I Realistic scheduling and budgeting; I 
I I 
I Appropriate incentive and sanction systems; and I 
I I 
1 Cost-effective means for monitoring and reporting. 1 

I 
I Key 
I Techniques 
1 (partial 
I list) 
I 
I 
I 
I 
I 
I 
I 

Objective Trees The Management Contract 

Logical Framework Mon:coring and Reporting 

Forming the Project Team Management by Objectives 

Management Feasibility Evaluation and Practical 
of Scientific Method 

Basic Scheduling Techniques 
Congruence Diagrams 

Performance Networking 

I 
I 
I 
1 
I 

(MBO) 1 
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Uses I 
I 
I 
I 
I 

1 Objective Verification, Data I 
I Resource Estimates and Coilection and Leasurement I 
I Projections 

Benefit Continuation Methods 
I 

I I 
1 Assigning Responsibilities I 
1 and Tasks I 



t h e i r  a p p l i c a t i o n .  I n  t h e  p r o c e s s ,  program p e r s o n n e l  l e a r n  how t o  a p p l y  
concepts and t o o l s  i n  an "action-training" o r  "learning-by-doing" mode. 

In the PROCALFER case,  the  PIMS was e labora ted  and adapted through a  s e r i e s  
of ac t ion- t ra in ing  consu 1  t anc ies  and workshops during 1981 and e a r l y  1982. 
T h e  design e f f o r t  u s u a l l y  involved one or  two USDA consu l tan t s  and th ree  t o  
f i v e  Portuguese a g r i c u l t u r a l  technicians and consu l tan t s  designated by t he  
subdivis ions  of the  Ministry of Agricul ture  and F isher ies  responsible  f 9 r  
PROCALFER: I n  e a r l y  1982. t h e  PIMS e f f o r t  was f o r m a l i z e d  i n  a  two-ye i~ .  
s f f o r t  aimed a t  assur ing t h a t  a l l  key PROCALFER ac to r s  would be t ra ined  i n  
and using appropr ia te  management too l9  .1~1 processes--including monitoring 
and evaluation--by t he  end of 1983. 

Within t h e  PIMS c o n t e x t ,  t h e  p a r t i c u l a r  approach t o  moni to r ing  and 
eva lua t ion  emerged i n  e a r l y  1981. I t  was fu r the r  e laborated and developed 
from the  middle of t h a t  year u n t i l  the  summer of 1984. The PIMS approach t o  
mon i to r ing  and e v a l u a t i o n  d i f f e r e d  markedly from t h e  t r a d i t i o n a l ,  
bureaucratic approach t yp i ca l  of the  Portuguese system. 

From t h e  o u t s e t ,  a d i s t i n c t t 3 n  was made between t h e  two c o n c e p t s  of 
morii toring and e v a l u a t i o n .  Moni to r ing  was d e f i n e d  a s  t h e  s y s t e m a t i c  

- watching of the  i n t e rna l  and ex te rna l  elements of a  program t o  determine t he  
manner and extent  t o  which implementation is occurring. Evaluat ion,  on t h e  
o ther  hand, was seen a s  being more concerned w i t h  whether intended program 
o b j e c t i v e s  were be ing  accompl i s h e d ,  whether o b s e r v a b l e  r e s u l t s  c o u l d  be 
a t t r i b u t e d  t o  the  program in te rven t ion .  and whether the underlying r a t i o n a l e  
of the  program remained v a l i d .  

Mon i to r ing ,  a s  used i n  t h e  PIMS c o n t e x t ,  add re s sed  two key q u e s t i o n s :  (1) 
whether  program e l  e n e n t s  were implemented i n  accordance wi th  d e s i g n  
spec i f i c a t i ons ,  and (2) whether t he  program was invo lv ing  the  appropr ia te  
t a rge t  populations. The f i r s t  question addressed the issue of compliance o r  
a ccoun tab i l i t y  -- providing sponsors with evidence of conformity t o  program 
s p e c i f i c a t i o n s  and f i s c a l  requ i rements .  T h i s  k ind  of moni to r ing  was 
p r imar i ly  concerned with the  t imely procurement of goods and s e rv i ce s ,  t h e  
a r r i v a l  and i n i t i a l  use of physical  and human resources,  t he  adherance t o  
implementa t ion  p rocedu re s ,  t h e  qua1 i t y  of implementation agents ,  and t h e  
ach ievement  of implementa t ion  m i l e s t o n e s .  The second moni to r ing  i s s u e ,  
whether t a ~  rzt populations and .organizations were involved i n  and covered by 
t h e  program ( a  ' cove rage '  i s s u e )  was p a r t i c u l a r l y  impor tan t  where t a r g e t  
p o p u l a t i o n s  o r  o r g a n i z a t i o n s  had been d e f i n e d  a s  be ing  imp01 t a n t  t o  t h e  
implementation process, as was t h e  case i n  the  PROCALFER progrsr. The focus 
of PROCALFER was on smal l ho lde r s  i n  t he  northern regions of Portugal and a  
s e r i e s  of intermediary publ ic  and p r i v a t e  sec tor  e n t i t i e s .  

I n  PROCi,'FER, monitoring was set up t o  i n v o l v e  t racking of a c tua l  program 
p r o g r e s s ,  a l o n g  wi th  t h e  s t a t u s  of c r i t i c a l  e x t e r n a l  c o n d i t i o n s ,  a g a i n s t  
p l anned  p r o g r e s s  and expected e x t e r n a l  condit ions.  Therefore, monitoring 
was viewed a s  a f a i r l y  c o n t i n u o u s  f u n c t i o n  which  encompassed  ?e 
s p e c i f i c a t i o n  of program a c t i v i t i e s  and o b j e c t i v e s ,  t h e  g a t h e r i n g  and 
a n a l y s i s  of i n t e r n a l  and ex te rna l  program da ta ,  and the  use of information 



f o r  n a n a g e r i a l  d e c i s i o n  making  t h r o u g h o u t  t h e  program i m p l e m e n t a t i o n  
p r o c e s s .  

E v a l u a t i o n  i n  PROCALFER was v i e w e d  as a  management a c t i v i t y  a imed a t  
de t e rmin ing  t h e  e f f e c t s  of program s c t i o n s  and p r o v i d i n g  u s e f u l  in format ion  
on how t h e s e  e f f e c t s  had occur red  i n  o r d e r  t o  b e t t e r  p r e d i c t  and c o n t r o l  t h e  
f u t u r e .  The scope of t h e  e v a l u a t i o n s  was viewed a s  c o n s i d e r a b l y  broader  than  
t h a t  of monitor ing.  

111. SELECTION 'p EVALUATION/HONITORING ~ T A O D  

The a p p r o a c h  t a k e n  to .  m o n i t o r i n g  a n d  e v a l u a t i o n  was s e l e c t e d  b a s e d  on a 
s e r i e s  of o p e r a t i o n a l  c o n s i d e r s  t i o n s .  F i r s t ,  t h e  l a c k  of s t a f f  expe r i ence  
i n  e v a l u a t i o n  and moni tor ing  combined wi th  a  number of a g e n c i e s  sp read  o v e r  
a broad geographic  a r e a  i n d i c a t e d  t h a t  a  Por tugese  s t a n d a r d i z e d ,  y e t  s imp le .  
approach was needed. Second, AID'S i n v o  1 vement  r e q u i r e d  t h a t  a n  a p p r o a c h  
a c c e p t a b l e  t o  them b e  u s e d .  Thus .  t h e  p r o g r a m ' s  s u b s t a n t i a l  b u d g e t  f o r  
t r a i n i n g  a 1  lowed f o r  t h e  d e v e l o p m e n t  of  m o n i t o r i n g  a n d  e v a l u a t i o n  
competencies  w i t h i n  t h e  con tex t  of an o v e r a l l  management improvement e f f o r t  
and a 1  lowed f o r  a  more complex system t o  be deve loped  and used o v e r  t h e  l i f e  
o f  t h e  p rog ram.  F i n a l l y ,  s i n c e  PIMS was t h e  f i r s t  m a j o r  management 
improvement e f f o r t  of i t s  zype i n  t h e  Por tuguese  M i n i s t r y  of A g r i c u l t u r e  and 
F i s h e r i e s ,  t h e r e  was c o n s i d e r a b l e  P o r t u g e s e  s u p p o r t  f o r  n a n a g e r i a l  
e x p e r i m e n t a t i o n .  Thus ,  a  more i n n o v a t i v e  a p p r o a c h  was p o s s i b l e  t h a n  
o the rwi se  might have  been t h e  case .  

IV. W O R  CHARACTERISTICS OF THE DESIGN 

i r fon i to r ing  and  e v a l u a t i o n  were c o n s i d e r e d  i m p o r t a n t  by t h e  t eam o f  
c o n s u l t a n t s  f i e l d e d  by OICDNSDA. Within t h e  Portuguese Coord ina t ing  Group, 
one member was i n t e r e s t e d  i n  e v a l u a t i o n  from t h e  o u t s e t  and was a s s igned  
by t h e  P l a n n i n g  Department t o  be t h e  o f f i c e r  r e s p o n s i b l e  f o r  moni tor ing  and 
e v a l u a t i o n .  He d e s i r e d  t o  e m p l o y  a  t r a d i t i o n a l  q u a n t i t a t i v e  a p p r o a c h  t o  
m e a s u r i n g  p r o d u c t i o n  i n c r e a s e s  i n  e a c h  r e g i o n .  The OICD c o n s u  1 t a n t s  
a t t empted  t o  demons t ra te  t o  t h e  e v a l u a t i o n  o f f i c e r  how t h e i r  moni tor ing  and 
e v a l u a t i o n  approach would a l s o  a1 low f o r  t h e  c o l  l e c  t i o n  of  q u a n t i t a t i v e  
p r o d u c t i o n  d a t a  a l o n g  w i t h  t h e  m o n i t o r i n g  of p r o g r e s s  on work p l a n s .  
However, agreement was no t  reached on t h i s  i s s u e .  The c o n f l i c t  between t h e  
O I C D  c o n s u l t a n t s  and  t h e  P o r t u g u e s e  e v a l u a t i o n  o f f i c e r  r e g a r d i n g  t h e  
a p p r o a c h  t o  b e  t a k e n  f o r  m o n i t o r i n g  and  e v a l u a t i o n  was n e v e r  f u l l y  
r e s o l v e d .  

USAID/Portugal backed t h e  approach sugges ted  by OICD.  They saw t h i s  k ind  of 
moni tor ing  a s  s e r v i n g  t h e i r  need f o r  p e r i o d i c  p rog re s s  r e p o r t s .  A t  f i r s t  
t h e y  u s e d  i n f o r m a l  c h a n n e l s ,  s u c h  a s  m e e t i n g s  and  d i s c u s s i o n s  w i t h  t h e  
c o n s u l t a n t s ,  t o  m o n i t o r  t h e  p r o g r e s s  o f  t h e  p r o j e c t .  L a t e r ,  t h e  
C o o r d i n a t i n g  Group a s s i s t e d  by t h e  PIMS m o n i t o r i n g  s y s t e m  s e n t  A I D  more 
formal  r e p o r t s .  There were a l s o  two formal  e v a l u a t i o n s ,  one a t  t h e  end of 
t h e  s e c o n d  y e a r  (1982)  and  o n e  a t  t h e  end  o f  t h e  f o u r t h  y e a r  (1984)  of t h e  
p r o j e c t  . 



The mon i to r ing  system was based on t h e  p lanned  p r o g r e s s  of t h e  program i n  
each  r eg ion  and c e n t r a l  o r g a n i z a t i o n .  The re fo re .  t h e  f i r s t  s t e p  was t o  
d e v e l o p  a  p l a n  and s c h e d u l e  a g a i n s t  which t o  moni tor .  T h i s  r e q u i r e d  
workshops t o  design the  e n t i r e  system and t o  design t a rge t s  f o r  each year. 
Each region ca r r ied  out workshops t o  s e t  annual t a rge t s .  For example, each 
r e g i o n  ag reed  t o  o p e r a t e  a  n e g o t i a t e d  number of l imes tone  demons t ra t ion  
p l o t s  f o r  the year. Monitoring on how we1 1 t h i s  had been done was ca r r ied  
o u t  by t h e  Coord ina t i ng  Group, i t s  Chairman d e c i d i n g  t h a t  t r i m e s t e r  
monitoring sessio;, should be he ld  t o  review progress. The r e s u l t s  from one 
year were used a s  planning t a rge t s  f o r  the  next year. The f i r s t  meeting was 
he ld  i c  Lisbon i n  e a r l y  1982 using t a r g e t s  es tab l i shed  i n  1981. 

On t h e  e v a l u a t i o n  f r o n t ,  each e v a l u a t i o n  had i t s  s p e c i f i c  i s s u e s  t o  be 
add re s sed  by t h e  t h r e e  major a c t o r s .  For example ,  AID was i n t e r e s t e d  i n  
whether  t h e  poor  r e g i o n s  were r e c e i v i n g  most of t h e  r e s o u r c e s  p e r  t h e i r  
i n i t i a l  i n t e n t .  The Northern Coord ina t i ng  Group was concerned about  
condit ions i n  the  externa 1 environment which were inf luencing t he  program's 
accomplishments. OICD was concerned about the  o v e r a l l  effect:veness of i t s  
technical  ass i s tance  and t ra ining.  

The monitoring and eva lua t ion  system t h a t  f i n a l l y  e v o l v ~ d  was a r r i v e d  a t  
th rough  an  a d a p t i v e  p rocess .  The i n i t i a l  c o n c e p t x a l i z a t i o n  was based on 
previous work done i n  Hai t i .  From t h i s  ba s i s ,  a simple system was developed 
and accep t ed  at, a  l a r g e  workshop h e l d  i n  1982. Subsequen t ly ,  t h e  system 
evolved through a  process of refinement and adaptation with earn key ac tor  
involved i n  the program and with considerable  on-the-job t r a i n i n z  

Several  p r i n c i p l e s  were a t  work during t h e  evo lu t ion  of the  system. F i r s t ,  
the  system which i s  a c t u a l l y  implemented w i l l  be d i f f e r en t ,  and most l i k e l y  
l e s s  comprehensive, than the  system t h a t  i s  designed. Second, it i s  most 
e f f e c t i v e  t o  s t a r t  wi th  one segment of t h e  system and move through t h e  
system i n  subsequent time periods. In both the  monitoring and eva lua t ion  
a r e a s ,  t h e  p r i n c i p l e  of " s t r u c t u r e d - f  l e x i b i l i t y "  i s  r e l i e d  on. In  o t h e r  
words, t he  o v e r a l l  p ro jec t  design s e t s  the  boundaries f o r  the  monitoring 
and e v a l u a t i o n  p l a n s ,  bu t  a d a p t a t i o n s  a r e  a l l o w e d  t o  f i t  t h e  changing 
c o n d i t i o n s  of t h e  p r o j e c t  c o n t e x t  and t o  r e f l e c t  what i s  l e a r n e d  a s  t h e  
pro Sect progresses and changes. 

The innovat ive  elements of t h e  app l i ca t i on  of the  ma : i t o r i np  and c. a lua t i on  
approach t o  PROCALFER included the  f o  1  lowing: 

a Key ac to r  involvement on a  continuous bas i s  fror, the  outset .  This 
i n c l u d e d  a t t e m p t i n g  t o  g a i n  a  consensus  on t h e  meaning and 
f u n c t i o n s  of bo th  moni to r ing  and e v a l r ~ t i o n  i n  t h ?  tROCALFER 
context. To do t h i s ,  presenta t ions  were given +o the  Coordinating 
Group i n  1981 and t o  a team of v i s i t i n g  PROCALFER c'i;nztbries i n  
t h e  U.S. e a r l y  i n  1982. Additional traini ' ig sst;sio:r? were held  
i n  P o r t u g a l  and t h e  U.Sduring 1982, 1983, and 1904. 

r Development of a  monitoring and eva lua t ion  perspect ive  beginning 
from the  needs of PROCALFER program ac to r s  ra ther  than the  needs 
of AID o r  OICD/USDA. The c e n t r a l  no t i on  was t o  u s e  PROCALFER- 



generated information to meet the reporting requirements of the 
other main actors. 

0 Management special ists within the Central Coordinating Grcup and 
in the regions were trained to assist with monitoring and 
evaluation at their respective levels. Thus it was possible to 
deve lop a standardized and gradual ly more sophisticated approach 
which would be followed throughout the program. 

The consultants played a third-party role throughout in the form 
of facilitators and developers rather than managers of the 
program. In this way they attempted to remain an objective source 
of advice to all parties involved over time. 

Figure 2 below shows how the PIMS, or Project Implementation Management 
System, differs from a traditional approach to monitorinq and evaluation. 

FIGURE 2: COMPAKISON OF TEE "TRADITIONAL" AND "PmS" 
APPROACHES TO MONITORING AND EVALUATION 

I I I 
I TRADITIONAL APPROACH I PIMS APPROACB L 
I I I- 

Learn what should work from an 
ideal model o f  problem-solving 

A CURATIVE fokus reacting to 
problems as they arise 

F o c ~ s  on discrete problems 

Oriented towards individuals 

Management lecture courses concen- 
trating on skill/capacity develop- 
ment in trailling institutions 

Rely permanently on external 
consultants 

Paper System 

1 * Model adapted by building on what 
I works at home and elsewhere 
I 
1 * CURATIVE deepeningto a PREVENT'I' 
I focus avoiding unnecessary problems 
I by having a holistic and integrated 
I approach 
I 
I * Discrete problems ggneralizing 
I solutions for use by the whole 
I 
1 * Individuals broadening to include 
I - team or small-group orientation 
I 
I * Lecture courses adding action- 
1 - training, learning-by-doing, concentrating 
I on immediate problem-solving in workshops 
I 
I * External consultants used only as 
I necessary to build local ca~acity 
I with phased skill-building 
I 
I * Paper shifting towards a ~icrocomputer 
1 system for better data collection and 
I analysis 
I 

Focus on implementation phase I * Implementation focus on continuous 
I --- feedback/replanning process throughout 
I design and implementation 



V. DATA REQUIRENENTS 

Data r equ i r emen t s  were s u b s t a n t i a l  due t o  t h e  complexi ty  of t h e  program, i ts 
many e l e m e n t s ,  v a r i o u s  r e g i o n a l  l o c a t i c n s ,  and m u l t i p l e  a c t o r s .  The d a t a  
were  o r g a n i z e d  as i n d i c a t o r s  o f  t h e  o b j e c t i v e s  l i s t e d  i n  t h e  p r o j e c t ' s  
l o g i c a l  framework. Key i n d i c a t o r s  were s e l e c t e d  i n  each a r e a  based on t h e  
annual  p l a n s  g e n e r a ~ e d  wi th  t h e  a s s i s t a n c e  of PIMS management s p e c i a l i s t s  
a n d  d e c i s i o n s  made by o p e r a t i o n a l  p e r s o n n e l .  F o r  e a c h  i n d i c a ~ o r ,  t h e  
r e g i o n s  had  t o  se t  t h e i r  own n u m e r i c a l  t a r g e t s .  I n i t i a l l y ,  t a r g e t s  u d r e  
e s t a b l i s h e d  i n  ir r e g i o n a l  PROCALFER workshop.  T h e r e a f t e r ,  t a r g e t s  we re  
r e v i s e d  d u r i n g  t h e  annual  moni tor ing  s e s s i o n  f a c i l i t a t e d  by t h e  Management 
S p e c i a l i s t .  

Two t y p e s  of i n d i c a t o r s  were i d e n t i f i e d .  There were a number of management 
i n d i c a t o r s  h a v i n g  t o  do w i t h  t h e  e s t a b l i s h m e n t  o f  p rogram p o l i c i e s ,  
s t r u c t u r e  and  p r o c e d u r e s  and  o t h e r  management a c t i v i t i e s .  I n  t h i s  way, 
p rogram o f f i c i a l s  c o u l d  m o n i t o r  b a s i c  management a s p e c t s  o f  t h e  o v e r a l l  
e f f o r t .  I n  a d d i t i o n ,  t h e r e  were t h e  t y p i c a l  i n d i c a t o r s  t h a t  d e a l t  wi th  t h e  
achievement  of spec i f  i c  a g r i c u l  t u r a l  ou tpu t s .  For ersntpl e ,  s e v e r a l  measured 
p rog re s s  i n  t h e  amount of l imes tone  and f e r t i l i z e r  (and t h e  number of t h e i r  
r e s p e c t i v e  s t c r a g e  f a c i l i t i e s )  produced and used. I n d i c a t o r s  f o r  t h e  r u r a l  
e x t e n s i o n  s e r v i c e s  i nc luded  numbers: of new and upgraded e x t e n s i o n i s t s ,  of 
e x t e n s i o n  demons t ra t ion  p l o t s ,  of e x t e n s i o n  v i s i t s  t o  fa rms ,  and of farmer 
v i s i t s  t o  demons t ra t ion  p l o t s .  

B a s e l i n e  d a t a  t h a t  was a v a i l a b l e  was n o t  cons ide red  v e r y  impor tan t  a s  i t  was 
b a s i c a l  l y  u n r e l i a b l e  i n  mos t  t e c h n i c a l  a r e a s .  However ,  t h e  m o n i t o r i n g  
s e s s i o n s  and f i r s t  f o r m a t i v e  e v a l u a t i o n  were used as o p p o r t u n i t i e s  t o  g a t h e r  
h ighe r  q u a l i t y  b a s e l i n c  d a t a  f o r  f u t u r e  e v a l u a t i o n  use.  

VI. DATA COLLECTION 

F o r  t h e  m o n i t o r i n g  s y s t e m ,  d a t a  was c o l l e c t e d  by e a c h  of  t h e  C e n t r a l  a n d  
Regional  u n i t s  i n v o l v e d .  The management s p e c i a l i s t s  a s s i s t e d  i n  d e v i s i n g  
t h e  forms f o r  d a t a  c o l l e c t i o n  and r e p o r t i n g ,  bu t  c o l l e c t i o n  was done a t  t h e  
l o c a l  l e v e  1. The Management S p e c i a l i s t s  p rovided  a c t i o n - t r a i n i n g  s e s s i o n s  
f o r  r e g i o n a l  s t a f f  i n  d a t a  c o l l e c t i o n  procedures ,  and a s s u r e d  t h a t  t h e  forms 
were understood.  For e v a l u a t i o n ,  t h e  team of e v a l u a t o r s  c o l l e c t e d  t h e  d a t a  
t hemse lves .  Much of t h e  e v a l u a t i o n  d a t a  came from t h e  PROCALFER moni tor ing  
system, as sirni lar  i n d i c a t o r s  (from t h e  PROCALFER l o g i c a l  framework) were 
i n t e g r a l  t o  bo th  processes .  The e v a l u a t o r s  c o l l e c t e d  t h e i r  in format ion  from 
PROCALFER moni tor ing  r e p o r t s ,  o r a l  p r e s e n t a t i o n s  by program s t a f f  and s i t e  
v i s i t s  t o  s e v e r a l  C e n t r a l  and Regiona l  o f f i c e s .  

VII .  DATA ANALYSIS 

In moni tor ing ,  t h e  a n a l y t i c a l  t echnique  used was a "congruence diagram" i n  
which p lanned  v e r s u s  a c t u a l  d a t a  t a b l e s  were presen ted .  Some s t a t i s t i c a l  
r e p o r t i n g  was done  i n  s e v e r a l  p rogram a r e a s  whe re  q u a n t i t a t i v e  d a t a  were 
a v a i l a b l e ,  such a s  l imes tone  d i s t r i b u t i o n  and c r e d i t .  For  t h e s e  s t a t i s t i ca l  



r e p o r t s  s i m p l e  microcomputer Visicalc t e m p l a t e s  were c r e a t e d  and used. But 
f o r  t h e  most p a r t ,  microcorputers  were used f o r  p l a n n i n g  and budget ing  and 
n o t  f o r  moni tor ing  a g a i n s t  p l a n s .  

V I I .  REPORTING 

F o r  m o n i t o r i n g ,  m o n t h l y  r e p o r t s  we re  s e n t  f rom t h e  f i e l d  t o  h e a d q u a r t e r s .  
Based on t h e s e ,  t h e  Coord ina t ing  Group submi t ted  a monthly program r e p o r t  t o  
t h e  M i n i s t e r  o f  A g r i c u l t u r e  a n d  F i s h e r i e s  w i t h  c o p i e s  g o i n g  t o  A I D .  T r i -  
a n n u a l  m o n i t o r i n g  a n d  r e p l a n n i n g  s e s s i o n s  w e r e  a l s o  h e l d  w i t h  t h e  
Coord ina t ing  Group. From t h e s e  meet ings,  t h e  Chairnan of t h e  Cc:rci_iiiating 
Group p r e p a r e d  a memo t o  M i n i s t r y  o f  A g r i c u l t u r e  a n d  F i s h e r i e s  o f f i c i a l s  
p r e s e n t i n g  a  c o m p a r a t i v e  a n a l y s i s  o f  p r o g r e s s  i n  d i f f e r e n t  program a r e a s .  
Each o f  t h e  two e v a l u a t i o n s  t h a t  t o o k  p l a c e  had i t s  own f i n a l  r e p o r t ,  
submi t ted  t o  bo th  t h e  Por tugese  and AID e n t i t i e s .  

V I I I .  ASSESSMENT OF THE MONITORING AND EVALUATIOR APPROACH 

In ge r i e r a l ,  t h e  Portuguese and AID were v e r y  p o s i t i v e  abou t  t h e  moni tor ing  
and e v a l u a t i o n  system. The system t h a t  evo1;red a l l o w e d  t h e  Coord ina t ing  
Group t o  h a v e  u p - t o - d a t e  i n f o r m a t i o n .  a1 though  t h i s  i n f o r m a t i o n  was n o t  
a l w a y s  a c c u r a t e  a n d  r e l i a b l e .  One r e a s o n  f o r  t h i s  was t h e  f a c t  t h a t  t h e  
r e g i o n a l  o f f i c e s  d i d  n o t  want t o  s h a r e  any n e g a t i v e  o r  p o t e n t i a l l y  damaging 
in fo rma t ion ,  because t hey  were concerned t h a t  t h e i r  funds  would be reduced. 
T h e r e  was a l s o  t h e  f e a r  t h a t  i n d i c a t i o n  of  p o o r  p e r f o r m a n c e  wou ld  b r i n g  
r e p r i s a l s  r a t h e r  than  suppor t  and e f f o r t s  toward improvement. 

The f e a r  o f  t h e  n e g a t i v e  c o n s e q u e n c e s  of  n o t  m e e t i n g  p r o j e c t  o b j e c t i v e s  
p r o d u c e d  i n c e n t i v e s  n o t  t o  r e p o r t  a n y  n e g a t i v e  a s p e c t s  o f  t h e  program.  
P r o b l e m s  were  c a u s e d  i n  t h e  e v a l u a t i o n  s y s t e m  s i n c e  norms o f  u s i n g  
i n f o r m e t i o n  f o r  improvemen t  were n o t  i n s t i t u t i o n a l i z e d .  One o f  t h e s e  
problems was t h a t  c e r t a i n  q u e s t i o n s  were avoided  because it would make t h e  
program o f f i c i a l s  l ook  bad i n  t e r n s  of f u t u r e  funding  p rospec t s .  

Cos ts  f o r  t h i s  component of PIMS were n o t  v e r y  s u b s t a n t i a l .  The major c o s t s  
i n v o l v e d  were  t h o s e  t o  p r o d u c e  f o r m s ,  m e e t i n g  r e p o r t s  a n d  t h e  a c t u a l  
e v a l u a t i o n s .  

I X .  LESSONS LEARNED AND IMPLICATIONS FOR MONITORING AND EVALUATION 

r F a v o r a b l e  economies of s ca l e  a re  i n v o l v e d  where  m o n i t o r i n g  and  
e v a l u a t i o n  is a n  i n t e g r a l  p a r t  o f  a b r o a d e r  p rog ram management 
s y s t e m .  I n  s u c h  a s y s t e m ,  d e s i g n  a n d  i m p l e m e n t a t i o n  become 
c o m p l e m e n t a r y  a n d  l e a d  t o  s u b s t a n t i a l  c o s t  s a v i n g s  i n  s t a f f  
development  and system ope ra t i ons .  

r The i n n o v a t i v e  moni tor ing  and e v a l u a t i o n  approach d i s c u s s e d  h e r e  
i s  f e a s i b l e  u p  t o  some l e v e l  i n  a t r a d i t i o n a l  b u r e a u c r a t i c  
s e t t i n g ,  b u t  h a s  some s p e c i f i c  a t t r i b u t e s  t h a t  h a v e  t o  be c l o s e l y  



monitored and d e a l t  with i n  order t o  be e t f ec t i ve .  Improvements 
i n  i n t e r n a l  performance a r e  e a s i e s t  t o  a c h i e v e  b u t  r e q u i r e  
con t inu i ty  of e f f o r t  and acceptance by a l l  a c to r s  i n  the  system. 
Sustained improvements requ i re  i n s t i t u t i o n a l  change i n  the broader 
program se t t i ng .  

Incent ives  a u s t  be b u i l t  i n  f o r  a ccu r i~ t e  repor t ing of what was and 
was not accomplished, S p e c i f i c a l l y ,  higher l e v e l  o f f i c i a l s  need 
t o  t a k e  a tough.  bu t  f a i r ,  s t a n c e  i n  response  t o  poor program 
performance by various program uni t s .  I f  higher l e v e l  o f f i c i a l s  
a r e  viewed as  u n f a i r .  program u n i t s  w i l l  l i k e l y  n o t  r e p o r t  poor  
r e s u l t s  accurate ly .  

0 Team a p p r o a c h e s  i n v o l v i n g  h o s t  i n s t i t u t i o n s ,  d o n o r s  a n d  
c o n s u l t . ~ n t s  a r e  e f f e c t i v e  and a r e  impor tan t  f o r  d e s i g n i n g  and 
carrying out monitoring and eva lua t i on  processes. 

0 Microcomputers o f f e r  h igh p o t e n t i a l  f o r  u se  i n  mon i to r ing  and 
e v a l u a t i o n .  B e t t e r  management s o f t w a r e  packages o r  management 
templates a r e  needed before the  microcomputer can be of add i t i ona l  
a s s i s t ance .  

0 Donors. host  countr ies ,  and contract-ors need t o  agree on comlnon 
sets of da ta  and common ana lys i s / repor t ing  methods t o  save  time i n  
co l lec t io r r  and processing. There i s  a tendency f o r  the  operation 
of a management i n fo rma t ion  system t o  t a k e  g r e a t e r  and g r e a t e r  
amounts of time, with l i t t l e  increased benef i t  t o  the  program. 

Given t h a t  programs a r e  h igh ly  complex and cons tan t ly  changing, 
f l e x i b i l i t y  i n  monitoring and eva lua t i on ,  such a s  was the  case  i n  
Por tugal ,  i s  needed. Thus, the  "structured-f l ex ib i  1 i t y "  approach 
appea r s  t o  be a good one and needs  t o  be con t inued  and t e s t e d  i n  
other  contexts  t o  examine its a p p l  i c a b i  1 i t y  f o r  more widespread 
use. 



MONITORING TEE PROCESSES OF IMPROVING FINANCIAL MANAGEMENT: 
A CASE STUDY OF THE SABEL REGIONAL FINANCIAL MANAGEXENT PROJECT 

I. INTRODUCTION AND BACKGROUND 

Financial management shortcomings in the AID Sahel program reached the 
public agenda in 1981, following negative reports by the AID Inspector 
General (IG) and the Africa Bureau. The U.S. Agency for International 
Development (AID) initiated a major financial management improvement effort 
in response to serious problems of financial accountabil ity, particu!.arl y 
for local currency funds used in AID-financed projects. 

To ensure accountability for U.S. funds in the Sahel Program, legislation 
was passed amending the International Security and Development Cooperat ion 
Act of 1981 in Section 308 (B): subsection 121(d) that required 
"certification" for systems of accounts in organizations managing l1.S.- 
provided funds. Certification refers to the capability to maintain minimal 
financial management standards including documentation of receipts and 
expenditures, documentation for accounting transactions, timely and accurate 
reporting, reconciliations, internal controls and an audit trail. A basic 
accounting system was developed in the pre-project activities to demonstrate 
the functions of a minimal ly-acceptable system. This was used in action- 
training consultations and workshops with AID and host country officials to 
examine and adapt existing project financial systems so that certification 
could be achieved and maintained. 

The AID initiative for financial management improvement focused on the 
financial management capabilities of host country institutions that house 
AID projects. Under the direction of the Development Program Management 
Center (DPMC) of the U.S. Department of Agriculture, an action-oriented 
approach to management improvement was developed. Participatory. 
co 1 laborative needs assessments and workshops involving both AID and host 
country officials were conducted to ,ensure that standards for basic 
accountability for improved financial management were communicated and 
maintained. 

During eighteen months of field training and consultation, financial 
managenent improvement teams of USDA/DPMC worked with AID and host country 
officials to improve financial accountability on AID-funded projects. Based 
upon this approach and experience, the Sahel Regional Financial Management 

This case study was written by Dr. Merlyn Kettering (Cevelopment Program 
Management Center, U.S. Depar tlnent of Agriculture. ) Dr. Kettering was 
Director for the field teams carrying out pre-project activities and Senior 
Project Director of SRFMP for USDA. 



P r o j e c t  (SRFMP) was des igned  and i n i t i a t e d  by AID i n  late 1982. a g a i n  under 
t h e  l e a d e r s h i p  of USDA/DPMC. The SRFMP (1982-85) has  been implemented by 
USDA (OICD/DPMC) i n  coope ra t i on  w i t h  t h e  V i r g i n i a  P o l y t e c h n i c  I n s t i t u t e  and 
S t a t e  U n i v e r s i t y  (VPI). SRFMP is b e i n g  implemented through June  1986, and 
AID is p r e s e n t l y  d e s i g n i n g  P h a s e  Two t o  c o n t i n u e  f i n a n c i a l  management 
improvement f o r  a n o t h e r  f i v e  years .  

Numerous a c t o r s  were  i n v o l v e d  i n  t h e  SRFMP. The U.S. g r o u p s  i n v o l v e d  
i n c l u d a  AID/W; USDA; VPI; SRFMP/headquarters; SRFMP/country teams ( 6 ) ;  and 
USAID mis s ions ,  i n c l u d i n g  D i r e c t o r s ,  C o n t r o l l e r s ,  and P r o j e c t  and Program 
O f f i c e r s .  H o s t  c o u n t r y  o f f i c i a l s  i n c l u d e d  Program E x e c u t i v e s ,  P r o j e c t  
D i r e c t o r s ,  P r o j e c t  Accountants  and C e n t r a l  M i n i s t r y  O f f i c i a l s .  A c e n t r a l  
p r o j e c t  u n i t  was e s t a b l i s h e d  i n  Washington, D.C., t o  manage t h e  p r o j e c t  and 
t o  p r o v i d e  gu idance  t o  t h e  c o u n t r y  team programs which were agreed  upon by 
USAID a n d  t h e  s p o n s o r i n g  h o s t  c o u n t r y  o r g a n i z a t i o n s .  The p r o j e c t  t h u s  
o p e r a t e d  i n  a c o m p l e x  o r g a n i z a t i o n a l  e n v i r o n m e n t  a n d  had  t o  i n t e r f a c e  a t  
m u l t i p l e  l e v e l s  w i t h i n  t h e  h o s t  c o u n t r y  w h i l e  b a l a n c i n g  AID and USAID (AID 
c o u n t r y  m i s s i o n s )  i n t e r e s t s  and  m e e t i n g  t h e  r e q u i r e m e n t s  of  i m p l e m e n t i n g  
agenc i e s ,  USDA and VPI. 

The c o m p l e x i t y  o f  t h e  $6 m i l l i o n  SRFMP was compounded by i t s  r e g i o n a l  
r e s p o n s i b i l i t y  c o v e r i n g  e i g h t  West A f r i c a n  c o u n t r i e s :  The Gambia,  N i g e r .  
M a l i ,  B u r k i n a  F a s o  ( f o r m e r l y  Upper  V o l  t a ) .  Chad, S e n e g a l ,  M a u r i t a n i a  a n d  
Cape Verde. A l l  a r e  Francophone, excep t  t h e  Gambia ( E n g l i s h )  and Cape Verde 
( P o r t u g u e s e ) .  Each had  d i s t i n c t l y  d i  f f  e r e n t  s e t s  of f  i n m c i a l  management 
p r a c t i c e s  and problems. 

The g o a l  of t h e  p r o j e c t  was t o  i n c r e a s e  t h e  a b i l i t y  of S a h e l i a n  governments 
t o  manage donor -a s s i s t ed  development  programs, t he reby  i n c r e a s i n g  b e n e f i t s  
t o  S a h e l i a n  c i t i z e n s .  I t  can be c h a r a c t e r i z e d  as a  " p r o j e c t  f o r  p ro j ec t s . "  
Its purpose was: 

t o  i m p r o v e  t h e  f i n a n c i a l  management of  S a h e l i a n  d e v e l o p m e n t  
i n s t i t u t i o n s  t h a t  d i r e c t l y  h a n d l e  funds  provided  by AID ( s u s t a i n e d  
a t  o r  a b o v e  1 2 1 ( d )  r e q u i r e m e n t s )  a n d  e n c o u r a g e  t h e  
i n s t i t u t i o n a l i z a t i o n  of improved management p r a c t i c e s .  

R e s i d e n t  f i n a n c i a l  management t e a m s  (FMTs) c o n s i s t i n g  o f  a n  e x p a t r i a t e  
t e c h n i c a l  a s s i s t a n t  and a l o c a l  e x p e r t  were l o c a t e d  i n  each of ~ i x  c o u n t r i e s  
(Maur i t an i a  and Cape Verde r e c e i v e d  o n l y  shor t - te rm t e c h n i c a l  a s s i s t a n c e ) .  
These teams were r e s p o n s i b l e  f o r  implementing t h e  p r o j e c t .  During p l ann ing  
s e s s i o n s  f o r  p r o j e c t  i m p l e m e n t a t i o n ,  f o u r  o p e r a t i o n a l  o b j e c t i v e s  were 
i d e n t i f i e d  t o  r e p r e s e n t  t h e  p r o j e c t  purpose and ou tpu t s :  

0 improve a c c o u n t a b i l i t y  on p r o j e c t s ,  

0 i n s t i t u t i o n a l i z e  improved  a c c o u n t i n g  *nd f i n a n c i a l  management 
p r a c t i c e s ,  

0 e s t a b l i s h  on-going f i n a n c i a l  management t r a i n i n g  programs, and 

0 enhance t h e  r o l e  of accoun tan t s  as p r o f e s s i o n a l s .  



These o p e r a t i o n a l  o b j e c t i v e s  became the  core  f s r  the  design of a  managemenr 
information system. 

11. ROLE O F  EVALUATION/MONITORINB I N  THE PROJECT: SRFMP's MANAGEMENT 
INPOFZMATION SYSTEM 

To ach ieve  t h e  purpose of sus ta ined  f inancia l .  management improvement, much 
information had t o  be c o l l e c t e d ,  processed and shared between a 1  1 r e l e v a n t  
o r g a n i z a t i o n s  and o f f i c i a l s .  An e f f e c t i v e  Management Information System 
(MIS) was s e e n  a s  a  c o r e  mechanism f o r  p r o j e c t  management t o  e n s u r e  
appropr ia t e  guidance, autonomy, and communication about t h e  p r o j e c t  between 
t h e  many o rgan iza t ions ,  l e v e l s ,  and persons invo lved .  The MIS was developed 
from t h e  beginning of t h e  p r o j e c t  with t h e  understanding t h a t  i t  would be a  
c r i t i ca l  f a c t o r  f o r  p r o j e c t  success.  

The purpose  of t h e  MIS was t o  f a c i l i t a t e  i n f o r m a t i o n  f l o w s  and  f e e d b a c k  
mechanisms f o r  e f f e c t i v e  dec i s ion  making. implementation and management. I t  
was d e s i g n e d  t o  meet t h e  i n t e r n a l  p r o j e c t  n e e d s  f o r  management, p r o j e c t  
m o n i t o r i n g  and f o r m a t i v e  e v a l u a t i o n  o f  i m p a c t s  on p r o j e c t  and program 
f i n a n c i a l  management improvements. I t s  des ign was h i g h l y  inf iuenced by t h e  
f a c t  t h a t  country teams were t h e  core  of p r o j e c t  a c t i v i t i e s .  

The c o u n t r y  teams and t h e  a c t i o n - t r a i n i n g  approach  were t h e  c e n t e r  of  t h e  
p ro jec t .  Therefore,  SRFMP information ga the r ing  and assessments centered  on 
t h e  a c t i v i t i e s  o f  t h e  teams and t h e i r  i m p a c t s .  I n f o r m a t i o n  was a l s o  
c o l l e c t e d  from o t h e r  o rgan iza t ions  i n  t h e  hos t  country and AID which were 
i n f l u e n c e d  by SRFMP a c t i v i t i e s .  The MIS f o c u s e d  a t  t h e  p r o j e c t  l e v e l  t o  
a s s e s s  impacts on p r o j e c t  accountabi 1 i t y ,  a t  the  country and r e g i o n a l  l e v e l s  
t o  a s s e s s  t h e  accomplishment of broader o b j e c t i v e s ,  and a t  t h e  SBIOMP team 
l e v e  1 f o r  i n t e r n a l  management purposes. 

Ths r e s i d e n t  teams and t h e  short-term c o n s u l t a n t s  were r e l a t i v e l y  autonomous 
i n  opera t ions  from the  SRFMP headquarters  (SRFMP/W). They worked with hos t  
c o u n t r y  p r o j e c t  s t a f f  ( p r o j e c t  managers ,  accountants  and o the r  management 
personnel )  and Minis t ry  personnel t o  s o l v e  p r a c t i c a l  p rob lems  of  p r o j e c t  
implementation--designing and e s t a b l i s h i n g  accounting systems as needed and 
t r a i n i n g  p r o j e c t  s t a f f  i n  f i n a n c i a l  management t e c h n i q u e s  and p r a c t i c e s .  
Each FMT o p e r a t e d  i n  a t h i r d - p a r t y  r o l e  t o  i n i t i a t e  and f a c i l i t a t e  
coordinat ion  and communication between USAID and t h e  hos t  country. In t h i s  
r o l e ,  FMT's sought t o  br ing  both s i d e s  i o  a  common understanding of p r o j e c t  
g o a l s ,  purposes and outputs .  They helped t o  i n i t i a t e  systems and p r a c t i c e s  
t h a t  would  enhance  t h e  f i n a n c i a l  management c a p a b i l  i t i e s  o f  r e s p o n s i b l e  
o r g a n i z a t i o n s  and o f f i c i a l s .  The r o l e  o f  e a c h  team was t o  c o o r d i n a t e ,  
i n f l u e n c e  and manage l e a r n i n g  among a l l  a c t o r s  f o r  improved f i n a n c i a l  
management performance and long range competence. 

The MIS was designed t o  guide SRFMP management and personnel a t  a1 1 l e v e l s  
by focus ing p r o j e c t  a c t i v i t i e s  on key SRFMP g o a l s .  Using the  MIS a t  va r ious  
p r o j e c t  l e v e l s ,  p r o j e c t  personnel were a b l e  t o  use t h e  MIS t o  p e r i o d i c a l l y  
examine and r e f i n e  t h e i r  p l a n n i n g  i n  r e s p o n s e  t o  i m p l e m e n t a t i o n  and 
environmental r e a l i t i e s .  The MIS was a l s o  designed t o  i d e n t i f y  s t r e n g t h s  



a n d  w e a k n s s s e s  o f  v h r y i n g  a p p r o a c h e s  u s e d  i n  t h e  f i e l d  and  a s  a  b a s i s  f o r  
r ev i ews  and r e v i s i o n s  i n  t h e  a l l x a t i o n  and u se  of p r o j e c t  r e sou rce s .  

The p r e m i s e  o f  t h e  MIS was  t h a t  m o n i t o r i n g  a n d  e v a l u a t i o n  a r e  o n g o i n g  
p r o c e s s e s  s h a r e d  by p r o j e c t  p e r s o n n e l  a t  a1 1 l e v e l s .  The MIS p r o v i d e d  a  
b a s i s  f o r :  

rn g u i d i n g  a p r o c e s s  wh ich  y i e l d e d  a n  o v e r a l l  i s a g e  o f  p r o j e c t  
s u c c e s s  deve loped  through i n t e r a c t i o n  of  t h e  p a r t i e s  re l e v a n t  t o  
SRFMP g o a l  s ; 

g u i d i n g  a  p roces s  which a s s u r e d  t h e  deve lopment  and i n t e g r a t i o n  o f  
a c t i o n  p l a n s  l i k e l y  t o  l e ad  t o  p r o j e c t  s u c c e s s ;  

0 g u i d i n g  a  p r o c e s s  t h r o u g h  w h i c h  p r o j e c t  p a r t i c i p a n t s  d e v e l o p e d  
a p p r o x h e s  a n d  s e t s  of  p r o c e d u r e s  w h i c h  e n a b l e  manage r s  a t  a:L 1 
l e v e l s  t o  g a t h e r ,  r e p o r t  and u s e  i n fo rma t ion  t o  p r e p a r e  and modify 
a c t i o n  p l a n s ,  r e f i n e  s p e c i f i c  o b j e c t i v e s  a n d  r e v i s e  t h e  mix of 
a c t i v i t i e s :  and 

0 g u i d i n g  a p r o c e s s  o f  s y s t e m a t i c a l l y  g a t h e r i n g  and c o n s o l i d a t i n g  
r e c o r d s  d o c u m e n t i n g  t h e  p o t e n t i a  1  f o r  e x t e n s i o n ,  e x p a n s  i o n  a n d  
r e p l i c a t i o n  of t h e  p r o j e c t .  

The MIS a l s o  f u n c t i o n e d  as t h e  mechanism t o  c o l l e c t  t h e  n e c e s s a r y  
i n fo rma t ion  t o  e v a l u a t e  t h e  SRFMP s t a f f  performance. The FMTs a r e  t h e  f i e l d  
arms of t h e  SRFMP. Each FMT must be e v a l u a t e d ,  p r i m a r i  l y  by de t e rmin ing  t h e  
deg ree  t o  which t h e y  meet AID and SRFMP d i r e c t i v e s  ( e x p l i c i t  o r  i m p l i c i t )  
u n d e r  t h e  c o n d i t i ~ n s  f a c e d  i n  t h e i r  S a h e l  c o u n t r y .  A s  t h e  p r i m a r y  
i n s t r u m e n t  o f  t h e  SRFMP, e a c h  FMT i s  measu red  s t r i c t l y  by how we1 1  i t  
s a t i s f i e s  SRFMP's g o a l s ,  purposes  and ou tpu t s .  FMT c o n t a c t  w i th  SRFMP/W was 
s p a r s e ,  i n f r e q u e n t  a n d  l a r g e l y  c o n t a i n e d  i n  p o l  i c y  d o c u m e n t s ,  memos, a n d  
word-of -mouth i n s t r u c t i o n s  from managers and c o n s u l t a n t s :  t h e r e f o r e ,  FMT's 
had  t o  u n d e r s t a n d  a n d  b e  c o m m i t t e d  t o  t h e i r  u l t i m a t e  r e s p o n s i b i l i t y  f o r  
a c h i e v i n g  t h e  p r o j e c t  o u t p u t s  i n  t h e i r  count ry .  

111. SELECTION OF TEE EVALUATION/MONITORING METHOD 

The s t a t e d  purpose of t h e  p r o j e c t  emphasized i n s  t i  t u t i o n a l  d e v e l  opment of  
S a h e  1 i a n  o r g a n i z a t i o n s  f o r  e n h a n c e d  f i n a n c i a l  management.  The  i n i  t i a  1 
i m p e t u s  f o r  t h e  p r o j e c t  came f r o m  t h e  n e e d  t o  s a t i s f y  U.S. C o n g r e s s i o n a l  
c o n c e r n s  r e g a r d i n g  t h e  a c c o u n t a b i l i t y  o f  AID-suppl  i e d  p r o j e c t  f u n d s .  The 
purpose  of the p r o j e c t  t h e r e f o r e  had two e q u a l l y  impor t an t  o b j e c t i v e s  which 
h a d  t o  be  b a l a n c e d .  F i r s t ,  t h e r e  was t h e  c o n c e r n  f o r  " a c c o u n t a b i l i t y . "  
T h i s  was a U.S.-based, p r o j e c t - f o c u s e d ,  s h o r t - t e r m  concern.  Second, t h e r e  
was a c o n c e r n  f o r  " i n s t i t u t i o n a l i z a t i o n , "  a n  o b j e c t i v e  which  e m p h a s i z e d  
long-term, S a h e l i a n  program c o w e r n s .  The t e n s i o n  c r e a t e d  by a t t e m p t i n g  t o  
s i m u l t a n e o u s l y  a c h i e v e  t h e  t w o  o b j e c t i v e s  o f  a c c o u n t a b i l i t y  a n d  
i n s t i t u t i o n a l i z a t i o n  became a m a j o r  i s s u e  f o r  p r o j e c t  management a n d  
implementa t ion .  



The major management challenges of the project were: 

a to achieve both of the objectives of accountability 
(certification) and institutional-development (capacity-bui lding 
among Snhel ians). and 

a to be responsive to the variety of situations and differences 
between countries and even between projects within a single 
country, while maintaining a common purpose and approach. 

- 
- In addition to being able to deal with ihese project challenges, the SRFMP 

MIS had to satisfy the following criteria: 

be as simple as possible while providing needed information; 

a provide a record capable of showing progress over time: 

a permit comparisons between projects and countries which differ in 
purposes, funding level. and time of initiation; 

a provide a means of providing useful feedback to project managers, 
ministries, and a broad spectrum of organizations involved in 
analogous projects; 

a provide a means of differentiating between weak and strong project 
systems; and 

0 provide a body of information upon which to base decisions about 
project or program improvement. 

Expected benefits of the MIS system users included: 

0 monitoring of activities and expenditures that would faci 1 itate 
management and administration; 

a systematic documentingof experience and progress, to help ensure 
that ongoing activities moved steadily toward established goals; 

a summarizing information for pol icy makers and consolidating 
communication between SRFMP partners to support SRFMP objectives; 

identifying successful activities, so they could be continued; and 

e identifying less than successful activities, the specific symptoms 
of or retisons for their lack of success, so they could be 
nodif ied, rep laced or terminated. 

To accomplish the purposes of this kind of MIS, SRFMP leiidership used 
recruitment, assessment and pre-f ield preparation to develop commonly shared 
images of project success, with roles and responsibilities for reaching 
success clearly defined and differentiated. Then key activity areas were - identified and the key elements of a management system deve 1 oped. Reporting 



mechanisms were put i n  p l a c e  t o  a s s i s t  i n  t h e  s t rengthening of opera t iona l  
p l a n s  which supported con t r ibu t ions  t o  o v e r a l l  p r o j e c t  success.  The MIS was 
t o  be  a  t o o l  f o r  g u i d i n g  t h e  a b o v e  p r o c e s s e s  and f o r  t r a c k i n g  o u t p u t s ,  
outcomes and t h e  processes t o  reach them. 

An i m p o r t a n t  a s s u m p t i o n  of t h e  SRFMP MIS was t h a t  it i s  a s  i m p o r t a n t  t o  
monitor processes  a s  products.  Products and processes were considered t o  be 
i n t i m a t e l y  r e l a t e d ;  the  q u a l i t y  of r e s u l t s  are o f t e n  d i r e c t l y  determined by 
t h e  way i n  which r e s u l t s  a r e  achieved. One s e t  of ou tpu t s  of SRFMP centered  
upon b u i l d i n g  f i n a n c i a l  systems t h a t  meet t h e  c e r t i f i c a t i o n  requirements of 
donors .  S p e c i f i c a l l y ,  t h e s e  o u t p u t s  i n c l u d e d  improved a c c o u n t i n g  and  
r e p o r t i n g  systems, improved f i n a n c i a l  management p r a c t i c e s  and an increased 
number  o f  c o m m i t t e d  a n d  q u a l i f i e d  S a t i e l i a n  f i n a n c i a l  management  
p r o f e s s i o n a l s .  The processes important  f o r  ach iev ing  t h e s e  outputs  inc luded 
h o s t  c o u n t r y  and AID agreement  on o v e r a l l  g o a l s  and s t r a t e g i e s ,  on t h e  
p u r p o s e  a n d  d e s i g n  of t h e  f i n a n c i a l  s y s t e m s  and p r a c t i c e s ,  on t h e i r  
commitment toward s h a r e d  r e s o u r c e s  and p l a n s ,  and on a means t o  r e v i e w  
progress  and planning.  

Another important  assumption was t h a t  t h e  MIS had t o  respond t o  t h e  dynamic 
and a m b i t i o u s  n a t u r e  o f  t h e  p r o j e c t .  Over  t i m e ,  t h e  f o c u s  would h a v e  t o  
s h i f t  from s t a r t - u p  t o  e x t e n s i o n  and r e p l i c a t i o n ,  from c e r t i f i c a t i o n  t o  
i n s t i t u t i o n a l i z a t i o n ,  from p r o j e c t s  t o  programs and o rgan iza t ions ,  and from 
donor needs. t o  hos t  country needs. 

IV. MAJOR CHARACTERISTICS OF W E  DESIGN 

In t h e  l o n g  run .  t h e  o b j e c t i v e  of  t h e  SRFMP MIS was t o  f a c i l i t a t e  
e s t a b l i s h i n g  f i n a n c i a l  management p r o c e s s e s  i n  S a h e l i a n  p r o j e c t s  and 
i n s t i t u t i o n s .  By genera t ing  a1  1 t h e  necessary information whi le  t h e  SRFMP 
w h s  i n  e x i s t e n c e ,  t h e  MIS c o u l d  be used t o  e n s u r e  t h a t  t h e  groundwork 
e x i s t e d  f o r  sus ta ined  long-run processes.  The MIS was designed t o  monitor 
t h e  e v o l u t i o n  of  t h o s e  f i n a n c i a l  management p r o c e s s e s ,  i n d i c a t i n g  t h e  
a c h i e v e m e n t  of SRFMP g o a l s  and o b j e c t i v e s .  I t  was d e s i g n e d  t o  be  a n  
exemplary process f o r  f u t u r e  f i n a n c i a l  management improvement p ro jec t s .  

The  s p e c i f i c  a c t i v i t i e s  t o  b e  m o n i t o r e d  were d e t e r m i n e d  by t h e i r  
r e l a t i o n s h i p  t o  immediate and ,long-term g o a l s .  These g o a l s  inc luded:  

r t o  s trength211 t h e  f i n a n c i a l  management c a p a b i l i t y  of s p e c i f i c  
development p r o j e c t s ;  

r t o  e n l a r g e  t h e  c a p a c i t y  of t h e  p r o j e c t s  t o  rise t i m e l y  f i n a n c i a l  
r e p o r t i n g  i n  planning and management dec i s ions :  

r t~ e n l a r g e  t h e  use of f inancJa1  management i n  h a s t  country program 
d e c i s i o n s ;  

r t o  d e v e l o p  t h e  c a p a c i t y  t o  s u s t a i n  t h e  improved pe r fo rmance  i n  
t h e s e  a r e a s ,  i n  the  absence of FMTs; and 



e t o  d e v e l o p  s t r a t e g i e s  t o  r e p l i c a t e  a s u s t a i n e d ,  e f f e c t i v e  
f i n a n c i a l  management c a p a b i l i t y  and  i n f o r m a t i o n  u s e  i n  o t h e r  
p r o j e c t s  and c o u n t r i e s .  

S p e c i f i c a l l y ,  t h e  SRFMP MIS was designed t o  do t h e  fo l lowing:  

Measure t h e  a c t i v i t i e s  t h a t  would s a t i s f y  t h e  121(d) requi rements  
o f  AID o f  a s s u r i n g  f i n a n c i a l  a c c o u n t a b i  1 i t y  on  USAID-f i n a n c e d  
p r o j e c t s .  

Measure t h e  i n s t i t u t i o n a l i z a t i o n  of improved f i n a n c i a l  management 
c a p a b i l i t i e s .  

P rov ide  feedback t o  PMTs f o r  upgrading  performance i n  t h e  area of 
f i n a n c i a l  management. 

0 Prov ide  management feedback t o  SRFMP, VPI and USDA/DPMC i n  o r d e r  
t o  assist  t h e s e  o r g a n i z a t i o n s  i n  suppor t ing  a c t i v i t i e s .  

P r o v i d e  an assessment  of t h e  "envi ronmenta l"  f a c t o r s  i n f l u e n c i n g  
SRFMP implementat ion.  

P rov ide  a d a t a  base t o  e v a l u a t e  FMT a c t i v i t i e s  and t o  a s s e s s  t h e  
under ly ing  assumptions of t h e  p r o j e c t ' s  approach. 

I n i t i a l  management informat ion  focused on l o g i s t i c s  of t h e  p r o j e c t .  Over 
t ime,  SRFMP teams proceeded from p r o j e c t  s t a r t - u p  t o  f u l l  engagement with 
h o s t  c o u n t r y  d e v e l o p m e n t  p r o j e c t s  and t o  a d d r e s s i n g  l o n g e r  r a n g e  g o a l s .  
SRFMP s t a f f  s h i f t e d  t h e i r  work focus ,  p r i o r i t i e s  a!ld t ime a l l o c a t i o n .  The 
focus  of t h e  MIS and t h e  d a t a  c o l l e c t i o n  was in tended  t o  s h i f t  acco rd ing ly .  
As t h e  p r o j e c t  proceeded, MIS emphasis s h i f t e d ,  a l o n g  with dominant p r o j e c t  
management c o n c e r n s ,  f rom t h e  d i f f e r e n t  s t a g e s  o f  i m p l e m e n t a t i o n  t o  
improving p r o j e c t  f i n a n c i a l  management c a p a b i l i t y .  This  ensured c o n d i t i o n s  
f o r  i n d e p e n d e n t  m a i n t e n a n c e  o f  s u c c e s s f u i  f i n a n c i a l  management i n  h o s t  
c o u n t r y  d e v e l o p m e n t  p r o j e c t s  and  f o r  d e v e l o p i n g  a p p r o a c h e s  c o n d u c i v e  t o  
r e p l i c a t i o n .  

To a s s i s t  managers  i n  m e a s u r i n g  p r o g r e s s ,  t h e  MIS was i n t e n d e d  t o  p r o v i d e  
informat ion  r ega rd ing  t h e  r e l a t i v e  p r o g r e s s  on d e s i g n a t e d  a c t i v i t i e s .  A 
l i m i t e d  s e t  of i n d i c a t o r s  was d e s i g n e d  t o  d e s c r i b e  t h e  s u c c e s s  o f  
s i g n i f i c a n t  c l u s t e r s  of a c t i v i t i e s .  The d i f f e r i n g  needs of t h e  u s e r s  were 
t o  g u i d e  t h e  s e l e c t i o n  o f  i n d i c a t o r s  and  t h e  form o f  t h e i r  p r e s e n t a t i o n .  
A c c e s s i b i l i t y  of t h e  d a t a  and s i m p l i c i t y  of u se  of t h e  e n t i r e  system, from 
d a t a  assembly t o  d i s t r i b u t i o n  and review,  are major c o n s i d e r a t i o n s  as w e l l .  

The s t r u c t u r e  of i n d i c a t o r s  d i f f e r e d  i n  response  t o  t h e  n a t u r e  of t h e  d a t a  
t h a t  was t o  be captured.  In  some c a s e s ,  s i m p l e  numerical  o r  yes/no measures 
were  used .  Examples  i n c l u d e  t h e  number of  t r a i n e e s  who p a r t i c i p a t e d  i n  a  
s p e c i f i c  type  of workshop, o r  t h e  t i m e l y  meeting of r e p o r t i n g  requirements .  
F o r  more c o m p l e x  i s s u e s ,  s u c h  a s  e n h a n c i n g  t h e  r o l e  of a c c o u n t a n t s  and 
i n s t i t u t i o n a l i z i n g  improved f i n a n c i a l  management i n  an o r g a n i z a t i o n ,  scalar 
i n d i c a t o r s  were des igned  t o  mark a  range of performance, e.g. from v e r y  weak 



(1) t o  very s t rong  ( 5 ) .  Operational ,  observable  ind ica tors  were i den t i f j ed  
f o r  each point  of t h e  s ca l e .  These s c a l e s  proved p a r t i c u l a r l y  d i f f i c u l t  t o  
ope ra t i ona l i ze  and have gone through s e v e r a l  i t e r a t i o n s ,  none of which has 
l e d  t o  c o n s o l i d a t e d .  compara t i ve  i n f o r m a t i o n  f o r  p r o j e c t  management and 
evaluat ion.  

V. MIS DATA COLLECTION. ANALYSIS AND REPORTING 

The MIS documentat ion can be c l a s s i f i e d  i n t o  t h r e e  groups:  (1) i n t e r n a l  
management r e p o r t s ;  ( 2 )  p r o g r e s s  r e p o r t s ;  and (3 )  a c t i v i t y  e v a l u a t i o n  
repor ts .  For a l l  r epor t s  and flows of information, formats and schedules 
were t e n t a t i v e l y  spec i f ied  a t  the beginning of the  f i e l d  programs. The  MIS 
was intended t o  produce per iodic ,  t imely repor t s  which could be processed on 
automated sys tems .  I n  p r a c t i c e ,  t h e  P r o j e c t  D i r e c t o r  and P r i n c i p a l  
I nves t i ga to r  were unable t o  develop o r  use the  f i e l d  repor t s  f o r  systematic 
hor izontal  o r  l i n e a r  comparisons within a country o r  between countr ies .  

InternaLManagement Reports were based on the  country act ion plans. Country 
ac t i on  p lans  were prepared by each country team i n  consul t a t i on  with USAID 
and the sponsoring host country organization.  These plans  were prepared and 
rev i sed  b iannua l ly  and were approved i n  country before being submitted t o  
SRFMP h e a d q u a r t e r s  f o r  c o n s o l i d a t i o n  and a p p r o v a l  by USDA and AID. The 
country act ion plans  provided the  opportunity f o r  a l l  key ac to r s  t o  come t o  
agreement  abou t  t h e  f o c u s ,  p r i o r i t i e s  and mixes o f  a c t i v i t i e s  f o r  SRFMP 
teams. 

Other  i n t e r n a l  management r e p o r t s  i n c l u d e d  r e q u e s t s  f o r  budgets  and 
technica l  ass i s tance ,  monthly p ro jec t  repor t s ,  q u a r t e r l y  a n a l y t i c  p ro jec t  
r epo r t s  and f i n a n c i a l  r epo r t s  on a  monthly and q u a r t e r l y  bas is .  These were 
used more o r  less systemat ical  l y ,  but SRFMP/W never developed a  consolidated 
r e p o r t i n g  system o r  r e p o r t s  which i n t e g r a t e d  country information or  which 
were used f o r  control  o r  r o l l i n g  planning. 

P r o g r e s s  and Summary ReD0rts were used t o  (1) a s s e s s  p r o g r e s s  toward 
a c h i e v i n g  a c c o u n t a b i l i t y  f o r  p r o j e c t  s y s t e m s ,  and  ( 2 )  a s s e s s  t h e  
i n s t i t u t i o n a l i z a t i o n  of improved f i n a n c i a l  x a a g e m e n t  p r a c t i c e s  and 
t ra in ing .  For project  repor t ing,  a  d e t a i  led  check1 ist was developed, and 
then modified by country teams, f o r  carrying out p ro jec t  s i t e  v i s i t s .  The 
format was created t o  record observat ions  over  time so t h a t  changes i n  each 
pro jec t  could be recorded. The i n s t i t u t i o n a l  i z a t i on  assessment was t o  be 
documented a g a i n s t  t e n  t o  t w e l v e  p r i o r i t y  i n d i c a t o r s  u s i n g  a  f ive-poin ' :  
qualitative/quantitative s c a l e  a long a  progress continuum. Each country 
team e v e n t u a l l y  developed t h e i r  own pro jec t  assessment methods. These were 
not compared between count r ies ,  nor was any cen t r a l  record of performance 
maintained. In-country needs were met r e l a t i v e l y  we1 1 ,  bu t  t h e  r e g i o c a l  
framework was neglected.  

F ina l  l y ,  Ac t iv i t y  and Personne 1  Eva1 uation R e p o m  included (1) workshop or  
t r a in ing  eva lua t ions ,  ( 2 )  eva lua t ions  of short-term consu l tan t s ,  (3) SRFMP 
team eva lua t ions  of SRFMP ( inc lud ing  s e l f - eva lua t i ons  and of headquarters)  
and ( 4 )  assessment of SRFMP by host  country, USAID and AID o f f i c i a l s .  This 



l a s t  assessment i s  p a r t i c u l a r l y  important because it g i v e s  feedback t o  SRFMP 
a b o u t  s p e c i a l  p r o b l e m s  a n d / o r  s u c c e s s e s  t h a t  need a c t i o n  o r  a t t e n t i o n .  
These a1 1 func t ion  as mechanisus f o r  communicating a  sense of t h e  p r o j e c t  
and i ts d i r e c t i o n  among a l l  r e l e v a n t  countr ies .  These were a l s o  maintained, 
though with varying r i g o r ,  by cou!;try teams; bu t  no t  on a regional  b a s i s .  

Tbe MIS was intended t o  provide  guidance f o r  managers and dec i s ion  makers a t  
a l l  l e v e l s .  I t  wa:: t o  r e l a t e  p r o g r e s s  toward majo r  p r o j e c t  g o a l s  t o  
a c t i v i t i e s  and  i n d i c a t o r s  a p p r o p r i a t e  t o  e a c h  p a r t i c u l a r  p r o j e c t  phase .  
Based on MIS monitoring d a t a ,  a n a l y s i s  and feedback, SRFMP Country Teams and 
SRFMP/W were t o  i d e n t i f y  s t r e n g t h s  and weaknesses  i n  t h e i r  e f f o r t s ,  and 
respond accordingly .  Data genera ted  d id  h e l p  guide t h e  e f f e c t i v e n e s s  of the  
teams' developmental  a c t i v i t i e s ,  a s  w e l l  a s  t h e i r  func t ion ing  (soundness of 
p l a n n i n g ,  u s e  of r e s o u r c e s ,  e t c . ) .  MIS d a t a  h e l p e d  most teams f o c u s  on 
t h e i r  e f f e c t i v e n e s s .  S e v e r a l  SRFMP teams used t h e  MIS t o  model t h e  use  of 
m o n i t o r i n g  d a t a  f o r  management. But i n  most c a s e s ,  o n l y  minimal d a t a  was 
m a i n t a i n e d  on h o s t  c o u n t r y  d e v e l o p m e n t  p r o j e c t s .  F i n a n c i a l  management 
i n f o r m a t i o n  on p r o j e c t  p l a n n i n g  a n d  d e c i s i o n  making was g i v e n  much lower  
p r i o r i t y  than a c c o u n t a b i l i t y  f o r  c e r t i f i c a t i o n .  

O v e r a l l ,  t h e  intended func t ion  of t h e  MIS was t o  a s s u r e  t h a t  d a t a  would be 
generated and analyzed i n  such a way t h a t  managers cou ld  i d e n t i f y  remedial 
a c t i o n s  r e q u i r e d ,  and c a r r y  o u t  a n y  n e c e s s a r y  r e p l a n n i n g .  The b a s i c  
elements of t h e  MIS were used by f i e l d  teams i n  d i f f e r e n t  ways. For example, 
based on MIS d a t a ,  f i e l d  teams o f t e n  made dec i s ions  to monitor t h e  a c t i v i t y  
more c l o s e l y  but take  no immediate a c t i o n ,  o r  dec i s ions  t o  d i scuss  p r o j e c t s  
with those  i n v o l v e d  t o  at tempt t o  diagnose t h e  source  of d i f f i c u l t i e s ,  o r  
d e c i s i o n s  t o  c a l l  a n  u r g e n t  mee t ing  t o  d i s c u s s  modifying,  r e p l a c i n g  o r  
c a n c e l l i n g  a c t i v i t i e s  before  more damage is done. But f i e l d  use of t h e  MIS 
beyond d a t a  on p r o j e c t  accoun tab i l  l t y  was minimal. Regional use was n e a r l y  
non-existent .  

In g e n e r a l ,  t h e  use  of t h e  MIS f o r  management purposes was d i sappo in t ing  and 
c o n f u s i n g .  SRFMP/headquarters  t r i e d  t o  u s e  t h e  i n t e r n a l  management 
i n f o r m a t i o n  f o r  a d m i n i s t r a t i o n  and l o g i s t i c s ;  b u t  due  t o  t h e  l a c k  o f  
agreement and c o n s i s t e n t  a p p l i c a t i o n  of t o o l s ,  t he  progress i n d i c a t o r s  and 
e v a l u a t i o n  never  got  organized. The mid-term e v a l u a t i o n  concluded t h a t  the  
MIS was p r i m a r i l y  a n  a d m i n i s t r a t i v e  r e p o r t i n g  d e v i c e  f o r  t h e  p u r p o s e s  of 
SRFMP/W. Limited feedback was g iven  t o  country teams; t h e  r e p o r t i n g  burden 
was excess ive ;  and r e p o r t i n g  s t andards  were incons i s t en t .  Consequently, i t  
was recommended t h a t  t h e r e  s h o u l d  be a  d i s t i n c t i o n  between "nice-to-know" 
and "must-know," t h a t  management p u r p o s e s  s h o u l d  be h i g h 1  i g h t e d ,  and  t h a t  
compliance should  be c o n s i s t e n t l y  ensured. 

V I .  EVALUATION OF THE WETHOD 

O v e r a l l ,  t h e  MIS d i d  n o t  perform t h e  f u n c t i o n s  f o r  which i t  was d e s i g n e d .  
S p e c i f i c a l l y ,  s y s t e m a t i c  i n f o r m a t i o n  on p r o j e c t s  was n o t  c o l l e c t e d  and 
consol ida ted .  I n t e r n a l  p r o j e c t  management information was n o t  c o n s i s t e n t ,  
c o l l a t e d ,  disseminated o r  s y s t e m a t i c a l l y  used f o r  management dec i s ions  o r  
r e p o r t i n g .  Feedback t o  c o u n t r y  teams tended  t o  be vague ,  s p o r a d i c  and 



w i t h o u t  s p e c i f i c  guidance.  A n t i c i p a t e d  t i m e l y  r e p o r t i n g ,  a n a l y s i s  and 
i n f o r m a t i o n  s h a r i n g  d i d  n o t  occur .  Some use  was made of r e 2 o r t s  f o r  
f i nanc i a l  modifications, amendments of p lans  and f o r  de sc r ip t i ve  l i s t i n g s  of 
p ro jec t  a c t i v i t i e s .  The program i cd i ca to r s  never mater ia l ized i n t o  useful  
t o o l s  f o r  monitoring and recording o v e r a l l  changes i n  f i n a n c i a l  management 
pract ices .  The MIS never became func t iona l  a t  the  regional  l e v e l .  

However, some a s p e c t s  of t h e  MIS were employed w i t h  mixed r e s u l t s .  Tne 
exis tence of country team da t a  bases, though not per fec t ,  were inspired by, 
b u t  n o t  i n t e g r a t e d  i n t o  t h e  SRFMP/W MIS. These p rov ided  v e r y  u s e f u l  
f o u n d a t i o n s  f o r  coun t ry  team programs and f o r  t h e  mld-term e v a l u a t i o n .  
However, r e g i o n a l  management r e p o r t s  by SRFMP/W were n o t  d e t a i l e d  o r  
s y s t e m a t i c ,  no r  d i d  they  have  a c o n s o l i d a t e d  d a t a  ba se  which c o u l d  be 
referenced i f  necessary. Scme evidence suggests t h a t  more systematic use of 
the  MIS was incompatible with the  d i r e c t o r ' s  management s t y l e .  I t s  design 
t o  s h a r e  i n fo rma t ion  d i d  n o t  match h i s  b u r e a u c r a t i c .  d i r e c t i v e  and 
personalized pract ices .  S imi l a r l y ,  the re  was an attempt t o  modify the  t e x t  
of t he  mid-term eva lua t ion  repor t .  making changes t h a t  were not  warranted 
by f i e l d  comments o r  o b j e c t i v e  d a t a .  Th i s  c o u l d  be i n t e r p r e t e d  a s  
f a l s i f i c a t i o n  of r e s u l t s  T h i s  e x p e r i e n c e  r e f l e c t s  t h e  e x t e n t  t o  which 
sys tems  a r e  a t  t h e  mercy of i n d i v i d u a l s  who p l a y  dominant r o l e s  i n  t h e i r  
operation,  management and use. 

Because of t h e  incompat ibi l i ty  of the  MIS with the s t y l e s  and prac t ices  of 
managers and key u s e r s ,  t h e  MIS can be viewed a s  c e r t a i n l y  l e s s  t h a n  
e f f e c t i v e ,  i f  n o t  n e a r l y  a f a i l u r e .  There  were no c o n s o l i d a t e d  r e p o r t s  
a f t e r  two y e a r s  of SRFMP o p e r a t i o n s  nor  s y s t e m a t i c  r e p o r t s  on o v e r a l l  
country and regional  impacts. The data  base f o r  comparative s t ud i e s  i s  very 
weak. Commitment t o  the  mechanics of the system is nea r ly  t o t a l l y  lacking-- 
excep t  f o r  mandatory r equ i r emen t s  t h a t  were used t o  e n s u r e  fund ing  of 
country programs. 

The cos t s  f o r  t he  system were a l s o  c r i t i c i z e d .  A l a rge  port ion of the time 
of t h e  P r inc ipa l  Inves t iga tor  and a consu l tan t  over two years was charged t o  
system development. Another element of cos t ,  the amount of time required by 
some teams t o  meet r e p o r t i n g  r equ i r emen t s ,  was a l s o  c r i t i c i z e d  as 
u n j u s t i f i a b l y  h igh .  T h i s  r e f l e c t s  t h e  e x t e n t  t o  which t h e  MIS was no t  
in tegrated i n t o  operat ions ,  but was an "imposed" ex te rna l  requirement. The 
development c o s t s  were ex t r ao rd ina r i l y  high compared t o  apparent benef i ts .  
T h i s  may be due,  however,  t o  t h e  l a c k  of expe r i ence  and t h e  i n n o v a t i v e  
nature  of the  MIS. 

The above ana ly s i s  may suggest t h a t  the  MIS was a waste of energy and time. 
However, the re  is another perspective.  I t  d id  perform some of t he  functions 
intended from conception. I t  provided a "vis ion"  of the  p ro jec t  which did 
become the  bas i s  f o r  s t r a t e g i c  and qperat ional  p lans  and yrogram decis ions  
made by t h e  coun t ry  teams i n  t h e i r  r e l a t i v e l y  autoncnous u n i t s .  I t  d i d  
r e i n f o r c e  t h e  d i s t i n c t  SRFMP methodolog ies  i n c l u d i n g  t h i r d - p a r t y  r o l e s ,  
a c t i o n - t r a i n i n g ,  pe r formance-or ien ted  approaches ,  and p r o j e c t  impact 
ana lys i s .  Based on a shared pro jec t  approach, teams modified t h e i r  v i s ions ,  
t h e  concep t s ,  and ,  c o n s e q u e n t l y ,  t h e  t o o l s  t o  meet t h e i r  s p e c i f i c  coun t ry  
needs. 



The c o n c e p t u a l  b a s e  o f  t h e  MIS a l s o  p r o v i d e d  a  common f ramework .  D a t a  was 
ob t a ined  and a n a l y z e d  by coun t ry  teams on t h e  most c r i t i c a l  o b j e c t i v e s  of 
t h e  p r o j e c t .  By drawing p e r i o d i c  a t t e n t i o n  t o  t h e  o p e r a t i o n a l  o b j e c t i v e s .  
p r o j e c t  g o a l s  we re  c o n t i n u a l  l y  r e i n f o r c e d  and  r e i n t e r p r e t e d  i n  1 i g h t  o f  
e n v i r o n m e n t a l  and  o p e r a t i o n z l  r e a l i t i e s .  F i n a l  l y ,  t h e  MIS g r o v i d e d  t h e  
b a s i s  f o r  some e x c i t i n g  i n n o v a t i o n s  f o r  e n h a n c i n g  f i n a n c i a l  management 
improvement and p r o j e c t  management. Two i n n o v a t i o n s  were t h e  " i n s t i t u t i o n a l  
f i e l d  of o p p o r t u n i t y "  a n d  t h e  " f i n a n c i a l  management improvemen t  p rogram 
model." These were i n t roduced  l a t e  i n  t h e  p r o j e c t  and were v e r y  u s e f u l  f o r  
a n a l y z i n g  coun t ry  workplans  and r e p o r t s .  They w i  1 1  be used f o r  t h e  f i n a l  
s t a g e  of t h e  p r e s e n t  p r o j e c t  and formed a  framework f o r  f u t u r e  p l a n n i n g .  

I n  t h e  l a t e r  s t a g e s  o f  t h e  p r o j e c t ,  i n s t i t u t i o n a l i z a t i o n  and  c a p a c i t y -  
b u i l d i n g  began  t o  r e c e i v e  h i g h e r  p r i o r i t y  t h a n  c e r t i f i c a t i o n  and  n a r r o w  
a c c o u n t a b i l i t y  f o r  d o n o r  f u n d s .  The " i n s t i t u t i o n a l  f i e l d "  i s  a  t o o l  f o r  
a n a  1 y z  i n g  and  f  ormu 1 a t  i n g  1 ong-  and  s h o r t -  term s t r a t e g i n s  and p!. ans .  I t  
i d e n t i f i e s  f i v e  s t r a t e g i c  c h o i c e  a r e a s - - t a r g e t  o f  c h a n g e ,  f u n c t i o n s  f o r  
c h a n g e ,  s c o p e  of  i n t e r v e n t i o n ,  l e v e l s  o f  i n t e r v e n t i o n  and  p e r f o r m a n c e  
o b j e c t i v e s .  For each of t h e s e  dimensions,  p o s s i b l e  e l emen t s  a r e  i d e n t i f i e d  
and  p r e s e n t e d  i n  a n  a r r a y .  These  form a g r i d  f o r  p r o m o t i n g  d e c i s i o n s  o f  
p r i o r i t y  w i t h i n  e a c h  a r r a y  and  f o r  p o r t r a y i n g  t h e  l o g i c a l  r e l a t i o n s h i p s  
between a r r a y s  o r  c h o i c e  a r e a s .  

The "Program Model" is a  management, mon i to r ing  and e v a l u a t i o n  framework and 
t o o l  which is based on g e n e r i c  change s t r a t e g i e s  which i n v o l v e  s y s t e m a t i c  
s t e p s  f o r  c o  1 l a b o r a t i o n  a n d  a d a p t a t  i n n  when i n t r o d u c i n g  a n d  c a r r y i n g  o u t  
c h a n g e  o r  d e v e l o p m e n t  e f f o r t s .  The g e n e r i c  s t e p s  o f  n e e d s  a n a l y s i s .  
s e n s i t i z a t i o n ,  s y s t e m s  d e v e l o p m e n t ,  a d o p t i o n ,  a d a p t a t i o n ,  n u r t u r i n g  and  
e v a l u a t i o n  a r e  d e f i n e d  i n  a  F i n a n c i a l  Management Improvement  C y c l e  
r e f l e c t i n g  t h e  exper:ence and t o p i c  focus  of t h e  p r o j e c t .  The change c y c l e  
i n  r e l a t i o n  t o  f u n c t i o n a l  a r e a s  of change form u g r i d .  The g r i d  i s  used t o  
map a c t i v i t i e s  f o r  p l a n n i n g ,  m o n i t o r i n g .  o r  e v a l u a t i o n  and  as 1 t o o l  f o r  
a n a l y s i s  and feedback on f o c u s ,  p roces s  and emphasis. Th i s  has  proven v e r y  
u s e f u l  f o r  c o u n t r y  t e a m s  a n d ,  on a  r e g i o n a l  b a s i s ,  f o r  u n d e r s t a n d i n g  a n d  
g u i d i n g  t h e  p r o j e c t .  

F i n a l l y ,  t h e  MIS e s t a b l i s h e d  a  norm .of s h a r i n g  program i n f o r m a t i o n  and  
t r a i n i n g / c o n s u l t i n g  m a t e r i a l s  be tween  c o u n t r i e s  and  be tween  r e g i o n s .  
O v e r a l l ,  t h i s  l e d  t o  improved q u a l i t y  of some m a t e r i a l s  ( accoun t ing  sys tems ,  
p r o j e c t  o f f i c e r  t r a i n i n g ,  a s s e s s m e n t  c h e c k l i s t s ,  e t c . )  and  t o  h i g h e r  
e f f i c i e n c y  f o r  teams which c o u l d  b u i l d  upon work done by o t h e r s .  



EVALUATION 3F THE 
INDONESIA LOCAL GOVERNMENT TRAINING PROJECT (LGT-11) 

PROJECT MANAGENENT SYSTEMS (PMS) COURSE 

I .  BACKGROUND 

The purpose of t h e  Local  Government T r a i n i n g  (LGT-11) P r o j e c t  is t o  enhance 
t h e  i n s t i t u t i o n a l  c a p a c i t y  of Badan Dikl  a t  t o  p r o v i d e  e f f e c t i v e  management 
t r a i n i n g  t o  I n d o n e s i a n  p u b l i c  s e r v a n t s .  Badan D i k l a t  i s  t h e  t r a i n i n g  
d i r e c t o r a t e  h o u s e d  w i t h i n  t h e  Depar temen Dalam N e g e r i .  Departemen Dalam 
N e g e r i  i s  c h a r g e d  w i t h  r u n n i n g  g o v e r n m e n t  a f f a i r s  a n d  a p p o i n t i n g  pub1  i c  
o f f i c i a l s  a t  t h e  n a t i o n a l  and p r o v i n c i a l  l e v e l ,  and is a key m i n i s t r y  w i t h i n  
t h e  Indones ian  government. 

The LGT-I1 p r o j e c t  ( P r o j e c t  Number 497-0308) i s  a  $15.4 m i l l i o n  p r o j e c t  t h a t  
began i n  1981 and w i l l  run through 1986. The p r o j e c t  was funded by USAID i n  
r e c o g n i t i o n  of t h e  need t o  improve management c a p a c i t y  a t  t h e  n a t i o n a l  and 
t h e  r e g i o n a l  l e v e l s .  

B e s i d e s  Badan D i k l a t  and  USAID, t h e  o t h e r  m a j o r  a c t o r  i s  PADCO, a  U.S. 
c o n s u l t i n g  f i r m ,  based i n  Washington, D.C. PADCO is c o n t r a c t e d  t o  p r o v i d e  
app rox ima te ly  25 man-years of t e c h n i c a l  a s s i s t a n c e  suppor t .  

The major a c t i v i t i e s  of PADCO were t o  d e v e l o p  c u r r i c u l u m ,  t r a i n  t r a i n e r s ,  
and i n  g e n e r a l  c r e a t e  an  i n s t i t u t i o n a l  c a p a c i t y  f o r  Badan D i k l a t  t o  conduct 
r e g i o n a l  p l a n n i n g  and a n a l y s i s  t r a i n i n g  courses .  A s m a l l e r ,  bu t  impor t an t ,  
component  of  PADCO1s workscope  c a l l e d  f o r  e s t a b l i s h i n g  a n  i n s t i t u t i o n a l  
c a p a c i t y  t o  conduct P r o j e c t  Management S y s t e m s  (PMS) c o u r s e s .  To c o n d u c t  
t h e  PMS component ,  c o n s u l t a n t s  f rom t h e  USDA's Deve lopmen t  Program 
Management C e n t e r  (DPMC) and  t h e  U n i v e r s i t y  o f  M a r y l a n d ' s  I n t e r n a t i o n a l  
D e v e l o p m e n t  Management C e n t e r  (IDMC) w e r e  a s k e d  t o  ass is t .  T e r r y  Schmid t  
p l a y e d  t h e  l e a d  r o l e  i n  t h i s  e f f o r t .  S c h m i d t ' s  a s s i s t a n c e  c o n s i s t e d  o f  
f o u r  d i f f e r e n t  c o n s u l t i n g  t r i p s  t o  Indones ia ,  d u r i n g  which h e  worked wi th  
PADCO and Badan D i k l a t  s t a f f  t o  conduct  a needs assessment ,  d e v e l o p  and t e s t  
p i l o t  t r a i n i n g  p r o g r a m s ,  t r a i n  Badan O i k l a t  t r a i n e r s  t o  c o n d u c t  t h e  
t r a i n i n g ,  and coach t h e n  d u r i n g  t h e i r  i n i t i a l  t r a i n i n g  exper iences .  

11. ROLE OF EVAIUATION/MONITORING IN THE PROJECT 

Bo th  Badan D i k l a t  and  PADCO r e c o g n i z e d  t h e  i m p o r t a n c e  o f  e v a l u a t i o n  and  
moni tor ing  of t h e  Local  Government T r a i n i n g  p r o j e c t ,  bu t  had n c t  succeeded 
i n  i n t e g r a t i n g  mordtor ing and e v a l u a t i o n  p r a c t i c e s  i n t o  t h c  r a c t i v i t i e s .  

T h i s  case s t u d y  was w r i t t e n  b a s e d  on i n f o r m a t i o n  p r o v i d e d  by T e r r y  D .  
Schmidt (IDMC Assoc ia te ) .  



Moni tor ing  r e f e r s  t o  t h e  monitor ing of i npu t s ,  budget expend i tu re s  and t h e  
c o m p l e t i o n  o f  s c h e d u l e d  p r o j e c t  a c t i v i t i e s .  E v a l u a t i o n  r e l a t e s  t o  t h e  
measurement of ex-post  f a c t o  p r o j e c t  impacc, examining t h e  long-term e f f e c t  
of an a c t i v i t y .  As a p p l i e d  t o  t h e  ongoing LGT-I1 r e g i o n a l  t r a i n i n g  e f f o r t ,  
m e a s u r i n g  i m p a c t  was c o n s i d e r e d  a  d i f f i c u l t  t a s k  a s  t h e  b e n e f i t s  were 
expected t o  occur  yea r s  a f t e r  t h e  p r o j e c t  was f i n i s h e d .  

There was r e c o g n i t i o n  of t h e  need f o r  b e t t e r  moni tor ing  and e v a l u a t i o n  by 
t h e  M i n i s t e r  of  Departemen Dalam N e g e r i  and t h e  K a p a l a  ( h e a d )  o f  Badan 
D i k l a t ,  a s  we1 1 a s  by USAID I n d o n e s i a .  One c o n c e r n  was t o  d e t e r m i n e  wha t  
impact t h e  Local  Government T ra in ing  I1 P r o j e c t  was having.  

The P r o j e c t  Management Systems workshop component provided  t h e  oppor tun i ty  
t o  a p p l y  s e l e c t e d  e v a l u a t i o n  and moni tor ing  concepts  i n  an  e x c i t i n g  way t o  
one  t r a i n i n g  a c t i v i t y  w i t h i n  t h e  LGT-I1 p r o j e c t .  U n l i k e  t h e  n ine-month  
r e g i o n a l  p l a n n i n g  cour se  designed t o  teach  g e n e r a l  s k i 1  l s ,  PMS was a two- 
week c o u r s e  whose p a r t i c i p a n t  a c t i o n - p l a n n i n g  a p p r o a c h  p r o v i d e d  a more 
s u i t a b l e  b a s i s  f o r  conduct ing e v a l u a t i o n  s t u d i e s .  

The PMS c o u r s e s  in t roduced  i n  Indones ia  had been developed  o v e r  a  per iod  of 
t e n  y e a r s  by Schmidt and a number of o t h e r  development p r o f e s s i o n a l s  (e.g., 
Marcus  I n g l e ,  R .  Moses Thompson, L a r r y  C o o l e y )  i n  work i n  a v a r i e t y  o f  
d e v e l o p i n g  c o u n t r i e s .  A key f e a t u r e  of t h i s  workshop was t h a t  p a r t i c i p a n t s  
were t a u g h t  the b a s i c  concepts  of p r o j e c t  management and then  were asked t o  
a p p l y  them t o  a c t u a l  p r o j e c t s  d u r i n g  t h e  workshop i t s e l f .  

The PMS cour se  i n v o l v e d  t h e  f i r s t  s i g n i f i c a n t  use of t r a i n i n g  e v a l u a t i o n  by 
Badan D i k l a t .  The use of e v a l u a t i o n  t echn iques  began wi th  a cour se  g i v e n  t o  
30 s e n i o r  o f f i c i a l s  i n  January 1984, t h e  second t ime t h e  PMS cour se  had been 
o f f e red .  E v a l u a t i o n  was important  because s e v e r a  1 dozen PMS cour ses  were 
planned o v e r  t h e  f o l  1 owing two-year per iod .  

The purpose of t h e  e v a l u a t i o n  was t o  mcet s e v e r a l  o b j e c t i v e s .  E v a l u a t i o n  
would p r o v i d e  e x p l i c i t  f e e d b a c k  t o  Badan D i k l a t  c o n c e r n i n g :  ( a )  t h e  
v a l i d i t y  of  PMS c o n c e p t s  i n  t h e  I n d o n e s i a n  work ing  e n v i r o n m e n t ,  ( b )  
procedural  o r  r e g u l a t o r y  c o n s t r a i n t s  t o  on-the-job use,  and (c )  t h e  q u a l i t y  
of t h e  teaching .  

T h e r e  were  s e v e r a l  e v e n t s  t h a t  t r i g g e r e d  t h e  e v a l u a t i o n  -- PMS had  t h e  
s t r o a g  s u p p o r t  o f  t h e  D i r e c t o r  o f  Badan D i k l a t  a n d  t o p  management i n  
g e n e r a l ,  s u b s t a n t i a l  r e sou rces  were t o  be i n v e s t e d  i n  t h e  PMS course ,  and 
t h e  s u b j e c t  ma t t e r  l e n t  i t s e l f  t o  e f f e c t i v e  f o l  low-up. 

In Logical  Framework terms,  t h e  o u t p u t  of each t r a i n i n g  workshop was 24 t o  
30 g o v e r n m e n t  o f f i c i a l s  t r a i n e d  i n  PMS c o n c e p t s .  The p w p o s e  was t h a t  
p a r t i c i p a n t s  a p p l i e d  t h e  c o n c e p t s  on t h e  j o b  t o  p r i o r i t y  d e v e l o p m e n t  
p r o j e c t s  t o  suppor t  t h e  goal of more e f f e c t i v e  and time!, implementation. 

Measurement was focused a t  t h e  purpose l e v e l  and on key a s sun~p t ions .  The 
L o g i c a l  Framework c a r r i e d  a n  a s s u m p t i o n  t h a t  g o v e r n m e n t  p r o c e d u r e s  and 
r e g u l a t i o n s  wou ld  n o t  s t y m i e  o r  p r e v e n t  e f f e c t i v e  u t i l i z a t i o n ,  and  t h e  
fo l low-up measurements would t e s t  t h i s  assumption. But t h e  emphasis was on 



t h e  purpose l e v e l ,  e v a l u a t i n g  whether,  i n  f a c t ,  t h e  p a r t i c i p a n t s  were u s i n g  
w h a t  t h e y  h a d  l e a r n e d .  I n  t h e  p r o c e s s ,  s u f f i c i e n t  d a t a  c o u l d  b e  g a t h e r e d  
f o r  later e v a l u a t i o n  a t  t h e  g o a l  l e v e l .  

111. SELECTION OF EVALUATION/MONITORING METHODS 

The e v a l u a t i o n  approach used was a  v a r i a t i o n  of t h e  PAPA ( P a r t i c i p a n t  Act ion  
P l a n n i n g  Approach )  method f i r s t  d e v e l o p e d  by  t h e  U.S. C i v i l  S e r v i c e  
Conunission (now O f f i c e  of  Pe r sonne l  Management). Th i s  approach was s e l e c t e d  
f o r  i t s  s i m p l i c i t y  i n  d a t a  c o l  l e c t i o n  a n d  a n a l y s i s .  The a p p r o a c h  w o u l d  
p r o v i d e  Badan D i k l a t  a n d  PADCO s t a f f  w i t h  i n s i g h t  i n t o  t h e  e x t e n t  o f  
u t i l i z a t i o n  on t h e  j o b  ( p u r p o s e  l e v e l  o b j e c t i v e ) ,  and  h e l p  i d e n t i f y  t h e  
p o s s i b l e  c o n s t r a i n t s .  Th i s  i n fo rma t ion  would f e e d  back i n t o  t h e  d e s i g n  of  
f u t u r e  PMS courses .  

The PAPA approach is based on f o l l o w i n g  up on t h e  post-workshop a c t i o n s  t h a t  
p a r t i c i p a n t s  s t a t e d  t h e y  wou ld  u n d e r t a k e .  B e c a u s e  PMS i s  a  v e r y  a c t i o n  
o r i e n t e d  s u b j e c t ,  w i t h  s u b s t a n t i a l  e m p h a s i s  g i v e n  t o  i d e n t i f y i n g  w h a t  
p a r t i c i p a n t s  w i l l  d o  a f t e r  t h e  workshop ,  t h i s  seemed a n  a p p r o p r i a t e  
approach.  

IV. MAJOR CHARACTERISTICS OF TEE DESIGN 

The f i r s t  n i n e  days of  t h e  PMS workshop were devo ted  t o  t e ach ing  e s s e n t i a l  
c o n c e p t s  o f  p r o j e c t  d e s i g n  a n d  management ,  i n c l u d i n g  u s e  o f  s u c h  t o o l s  a s  
t h e  L o g i c a l  Framework,  r e s p o n s i b i  l i  t y  c h a r t i n g ,  r e s o u r c e  b u d g e t i n g ,  a n d  
p r o j e c t  s c h e d u l i n g .  These concep t s  were t a u g h t  through b r i e f  l e c t u r e  and 
a p p l i c a t i o n  t o  sample  c a s e s  i n  small work groups.  

The t e n t h  and f i n a l  day was devo ted  p r i m a r i l y  t o  a c t i o n  p l ann ing ,  i n  which 
each p a r t i c i p a n t  d e v e l o p e d  a w r i t t e n  p l a n  f o r  how he  o r  s h e  would u se  what 
was l e a r n e d .  The  d e v e l o p m e n t  of  t h e s e  a c t i o n  p l a n s  was t h e  k e y  s t e p  b o t h  
f o r  l i n k i n g  t h e  concep t s  t o  t h e  job,  and f o r  s i m u l t a n e o u s l y  p r o v i d i n g  c o d r s e  
d e v e l o p e r s  t o  conduct  t h e  e v a l u a t i o n .  

To h e l p  p a r t i c i p a n t s  d e v e l o p  a c t i o n  p l a n s ,  t h e  t r a i n e r s  p rov ided  examples  of 
some o f  t h e  d i f f e r e n t  n a y s  t h e  c o n c e p t s  c o u l d  b e  u s e d  f o r m a l  l y  a n d  
i n f o r m a l l y  on t h e  job. They d e s c r i b e d  a c t u a l  expe r i ences  t h a t  o t h e r  p e o p l e  
had  g o n e  t h r o u g h  a f t e r  t h e  workshop.  T h e s e  i n c l u d e d ,  f o r  e x a m p l e ,  u s e  of  
t h e  L o g i c a l  Framework f o r  p l a n n i n g  o n e ' s  own p r o j e c t ,  f o r  o r g a n i z i n g  t h e  
work u n i t ,  o r  f o r  p u t t i n g  r o u t i n e  a c t i v i t i e s  i n t o  a  p r o j e c t  format .  Other  
p o s s i b l e  a c t i o n  s t e p s  i n c l u d e d  i n f o r m a l l y  t e a c h i n g  t h e  c o n c e p t s  t o  
c o l l e a g u e s ,  b r i e f i n g  t h e  g o v e r n o r  o r  o t h e r  h i g h  o f f i c i a l s  on t h e  PMS 
approach,  and o t h e r  a c t i o n s  t o  promote t h e  u se  of b e t t e r  management. 

A f t e r  p a r t i c i p a n t s  had some i d e a s  of ways t h e  concepts  c o u l d  be used ,  t h e y  
were grouped acco rd ing  t o  reg ion .  ( A t  each workshop, p a r t i c i p a n t s  were from 
s e v e r a  1 d i f f e r e n t  r e g i o n s  and o r g a n i z a t i o n s .  For a c t i o n  p l a n n i n g  purposes ,  
t h e y  were grouped by r eg ion  s o  as t o  e s t a b l i s h  some l i n k a g e s  w i th  each  o t h e r  
i n  t h e i r  back-home environment . )  



P a r t i c i p a n t s  i n  t h e  small groups  d i s c u s s e d  t h e i r  i d e z s  f o r  abou t  30 minutes  
a n d  made a  l i s t  o f  t h e s e .  Each  r e g i o n a l  g r o u p  ( b e t w e e n  f i v e  a n d  s e v e n  
g roups  of  t h r e e  t o  f o u r  pe r sons  each)  was asked  t o  p u b l i c l y  s h a r e  w i t h  t h e  
e n t i r e  workshop group some of i t s  b e s t  ideas .  By s o  do ing ,  a l l  p a r t i c i p a n t s  
were exposed t o  a  b roader  range  of  p o s s i b l e  a c t i o n  ideas .  

V. DATA REQUIREMENTS 

A s  a f i n a l  s t e p ,  p a r t i c i p a n t s  we re  a s k e d  t o  d e v e l o p  a w r i t t e n  a c t i o n  p l a n  
f o r  t h e  a p p l i c a t i o n  of what t h e y  had l e a r n e d  w i t h i n  t h e i r  r o l e s  a s  managers 
and  as t e a c h e r s .  They were asked  t o  i d e n t i f y  t h e  s t e p s  t h e y  were p l a n n i n g  
t o  c a r r y  o u t  and by what d a t e .  I t  was sugges ted  t h a t  t h e y  c o n s i d e r  fo rming  
a c t i o n  p l a n s  a r o u n d  o r g a n i z i n g  a n d  r u n n i n g  PMS c o u r s e s ,  s e r v i n g  a s  a 
r e s o u r c e  p e r s o n  o n  PMS, p r o m o t i n g  ' P M S  c o u r s e s ,  a p p l y i n g  PMS t o  p r i o r i t y  
p r o j e c t s ,  a n d  t e a c h i n g  PMS c o n c e p t s  a n d  t o o l s  t o  o n e ' s  own s t a f f .  

P a r t i c i p a n t s  i d e n t i f i e d ,  on t h e  a v e r a g e ,  b e t w e e n  f i v e  and  s e v e n  a c t i o n  
items. For  example,  one p a r t i c i p a n t  p lanned  t o  u s e  r e s p o n s i b i l i t y  c h a r t s  
w i t h  h i s  s t a f f  t o  r e s o l v e  issues of c o o r d i n a t i o n  and d u p l i c a t i o n  of e f f o r t .  
A n o t h e r  p a r t i c i p a n t  p l a n n e d  t o  d e v e l o p  a  L o g i c a l  Framework f o r  t h e  new 
p r o j e c t s  h e  was d e s i g n i n g  t o  s u b m i t  i n  s u p p o r t  o f  b u d g e t  r e q u e s t s .  They 
were c a u t i o n e d  t o  pu t  down o n l y  t h i n g s  t h a t  t h e y  p l anned  t o  do, and n o t  t o  
s i m p l y  w r i t e  down i t e m s  f o r  t h e  b e n e f i t  of  t h e  t r a i n e r s .  B e f o r e  t h e  
workshop  a d j o u r n e d .  c o p i e s  w e r e  made o f  e a c h  p l a n  w i t h  t h e  p a r t i c i p a n t s  
r e t a i n i n g  t h e  o r i g i n a l  a n d  t h e  Badan D i k l a t  t r a i n i n g  team k e e p i n g  a 
photocopy.  

VI. DATA COLLECTION 

About t h r e e  months a f t e r  t h e  workshop, t h e  PADCO c o n s u l t a n t s  t e l ephoned  each 
p a r t i c i p a n t  a n d  had  a t e n - m i n u t e  d i s c u s s i o n  c o n c e r n i n g  h i s  o r  h e r  a c t i o n  
p l a n .  Wi th  a  copy  o f  t h e  a c t i o n  p l a n  i n  f r o n t  o f  h i m ,  t h e  c o n s u l t a n t  w e n t  
t h r o u g h  e a c h  item and  a s k e d  a b o u t  t h e  p r o g r e s s  made on e a c h .  P a r t i c i p a n t s  
were asked  i f  t hey  had done t h e s e  a c t i v i t i e s ,  and what were t h e  r e s u l t s .  I f  
t h e y  had n o t  done t h e  a c t i v i t i e s  t h e y  were asked  why. 

V I I .  DATA ANALYSIS 

S u r p r i s i n g l y ,  about  50 t o  60 p e r c e n t  of  t h e  a c t i v i t i e s  t h a t  had been p lanned  
had a c t u a l l y  been c a r r i e d  ou t .  For v e r i f i c a t i o n ,  p a r t i c i p a n t s  were asked t o  
send photocopies  of w r i t t e n  r e p o r t s ,  completed l og f r ames ,  o r  o t h e r  ev idence .  
I n  t h o s e  c a s e s  whe re  t h e  i t e m  had n o t  been  c a r r i e d  o u t ,  f u r t h e r  q u e s t i o n s  
were a s k e d  t o  d e t e r m i n e  why. The r e s p o n s e s  were c l a s s i f i e d  by t h e  
c r n s u l  t a n t s  i n t o  s e v e r a l  c a t e g o r i e s :  n o  o p p o r t u n i t y ,  n o  t i m e ,  l a c k  of  
s u j ) e r r i s o r  s u p p o r t ,  i ncomple t e  unde r s t and ing  of t h e  concep t s ,  o r  p rocedu ra l  
c o n s t r a i n t .  

In format ion  r e g a r d i n g  a p p l i c a t i o n s  of t h e  concept  was c o l l e c t e d  f o r  u s e  i n  
f u t u r e  workshops and PMS n e w s l e t t e r s .  Reasons a s  t o  why t h e  concep t s  were 



n o t  u s e d  w e r e  c o n s i d e r e d  v a l u a b l e  i n f o r m a t i o n .  a n d  t h e  t r a i n i n g  team 
c a t e g o r i z e d  t h e s e .  I n  t h o s e  s i t u a t i o n s  w h e r e  t h e  l a c k  o f  u s e  sas d u e  t o  
improper unde r s t and ing  of t h e  concep t ,  changes c o u l d  be made i n  t h e  workshop 
i t s e i f .  I n  t h o s e  cases whe re  t h e  p r o b l e m  was d u e  t o  l a c k  o f  s u p e r v i s o r y  
unde r s t and ing ,  p l a n s  were made f o r  e x e c u t i v e  b r i e f i n g s  a t  o t h e r  l e v e l s .  In  
t h o s e  c a s e s  where government p rocedu re s  d i d  n o t  suppo r t  u se  of t h e  concept .  
t h e  i n h i b i t i n g  procedures  were documented f o r  l a t e r  a c t i o n .  One impor tan t  
f i n d i n g  was t h a t  p a r t i c i p a n t s  who p l anned  t o  t e a c h  PMS t o  t h e i r  c o l l e a g u e s  
thought  t h e y  d i d  n o t  have  t h e  a p p r o p r i a t e  t r a i n i n g  and s u p p o r t  t o o l s .  Based 
o n  t h i s ,  Badan D i k l a t  c o n t r a c t e d  w i t h  DPMC c o n s u l t a n t s  t o  w r i t e  some 
s u p p o r t i n g  PMS m a t e r i a l s .  

VIII. USE OF DATA MANIPULATION TOOLS 

The volume of d a t a  d i d  n o t  wa r r an t  t h e  u s e  of d a t a  p r o c e s s i n g  equipment f o r  
i t s  a n a l y s i s .  However ,  as f u t u r e  w o r k s h o p s  a r e  e v a l u a t e d ,  t h e  v o l u m e  of  
i n f o r m a t i o n  w i l l  grow. I t  w o u l d  b e  v a l u a b l e  t o  c l a s s i f y  and  t r a c k  by 
c o m p u t e r  t h e  u s a g e  of  PMS by r e g i o n ,  t y p e  o f  p r o j e c t  and  o r g a n i z a t i o n s  
involved .  

IX. REPORTING 

A r e p o r t  was p r epa red  by t h e  PADCO c o n s u l t a n t s  f o r  Badan D i k l a t  management. 
The r e p o r t  summarized t h e  a c t i o n  i t ems  t h a t  each p a r t i c i p a n t  had i d e n t i f i e d  
a t  t h e  workshop, t h e n  commented on what had and had n o t  been accomplished.  
I t  summar i zed  t h e  r e p o r t e d  r e a s o n s  why some p l a n s  we re  n o t  c a r r i e d  o u t  
s u c c e s s f u l  l y .  Th i s  r e p o r t  was f i r s t  w r i t t e n  i n  E n g l i s h  and t h e n  t r a n s l a t e d  
i n t o  t h e  Indones ian  language. 

The r e p o r t  was we1 1 r e c e i v e d  by Badan D i k l a t  key managers. They commended 
PADCO on t h e  q u a l i t y  o f  t h e  work ,  f o r  i n d e e d  t h i s  was t h e  f i r s t  time t h a t  
such an  e f f o r t  had been under taken .  

X. EVALUATION OF TEE METHOD 

T h e r e  were s e v e r a l  b e n e f i t s  t o  t h i s  e v a l u a t i o n  a p p r o a c h .  F i r s t ,  t h e  
e v a l u a t i o n  was based on t h e  u se  of p a r t i c i p a n t  a c t i o n  p l ann ing .  T h i s  kind 
of p l a n n i n g  h e l p e d  t o  overcome one of t h e  major problems i n  t r a i n i n g  c o u r s e s  
-- l a c k  o f  o n - t h e - j o b  a p p l i c a t i o n s .  The a c t i o n  p l a n n i n g  s e s s i o n  of t h e  
workshop ,  d u r i n g  wh ich  p a r t i c i p a n t s  p u t  i n  w r i t i n g  s p e c i f i c  a c t i o n s  t h e y  
p l anned ,  c r e a t e d  a  b r idge  t o  on- the- job use.  

A second major b e n e f i t  is t h a t  i t  was s i m p l e  and i nexpens ive .  The s u b j e c t  
of t h e  e v a l u a t i o n  was c l e a r l y  i d e n t i f i e d  and con t a ined  i n  t h e  - .:tion p l a n s  
t hemse lves .  A t h i r d  b e n e f i t  was t h a t  t h e  r e s u l t s  ob t a ined  c o u l d  be used t o  
improve f u t u r e  workshops, and prov ided  t h e  b a s i s  f o r  a c t u a l  c a s e  s t u d i e s  of 
PMS a p p l i c a t i o n s .  



One of t h e  major d i f f i c u l t i e s  of t h e  apprcach  concerned t h e  need t o  c o n t a c t  
each person  by t e l ephone .  Telephone comm'~nicat ion i n  Indones i a ,  a  coun t ry  
of  many i s l a n d s .  is d i f f i c u l t  a t  b e s t .  T h i s  d i f f i c u l t y  c o u l d  p e r h a p s  b e  
reduced by t h e  u se  of w r i t t e n  q u e s t i o n n a i r e s ,  bu t  t h i s  would n o t  a l l o w  f o r  
fcrl  low-up q u e s t i o n s  and  d i s c u s s i o n s  w i  t'l p a r t i c i p a n t s .  A p o s s i b l e  b i a s  
e x i s t s  i n  t h a t  w e  were r e l y i n g  on t h e  p a r t i c i p a n t s  own r e p o r t  of what t h e y  
d i d  and  d i d  n o t  do. T h e r e  may h a v e  been  a  t e n d e n c y  t o  s t a t e  a c t i o n s  t h a t  
were i n  f a c t  n o t  c a r r i e d  o u t ,  o r  t o  o v e r  d r a m a t i z e  t h e  r e s u l t s  t h e y  
ach i eved .  Th i s  c o u l d  be  overcome u s i n g  a more c o s t l y  e v a l u a t i o n  d e s i g n  i n  
which e v a l u a t o r s  would t r a v e l  t o  t h e  v a r i m s  r e g i o n s ,  and d i s c u s s  w i th  o t h e r  
p e o p l e  (e.g., t h e  s u p e r v i s o r )  t h e  a c t i o n s  t h a t  were taken.  

XI. COSTS 

The e v a l u a t i o n  i n v o l v e d  l i t t l e  c o s t .  1:moring t h e  t r a i n e r s  t ime  t o  h e l p  
p a r t i c i p a n t s  d e v e l o p  a c t i o n - p l a n s  ( w h i c h  wou l d  o c c u r  w i t h  o r  w i t h o u t  t h e  
e v a l u a t i o n ) ,  i t  t o o k  a b o u t  two p e r s o n - d a y s  f o r  t h e  f o l l o w - u p  c a l l s  and  
a n o t h e r  t h r e e  d a y s  t o  a s s e m b l e  t h e  r e p o r t .  O t h e r  f i n a n c i a l  c o s t s  we re  
1 im i t ed  t o  phone c a l l s  and r e p o r t  d u p l i c a t i o n .  

X I 1  . SUMK4RY OF KEY LESSONS 

A r e a l  c o n s t r a i n t  t o  e v a l u a t i o n  i n  g e : ~ e r a l  i s  t h a t  a  h o s t  o f  u r g e n t  
o p e r a t i o n a l  n e e d s  compe te  w i t h  t h e  time a n d  a t t e n t i o n  o f  k e y  s t a f f .  I f  
t h e s e  demands on s t a f f  time are h igh ,  e v a l l a t i o n  w i l l  n o t  g e t  done. 

The pr imary v i r t u e  of t h i s  e v a l u a t i o n  a p ~ r o a c h  i s  t h a t  i t  was i n e x p e n s i v e  
and  e a s y  t o  c a r r y  o u t  w h i l e  p r o v i d i n g  u s n t f u l  f e e d b a c k  t h a t  c o u l d  b e  u s e d  
immediately  t o  improve t r a i n i n g .  I t  provi l ied a  b e t t e r  unde r s t and ing  of t h e  
p r a c t i c a l  c o n s t r a i n t s  t o  e f f e c t i v e  on-the- job u se  of t h e  p r o j e c t  management 
t e c h n i q u e s ,  a n d  i t  h e l p e d  i d e n t i f y  p r o c t ~ d u r a l  b o t t l e n e c k s  f o r  p o s s i b l e  
a c t i o n  by  t h e  M i n i s t e r .  I n  a d d i t i o n .  t h i s  e v a l u a t i o n  a p p r o a c h  c a n  b e  
c a r r i e d  o u t  by r e l a t i v e l y  u n s k i l  l e d  personne 1. 

The e v a l u a t i o n  r e s u l t e d  i n  two t y p e s  o f  c j ~ a n g e s .  F i r s t ,  t h e  f i n d i n g  t h a t  
t h e  PMS c o u r s e  p a r t i c i p a n t s  we re  a b l e  t o  a p p l y  t h e  PMS c o n c e p t  a f t e r  a  
c o u r s e  o f  two weeks  l e d  t o  a r e d e s i g n  of' t h e  l o n g e r  r e g i o n a l  p l a n n i n g  
c o u r s e .  T h i s  c o u r s e  was cu t  f r o m  n i n e  t o  Tour mon ths ,  a n d  s e v e r a l  o f  t h e  
PMS m o d u l e s  ( e . g . ,  means-ends  a n a l y s i s  a.nd t h e  L o g i c a l  Framework)  w e r e  
i n c o r p o r a t e d .  The PMS t e r m i n o l o g y  a n d  d e f i n i t i o n s  ( e . g . ,  goa  1 ,  p u r p o s e ,  
o u t p u t s ,  and i n p u t s )  were i n c o r p o r a t e d  i n t o  . the r e g i o n a l  p l a n n i n g  cou r se s .  

Second. based on t h e  e v a l u a t i o n  f i n d i n g s ,  changes were made t o  subsequent  
PMS cou r se s .  The i n i t j a l  "gener ic"  c a s e  s t u d i e s  were r e p l a c e d  by Indones ia -  
s p e c i f i c  c a s e s .  A u n i t  on c o n t r a c t i n g  and  p r o c u r e m e n t  was added .  An 
e x p l a n a t o r y  book o n  PMS was w r i t t e n .  Most  i m p o r t a n t l y ,  t n e  d e c i s i o n  was 
made t o  expand PMS t r a i n i n g  capabi  l i t i e s  t o  t h e  r e g i o n a l  t r a i n i n g  c e n t e r s  
and t o  expand t h e  number of cou r se s  p rov ided .  



MONITORING AND EVALUATING MANAGEMENT IMPROVEMENT 
I N  HAITI'S MINISTRY OF PLANNING 

Given t h e  c o m p l e x i t i e s  and u n c e r t a i n t i e s  i n v o l v e d  i n  b u i l d i n g  o r g a n i z k t i o n a l  
c a p a c i t y  f o r  improved performance, t h e  monitor ing and e v a l u a t i o n  of p r o j e c t s  
w i t h  management improvement  o b j e c t i v e s  f a c e s  p a r t i c u l a r l y  d i f f i c u l t  
problems. This  paper d e s c r i b e s  how t h e s e  problems have  been d e a l t  wi th  i n  a 
USAID/Hai t i  p r o j e c t  c u r r e n t l y  b e i n g  implemented . .  The c a s e  a u t h o r  
p a r t i c i p a t e d  i n  t h e  des ign  of t h e  p r o j e c t  a s  a member of t h e  P r o j e c t  Paper 
(PP)  t eam,  and s u b s e q u q n t l y  was r e c r u i t e d  by t h e  M i s s i o n  t o  s e r v e  a s  t h e  
r e s i d e n t  t e c h n i c a l  a d v i s o r  t o  t h e  M i n i s t r y  of P lanning  (MOP). 

I .  PROJECT OVERVIEW 

The  p r o j e c t  w i th  t h e  MOP's "Di rec t ion  d 'Eva lua t ion  e t  de Cont ro le"  (DEC) is 
a component of t h e  USAID's Technica l  Consu l t an t s  and Tra in ing  P r o j e c t  (521- 
0167). However, it i s  a  s u f f i c i e n t l y  d i s c r e t e  s e t  of a c t i v i t i e s  s o  as t o  be 
t r e a t e d  by AID and t h e  MOP a s  a p r o j e c t  i n  i t s  own r i g h t ,  and is c a l l e d  t h e  
DEC Capac i ty-Bui ld ing  P r o j e c t .  Implementation began i n  October 1983 and is 
schedu led  t o  be completed i n  May 1986. 

The p r o j e c t  emerged f rom t h e  USAID's d e s i r e  t o  s t r e n g t h e n  c e r t a i n  k e y  
Government of Haiti (GOH) p u b l i c  s e c t o r  i n s t i t u t i o n s  t h a t  p l a y  a n  important  
r o l e  i n  t h e  management of Haiti's d e v e l  opment e f f o r t s .  This  s t r e n g t h e n i n g  
i s  i n t e n d e d  t o  complement  t h e  M i s s i o n ' s  s t r a t e g y  i n i t i a t i v e  i n  p r i v a t e  
s e c t o r  development.  The MOP is charged wi th  t h e  programming and o v e r s i g h t  
o f  t h e  CCH d e v e l o p m e n t  b u d g e t ,  o f  which  a b o u t  7 5  p e r c e n t  i s  donor - funded .  
Within t h e  MOP t h e  DEC has  s p e c i f i c  r e s p o n s i b i l i t y  f o r  a l l o c a t i n g  r e sou rces  
among p r o j e c t s ,  monitor ing d i sbu r semen t s  and i m p l e m e n t a t i o n  p r o g r e s s .  a n d  
e v a l u a t i n g  p r o j e c t  r e s u l t s .  GOH i n t e r e s t  i n  t h e  p r o j e c t  s p r a n g  f rom t h e  
M i n i s t e r  of P lanning ' s  assessment  of d i f f i c u l t i e s  i n  e f f e c t i v e l y  f u l f i l l i n g  
t h e  moni tor ing  and e v a l u a t i o n  a s p e c t s  of t h e  DEC's r e s p o n s i b i l i t i e s .  

The o b j e c t i v e  of t h e  p r o j e c t  is t o  improve t h e  e f f e c t i v e n e s s  of t h e  DEC i n  
c a r r y i n g  o u t  t h e  MOP's m o n i t o r i n g  and  e v a l u a t i o n  f u n c t i o n s  i n  ways t h a t  
c o n t r i b u t e  t o  b e t t e r  G O H  p r o j e c t  i m p l e m e n t a t i o n .  The f o c u s  o f  p r o j e c t  
a c t i v i t i e s  t o  a t t a i n  t h i s  o b j e c t i v e  is t h r e e f o l d :  t h e  D E C ' s  managerlent 
i n f o r m a t i o n  s y s t e m  (MIS) ,  i t s  o r g a n i z a t i o n a l  p r o c e d u r e s ,  and  i t s  s t a f f  
c a p a b i l i t i e s .  P r o j e c t  o u t p u t s  i nc lude  t h e  fo l lowing:  

a Modif ica t ion  and improvement i n  t h e  D E C ' s  MIS, 

T h i s  c a s e  s t u d y  was w r i t t e n  by D e r i c k  W. B r i n k e r h o f f  ( I n t e r n a t l o n a l  
Development Management Center ,  U n i v e r s i t y  of Maryland) 



C r e a t i o n  o f  a  c a p a c i t y  t o  m o n i t o r  and e v ~ l u a t e  p r o j e c t  p r o g r e s s  
and performance, and 

0 Appl i ca t ion  of t h e  new c a p a c i t y  t o  GOH development p r o j e c t s .  

The l i f e - o f - p r o j e c t  fundirig is  $440,000 from AID, and a GOH c o n t r i b u t i o n  of 
a p p r o x i m a t e l y  $200,000. Of t h e  A I D  f u n d s ,  USAID/Haiti  h a s  p r o v i d e d  90 
p e r c e n t ,  a n d  t h e  S c i e n c e  a n d  T e c h n o l o g y  Bureau ' s  O f f i c e  of R u r a l  and  
I n s t i t u t i o n a l  D -  v e l o p m e n t  (ST/RD) h a s  f ~ ~ r n i s h e d  t e n  p e r c e n t  t h r o u g h  i t s  
P e r f o r m a n c e  Management P r o j e c t  (938-5317). T h i s  i s  a n  a p p l i e d  r e s e a r c h  
e f f o r t  i n  management improvement methodologies  t h a t  s eeks  t o  b u i l d  knowledge 
a b o u t  e f f e c t i v e  management p r a c t i c e  i n  d e v e l o p i n g  c o u n t r i e s .  The j o i n t  
f u n d i n g  of t h e  DEC p r o j e c t  l e d  t o  t h e  i n c l u s i o n  o f  a n  a d d i t i o n a l  se t  o f  
ou tpu t s :  documentation and a n a l y s i s  of t h e  DEC c a p a c i t y - b u i l d i n g  expe r i ence  
i n  o r d e r  t o  d i s t i l l  l e s s o n s  l ea rned .  

The p r o j e c t  is being: implemented through a PASA with t h e  U.S. Department of 
A g r i c u l t u r e ' s  Develc~pment Program Management Center  (DPMC), which f u r n i s h e s  
one long-term r e s i d e n t  a d v i s o r  complemented by p e r i o d i c  shor t - te rm t e c h n i c a l  
a s s i s t a n c e .  The DPMC h a s  subcon t r ac t ed  t h e  r e s i d e n t  a d v i s o r  p o s i t i o n  t o  t h e  
U n i v e r s i t y  c f  Maryland's I n t e r n a t i o n a l  Development Management Center  ( I D M C ) .  
Both  DPMC a c d  I D M C  a r e  i m p l e m e n t i n g  a g e n t s  f o r  AID/ST/RD1s P e r f o r m a n c e  
Management P r o j e c t .  

The p r o j e c t ,  t h e r e f o r e ,  combines  t e c h n i c a l  a s s i s t a n c e  a n d  r e s e a r c h  aims. 
The m a j o r  t h r u s t  of  t h e  e f f o r t  i s  t o  s t r e n g t h e n  t h e  D E C ' s  p e r f o r m a n c e  
c a p a c i t y ,  t he reby  c o n t r i b u t i n g  t o  USAID/Haitils development g o a l s .  However, 
t h e  expe r i ence  gained i n  c a r r y i n g  o u t  t h e  p r o j e c t  a l s o  s e r v e s  AID/ST/RDts 
r e s e a r c h  g o a l s  by p r o v i d i n g  f e e d b a c k  on  t h e  u t i l i t y  of  t h e  management 
improvement approach used,  and hence c o n t r i b u t i n g  t o  t h e i r  re f inement  and 
improvement. Th i s  combination of aims r e s u l t e d  i n  a  s p l i t  approach t o  t h e  
p r o j e c t ' s  monitor ing and e v a l u a t i o n .  

11. THE DEC PROJECT'S MONITORING AND EVALUATION APPROACH 

Because  of  t h e  p r o j e c t ' s  d u a l  a i m s ,  i t  d e v e l o p e d  two a p p r o a c h e s  t o  
m o n i t o r i n g  and  e v a l u a t i o n .  These  two o v e r l a p  t o  some e x t e n t  b u t  can  b e  
s e p a r a t e d  i n t o  one  s e t  of p r o c e d u r e s  d e s i g n e d  t o  meet M i s s i o n  n e e d s  f o r  
p r o j e c t  i m p l e m e n t a t i o n  m o n i t o r i n g  and e v e n t u a l  end-of-project  e v a l u a t i o n ,  
and ano the r  designed t o  answer AID/ST/RD1s r e sea rch  q u e s t i o n s  concern ing  t h e  
e f f e c t i v e n e s s  of t h e  p r o j e c t ' s  t e c h n i c a l  conten t .  

Approach t o  Meeting USAID/Haiti  Needs: A p a r t  f rom s t a t i n g  t h a t  a  f i n a l  
e v a l u a t i o n  w i l l  be u n d e r t a k e n ,  t h e  T e c h n i c a l  C o n s u l t a n t s  and  T r a i n i n g  
P r o j e c t  (TCTP) P a p e r  m e n t i o n s  n o t h i n g  s p e c i f i c  a b o u t  m o n i t o r i n g  o r  
e v a l *  a t i o n  a c t i v i t i e s .  The H a i t i  Mission,  however, h a s  a p r o j e c t  t r a c k i n g  
s y s t e m ,  t h e  J o i n t  P r o j e c t  I m p l e m e n t a t i o n  P l a n  ( J P I P ) ,  t h r o u g h  which i t  
m o n i t o r s  p r o j e c t  p r o g r e s s .  The J P I P  s y s t e m ,  d e s i g n e d  i n  l a t e  1981 and 
i n s t a l  l e d  i n  1982, o r i g i n a l l y  c a l l e d  f o r  a  d e t a i l e d  s e t  of f i n a n c i a l  and 
a c t i v i t y  d a t a  t o  be provided  on both  a l i f e - o f - p r o j e c t  and q u a r t e r l y  b a s i s .  



In  e a r l y  1984. t h e  l e v e l  of d e t a i  1 was s u b s t a n t i a l  l y  reduced i n  response t o  
USAID p r o j e c t  o f f i c e r  workload c o n s t r a i n t s .  

A s  p a r t  of  i m p l e m e n t a t i o n  s t a r t - u p ,  t h e  DEC r e s i d e n t  a d v i s o r  met w i t h  t h e  
GSAID p r o j e c t  o f f i c e r  r e s p o n s i b l e  f o r  t h e  TCTP's MOP component t o  d e v i s e  a  
r e p o r t i n g  mechanism t h a t  wou ld  p r o v i d e  t h e  M i s s i o n  w i t h  t h e  i n f o r m a t i o n  
needed f o r  t h e  JPIP. A q u a r t e r l y  r e p o r t  document was designed c o n s i s t i n g  of 
f o u r  s e c t i o n s :  p r o j e c t o v e r v i e w ,  m a j o r  a c c o m p l i s h n e n t s  f o r  t h e  q u a r t e r .  
implementat ion i s s u e s  and problems,  and a n  a c t i o n  p l a n  f o r  t h e  next  q u a r t e r .  

T h e s e  l a t t e r  t h r e e  s e c t i o n s  were  t h e  same as t h o s e  i n  t h e  J P I P  q u a r t e r l y  
p r o j e c t  s t a t u s  r e p o r t  (QPSR), and t h e i r  c o n t e n t s  were prepared i n  a  format 
t h a t  combines  u n d e r  1 i n e d  summary s t a t e m e n t s  w i th  e x p l a n a t o r y  d e t a i l .  The 
USAID p r o j e c t  o f f i c e r  used t h e  summary s t a t e m e n t s  as t h e  informat ion  inpu t  
f o r  t h e  QPSR, which  i s  c o m p u t e r i z e d  on t h e  M i s s i o n ' s  Wang w o r d - p r o c e s s i n g  
s y s  tem. 

Th i s  e l emen t  of t h e  p r o j e c t ' s  monitor ing and e v a l u a t i o n  approach responded 
t o  AID'S s t a n d a r d  management i n f o r m a t i o n  n e e d s :  i s  t h e  p r o j e c t  making 
p r o g r e s s  t o w a r d  i t s  i n t e n d e d  o u t p u t s  on s c h e d u l e ?  Agency r e s p o n s e  i s  
t r i g g e r e d  o n l y  by a n e g a t i v e  a n s w e r  t o  t h i s  q u e s t i o n .  The p r o j e c t ' s  
q u a r t e r l y  r e p o r t s  f u l f i l l e d  t h i s  p e r i o d i c  moni tor ing  t a s k ,  and a l s o  provided 
a  summary o f  i a p l e m e n t a t i o n  e x p e r i e n c e  o f  e v e n t u a l  u t i l i t y  f o r  M i s s i o n  
p r o j e c t  e v a l u a t i o n  purposes.  

Approach  t o  Meeting AID/ST/RD Needs: In  t h e  c o n t e x t  of ST/RD1s Performance 
Management P r o j e c t ' s  r e sea rch  o b j e c t i v e s ,  t h e  DEC p r o j e c t  is  one case  among 
s e v e r a l  f rom which i t  is  i n t e n d e d  t h a t  a s e t  of  g e n e r i c  l e s s o n s  f o r  
management performance imorovement w i l l  be drawn. S e l e c t i o n  and des ign  of a  
moni tor ing  and e v a l u a t i o n  approach were undertaken i n  c o n s i d e r a t i o n  of t h e  
fo l lowing  c r i t i c a l  f a c t o r s :  

8 The moni tor ing  and e v a l u a t i o n  method must g e n e r a t e  d a t a  c o m ~ a r a b l e  
a c r o s s  c a s e s .  

8 I t  must d e a l  w i t h  t h e  c o m p l e x i t i e s  o f  c a u s e  and  e f f e c t  l i n k a g e s  
inhe ren t  i n  s o c i a l  phenomena. . 

8 I t  must produce a n a l y s e s  and f i n d i n g s  both e a s i l y  a c c e s s i b l e  t o ,  
and pe rce ived  a s  r e l e v a n t  by, p r a c t i t i o n e r s  w h i l e  meeting some set  
of accepted  s o c i a l  s c i e n c e  methodologica l  c r i t e r i a .  

8 I t  must  be a b l e  t o  be p iggybacked  o n t o  t e c h n i c a l  a s s i s t a n c e  
a c t i v i t i e s  a t  minimal a d d i t i o n a l  c o s t .  

The i n i t i a l  des ign  of t h e  DEC p r o j e c t  incorpora ted  a  model of o r g a n i z a t i o n a l  
p e r f o r m a n c e  improvement  t h a t  h a s  been  d i s t i l l e d  from a  wide b a s e  o f  
m a n a g e r i a l  r e s e a r c h  and p r a c t i c e ;  i t  is  t h i s  model t h a t  t h e  P e r f o r m a n c e  
Management P r o j e c t  s e e k s  t o  t e s t  and  r e f i n e .  The model  i n f o r m s :  a )  t h e  
DEC p r o j e c t ' s  t e c h n i c a l  con ten t  by p rov id ing  a  what-to-do guide  i n  o r d e r  t o  
a t t a i n  i t s  o b j e c t i v e ,  and  b)  i t s  m o n i t o r i n g  and  e v a l u a t i o n  a p p r o a c h  by 
i n d i c a t i n g  what t o  t r a c k  and what t o  ana lyze .  



Simply s t a t e d ,  t h i s  model p o s i t s  t h a t  improved o r g a n i z a t i o n a l  performance is  
a f u n c t i o n  c f  an o rgan iza t ion ' s  a b i l i t y  t o  manage i t s e l f  s t r a t e g i c a l l y .  How 
t o  a c h i e v e  improved performance b u i l d s  from t h e  research-supported premise 
t h a t  a 1  1 organized a c t i v i t y ,  i n  o r d e r  t o  be f e a s i b l e ,  must f u l f i l  1 c e r t a i n  
g e n e r i c  func t ions .  These f u n c t i o n s  a p p l y  e q u a l l y ,  f o r  example, t o  community 
s e l  f - h e l ~  g r o u p s .  a g r i c u  1  t u r a l  c o o p e r a t i v e s ,  o r  c e n t r a l  g o v e r n m e n t  
m i n i s t r i e s .  E f f e c t i v e 1  y  f u l f i l  l i n g  t h e  f u n c t i o n s ,  combined wi th  a  s e t  of 
s u p p o r t i v e  envi ronmenta l  cond i t i ons .  means t h a t  t h e  o rgan iza t ion  can manage 
i t s e l f .  b u i l d  a  s a t i s f a c t o r y  l e v e l  of  p e r f o r m a n c e ,  and  s u s t a i n  t h i s  o v e r  
time. 

The g e n e r i c  management f u n c t i o n s  i n c l u d e :  c l e a r  and  s h a r e d  o b j e c t i v e s ;  
consensus on s t r a t e g i e s  and means f o r  a t t a i n i n g  o b j e c t i v e s ;  agreed-on and 
d e l i n e a t e d  r o l e s  and r e s p o n s i b i l i t i e s ;  i n c e n t i v e s  and s a n c t i o n s  i n  suppor t  
o f  g o a l - d i r e c t e d  b e h a v i o r s  and  a c t i o n s ;  a n d  f e e d b a c k .  g u i d a n c e ,  and 
a d a p t a t i o n  mechanisms.  E f f o r t s  t o  b u i l d  s t r a t e g i c  management c a p a c i t y  
i n v o l v e  u n d e r t a k i n g  a c t i o n s  d e s i g n e d  t o  s t r e n g t h e n  t h e  o r g a n i z a t i o n ' s  
a b i l i t y  t o  f u l f i l  1 t h e s e  func t ions .  F igu re  1 g r a p h i c a l  l y  i l  l u s t r a t e s  t h e  
model. 

111. MAJOR FEATURES OF THE MONITORING AND EVALUATION METHOD 

The monitor ing and e v a l u a t i o n  method t h a t  t h e  DEC p r o j e c t  employed a p p l i e s  
t h e  t e c h n i q u e s  o f  a c t i o n  r e s e a r c h  i n  t r a c k i n g  a n d  a n a l y z i n g  t h e  key 
v a r i a b l e s  d e r i v e d  f rom t h e  Gu idance  Sys tem Improvement  Approach (GS IA). 
Action r e s e a r c h ,  t h e  approach t o  a p p l i e d  r e sea rch  s e l e c t e d  f o r  t h e  p r o j e c t ,  
i n v o l v e s  i t e r a t i v e  c y c l e s  of  p r o b l e m  d i a g n o s i s - - p l a n n i n g - - a c t i o n - -  
r e d i a g n o s i s  t o  o r g a n i z a t i o n a l  change i n t e r v e n t i ~ n s  a s  a  means t o  meld t h e  
a c t i v e  s o l u t i o n  of immediate problems with r e f l e c t i o n  on t h e  e f f e c t i v e n e s s  
of t hose  s o l u t i o n s  i n  o r d e r  t o  improve problem-solv ing  c a p a c i t y  i n  t h e  long-  
term a s  w e l l  a s  t h e  short- term.  

The a c t i o n  r e sea rch  mode compresses t h e  usua l  t ime l a g  between monitor ing 
and e v a l u a t i o n  by s t i m u l a t i n g  a  s ea rch  a t  t h e  s t a r t  of implementat ion f o r  
answers t o  q u e s t i o n s  u s u a l l y  r e s e r v e d  f o r  end-of -pro jec t  assessment .  This  
p r a c t i c e  a l l o w e d  t h e  p r o j e c t  t o  a s s e s s  i t s  e f f e c t i v e n e s s  d u r i n g  
i m p l e m e n t a t i o n  and  t o  make m i d - c o u r s e  a d j u s t m e n t s  based  on a c o n t i n u o u s  
t r a c k i n g  and e v a l u a t i o n  of progress .  

The D E C  C a p a c i t y  B u i l d i n g  p r o j e c t ' s  t a r g e t s  were established b a s e d  O P  a 
L o g i c a l  Framework p r e p a r e d  i n  i n i t i a l  form by t h e  r e s i d e n t  a d v i s o r  a l o ~ t ,  
with DPMC and IDMC s t a f f ,  which was then  s l i g h t l y  mcdif ied i n  c o l l a b o r a t i o n  
w i t h  D E C  s t a f f .  Because  t h e  D E C  p r o j e c t  was p a r t  of a  l a r g e r  p r o j e c t ,  t h e  
o v e r a l l  TCTP L o g i c a l  Framework was i n s u f f i c i e n t l y  d e t a i l e d  f o r  e i t h e r  
monitor ing o r  e v a l u a t i o n  of t h e  DEC work. 

The o u t p u t s  of t h e  D E C ' s  Logframe were s u b d i v i d e d  by t h e  r e s i d e n t  a d v i s o r  
a n d  h i s  c o u n t e r p a r t s  i n t o  q u a r t e r l y  a c t i o n  p l a n s  t h a t  s e r v e d  a s  
implementat ion guidepos ts ,  Fol lowing  p r o j e c t  s t a r t - u p ,  t h e i r  f i r s t  a c t i o n  
p l a n  was prepared  with a  six-month horizon.  Implementation . exper ience  i n  
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t h e  c o n s t a n t l y  changing  MOP s e t t i n g .  however,  soon demons t ra ted  t h a t  s i x -  
month d e t a i l e d  t a r g e t s  w e r e  t o o  a m b i t i o u s .  The a d v i s o r  and  DEC s t a f f  
z e d u c e d  t h e  p l a n n i n g  h o r i z o n  t o  t h r e e  months .  A t  q u a r t e r l y  DEC m e e t i n g s  
c a l l e d  by t h e  a d v i s o r ,  accomplishments  f o r  t h e  p r eced ing  q u a r t e r  were no ted  
and a c t i o n  s t e p s  f o r  t h e  n e x t  q u a r t e r  1 a i d . o u t .  Th i s  ir .?ormation comprised 
two s e c t i o n s  of t h e  q u a r t e r l y  r e p o r t s  submi t t ed  t o  USAi.'; H a i t i  and a l s o  t o  
AID/ST/RD. 

Th i s  p r o c e s s  set up a r o l l i n g  implementa t ion  p l a n  t h a t  was a d j u s t e d  e v e r y  
t h r e e  months. I t  sought  t o  b u i l d  a  gu idance  system t h a t  was a p p r o p r i a t e  f o r  
t h e  deg ree  of t u r b u l e n c e  i n  t h e  p r o j e c t ' s  implementa t ion  environment:  one 
t h a t  c o u l d  a d a p t  s u c c e s s f u l l y  by p r o v i d i n g  r e a l i s t i c  y e t  f l e x i b l e  t a r g e t s .  
Occas iona l  major r ead ju s tmen t s  were r e q u i r e d  t o  a s s u r e  t h z t  t h i s  i t e r a t i v e  
f l e x i b i l i t y  d i d  n o t  l e a d  t h e  p r o j e c t  t o o  f a r  from its in t ended  o u t p u t s .  For 
e x a m p l e ,  a f t e r  e i g h t e e n  months  of  o p e r a t i o n ,  t h e  r e s i d e n t  a d v i s o r  h e l d  a  
p l a n n i n g  workshop  w i t h  t h e  D E C ' s  management g r o u p  t o  r e a s s e s s  p r o g r e s s  i n  
l i g h t  of p r o t r a c t e d  d e l a y s  i n  fo l l ow-on  fund ing  t h a t  had r e p e a t e d l y  a l t e r e d  
q u a r t e r l y  p l a n s .  Guided by t h e  a d v i s o r .  t h e  group ana lyzed  p rog re s s  t o  d a t e  
and r a t e d  each  o u t p u t  c a t ego ry  i n  terms of d e g r e e  of p rog re s s ,  d i s c u s s e d  t h e  
r ea sons  f o r  t h e  c u r r e n t  s i t u a t i o n ,  and then  agreed  t o  a  g e n e r a l  r e p l a n c i n g  
e x e r c i s e  f o r  t h e  remaining l i f e  of t h e  p r o j e c t  (one y e a r )  i n  o r d e r  t o  s e r v e  
a s  a r e v i s e d  gu ide  f o r  t h e  more d e t a i l e d ,  q u a r t e r l y  a c t i o n  p l a n s .  

Th i s  workshop i s  a  good example of how t h e  a p p l i e d  r e s e a r c h  moni tor ing  and 
e v a l u a t i o n  mode was used t o  improve implementa t ion  succes s .  Data c o l l e c t e d  
by t h e  a d v i s o r  were employed  by DEC management t o  e v a l u a t e  p r o g r e s s ,  a n d  
s e r v e d  a s  t h e  b a s i s  f o r  both a  r e a f f i r m a t i c n  of  t h e  u t i l i t y  of t h e  p r o j e c t ' s  
o u t p u t s  and  a n  a d j u s t m e n t  i n  t h e  means t o  a c h i e v e  them. The workshop  
c l e a r l y  i l l u s t r a t e s  how mon i to r ing  and e v a l u a t i o n  i n fo rma t ion  was used t o  
s h a p e  a c t i o n .  

However, t h e  focus  of t h e  a p p l i e d  r e s e a r c h  mon i to r ing  and e v a l u a t i o n  method 
was w i d e r  t h a n  j u s t  t h e  a t t a i n m e n t  o f  q u a r t e r l y  t a r g e t s .  I t  c o n c e n t r a t e d  
d a t a  and  a n a l y s i s  a r o u n d  t h e  e l e m e n t s  o f  t h e  GSIA f r amework .  Each o f  t h e  
s u b - e l e m e n t s  i n  t h e  f r amework  w e r e  m o n i t o r e d :  a t  a  grcss  l e v e l  a l o n g  a 
presence-absence s c a l e ,  wi th  q u a l i f i e r s  added f o r  a  f i n e r - g r a i n e d  a n a l y s i s .  

F o r  e x a m p l e ,  i n  m o n i t o r i n g  t h e  F a . c i l i t a t i v e  C o n d i t i o n  "Commitment t o  
Change." i t  was f i r s t  n e c e s s a r y  t o  s p e c i f y  t h i s  v a r i a b l e  by o r g a n i z a t i o n a l  
actor--DEC s t a f f ,  MOP t o p  management, donor agency,  l i n e  minis t ry--and then  
add a  dimension s p e c i f y i n g  t h e  e f f e c t i v e n e s s  of t h e  commitment. T h i s  f i n e -  
t un ing  was neces sa ry  due t o  t h e  o b s e r v a t i o n  t h a t  w h i l e  MOP t o p  management 
espoused commitment t o  t h e  o r g a n i z a t i o n a l  changes t o  be p u t  i n  p l a c e  by t h e  
2 p r o j e c t .  t h a t  commitment o n l y  r a r e l y  t r a n s l a t e d  i n t o  c o n c r e t e  suppor t  t o  
, l i e  p r o j e c t .  T h i s  f i n d i n g  s u g g e s t e d  a  r e f i n e m e n t  i n  t h e  G S I A ' s  
s p e c i f i c a t i o n  of t h i s  component of  t h e  model. 

F o l l o w i n g  t h e  s p e c i f i c a t i o n  by a c t o r  and q u a l i f y i n g  t h e  v a r i a b l e  i n  t e rms  of 
e f f e c t i v e  commitment, t h e  a d v i s o r  d e v i s e d  a set of rough i n d i c a t o r s  t o  u se  
i n  a s s e s s i n g  e f f e c t i v e  commitment  t o  c h a n g e .  F o r  D E C  s t a f f ,  f o r  e x a m p l e ,  
i n d i c a t o r s  i nc luded :  r e g u l a r  a l l o c a t i o n  of worktime t o  p r o j e c t  a c t i v i t i e s  
d e s p i t e  competing demands on a v a i l a b l e  t ime ,  espoused enthusiasm f o r  p r o j e c t  



o b j e c t i v e s  i n  t h e  f a c e  o f  i m p l e m e n t a t i o n  s e t b a c k s ,  and  w i l l i n g n e s s  t o  
c o n f r o n t  o t h e r  MOP p e r s o n n e l  a b o u t  t h e  p r o b l e m s  w i t h  c u r r e n t  p r a c t i c e .  
W h i l e  measu remen t  was a d m i t t e d l y  s u b j e c t i v e .  s u c h  i n d i c a t o r s ,  and  o t h e r  
s i m i l a r  o n e s ,  n o n e t h e l e s s  p r o v e d  u s e f u l  i n  j u d g i n g  p r o g r e s s  w i t h  t h e  
managenent improvement e f f o r t  a t  t h e  D E C .  

A s  t h e s e  examples  i n d i c a t e ,  t h e  p r o j e c t ' s  moni tor ing  and e v a l u a t i o n  method 
employed ma in ly  qua1  i t a t i v e  d a t a ,  c o l  l e c t e d  by t h e  r e s i d e n t  a d v i s o r  u s i n g  
p a r t i c i p a n t  o b s e r v a t i o n  t e c h n i q u e s  a n d  s u p p l e m e n t e d  by some p e r i o d i c  
i a t e r v i e w i n g .  The e l emen t s  of t h e  GSIA do n o t  l e n d  t h e m s e l v e s  r e a d i l y  t o  
q u a n t i f i c a t i o n ,  and c o l l e c t i n g  and a n a l y z i n g  d a t a  on them n e c e s s a r i l y  means 
d e a l i n g  wi th  words, n o t  numbers. A s  a r e s u l t ,  d a t a  main ly  took  t h e  form of  
s i t u a t i o n  d e s c r i p t i o n s  a t  p a r t i c u l a r  p o i n t s  i n  t ime ,  wi th  c h o i c e s  of what t o  
d e s c r i b e  g u i d e d  by t h e  GSIA. B a s e l i n e  d a t a ,  f o r  e x a m p l e ,  c o n s i s t e d  of  a  
d e s c r i p t i v e  " p i c t u r e "  o f  t h e  DEC and  t h e  MOP p r i o r  t o  t h e  s t a r t  o f  t h e  
p r o j e c t .  T h i s  " p i c t u r e "  was compiled p a r t l y  d u r i n g  PP p r e p a r a t i o n  as i n p u t  
t o  t h e  d o c u m e n t ' s  i n s t i t u t i o n a l  a n a l y s i s ,  a n d  t h e n  was m o d i f i e d  d u r i n g  
r econna i s sance  upda t e s  a t  t h e  s tar t  of  implementat ion.  

During implementa t ion .  however.  d a t a  c o l l e c t i o n  was c o n t i n u o u s .  w i t h  t h e  
r e s i d e n t  a d v i s o r  keep ing  a  p r o j e c t  d i a r y / l o g  t h a t  recorded  i n  d e t a i l  e v e n t s ,  
a c t i v i t i e s ,  i n t e r p r e t a t i o n s ,  and impress ions .  The l o g  emphasized p roces s  a s  
w e l l  as outcome d a t a ;  t h a t  i s ,  how t h i n g s  took  p l a c e  b e s i d e s  what happened. 
E v e r y  two weeks  t h e  n o t e s  i n  t h e  l o g  w e r e  a s s e m b l e d  i n t o  a  b i - w e e k l y  
a c t i v i t y  r e p o r t  w h i c h  v a r i e d  i n  l e n g t h  b e t w e e n  two a n d  t e n  p a g e s .  T h e s e  
r e p o r t s  w e r e  s u b m i t t e d  t o  AID/ST/RD, DPMC, IDMC, a n d  t o  USAID/Hai t i  f o r  
in format ion .  The a c t i v i t y  r e p o r t s  were ex t r eme ly  u s e f u l  as an  i n fo rma t ion  
b a s e  upon w h i c h  t o  d raw f o r  t h e  p r e p a r a t i o n  o f  q u a r t e r l y  r e p o r t s .  They 
p rov ided  t h e  r e s i d e n t  a d v i s o r  w i th  d e t a i l s  t o  compi l e  accomplishments  f o r  
t h e  q u a r t e r  a n d  t o  a s s e s s  t h e  q u a r t e r l y  a c t i o n  p l a n .  T h i s  i s  a n o t h e r  
i l l u s t r a t i o n  of  how t h e  p r o j e c t ' s  r e sea rch -o r i en t ed  approach t o  mon i to r ing  
a n d  e v a l u a t i o n  c o n t r i b u t e d  a s  we1 1 t o  f u l f i l  1  i n g  t h e  p r o g r e s s  r e p o r t i n g  
needs of USAID/Hai ti. 

D i r e c t l y  r e l a t e d  t o  t h e  p r o j e c t ' s  a p p l i e d  r e s e a r c h  a i m s ,  t h e  q u a s i -  
a n t h r o p o l o g i c a l  d a t a  base  t h a t  t h e  p r o j e c t  b u i l t  s e r v e d  a s  t h e  i n fo rma t ion  
founda t ion  f o r  a n a l y z i n g  and r e f i n i n g  t h e  l i n k a g e s  among t h e  v a r i a b l e s  i n  
t h e  GSIA o v e r  t h e  l i f e  of  t h e  p r o j e c t .  T h i s  a n a l y s i s  and  r e f i n e m e n t  t o o k  
p l a c e  th rough  i n t e r i m  r e p o r t s  p repared  by t h e  r e s i d e n t  a d v i s o r  and through 
o n g o i n g  d i s c u s s i o n  among t h e  a d v i s o r ,  IDMC, DPMC, and  ST/RD. The f i n a l  
p roduc t  of t h e  p r o j e c t ' s  moni tor ing  and e v a l u a t i o n  component w i  11 be a  c a s e  
s t u d y  o f  t h e  D E C  e x p e r i e n c e  a n a l y z e d  i n  t e r m s  o f  i t s  s u c c e s s  i n  a c h i e v i n g  
i t s  o b j e c t i v e  a n d  of t h e  e x t e n t  t o  w h i c h  i t  c o n f i r m s  o r  d i s c o n f i r m s  t h e  
c o n c e p t u a l  v a l i d i t y  o f  t h e  GSIA a s  a r e p l i c a b l e  model  f o r  management 
improvement. T h i s  c a s e  s t u d y  w i l l  be p r epa red  by t h e  r e s i d e n t  a d v i s o r  and 
submi t ted  t o  IDMC, DPMC, and ST/RD a t  t h e  end of t h e  p r o j e c t .  

I V .  ASSESSMENT OF THE METHOD 

The moni tor ing  and e v a l u a t i o n  method used i n  t h e  DEC p r o j e c t  has  f a c i l i t a t e d  
t h e  p r o j e c t ' s  r e s p o n s e  t o  t h e  i n f o r m a t i o n  n e e d s  of b o t h  USAID/Hai t i  a n d  



AID/ST/RD. The r e l a t i v e 1  y  s t r a i g h t f o r w a r d  needs  o f  t h e  M i s s i o n  h a v e  been 
f u l l y  s a t i s f i e d  by t h e  q u a r t e r l y  r e p o r t s  s u b m i t t e d  by t h e  r e s i d e n t  a d v i s o r .  
Regard ing  t h e  more complex i n f o r m a t i o n  demands of ST/RD1s a p p l i e d  r e s e a r c h  
a i m s ,  o n  t h e  m o n i t o r i n g  s i d e  t h e  m e t h o d  h a s  p r o v i d e d  A I D  w i t h  i n - d e p t h  
i n f o r m a t i o n  on i m p l e m e n t a t i o n  p r o g r e s s  a t  a  l e v e l  r a r e l y  found i n  AID-funded 
p r o j e c t s .  On t h e  e v a l u a t i o n  s i d e .  b e c a u s e  t h e  p r o j e c t  i s  s t i l l  o n g o i n g ,  
o n l y  a n  i n t e r i m  a s s e s s m e n t  c a n  be  made. However,  i t  a p p e a r s  t h a t  t h e  method 
is b u i l d i n g  a d a t a b a s e  t h a t  w i l l  p e r m i t  a n  e v a 1 , i a t i o n  o f  t h e  p r o j e c t ' s  
e x p e r i e n c e  i n  t e r m s  o f  t h e  GSIA. 

T h e r e  a r e ,  n o n e t h e l e s s .  s e v e r a l  c o n c e r n s  w i t h  t h e  m e t h o d  t h a t  s h o u l d  b e  
ment ioned.  A s  w i t h  a l l  a p p l i e d  r e s e a r c h  e f f o r t s ,  where a c t i o n  a n d  r e s e a r c h  
a r e  combined,  t h e  p r o j e c t  h a s  had t o  make some t r a d e - o f f s .  The major  one  i s  
t h e  c h o i c e  between p r o v i d i n g  t e c h n i c a l  a s s i s t a n c e  a n d  d o i n g  r e s e a r c h .  Given  
t h a t  t h e r e  i s  o n l y  o n e  p e r s o n  a t  t h e  D E C  on a  l o n g - t e r m  b a s i s  a n d  t h a t  t h e  
m a j o r  e m p h a s i s  o f  t h e  p r o j e c t  i s  o n  t e c h n i c a l  a s s i s t a n c e ,  r e s e a r c h  i s  
n e c e s s a r i l y  s e c o n d a r y .  U n d e r  t h e  a c t i o n  r e s e a r c h  mode, t h e s e  two p r o j e c t  
components a r e  i n t e g r a t e d ;  b u t  t h e r e  a r e  s t i  1 1 compromises,  m a i n l y  i n  t h e  
b r e a d t h  and d e p t h  o f  d a t a  c o l l e c t i o n .  The r e s i d e n t  a d v i s o r  d o e s  n o t  h a v e  
t i m e  t o  e n g a g e  i n  f o r m a l  d a t a  g a t h e r i n g  a n d  a n a l y s i s  t h a t  a r e  n o t  a n  
i n t e g r a l  p a r t  o f  h i s  day- to -day  a c t i v i t i e s .  

T h i s  t r a d e - o f f  h a s  m e a n t  t h a t  t h e  a d o p t i o n  o f  a n  i n f o r m a l ,  p a r t i c i p a n t  
o b s e r v a t i o n  m e t h o d  f o r  p r o j e c t  d a t a  c o l l e c t i o n  was a s  much a p r o d u c t  o f  
n e c e s s i t y  as o f  c h o i c e ,  g i v e n  r e s o u r c e  l e v e l s .  From t h e  p e r s p e c t i v e  o f  
mains t ream s o c i a l  s c i e n c e ,  i n  which v a l i d  f i n d i n g s  d e r i v e  from c a r e f u l l y  
c o n t r o l l e d  i n t e r v e n t i o n s  m o d e l e d  a f t e r  t h e  p h y s i c a l  s c i e n c e s  l a b o r a t o r y  
e x p e r i m e n t ,  t h i s  m e t h o d  d i m i n i s h e s  e m p i r i c a l  r i g o r  b e c a u s e  t h e  d a t a  a r e  
presumed t o  be  "contaminated"  by t h e  r e s i d e n t  a d v i s o r ' s  i n v o l v e m e n t  i n  t h e  
i n t e r v e n t i o n  as a n  a c t o r ,  n o t  s i m p l y  a n  o b s e r v e r .  However, t h e r e  i s  a n o t h e r  
s t r e a m  of t h o u g h t  i n  s o c i a l  s c i e n c e  t h a t  q u e s t i o n s  t h e  c a u s a l  l i n k  between 
i g n o r a n c e  o f ,  o r  l a c k  o f  i n v o l v e m e n t  i n ,  a  p a r t i c u l a r  s i t u a t i o n  a n d  
o b j e c t i v i t y  r e g a r d i n g  i t .  E s p e c i a l  l y  f o r  t h e  q u a s i - e t h n o g r a p h i c  m e t h o d  
e m p l o y e d  h e r e ,  some f a m i l i a r i t y  w i t h  t h e  s e t t i n g  a n d  t h e  phenomena o f  
i n t e r e s t  i s  i n c r e a s i n g l y  v i e w e d  a s  a p r e r e q u i s i t e  f o r  i t s  e f f e c t i v e  
u t i l i z a t i o n ,  and  o f f s e t s  t h e  presumed b i a s  d e r i v e d  from b e i n g  a p a r t  of  what 
i s  under  s t u d y .  

Another  c o n c e r n  h a s  t o  do w i t h  t h e  s k i l l  a n d  background r e q u i r e m e n t s  needed 
t o  a p p l y  t h e  m e t h o d .  I t  i s  d e p e n d e n t  upon p e o p l e  w i t h  a h i g h  l e v e l  o f  
s o c i a l  s c i e n c e  t r a i n i n g  who, i n  a d d i t i o n ,  p o s s e s s  t h e  p r a c t i c e  o r i e n t a t i o n  
c a l l e d  f o r  t o  p r o v i d e  t e c h n i c a l  a s s i s t a n c e  i n  management. Without  t h i s  mix. 
t h e  p i g g y b a c k i n g  o f  r e s e a r c h  o n t o  a c t i o n  a t  l o w  e x t r a  c o s t  b e c o m e s  
i m p o s s i b l e .  I n  sum, t h e  u s e  of t h e  method r e q u i r e s  p e o p l e  who: 

a a r e  f a m i l i a r  w i t h  t h e  p r o j e c t ' s  l a r g e r  e n v i r o n m e n t  ( p r i o r  i n -  
c o u n t r y  e x p e r i e n c e )  and w i t h  t h e  phenomena t o  be r e s e a r r h e d ,  

a a r e  c o n c e p t u a l l y  o r i e n t e d ,  

b r i n g  a m u l t i - d i s c i p l i n a r y  p e r s p e c t i v e ,  and 



8 o f f e r  a  v a l u e d  s e t  o f  p r a c t i c a l  s k i l l s  f o r  t e c h n i c a l  a s s i s t a n c e .  

A f u r t h e r ,  r e l a t e d  set o f  c o n c e r n s  stems from t h e  f e a t u r e s  of q u a l i t a t i v e  
d a t a  a n a l y s i s  emp l o y e d  b y  t h e  p r o j e c t ' s  m o n i t o r i n g  and  e v a l u a t i o n  method. 
F i r s t ,  t h e  method,  by c o l l e c t i n g .  s t o r i n g .  and a n a l y z i n g  d a t a  i n  t h e  form of  
w o r d s ,  q u i c k l y  g e n e r a t e s  a  l a r g e  d a t a  b a s e  t h a t  c a n  e a s i l y  become 
overwhelming.  Second, a v o i d i n g  t h i s  o v e r  l o a d  and t h e  r i s k  of a n a  1  y t i c a  1 
c o n f u s i o n  r e q u i r e s  an e x p l i c i t  c o n c e p t u a l  framework f o r  gu idance .  Without  
s u c h  a f r a m e w o r k .  t h e  i. z t h o d  c a n n o t  b e  e f f e c t i v e l y  u s e d .  T h i r d ,  b e c a u s e  
q u a 1  i t a t i v e  a n a l y s i s  t e c h n i q u e s  are r e l a t i v e l y  new, t h e y  a r e  n e i t h e r  a s  w e 1  1 
d e v e l o p e d ,  n o r  a c c o r d e d  t h e  same c o n f i d e n c e ,  as  t h e  " h a r d e r "  t o o l s  o f  
q u a n t i t a t i v e  a n a l y s i s .  The method d e s c r i b e d  h e r e  r u n s  t h e  r i s k  of p r o d u c i n g  
f i n d i n g s  and c o n c l u s i o n s  t h a t  some may n o t  f e e l  are s u f f i c i e n t l y  grounded i n  
t h e  " f a c t s , "  and t h u s  are l e s s  v a l i d  o r  b e l i e v a b l e .  

I n  t h e  management  f i e l d ,  h o w e v e r ,  t h e r e  i s  a g r o w i n g  a w a r e n e s s  t h a t  
q u a l i t a t i v e  a p p r o a c h e s  t o  a s s e s s i n g  o r g a n i z a t i o n a l  change i n t e r v e n t i c n s  h a v e  
a  s t r o n g e r  p o t e n t i a l  f o r  g e n e r a t i n g  o p e r a t i o n a l  1 y  r e i  e v a n t  g u i d e 1  i n e s  o r  
c o n c e p t u a l  b r e a k t h r o u g h s  t h a n  t h e  na r row h y p o t h e s i s  t e s t i n g  of q u a n t i t a t i v e  
s o c i a l  s c i e n c e .  The  s i m p 1  i f  y i n g  a s s u m p t i o n s  i n v o l v e d  i n  t r a n s l a t i n g  
o r g a n i z a t i o n a l  v a r i a b l e s  i n t o  q u a n t i f i a b l e  u n i t s  f o r  s t a t i s t i c a l  
m a n i p u l a t i o n  l e a d  t h e  a n a l y s t  s o  f a r  f r o m  o r g a n i z a t i o n a l  r e a l i t y  t h a t  
r e s u l t s  may be  m e t h o d o l o g i c a l l y  v a l i d ,  b u t  p r a c t i c a l l y  i r r e l r v k - a , ! : .  

The method u t i l i z e d  f o r  m o n i t o r i n g  and e v a l u a t i n g  t h e  DEC p r o j e c t  o f f e r s  a 
l e v e l  of  d a t a  r i c h n e s s  and  d e t a i l  t h a t  r e f l e c t  t h e  c o m p l e x i t y  of t h e  s o c i o -  
t e c h n i c a  1 s y s t e m s  i n  which t h e  p r o j e c t  is a t t e m p t i n g  t o  i n t e r v e n e .  Whi l e  
r e l a t i v e l y  more c o s t l y  i n  time and f u n d s  t h a n  A I D ' s  s t a n d a r d  o u t p u t  t r a c k i n g  
a n d  e n d - o f - p r o j e c t  e v a l u a t i o n ,  i t  h o l d s  t h e  p r o m i s e  o f  g e n e r a t i n g  a n  
i m p o r t a n t  payof f  f o r  A I D ' s  i n s t i t u t i o n - b u i l d i n g  g o a l s  by h e l p i n g  t o  i d e n t i f y  
a  s e t  of  g e n e r a l i z a b l e  a c t i o n s  t h a t  a r e  a s s o c i a t e d  w i t h  imprc \'ed management 
p e r f o r m a n c e  a n d  a  s e t  o f  c o n d i t i o n s  u n d e r  w h i c h  t h o s e  a c t i o n s  c a n  b e  
s u c c e s s f u l .  In  a d d i t i o n ,  t h i s  method c o u l d  be  a p p r o p r i a t e  f o r  t e s t i n g  and 
r e f i n i n g  o t h e r  t e c h n o l o g i e s  w i t h  s i g n i f i c a n t  s o c i a l  d imens ions  where i t  is 
c r i t i c a l  t o  i d e n t i f y  w i t h i n  a  complex s e t t i n g  t h e  f a c t o r s  a s s o c i a t e d  w i t h  
s u c c e s s f u l  a p p l i c a t i o n  of t h e  t e c h n o l o g y .  



A PLANNING. MONITORING AND EVALUATION SYSTEM FOR PL480 TITLE I 1  FOOD FOR 
WORK PROGRAMS IN I N D I A  

I .  BACKGROUND 

In  t h e  Food F o r  Work program i n  I n d i a ,  C a t h n l i c  R e l i e f  S e r v i c e s  (CRS) 
embarked upon a d i f f i c u l t  and unique endeavor which has  i m p l i c a t i o n s  f o r  FEW 
p r o j e c t s  w o r l d w i d e .  I t  h a s  i m p l e m e n t e d  a  P l a n n i n g ,  M o n i t o r i n g ,  and  
E v a l u a t i o n  System (PM&E) designed c o l l a b o r a t i v e l y  by CRS and t h e  Agency f o r  
I n t e r n a t i o n a l  D e v e l o p m e n t  (AID)  t o  m e a s u r e  p r o g r a m  i m p a c t .  M o s t  
impor t an t ly ,  t h i s  system has  a l l o w e d  program s t a f f  t o  r e f l e c t  upon p r o j e c t  
a n d  program r e s u l t s  i n  a manner which  p e r m i t s  them t o  d e s i g n ,  p l a n  and 
implement f u t u r e  p r o j e c t  a c t i v i t i e s  more e f f e c t i v e l y .  

One of t h e  rarest and perhaps most impor tan t  c h a r a c t e r i s t i c s  of t h e  CRS Food 
For  Work s y s t e m  is i ts  "from t h e  b o t t o m  u p , "  d e c e n t r a l i z e d  a p p r o a c h  t o  
development.  The implementors of s p e c i f i c  p r o j e c t s ,  t h e  p r o j e c t  h o l d e r s ,  
o p e r a t e  a t  t h e  g r a s s r o o t s  l e v e l .  A s i g n i f i c a n t  percentage  of t h e  popu la t ion  
s e r v e d  by t h e  CRS p r o j e c t s  i s  made up  of  t h e  p o o r e s t  o f  t h e  poor  w i t h  a  
s u b s t a n t i a l  r e p r e s e n t a t i o n  of Har i j ans  and t r i b a l  groups. P r o j e c t  s i t e s  a r e  
f r e q u e n t l y  i n  remote a r e a s  which have  few, i f  any, governmental  s e r v i c e s .  

The need  f o r  v a r i e t y  i n  p r o j e c t  t y p e  i s ,  t h e r e f o r e ,  g r e a t .  The h i g h e s t  
p r i o r i t y  n e e d  i n  one  r e g i o n  i s  o f t e n  r e l a t i v e l y  low i n  a n o t h e r .  W h i l e  CRS 
i d e n t i f i  ,a  s e v e n t e e n  d i f f e r e n t  t y p e s  of  p r o j e c t s  s p r e a d  among f o u r  
c a t e g o r i e s .  t h e r e  a r e  hundreds of v a r i a t i o n s  on them. 

The implementat ion environment i n t r o d u c e s  g r e a t  d i v e r s i t y :  Ind ia  i s  a ve ry  
l a r g e  and d i v e r s e  coun t ry  both p h y s i c a l l y  and s o c i a l l y .  The program reaches  
many p l a c e s  t h a t  a r e  ve ry  d i f f e r e n t  from one another .  Zone headqua r t e r s  a r e  
l o c a t e d  i n  Bombay, Cochin, Madras and C a l c u t t a .  The count ry  headqua r t e r s  i s  
i n  New Delh i .  

The CRS Food F o r  Work program i n v o l v e d  t h e  c o n t r i b u t i o n  o f  f o o d  f rom t h e  
U.S. t h r o u g h  A I D ' S  PL 480  T i t l e  I 1  program t o  CRS-sponsored work p r o j e c t s .  
I n  1984 t h e r e  were  1 4 2  d i s t r i b u t o r s  o f  f o o d ,  c a l l e d  c o n s i g n e e s ,  e a c h  
supp ly ing  food t o  s e v e r a l  p r o j e c t  h o l d e r s  who each had one o r  more p r o j e c t s .  
I n  some c a s e s ,  a c o n s i g n e e  was a l s o  a p r o j e c t  h o l d e r .  Each y e a r  s e v e r a l  
thousand s m a l l  p r o j e c t s  were completed. 

This  c a s e  s t u d y  was based on t h e  r e p o r t ,  The Implementation of a  P lanning ,  
f l on i to r ing  and E v a l u a t i o n  System f o r  PL480 T i t l e  I 1  Food f o r  Work Programs 
i n  I n d i a  by Wil l iam D. Drake  a n d  John  D. Nys tuen  (Community Sys t ems  -,,,-_,' 
F o u n d a t i o n ) ,  J u n e ,  1984,  and  f rom c o n v e r s a t i o n s  w i t h  J u d y  G i l m o r e  
(AID/FVA/PPE). 



The Food C o r p o r a t i o n  o f  I n d i a  (FCI )  was r e s p o n s i b l e  f o r  i n l a n d  commodity 
d e l i v e r i e s  from p o r t  t o  consignee warehouses. T h e r e a f t e r ,  t h e  cons ignee  was 
r e s p o n s i b l e  f o r  d i s t r i b u t i o n  t o  p r o j e c t  h o l d e r s .  Dis tances  were v e r y  g r e a t ,  
e x c e p t  f o r  t h e  Coch in  Zone, which i s  p r i m a r i l y  i n  t h e  S t a t e  of  Kerala. 
D i f f i c u l t i e s  i n  s u p p l y  v a r i e d  g r e a t l y  by zone, being e a s i e s t  f o r  Cochin and 
most d i f f i c u l t  f o r  C a l c u t t a .  The C a l c u t t a  p o r t  f a c i  l i t i e s  and o p e r a t i o n s  
were  p o o r ,  a n d  r a i  1 c o n n e c t i o n s  t o  t h e  e a s t e r n  s t a t e s  were  d i f f i c u l t  and 
u n c e r t a i n .  

Almost e v e r y  Food For  Work p r o j e c t  proposed by a p r o j e c t  h o l d e r  was s u b j e c t  
t o  a w h o l e  r a n g e  of  f a c t o r s  which made f o r  a t u r b u l e n t  i m p l e m e n t a t i o n  
environment.  Commodity 1 e v e 1  s a v a i  l a b l e  i n  a p a r t i c u l a r  season ,  and t h e  
time of a r r i v a l  of commodities t o  t h e  p r o j e c t  s i t e  were o t h e r  u n c e r t a i n t i e s .  
S h i p p i n g  s c h e d u l e s  f o r  t h e  U n i t e d  S t a t e s  were  some t imes  n o t  k e p t .  
O c c a s i o n a l l y ,  t h e  commodity was d e l i v e r e d  t o  t h e  wrong p o r t ,  t h e r e b y  
r e q u i r i n g  a  " j u g g l i n g "  of i n - c o u n t r y  t r a n s p o r t a t i o n  a r r a n g e m e n t s  and  t h e  
cor responding  d e l i v e r y  schedu le s  f o r  nearby consignees.  

CRS was dependent upon t h e  Food Corpora t ion  of Ind ia  (FCI) f o r  d e l i v e r y  of 
commodi t i e s  t o  t h e  c o n s i g n e e .  FCI a s s i g n e d  low p r i o r i t y  t o  s h i p m e n t s ,  
r e s u l t i n g  In d e l a y s  and unexpected d e v i a t i o n s  from t h e  d e l i v e r y  schedu le .  
Occasional  l y ,  t h e r e  were l a b o r  s i t u a t i o n s ,  e s p e c i a l  1  y  i n  C a l c u t t a ,  which 
a f f e c t e d  a l l  s h i p  un load ings  i n c l u d i n g  those  of PL 480 T i t i e  I 1  commodities. 
i n  s h o r t ,  t h e  e n t i r e  CRS system had t o  be prepared t o  adapt  q u i c k l y  t o  major 
changes i n  t h e  a v a i  l a b i  1 i t y  of commodities. 

Changes i n  commodity a v a i l a b i l i t y  o f t e n  f o r c e d  changes i n  t h e  p r o j e c t  t o  be 
implemented. A w e l l  o r  dam c o u l d  n o t  be c o n s t r u c t e d  i f  it was f i l l i n g  wi th  
water  due t o  a d e l a y  i n  p r o j e c t  i n i t i a t i o n  which pushed t h e  p r o j e c t  i n t o  t h e  
monsoon s e a s o n .  Thus t h e  c o n s i g n e e  had t o  e i t h e r  d e l a y  t h e  p r o j e c t  f o r  a  
s e a s o n  o r  s h i f t  t h e  i n i t i a t i o n  d a t e  o f  some o t h e r  p r o j e c t  i n  o r d e r  t o  
u t i  l i z e  t h e  f o o d  i n  a t i m e l y  manner.  S i n c e  a1 1 of t h e  c o m m o d i t i e s  h a v e  a  
f i n i t e  s h e l f  l i f e ,  it was imposs ib le  t o  s imp ly  h o l d  them i n  s t o r a g e  u n t i l  
t h e y  were  needed .  Thus  t h e  c o n s i g n e e  f r e q u e n t l y  a t t e m p t e d  t o  j u g g l e  t h e  
i m p l e m e n t a t i o n  s c h e d u l e  o f  t h e  p r o j e c t s  u n d e r  h i s  o r  h e r  j u r i s d i c t i o n ,  
Sometimes what t h e  v a r i a t i o n  i n  commodity d e l i v e r y  d i d  no t  do,  t h e  v a g a r i e s  
of climatic c o n d i t i o n  d id .  Monsoons t h a t  d i d  not  a r r i v e  on schedu le  of t en  
c r e a t e d  problems s i m i l a r  t o  sh ipp ing  de l ays .  

F i n a l l y ,  t h e r e  were a  whole range of v a r i a t i o n s  which had t o  be a n t i c i p a t e d  
du r ing  t h e  implementat ion of t h e  p r o j e c t s .  I f  a  well was being c o n s t r u c t e d ,  
a t  what depth would water be reached and what type  of s o i l  o r  rock would be 
encountered a l o n g  t h e  way? What was t h e  s i z e  of t h e  workforce which c o u l d  
be assembled,  e s p e c i a l l y  i f  t h e r s  had been a  l a p s e  o r  a c c e l e r a t i o n  i n  t h e  
o r i g i n a l  s c h e d u l e ?  What was t h e  i m p a c t  on t h e  p r o j e c t  o f  a n  u n e x p e c t e d  
a v a i l a b i l i t y  of i n p u t s  c o n t r i b u t e d  by o t h e r  donor agencies?  Conve r se ly ,  how 
c o u l d  t h e  p r o j e c t  be modif ied and c a r r i e d  o u t  r e g a r d l e s s  of an u n - . ~ t i c i p a t e d  
l o s s  of non-FFW resources?  

P e r h a p s  t h e  a p p r o p r i a t e  image of a p r o j e c t  h o l d e r  i s  an i n d i v i d u a l  who 
c o n s t a n t l y  has t o  monitor t h e  s t a t u s  of t h e  planned p r o j e c t  implementat ion 
schedu le ,  and be ready t o  a d j u s t  t o  any number of d e v i a t i o n s  i n  t h e  f a c t o r s  



o u t s i d e  h i s  o r  h e r  c o n t r o l .  S/He has  t o  weigh t h e  impact of making changes 
i n  t h e  p r o j e c t ,  and  t h e  d i s r u p t i o n  o f t e n  c a u s e d  by d e v i a t i o n  f rom t h e  
p l a n s ,  e s p e c i a l l y  f o r  t hose  who can l e a s t  a f f o r d  a  withdrawal of a s s i s t a n c e .  

The P l a n n i n g .  M o n i t o r i n g ,  and E v a l u a t i o n  Sys tem (PM&E) d e s c r i b e d  i n  t h i s  
c a s e  was d e s i g n e d  t o  h e l p  t h e  p r o j e c t  h o l d e r  d e a l  w i t h  t h e  p r o b l e m s  o f  
p r o j e c t  p l a n n i n g  and implementat ion.  The PM&E System was developed  through 
a p roces s  t h a t  i n c l u d e d  t h e s e  s t e p s :  

1. A s e r i e s  of  e l e v e n  s t u d i e s  on program i m p a c t  a n d  b e n e f i c i a r y  
p r o f i l e s  was commissioned and c a r r i e d  o u t  between 1981 and 1983. 

2 .  A j o i n t  team of CRS, USAID and Community Systems Foundation (CSF) 
members s p e n t  an  i n t e n s i v e  month d u r i n g  J u l y  of 1983 f o r m u l a t i n g  
t h e  p r e l i m i n a r y  des ign  f o r  t h e  PM&E System and t e s t i n g  some of i t s  
components i n  t h e  f i e l d .  

3. A s e r i e s  of workshops on t h e  PM&E System was h e l d  du r ing  t h e  f a l l  
o f  1983. F a c i l i t a t e d  by a t r a i n i n g  o r g a n i z a t i o n ,  ACORD, t h e s e  
workshops provided  v a l u a b l e  feedback on t h e  system des ign .  CRS 
then proceeded t o  sharpen t h e  s p e c i f i c  components and d isseminate  
t h e  r e s u l t s  t o  b o t h  CRS z o n a l  s t a f f  and  s e l e c t e d  c o n s i g n e e s  
r e s p o n s i b l e  f o r  implementing Food For Work p r o j e c t s .  

4 .  During e a r l y  1984 a  s u b s t a n t i a l  f i e l d  t e s t i n g  of t h e  ins t ruments  
and p ro toco l  d e r i v e d  from t h e s e  workshops was undertaken. Each of 
t h e  fou r  CRS zones t e s t e d  both types  of t h e  a n a l y s i s  formats :  one 
f o r  c a p t u r i n g  b e n e f i t  a n d  c o s t  c h a r a c t e r i s t i c s  o f  income 
improvements p r o j e c t s  ( B e n e f i c a ; ~  Improvement A n a l y s i s ) ,  and t h e  
o t h e r  f o r  d e s c r i b i n g  t h e  e f f e c t i v e n e s s  of community-wide a s s e t s  
( A s s e t  E f f e c t i v e n e s s  A n a l y s i s ) .  N i n e t y - s i x  a n a l y s e s  w e r e  
performed and t h e  f i n d i n g s  were summarized by zonal  s t a f f  members. 

11. MAJOR CHARACTERISTICS OF THE DESIGN 

The P lann ing ,  Monitoring and E v a l u a t i o n  (I'#&E) System t h a t  was des igned  i n  
t h e  f o u r - s t e p  process  i n v o l v e d  a number of a c t i v i t i e s  a t  d i f f e r e n t  l e v e l s  by 
d i f f e r e n t  a c t o r s .  The f i r s t  a c t i v i t y  was on p r o j e c t  a n a l y s i s  (Bene f i c i a ry  
Improvement and/or  Asset  E f f e c t i v e n e s s )  c a r r i e d  o u t  o n - s i t e  by a  zona l  FFW 
e v a l u a t o r  a n d  a  FFW f i e l d  r e v i e w e r  i n  c o n c e r t  w i t h  t h e  p r o j e c t  
b e n e f i c i a r i e s  and/or  p r o j e c t  h o l d e r .  Data was ga the red  f  rorn t h e  concerned 
p a r t i e s  and  t h e  a n a l y s i s  was p e r f o r m e d .  The r e s u l t s  were  d i s c u s s e d  and 
i n t e r p r e t e d .  Any e r r o r s  were c o r r e c t e d ,  one copy was l e f t  o n - s i t e  with t h e  
p r o j e c t  h o l d e r ,  a n d  a s e c o n d  copy  was p r o v i d e d  t o  t h e  z o n a l  o f f i c e .  
Information on f a c t o r s  which might have  c o n t r i b u t e d  t o  program success  was 
g a t h e r e d  f rom t y e  p r o j e c t  h o l d e r .  I n  some c a s e s ,  a p r e - a n a l y s i s  was 
performed. 

The s e c o n d  a c t i v i t y  i n v o l v e d  t h e  u t i l i z a t i o n  o f  a c o l  l e c t i o n  of  p r o j e c t  
a n a l y s e s  by  t h e  c o n s i g n e e  t o  c o n s i d e r  a l t e r n a t i v e  a p p r o a c h e s  t o  
accompl  i s h i n g  p r o j e c t  goa 1 s. The FFW e v a l u a t o r  he lped  a r t i c u l a t e  o p t i o n s  



t h a t  had shown promise e l sewhere  and s h o u l d  be considered.  The consignee 
was h e l p e d  by t h e  FFW e v a l u a t o r  t o  e x p l i c i t l y  f o r m u l a t e  g o a l s  w h e r e v e r  
p o s s i b l e ,  and t o  f i l l  o u t  t h e  nex t  year ' s  p l ann ing  forms. 

A f t e r  t h e  r ev i ew and d i scuss ion  of p r o j e c t  a n a l y s e s  by t h e  consignee and FFW 
z v a l u a t o r ,  t h e  d i s c u s s i o n  would become expanded t o  i n c l u d e  t h e  l a r g e r  zonal  
s t a f f  and t h e  e n t i r e  group of cons ignees  from t h a t  zone. Care was taken  t o  
a v o i d  t h e  a s s u m p t i o n  t h a t  h i g h e r  o u t p u t  numbers were n e c e s s a r i l y  " b e t t e r "  
a n d  t o  l o o k  a t  o t h e r  i m p o r t a n t ,  n o n - q u a n t i f  i a b l e  f a c t o r s .  An e f f o r t  was 
made t o  i d e n t i f y  f a c t o r s  which were no t  r e a d i l y  amenable t o  q u a n t i f i c a t i o n .  
The d i a l o g u e  wi th  t h e  cons ignees  was in fo rma l  and drew upon informat ion  from 
o t h e r  zones. Whenever p o s s i b l e ,  t h e  zona l  s t a f f ,  i n c l u d i n g  t h e  d i r e c t o r ,  
met wi th  small groups of consignees.  

A f t e r  t h e  zona l  meetings had taken  p l a c e ,  CRS/Delhi reviewed t h e  d a t a  and 
organized t h e  informat ion  t o  r e f l e c t  t h e  b e n e f i t s  accrued (both  q u a n t i t a t i v e  
and q u a l i t a t i v e )  by p r o j e c t  t ype ,  management s t y l e ,  and amount and type  of 
f o l  low-up. Then CRS/De l h i ,  working with FEW e v a l u a t o r s ,  p repared  c a s e  s tudy  
r e p o r t s  a n d  d i s s e m i n a t e d  them t o  c o n s i g n e e s  a t  t h e  a n n u a l  A l l  I n d i a  FFW 
meeting. F i n a l l y ,  d a t a  and c a s e  s t u d y  summaries on FFW program progress  i n  
I n d i a  were p re sen ted  t o  USAID/Delhi, AID/Washington, and CRS/New York. 

111. DATA REQUIREMENTS, COLLECTION AM) ANALYSIS 

Data was r e q u i r e d  f o r  t h e  Bene f i c i a ry  1 k o m e  Improvement A n a l y s i s  and t h e  
Asse t  E f f e c t i v e n e s s  A n a l y s i s  a s  w e l l  as t o  complete  o t h e r  forms r e l a t i n g  t o  
t h e  m o n i t o r i n g  o f  t h e  Food For  Work p r o c e s s .  Each a n a l y s i s  p r o t o c o l  t o l d  
o n l y  a p o r t i o n  o f  t h e  s t o r y  i n  a Food For  Work p r o j e c t .  They were n o t  
i n t e n d e d  t o  c a p t u r e  e v e r y t h i n g .  T h e i r  main p u r p o s e  was t o  promote  a  
d i a l o g u e  among z o n a l  s t a f f  and  c o n s i g n e e  and p r o j e c t  h o l d e r  on how t o  
improve p r o j e c t  des ign  and implementat ion.  They were working w e l l  when they  
a l s o  f a c i l i t a t e d  t r a n s f e r  of knowledge about  s u c c e s s f u l  p r o j e c t s  o r  p r o j e c t  
components from one consignee t o  ano the r .  

In o rde r  t o  ensu re  t h a t  t h e  "bottom l i n e "  of t h e  a n a l y s i s  ( i . e .  t h e  b e n e f i t -  
c o s t  r a t i o ,  payback per iod  o r  cos t -pe r -bene f i c i a ry  r a t i o )  was no t  t h e  o n l y  
f a c t o r  c o n s i d e r e d  i n  t h e  d i a l o g u e ,  a  r e v i e w  o f  t h e  l i m i t a t i o n s  of t h e  
a n a l y t i c  p o r t i o n  of t h e  p r o t o c o l s  was a l s o  done. Those f a c t o r s  which were 
n o t  a d e q u a t e l y  r e f l e c t e d  i n  t h e  a n a l y s i s  became t h e  s u b j e c t  of much u s e f u l  
d i a logue .  

For example, one a r e a  of l i m i t a t i o n  i n  t h e  two a n a l y s e s  was t h e  e s t ima t ion  
of t h e  u s e f u l  l i f e  of t h e  improvement. The c a l c u l a t e d  annua l  c o s t  of t h e  
p r o j e c t  i s  h e a v i l y  i n f l u e n c e d  by t h e  e s t i m a t e d  u s e f u l  l i f e  of t h e  
improvement. Es t imates  of p r o j e c t  l i f e  v a r i e d  depending upon t h e  method of 
c o n s t r u c t i o r  and t h e  envi ronmenta l  c o n d i t i o n s  encountered. The 1 onger t h e  
l i f e  of  t h e  p r o j e c t ,  t h e  b e t t e r  t h e  c o s t  r a t i o .  Because  p r o j e c t  l i f e  
e s t i m a t i o n  was s o  c r i t i c a l  t o  t h e  ou tcome,  i t  became a n  i m p o r t a n t  s u b j e c t  
f o r  d i a l o g u e  wi th  cons ignees  a s  we 1 1  a s  a key f a c t o r  f o r  t h e  a n a l y s t .  



Other  l i m i t a t i o n s  i n  t h e  a n a l y s i s  were t h a t  many o t h e r  f a c t o r s  b e s i d e s  t h e  
a s s e t  improvemen t  c o u l d  h a v e  been  r e s p o n s i b l e  f o r  t h e  r e p o r t e d  c h a n g e  i n  
income o r  community  b e n e f i t .  Fo r  i n s t a n c e .  a d r a m a t i c  c h a n g e  i n  m a r k e t  
p r i c e  c o u l d  h e a v i l y  i n f l u e n c e  r e p o r t e d  n e t  ga in .  C l i m a t i c  v a r i a t i o n  from 
one y e a r  t o  t h e  n e x t  c e r t a i n l y  a f f e c t e d  t h e  outcome. In  a d d i t i o n .  e s t i m a t e s  
by t h e  f a rmer  o r  p r o j e c t  h o l d e r  on s i t u a t i o n s  which e x i s t e d  one o r  two y e a r s  
a g o  c o u l d  h a v e  o f t e n  b e e n  f a u l t y .  Some t imes  e v e n  t h e  p e r s p e c t i v e  o f  t h e  
f a rmer  changed s o  t h a t  i n  one yea r  he  i n c l u d e d  t h e  o p p o r t u n i t y  c o s t s  of h i s  
own l a b o r  and  i n  a n o t h e r  h e  e x c l u d e d  i t .  I t  i s  i m p o r t a n t  t o  r e s t a t e  t h a t  
t h e s e  r e s u l t s  w e r e  f o r  t h e  p u r p o s e  o f  p r o m o t i n g  a d e v e l o p m e n t  s t r a t e g y  
th rough  d i a l o g u e  -- n o t  f o r  r e s o l v i n g  b a s i c  s c i e n t i f i c  ques t i ons .  

IV. EVALUATION OF THE METHOD 

respond 

The P l a n n i n g ,  M o n i t o r i n g  a n d  E v a l u a t i o n  S y s t e m  came a b o u t  a f t e r  a  l o t  o f  
e v a l u a t i o n s  had been performed on t h e  Food For  Work p r o j e c t s  a l l  o v e r  Ind ia .  
The e v a l u a t i o n s  i n d i c a t e d  t h a t  t h e  program was r e a c h i n g  t h e  poor and t h a t  
incomes were i n c r e a s i n g  a s  a r e s u l t .  What t h e  e v a l u a t i o n s  d i d  n o t  i n d i c a t e  
was why t h e  p rog ram was w o r k i n g ,  w h a t  c a u s e d  t h e  v a r i a t i o n s  i n  r e s u l t s  
between p r o j e c t s ,  and what t h e  c o s t s  of t h e  program were. The USAID Mission 
i n  I n d i a  wanted t o  d e v e l o p  an ongoing mon i to r ing  and e v a l u a t i o n  system t o  

t o  t h o s e  issues. T h i s  system was d e v e l o p e d  i n  some i n n o v a t i v e  ways: 

The PM&E s y s t e m  a t t e m p t e d  t o  l o o k  a t  c o s t s ,  p a r t i c u l a r l y  l o c a l  
c o s t s  t h a t  were n o t  u s u a l l y  cons ide red .  

The  s y s t e m  u s e d  e x i s t i n g  s t a f f  t o  c o l  l e c t  i n f o r m a t i o n ,  and  t h e  
t r a i n i n g  o f  t h e  s t a f f  was u s e d  a s  a n  o p p o r t u n i t y  t o  t r y  o u t  t h e  
s y s t e m .  see i f  i t  was v i a b l e  on a l o n g - t e r m  b a s i s ,  a n d  s t a r t  t o  
c o l l e c t  d a t a  on a  r o u t i n e  b a s i s .  

The i n fo rma t ion  was forwarded t o  each  l e v e l  when it was needed and 
r e f i n e d  t o  meet t h e  needs of each  l e v e l .  

The c o s t  of t h e  PM&E System was s p r e a d  th roughout  t h e  program and 
d i d  n o t  rest t o o  h e a v i l y  on any one p a r t .  

W h i l e  t h e  PM&E Sys tem d i d  n o t  s p e c i f i c a l l y  a d d r e s s  s o c i a l  
empowerment i s s u e s ,  t h e s e  f a c t o r s  were addressed  i n  t h e  workshops 
a n d  d i a l o g u e s  a t  e a c h  l e v e l  o f  t h e  m o n i t o r i n g  and  e v a l u a t i o n  
p r o c e s s .  

V. COSTS 

The moni tor ing  a c t i v i t i e s  and e v a l u a t i o n  s t u d i e s  t h a t  occur red  o v e r  a t r . , -  
y e a r  p e r i o d  c o s t  t h e  A s i a  Bureau  and  t h e  Food f o r  P e a c e  O f f i c e  o f  AID 
app rox ima te ly  $25,000 i n  c o n s u l t i n g  c o s t s  a  yea r  each. I t  i s  e s t i m a t e d  t h a t  
t h e  c o s t  f o r  CRS was a b o u t  t h e  same f o r  s t a f f  time. A f t e r  t h e  s t a r t - u p  
pe r iod ,  CRS was t o  assume a l l  c o s t s  f o r  keep ing  t h e  system going .  



I t  i s  i m p o r t a n t  t o  n o t e  t h a t  a  s e r i e s  of  e v a l u a t i o n s  were  c o m p l e t e d  on 
i n d i v i d u a l  p r o j e c t s  t h r o u g h o u t  I n d i a  p r i o r  t o  c o m p l e t i o n  o f  t h e  s y s t e m  
d e s i g n  examined h e r e .  T h i s  t o o  i n v o l v e d  a b o u t  two y e a r s '  e f f o r t  a t  
approximate ly  $25,000 a  y e a r .  

VI. KEY LESSONS LEARNED 

I f  a  p r o c e s s  i s  i n i t i a t e d  w i t h  PVO i n v o l v e m e n t  by A I D ,  a  
moni tor ing  and e v a l u a t i o n  system can p rov ide  informat ion  on t h e  
PVO's performance wi thout  caus ing  them t o  f e e l  t h r e a t e n e d  by t h e  
informat ion .  

0 The workshops  u s e d  t o  s e t  up  t h i s  c o o p e r a t i v e  s y s t e m  were a  
s u c c e s s f u l  s t r a t e g y  f o r  i n v o l v i n g  a l l  major a c t o r s  i n  t h e  des ign ,  
development and implementat ian of t h e  system. 

0 Acceptance of t h e  system was f a c i l i t a t e d  by t h e  involvement  of a1 1 
major a c t o r s  i n  t h e  development p roces s  from an e a r l y  s t a g e .  



IMPACT EVALUATION: EVALUATION OF PL 480 TITLE 11 AND 
THE PROGRAM OF NUTRITIONAL AND HEALTH PROTECTION (PPNS), SENEGAL 

I. BACKGROUND 

The PL 4 8 0  T i t l e  I 1  Food A s s i s t a n c e  Program was mandated by  C o n g r e s s  i n  
1954 .  The p r i m a r y  o b j e c t i v e  of  t h e  a c t  was t o  combat  m a l n u t r i t i o n ,  
e . p e c i a l l y  among c h i l d r e n .  The act a d d i t i o n a l l y  sought  t o  promote economic 
and community deve  lopment i n  l e s s  deve loped  c o u n t r i e s .  

I 

In  Senegal ,  approximate ly  $10 m i l l i o n  worth of food is d i s t r i b u t e d  a n n u a l l y  
u n d e r  t h i s  program t o  o v e r  100 ,000  c h i l d r e n .  T h i s  d i s t r i b u t i o n  is 
accomplished through t h e  a s s i s t a n c e  of C a t h o l i c  Re1 i e f  S e r v i c e s  (CRS). CRS 
i s  a l s o  c h a r g e d  w i t h  t h e  r e s p o n s i b i l i t y  o f  e d u c a t i n g  t h e  m o t h e r s  of 
r e c i p i e n t s  abou t  t hose  f a c t o r s  which i n f l u e n c e  n u t r i t i o n a l  s t a t u s .  

The d i s t r i b u t i o n  of  t h e  f o o d  i n  S e n e g a l  t a k e s  p l a c e  i n  o v e r  400 f e e d i n g  
c e n t e r s .  Most of t h e s e  c e n t e r s  a r e  l o c a t e d  i n  d i s p e n s a r i e s  t h a t  are run by 
t h e  S e n e g a l e s e  M i n i s t r y  o f  H e a l t h  ( M O H ) .  The o p e r a t i o n  o f  t h e  food  
d i s t r i b u t i o n  program and t h e  MOH m a t e r n a l  and c h i l d  h e a l t h  p rog rams  i n  
Senegal  a r e  i n t e g r a t e d  i n t o  t h e  Program of N u t r i t i o n a l  and Hea l th  P r o t e c t i o n  
(PPNS) . 
A s  p a r t  of its on-going program of a d m i n i s t r a t i o n  of PL 480 programs, and i n  
a c c o r d a n c e  w i t h  c o n g r e s s i o n a l  manda te ,  t h e  e v a l u a t i o n  o f f  i c e  o f  Food f o r  
Peace and t h e  N u t r i t i o n  O f f i c e  of AID, Washington, performed e v a l u a t i o n s  of 
t h e  T i t l e  I 1  f o o d  d i s t r i b u t i o n  p rog rams  t h r o u g h o u t  t h e  w o r l d .  T h i s  
e v a l u a t i o n  p r o j e c t  was p a r t  of  t h a t  p r o c e s s .  I n  a d d i t i o n ,  AID/Senegal  
reques ted  t h e  e v a l u a t i o n  a s  p a r t  of an examinat ion of i t s  e n t i r e  program i n  
o r d e r  t o  i m p r o v e  p l a n n i n g  and t o  i n t e g r a t e  i t s  n u t r i t i o n  a n d  h e a l t h  
p r o j e c t s .  And t h e  D i v i s i o n  of N u t r i t i o n  of t h e  Min i s t ry  of H e a l t h  (DANAS) 
had been p l a n n i n g  i ts own e v a l u a t i o n  of t h e  PPNS program i n  compliance wi th  
its mandate t o  e v a l u a t e  t h e  program f o r  t h e  Senega le se  Government. 

A j o i n t  e v a l u a t i o n  c o m m i t t e e  was ' e s t a b l i s h e d  which c o n s i s t e d  o f  a n  
e v a l u a t i o n  team f rom t h e  I n t e r n a t i o n a l  S c i e n c e  and Techno l o g y  I n s  t i  t u t e  
( I S T I ) ,  c o n t r a c t e d  by AID/Washington,  a n d  r e p r e s e n t a t i v e s  of  AID/Dakar,  
DANAS, and CRS. The aim of  t h i s  c o m m i t t e e  was t o  d e t e r m i n e  i f  t h e  
o b j e c t i v e s  o f  t h e  PPNS program w e r e  b e i n g  met. P r o g r e s s  i n  m e e t i n g  
o b j e c t i v e s  was t o  be determined by examining measured o r  e s t ima ted  impact of 
t h e  program on t h e  c h i l d r e n  of Senegal .  On t h e  b a s i s  of t h e  e v a l u a t i o n ,  t h e  

Th i s  ca se  s tudy  was based on t h e  r e p o r t ,  E v a l u a t i o n  of PL 480 T i t l e  XX and 
PPNS Program, S e n e g a L  by Dean Echenberg and Harr ison Stubbs ( I n t e r n a t i o n a l  
Sc ience  and Technology I n s t i t u t e ,  Inc.)  and c o n v e r s a t i o n s  wi th  Judy Gilmore 
(AID/FVA/PPE). 



committee was then t o  implement changes t h a t  were recommended t o  improve t h e  
f u n c t i o n i n g  of t h e  program. 

The committee c a r r i e d  o u t  t h e  e v a l u a t i o n  i n  t h r e e  phases. Phase I c o n s i s t e d  
of  t h e  e v a l u a t i o n  design.  Phase 11 inc luded  d a t a  c o l l e c t i o n  and a n a l y s e s .  
P h a s e  I 1 1  had  n o t  t a k e n  p l a c e  a t  t h e  t i m e  of  t h i s  w r i t i n ? ,  b u t  i t  was t o  be  
a workshop t o  d i s c u s s  t h e  e v a l u a t i o n  f i n d i n g s  and  r e ~ o m n ~ e n d a t i o n s  and t o  
d e v e l o p  a  v i a b l e  a c t i o n  p l a n  f o r  program improvement. 

11. FACTORS THAT INFLUENCED THE EVALUATION DESIGN 

O r i g i n a l l y ,  t h e  Food f o r  Peace O f f i c e  i n  Senegal  wanted an e x t e n s i v e  impact 
e v a l u a t i o n  t h a t  would  i n c l u d e  b o t h  b i o c h e m i c a  1 and c 1 i n i c a l  t e s t s .  
AID/Washington and FFP/Senegal engaged i n  a  six-month d i a l o g u e  about '  what 
s o r t  of  e v a l u a t i o n  was r e a l  l y  n e c e s s a r y .  I t  was d e c i d e d  n o t  t o  do  t h e  
b i o c h e m i c a l  a n d  c l i n i c a l  e v a l u a t i o n s ,  p r i m a r i l y  b e c a u s e  or' c o s t  and  
l o g i s t i c a l  f a c t o r s .  The two o f f i c e s  agreed  t o  do an impact e v a l u a t i o n  t h a t  
would i d e n t i f y  f a c t o r s  a s s o c i a t e d  wi th  t h e  e f f e c t i v e n e s s  of t h e  FFP program. 
The e v a l u a t i o n  team worked c o l  l a b o r a t i v e l y  w i t h  t h e  h o s t  c o u n t r y  
a d m i n i s t r a t o r s  of  t h e  program t o  d e s i g n  t h e  e v a l u a t i o n  s o  t h a t  i t  would  
p r i m a r i l y  a d d r e s s  t h e  needs of t h e s e  a d m i n i s t r a t o r s .  

I n  d e s i g n i n g  t h e  s t u d y ,  t h e  team hoped t o  a c c o m p l i s h  f o u r  o b j e c t i v e s .  
F i r s t .  i n f o r m a t i o n  was t o  b e  o b t a i n e d  w h i c h  w o u l d  i l l u m i n a t e  t h e  
e p i d e m i o l o g y  o f  u n d e r n u t r i t i o n  i n  c h i l d r e n  i n  S e n e g a l  by a s y s t e m a t i c  
e x a m i n a t i o n  o f  i t s  d i s t r i b u t i o n  and t h e  a s s o c i a t e d  f a c t o r s  t h a t  migh t  
i n f l u e n c e  i ts  p reva lence .  Second. t h e r e  would be a  comparison of f a m i l i e s  
and c h i l d r e n  p a r t i c i ~ a t i n g  i n  t h e  program and those  no t  p a r t i c i p a t i n g  a s  a  
way of eva! u a t i n g  program e f f e c t i v e n e s s .  Th i rd ,  t h e  e v a l u a t i o n  of program 
e f f e c t i v e n e s s  would a l s o  be based on an i n v e ~ t i g a t i n n  of t h e  re l a t i o n s h i p  
between a shor t - te rm i n t e r r u p t i o n  of food supplementa t ion  and t h e  s i z e  and 
g r o w t h  of  a  p o p u l a t i o n  of c h i l d r e n  p a r t i c i p a t i n g  i n  t h e  PPNS program. 
Because  of  m e t h o d o l o g i c a l  d i f f i c u l t i e s  e n c o u n t e r e d  i n  t h i s  k i n d  o f  
i n v e s t i g a t i o n ,  t h e  e v a l u a t i o n  team was no t  expec t ing  t o  f i n d  an a s s o c i a t i o n .  
N e v e r t h e l e s s ,  t h i s  p a r t  of  t h e  p r o j e c t  was a t t e m p t e d  i n  l i g h t  o f  i t s  
p o t e n t i a l  l y  s i g n i f i c a n t  f i n d i n g s  and t h e  r e i a t i v e l y  l o w  c o s t  a n d  e f f o r t  
invol .ved  i n  c o l  1 e c t i n g  and a n a l y z i n g  t h e  da ta .  L a s t l y ,  t h e  e v a l u a t i o n  would 
i n c l u d e  an examinat ion of o v e r a l l  program components such a s  t h e  t a r g e t i n g  
of s u s c e p t i b l e s ,  t u rnove r  of program p a r t i c i p a n t s ,  m d  educa t ion  of p a r e n t s .  
These components would be examined a s  a way of de te rmining  t h e  adequacy of 
t h e  program des ign  i n  meeting t h e  o b j e c t i v e s  of t h e  program. 

T h e r e  were many f a c t o r s  t h a t  c o n t r i b u t e d  t o  t h e  manner i n  which t h i s  
e v a l u a t i o n  was designed.  There were unique c i rcumstances  i n  Senega 1 which 
t h e  e v a l u a t i o n  team found c o u l d  be used t o  t h e  b e n e f i t  of t h e  e v a l u a t i o n  and 
a 1  1 i n v o l v e d  groups. The f i r s t  of t h e s e  c i rcumstances  wa? t h e  a v a i l a b i l i t y  
o f  v a r i o u s  t y p e s  o f  g r o w t h  d a t a .  I n  S e n e g a l ,  t h e  m o n t h l y  w e i g h t s  of  a 1  1 
c h i l d r e n  s e e n  i n  e a c h  c e n t e r  and  t h e , r  b i r t h d a t e s  a r e  r e g i s t e r e d  i n  
a c c o r d a n c e  w i t h  g u i d e l i n e s  i s s u e d  by t h e  MOH. In  a d d i t i o n ,  CRS/Dakar 
r e c e i v e s  monthly r e p o r t s  on t h e  s i z e  of t h e  c h i l d r e n  i n  each c e n t e r  and t h e  



amount c f  food  d i s t r i b u t e d  p e r  c h i l d .  T h i s  d a t a  i s  a  p a r t  of C.tS/Dakar's 
r o u t i n e  s u r v e i  1 l a n c e  and monitor ing system. 

Secondly,  t h e r e  was an  a c c i d e n t a l  d i s r u p t i o n  of t h e  food s u p p l y  t o  many of 
t h e  f e e d i n g  c e n t e r s  i n  e a r l y  1982. The e v a l u a t i o n  d e s i g n  team hoped t h a t  
t h i s  r u p t u r e ,  a l o n g  w i t h  a v a i l a b l e  g r o w t h  d a t a ,  m i g h t  p r o v i d e  a  
d e m o n s t r a t i o n  o f  t h e  i m p a c t  of  t h e  f o o d  s u p p l e m e n t a t i o n  component  o f  t h e  
program. 

Th i rd ly .  t h e  e v a l u a t i o n  team d i s c o v e r e d  t h a t  a  c o o p e r a t i v e  s t u d y  was being 
planned by t h e  Centers  f o r  Disease Con t ro l  (CDC) and t h e  Senegal  Bureau of 
Census  (BNR) which  wou ld  c o n s i s t  o f  a s u r v e y  o f  a random s a m p l e  o f  a1 1 
mothers i n  Sine-Saloum and i x l u d e  t h e  measurements and weights  of a l l  t h e i r  
c h i l d r e n  u n d e r  s i x  y e a r s  o f  a g e .  The e v a l u a t i o n  team was a b l e  t o  s u g g e s t  
some a d d i t i o n a l  q u e s t i o n s  f o r  t h e  s u r v e y  t o  d i f f e r e n t i a t e  p a r t i c i p a n t s  and 
n o n - p a r t i c i p a n t  f  ami 1 i e s  whi 1 e c o n t r o l  l i n g  f o r  acces s  t o  f e e d i n g  c e n t e r s .  
They were f u r t h e r  a b l e  t o  sugges t  q u e s t i o n s  which would a s s e s s  t h e  mother's 
knowledge of f a c t o r s  which might be r e l a t e d  t o  t h e i r  c h i l d r e n ' s  n u t r i t i o n a l  
s t a t u s .  Th i s  s u r v e y  would p rov ide  a  d e s c r i p t i o n  of t h e  n u t r i t i o n a l  s t a t u s  
of  a l l  t h e  c h i l d r e n  i n  t h e  r e g i o n  u s i n g  t h e  a n t h r o p o m e t r i c  m e a s u r e s  o f  
weight /age,  he igh t / age ,  arm circumference f o r  age ,  and arm circumference f o r  
h e i g h t .  

F o u r t h l y ,  t h e  e v a l u a t i o n  team i d e n t i f i e d  a compute r  a t  t h e  M i n i s t r y  o f  
F i n a n c e  (MOF) i n  S e n e g a l ,  wh ich ,  w i t h  t h e  a d d i t i o n  o f  some t e c h n i c a l  a i d ,  
c o u l d  be  u t i l i z e d  t o  a l l o w  a l l  g r o u p s  t o  p a r t i c i p a t e  i n -  t h e  i n - c o u n t r y  
a n a l y s i s  of c o l l e c t e d  da t a .  Once t h e  d a t a  was c o l l e c t e d ,  however,  t h e  team 
d e c i d e d  t o  s e n d  i t  t o  t h e  U.S. f o r  p r o c e s s i n g  b e c a u s e  o f  t h e  l a c k  o f  
s o p h i s t i c a t e d  s t a t i s t i c a l  programs f o r  t h e  MOF computer. 

L a s t l y ,  a j o i n t  approach t h a t  i n v o l v e d  a l l  key o r g a n i z a t i o n s  was p lanned  t o  
ensure  t h a t  t h e  e v a l u a t i o n  would become an  accepted  and r e l e v a n t  b a s i s  f o r  
f u t u r e  t ' a n n i n g .  I t  was p l a n n e d  t h a t  a l l  p a r t i c i p a n t s  wou ld  engage  i n  
d i s c u s s i o n s  o f  t h e  i m p o r t a n t  i s s u e s  t h r o u g h o u t  t h e  e v a l u a t i o n .  The 
e v a l u a t i o n  team hoped t h a t  t h i s  p roces s  would f a c i l i t a t e  t h e  implementat ion 
o f  a n y  i m p o r t a n t  c h a n g e s  i n  t h e  program recommended a s  a  r e s u l t  of  t h e  
e v a l u a t i o n  f ind ings .  

111. MAJOR CHARACTERISTICS OF THE DESIGN 

This  e v a l u a t i o n  c o n s i s t e d  of t h r e e  phases: Phase I ,  t h e  e v a l u a t i o n  des ign;  
Phase 11, d a t a  c o l l e c t i o n  and a n a l y s i s ;  and Phase 111, t h e  workshop. 

Phase I: E v a l u a t i o n  Design 

In May lW2,  t h e  e v a l u a t i o n  team members from ISTI a r r i v e d  i n  Senegal  and 
v i s i t e d  17 PPNS f e e d i n g  c e n t e r s .  I n  a d d i t i o n ,  t h e y  h e l d  e x t e n s i v e  
d i scuss ions  wi th  CRS/Dakar, AID, and MOH r e p r e s e n t a t i v e s  from DANAS. These 
team members d e s i g n e d  t h e  e v a l u a t i o n  based  on i n p u t  f rom t h e  t h r e e  
o r g a n i z a t i o n s .  



Phase 11: Data C o l l e c t i o n  and A n a l y s i s  

During Phase 11, d a t a  were ga thered  i n  Senegal  accord ing  t o  s p e c i f i c a t i o n s  
o f  t h e  ISTI e v a l u a t i o n  team members. These  d a t a  were s e n t  back  t o  t h e  
Western Consortium f o r  Hea l th  P r o f e s s i o n s  i n  San Franc isco  f o r  p r e p a r a t i o n  
and p r e l i m i n a r y  a n a l y s i s .  An i n t e g r a l  p a r t  of t h i s  phase of t h e  e v a l u a t i o n  
was t o  b e  t h e  f u r t h e r  a n a l y s i s  o f  t h i s  d a t a  i n  S e n e g a l .  To t h i s  e n d ,  t h e  
e v a l u a t i o n  team r e t u r n e d  t o  S e n e g a l  t o  c o n t i n u e  a n a l y s i s  and i n c o r p o r a t e  
p a r t i c i p a n t s '  sugges t ions  as t o  f u r t h e r  uses .  This  c r i t i c a l  and c o o p e r a t i v e  
approach t o  a n a l y z i n g  t h e  d a t a  he lped  t o  ensure  ti12 v a l i d i t y  and acceptance  
of  t h e  f i n d i n g s .  P h a s e  I1 a l s o  i n c l u d e d  a  f i e l d  s t u d y  t o  a d d r e s s  o t h e r  
a s p e c t s  of  t h e  program s u c h  a s  e d u c a t i o n ,  management,  s u p e r v i s i o n .  and  
t r a i n i n g  i s s u e s .  

The d a t a  c o l l e c t i o n  and a n a l y s i s  was des igned  i n  fou r  p a r t s .  P a r t  1 was a  
s t u d y  done  w i t h  CDC i n  S ine -Sa loum.  P a r t  2 was a n  a n a l y s i s  o f  t h e  d a t a  
c o l  l e c t e d  from a1 1 457 f e e d i n g  c e n t e r s .  P a r t  3  was t h e  a n a l y s i s  of  t h e  
growth d a t a  of o v e r  6,000 c h i l d r e n  from 20 randomly s e l e c t e d  c e n t e r s .  P a r t  
4 ,  t h e  f i e l d  work,  c o n s i s t e d  o f  two s e c t i o n s .  The f i r s t  s e c t i o n  of  t h e  
f i e l d w o r k  was a  s e r i e s  of i n t e r v i e w s  wi th  t h e  45 randomly-se lec ted  c e n t e r  
c h i e f s .  A n o t h e r  component  o f  t h e  f i e l d  work was a  s e c o n d  s e r i e s  of s i t e  
v i s i t s  t o  y i e l d  more e x t e n s i v e  d a t a  on s p e c i f i c  program compocents i n  16 of 
t he  45 c e n t e r s  a l r e a d y  v i s i t e d .  

Phase 111: Workshop 

This  phase cu lmina ted  with a  workshop i n  A p r i l  1985 f o r  h o s t  count ry  program 
l e a d e r s  and s t a f f  members o f  C R S  a n d  AID/Dakar t o  d e v i s e  a  p l a n  f o r  
imp1 ementat ion of recommended changes. The s p e c i f i c  goa 1 of t h e  workshop 
was t o  d i s c u s s  t h e  i s s u e s  r a i s e d  by t h e  e v a l u a t i o n  and  p r o d u c e  a d e t a i  l e d  
and v i a b l e  plan t o  implement program changes.  

IV. DATA COLLECTION 

The c o l l e c t i o n  of d a t a  and p r e l i m i n a r y  a n a l y s i s  took p l a c e  from November 
1982, u n t i l  A p r i l  1983. The d a t a  was c o l l e c t e d  from t h r e e  sources .  

The su rvey  i n  Sine-Saloum p rov ince  which provided  t h e  d a t a  f o r  P a r t  1 ,  was 
adminis te red  i n  November 1982. The s u r v e y  u t i l i z e d  a random sample of a1 l 
t h e  c h i l d r e n  o u t s i d e  LJP t h e  l a r g e  c i t i e s .  A q u e s t i o n n a i r e  was g i v e n  t o  t h e  
m o t h e r s ,  and t h e  c h i l d r e n  were  measured .  These  d a t a  were key  punched  i n  
Senega  1 and  t h e n  s e n t  t o  CDC i n  A t l a q t a .  A q u i c k  p r e l i m i n a r y  e d i t i n g  was 
done  i n  A p r i l  1 9 8 3 ,  t o  p r o v i d e  a  w o r k i n g  d a t a  b a s e  f o r  f u r t h e r  u s e  i n  
Senegal .  A f t e r  t h e  meetings h e l d  i n  Senegal  i n  May 1983, f u r t h e r  a n a l y s i s  
was suggested and f i n a l  work on t h i s  d a t a  base was accomplished i n  January  
1984 i n  San  F r a n c i s c o .  The c l i n i c a l  e x a m i n a t i o n  of a s u b - s a m p l e  o f  
c h i  l c r e n  i n  S ine -Sa loum was pe r fo rmed  by DANAS, and  t h e s e  d a t a  were  t h u s  
a v a i l a b l e  t o  be ana lyzed  i n  Senegal .  

Da ta  c o l l e c t i o n  f o r  P a r t  2 ,  a n  e x a m i n a t i o n  o f  t h e  m a s t e r  c h a r t s  a t  
CRS/Dakar, began i n  February,  1983. These d a t a  r e v e a l e d  t h e  percentages  and 



numbers of c h i l d r e n  i n  d i f f e r e n t  c a t e g o r i e s  of n u t r i t i o n a l  s t a t u s  f o r  each  
o f  400 f e e d i n g  c e n t e r s  f o r  t h e  p a s t  24 months.  I n f o r m a t i o n  a n  f o o d  
d i s t r i b u t i o n  was i n c l u d e d  t o  c h a r a c t e r i z e  e a c h  c e n t e r .  A f t e r  b e i n g  
photocopied i n  S e n e g a l ,  t h e  mas t e r  c h a r t s  were s e n t  t o  San F ranc i sco  f o r  key 
punching. 

D a t a  f o r  P a r t  3 were  t a k e n  f rom t h e  r e g i s t e r s  o f  a random s a m p l e  o f  4 5  
o p e r a t i n g  PPNS c e n t e r s .  These r e g i s t e r s  i n c l u d e d  t h e  weights  on each  c h i l d  
e a c h  month o v e r  t h e  p r e v i o u s  t h r e e  y e a r s .  A team i n  S e n e g a l  v i s i t e d  e a c h  
c e n t e r ,  o b t a i n e d  :ha g r o w t h  r e g i s t e r  and  a s k e d  t h e  c h i e f  o f  t h e  C e n t e r s  a 
s e t  o f  q u e s t i o n s .  T h e  r e g i s t e r s  a n d  t h e  q u e s t i o n n a i r e s  w e r e  t h e n  
photocopied and s e n t  t o  San Franc isco .  

Although n o t  e n v i s i o n e d  i n  t h e  o r i g i n a l  de s ign ,  t h e  e v a l u a t i o n  team d e v i s e d  
a  f o u r t h  p a r t  t o  t h e  e v a l u a t i o n .  They deve loped  a  q u e s t i o n n a i r e  t o  be used 
d u r i n g  t h e i r  v i s i t s  t o  t h e  45  c e n t e r s .  The purpose of t h e s e  i n t e r v i e w s ,  l e d  
by team members from DANAS, was t o  g i v e  c e n t e r  d i r e c t o r s  an  oppor tun i ty  t o  
p r e s e n t  t h e i r  views r e g a r d i n g  t h e  program and t o  g e t  t h e i r  suppor t  f o r  t h e  
e v a l u a t i o n  p r o c e s s .  A s  a  r e s u l t  o f  t h i s  work.  DANAS d r a f t e d  a s e p a r a t e  
r e p o r t  b a s e d  on  t h e  v i s i t s  t o  a 1  1 45  c e n t e r s .  T h i s  DANAS t eam a l s o  
performed more in-depth a n a l y s i s  of 16 of t h e  c e n t e r s .  

V. DATA ANALYSIS AND USE OF DATA MANIPULATION TOOLS 

Because t h e  computer f a c i l i t y  i n  Senegal  d i d  n o t  have  s t a t i s t i c a l  programs 
a v a i l a b l e ,  i t  was dec ided  t h a t  t h e  d a t a  would be c o l l e c t e d  acco rd ing  t o  t h e  
e v a l u a t i o n  team's s p e c i f i c a t i o n s ,  and then s e n t  t o  t h e  Western Consortium i n  
San  F r a n c i s c o  f o r  k e y  p u n c h i n g ,  e d i t i n g  and  i n i t i a l  a n a l y s i s  a t  t h e  
U n i v e r s i t y  of C a l i f o r n i a  a t  B e r k e l e y .  With t h e  h e l p  o f  ORANA, a m u l t i -  
n a t i o n a l  n u t r i t i o n a l  o r g a n i z a t i o n  i n  S e n e g a l  which  had p r o v i d e d  o t h e r  
t e c h n i c a l  a s s i s t a n c e  t o  DANAS, f u r t h e r  p roces s ing  and a n a l y s i s  was p lanned  
t o  be done  i n  S e n e g a l .  T h i s  f u r n i s h e d  t h e  S e n e g a l e s e  w i t h  t h e i r  own d a t a  
base  t o  u t i l i z e  i n  l a te r  p l a n n i n g  and s t u d i e s .  

A l l  u s e a b l e  growth d a t a  r e c e i v e d  i n  San F ranc i sco  was key punched, v e r i f i e d  
and c leaned .  These p r e l  iminary examina t ions  s e r v e d  t o  e s t a b l i s h  t h e  v a l i d i t y  
of t h e  d a t a  by s e e i n g  i f  e x p e c t e d  r e s u l t s  we re  f o u n d  ( e . g .  t h e  g r o w t h  d a t a  
were i n spec t ed  f o r  s e a s o n a l ,  as  w e l l  as  age  and sex s p e c i f i c  d i f f e r e n c e s ) .  
I n  a d d i t i o n  t o  c l e a n i n g  t h e  d a t a  a n d  e x a m i n i n g  t h e i r  v a l i d i t y ,  i n i t i a l  
a t t e m p t s  were  made t o  e v c l u a t e  program i m p a c t  on n u t r i t i o n a l  s t a t u s  a s  
de f ined  i n  t h e  p r o t o c o l .  

In  January  of 1983, t h e  e v a l u a t i o n  team a r r anged  f o r  t h e  BMDP s t a t i s t i ca l  
package t o  be s e n t  through ORANA t o  t h e  M i n i s t r y  of Finance of Sencga l .  The 
p r o v i s i o n  of t h e s e  BMDP programs was an impor tan t  f a c e t  of t h e  t r a n s f e r  of 
t e c h n o l o g y  g o a l s  i n  t h i s  e v a l u a t i o n ,  s i n c e  t h e r e  were  no  c ! p a r a b l e  
s t a t i s t i c a l  programs a v a i l a b l e  i n  Senegal  a t  t h e  time. These BMDP programs 
were prepared  by ORANA f o r  use  i n  t h e  in -count ry  e v a l u a t i o n  schedu led  f o r  
May 1983.  A t  t h a t  t i m e ,  t h e  d a t a  which  had  been  p r o c e s s e d  a n d  p u t  on 
computer t a p e s  would be f u r t h e r  ana lyzed  by a 1  1 t h e  e v a l u a t i o n  p a r t i c i p a n t s .  



P r i o r  t o  i t s  r e t u r n  t o  S e n e g a l .  t h e  ISTI  e v a l u a t i o n  team p r e s e n t e d  i t s  
p r e l i m i n a r y  r e s u l t s  t o  AID/Washington f o r  comments a n d  g u i d a n c e .  A f t e r  
a r r i v i n g  i n  S e n e g a l ,  t h i s  e v a l u a t i o n  team presented  s e l e c t e d  p r e l i m i n a r y  
r e s u l t s  t o  a 1  1 r e p r e s e n t a t i v e s  f rom A I D /  S e n e g a l .  DANAS a n d  CRS. D u r i n g  
t h i s  meeting. t h e  s e l e c t e d  r e s u l t s  were d i scussed  and c r i t i q u e d  i n  d e t a i l  by 
t h e  e n t i r e  group. Subsequent 1 y ,  t h e  p r e  1 iminary r e s u l t s  were d i scussed  i n  
s m a l l  working groups s o  t h a t  a l l  p a r t i c i p a n t s  had t h e  o p p o r t u n i t y  t o  examine 
t h e  d a t a  i n  d e t a i l  and t o  d i s c u s s  t h e  f i n d i n g s  more i n t i m a t e l y  wi th  members 
of t h e  e v a l u a t i o n  team. 

This  process  was v a l u a b l e  i n  e l i c i t i n g  i d e a s  f o r  t h e  d i r e c t i o n  of f u r t h e r  
d a t a  a n a l y s i s ,  s i n c e  t h e s e  g r o u p s  were  a b l e  t o  p o s e  q u e s t i o n s  r e f l e c t i n g  
t h e i r  own n e e d s  and  c o n c e r n s .  Most  i m p o r t a n t l y ,  r e p r e s e n t a t i v e s  f rom 
AID/Dakar, CRS, and DANAS a l l  c o n t r i b u t e d  t o  t h e  con t inu ing  a n a l y s i s  of t h e  
da ta .  This  approach f o s t e r e d  a cGmrnon understanding.  

Fu r the r  d a t a  a n a l y s i s  was then accomplished i n  Senegal  u s i n g  d a t a  f i l e s  on 
m a g n e t i c  t a p e s  t h a t  were  b r o u g h t  by t h e  e v a l u a t i o n  team. A 1  1 d a t a  f i l e s  
were  t u r n e d  o v e r  t o  t h e  D i v i s i o n  o f  N u t r i t i o n  of t h e  M i n i s t r y  o f  H e a l t h .  
DANAS. A r e p r e s e n t a t i v e  from ORANA performed s t a t i s t i ca l  a n a l y s e s  f o r  DANAS 
us ing  t h e  newly i n s t a l  l e d  BMDP s t a t i s t i c a l  programs. 

A s  a  r e s u l t  o f  t h e  on -go ing  d a t a  a n a l y s i s  i n  S e n e g a l ,  many s t a t i s t i c a l  
r e s u l t s  were  r e f i n e d  and  new i m p o r t a n t  f i n d i n g s  were  o b t a i n e d .  However ,  
because of t ime c o n s t r a i n t s  and o c c a s i o n a l  unavai  l a b i  1 i t y  of t h e  Min i s t ry  of 
F i n a n c e  compute r  s y s t e m ,  c e r t a i n  i m p o r t a n t  a n s  l y s e s  c o u l d  n o t  b e  
accomplished. A p l a n  f o r  t h e  f u r t h e r  a n a l y s i s  of t h e  d a t a  t o  be performed 
i n  t h e  U.S. wa.: c r e a t e d  by t h e  e v a l u a t i o n  team w i t h  t h e  a s s i s t a n c e  o f  t h e  
r e p r e s e n t a t i v e s  of AID/Dakar , DANAS and CRS. 

I n  a d d i t i o n  t o  t h e  a n a l y s i s  o f  t h e  d a t a  f rom P a r t s  1, 2 a n d  3, of t h e  
e v a l u a t i o n  des ign ,  d a t a  a n a l y s i s  was conducted on d a t a  ob ta ined  d u r i n g  t h e  
in-depth f i e l d  s t u d y  of 16 c e n t e r s .  T h i s  f i e l d  s tudy  was des igned  a f t e r  t h e  
d a t a  had been ga thered  and p a r t i a l l y  ana lyzed  f o r  P a r t s  1 through 3 of t h e  
e v a l u a t i o n .  For t h i s  p a r t  of t h e  e v a l u a t i o n ,  q u e s t i o n n a i r e s  were developed  
i n  Dakar by r e p r e s e n t a t i v e s  o f  CRS, DANAS and  AID. Two f i e l d  teams were  
s e n t  o u t  t o  v i s i t  c e n t e r s  i n  t h e  Northern and Southern p a r t s  of Senegal .  A s  
a r e s u l t  of  e f f o r t s  t o  i n c l u d e  r e p r e s e n t a t i v e s  from a l l  a g e n c i e s  on b o t h  
teams, t h e  t r i p s  f o s t e r e d  a great d e a l  of f r u i t f u l  c o l l a b o r a t i o n  and l a i d  
t h e  foundat ion  f o r  p b ; i t i v e  f u t u r e  i n t e r a c t i o n s .  

D u r i n g  t h e s e  f i e l d  t r i p s ,  q u e s t i o n n a i r e s  were  a d m i n i s t e r e d  t o  t h e  c e n t e r  
c h i e f s ,  t h e  heads of t h e  committees of mothers,  and s e l e c t e d  o t h e r  mothers. 
A s e p a r a t e  q u e s t i o n n a i r e  was admin i s t e r ed  t o  a l l  r e g i o n a l  medical  o f f i c e s  by 
DANAS. Some o f  t h e  q u e s t i o n s  were c o n s t r u c t e d  t o  o b t a i n  a d d i t i o n a l  
i n f o r m a t i o n  o n  i s s u e s  r a i s e d  by t h e  r e s u l t s  o f  t h e  e a r l i e r  d a t e  a n a l y s i s .  
O t h e r  q u e s t i o n s  were  i n c l u d e d  t o  meet h e r e t o f o r e  u n a d d r e r  e d  q u e s t i o n s  
r a i s e d  by CRS, DANAS o r  AID. 

F o l  l o w i n g  t h e  f i e l d  work and  t h e  d a t a  a n a l y s i s ,  a  s e r i e s  o f  m e e t i n g s  were  
h e l d  i n  Senegal  t o  c o n s o l i d a t e  t h e  f i n d i n g s  and t o  i n t e g r a t e  t h e  r e s u l t s  of 
t h e  f i e l d  work wi th  t h e  d a t a  a n a l y s i s .  A p r e l i m i n a r y  document was prepared.  



From these discussions. the evaluation team completed a summary of program 
effectiveness on which they based their recommendations to impro~e program 
'effectiveness . 

VI. COSTS 

The evalliation cost more than $200,000 over a 2-1/2 year period. 

VII. REPORTING 

The following reports were generated: 

Pre-evaluation feasibility study 

a Community Systems Foundation's initial design and analysis 

0 GOS in-field trip reports 

e Data analysis and reports 

a Final report 

VIII. EVALUATION OF THE METHOD 

A less expensive method could h 
conducted haa several strong points. 

e been used but this evaluation as 
Among the advantages of this design 

are : 

a It resulted in the most complete nutrition impact evaluation yet 
conducted by FFP. 

a It allowed for a comparison of participants and non-participants 
in the program and of families from participating villages and 
non-participating villages. 

a The evaluation was conducted in an iterative process of design, 
data collection and analysis, and redesign which allowed for the 
participation of all key actors in an ongoing learning process. 
The pre-evaluation feasibility study dealt with the issues of what 
components had to be in place to do the evaluation, identified 
issues of data reliability and validity and in general contributed 
to the quality of the evaluation design. 

a The evaluation 'design emphasized the comparison of program 
cmponents to the specific impacts on the recipient population, 
although this was more difficult to achieve in actual 
implementation. 

0 . The evaluation plan included arrangements for a final workshop 



t h a t  w i l l  h e l p  c o n t r i b u t e  t o  meeting t h e  g o a l  of r edes ign ing  t h e  
p r o j e c t  t o  enhance i ts  e f f e c t i v e n e s s .  

The l i m i t a t i o n s  of t h i s  des ign  a r e :  

The o r i g i n a l  p l a n  was t o  b u i l d  c a p a c i t y  i n  t h e  GOS t o  do  d a t a  
a n a l y s i s .  T r a i n i n g  i n  d a t a  a n a l y s i s  was b u i l t  i n t o  t h e  des ign  and 
d i d  t a k e  p l ace .  The a n a l y s i s  was based on what t h e  GOS c o u l d  do. 
However, t h e r e  were c o n s t r a i n t s  t o  t h e  c a p a c i t y  b u i l d i n g  and t h e  
da t a .  a f t e r  be ing  c l e a n e d  up by CRS i n  Nai robi .  were brought back 
t o  t h e  U.S. f o r  f i n a l  a n a l y s i s .  

This  approach t a k e s  a tremendous d a t a  a n a l y s i s  e f f o r t .  O r i g i n a l l y  
scheduled  f o r  one yea r  w i th  a budget of $100.000, t h i s  e v a l u a t i o n  
took o v e r  two y e a r s  wi th  a  c o s t  of o v e r  $200,000. 

0 T h i s  a p p r o a c h  h a s  s o p h i s t i c a t e d  d a t a  r e q u i r e m e n t s  and n e e d s  a  
h i g h l y  s k i 1  l e d  ep idemio log i s t .  

The involvement  of m u l t i p l e  o r g a n i z a t i o n s  and t h e  complexi ty  of 
t h e  des ign  made i t  impor tan t  f o r  t h e  o r g a n i z a t i o n s  and i n d i v i d u a l s  
i n v o l v e d  i n  t h e  e v a l u a t i o n  t o  come t o  a common a g r e e m e n t  on  t h e  
purpose and methods of t h e  e v a l u a t i o n .  

IX. KEY LESSONS LEARNED 

I n  p l ann ing  an e v a l u a t i o n ,  t h e  p o s s f b i l i t y  of t a k i n g  advantage  of 
o t h e r  s t u d i e s  t h a t  a re  g o i n g  on i n  t h e  c o u n t r y  s h o u l d  be 
i n v e s t i g a t e d .  Data c o l  1 e c t e d  and ana lyzed  i n  o t h e r  s t u d i e s  can 
sometimes be p r o d u c t i v e l y  incorpora ted  i n t o  a n  e v a l u a t i o n  s t u d y .  

I t  is v e r y  impor tan t  t o  l i n k  t h e  impact p o r t i o n  of t h e  e v a l u a t i o n  
wi th  t h e  e v a l u a t i o n  of t h e  program i t s e l f  i n  o r d e r  t o  i d e n t i f y  t h e  
program components t h a t  have c o n t r i b u t e d  t o  t h e  impact.  

0 Use o f  a  c o l  l a b o r a t  i v e  e v a l u a t i o n  p r o c e s s  i s  i m p o r t a n t ,  a s  i t  
a l l o w s  f o r  t h e  use  of e v a l u a t i o n  f i n d i n g s  by program implementors 
t o  e v a l u a t e  and  mod i fy  t h e i r  p rogram.  I n  t h i s  c a s e ,  a p l a n n e d  
workshop was e x t r e m e l y  u s e f u l  i n  a 1  l o w i n g  t h e  o r g a n i z a t i o n s  
i n v o l v e d  t o  t a k e  t h e  e v a l u a t i o n  f i n d i n g s  and i n t e g r a t e  them i n  t h e  
program redes ign .  

I n v o l v i n g  v a r i o u s ,  and  o f t e n  c o n f l i c t i n g ,  a c t o r s  i n  a  common 
e v a l u a t i o n  t a s k  a1  lows  f o r  a  dynamic e x c h a n g e  of  v i e w s  wt i c h  
r e q u i r e s  s k i l l f u l  management and f a c i l i t a t i o n .  



LOOKING FOR BENEFITS: BENEFIT-COST ANALYSIS OF FIVE MICROENTERPRISES 

I.  BACKGROUND 

The f i v e  p r o j e c t s  under  examina t ion  i n  t h i s  c a se  s t u d y  were des igned  t o  
a s s i s t  p roducers  a t  t h e  lower end of t h e  s m a l l - s c a l e  e n t e r p r i s e  s e c t o r .  
Variously described a s  micro or  informal en te rpr i ses ,  they provide some form 
of employment f o r  a s i z eab l e  f r ac t i on  of the  non-farm labor  force.  Because 
of t h e i r  l a r g e  numbers, r e l a t i v e l y  modest incomes and the f a c t  t h a t  they a r e  
f a r  removed from t h e  normal pathways of a c c e s s  t o  scaqce  deve lopmen ta l  
resources. producers i n  t h i s  s ec to r  a r e  a t t r a c t i v e  t a rge t s  f o r  an equity- 
or iented a i d  s t ra tegy-- i f  they can be reached. 

Microenterprises a r e  ubiquitous, found i n  towns and v i l l a g e s  and operate in  
t h e  a r e a s  of s e r v i c e s ,  t r a n s p o r t a t i o n ,  manufacture  and d i s t r i b u t i o n .  
U t i l i z i n g  simple a r t i s a n  technology and f requent ly  operating i n  make-shift 
q u a r t e r s ,  t h e s e  e n t e r p r i s e s  a r e  one-to-f  i v e  person u n i t s  which p r o v i d e  a  
wide a r r a y  of goods and s e r v i c e s  t o  t h e  b u l k  of t h e  n a t i o n ' s  households .  
Because these producers seldom have access t o  ex te rna l ly -suppl ied  inputs of 
t h e  p roduc t i on  process - - loan  f i n a n c e ,  imported c a p i t a l  and i n t e r m e d i a t e  
inputs ,  knowledge of improved techniques and managerial procedures--it  would 
seem t o  fo l l ow  t h a t  cor rec t ing  these  def ic ienc ies  would lead t o  an expansion 
of income and output,  

A range  of e n t e r p r i s e s . r e c e i v e d  a s s i s t a n c e  through t h e  p r o j e c t s  i n  t h i s  
study. They were located i n  Upper Vol t a ,  Honduras, the Dominican Republic, 
Brazi l  and Peru. The average number of employees, including t h e  owner, i n  
t h e  e n t e r p r i s e s  was between t h r e e  and f o u r ;  ha1 f  of t h e  u n i t s  were one or  
two-person un i t s .  Of . the  employees, about 80 percent received a  wage, with 
apprentices and fami l y  labor cons t i t u t i ng  the balance. Bo th  a s  employees 
and owners, women made up about  o n e - f i f t h  of t h e  p o p u l a t i o n .  Average 
investment ranged from l e s s  than $200 t o  over $7,000. 

There  was g r e a t e r  commonality wi th  r e s p e c t  t o  t h e  age of t h e  e n t r e p r e n e u r  
and t h e  l e v e l  of monthly  ea rn ings .  These u n i t s  were no t  e s t a b l i s h e d  by 
young men a s  a form of marg ina l  employment w h i l e  t h e y  s ea r ched  f o r  h ighe r  
paying jobs  i n  t h e  fo rmal  s e c t o r .  Ra ther  t hey  were permanent e n t e r p r i s e s  
t h a t  y ie lded a  subs t an t i a l  income t o  t h e i r  owners. 

In terms of i n d u s t r i a l  organization,  most microenterprises e n t a i l e d  l i t t l e  
s p e c i a l i z a t i o n  of l a b o r  o r  management o r g a n i z a t i o n  and were based on 
ex i s t i ng  technical  knowledge, ex i s t i ng  labor s k i l l s  and use of ex i s t i ng  raw 

Th i s  ca se  s t u d y  was e x t r a c t e d  from t h e  r e p o r t ,  search in^ f o r  Benef i t s L  by 
P e t e r  K i l b y  and David D'Zmura (Wesleyan U n i v e r s i t y ) ,  May, 1984, and from 
conversations with Judy Gilmore (AID/FVA/PPE). 



m a t e r i a l s  and s u p p l i e s .  Product ion r i s k s  were few. b a r r i e r s  t o  e n t r y  were 
low and  c o m p e t i t i o n  c o u l d  b e  q u i t e  i n t e n s e  as d e p a r t i n g  a p p r e n t i c e s  a n d  
e m p l o y e e s  s e t  up t h e i r  own u n i t s  i n  t h e  same i n d u s t r y .  These  t r a d i t i o n a l  
m i c r o e n t e r p r i s e  a c t i v i t i e s  c o u l d  b e  c o n t r a s t e d  w i t h  q o n - t r a d i t i o n a l  
("modern")  sma l  1 - s c a l e  i n d u s t r i e s  which were t y p i c a l  l y  c h a r a c t e r i z e d  by a 
g r e a t e r  d e g r e e  o f  t e c h n o l o g i c a l  s p e c i a l i z a t i o n ,  a  f  orma 1 management 
o r g a n i z a t i o n  and a  l a r g e r  s c a l e  of inves tment  and employment ( u s u a l  l y  t e n  o r  
more employees).  For t h e s e  n o n - t r a d i t i o n a l  e n t e r p r i s e s  t h e  knowledge, s k i l l  
a n d  i n p u t s  d i d  q g  a l r e a d y  e x i s t  i n  t h e  n e e d e d  fo rm;  a n d ,  t h e r e f o r e .  t h e  
r i s k s  of f a i l u r e  were high. Because t h e r e  were b a r r i e r s  t o  e n t r y  both wi th  
r e s p e c t  t o  c a p i t a l  and  knowledge ,  t h e  number of  p r o d u c e r s  were  f e w e r  a n d  
i n t r a - i n d u s t r y  compet i t ion  was l i g h t .  

The economic r o l e s  p l ayed  by t h e s e  two s u b s e c t o r s  were q u i t e  d i s t i n c t .  For 
a long  time t o  come, t h e  t r a d i t i o n a l  s u b s e c t o r  w i l l  p rov ide  more employment 
and income than  t h e  n o n - t r a d i t i o n a l  subsec to r .  Moreover, a  l a r g e r  s h a r e  of 
t h e  t r a d i t i o n a l  s e c t o r ' s  ( i n c l u d i n g  f a r m e r ' s )  o u t p u t  w i  11 be  f u l f i l  l i n g  
" b a s i c  needs;" t h a t  i s  p r o v i d i n g  low-income consumer and producer goods f o r  
which  t h e r e  a r e  no s u b s t i t u t e s  s a v e  a t  f a r  h i g h e r  p r i c e s .  Fo r  i t s  p a r t ,  
non - t r ad i  t i o n a l  e n t e r p r i s e  from its small base  w i  11 prov ide  a  much wider  
r a n g e  o f  g o o d s  a n d  w i l l  e n j o y  a f a s t e r  g r o w t h  ra te .  I t  w i  11 a l s o  be  t h i s  
s u b s e c t o r  t h a t  u l t i m a t e l y  f u r n i s h e s  t h e  l a r g e s t  s i n g l e  source of ind igenous  
e n t r e p r e n e u r s  f o r  l a r g e - s c a l e  i n d u s t r y ,  a l b e i t  t h e  number of modern sma 1 1  
f i r m s  t h a t  grow up  and  o u t  of t h e  s m a l l - s c a l e  s e c t o r  w i l l  c o n s t i t u t e  a  
minute percentage  of t h e  t o t a l  popu la t ion  of such f i rms .  

A c e n t r a l  c h a r a c t e r i s t i c  of t h e  mic roen  t e r p r i s e  e s t ab l i shmen t ,  e x c l u d i n g  
o n l y  those  i n  v e r y  l a r g e  c i t i e s ,  was t h e  f a c t  t h a t  t h e  u n i t  r ep re sen ted  o n l y  
one of s e v e r a l  commercial a c t i v i t i e s  be ing  pursued by t h e  f a m i l y  household.  
The " f a m i l y  f i r m "  m i g h t  b e  engaged  i n  f a rm c u l t i v a t i o n ,  t r a d i n g  and  an 
a r t i s a n  c r a f t .  Labor  and  c a p i t a l  were s h i f t e d  among t h e  a c t i v i t i e s  a s  
fami l y  c i rcumstances  and comparat ive prof i t a b i  1 i t y  a 1  t e r e d  o v e r  time. 

The f a c t  t h a t  c a p i t a l  and l a b o r  can be t r a n s f e r r e d  between t h e  d i v e r s i f i e d  
a c t i v i t i e s  o f  t h e  f a m i l y  f i r m  e x p l a i n s  t h e  s u r v i v a b i l j t y  o f  t h e  
mic roen te rp r i s e .  Lending p r o j e c t s  s e r v i n g  t h e  t r a d i t i o n a l  ; d c r o e n t e r p r i s e  
s e c t o r  e n j o y e d  a h i g h  l e v e l  of  b e n e f i t s  r e l a t i v e  t o  p r o j e c t s  s e r v i n g  t h e  
"modern" s u b s e c t o r ,  a  ma jo r  r e a s o n  why a c o m p a r a t i v e l y  smal l  p o r t i o n  of 
f i r m s  f a i l e d .  A t  t h e  same t i m e ,  t h i s  t r a n s f e r a b i l i t y  was t h e  s o u r c e  of 
c o n s i d e r a b l e  f r u s t r a t i o n  t o  t hose  who would a i d  t h e  s e c t o r .  In  c o n t r a s t  t o  
l e n d i n g  t o  n o n - t r a d i t i o n a l  s m a l l  i n d u s t r y  i n  which t h e  f i n a n c i a l  f l o w  is 
s p e c i f i c  t o  t h e  e n t e r p r i s e  a n d  i t s  d i s p o s i t i o n  i s  f u l l y  t r a c e a b l e ,  
m i c r o e n t e r p r i s e  boundar ies  d i s t i n g u i s h i n g  be tween  o t h e r  f ami  1 y a c t i v i t i e s  
were  u n d e f i n e d .  I n  a d d i t i o n ,  t h e  a b s e n c e  o f  w r i t t e n  r e c o r d s  p r o v i d e d  a  
smoke-screen a s  t o  t h e  a c t u a l  use of t h e  funds t h a t  o n l y  t h e  most e n e r g e t i c  
c r e d i t o r  c o u l d  p e n e t r a t e .  

The p r o b l e m s  o f  c a r r y i n g  o u t  25 p g t  e v a l u a t i o n  o f  a i d  p rog rams  t o  
m i c r o e n t e r p r i s e s  a r e  no l e s s  daunt ing.  Often d a t a  regard ing  b e n e f i t s  t o  t h e  
f a m i l y  and economy o u t s i d e  of d i r e c t  income t o  t h e  e n t e r p r i s e s  i s  n o t  even 
c o l l e c t e d .  Th i s  l a c k  of recorded informat ion  and vague ly  de f ined  boundaries  
make d a t a  c o l l e c t i o n  and a n a l y s i s  ex t remely  d i f f i c u l t .  



11. ROLE OF THIS EVALUATION I N  THE PROJECTS AND SELECTION OF THE METHOD 

The purpose of t h i s  e x e r c i s e  was t o  a p p l y  economic a n a l y s i s  t o  a sample of 
we1 1-documented e v a l u a t i o n  s t u d i e s  of PVO p r o j e c t s  i n  o r d e r  t o  draw whatever  
b r o a d  l e s s o n s  a  c o m p a r a t i v e  p e r s p e c t i v e  migh t  r e v e a l .  The h e a r t  of  t h e  
v e n t u r e  was t h e  c o n s t r u c t i o n  of b e n e f i t  e s t i m a t e s  f o r  each of f i v e  p r o j e c t s  
men t ioned  a b o v e .  F o r  p u r p o s e s  o f  t h e  c o m p a r a t i v e  a n a l y s i s ,  one  o f  t h e  
p r o j e c t s  chosen was no t  a  PVO under tak ing ,  bu t  was a  p r o j e c t  implemented i n  
a  more t y p i c a l  f a sh ion  by t h e  government-owned I n d u s t r i a l  Bank of Peru. 

For  a 1  1 t h o s e  c o n n e c t s d  t o  d e v e l o p m e n t  p r o j e c t s ,  bene f  i t - c o s t  a n a l y s i s  
r a i s e s  extreme anx ie ty .  There a r e  many reasons  why t h i s  is so. Even under 
i d e a l  c i rcumstances ,  e s t i m a t i n g  b e n e f i t s  i s  n e c e s s a r i  l y  a r b i t r a r y .  Whi 1 e  
those  who execute  p r o j e c t s  are n e a r l y  a lways  o v e r - o p t i m i s t i c  about  t h e  good 
they  do,  o u t s i d e  e v a l u a t o r s  working under s e v e r e  t ime and d a t a  l i m i t a t i o n s  
u s u a l l y  o m i t  c e r t a i n  c l a s s e s  o f  b e n e f i t s  t h a t  a r e  i n d i r e c t  and  h a r d  t o  
document .  I n  t n e  p r e s e n t  c a s e ,  n o t  o n l y  a r e  we r e l y i n g  on  s u c h  o u t s i d e  
e v a l u a t i o n s ,  but  we a r e  a p p l y i n g  a p ionee r ing  methodology which con ta ins  i t s  
own p o t e n t i a l  f o r  e r r o r .  Yet t h e  c a l c u l a t i o n  o f  a b e n e f i t - c o s t  r a t i o  
c r e a t e s  t h e  i 1 l u s i o n  of s c i e n t i f  i c a l  l y  b o i l  i n g  down a 1  1 t h e  imponderables-- 
economic b e n e f i t s  w i th  long  g e s t a t i o n  pe r iods ,  e x t e r n a l  s p i l l o v e r s  (such as 
b e n e f i t s  t o  t h e  c o n s u m e r )  a t  a  s e c o n d  a n d  t h i r d  r e m o v e ,  e q u i t y  
c o n s i d e r a t i o n s ,  t h e  human process  of p a r t i c i p a t i o n ,  t h e  c r e a t i o n  of a  s ense  
of  a c h i e v e m e n t  and  i t s  a t t e n d a n t  s p u r  t o  s o c i a l  c o h e s i o n - - i n t o  a s i n g l e  
p o n d e r a b l e  "bo t tom-1  i n e "  f i g u r e .  Whether  t h i s  f i g u r e  i s  g r e a t e r  o r  l e s s  
than  one ( i . e . ,  d i scounted  b e n e f i t s  g r e a t e r  o r  l e s s  t han  d iscounted  c o s t s )  
can  l e a d  t o  t h e  e x p a n s i o n  o r  t e r m i n a t i o n  of a  c l a s s  o f  p r o j e c t s  and c a n  
r a i s e  o r  l o w e r  t h e  c u r r e n t  s t a t u s  a n d  f u t u r e  economic  p r o s p e c t s  of t h e  
e x e c u t i n g  PVO. So ,  a1 though  r e s p o n s i b l e  a s s e s s m e n t  must go  f o r w a r d ,  t h e  
a n x i e t y  i s  n o t  misplaced.  

Acknowledging t h e  extreme d e l i c a c y  of t h i s  type  of e v a l u a t i o n  is n o t  meant 
t o  imply t h a t  ex post b e n e f i t  a n a l y s i s  is our  most powerful a n a l y t i c  t o o l  
f o r  unders tanding  what works and what does n o t  i n  t h e  f i e l d  of development 
a i d .  T h e r e  a r e  t h o s e  o f  t h e  " s o c i a l  empowerment" s c h o o l  who a r g u e  t h a t  
b e n e f i t  measurement  o m i t s  e x t r e m e l y  i m p o r t a n t  s o c i a l  g a i n s  t h a t  a r e  
i n h e r e n t l y  u n m e a s u r e a b l e ,  e.g. p a r t i c i p a t i o n  l e a d s  t o  improvement  i n  t h e  
q u a l i t y  of poor peoples '  l i v e s .  Proponents of t h i s  view are seldom a b l e  t o  
e s t a b l i s h  unambiguously t h a t  t h e  q u a l i t y  of l i f e  has  improved independent of 
changes i n  income. One s e e s  i n  t h e s e  f i v e  c a s e s  and e l sewhere  t h a t  s o c i a l  
m o b i l i z a t i o n  can be s u s t a i n e d  as long  a s  i t  f a c i l i t a t e s  economic g a i n ;  where 
t h e  new s o c i a l  a c t i v i t i e s  do n o t  y i e l d  m a t e r i a l  a d v a n t a g e ,  t h e y  s o o n  
d i s s i p a t e .  While i n  some cases economica l ly  s u c c e s s f u l  p r o j e c t s  may have  
s o c i a l l y  d i s r u p t i v e  s p i l l o v e r s  which moderate t h e  n e t  b e n e f i t ,  t h e  r e v e r s e  
is  n o t  t r u e .  F a i l i n g  p r o j e c t s  p r o v i d e  n e i t h e r  t h e  i n c e n t i v e  n o r  s e l f -  
conf idence  t o  undertake new forms of s o c i a l  coopera t ion .  They are s imp ly  
one more f a i l u r s .  L a s t l y ,  wi th  r e s p e c t  t o  t h e  p r e s e n t  c a s e ,  s i n c e  i d e n t i c a l  
measuring techniques  are a p p l i e d  a c r o s s  a1 1 p r o j e c t s  t h e  v a l i d i t y  of t h e  
i n f e r e n c e s  drawn can o n l y  b e  o v e r t u r n e d  i f  t h e  s o c i a l  e f f e c t s  a r e  b o t h  
s t r o n g  and i n  o p p o s i t e  d i r e c t i o n s  between c o u n t r i e s .  



111. MAJOR CHARACTERISTICS OF THE METHODOLOGY 

One of t h e  major c h a r a c t e r i s t i c s  of t h i s  e v a l c a t i o n  methodology is t h a t  i t  
r e q u i r e s  a  h i g h l y - t r a i n e d  economist t o  c a r r y  o u t  t h e  a n a l y s i s .  Without t h e  
a v a i l a b i l i t y  of s u c h  a r e s o u r c e .  t h e  me thodo logy  i s  v e r y  d i f f i c u l t  t o  
imp1 emen t . 

I n  one way o r  ano the r  t h e  u s e f u l n e s s  of any development p r o j e c t  comes down 
t o  a judgment  a b o u t  t h e  b e n e f i t s  c r e a t e d  r e l a t i v e  t o  t h e i r  c o s t .  The 
economic c o s t s  of a  p r o j e c t  c o n s i s t  p r i m a r i l y  of out-of-pocket  expend i tu re s  
and a r e  u s u a l  l y  e a s i  1 y  recognized. Economic b e n e f i t s  are more d i f f i c u l t  t o  
d i s c e r n ,  b o t h  b e c a u s e  some o f  them a r e  i n d i r e c t  and  b e c a u s e  t h e y  must  b e  
pruned of o p p o r t u n i t y  c o s t s  ( p r o b a b l e  income from t h e  next -bes t  employment 
a 1  t e r n a t i v e )  t o  a r r i v e  a t  a n e t  f i g u r e .  Economic b e n e f i t s  measured  most  
g e n e r a l  l y  are a1 1 n e t  a d d i t i o n s  t o  t h e  n a t i o n a l  income. 

I n t e r m e d i a t e  i n d i c e s  o f  p r o j e c t  s u c c e s s - - s o m e t i m e s  g i v e n  p rominence  i n  
impact evaua t ions - - inc lude  new employment, new f i rms ,  c r e a t i o n  of a d d i t i o n a l  
p r o d u c t i v e  c a p a c i t y  and  expanded i n d u s t r y  sales.  I n  a 1  1 c a s e s ,  i t  i s  t h e  
a d d i t i o n a l  income a s s o c i a t e d  wi th  t h e  in t e rmed ia t e  index which is t h e  t r u e  
b e n e f i t ,  e.g., employment wi thout  income is of l i t t l e  u t i l i t y ,  l a r g e r  f i r m s  
o r  more inves tment  a r e  o n l y  d e s i r a b l e  as  they  gene ra t e  more income. 

In  t h e  a i d  programs be ing  cons idered .  l o a n  funds and t e c h n i c a l  a s s i s t a n c e  
were  p r o v i d e d  t o  p r o d u c e r s  t o  e n a b l e  them t o  i n c r e a s e  t h e i r  g r o s s  o u t p u t .  
The e f f e c t  on  n a t i o n a l  income o f  t h i s  i n c r e a s e  i n  t h e i r  s a l e s  o r  g r o s s  
ou tpu t  depends upon .the oppor tun i ty  c o s t  of h i r e d  f a c t o r s  (main ly  l a b o r  and 
i m p o r t e d  i n p u t s )  and  upon t h e  d e g r e e  o f  u n u t i l i z e d  c a p a c i t y  i n  t h e  f i r m s  
which s u p p l y  them and i n  t h e  f i r m s  c a t e r i n g  t o  consumer demand d e r i v i n g  from 
t h e  income gene ra t ed  by t h e  p r o j e c t .  

The economist 's  d e f i n i t i o n  of p r o j e c t  succes s ,  t h a t  is. where t h e  increment 
i n  income e x c e e d s  t h e  r e s o u r c e s  expended  t o  a c h i e v e  i t ,  c a n  be c o n t r a s t e d  
wi th  two more f a m i l i a r  n o t i o n s  of p r o j e c t  success .  The f i r s t  is commercial 
succes s  o r  s u s t a i n a b i  l i t y :  a p r o j e c t  is  s u c c e s s f u l  i f  i n t e r e s t  income from 
l o a n s  and cha rges  f o r  t e c h n i c a l  a s s i s t a n c e  f u l l y  cove r s  t h e  c o s t  of funds 
a n d  a d m i n i s t r a t i o n .  The s e c o n d  n o t i o n  . l o c a t e s  success i n  t h e  p r o d u c e r s  
be ing  a s s i s t e d :  i f  ou tpu t ,  employment and p r o f i t s  i n  t h e  c l i e n t  f i r m s  show 
s u b s t a n t i a l  advancement r e l a t i v e  t o  t h e  s i z e  of t h e  e f f o r t ,  t h e  p r o j e c t  is 
a j u d g e d  t o  h a v e  p a s s e d  m u s t e r .  The f i r s t  n o t i o n  o f  s u s t a i n a b i l i t y  i s  of 
g r e a t  i m p o r t a n c e - - p e r h a p s  e v e n  a ginp quq gag--for m a i n t a i n i n g  
a d m i n i s t r a t i v e  d i s c i p l i n e  and i n s u r i n g  i n s t i t u t i o n a l  s u r v i v a l .  The second 
n o t i o n  f o c u s e s  on t h e  r i g h t  v a r i a b l e s ,  b u t  i t  d o e s  n o t  g o  f a r  enough w i t h  
r e s p e c t  t o  i n d i r e c t  b e n e f i t s  a n d  s u b t r a c t i n g  o u t p u t  t h a t  m i g h t  h a v e  been  
l o s t  e lsewhere.  Success  a s  measured by s u s t a i n a b i l i t y  o r  ou tpu t  response i n  
c l i e n t  f i r m s  may o r  may no t  co inc ide  wi th  economic success .  E q u a l l y ,  non- 
s u s t a i n a b 4  l i t y  o r  l ow d i r e c t  o u t p u t  r e s p o n s e  d o e s  n o t  n e c e s s a r i l y  i m p l y  
economic f a i l u r e .  

I t  can now be s t a t e d  c o n c r e t e l y  how b e n e f i t s  were measured. Def in ing  v a l u e -  
added i n  any f i r m  t o  be g r o s s  ou tpu t  less  purchased i n p u t s  from o t h e r  f i r m s ,  
i t  can be seen t h a t  t h e  value-added w i t h i n  t h e  i n d i v i d u a l  f i rm  was equal  t o  



wages, r e n t ,  i n t e r e s t  and prof it. Thus, value-added was equa l  t o  t h e  income 
of t h e  f o u r  f a c t o r s  of product ion.  The i n c r e a s e  i n  value-added as a  r e s u l t  
o f  t h e  p r o j e c t  wou ld  o v e r s t a t e  t h e  b e n e f i t  i f  t h e  new e m p l o y e e s  l e f t  a  
p r e v i o u s  j o b  and  were  n o t  r e p l a c e d  o r  were r e p l a c e d  by l e s s  p r o d u c t i v e  
w o r k e r s .  An a p p r o p r i a t e  s u b t r a c t i o n  was r e q u i r e d  f o r  t h e  l o s t  o u t p u t  
( "oppor tuni ty  c o s t  of l a b o r " ) .  

Beyond d i r e c t  va lue-added ,  t h e r e  were two i n d i r e c t  b e n e f i t s  i n  t h e  form of 
v a l u e a d d e d  g e n e r a t e d  i n  f i r m s  o u t s i d e  t h e  p r c  j e c t .  F i r s t ,  t h e  p u r c h a s e d  
i n p u t  component  of  s a l e s  o f  c l i e n t  f i r m s  was s b e n e f i t  t o  t h e  e x t e n t  t h a t  
t h e s e  m a t e r i a l s  were p roduced  w i t h i n  t h e  c o u n t r y  and t h a t  t h e y  were  new 
product ion  r a t h e r  than  s a l e s  d i v e r t e d  from o t h e r  customers.  This  i s  termed 
backward  l i n k a g e .  S e c o n d ,  a  p o r t i o n  o f  t h e  d i r e c t  f a c t o r  income w i l l  be 
s p e n t  on consumer goods and s e r v i c e s ,  t h e  producers  of which had u n u t i l i z e d  
capac i ty .  Th i s  was termed f i n a l  demand l inkage .  

A s i m p l e  example might be h e l p f u l  t o  i l l u s t r a t e  t h e s e  t h r e e  major e l emen t s  
of t h e  aggrega te  b e n e f i t .  Consider a  s i n g l e  c l i e n t  f i r m ,  i e . ,  a c a r p e n t r y  
shop. Before t h e  l o a n ,  monthly s a l e s  of t h i s  three-man f i r m  were $150, of 
which $60 went t o  purchased i n p u t s  ( lumber ,  n a i l s ,  g l u e ,  e t c . ) ,  $25 went as 
wages t o  a  journeyman,  w i t h  a r e s i d u a l  $65 " p r o f i t " .  The l a t t e r  i s  
appor t ioned  as f o l l o w s :  (a) an unknown amount in-kind t o  an a p p r e n t i c e ,  ( b )  
an  i m p l i c i t  wage t o  t h e  e n t r e p r e n e u r ,  and  ( c )  a r e t u r n  t o  h i s  c a p i t a l  and  
r i s k - t a k i n g .  A s  a r e s u l t  of t h e  new o r d e r s  f inanced  by t h e  loan ,  s a l e s  r i s e  
t o  $250 and a new a p p r e n t i c e  is taken  on. Of t h e  incrementa l  sales of $100, 
purchased i n p u t s  absorb  . $40. 

B e n e f i t s  a r e  a s  f  a 1  lows. Incremental  wages=O; incrementa l  prof i t s = $ 6 0 ;  new 
employment=one a p p r e n t i c e ;  t o t a l  d i r e c t  v a l u e  -added=$60. With r e s p e c t  t o  
t h e  backward l i n k a g e  t o  f i r m s  o u t s i d e  t h e  p r o j e c t  t h a t  r e s u l t s  from t h e  $40 
of new raw m a t e r i a l  purchases ,  we assume t h a t  40% r e p r e s e n t s  t h e  o p p o r t u n i t y  
c o s t  of l a b o r  and f o r e i g n  exchange con ten t .  Thus t h e  n e t  backward l i n k a g e  
is 60% of $40=$24. Regarding t h e  f i n a l  demand l i n k a g e  t o  f i r m s  o u t s i d e  t h e  
p r o j e c t ,  w e  assume t h a t  t h e  a d d i t i o n a l  p r o f i t  income w i l l  be s p e n t  and t h a t  
one- th i rd  of i t  w i l l  go t o  domestic producers  of consumer goods and s e r v i c e s  
who have excess  c a p a c i t y .  I f  we a l l o w  a 40% oppor tun i ty  c o s t  a s  be fo re ,  t h e  
n e t  f i n a l  demand l i n k a g e  is 20% o f  $60=$12.  The a g g r e g a t e  o f  d i r e c t  and  
i n d i r e c t  b e n e f i t s  now comes t o  $60 + $24 + $12 = $96. 

A more p r e c i s e  means of  e s t i m a t i n g  b e n e f i t s  i s  by  an  e x p a n s i o n  method of  
c a l c u l a t i n g  d i r e c t  a n d  i n d i r e c t  v a  lue-added ,  p rog res s ing  from c l i e n t  new 
sales through succes s . i ve  rounds of e f f e c t s  on o u t s i d e  producers .  The $100 
of new s a l e s  f i n a n c e d  by t h e  l o a n  i n  Round 1 g i v e s  r i s e  t o  v a l u e - a d d e d  i n  
t h e  c l i e n t  f i rm  of  $60 and then  i n  subsequent  rounds another  $56.24 s a l e s  of 
which $33.75 i s  value-added. Although t h e  expansion p i cks  up h igher -order  
income e f f e c t s  ( i . e . ,  t h e  i n d i r e c t  income c r e a t e d  by b o t h  t h e  backward 
l i n k a g e  and  t h e  f i n a l  demand l i n k a g e  g i v i n g  r i s e  t o  y e t  f u r t h e r  i n r m e  
e f f e c t s ) ,  t h e  p r e v i o u s  t r u n c a t e d  method y i e l d e d  a h i g h e r  f i g u r e .  The 
e x p l a n a t i o n  is  t h a t  i n  t h e  e x p a n s i o n  t h e r e  i s  a  40% o p p o r t u q i t y  c o s t  
deducted from the  backward l i nkage  a t  eve ry  s t a g e .  



W h i l e  t h e r e  were  o t h e r  b e n e f i t  components  m e a s u r e d - - t r a i n i n g ,  p r i c e  
r e d u c t i o n ,  d i v e r s i o n  b e n e f i t s ,  weighted wages f o r  t h e  v e r y  poor--normally it 
was t h e  i n c r e a s e  i n  sa les  t h a t  was c e n t r a l  i n  d e t e r m i n i n g  t h e  l e v e l  or' 
a g g r e g a t e  b e n e f i t s .  G i v e n  t h e  s i z e  of t h e  o p p o r t u n i t y  c o s t s  we a s sumed ,  
o n l y  i n  r a r e  c a s e s  d i d  t h e  s u m  of d i r e c t  and i n d i r e c t  value-added exceed t h e  
increment  i n  s a l e s .  

Thus ,  t h e  s a l e s  r e s p o n s e  of  t h e  c l i e n t  was t h e  k e y  e l e m e n t  i n  e s t i m a t i n g  
p r o j e c t  b e n e f i t s .  This  n a t u r a l l y  l e a d  t o  t h e  q u e s t i o n  of c a u s a l i t y .  Is i t  - 
l e g i t i m a t e  t o  a t t r i b u t e  a n  observed  i n c r e a s e  i n  sales o v e r  a two- o r  t h r e e -  - 
y e a r  p e r i o d  s o l e l y  t o  t h e  r e c e i p t  of a l oan?  Taking t h e  p o l a r  c a s e ,  c o u l d  
i t  n o t  b e  t h a t  t h e  same i n c r e a s e  i n  s a l e s  wou ld  h a v e  o c c u r r e d  w i t h o u t  t h e  
l o a n ?  Some e v e n t  o r  c o m b i n a t i o n  o f  e v e n t s - - a  new r o a d ,  r i s i n g  consumer  
income, a r e d u c t i o n  i n  s u p p l y  (rise i n  p r i c e )  of fo rma l  s e c t o r  goods--raises  
t h e  p r o f i t a b i l i t y  of p roduct ion ,  which induces  t h e  e n t r e p r e n e u r  t o  c u t  back 
on f a m i l y  consumption ( i n c r e a s e d  s a v i n g s )  o r  d i v e r t  c a p i t a l  from a n o t h e r  use  
i n  o r d e r  t o  f i n a n c e  t h e  expansion of ou tput .  One way t o  t e s t  t h i s  would be 
t o  u s e  a c o n t r o l  g r o u p ,  t a k i n g  t h e  d i f f e r e n t i a l  i n c r e a s e  ( o r  d e c r e a s e )  i n  
s a l e s  a s  b e i n g  a t t r i b u t a b l e  t o  t h e  l o a n .  But  d o e s  t h i s  d o  t h e  t r i c k ?  I f  
c a p i t a l  was d i v e r t e d  f rom a n o t h e r  u s e ,  t h a t  o t h e r  ( i n v i s i b l e )  income was 
l o s t  t o  t h e  c o n t r o l  g r o u p  b u t  n o t  t o  t h e  l o a n  r e c i p i e n t s .  I f  i t  was 
f i n a n c e d  by a s u d d e n  s p u r t  i n  s a v i n g s ,  t h e  c o n t r o l  g r o u p  s u f f e r e d  a 
r e d u c t i o n  i n  i t s  r e a l  economic  w e l f a r e .  E q u a l l y ,  l o a n  r e c i p i e n t s  may be 
d i v e r t i n g  a p o r t i o n  of t h e i r  l o a n  t o  non-designated u s e s ,  perhaps u s e s  w i th  
a h i g h e r  v a l u e  a d d e d  p a y - o f f ,  a1 1 of  which  g o e s  u n r e p o r t e d .  F o r  a1  1 of  - 
t h e s e  r ea sons  u s e  of a c o n v e n t i o n a l  c o n t r o l  group would underes t imate  t h e  
n e t  b e n e f i t  of l o a n  f i nance .  

The p ropor t i on  of t h e  sales i n c r e a s e  which r e s u l t e d  from t h e  r e c e i p t  of t h e  
l o a n ,  a s  we1 1 as  t h e  e x t e n t  o f  b e n e f i t s  f rom l o a n  d i v e r s i o n ,  was a m a t t e r  
t h a t  had t o  be determined by a c l o s e  r e a d i n g  of each case .  

Another thorny  i s s u e  was t h e  o p p o r t u n i t y  c o s t  of l abo r .  I t  is common wisdom 
t h a t  t h e r e  i s  s u b s t a n t i a l  unemployment  i n  b o t h  t h e  v i l  l a g e  a n d  t h e  u r b a n  
economy of h i g h - b i r t h - r a t e ,  p o o r  c o u n t r i e s :  a new j o b  i n  m i c r o e n t e r p r i s e  
reduces  o n l y  t h e  number of unemployed. I t  is t h e  wisdom of economic t h e o r y  
t h a t  human i n g e n u i t y  and c o m p e t i t i v e  l a b o r  markets  abhor  unemployment: a new 
job i n  m i c r o e n t e r p r i s e  reduces  o u t p u t  e l s ewhere  i n  t h e  in formal  s e c t o r  o r  
t h e  household economy. I n  t h e  f i r s t  c a s e  t h e  o p p o r t u n i t y  c o s t  of l a b o r  i s  
z e r o ,  i n  t h e  second it i s  somewhere n e a r  t h e  go ing  wage rate i n  t h e  i n fo rma l  
s e c t o r .  A r e v i e w  o f  e m p i r i c a l  s t u d i e s  s u p p o r t e d  two l i m i t e d  
g e n e r a l i z a t i o n s :  ( i )  d u r i n g  t h e  p e a k  a g r i c u l t u r a l  s e a s o n  t h e  o p p o r t u n i t y  
c o s t  of l a b o r  is w e l l  r e f l e c t e d  i n  t h e  r u r a l  wage r a t e ,  and ( i i )  male  heads 
of  m i c r o e n t e r p r i s e  t y p i c a l  l y  h a v e  j o b  o p p o r t u n i t i e s  e l s e w h e r e .  F o r  t h e  
r e s t ,  a l b e i t  each c a s e  w i l l  v a r y  w i th  l o c a l  c i rcumstances ,  t h e  a p p l i c a b l e  
mechanism i s  t h a t  o f  a " l a d d e r  o f  j o b  s t ep -up . "  T h i s  a p p r o a c h  h o l d s  t h a t  
t h e  job  vaca t ed  by t h e  new m i c r o e n t e r p r i s e  employee i s  t aken  o v e r  h*? someone 
p r e v i o u s l y  engaged i n  a less p r o d u c t i v e  a c t i v i t y ,  and s o  on down t h e  l a d d e r  
u n t i l  t h e  f i n a l  person i s  v a c a t i n g  a state v e r y  c l o s e  t o  pure unemployment. 



IV. GATA REQUIREMENTS. COLLECTION AND ANALYSIS 

The evaluation reports contained some statistics for all client enterprises 
and detailed data (including sales, purchased inputs, some measure of 
profits, wages and type of employees) from a roughly representative sample 
of the entire population. The basic technique for applying a uniform set of 
estimating principles to five unique situations, where not only opportunity 
costs and linkage coefficients may vary but where there are issues of data 
reliabi 1 ity--respondent ignorance, intentional misreporting, non-random 
samples, a range rather than a single reported figure--was to construct two 
polar be~efit estimates, a minimum and a maximum. 

In the minimum case, in the absence of information to the contrary, we 
applied the fbllowing conventions: 

0 The lower end of all range estimates is the actual figure. 

0 No firms or jobs are saved as a result of the loans and 
assistance. 

0 All labor is treated as having an opportunity cost equal to the 
wage rate. 

0 There are training benefits equal to half the journeyman wage rate 
for each apprentice. 

0 Net backward and final demand linkages are zero. 

0 Consumer benefits from price reductions or price increases 
prevented are zero. 

There are no benefits from loan diversion. 

In the maximum benefit case we made the following set of assumptions in the 
absence of information to the contrary: 

0 The upper end of all range estimates is the actual figure. 

0 Firms and jobs saved are equal to the differential reduction of 
firms and jobs in the control sample. 

Only the entrepreneur is treated as having opportunity cost. 

0 There are training benefits equal to half the journeyman wage for 
each apprentice. 

0 A premi?im of 50% is added to the wage payments (including 
apprentice in-kind income calculated at half the wage rate) as a 
benefit of improved distribution of income. 

0 Net final demand linkages are equal to 20% of direct value added. 



Net backward l i n k a g e s  a r e  e q u a l  t o  70% of  p u r c h a s e d  i n p u t s ,  
exc lus ive  of those purchases a t t r i b u t a b l e  t o  r e t a i l  t r a d i n g  f i rms .  

a Consumer b e n e f i t s  a r e  e q u a l  t o  t h e  i n i t i a l  q u a n t i t y  t i m e s  t h e  
p r i c e  reduction,  p l u s  t h e  a d d i t i o n a l  output  times h a l f  the  p r i c e  
r educ t ion .  

0 There is a  loan 2 ive r s ion  b e n e f i t .  

There were s e v e r a l  conventions f o r  hand l ing  missing information which were 
common t o  both t h e  worst and t h e  b e s t  cases. I t  was assumed t h a t  t h e r e  are 
300 working days i n  t h e  year. One h a l f  of loans  i n  d e f a u l t  f o r  1 2  months o r  
more were t r e a t e d  a s  unreccverab le ,  and hence were added t o  p r o j e c t  c o s t s .  
L a s t l y ,  t h e  t iming i s s u e  was t r e a t e d  uni formal ly .  I t  was i n f e r r e d  from t h e  
e v a l u a t o r ' s  r e p o r t  t h a t  t h e  a v e r a g e  f i r m  was i n  t h e  program f o r  1.5 y e a r s  
and t h a t  t h e r e  was new employment of 1,500 and an inc rease  i n  annual  p r o f i t s  
of $500,000.  I t  was n o t  assumed t h a t  t h e s e  magn i tudes  were r e a c h e d  on t h e  
f i r s t  d a y  o f  t h e  program and h e n c e ,  c o u l d  be  mu 1  t i p l i e d  by t h e  number of 
y e a r s  i n  t h e  program. R a t h e r ,  t h e  a s s u m p t i o n  was t h a t  t h e y  commenced a t  
z e r o  on t h e  z v e r a g e  b o r r o w e r ' s  f i r s t  day  and r o s e  a t  a un i fo rm r a t e  
a t t a i n i n g  t h e  repor ted  magnitude on t h e  day of t h e  e v a l u a t i o n ;  hence we took 
t h e  v a l u e  a t  t h e  mid-po in t  of t h e  t i m e  i n t e r v a l .  Thus, i n  t h e  example  of 
t h e  ave rage  f i rm,  t h e  p r o j e c t  gave  rise t o  ( a )  incremental  person-years of 
employment of 1.5 a v e r a g e - y e a r s - i n - p r o g r a m  x 1 ,500  x . 5  t ime  a d j u s t m e n t  = 
1 , 1 2 5 ,  a n d  (b) i n c r e m e n t a l  p r o f  i t s  of  1.5 x  $500,000 x - 5  = $375.000. 

Having cons t ruc ted .our  minimum and maximum es t ima tes ,  we proceeded t o  f i x  a  
most l i k e l y  in te rmedia te  estimate f o r  each b e n e f i t  subcomponent. Here we 
b r o u g h t  i n t o  p l a y  e v e r y t h i n g  WF: knew a b o u t  t h e  economv (e .g .  unemployment 
l e v e l s ,  t h e  r a t i o  o f  i n t e r m e d i a t e  good i m p o r t s  t o  GDP, movements i n  
consumer income), a1 1 t h e  i n t e r n a l  evidence from the  e v a l u a t i o n  r e p o r t  and 
t h e  personal  opinions  of those  with d i r e c t  knowledge of t h e  p r o j e c t  i n  o rde r  
t o  make f i n e  judgments  a b o u t  a p p o r t i o n i n g  c a u s a l i t y  and a b o u t  t h e  s i z e  of 
t h e  l inkages .  The sum of these  subcomponents was t h e  o v e r a l l  f i n a l  b e n e f i t  
measure of t h e  p ro jec t .  

V. EVALUATION OF THE METHOD 

a 

Looking from a d i s t a n c e  a t  t h e  benef i t - cos t  estimates t h a t  come ou t  of t h i s  - 
p r o c e s s ,  what  can be s a i d  a b o u t  t h e  l i k e l y  b i a s  of t h e  r e s u l t s ?  O n  t h e  
n e g a t i v e  s i d e ,  t h e r e  was c l e a r l y  s u b s t a n t i a l  unce r t a in ty  about t h e  magnitude 

I 
of  d i s p l a c e m e n t  e f f e c t s  and r e s o u r c e  o p p o r t u n i t y  c o s t s .  Whi le  i t  was 
be1 i eved  t h a t  t h e  conventions had been const ructed  very  c o n s e r v a t i v e l y  , it 
may n o t  h a v e  been c o n s e r v a t i v e l y  enough. Where i t  was an i m p o r t a n t  

A 

component of t h e  t o t a l ,  t h e  b e n e f i t s  from loan d i v e r s i o n  were a r b i t r a r y  i n  - 
t he  extreme. Also  t h e  c o s t  f i g u r e s  were s u r e l y  too  low: e a r l y  i n v e s t i g a t i o n  
and pre-planr.ing c o s t s  of most p r o j e c t s  were not  repor ted ,  nor  were ad h x  
o u t s i d e  c o n t r i b u t i o n s  rece ived by t h e  PVOs; shared overheads were o f t e n  no.t 
f u l l y  taken i n t o  account. 



Agains t  t h e s e  n e g a t i v e  f a c t o r s ,  t h e r e  i s  a  somewhat l o n g e r  l i s t  of  downward 
b i a s e s  wh ich  t e n d  t o  r e s t o r e  c o n f i d e n c e  i n  t h e  c a l c u l a t i o n s .  o r  a t  l e a s t  
s t o p  t h e  t i l t  toward o v e r l y - f a v o r a b l e  r e s u l t s .  F i r s t ,  t h e r e  was t h e  a l m o s t  
u n i v e r s a l  i n t e n t i o n a l  unde r - r epo r t i ng  of s a l e s  by t a x - f e a r i n g  e n t r e p r e n e u r s ;  
i n  t h e  one c a s e  where d a t a  were a v a i l a b l e  t o  e s t i m a t e  t h i s  f i g u r e  (Pe ru )  i t  
was 40%. Hence t h e r e  was a  s y s t e m a t i c  b i a s  t o  u n d e r - e s t i m a t e  d i r e c t  a n d  
i n d i r e c t  value-added.  Again, a1 1 t h e s e  c o u n t r i e s  have  o v e r v a l u e d  domes t ic  
c u r r e n c i e s ,  and s i n c e  t h e  impor t -conten t  of w a l l  s c a l e  e n t e r p r i s e s '  o u t p u t  
was s u b s t a n t i a l l y  l e s s  than  t h a t  of t h e  goods f o r  which t h e y  s u b s t i t u t e d ,  
t h e  d i r e c t  a n d  i n d i r e c t  v a l u e - a d d e d ,  i xea su red  by " b o r d e r  p r i c e s , "  was 
unde r s t a t ed .  Thi rd .  most of t h e s e  p r o j e c t s  were o n l y  t h r e e - t o - f i v e  y e a r s  
o l d ,  s o  t h a t  t h e  h i g h  f i s e d  c o s t s  of  s t a t - u p  a n d  o f  l e a r n i n g  f rom e a r l y  
mi s t akes  tended t o  i n f l a t e  t h e  a d m i n i s t r a t i v e  expend i tu r e  pe r  do1  l a r  l e n t  
r e l a t i v e  t o  i ts  long-term l e v e l .  Four th ,  t h e  .5 time ad jus tmen t  conven t ion  
c l e a r l y  u n d e r s t a t e d  t h c  speed w i th  which working c a p i t a l  l o a n s  t a k e  t h e i r  
e f f e c t .  F i n a l  l y ,  i n  t h e  two cases whe re  p r i c e  r e d u c t i o n s  were i m p o r t a n t .  
t h e  b e n e f i t  f i g u r e  was u n d e r s t a t e d  b e c a u s e  i t  o m i t t e d  t h e  i n c r e a s e s  i n  
e f f i c i e n c y  t h a t  were f o r c e d  upon n o n - a s s i s t e d  f i r m s  s e l l i n g  t h e  same 
p roduc t s  and t h e  consumer s u r p l u s  enjoyed by t h e i r  customers .  

I n  sum, w h i l e  benef i t - c o s t  estimates d e r i v e d  by t h e  method p re sen t ed  were 
u n a v o i d a b l y  s u b j e c t  t o  a  c o n s i d e r a b l e  d e g r e e  o f  u n c e r t a i n t y ,  t h e r e  i s  a s  
much reason  t o  b e l i e v e  t hey  a r e  t o o  low a s  t o  b e l i e v e  they  a r e  t o o  high.  

T h i s  method  of  e v a l u a t i o n  demands a  h i g h l y  t r a i n e d  e c o n o m i s t  t h a t  c a n  
e s t i m a t e  and r e c o n s t r u c t  d a t a  from p r e v i o u s l y  completed e v a l u a t i o n s  i n  o r d e r  
t o  do t h e  b e n e f i t - c o s t  a n a l y s i s .  

VI. COST 

The c o s t  of t h e  economic b e n e f i t - c o s t  a n a l y s i s  of  t h e  a l r e a d y  e x i s t i n g  d a t a  
from t h e  f i v e  e v a l u a t i o n s  was $10,000, pa id  by AID. Thi s  does  n o t  i n c l u d e  
t h e  c o s t  of t h e  o r i g i n a l  e v a l u a t i o n  r e p o r t s  f o r  the  f i v e  p r o j e c t s  used a s  
t h e  b a s i s  f o r  t h e  a n a l y s i s .  



APPENDIX A 

GUIDELINES FOR CONTRIBUTORS TO THE PPC/E EVALUATION/MONITORING CASE 
HANDBOOK 

These guidelines are intended to provide a common reference and format for 
developing your case study. The ~ a j o r  areas requiring analysis in each 
study are: 

Background 
Role of evaluation/monitoring in the project 
Selection of the evaluation/monitoring method 
Major characteristics of the design 
Data requirements 
Data collection 
Data analysis 
Use of data manipulation tools 
Reporting 
Evaluation of the method 
Costs 
Key lessons learned from using the evaluation/monitoring method 

If any of these categories are inappropriate or inapplicable in your 
evaluation/monitoring strategy, as may well be the case, please explain 
why. Except for the background section, in which all case studies should 
address all questions, the questions beneath each major heading are guiding 
questions. They are not meant to constrain, but to facilitate the 
provision of information. 

The guidelines and guiding questions are framed in terms of 
"evaluation/monitoring" and "evaluation/monitoring techniques and methods." 
This is not meant to assume that monitoring and evaluation are either the 
same thing or that they have to be necessarily linked in any way. If the 
case you are writing deals only with evaluation or only with monitoring, 
please indicate that. If your case is reporting about both monitoring and 
evaluation, please indicate that as well. The framing of the questions in 
this manner is done in the interests of brevity and should be considered 
merely as a shorthand method of indicating our interest in both processes. 
Please use the guidelines to help write your case whether you are talking 
about evaluation, monitoring or both. 

Please feel free to call Dr. Eugene Owen of the International Development 
Management Center at ihe University of Maryland at 301-454-7657 if you have 
any questions. Happy writing! 



GUIDING QUESTIONS 

1. BACKGROUND 

What was the title and number of the project or program where the 
evaluation/monitoring method was used? 

What were the dates of the project or program? 

Who were the contractors that developed and implemented the 
evaluation/monitoring method? 

* 
What was the purpose of the project or program? 

What was the context of the pr !ect or program, i.e. what country 
or countries were involved, soclo-economic context, etc.? 

What was the magnitude of the project, i.e. what was the funding 
lzvel, what leve 1 of resources was involved, etc.? 

Who were the major actors in the project or program, i.e. what 
donor agencies, host governments, other organizations and 
agencies were involved? 

2. ROLE OF EVALUATION/MONITORING IN THE PROJECT 

What was the role of evaluation/monitoring in the overall 
development and implementation of the project? 

- Was. the evaluation/monitoring planned into the projtxt from 
the beginning? If so, was it planned during the 
conceptualization or implementation phase of the project? 

- Was the ev luation/monitoring planned as t-i continuous or 
periodic process? 

- Was the evaluation called for during, or at the end of the 
project, but not specified in the planning documents? If so, 
who called for it? 

- Was the role of evaluation/monitoring conceptualized in some 
other way? 

0 Was there a difference between evaluation and monitoring? 

- If so, what were the terms of reference for each? 
- If not. what were the terms of reference for the one being 

discussed in this case? 
- Did these terms of reference change over time? 



Was there a critical event or were there critical events that 
triggered the evaluation/monitoring? If so, what were they? 

What was the purpose of the evaluation/monitoring? 

Whose purpose did the evaluation/monitoring serve? 

3. SELECTION OF EVALUATION/MONITORING METHOD 

What were the reasons that the method chosen was used? 

a What were the assumptions underlying the method selected about 
the nature of success of the project? 

r Were there underlying hypotheses or assumptions about the project 
that guided the selection of the evaluation/monitoring technique? 

a Were there operational considerations that led to the selection 
of this method? 

a Were there some other considerations ttat led to the selection of 
this method? 

4. MAJOR CHARACTERISTICS OF THE DESIGN 

a What are the major characteristics of the research design used 
for evaluation/monitoring? 

- Were there any management questions requiring progress or 
impact information? 

- How did the design cope with the issue of baseline data? 
- If key indicators were used, what were they and how were 

they arrived at? - Were qualitative or quantitative analyses or a combination 
of both employed? What were the criteria for making the 
decision about what analysis to use? 

- Was a conceptual framework used as a basis for the 
evaluation/monitoring? If so, what kind of framework? 

- How soon after project start-up did the design get 
implemented? 

- How was the evaluation/nonitoring effort funded and at what 
level? 

- How flexible was the design in responding to changing 
management needs for information? 

- Did the evaluation/monitorin~ method or approach change ov. .r 
time? If so, in what ways? 

Did the evaluation/monitoring technique used rely on an 
interactive process, a blueprint (rational model) approach, or a 
combination of the two? 



5 .  DATA REQUIREMENTS 

8 Did the evaluation/monitoring technique used require organized 
data ? 

- If yes, how much data was needed? 
- How was that amount decided on? 

0 Were key indicators used? If yes, briefly describe. 

Were any attempts made to assess the validity or 
representativeness of the data? If so, how was this done? 

6. DATA COLLECTION 

8 If the evaluation/monitoring technique that was used required 
data col lection, how was this data col lected? 

Were any research instruments (e.g. questionnaires, interview 
schedules, etc.) used? If yes, briefly describe. 

8 Who collected the data? 

How often and when was the data collected? 

How much supervision was necessary during the data collection 
phase? 

8 Was any special training necessary to do the data collection? If 
so, what kind and how was the training done? 

What kinds of technical and practical problems were encountered 
and how were they resolved? 

Was data collection either a formal or informal process or a 
combination of both? 

7. DATA ANALYSIS 

If data was needed for the evaluation/monitoring technique, how 
was that data analyzed? 

Who analyzed the data? Donor, contractor, host country 
counterparts, others? 

Were data proccsslng hardware and software used? In what stages 
of the analysis? 

0 Were any technical or practical problems encountered? If so, how 
were they reso 1 ved? 



8. USE OF DATA XANIPULATION TOOLS 

Did you use microcomputers? If so, in what ways? 

Could you make use of standard statistical software for 
microcomputers or mainframes? 

0 What other existing data manipulation tools did you use, if any? 

9. REPORTING 

Were any reports generated from the evaluation/monitoring 
process? 

- If reports were generated, what form did they take? 
- Who were the intended audiences? 
- How often were reports done and made available? 
- Were the reports "user friendly?" 
- What kinds of answers to management questions were provided? 

0 What kinds of information did the report or reports contain? 

- Did the report(s) focus on inputs, outputs and purpose? If 
so, what percentage of the report was devoted to each type 
of information? 

10. EVALUATION OF THE METHOD 

What were the major benefits and positive attributes of the 
evaluation/monitoring method chosen? 

What were major issues, concerns or difficulties with the 
evaluation/monitoring method? 

- Were they resolved during the project? If so, how were they 
resolved? 

- How could the method be improved to make it easier to use or 
produce better results? 

How useful was the information obtained through the 
evaluation/monitoring method to the USAID Mission and to 
counterpart managers? 

Did the the key actors get answers to all their questions in a 
timely f~shion? If not, why not? 

How good is the evaluation/monitoring method? 

- What are its strengths and weaknesses? 



- Was it possible to avoid biases? If so, how, if not, 
why not? 

- Were there trade-offs between time1 iness. cost, 
relevance and representativeness of thr? information? 

- How empirically rigorous was the method? 

e Was there any indication that the evaluation/monitoring 
methodology was manipulated so that the results of the 
evaluation/monitoring would serve a particular point of view or 
purpose? If so, who's purpose? 

11. COSTS 

a How much did the evaluation/monitoring method cost in terms of 
money and time (person-days)? 

- How does this cost compare with other evaluation/monitoring 
techniques? 

0 How much of a financial. time and space burden did it put on the 
USAID Mission and the project? 

0 What were the ski1 1 requirements for those involved in the 
evaluation/monitoring? 

What were the time, logistical and financial costs to the 
counterpart organizations? 

12. SUMMARY OF KEY LESSONS PROM USING TEE EVALUATION/MONTTORING METHOD 

0 What is it about this method that would make it appealing to 
others contemplating evaluation/n~onitoring? 

0 Were these guidelines helpful in developing your case studfl 
If so, how? If not, why not? 

What other information, not covered by the above questions, would 
help us better understand the evaluation/monitoring method and 
high1 ight its innovative nature? 


