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THE IB MODEL IN PROJECT REVIEW AND MATURITY TESTING
 

by
 

J. A. Rigney 2
 

!. Introduction 

The purpose of project review is 
to 
provide information for adminis

trative decision and action. 
Decisions must be made throughout the
 

life of 
the project whether to continue the investment of 
technical
 

assistance resources, whether to 
alter the course of 
the project or the
 

mix of inputs 
in light of changing conditions, and ultimately whether
 

the project has matured 
to a point that it 
can be terminated without
 

prejudicing 
the continued performance of 
the institution that 
is involved.
 

IF this purpose of 
project review and evaluation is accepted,
 

who should do it? 
 Can the host government acquire the type of 
information
 

needed by AID at 
the same 
time they are satisfying their 
own administrative
 

requirements? 
Can the host institution collect all the 
information
 

needed by the technical assistance team, or 
can a combined team of
 

evaluators obtain the objective and 
accurate information needed by each
 

agency? 
 Such questions appear rhetorical 
or 
at best obvious in their
 

Implications. The administrative decisions regarding 
reallocation of
 

projeL resources that must be made by 
the host goverunent or 
the host
 

Institution are quite different from those that must be made by agencies
 

providing 
technical assistance. 
The decisions regarding host personnel
 

advantcements and assignments involve different parameters 
than those
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affecting the activities of 
foreigners Si;,.larly, the administrative 

decistons about a technical assistance project that must be taken by 

the lean In a contracting university or by thE administrator of a
 

Regional. 
 Bureati in All) require insights and data that are not likely
 

to be available Lhrough host 
national channels. Therefore, it is not
 

likely that one group (an completely satisfy the needs of the 
 o:her
 

group in making project. reviews
 

The neXt question then is whether the respective project reviews 

can he coordinated to reduce the repetitious and annoying number of
 

disruptions that 
plague institution administrators and project managers. 

Is there i common body of data that could serve all needs, with a
 

minimum of overlap and disruptioi? The hLstory of project reviews
 

t o date indicates that most of them have been designed to 
satisfy largely
 

the administrative requirements of 
the assisting agency. 
AID has exerted 

a great deal or effort in recent years to make evaluation a more useful
 

exercise. However
 , very few actual evaluations have been designed 
to
 

be Immzdiatel.y helpful 
to host administrators or 
project management in
 

revising strategy and refining approach.0
 

1he process of project review involves repeated reassessment of project 

goals and inquiry into the relevance of the indigenous institution 

to the real needs ot society. The CIC-AID research project 
reported 

that in the field of agriculture alone there were 28 projects out of a
 

totml ol 68 that were, less than 5 years old (in 1966) and that the 

project planning in many of iem was inadequate, This illustraces the 

"Building Institutions to Serve Agriculture" a Summary Report of the

C[C-AID Rural Development Research Project. 
 CIC, Purdue University,
 
Lafayette, indiana 1968.
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need 
to have a continuing reassessment ot the origi.,ial goals and objectives
 

in addition to an evaluation of the progress they are makinig.
 

The presence or disappearance of other tnstrttlons in the same
 

area, the changing political environment, and many other considerations
 

require a continual reassessment 
of tK ti ev'Jnc o1 the institutuion
 

being assisted. The growth and maturLty of 
 the institutlon radically
 

affects the real tWchnical assistance needs 
 The tavel of commiriment of
 

institutional supporL by society is subject 
Lo all kinds ot S'OLial
 

influence, and these changes are 
as important to efficLent planning and
 

implementation as the 
internal changes in an institution Therefore, the
 

process of evaluation should be regarded as a continuing guide to improved
 

strategy in addition to 
being a tool for fiscal control.
 

The most important data required for project review are 
those indicators
 

of the stage of development of each of the important elements in insti

tution building 
 The data must provide answers to such questions as:
 

low well is the IB project doing? 
 Is it on track with tespect to rate 

of development and quality of accomplishment? Are the present activities 

directly inlluencing 1B or should they be radically altered? Much or 

the inlormatLion that is needed is drfficulLt to acquire by direct objective 

measurement Many of the needed indicators are consciously disguised
 

or withheld because at embarrassment or fear of reprisal.
 

linally, the assessment of prulct progress and tnsLitutonal maturity 

involves a judgment as to whether the individual elements of the institution
 

building process have reached 
a stage where different forms of technical
 

assistance inputs will be more 
efficient or, alternatively, a stage where
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those elements of the institulion call plogres, SatISactorily without 

further technical assl.intca irnfs Should Lhe techni al assistance 

contract be renegu tia teld to .I e t chlanges in chnh naLur:e Of the inputs? 

Can the entire projette closed It aloLhutr ew yeart.11hes questions 

continue to plague Institution bulLeis in spite Of Lonsidurable effort 

by many agencies t. develop bette aL1 Un letCeV t pio, U Itii 

Does the IB model otter any help 1.1tnprovrng the evaluation process? 

This paper will exami ne ume pact caper LenU Ks in tevewing instlitutlion 

building projects ;nd in decidi.Ag on theii stage Wd tMi-iLULILtY It 

will then explore the possibilities ot using the IH muodel as a guide 

to more use.ul pru.]CL reviews Finally, it will attempt to opuration

alize the 1A5 model Conepts for plOjLct evaluation putpose., 

11 Project evalua t i on exEL erienc 

A glance through PrOJUet annual reports or evaluation team documents 

reveaL3 a strIking bmil]arity in the categories Ot items measured; 

although the relative importance and Lme precision WIth which they are 

assessed may vary widely Primarv focus has generally been on the physic'l 

fac]Iities available to the Imnstr uLttw, the organizational structure 

they have been persuaded to adopt, the number of personnel trained and 

the size of the budget Finally, the piogram content is evaluated 

by determining whether published statements A. the institution reflect
 

the original intent of Lhe project managers Is this not enough?
 

Experience over thU past 15 years strongly suggests that something 

is missing in such reviews For uexample, the CIC-AMI study attempted 

to find reportLing systems in use by [Ini vesLty contractors that had 

http:decidi.Ag
http:yeart.11
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proven of great value in making Lthetype ol a'dminitfative judgments 

referred to above., It was not poSsihbe to extract trum the 68 projects
 

examined a reporting system or even segments Of bysLemS that had great
 

utility in the year-by-year administra-ItIon of the project. The CIC-AID
 

research project also examined a number ot cases where ptoject maturity 

evaluations had resulted in a deLlSon r.o terminate the project on the 

grounds? that tile iustutn had uklIved a' a sufficient level of maturity 

to ac:colpll:,h t.hu put l, .. , :oi Will, It he pr;:ji:r.L v: , n l iaLed . The 

findi.ngs were summarzed as toliows.'4 

"First, even though progress has beeti made in some aspects of 
institutional development, none of the institutions had achieved 
the kind of overall maturity thAt was essential for them to sustain 
a dynamic, self-generative level of performance, it was questionable

whether they would be able to make meaningful contributions'to the

economic, social and political growth of the country in which they
 
were located.
 

"Second, the criteria used to determine institutional maturity

were clearly inadequate. The decisions to terminate projects were
 
made on the basis of achievement in physical characteristics such
 
as numbers of buildings, faculty and students, but they did not take
 
into account the spirit, tradition and institutional role which had
 
been established. 

"Third, each of the institutlons experienced a traumatic interlude 
after the assistance contract was 
terminated that was characterized
 
by periods of retrogression and iOsg of competence rather than
 
continued growth.
 

"Fourth, there was much evidence that neither the U. S, nor the host
 
country would realize the potentially significant dividends from
 
the investments of money, manpower and professional skills which
 
was spent in the institution building program unless additional in
puts could be made in key areas where little growth had occurred.
 

"Fifth, there were many valid reasons which suggested that it was 
not in the best interest of the U. S. to terminate the contractst* at a time when many aspects of the institution were still in the early 
stages of maturity, In most cases, this left a residue of bitterness
 
and disappointment rather 
than the desi.red attitudes of appreciation

and confident internal inltLiative."
 

4 Roskelley, R.. W. and J. A, Rigney, 
Measuring Institutional Maturity in

the Development of 
tnd.igenous Agricultural Universities, N C Ag. 

:. Expt. Sta, Tech, Bul. 189, 968 

: i -:' ':.x,, , ' , , - - - .- - *- -- . . " . . .. 
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The CIG-AID study attemptea Lo tdetiry nzie or the elements that
 

were not evaluated in assessing pruject. maturity hut w1i.ch might provide
 

important c ues to the instLItut. ion' Ability to proce( without further
 

external assistance It was assumed 
r'llt it these tactors were identified 

early enough in the It~e of rhe proje 1. OLthy would also provide helpful 

clues as to ways of alturing the mix ot technical asbistdrce inputs so 

as to increase the e t[-lIULcy of Lith isti .utin builIding process. 

The i.n~rttm n,,tnd.-i .r'idy kare, III 'w(I-r Ily a.,r tfjq tjri- oitlversities, 

but the nd rt)gs ,uel to be tathlu.r .,lueaIiy appl dl) le to other types 

of inst Itutions 

Most of the missing intormation pertained to subtle qualities that
 

are difficult to measure but whih in tact represent what one "feels"
 

about an institutonl after an intimate 2-day visit 
 They reflect attitudes,
 

personal commitment to new approaches or diversity in adherence
 

to a new institutional role and goals. They are the indicators of the
 

degree of adoption ot new doctrine, of t.he existence of new leadership
 

style, or the ettectiveness of linkages that have been formed, 
 In
 

short, they spell the ditteience in a traditional institution and a highly
 

tnnovative one 
 For example, under the normal evaluation procedures an
 

agricultural university with a high proportion of 
its Ph D 's from
 

U. S Land Grant 1niversities appeatr on paper very similar to one 

where its faculty background is divided between U S European and
 

Russian institutional philosophies, yet the capacity of these two institu

tions for 
innovative action Is narkedl.y dffterent. ALL institution with
 

highly skilled leadership, but whiLh Is umpletely authoritarian in style
 

needs to be distLinguished from one w1ilch solicits imaginative inputs
 

from all quarters and finds ways 
to reward the ontributors. Institutions
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which have been imposed upon the uthreL pul i1 ag,-. )leb arid thwhIch eaten 

their very exlstence can look vvery good on p-jper , btt their post

projec t ( apaLi ty tol survival may bv. very low. Tliee examples illustrate
 

some of the suhtJetles 
 that need to bL evaluarud in s6essing progress
 

in inst ItUL i on building rhisIs 
 o tO d y rh var ,ible which
 

have beeu irasir A i Ue y
LtOIore d,u ut,etul 
and impurlaint and muSt 

contIliUm to ILurn aWri tdi12 ,cv ll, Ir|unpI OCeSb; bul Lhuy are not enough. 

'1MeasuIuliefrl I pi) I L pL OgLi ebn lii.Ieeb medu[ emterit Ol changeI tuorn
 

one statts or ondit ion Lo 
another )Llenik's Llaura that "to instututionalize 

is tO mlnl Se WIthi value beyond tile Lechn. al requirenentb ot the task 

at hand" suggests that these additional values need to be identitied, planned 

tor and tested Onre ut rhe diti Lultleb in past evaluatlons has been 

the vagueness With whicn the original state is deSLI.hled and the new
 

goals are defined Simple goals Ldiling for a certain number of people
 

to be trained to tire Master's level. 
with certain physical resources
 

at 
their disposal and a given instit.t1ctonal program put into operation 

do not adequately describe the goals toward which progress is to be
 

measured I t has been common fo r lhe more subtle qua I ties to be 

aggregated under su.h ph-rases as Insi .: I i ng "modern MetLrods of Public 

Adininistrdat.on" or ttre 0ormLucii ot ai "loand GianL type lrratILution," 

.ailure to articulate these goal. in cousideable detail early in the 

project has been as much a burden Lo tire evaluatois as to the project 

Impiementers It is rot enough to iTiUdSUl'U change, but change in a speci

fiedciretiun is an luportat t ii ,srig link 

IlI. Use of 
IB Model in evaluation
 

Esman's paper displayed the 1B model and its 
rationale and the papers
 

http:Adininistrdat.on
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by Baldwin and Thomas cummented oLI t1s tL)pv.al honaI..ilue Lfn project
 

planning and in the SLrategies ot .limpl mlentation. 
 The question here is
 

whettner 
it can he helptul in the ldentIJ.tcatlon and measurement ot 
the
 

more subtle but 
very important qualities of an institution referred
 

to above
 

A brief review ol teyta.in quest1ons that need to be answered in each 

ol the major LCLt2g,0 ib.s of the I R Iude]I will :Iultst..ate uur claim that 

this modet ,ifinbe very useful as ali ,,,Li ne of Hiwoo'tan. leatures to be 

eva [ia ted No attempt is made here io ask ofall the relevant questions 

for any specitic project, but IaLhfr the ltLelit lb to stimulate the 

imaginative utie of the 1B model in the formulatiun ot evaluat.ton procedures.
 

A Leadership 

I, flow tragile or how well. enrienched is the leadership? poli
tically? t:echnically? 

[low deep is the leadership structure - one man, or several? 

flow IlLniate and int huential is leadurship among the real
 
power structure?
 

4 	 How bold ani imaginative is the leadership in stimulating
 
and rewarding performance?
 

5 	 How committed is the leadei.slip to the innovative goals of
 
the instIt.tran?
 

6 	 How skillful. is leadership in linking the institution to other 
public and Vivate agent ies so as Lu enhance its usefulness
 
and Its success?
 

7. 	It th& leadership pattern is not developing at 
a satisfactory 
rate, what change in btrategy is indicated for the project? 

These questions are Likely to he emhara.nSmng or dangerous to ask, the
 

angwers will be subjective, and they will 
probably be highly protective
 

of project implementers. Yet it 
IS w01 th Lonsiderable effort to know the 

answers even if they must be inferrted 
lioni quite indirect approaches.
 

http:tL)pv.al
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B. 	 Doctt ine 

I 	 Is the perceived new InstLItutonal role in society realistic? 
1 e is It 'onsIstent wIlth eal country needs" Is it being 
aLcepted? 

2. 	 Is the new institutional doti ine well art .culated by 
pLjecL leaders? 

3. What piuport-ion of he d11: Ill bt.t1 L lull 	 11iald 	 1)pro -o staft.0s8 al 
understand and actively ,,ubscrile to the new doctrine? 

/4. 	 What are tIle SoLal ,ind itr. Ical conI 	 I ic Ls generated
inte.naly and extern,l Iy h% the new doctr i.ne? How well are 

5. 	 What otritiaJ and public. aLL dlr iS generaLed for the new 
doc trine? 

The 	 1input Lance of such questions, .iuu r.d0CJh tr : Is illustrated by 

the recent attempts to include curzi-tJtla in animal science in the seven 

new Indian Ag iLuLLuraL liniversities ]1he national aOt..la Lion Of 

veterinarians in india carried on such an eftective campaign to protect 

their traditional perogatives that graduates from the new programs could 

scarcely find employment either in govIrniment or in private industry.
 

This mitigated against wholehearted adoption ot the doctrine by staff
 

members within the tnstitution, and It certainly colors the immediate
 

future of' this part of the projects. 

C 	 Program
 

1, flow completely has the institution developed the content of 
its 	new program?
 

2, 	How relevant is the program to country's needs and stage of
 
development?
 

3. 	 How widely is the new program understood by the staff? How 
strongly are they c:ommltted tu it? 

4. 	 What is the congruence between new program and new 	doctrine,
 
i.e Is new wine being put in old wineskins?
 

5. 	What is the quantity and quality ot 
results produced?
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It is a frequent occurrence tu hav.. i new LUL9tLUIflI ebtablished, 

iew labs and library well equipped antd a lew brochuie released proclaiming 

-W advent of a new eta, hut the 	 t..tiI iL atil I regards his old lecture 

notes as the sole source of Informat i..ir equired to pass the examinations. 

Can such an attitude he doLumeLdt.d in an evaliuajon pro, edure? Would 

It alter the 11 LacC.ic.s being e(ipiployL.d 

Internal Hirganizat ion
 

I Are there serious deticlen.i.,Is in the uoge.lieational structure,
 

or are most of the ditfIculties traceable to personal, weaknesses and
 

conflicts which no amount of reorganization will cure?
 

2 Has the institution been over-,rganized to the point of having
 

"all 	chiefs and no indians?" 

). Does the organization faciliLat( the guidance and leadership 

functions of management as well as 	 the usual control functions? 

4. Does the organization evoke Incentive rewards for good service
 

and 	a sense ot cohesion and loyalty among the staft?
 

5- Does the organization strike an appropriate balance between
 

a sufficient "centralization ot authority to provide leverage for
 

change," and a sufficient decentralization to encourage middle management
 

ideas, decision-making and responsibiliry?
 

if organizational structure has the pimary purpose of enhancing the 

productivity of individual staff Members, then project review must 

address itself to the efficiency with which this is occurring. 

Resources
 

1. 	What are the prospects for contiued and increased financial
 

support from indigenous sources? Are they commensurate with the
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requirements being built into the new institution? Or must the insti

tution's future depend on continued external support in the foreseeable
 

future?
 

2. What is the capacity of the staff to bring their full technical
 

training to bear on the institution's output.? Are they over-trained for 

the resources available? Too specialized for the tasks at hand? 

3. What provisions are developed for upgrading the capability of
 

existing staff and for continuing to supply new staff?
 

4. What arrangements are available to bring new technologies into 

the institution as fast as it develops around the world? 

5. What provision for maximizing the use of library facilities,
 

sophisticated equipment and lab facilities?
 

It is one thing to make available an initial set of physical 

facilities, modern technologies and trained people - it is quite another 

matter to keep these functioning and renewed in an exotic or hostile 

environment. 

Linkages
 

1. What public, services are being offered to other governmental 

agencies that will encourage their support of the new institution? 

2. What is the status of conflict and competition or cooperatioo 

and mutual support with other public agencies? 

3. How effective are the publicity programs in attracting public 

acceptance and support? 

4. What is the relation of the project per se to linkage building? 

5. How effectively is the product or the influence of the new 

institution being accepted by the public?
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Institutional survival, growth and productlvity depends on the degree 

to which adequate linkages ate forged w.1.1 society This is crucial for the 

necessary iniputs ot raw matertdbI , lI d.s people, data oL SOClal responsibiiL

ties It is necessary tor the support 0,r Lontinued iusLiLutlonal, operation, 

and it Is a speclItic equirement 1o7 tie LomsummprI on ot the product, be
 

it trained pers(,nnel 
 or a pubi.j. s.r vi t AbsemImen. ot thu extent to 

which linkages are Ibeing Iomed Is esqmaJlly Imporjilt in evluating insti

toL lOl bUilding 5lsUl'it[I~cg , dld III 0tlt'lItI fling insLiLULiondl maturity. 

IV. )pem.t ionaJ IZIIm [B "lodLI (.o1l a 

,1ttle et-olt has been duLe,. t orit:ward putting the 1B model into a
 

full operational scheme Axinn's paper 
reviewed various attempts to
 

validate certain aspects of the moli 
 in the tield, and in general these 

elorts showed that the conhapts tOrIn d useful checklist In categorizing
 

IB accomplishments and deficien.ues 
 None of them however has proposed
 

a specIfIL evaluation approach thar seems Lo 
 have merit 

The (IC-All) sludy 5 used The [B model in an attempt to find more 

meaningtul measures of institutional maturity in the development of 

ipdlgenous agricultural unLversities, and their report lists a series of
 

variables 
that proved very usefuil In assessing maturity in the "Land Grant 

University" dimension The authors ,f-that report had occasion subsequently
 

to attempt to use 
these materials III a tull-fledged evaluation of 
two
 

other indigenous agricultural universit ies 
in cooperation with AID and
 

the host institutions, and they discovered that considerable work yet 

remains to be done to make this ,naerial illy operational It is 

Instructive to look at some o t he probtemis encountered in those efforts. 

Roskelley and Rigney: o cit, 
5 
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The major problems arose from the need to measure attitudes and 

personal commitment to institutional doctrine and programs. Such qualities
 

are very difficult to measure objectively and in quantitative terms.
 

Instruments for measuring these qualities must be phrased with great
 

care and with many internal cross-checks. They must be administered under
 

the most exacting conditions and by just the right person to inspire
 

cooperation and to guarantee anonymity of responses. This is a particularly
 

difficult operation in politically unstable societies where professional
 

survival has depended historically on being able overtly to realign one

self with each new wave of institutional influence. Under such circumstances
 

the results from objective measutemencs are more likely to reflect
 

an understanding of political expediency rather than a sincere commitment
 

to particular persuasion.
 

Some of the more specific difficulties encountered were:
 

A. Generally, it was necessary literally to "put words in the mouths 

of the project planners and implementers" with respect to the specific 

objectives in such matters as doctrine, leadership, program or linkages. 

It is hazardous to base an evaluation on objectives which have been 

Injected in this fashion by rank outsiders. It is even more risky to 

atLmpt to say what was in the minds of people several years earlier when 

the leadership and the local environment was quite different. Yet it is 

Lmpossible to devise adequate measuring instruments if the descriptions
 

are not clear. 

B. There was great resistance to evaluation exercises that might
 

reflect adversely on individuals or institutions. Therefore, there was
 

reluctance to full participation on the part of host nationals if 

they felt: that the results of the review would be circulated widely 



in their own administration or in tor:ign circJes, Simildrly, team 

leaders were apprehensive that their cherished personal relationships 

with host nationals might be jeopardized in the pLocess 

C Some items in the [B modui hdhl iot. been CuLn, .iously inLotpurated 

into the project strategy and therv wa. a leeling on rhe part ol project 

managers that it was, therefore, unfair to bring thet ideas Into an 

evaluation exercise This obvi ,usly wa. a detens e et.hanlsrn, dio( Inipairt 

it suggested that pa l.eValua i un od Ift=en11 u:,ed rJiI U pLa.. e dII 

for inadequate performance than Lor operative planning arid revision of 

future courses or action 

D, Much more understanding is needed of the interrelat.onships among 

the several categories of the model and the implications they have for 

appropriate timing of project activity: For example, could environmental 

linkages be forged before leadership and program content ate firmly 

established? If leadership is weak shouLd other H1 atLiVtLies be de-emphasized 

until it is strengthened, Should a structural reoigani.aton be attempted 

before a new doctrine is widely accepted? If the review is to have major 

impact on continuing project operaLton Ihere must be a beLter understanding 

of what to do with the review findings Something resembling a PERT flow 

chart which incorporated the 1B model ele:nents would provide useiul 

guidance to projects managers. 

E. If the review is to have major ImpaLL on the tULure course of. the 

project, it must enjoy the acti%,e I), 'i 1paLIon Ur tiLe bust .n tLitttion 

as well as the external agencies .,.,\ vud. Iowever, ir.was ditticult 

if not impossible to get meaningr tl participation by those who had not 

been previously exposed to the model aod Its 1mplicHLlonLs. h~posure in 
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this case means a sufticient acqualnidLne wtL1 tie undeti lying rationale 

to be able tO use it.eftec Lively in designing the Keview exerc ise, 

At the present stage thi6b would perhaps require d I or 'iday short course 

for a dozen or more people, and the Ior lit dld UoLduCt (A the Uinder

taking would be dellrate a( best tww-wtek ji Pudue 1hiiLvursityh'li worhsliop 

this summer provided eviden e that Ih nfstt iu,J InattI :r tild tile Ih 

model very appealing when they arcs .,tudying it [or gerneral Intormation 

purposes, These same l(idas were 111o1e S1irS)e( Wh1eu! I)cOpoe.d Wlhunllt advance 

warning as the basic rationale to he used tn reviewing institutiunal 

progress and maturity. 

In summary, it appears that the I1 model has excellent puLential as 

an outline for project review and evaluation ut maturity .ich more work 

is required, however, to make it :ompleteLy operational in a given 

situation, This is not to argue against Its use but rather to urge rapid 

and widespread efforts to gain experience and understanding 

Several major developments art_ needed to make the IlB fiaterials
 

operational in evaluation
 

The first and most obvious need is to broaden the purpose for which 

review arid evaluation is made, and to bring about a completely diffe.unt 

climate for its operation, The change must be away from strung emphasis 

on Justification ot expenditure ot funds and toward etlectLive tuidance, 

leadership and help in tile more ell .lt operation o the proje-ct. 

The IB model, even in its prebent lotm, .an Icc ,1 greAL value Jn bringing 

about such a transformation It t.IiSet', OL atLention of a.1 par ties 

concerned on the real objectives h li project; and it LuntaLns the 
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seeds for helpful criticish, It a) lows lor ubjtcLve uV4ILULu)LAun to be 

impersonal in its implications tor revised strLegy, LL is interesting 

to note that the periodic feviews ot pL0JeLL pe, IorI,IC4. by tL, CooperatlVe 

State Research Service of: che USI)A a:k looked torwild Lu by State Agricul

tural Experiment Stations WILh gredL iltIC ipatioll They iLLO fuadt-d 

as opportunities for exchange of ideas, i or im.ipr ved .appt u;h lits, a.1! 

for exciting new dimensions to theit aCLViries, rhJS 16 the sptrlt 

that must be captured in the review -it ,.e'hni'& a.;t,4,.:;m., p j.J.c't',. . 

A second need in making the model operational. Is the.develupfieit u 

more adequate instruments and pruced,,ireb tor measur.Ilng the bubJetLcS 

implied in the model. We have a vast experience in this LuunLry in 

assessing institutional achievement'for purposes ot accreditatiun aiid 

for measuring progress. This experience needs to be distiiled and 

the pertinent ideas made available and tested In technicil assistance 

projects., For example, in accreditation reviews it is common to encourage 

an'institutional self-study, with the expectation Lhat the ipocess wJll 

eliminate the necessity for much uniavorable criLicism by external persons.
 

There is also the implication thai. Life Institution can objectively answer 

many rather tender questions internally, but that exLernal examiners 

would find it difficult to get reliable answers, How are such data 

treaited in satisfying the requirements ot all parties? MuI research 

has been conducted by,,, sychologists and sociologists on measuitrment of 

attitude and personal commitment. These insights iflubc be 1brougtiL to bear on 

the process'of institucional evaluatIOn Iii technical asis LaneU pIu'octS. 

A third need in making th e modiel. opracionally usetul in evatuation -i 

S72 is a better understanding ot alternat.ive strategies in IInStitUtior bilildinig 
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A systems approach to planning would he very helpful if 3t were couched 

in IB model terms. For example, a sp,-Litc plan tor developing the
 

leadership of an institution, with numbers of people in different boxes
 

and time intervals scheduled tr cerLtain accomplishment would be ideal. 

But everyone knows that personal as well as politi,_al developments are
 

highly unpredictable, and theieture thele has beeu d Lendancy to have 

no specific plan What is even woise, there has been little objective 

assessient il al]t r lwtl~u 1trat.it0. th1L UVLLLL L.Cjt I erLatl LiMl 

schedules are not ilealized A mudh stronger case for measurement of 

certain qualitles could be made if tile-.- were clearer indications of what 

project managers might do with the data How accurIate must it be? H1ow 

necessary are certain pieces of information at this time? If you knew 

one factor well, what other information would be required in order to 

be able to act on it? Unless ths type of question has some approximate 

answers it would be difficult to use the model on a continuing basis. 

Finally, there needs to be a sorting out of data which can be 

routinely reported to a wide spectrum of users in contrast to the infor

mation which will he useful to a narrow segment of project management, 

Sensitive information cannot be collected at frequent intervals without 

creating an atmosphere of suspicion and rebellion, and few people would 

be willing to expose their innermost feelings to every evaluator that 

comes along. How frequently do you Reed to inquire about doctrine, or 

leadership? Are there certain indicators of these institutional qualities
 

that could suffice over a 2 or J year period in between full scale reviews?
 

It is not likely that we will be able to resolve the above needs 

until we actually begin to inLorpordte the lB model concepts into on-going 
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evaluation practices. There is every reason to expeLt, however, that 

a little experience along these lines would be highly iewarcing in 

increasing the value of project reviews. 


