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MANAGING FOR RESULTS:
A CASE STUDY OF THE "ECUADOR EXPERIMENT"

EXECUTIVE SUMMARY

USAID/Ecuador was one of the first MIssIOns to act on the Agency's goal of
"managmg for results" Referred to m the MISSIon as the "Ecuador Expenment" ,
USAID/Ecuador began a process m early 1991 of strategIC plannmg to artIculate the
MIssIon's overall program ObjectIves and to better focus the MISSIOn's portfolIo of
projects and polIcy reform actIvItIes on theIr achIevement Introduced dunng 1991 and
refined m 1992-93, the process Involved a senes of mnovatIOns m the MISSIOn's
management system that emphaSIzed teamwork and a results-onentatIOn A program
performance assessment system was deSIgned and mstalled, mcludmg preparatIon of
momtonng and evaluatIOn (M&E) plans for each strategIc ObjectIve, to enable the
measurement and momtonng of program results The process was supported
through a senes of VISItS by PRISM teams (PPC/CDIE, LAC, and MSI) and VarIOUS
consultants, who faCIlItated MISSIon strategIc planmng retreats and workshops, and
proVIded techmcal aSSIstance m developmg the performance measurement system

Keyelements In USAID/Ecuador's mnovative strategIc planmng and
performance momtonng efforts Included

• The IdentIhcatIOn, defimtIOn and refmement of five strategIc objectIves
(recently combmed mto four) and program outcomes necessary to
achIeve those ObjectIves, amved at through a hIghly partIcIpatory
process that bUIlt consensus m the MISSIon around the objectIves

• ReVIew of the MISSIOn's project portfolIo and related polIcy dIalogue
actIvItIes and efforts to alIgn them closely WIth the new strategIC
objectIves

• The creatIOn of flYe StrategIC ObjectIve (SO) Teams to manage each
strategIC objectIve and to mstall and use the performance measurement
system The SO Teams were drawn from MISSIon staff across relevant
techmcal otfices and ImtIallymcluded counterpart personnel A SIxth
team was establIshed to coordInate the MISSIon's polIcy reform agenda
for each strategIC ObjectIve The MISSIon developed gmdance for these
teams to dIrect theIr work

• The team leaders' employee evaluatIon reports (EERs) were reVIsed to
reflect these new responSIbIlItIes and theIr performance as team leaders
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II II

• The development of a PolIcy Agenda Matnx to gmde and coordmate the
MIssIon's polIcy reform actIvItIes withm the framework of the strategIc
objectIves The Matnx IdentIfies the polIcy reforms USAID/Ecuador has
targeted as necessary for achIevmg each strategIC objectIve, mdicates
what actIvItIes are reqmred, who withm the MIssIon IS responsIble, what
are expected results, who willbe losers and wmners m the process, and
what are possIbIlItIes for donor coordmatIOn

• The development of a program performance measurement system to
track progress m achIevmg planned results ThIS mvolved IdentIfymg a set
of mdicators for each strategIC objectIve and program outcome, and
specIfic targets for future expected results

• PreparatIOn of Momtonng and EvaluatIOn (M&E) Plans for each strategIC
obJectIve, laymg out data collectIOn actiVIties to be conducted (some withm
projects and others apart from projects) to momtor progress towards
achIevement of the MISSIon's strategIC ObjectIves SpecIfic gmdance on the
preparatIOn of M&E plans was developed

• A new MISSIon Order on Momtonng and EvaluatIOn was drafted,
provIdmg gmdance and assIgmng roles and responsIbIlItIes for program
and project level M&EactIVItIeS, m support of the MISSIOn's program
performance measurement system

• A new format for the SemI-Annual Reports (SARs) was developed to
address for the first time Issues relatmg to overall program Impact and
the achIevement of strategIC objectives m the context of semI-annual
reVIews of project ImplementatIOn USAID/Ecuador's SAR reVIews,
begmmng m the Fall of 1991 were structured around strategIC objectIves
rather than techmcal offices, and the trackmg system for planned major
actIOns mcluded trackmg progress on mstallmg program performance
measurement systems

Many of these mnovatIOns and "best practices" developed by USAID/Ecuador
to better manage-for-results have by now spread to other MISSIons, partIcularly wlthm
the LAC regIOn, thanks to shanng of expenence through cables, letters and
dissemmatIOn of gmdance and background matenals

USAID/Ecuador's new approach has had numerous payoffs for the MISSIon,
mcludmg

• The strategIC planmng process enabled the MISSIOn to focus the country
aSSIstance program on fewer, more developmentally sIgmficant
ObjectIves
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• The portfolIo of project and polIcy actIvIties became more mtegrated and
clearly lInked to the achIevement of those strategIc ObjectIves ActIvItIes
that dId not contnbute were phased out

• The hIghly partIcIpatory strategIc planmng process created consensus
and commItment to the achIevement of the strategIc ObjectIves, and a
"team spmt" encompassmg dIrect hIres, FSNs, contractors, and
counterparts

• The strategIc objectIve teams was a MISSIon management mnovatIon that
Improved coordmatIOn and teamwork across tradItIonal office lInes, and
prOVIded a mechanIsm for on-gomg strategIc planmng, for Implementmg
performance measurement systems, and for usmg and reportmg on
performance findmgs

• The strategIc plan has been used by the MIssIon to Improve
commumcatIOn and coordmatIOn WIth others about the ObjectIves of the
country aSSIstance program, mcludmg dIScussIons WIth the U S
Embassy, With USAID/W, With the Ecuadonan Government, and WIth
other donors

• USAID/Ecuador's early uses of the performance mformatIOn system
mclude effectIve reportmg on program performance to USAID/W VIa the
annual ActIOn Plan, and analyzmg how portfolIo actIVitIes are progressmg
towards planned or expected results m the SemI-annual ReVIews (SARs)

The pnmary lessons drawn from the expenence of USAID/Ecuador that appear
to have broader applIcatIOn for the rest of the Agency for adoptmg a more results­
onented management system mclude

1 LeadershIp support for a "Managmg for Results" approach, both m
the MISSIOns and m USAID/W, IS CritIcal for the successful
establIshment of strategIc plannmg, performance momtormg and
evaluatIon functIons m MISSIOns

2 EstablIshmg StrategIc Planmng and Performance InformatIon
Systems takes tune and hard work It takes several years to
mlplement a performance measurement system Agency leadershIp
and managers (as well as our oversIght agenCIes such as Congress,
GAO and OMB) need to be patIent and gIve It tIme to take hold

3 MaJor ShIftS III Agency strategIc dIrectIons and program prIOrItIes
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are lIkely to create setbacks m the development of MIsSIon strategIC
plannmg frameworks and performance momtormg and evaluation
systems

4 A partICIpatory approach to strategIC plannmg and performance
momtormg that mcludes host country counterparts bmlds ownershIp
and thus fosters sustamabIhty, but may have a short-term cost of
bemg unWIeldy and tIme-coDSummg

5 OrgamzatIonal structures, roles and respoDSIbIbtIes must be clear
for conductmg strategIC planmng, for mstalbng performance
mformatIon systems, and for mstItutlllg the feedback and use of
performance mformatIon

6 Another lesson IS the lillportance of "keeplllg It slillple" The focus
of performance measurement systems should be on a few key
results at each level of the objective tree (I e each level of
management respoDSIbIbty) Only a small number of llldicators (per
strategIC objective or program outcome) should be used to keep
the system as slillple as pOSSIble and to aVOid creatmg a
"measurement bureaucracy"

7 A fmal lesson from the USAID/Ecuador experience IS the
lillportance of tlillely techmcal aSSIstance and trammg efforts m the
establIShment of strategIC plannmg and performance momtormg
and evaluation efforts
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1 PURPOSE OF THE CASE STUDY

In July of 1993, the Center for Development InformatIOn and EvaluatIOn (CDIE)
held a workshop on the use of program performance InfOrmatIOn In the Agency At
the workshop It became eVIdent that several MIsSIOns were clearly ahead of most
others by haVIng not only undertaken successful strategIC planmng exerCIses but also
by haVIng establIshed effectlve systems for momtonng and USIng program
performance InfOrmatIOn CDIE deCIded to conduct several case studIes of these
leadIng MISSIOns In order to get a better sense of the "best practIces" that they have
been USIng whIch mIght proVIde InSIghts and lessons for other MISSIons The first case
study focused on USAID/Guatemala and the second on USAID/Kenya ThIS thIrd case
study examInes the USAID/Ecuador expenence WIth InstltutIng strategIC planmng,
program performance momtonng and evaluatIOn, and a results-onented management
structure, WhICh IS referred to In the MISSIOn as the "Ecuador Expenment" The case
study IS based on several IntervIews WIth MISSIon staff conducted In November 1993
and reVIew of relevant documents

FollOWIng a short background of the groWIng emphaSIS on "ManagIng for
Results" In USAID and In the U S Government at large, thIS paper traces the hIStory of
the Ecuador MIssIon's successful expenence WIth establIshIng strategIC planmng and
program performance momtonng and evaluatIOn systems Next, the case study
outlInes some of the benefiCIal outcomes and uses resultlng from USAID/Ecuador's
strategIC planmng and performance InfOrmatIOn systems Some of the factors that
have promoted (and constraIned) strategIC plannIng and performance measurement In
USAID/Ecuador are then dIscussed Lessons are drawn from the "Ecuador
Expenment" expenence that may help gmde the efforts of other MISSIons seekmg to
establIsh effectlve strategIC planmng and performance momtonng systems

2 USAID'S NEW EMPHASIS ON "MANAGING FOR RESULTS"

In October of 1990, USAID began an evaluatIOn ImtmtIVe mmed at makmg
Agency management more results-onented ThIS Included the development of the
"Program Performance InformatIOn for StrategIC Management" (PRISM) system, whIch
IS compnsed of MISSIOn-level program performance InfOrmatIOn systems MISSIon
progress In estabhshIng such systems has been supported by AgenCy-WIde and
bureau-specIfic gmdance and by techmcal aSSIstance teams The stImulus for
strategIC plannmg and program performance measurement has come not only from
withm the Agency but also from outSIde For example, the recent results of the VIce
PreSIdent's NatIOnal Performance ReVIew stressed measunng performance and the
Government Performance and Results Act of 1993 calls for all Federal AgenCIes to
establIsh program performance measurement systems
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3 USAID/ECUADOR'S EXPERIMENT IN RESULTS-ORIENTED
MANAGEMENT

ThIS secuon gIVes an overvIew of USAID/Ecuador's expenence WIth establIshmg
a results-onented management approach, mcludmg the development of a strategIc
plan, the establIshment of performance momtonng and evaluatIOn systems for
measunng and explammg results, and the creatIOn of a supportIve orgamzatIOnal
structure

The Ecuador MISSIon began It'S "expenment" m strategIc planmng and
performance momtonng m early 1991 at the mluauve of the MIssIon's semor
management, WhICh envIsIoned a more results-onented management structure for the
MISSIon based on teamwork, strategIc planmng, performance measurement, and
feedback mto management declSlons In bnef, thIS process has thus far mvolved (1)
Idenufymg and refimng strategIc ObjectIves m five key areas of development m Ecuador
(recently consolIdated mto 4), (2) focusmg the MISSIOn's resources on those polIcy
dIalogue and project actIVItIes most cntIcal to the achIevement of those objectIves, (3)
reducmg and ellmmaung other lower pnontyactlvlues, (4) deslgmng systems to
measure and evaluate progress m the selected program areas, and (5) managmg
these systems m teams compnsed of MISSIOn staff and counterparts

USAID/Ecuador has made sIgmficant progress towards mstallmg an effectIve
program performance mformatIOn system and has even begun to use ItS performance
data to report results to USAID/W and to make programmmg and polIcy decIsIOns
based on such mformatIOn As of November 1993, however, USAID/Ecuador
appeared to be puttmg some of these efforts "on hold" whIle awaItmg gUIdance from
USAID/W regardmg the new leadershIp's approach to performance management

3 1 The First StrategIc Plannmg ExerCISe

The "Ecuador Expenment" began m March 1991 when the MISSIon mVIted a
PRISM team from USAID/W to Ecuador to faCIlItate a strategIc planmng process for
the MISSIon The PRISM Team worked through the USAID/Program and Project
Development Office (PPD), and faCIlItated a MISSIOn retreat aImed at developmg the
MISSIon's objectIves arranged m a hIerarchIcal "objectIve tree" format The MISSIOn
adopted five strategIc objectIves (SOs) that were developmentally sIgmficant yet were
withm the perceIved manageable Interest of the MISSIOn to achIeve WIthIn a 5 - 8 year
tuneframe

The objectIve tree format clanfied the relatIOnshIps of the MISSIOn's SOs to
hIgher level goals and sub-goals of the LAC Bureau It also clarIfied the lOgIC of the
MISSIOn's strategIes or program outcomes (POs) for achIevmg each SO and Identified
the project and polIcy dialogue actIVItIes of the MISSIon that were to contnbute to each
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program outcome Some progress was made In suggesting possIble indIcators for
momtonng performance at the goal, sub-goal, SO and PO levels, but thIs was still very
prelIminary Several cross-cuttIng Issues were also Identified for eventual inclusIOn Into
the MIsSIOn's performance momtonng system (includIng partiCIpant training, WID,
donor collaboratIOn, eqUIty/dIstnbutIOn Impacts, polley dIalogue, and sustaInabilIty)

3 2 EstablIshment of StrategIC ObjectIve Teams

Soon after the first strategIC planning exerCIse, Paula Goddard, DIrector of the
PPD Office, proposed the creatIOn of five "StrategIc Objective Teams" that would cut
across the MISSIon's tradItIOnal techmcal offices, and would be responsIble for
strategIC planmng, performance measurement, use and reporting functIOns for each of
the five strategIC objectives A SIxth "Polley Reform" Team was also proposed that
would cut across the other SO Teams to ensure conSIstency In the MIsSIOn's polIcy
reform efforts The tradItIOnal techmcal offices of the MISSIon would continue to be
responSIble for project ImplementatIOn The key responSIbIlIty for coordinating and
Implementing the strategIC planmng process and performance momtonng system was
to be lodged WIth the PPD Office These proposals were endorsed by the MISSIOn's
semor management and the Teams soon became a workIng realIty

Each SO Team conSIsted of a "core" of about SIX IndIVIduals selected across
MISSIon techmcal offIces who were workIng on program actIVIties related to the SO,
plus they ImtIallyIncluded partiCIpation of the relevant project contractors and host
country counterparts as well The Polley Reform Team conSIsted of the SO Team
Leaders and was led by the MISSIon EconomIst under the dIrectIOn of the PPD Office
DIrector To help ensure proper functIomng of the teams, the responSIbIlIties of the
SO Team leaders and members were Incorporated Into theIr personnel workplans and
appraisals (EERs) The MISSIon also benefited, early In 1992, from a TRG traImng
course In management skills and team bUilding, that worked speCIfically to Improve the
effectiveness of the SO Teams

The MISSIOn used the framework of the SOs to structure ItS SemI-annual
ReVIews (SARs) The SO Teams also took the lead on reporting program
performance to USAID/W In the MISSIon's annual ActIOn Plan The work of the SO
Teams progressed somewhat unevenly, pnmanly because of the newness and
expenmental nature of some development areas where pertormance measures were
not readIly aVaIlable, such as In the democracy and enVIronment SOs Also, ShIftS In
the MISSIOn's program pnontIes as fundmg levels declmed have reqUired reVISIons to
the affected performance measurement systems For example, replacillg a planned
AdmmistratIOn of Justice project WIth a much smaller set of actIVItIes meant setbacks ill
planned M&E efforts m thIS area DespIte these problems, most of the SO Teams now
have Momtonng and EvaluatIOn Plans ill place that articulate program level data needs
and link these needs to project-level M&E systems wherever pOSSIble
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At the begInmng of the StrategIc plannIng process, the SO Teams met
frequently, about once per month PartIcularly when PRISM Teams or M&E
consultants were VISItIng, the SO Teams met IntenSIvely, often for day-long, off SIte
workshops More recently, wIth the strategIc planmng framework and M&E plans In
place, the SO Teams had been meetIng less frequently, about tWIce or three tImes per
year Concerns of the new MISSIOn DIrector, John SanbraJ.l0, that these meetmgs were
takIng too much staff tIme away from project ImplementatIOn, may also have been a
factor In reduced frequency of SO Team meetIngs 1

Changing the Way We Do BUSiness

At a Conference on performance measurement held m July of 1993,
Chuck Costello, former DIrector of USAID/Ecuador, dIScussed the
organIzatIOnal mnovatIOns that took place

"The strategIC plannIng process, WhICh IS relatIvely advanced In
USAID/Ecuador, was a partICIpatory process mmed at buIldmg staff
ownershIp of not only the MISSIon's strategIC objectIves but also ItS
goal of changIng how It does bUSIness ThIs change Involved gettIng
out of the tradItIonal mISSIon organIzatIOnal chart of offices and sectoral
projects, and mto a system of strategIC objectIve teams that crossed
office boundanes, mIXed up semor and JunIOr officers, mvolved
substantIal delegatIons of autonomy and authonty, and forced people
to thInk less about Inputs and more about results-onented strategIC
ObjectIves "

1 Recent severe budget cuts and ShIftIng program pnontIes, however, have
reqmred the SO Teams to make major reVlSlons to theIr objectIve tree frameworks and
related momtonng systems, mvolvmg more frequent meetIngs As part of the ABS and
ActIOn Plan process dunng October 1993 - March 1994, two SOs were dropped
(agnculture and trade) whIle a new SO (economIC growth emphaSIZIng microenterpnse
and polIcy dIalogue) was added
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33 Development of the Performance Measurement System

A second PRISM team VIsIted USAID/Ecuador In September 1991 to assIst the
MISSIon In developIng ItS program performance InformatIOn system The PRISM team
(1) conducted a MIssIon-wIde workshop on momtonng and evaluatIOn, (2) prepared
several "tools" for the MIssIon's use In gUIdIng the development of the MISSIOn's
program performance InfOrmatIOn system and for related project momtonng and
evaluatIon plans, and (3) assIsted In the refinement of the five SOs and began the
development of performance measurement systems In each of the five areas

A several day workshop, attended by 40 persons from the MISSIon and from
project ImplementatIOn organIzatIOns, covered basIc concepts such as objectIve trees,
project logframes, M&E plans and presentIng evaluatIOn findIngs Step-by-step
gUIdance was prepared by the team at the MIssIOn's request for how to Install a
program performance mformatIOn system, mcludIng five speCIfic tasks that each SO
Team needed to undertake The team also developed practIcal gmdelInes for
prodUCIng complete project-level M&E plans The PRISM team members also worked
WIth the IndIVIdual SO Teams to refine the strategIC plans and further develop
performance measurement systems

Progress was made dunng the second PRISM Team's VISIt In most SO areas In
defimng IndIcators and gettIng baselIne data collectIOn efforts underway, for example
by decIdmg on data sources, frequency that data would be collected, and estimatIng
finanCIal and human resource costs of the data collectIOn efforts IndIVIdual project
M&E plans were reVIewed to assure that data needs for both the project and for
program performance momtonng needs would be met to the extent pOSSIble Also,
several evaluatIOns were suggested that would help Interpret the performance data,
helpIng explaIn "why" or "why not" objectives were beIng accomplIshed FInally, the
PRISM team met WIth a newly establIshed cross-cuttIng "PolIcy DIalogue" Team that
was compnsed of the five SO Team leaders to help coordInate and momtor the
MISSIon's many polIcy reform efforts A PolIcy Reform Matnx was developed for each
pohcy area for trackIng needed reforms, expected and actual results

A thIrd and final PRISM team aSSIsted the Ecuador MISSIOn In January-February
1992 and was focused on workmg WIth the MISSIOn's five SO Teams to help them
further refme the strategIC p1anmng process and Implement effectIve performance
measurement systems Progress across the five Teams was uneven, pnman1y
because of the newness of actIVItIes under some of the SOs For the more
establIshed SOs, mdicators had been selected, baselIne data collected, annual targets
(expected results) were set, coordInatIOn of program-level data needs WIth project-level
M&E systems had begun, and SO Teams were meetIng regularly to reVIew progress In
establIshmg theIr measurement systems
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Smce the last PRISM team, the MIssIon has also contracted wIth several
consultants (usmg the WID Office's GenesIs project and MSI) for targeted techmcal
assIstance needed to fimsh program-level (and related project-level) M&E plans, m
each of the SO areas

34 Preparation of USAID/Ecuador's New Order and GUIdance on Momtormg
and Evaluation

A sIgmficant accomplIshment m establIshmg the MIssIon's Program
Performance InformatIOn System was the drafting of a MISSIOn Order and GUIdance on
Momtonng and EvaluatIOn, completed early m 1992 The draft order documents the
new procedures and responsIbIlIties for strategIC planmng, performance momtonng
and evaluation now bemg establIshed m USAID/Ecuador The order succmctly
outlmes 5 sets of procedures that together prOVIde a bluepnnt for mstItutIOnallzmg a
MISSIOn management system based on performance GUIdance IS proVIded on
establIshmg (1) the program performance assessment system (mcludmg development
of strategIC objectives, program performance measurement and complementary
program-level evaluatIOns), (2) project momtonng and evaluation systems, (3)
collaboratIve reVIews (that track proJect-level progress, deCISIon Issues, and follow-up
to evaluatIOn recommendatIOns), (4) mternal MISSIon program reVIews (semI-annual
reVIews of progress and Issues fOCUSIng on each strategIC ObjectIve and mdlvldual
projects under each) and (5) reportmg to USAID/W (gUIdance for SemI-Annual
Reports and annual ActIOn Plans) The Order also clarIfies momtonng and evaluatIOn
roles and responsIbIlItIes of the StrategIC ObjectIve Teams and Leaders, of Project
Officer and Project Teams, and ot the PPD Office

Unfortunately, thIS new MISSIOn Order IS not yet m effect, It has been held up
pendmg further gUIdance from USAID/W concernmg the dIrectIOn that the Agency's
new leadershIp Intends to take regardIng program performance momtonng and
evaluatIOn systems Also, plans that the PPD Office had In 1992 to hIre a full tIme PSC
consultant to work on finalIZIng and Implementmg the MISSIOn M&E Order
unfortunately never matenallzed, and subsequently fundmg for It was lost

3 5 Completion of M&E Plans

The MISSIon recently completed M&E Plans for each of the StrategIC ObjectIves
and an ImplementatIon plan tor the Pohcy Reform Matnx These, combIned WIth
project-level M&E plans, form the baSIS for the MISSIon's overall Program Performance
InformatIOn System, whIch IS now fully Installed WIth the quantItatIve data and the
evaluatIOn InfOrmatIOn proVIded by thIS system, the MI~SIOn now has the baSIS It needs
to manage for results Also, the MISSIon has been able to report conVInCIngly on the
results and performance of ItS programs, as eVIdenced In recent USAID/Ecuador
ActIOn Plans
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3 6 SemI-Annual Reportmg Focused on StrategIc ObjectIves

A new format for the SemI-Annual Reports (SARs) was developed to address
for the first time Issues relatmg to overall program Impact and the achIevement of
strategIc objectives m the context of semI-annual reVIews of project ImplementatlOn
Begmmng m the Fall of 1991, USAID/Ecuador's SAR reVIews were structured around
strategIC objectives rather than techmcal offices, and the trackmg system for planned
major actlOns mcluded trackmg progress on mstallmg program performance
measurement systems

The MIsSIon conducted semI-annual reVIews on an SO-by-SO baSIS, and dId It
m two stages (1) an mternal reVIew, m WhIch MISSIon staff could be much more
openly cntical of both the MlSSlOn's and the host country counterparts and could
concentrate on problems and solutions, and (2) a more WIdely shared reVIew focused
on the strategIc objectives and aImed at strengthemng mternal and external ownershIp
m the process of reportmg progress

4 BENEFICIAL OUTCOMES AND USES OF STRATEGIC PLANNING
AND PERFORMANCE MONITORING SYSTEMS IN
USAID/ECUADOR

ThIS sectlOn dIscusses the utilIty and pOSItive effects to date of
USAID/Ecuador's adoption of a results-onented strategIC management approach The
dISCUSSIon of some of the pOSItive outcomes and successes to date are based on
mtervlews WIth key mformants from the MISSIon as well as on document reVIews

4 1 Focusmg the Country ASSIStance Program

The MisslOn has used the strategIC planmng process to focus the program on a
small number (1 e 5) of developmentally sIgmficant ObjectIves smce 1991 Recently,
because the MisslOn's 1994 Development ASSIstance plannmg levels for FISCal Years
1994 and 1995 were reduced by 35%, the number of USAID/Ecuador's strategIC
ObjectIves was reduced further from 5 to 4 WhIle dIfficult, the strategIC planmng
framework at least enables these focusmg/reductlOn efforts to be conducted m a
ratIOnal and orderly manner

42 Abgmng the Portfobo WIth the StrategIC Plan

A frequently mentioned benefit of the strategIC plannmg framework IS ItS use m
allgmng speCIfIC actiVIties (on-gomg and proposed) WIth program outcomes and
strategIC objectives That IS, It proVIdes an "mtegrated VISIon for the whole portfolIo"
The MISSIon has used ItS strategIC plan as a reference pomt for assessmg ItS project
portfolIo and related polIcy reform actiVIties, for revlSlng or phasmg out actiVItIes that
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do not contnbute sufficIently to program ObjectIves, and for decIdmg WhICh new
project Ideas to fund and WhICh to reject

For example, dunng the FY95-96 ActIOn Plan process, all MISSIon actIvItIes were
eIther mcorporated mto eXIstmg SOs or phased out, thus elImmatmg prevIOUS "targets
of opportumty" activIties that dId not contnbute dIrectly to the MIssIOn's SOs New
projects are now bemg judged accordmg to how they willcontnbute to an SO In the
words of John Sanbrmlo, MISSIOn DIrector, "The StrategIc Plan IS used lIke a filter
through whIch proposals are passed or screened "

Strategic Plan as Compass for Program DecIsion..
makmg

In a cable reportmg progress WIth the "Ecuador
Expenment" (12/91, QUIto 13773), USAIDfEcuador stated,
"Dec1siOns about termmatIng projects, extendmg or
modIfyIng actIvItIes and plannmg new areas of endeavor are
now all solIdly based on the perceIved relatIOnshIp between
these decISIOns and theIr beanng on the achIevement of
sa's The portfolio has been reduced On-gomg actIvIties
are bemg refocused One example IS a recent deCISIon by
our agnculture and natural resource office (ANCRO) to add
or substItute the commodItIes selected for research and
extensIOn In our major agnculture extensIOn and educatIOn
project In favor of those whIch are most lIkely to be closely
hnked WIth the Increases m small farmer mcomes deSIred
under our strategIc objectIve II

4 3 Orgamzmg MISSIOn Staff, hnprovmg CoordmatIon and Teamwork

USAID/Ecuador mvented and Implemented the concept of "StrategIc Objective
Teams" as a way of orgamzmg the MISSIon's staff across techmcal offices mto a
results-onented team effort focused on achIevmg strategIc objectives ImtIally, the SO
Teams mcluded relevant project contractors and counterparts The MISSIon
hIghlIghted the early successes of the SO Team approach as well as other results­
onented management mnovatIOns m a cable that was sent to all LAC MISSIOns and
also shared ItS "step-by-step" gUIdance matenalf) WIth other MISSIOns requestmg more
mformatIOn ThIS qUIckly led to adoptIon of SImIlar organIzatIonal mnovauons elsewhere
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Many key mformants m USAID/Ecuador cIted Improved coordmatlOn of project
and pohcy reform actlvltles across techlllcal office hnes as one advantage of the SO
Teams Other often CIted benefits mcluded Improved coordmatlon and teamwork WIth
field staff, that IS, project contractors and host country counterparts that shared
common understandmg of the strategIc objectlves and how theIr actIvIties fitted mto
the broader pIcture MIssIon DIrector John Sanbrallo referred to the StrategIc Plan as
a "broad roadmap that has been used withm the MISSIon to provIde a common frame
of reference and understandmg of our "mlsslOn" at all staff levels It 2

WhIle most VIews of the StrategIc ObJectlve Teams were posItlve, some
reservatlOns were expressed by the new MIssIon DIrector that the Teams may have
been takIng up too much staff tlme m Itplanlllnglt, and that a balance needed to be
struck ensunng greater attentlOn to project ImplementatlOn and more time spent m the
held workmg WIth counterparts and chents, translatmg project mputs mto outputs

4 4 MotIvatmg Staff and Creatmg ApproprIate IncentIves

The MIssIon mtroduced Itmanagmg for results lt cntena m personnel workplans
and appralsals m 1991 as one approach for motlvatmg staff to focus more on
achIevmg results The MIssIon felt thIS would work best by holdmg managers
accountable for effectlvely estabhshmg and usmg a strategIc p1anlllng framework and
performance mformatlOn systems, rather than for achIevmg the development results
themselves (whIch are often beyond a manager's personal abIhty to control and WhICh
mIght even provIde mcentlVes to dIStOrt targets and actual data)

However, several key mformants felt that even more Important was the way
partiCIpatlOn m the strategIc planlllng and performance momtonng processes
generated consensus around objectives, and motivated the staft by appealmg to them
as development professlOnals mterested m measunng, analyzmg and achlevmg
meanmgfu1 development results At a USAID/W Conference on Performance
Measurement held m July 1993, Robert Kramer, former Deputy DIrector of
USAID/Ecuador, sald that whIle the strategIc plannmg process was not easy, It was
well worth the effort, because It renewed staff commItment to development and
created an "espnt de corps" among dIrect hIres, FSNs, contractors and counterparts

2 Nevertheless, contractors and counterparts Implementmg projects are now no
longer mcluded m the SO Teams, due to the new MISSIon DIrector John Sanbrallo's
VIew that these larger teams are too unWIeldy and tlme-consummg
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4 5 bnprovmg CommumcatIon and Collaboration wIth Others

The StrategIc Plan has been used by the MIssIon as a way of ImproVIng
commumcatIOn and coordmatIon WIth others about the objectives of the aSSIstance
program It has been used m dIScussIons WIth the U S Embassy, WIth AID/W, WIth
the Ecuadonan Government, and other donors For example, the work of the Pohcy
Dialogue Team m coordmatIng pohcy reform efforts across all the MISSIOn's program
areas has enabled far greater effiCIency m dealIng WIth host government counterparts
and presentatIon of a coordInated agenda of reforms CoordInatIOn WIth the U S
Embassy has become consIderably eaSIer smce theIr adoptIon of a SImIlar strategIC
planmng process, the "MISSIon Program Plan" (MPP)

46 bnprovmg Complementarity between Momtormg and Evaluation at Project
and Program Levels

The MISSIon Order on M&E lays out the dIstmctIOns and complementarltIes
between the performance momtonng and evaluation functIOns Performance
momtonng prOVIdes for routme, on-goIng collectIOn of data on progress/results dunng
ImplementatIOn, and raises "red flags" when targets are not beIng met Problems may
SIgnal the need for m-depth evaluatIOns to examme lmkages and cause-and-effect
relationshIps, to explaIn why performance IS laggIng, and to recommend solutIOns

The MISSIon has also worked out the relatIOnshIps between project and
program level M&E TypICally, a project's logframe "merges" WIth the program level
objectIve tree, so that for example the project purpose and goal may be Identical to a
PO and SO m the MISSIOn's objective tree Thus, much of the data to be collected for
the program performance mformatIon system IS Integrated mto the project level M&E
plan In some cases, however, thIS IS not pOSSIble, and speCIal data collectIOn efforts
are reqUIred (e g farmer Income surveys, demographIC and health surveys, etc)

4 7 Reportmg on Performance to USAID/W

USAID/Ecuador has used ItS performance mformatIon system effectively to
report to USAID/Won actual program progress relative to targets, as eVIdenced In
recent ActIOn Plans

4 8 Usmg Performance Information for Management DeCISIOns

There are a few examples where USAID/Ecuador has used mformatIOn on
actual performance from the performance system to mfluence program and project
deCISIons For example, the successful achIevement of many of the MIssIon's
economIC pohcy reform targets has mfluenced decISIons to undertake a next round of
reforms bUIldmg on the earlIer achIevements
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However, there IS now some skeptICIsm concemmg how much flexlblhtythe
MISSIon wIllactually have to make programmmg decislOns based on performance
mformatlOn A case m pOlnt IS the current populatlOn earmark allocated to
USAID/Ecuador The performance mdlCators for the famIly planmng program have
shown marked success m mcreasmg contraceptlVe prevalence and reduced femhty,
such that the MlSSlOn now feels the populatlOn earmark IS too hIgh and that scarce
funds could be better shIfted to achlevmg sustamable economIc growth Another
example IS the successful performance of the SO for Improvmg non-tradItIonal exports,
despIte achIevement of pOSItIve results, pOhtiCal deCISIons related to SectIon 599 are
now throwmg that program's future mto questIon To the extent that MISSIon
leadershIp sees programmmgl allocatIon decislOns to be made m USAID/W and m the
U S Congress, there may be a heSItancy to mvest substantially m the performance
mformatlOn system

4 9 BenefIts beyond USAID/Ecuador

The "Ecuador Expenment" IS yleldmg benefits beyond USAID/Ecuador As
mentlOned earher, a number of other MISSIons have already rephcated approaches and
mnovatlOns first ImtIated m USAID/Ecuador, such as estabhshmg strategIC objective
teams and applymg the strategIC obJecuve concept and team approach m theIr SAR
reVIews Gmdance prepared m USAID/Ecuador on varIOUS aspects of estabhshmg
program performance measurement systems and related M&E plans have been WIdely
shared and used mother MisslOns, espeCIally m the LAC reglOn

Other beneficmnes ot USAID/Ecuador's efforts mclude the Ecuadonan
counterparts WIth whom the MlSSlOn works As a result of the MisslOn's collaborative
approach, host country mstltutlOns are also bmldmg greater capaCIty for strategIC
planmng, performance momtonng and evaluatlOn

5 KEY FACTORS EXPLAINING USAID/ECUADOR'S SUCCESS,
REMAINING ISSUES, AND LESSONS FOR THE AGENCY

ThIS sectlOn reVIews some of the key factors thought to be contnbutmg to
USAID/Ecuador's successful establIshment of strategiC planmng and performance
mformatlOn systems Comments are also made concermng pOSSIble remaInIng Issues
and constraInts DraWIng on the expenence of the "Ecuador Expenment", broader
lessons are drawn for other MISSIons endeavonng to better "manage for results"

1 LeadershIp support for a "Managmg for Results" approach, both m the
MISSIon and m USAID/W, IS crItical for the successful llllplementatIon of
strategIC plannmg, performance momtormg and evaluation functions ill MIsSIOns



16

A key factor In the successful launchIng of the "Ecuador Expenment" In 1991, was
the arnval of a small core of IndIVIduals In the semor management team of the MIssIon
WIth a strong commItment to, and background expertise In, performance momtonng
and evaluanon -- most notably MISSIon DIrector Charles Costello, Deputy DIrector
Robert Kramer and the PPD DIrector Paula Goddard They took advantage of the
new "PRISM" mIhahve comIng from the AID/W leadershIp and offers of technIcal
assIstance to support theIr VISIon of a "Managmg for Results" approach They bUIlt
upon the subStantIal "pre-PRISM" groundwork laId by the preVIOUS MISSlOn leadershIp
team (1 e MISSIon DIrector Frank Almaguer, Deputy DIrector Scott SmIth, and PPD
DIrector MIke Deal) who ImtIated hIghly partIcIpatory, concensus-bUI1dmg retreats
focused on VISIon and goals, and also used teams that cut across techmcal offices
and mcluded contractors and counterparts

As of November 1993, the lack of gUIdance from the new USAID/W senIor
leadershIp regardmg theIr VISIon of "managmg for results" and support for PRISM, was
creatmg a "WaIt and see" athtude In USAID/Ecuador, resu1tmg m a lower pnonty bemg
gIven for strategIc p1anmng and performance mformatlOn functlOns than m the past
ThIS lower pnonty may also be a functlOn of some ambIvalence on the part of the new
MISSIon DIrector concermng the pnonty to be placed on strategIC planmng and
performance momtonng

2 EstablIshmg StrategIc Plannmg and Performance informatIon Systems takes
tIme and hard work It WIll take several years to llllplement a performance
measurement system Agency leadershIp and managers (as well as our
oversIght agencIes such as Congress, GAO and OMB) need to be patIent and
gIve It tlllle to take hold

Begmmng m early 1991, USAID/Ecuador was one of the first MisslOns to
undertake senous efforts to establIsh a results-onented management structure, and to
mstall strategIc planmng and performance mOnItonng systems Now, two and a half
years later, very slgmficant progress has taken place, but the final stage of regularly
USIng performance InfOrmatlOn In management deCISIons IS only now begInnIng to take
hold

3 MaJor shIfts m Agency strategIC dIrectIons and program pnontIes are likely to
create setbacks III the development of MIsSion strategic plannmg frameworks
and perfonnance momtormg and evaluation systems

The severe budget reductlOns m FY94-95 plus changIng program pnonties
comIng from both USAID/W's new leadership and the new MISSion management
reqUIred substantial overhaulIng of the eXIstIng strategic planmng framework and ItS
performance mea~urement system For example, a recent declSlon was taken to drop
two of the five SOs (1 e trade and agnculture SOs), and to create a new economIC
growth SO (focused on microenterpnse and polIcy dIalogue) These changes could
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setback performance measurement efforts by requmng major changes to the
framework, to objectIves, to performance mdlcators, and to data collectlOn efforts

Lookmg on the bnght SIde, however, the MIssIon's strategIC plannmg framework
and performance mformatIon system are "tools" that should help management deal
wIth these changmg needs m a more ratlOnal, orderly and effectIve manner than Ifno
such system were m place

4 A participatory approach to strategIC plannmg and performance momtormg
that mcludes host country counterparts buIlds ownership and thus fosters
sustamabIllty, but may have a short-term cost of bemg unwieldy and tlllle­
consummg

The Issue of how partICIpatory to make the process has been much debated m
the USAID/Ecuador MIssIon recently, and the verdIct IS stIll out The ImtIal hIghly
partICIpatory approach has become less so under the new MIssIon leadershIp

ImtIally, the USAID/Ecuador approach to developmg ItS strategIC plan was
hIghly partIcIpatory, mvolvmg all levels of the MIssIon staff, WhICh resulted m a hIgh
degree of felt "ownershIp" and understandmg of the MIssIon's objectIves PartICIpatIOn
was extended m many cases to contractors and host country counterparts responSIble
for Implementmg projects, so they too would feel ownershIp of the ObjectIves and see
how theIr actIvItIes fit wlthm the broader framework A SImIlar partICIpatory approach
was followed m the development of the performance mformatIOn systems, partIcIpatIOn
of counterparts was espeCIally felt to be cntIcal In thIS process, SInce It IS counterparts
who willbe collectIng most of the data for the system UltImately, It IS the host country
counterparts who willsustam activItIes or not sustaIn them, and therefore theIr sense
of ownershIp and commItment to the program objectIves and to a results-onented
management approach was VIewed as cntlcal to long term success

Under the new MIssIon DIrector, however, contractors and counterparts are no
longer part of the SO teams The large SO Teams were judged to be too unwIeldy
and tIme-consummg WIth short-term costs and mefficlencles outwelghmg potential
longer-term benefits, m hIS VieW

Perhaps there IS a mIddle ground that MISSIOns mIght adopt, of a "core" SO
Team that meets regularly plus a larger "extended" Team (IncludIng the contractors
and counterparts ImplementIng actIvItIes In the field) that meets less frequently but at
cntICal junctures, so that sense of ownershIp can be fostered whIle mImmlzmg costs

5 OrgamzatIonal structures, roles and responsibIlitIes must be clear for
conductmg strategic plannmg, for mstallmg performance mformatlOn systems,
and for mstItutmg the feedback and use of performance mformatIon



18

USAID/Ecuador establIshed StrategIc ObjectIve Teams as the mechamsm for
orgamzIng responsIbIlItIes for undertakIng strategIc planmng, for establIshIng
performance InformatIOn systems, and for reportIng on and USIng performance
InfOrmatIOn The Teams' membershIp was drawn from across tradItIonal techmcal
offices m the MIssIOn, whIle these techmcal offices have contInued to be responsIble
for project ImplementatIOn actIvItIes

WhIle these SO Teams have proven to be generally very effectIve, and mdeed
theIr success has been replIcated m other MIssIons as well, theIr effectIveness could
be further enhanced If the MIssIOn Order on M&E was finalIzed and adopted, thus
endorsmg and clanfymg responsIbIlItIes and roles for strategIC plannIng, performance
InfOrmatIOn systems, and related project M&E, and for the analysIs, reportmg and use
of performance InformatIOn

WhIle ImtIallythere seemed to be no problems WIth haVIng SO Team Leaders
that were dIfferent from the OffiCIal Office DIrector cham-of-command, lately WIth
personnel changes thIS has created tensIOns There IS now a case of a supervIsor In
the offiCIal office structure who InSIStS on cleanng all of a SO Team Leader's actIvItIes ­
- who happens to be hIS employee -- and thIS has become problematIc and a
bottleneck The MIssIon has also learned from expenence that assIgmng co-chaIrs to
lead SO Teams does not work well

6 Another lesson IS the llllportance of "keepIng It sllllple " The focus of
performance measurement systems should be on a few key results at each level
of the objective tree (I e each level of management responsIbIlIty) Only a small
number of IndIcators per SO and PO should be used to keep the system as
slIllple as pOSSIble and to aVOid creatIng a "measurement bureaucracy"

EspeCIally In tImes of shnnkIng budgets and competIng demands on scarce
funds and staff resources, performance InfOrmatIOn systems must be perceIved by
semor managers as lean, effiCIent, and effectIve efforts to survIVe Benefits of InvestIng
In these functIOns, such as an Improved abIlIty for reportmg on performance to
USAID/W, and a strengthened declSlon-makIng capaCIty based on performance
mformatIOn, must be eVIdent to the leadershIp

In thIS regard, an appropnate balance of staff tIme needs to be allocated
between "thmkmg" (1 e the SO Team's "steenng" functIOns of strategIC planmng,
performance measurement and use for reportIng and strategIC deCIsion-makmg )
versus "domg" (1 e the "roWIng" functIons of Implementmg projects) Both are
Important to overall success, and a consensus WIthIn a MISSIon regardIng what IS an
appropnate balance among these functIOns IS essentIal
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7 A ("mal lesson from the USAID/Ecuador experIence IS the lIDportance of
tlIDely techmcal assIStance and trammg efforts m the establIShment of strategIc
plamlIDg and performance momtorIng and evaluation efforts

USAID/Ecuador drew extenSIvely on PRISM Teams, TRG Trammg, and M&E
expert consultancles to assIst them m the development of these strategIc planmng and
performance measurement systems WhIle dIrect mvolvement of the MIssIon staff and
even counterparts was essentIal to the process and to bUIldmg ownershIp and
commItment, outsIde teams and consultants played useful roles as facIlItators and
catalysts, as prOVIders of trammg matenals m concepts and tools, as proVIders of draft
M&Edocuments for MISSIon reVIew and response, and by "focusmg" MISSIon staff
efforts VIa retreats, workshops and trammg seSSIOns Clearly, the MISSIOn's mtensIVe
efforts m strategIc plannmg, performance measurement, and related M&E efforts were
faCIlItated and stImulated by outSIde teams and consuitancles
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