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’d%gb%roﬁgtl CBIRD self-help projects in Central Tumisia and to ancourage the collaboratic
of GOT regional and non-govarnmental imstitutions with SCF in project design, imple-
mentation, menitoring and evaluation. The project provides for demonstration and skill
transfer training programs aized at instituticnalizing the CBIRD methodology in Central
Tunisia.
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1. Purnose/ﬁf nvaluatlon
This mid-term evaluation was planned at the design stage of the Phase II OPG in July-
August 1981, in order to assess the feasibility of tramsierring CBIRD methodology to
Tunisian®institutions via both formal and informal training.
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2. Project Status - .

The evaluators concluded that progress has been made in introducing the CBIRD methodo--
logy as evidenced by the success of many SCF projects, their favorable lmpact on
several poor communities in Central Tunisia, and the positive and enthusiastic support
they enjoyed from GOT regicmal and local officials.

3. Xev rindings :
a. The evaluation team datermined that institutionalizing SCF's methodology through
formal rainin7 of GOT cadre has not takan place and is not a2 realistic purpose to purst
due to Tunisia's highly ceatrralized bureaucracy and SCF/Tunisia's limited tachnical
cipacity to prov1de such training.
b. Therefors, the evaluators recommended that the gcal of C3IRD institutiomalization
be pursued by che creation of an indigenous PY0 should it be determined that:
(1) GOT and SCF/US are strongly supportive;
(2) Tunisian political, legal, economic and social conditioms ars favorabls for
the creation of a PVO;
(3) Substantial new resources can be made available from internal as well as external
(including AID) sources; :
(4) An indigenous PVO can be self-sufficient and self-managed after a period of
three to five years -of technical assistance from external sources; and
.-(5) USAID/Tunis support can be enlistad despite the phasing out of the Tunisian prog

4, Lessons Learmed

—S8CF should not necessarily attempt to institutionalize che C3IRD wmethodology, which
requires flexibility and openess to a bottom-up approach to development, througnh public
or goverumental structures, which ars charactarizad by a rigid, centralized, tcp~down
approach to develcpment.

——CBIRD zmethedology is not a panacez for all community development problems. A careful
ldeterminaticn should be made as to its appropriateness in each community.
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15. Summary

This mid-term evaluation was planned at the design stage of the
Phase II OPG in July-August 1981, in order to assess the
feasibility of transfering CBIRD methodology to Tunisian
institutions via both formal and informal training. At the
_outset, the evaluation team determined that institutionalizing
SCF's methodology through formal training of GOT cadre had not
taken place and is not a realistic purpose to pursue due to
Tunisia's highly centralized bureaucracy and SCF/Tunisia's
limited technical capacity to provide such training.

The evaluators concluded however that progress had been made in
introducing the CBIRD methodology as evidenced by the success of
many SCF projects, their favorable impact on several poor
communities in Central Tunisia and the positive and enthusiastic
support they enjoyed from GOT regional and local officials.
Therefore, the evaluators recommended that the goal of CBIRD
institutionalization be pursued by the creation of an indigenous
PVO should it be determined that:

a. GOT and SCF/US are strongly supportive;

b. Tunisian political, legal, economic and social conditions
are favorable for the creation of a PVO;

c. Substantial new resources can be made available from
internal as well as external (including AID) sources;

d. An indigenous PVO can be self-sufficient and self-managed
after a period of three to five years of technical
assistance from external sources; and

e. USAID/Tunis support can be enlisted despite the phasing
out of the Tunisia progranm.

14, Evaluation Methodology

The purpose of the evaluation was to (a) clarify how best to-
achieve CBIRD institutionalization, (b) measure progress (or
lack thereof) in implicating more GOT institutions in the
implementation of SCF projects, and (c) examine the hypothesis
that the best way to promote self-help participatory rural
development is through training.

The methodology included analysis of individual projects (11
assessed) and interviews with GOT (14 interviewed) and AID
officials and SCF personnel. While an interview/questionnaire
format had been proposed in the scope of work, the evaluators
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deemed it inappropriate to follow a standardized questionnaire
with GOT representatives and too time consuming to use with
beneficiaries. They opted instead for a more spontaneous
approach which nevertheless included common questions concerning
‘interviewees' attitudes ‘toward SCF and toward participatory
methods generally. Key GOT interviewees included officials of
the Governorate of Siliana, Regional head of the Rural
Development Program (Mlnlstry of Plan), the Délégués of Makthar,
Rohia and Xesra (OPG project area), the Central Tunisia
Development Authority, and the Regional Commissariat for
Agricultural Development.

Project beneficiaries were also interviewed to validate the
assumption that they were involved in project planning and
implementation and that they were receptive to the CBIRD
methodology.

This mid-term evaluation was undertaken by a team of three
representatives from the GOT (Habib Bendhiafi), SCF/Westport
(Richard Embry) and USAID (John Grayzel, detalled from
USAID/Nouakchott). The team spent 16 days (April 25-May 10,
1983)in Tunisia. SCF hired Dr. Martita Marx, an independent
consultant, to edit and finalize the evaluation report which was
. cleared subsequently by each evaluator.

15, External Factors
The major cnanges in the project setting can be grouped under
two headings as follows:

A. Positive

(1) The Central Tunisia Development Authority (CTDA),created by
the GOT in 1979, had become more active in 1981 in the same
geographic area in which SCF operates and provided 1nc;eased
support to SCF projects.

(2) There is apparent agreement among SCF, GOT administrative
officials, and selected GOT technicians on the importance of
community participation for the success of rural development
efforts.
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B. Negative

‘The GOT was unreceptive to formalized CBIRD training programs
(see 13 above); moreover, this approach most probably would not
‘have led the GOT to adopt the CBIRD methodology and it was
unrealistic to expect the GOT bureaucracy to do so.

16. Inputs

The evaluators believe that the main input problem (excessive
turnover of project personnel and especially field office
directors) has been resolved. The evaluation team determined
that frequent changes in SCF management has been and could in
the future be the element most prejudicial to project success.
In addition, SCF staffing at various periods was inadequate to
manage planned outputs and develop new projects. One of the
consequences of the success of SCF projects was that
collaborators and beneficiaries expected a larger numfer of new
projects; however, as SCF lacked the staff to develop and manage
new projects, it was unable to meet these expectations.

17. Outputs

A, Projects -~ Evaluation Finding

-~to continue SCF's involvement in being achieved
the implementation -of CBIRD projects. '

-~to involve SCF in close collaboration being achieved

with GOT and non-governmental organizations
in the development of joint project activities.

SCF has been successful in implementing a number of projects
using an integrated, participatory approach. In most cases the
objective of involving beneficiaries in all aspects of project
planning and implementation is happening and continues to be
emphasized and improved. Local inhabitants are involved in
planning and managing the resources of projects in their
communities.

~B. Skill Transfer Training Evaluation Finding

--to train 6 Tunisian counterparts unlikely to be achieved
and 3 of their superiors in CBIRD
program planning and evaluation

techniques _
--to develop training curriculums unlikely to be achieved
--to develop CBIRD case studies : initiated

for publication.
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The evaluators concluded that the positive results of the
projects "validate the success of the methodology and justify
the goals of institutionalizing methods and techniques where
appropriate within development processes of Tunisian
institutions.'" However, formal training programs which were to
be directed at these institutions were not undertaken and were
considered unlik2ly to be effective. Therefore, the evaluators
recommended that this approach be abandoned and, in its place,
SCF should undertake a study to determine the feasibility of
creating a Tunisian PVO. The PVO should be able to implement
field projects and develop a rapport with GOT officials involved
in development activities at least as strong or stronger than
that achieved by SCF. The evaluators suggested that the creation
of a Tunisian PVO could be a revised output to achieve the
original OPG purpose and goal.

C. Demonstration Training Evaluation Finding

--to introduce CBIRD approach partially achieved
to 10 GOT administrators and
100 GOT extension workers.

Informal training objectives appear to have been met as SCF
staff has developed very fruitful collaboration with several GOT
officials and institutions during the past two years.

18. Purpose

The approved project purpose is "to transfer experience of
integrated community based program methodology to Tunisian
counterpart organizations through exnerlmental training programs
and experlnental project ac~1v1t1es.”

This purpose was partially achieved (see items 13, 15 and 17
aboveg and can be pursued for the rest of the LOP, but any
reference to formal training should be removed from the
indicators and tae assumptions.
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19. Goal

The approved goal to which the proJect contributes is "to
institutionalize an integrated community based approach in the
development of rural areas in Central Tunisia.'" As indicated for
the project purpose, the assumption that Tunisian institutions
would be receptive to formal training of their staff was
erroneous and unrealistic. However, SCP partially attained this
goal in its role as a broker between neglected populations and
regional GOT services. SCF (or a similar non-governmental
organization) has a unique and independent broker role to play
in Tunisia within the specific context of work with poor
communities either geographically or politically isolated from
present GOT services or centers of economic prosperity. Need for
work in this context will continue well into the future despite
the advances of the country towards the creation of a modern,
industrial state. Therefore, the goal remains valid provided
that the creation of a Tunisian PVO be substituted for formal
training at the output level,

20. Beneficiries

In Phase I (1978-1980) over 600 community members and in Phase
IT (1980-1983) over 450 communmity members have participated
directly in each step of the project cycle. The participants
contributed substantially to their projects with labor and
materials and, in some instances, with cash. Most of the 42
projects implemented by SCF respond to multiple development
needs of increasing income and also addressing health,
nutrition, infant mortality, literacy, rural exodus and other
problems faced by poor communities in Central Tunisia.

21. Unplanned Effects

The evaluators did not identify any unplanned social, economic,
environmental, health or technical effects.

22, Lessons Learned

--SCF should not necessarily attempt to institutionalize the
CBIRD methodology, which requires flexibility and openess to a
‘bottom-up approach to development, through public or
governmental structures, which are characterized by a rigid,
centralized, top-down approach to development.

-=-CBIRD methodology is not a panacea for all communicty
development problems. A careful determination should be made as
to its appropriateness in each community.
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23. Special Comments or Remarks

This mid-term evaluation was very useful as it enabled both
USAID and SCF to confirm errors and weaknesses at the input
(disruptive turnover in SCF Field Management) and the output
(formal training of GOT personnel) levels and to weigh
corrective options.

The evaluators made the following recommendations:

Long term:

-SCF should, if feasible, try to create a Tunisian PVO which
will institutionalize the CBIRD methodology in Tunisia.

Short term

SCF should try to keep the same staff and particularly the same
Director; this is critical to project continuity,.

SCF should get out of experimental activities for experiment's
sake alone;

expand its geographic area only if a longer term program is
determined teaSLble,

undertake a systematic review of past activities to come up with
a clearly defined field and training guide;

establish a clear, concise, ongoing system of project selection,
monitoring and evaluation; and

avoid the formal training approach to institutionalization.

.Attachments:

Mid-term Evaluation Report, Save the Children Federation
Activities in Tunisia (Bedhiafi,m Grayzel, Embry) April-May 1983.
Reference: STATE 344197 (Dec. 1983)
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1970-1983 SCY¥ Projects Revieved by Evaluat{on Team by Cabteyory of. Success:

I. Successful YT, Moderately Succegsful L1T. Fallures
]
ey Project Nencfle—~ hate Statua Oubkcome Reagong of Outcome
laries
'ESSFUI, _ o
ouna 1. Girls r'rng, 10 1982 Ongolng  Increagsed income;local Continulty of follow-
handicrafts stimulated; wp by HCEF/PDR perx-
- young women'a group sonnel jcohesglon of
formed glrlg! group
2, Irrlgatead .
peximetex 175 19014 ngoling ncereased inc;improved - Important PDR inputs;
' avallablllity of food; other GOT contribution
madel effect;strong org. technology aulted to
formed; urban emlgrants local condlitlons;
returned home broad base of partici-
patlon
3. Health/ 150 1902 Ongoing Intro. amal'l projects Continulty of follow-
Nutritlon to lwprove family nul- up SCR/PDR; collabora-
rition;benchmarvk gector- Ltion wlth Moblle
al data established; Health Team & atudents
activitiea at PMI health of Soclal Affairs Scl.
cducation
oura 1.Girls trng, 0 19006 Ongolng Increased incjproject strong group cohesion;
(weaving,liter- prototype for National  involvement of girls
acy, olher) llandlcrafits Agsn, in management by SCFP
. personnel ;progressive
DR support
hax 5.PHI reorganl- 1902 Oongoling Iacilitated process of ﬁ?eclflc actlyity de-

zablon

haalth personnel, xeoxrg-

imlzing PML; PMI regard-

f£ined by health pexal,
Ineldg, SCP yxole;
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TADLE I (contlnued)

d Ahmed 6.Ixxlgated , 50 1902

L perlmeter

DLRATLLY SUCCESSI’UL, PROJECTS

e T T Inrlgated 150 1901
perlmeter

]

d §pdeq B,Primqry fich, 186 19060
golay wall

ALLURES .

za 9,5choo) canteen 170 1980

classroom congtyuction

ongoling

Ongyoling

Ongoing

Ongolng

- Lion of commun;
SCE Initiative Lo complete

Project lesas Lthan year

old;lst phase of perl-
meter completedjurban

emlgrants coming houe

to fLarm

Wells establlished with

pumps)irrigated gardens

established ) lncreased
incinysten” Incomplate,
no canal eyatem go )
slgnlficant water lossa

'y
. fu
1] .n
{4

(o=
L)

Jlnanclal support of

PDR; pltrong follow-
up by SCF staflf;
Magrouna model to
follow

Tech. studies inade-
quate;general proj.
planning not well
coordinated with GOT;
ag. extenslon lacking;
communlty Inflghting;
inexperlenced staff in

.lMLla] prhape_dld not establish process

Ho work fqQr 2 yxa on
completing projjwall

“Solar wall 1dea prop-
agated by SCF as exp-

completed in 1983;catch~ eximent;comm. under-

ment system s ||11 un-—

ﬁLandJng nolt apparent;

achieyed;weak HarLicipaﬂ tech. innovatlon not

project

. No work on school for 2
wall remalng

yra; solax

Lty jmostly perceived to be means

to achleve higher

goaly and strategy

Introduction of idea

of golax wall not

unachleved;weak partici- completely understood;

abion;reluctance to
i

provide voluntaxy labo)

able,

BEST AVAILABLE COPY

pald laboy
otheyr projjiinadequate

offered in

Nanningjhinderstanding

S ofF pqLLjulpaLony methody Ey population guestion
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TABLE I (continued)

thla 10, Irrfgated 16 149719
perimeter
[}
za 11,, Community 58 19480

Center Women's
Weaving

Terminated Proj. texmingted 1900
methodology not fucceag-
fully .implanted;paxtic~

~ipation did not take
root

Termlnated Community Center bhuild-
1981  ing abandoned; produc-
tlon center flor tralning
vomen In weaving techni-
ques abandoned

. BEST AVAILABLE copy

‘s
fu
1)
. {

'—‘
™ 4

Ynadequate feasibjlity
atudy whlch normally
wvonldhave predicted
resultnjvery Indlvid-
naliastic aplrit among
famllies; economically
relatively succesaful;
not prone to coopera-
tion in group approach

Inadequate understand-
ing of community dyne-
mlcyg by the SCF staff -
inexperlenced SCF staf
whlch did not implant
precess in which to
gulld program; not a
complete understandinag
of community responsi-
billtles;community in-
fighting,rivalriesa, el
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