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INTRODUCTION 

In a review of A.I.D. experience with participant training, the Africz Burer~u, ",,. did not find ill1 
existing body of comprehensive analysis concerning the impact of p i ~ r t i ~ i p i ~ ~ ~ t  training on 
development and accompanying impact indicators, nor imy model to ascertain how the Agency's 
investments in training have contributed to sustainable development. Moreover, many past A.I.D. 
training efforts have been project-oriented, This is not currently "in sy~~ch"  with the more 
expansive A.I.D. arid other donor approaches to training and development. With the recent re- 
orientation of A.I.D.'s Africa Bureau towards a program-CPSP approach and a more wide-ranging 
approach to human resource development issues, the role of training in the development process 
needs to be re-examined ..." In the design of its most recent participant training progrrmi, entitled 
African Training for Leadership and Skills Project (ATLAS), the Africa Bureau called for the 
development of a methodology for undertaking a long-term impact study of A.1.D.-funded training 
on development. ATLAS was the impetus for the undertaking. 

Task Summary 

In June, 1991, Creative Associates International, Inc. was awarded a task order under PDC-5832- 
1-00-0095-00 to address training impact evaluation. The purposes of the study are, first, to 
establish a framework and methodology for evaluation of past investment in A.1.D.- funded 
training and, second, to propose guidelines and impact indicators that assist in the determination 
and monitoring of future A.I.D. training investments, including ATLAS, under the Africa Bureau 
regional and bilateral training portfolio. The project's scope of work calls for these products: 

A methodological framework to evaluate the impact of A.1.D.-sponsored 
training using an array of performance indicators that relate to DFA strategic 
objectives; 

A practical set of impact indicators such as rates of return, income, increases in 
productivity, employment generation, occupational status, organizational 
position, labor mobility, institutional performance and other broad-based 
higher-level indicators; 

A prioritized list of recommended African countries and projects and sectors that 
would serve to test the methodology; 

A questionnaire that corresponds to the analytical framework; 

- An implementation and budget plan. 

This document, in two parts, contains each of the products listed above. 

The development of the impact evaluation methodology was undertaken by a three person team that 
included an evaluation specialist, a training specialist and a research assistnnt. The design was 
prepared during the period June 21 to October 18, 1991 and included the completion of these tasks: 

An extensive literature search which focussed upon a range of evaluative and 
research models and methodologies, on existing A.I.D. guidance material and 
on documentation of evaluation studies and compendia; 

- 
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A compilrative analysis of models and methodologies to determine their 
relevance, rigor and applicability; 

Interviews within Africa Bureau staff and with staff in other A.I.11. bureaus; 
discussions with the World Bank, the United Nations, and the African 
American Institute; 

Articulation of a succinct definition of impact and an explication of the severdl 
kinds of impact which the evaluation framework would embrace; 

The tentative formulntion of a specific theory of induced change to serve as the 
basis for the development of an impact evaluation framework; 

Construction of conceptual models for the components of the training process 
being evaluated; 

Formulation, of a comprehensive impact evaluation framework; 

Identification of analytical tools and measurement techniques to be employed 
within the impact evaluation framework. 

- Prior to embarking on the work plan's first task, the project team made explicit the criteria to which 
- it would adhere in developing an impact evaluation methodology for the Africa Bureau. The team 

emphasized the need for a useful, reliable and comprehensive methodology that would go beyond 
evaluation approaches which are currently available. These precepts emerged and guided the team: 

The elements and actions needed to enhance the evaluability of training are 
precisely those needed to maximize the impact of training on host country 
development. 

The purpose of the proposed impact evaluation methodology is to identify and 
measure the impact of training on development. The goal of the methodology is 
to increase the impact of training on development. The hypothesized causal 
contribution between purpose and goal is that a methodology which is capable 
of measuring impact is also capable of enhancing the probability of achieving 
impact. If the evaluation methodology does not encompass those elements 
which contribute to the achievement of impact, then it is not a viable 
methodology. 

It follows that such a methodology cannot be limited in scope to n minimal 
prescription of what training results to evaluate and how to evaluate them. It 
must also identify the preconditions which are necessary for evaluation of 
impact and provide guidance for creating them. These preconditions address 
both the formative and summative stages of evaluation and include (a) the 
formulation of explicit post-training objectives, (b) relating the objectives to 
host country development plans and operations, (c) identification and 
understanding of contextud factors, and (d) planned approaches ro information 
collection and analysis. 

To permit effective evaluation and feedback, the cycle of design, training and 
post-training activities must be integrated through the rigorous application of a 
single analytical framework which accommodates both linear and non-linear 
change. 

- 
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The theoretical soundness and scientific rigor of the metl~odology must be 
defensible and produce an acceptable level of confidencc for decision-lnnkers, 
It must be compatible with established theory found in the literature. 

The methodology must be understandable and implemen table. It shoirld not 
require a sophisticated level of research or rmlytical skills. 'The time rcquircd 
and the cost of using the methodology should be within the limited resources 
available to AID and the host country. 

The methodology must encompass activities and effects in both the public and 
private sectors and include planned and unplanned effects. 

The methodology must accommodate the total context of program 
implementation by defining and assessing the relationships among the 
objectives of the trainee, the host country government, USAID and the 
implementing agencies. 

Overview of the Report 

The content of this report is organized as follows: 

Chapter I, A Conceptual Approach to the Formulation of an Impact Evaluation Framework for 
Human Resource Development, describes the creation of a methodological framework for the 
ev;lluation of development impact caused by training. There is an orderly progression from an 
empirical/logical model of the dcvelopment process through a series of conceptual design 
components to the evaluation of the training project/program. The components are: 

1 . An empiricaVlogical model of the developmerlt process called the goal hierarchy 

2.. The design of the mining 

3.  A specific theory of induced change to characterize and explain the project/program 

4, A methodological framework for evaluating impact 

5. The analytical tools and measurement techniques 

6. The evaluation of the training project/progrm 

Chapter 11, Impact and Its Measurement, posits a single, succinct definition of developmental 
impact. It then explains the phenomena in all its multiple forms and occurrences with a series of 
ancillary statements of definition, each with an illustrative example. The chapter then addresses a -- 

number of definitional and conceptual issues. 

Under the heading, Types of Chanps that Constitute Development Impwt, the concept of imp:lct , - 
leverage is introduced. This key concept is discussed in subsequent chapters ;tnd is more fully \ 

.- 

developed is Chapter HI. 
I i 

\ There is a brief description of three main types of developmenud change: (a) prirn;~r~~/seconci:i~ - , 
first/second generation, (b) replication - spread effect and (c) multiplier effect. 1, 

1, - 

The section called, Changes that do not Constitute Development Impact, defines the necesswy '': 

preconditions for impact and describes their role in the development process. - 
- 
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In ;I section entitled, Impnct Ewlu;~lion, thc rcporr dcscribcs l l i t  ch;vactr.ristics of irilp;~ct cvnlu;~tion 
;~nd the expectations, constraints alld li~nitations which ;wc ill  hcrcllt ill ; I II  inip;~ct c\,;~lu;~tiorl 
inethodology . 
Evaluation Models examines four classes of existing methodologies to determine their rclc\w~cc 
and utility for the measuren~cnt/estini;~tion of the developmzrr t impact of mining. They arc: ( 1)  
program evaluation, including the go;d attainn~ent model, the goal-free model ;ind the systcms 
model, (2) social science resenrch/experin~entnl design, (3) economic :in:ilysis (benefitkost, 
cost/effectiveness and rare of return) and (3)  the constructivist/particip;~tive (fourth generation) 
approach. 

After noting the current approaches to impact evr~luation in A.I.D., the repon describes: 

A specific theory of induced development change to characterize and explain 
human resource development programs; and, 

A conceptual model for evaluating the development impact of human resource 
development programs. 

This section asserts the need to build and, over time, to validate a specific theory of induced 
developmental change caused by human resource development programs in general and training in 
particular. Such a specific theory would have two necessary functions: 

To provide the basis for planning effective and beneficial investments in human 
resource development, i.e., for guiding project design; 

To provide the basis for creating a comprehensive impact evaluation 
framework, which, in turn, has two functions: (a) to measure induced change 
and by so doing, (b) to validate the specific theory. 

There is a first, tentative description of some of the features of a specific theory. 

This section also briefly describes the scope of the impact evaluation frmework and summarizes 
the architecture and the constituent elenlenls which derive directly from the theoretical construct 
tentatively portrayed above. This is a conceptual model, not an operational model. 

Chapter 111 is entitled, A Proposed Approach to the Evaluation of Development Impact. This 
chapter (a) introduces the proposed impact framework, (b) esplains its coverage of the design - 
implementation -evaluation stages of the training project cycle, (c) ch;~racrerizes the dimensions 
within which impact may occur and (d) defines and describes the conditions and t ! ~  nnalytic;il 
methods and devices which affect the use of the framework. The key sections of the chapter are 
briefly noted in the following piua~aphs. 

Impact evaluation and the stages of 3 training program 

The conceptual framework for impact evaluation encompasses the design, implementation ;uid 
post-training stages of the cycle, draws on, imd adaprs esisting design atjd wa1u:ltion colicspts ;111d 
introduces new approaches. It specifics design and evaluative tools and techniques to be 1rst.d ;it 
the several stages in the projcct cycle. 

The sectioli entitled, PlannindDesign St;~ge, describes how to translate the s;~lic.nt ftxitures of the 
host country's developtnent plws and priorities into a fo~in which the tr;~illet. ce;m use i n  setting 
his/her own career objectives snd i n  tbrmulating ;I carwr p;~thway to meet hose objective< 



The underlying hypothesis is that the more the trainee learns itbout hisfhcr country's devclopnlerlt 
needs, the greater will be the trainee's contribution. 

An empiricd/logical model of induced deve1opment:ll change crlllcd the gcncralizcd god hierarchy 
is introduced here. It displays the progression of developmental effccts triggered by il devclopmerit 
interventionlinvestment. Ideally, the generalized goal hierarchy is (a) a valid retlection of the 
operational realities of the developing countries, (b) universally iipplicable to a vririety of 
development investments, regardless of sector, geographic location, etc., ilnd (c) useful i n  
predicting as well as evaluating the outcome of new developrt~ent assistance initiiltives. 

For each training project an individualized god hierarchy is prepared. This is :in individual career 
plan, derived from the generalized development goal hierarchy, in which the specific qualifications 
and interests of the individual are integrated or hmonized with the needs, plans ;lnd circumstances 
of the host country. It is jointly drafted in close collaboration between the trainee, the relevant 
government ministries, any future employer, USAlD and the implementing agents. 

The formulation, reformulation and verification of causal hypotheses is central to the 
methodological framework. Causal hypotheses will inhere within the sequence of developmental 
change displayed in the generalized goal hierarchy and its derivative, the individualized goal 
hierarchy. These goal hierarchies will be informed, respectively, by country-specific data on 
national/sectoral objectives and priorities and by trairiee-specific data on personal objectives and 
priorities. 

The section called, Role of the Trainee in the Training Project Cycle, asserts (a) that the viability of 
the proposed impact methodology is highly dependent upon the trainee's active engagement in all 
stages of the project cycle, and (b) that exposing the trainee to host country planning and evaluation 
information could have a powerful and beneficial effect on hisher contribution to host country 
development. 

Effective impact evaluation will require anticipation and observation of the developmental change 
process as it occurs rather than years later in a conventional, one-time, ex post impact evaluation. 
Here the role of the trainee is critical. 

The section called, Action Stage: Post Training Activities, includes employment, participation in 
professional activities, self employment, research, networking, the twinning arrangement with the 
American university/professional society, teaching, etc., and discusses the pre-evaluative and 
evaluative actions required to assess their developmental consequences. 

Impact evaiuation and the various dimensions of change 

This section describes the continuum within which development impact may occur. It begins with 
the individual traineelchange agent whose work initiates and sustains the change process. 

The second dimension concerns the function of the organization/institution in  the development 
process. This section presents an institution building model which examines that function, 
delineates the several stages of growth of the organizationlinstitution in the development process 
and describes the contribution of the graduate at each stage. The institution building model fits 
within the goal hierarchy structure and defines the linkages between the institution and (a) the 
subsector/sector system and (b) the target group/beneficiaries. 

The subsector/sector dimension is an arena in which resources are mobilized, allotted, invested, 
processed and distributed. This section examines the possibilities for the design and evaluation of 
human resource development investments within the r;ubsectoral/sectoral system. 
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The section entitled, The Target Group/Beneficiary Dimension considers tl~rcc lcvcls of inipact OH 
thc target group/beneficinries: the cnhancenwnt of capacity, and consequent incrcascs in 
performance and improvements in benefits. 

In the section called The National Dimension, the key concept of impact leverage as i t  may be 
found at national level is more fully developed and examples are provided. Impact at the nutional 
level is seen as an aggregate of development effects at prior levels. Finally the limitations of 
observing the development impact of training at the multinational dimension are considered and 
placed in perspective. 

Conditions affecting the use of the proposed impact evaluation franrework 

This section considers four main aspects of the impact evaluation methodology and process: 

1. Principles, elements and criteria of the evaluation process 

2. Causal hypotheses and methods of validation 

3. Measurement of developmental change - objectively verifiable indicators 

4. Baseline 

Impact indicators 

Finally, this chapter discusses the limitations of using indicators for purposes of comparability and 
aggregation. It examines the shortcomings of generic, macro-level indicators for measuring and 
explaining induced change. These cautionary notions suggest that the broad-based, higher-level 
indicators, however useful in policy dialogue and overall program planning, may have limited 
predictive, explanatory or learning value at the operational level. With these notions in mind, the 
chapter establishes criteria for the formulation of impact indicators and proposes sets of indicators 
organized by social and economic sectors for use within the methodological framework. 
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CHAPTER I. A COSCEII'I'UAL I\I'I'IIOilCH 'I'0 'I'H E 

FORMULAI'ION OF AN IAIPACT EVALUATION FRrlhIElVOKK 

FOR HUMAN RESOURCE DEVELOPYIENT 

This chapter describes the line of reasoning which was followed in deriving ;I niethodologic;~l 
framework for the evaluation of developnlent impact caused by training. The line of rerlsoriilig 
moves in an orderly progression from an ernpirical/logicnl model of the developn~ent process 
through a series of conceptual design components to the evaluation of the training projectlprogam. 
The components are: 

An empirical/logical model of the development process; 

The design of the training project/program; 

A specific theory of induced change to characterize and esplnin the 
project/program; 

A methodological framework for evaluating impact; 

The analytical tools and measurement techniques; 

The evaluation of the training project/progam. 

Each of the components in the progression is briefly explained below. In subsequent chnpters, 
each is elaborated. Chart 1 on the next page displays the progession. 

An Empirical/Logical Model of the Development Process 

At the outset, the basic reality is that understanding of the process of development is both imperfect 
and incomplete. It is difficult, comprehensively and accurately to: 

Predict if desired developnlent could be caused to occur, what kinds of 
causative interventions/investn~ents would be most effective, and how, why, 
where and when it night occur; 

Discover, retrospectively, what kinds of development did occur and to esphin 
how, why, where and when i t  happened; 

Measure development changes objectively and rehbly. 



The first challenge of the investigation w;ls to articulate iin en~pirici~l/logicilI rnodcl of thc 
development process. The basic requirement was that the model be cot~ccpto;~lly c:ip;~bla of 
explaining and predicting the impact on development of an invesrmcnt i n  trailling. The 
development model had to fulfill several criteria as follows: 

THE LINE OF REASONING FOLLOWED IN THE DEVELOPMENT 
OF THE METHOBOLOGIC AL FRAMEWORK 

EMPIRICAL /LOGICAL MODEL 
SPECIFIC THEORY OF INDUCED OF THE DEVELOPMENT PROCESS - 
CHANGE UNDERLYING THE 
TR AlN ING PRO JECT/PROGR AM 

f PRO JECF /PROGR AM 
VALIDATES SPECIFIC THEORY 

FRAMEWORK 

Descriptive 

The development model should be, at least in part, descriptive, i.e., hsed upon 
experience. This criterion can be met only to a limited degree since there is not 
an agreed, substantive body of research and evaluation findings on the :rctu;ll 
occurrence of development, paradoxically, because no viable impact evaluation 
methodologies exist and very few authoritative impact studies hwe been 
completed. 
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Responsive to Prcscriptioc 

The second criterion called for the development model to be respo~lsivc to 
prescriptive information, i.e., what policy-makers and plnnners wished to 
achieve:. This criterion could readily be met since most available informntion 
was prerscriptive in character: policy, planning nnd design docume~itittion nt thc 
macro, sectoral, subsectoral and project lcvels and supporting fe:~sibility 
analyses. 

Logical 

The third criterion was that the model 
linkages be demonstrably necessary 
next stage. 

be logically sound; that any internal cuusnl 
and sufficient for the achievement of the 

The empirical/logical model is a goal hierarchy with four major levels of induced change which 
could be expected to occur as a direct consequence of an investment in training: 

Institutional capacity/prformance; 

The capacity and perfomance of the subsectoral/sectoral system; 

Target group/beneficiary capacity, performance and benefits; and, 

National development. 

The structure and functions of the goal hierarchy are described in Chapter 111. Modelling of the 
development process led to the next stage, which was to conceptualize the intervention/investment, 
i.e., the training project/program. 

The Design of the Training ProjectlProgram 

The individual or group of trainees in a scholarship is perceived as a discrete development project 
with an inherent cycle of planning, training and post-training activities. Within this cycle, causative 
actions can be inserted to change the capacity, and consequently the perfomlance, and finally the 
conmbution to development, of the trainee. Critical to the evaluation of the effecciw~ess of the 
cycle are the incorporation of preconditions for evaluation, evaluation and the feedback of findings, 
inferences and conclusions into replanning. The project cycle is treated in greater detail in 
Chapter 111. 

Chart 2, which displays graphically the relationship between the development process and the 
training project/program, is on the next page. This chart is also used at the beginning of Chapter 
111 to show the basis for deriving the first of two key sets of causal hypotheses within the go;d 
hierarchy model. This set of causal hypotheses are intended to link the trainee/training to 
development impact. 

- 
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Bctween ;I project design nnd the spccific thcory: 

Bctween the imp;lct cvaluntion rncthodology and tlic spccitic tlwory; ;mi, 

Bctween the projec~: evaluation and thc specific thcory. 

The c h m  graphically displays ;the relationships. 

THE THEORETICAL CONSTRUCT - THREE RELATIONSHIPS 

SPECIFIC THEORY OF INDUCED CHANGE P- I 
VALIDATES THE SPECIFIC 

--- 
---C 

VALIDATES THE PROJECT DESIGN 
--2-- _ .. --• - -  - - - -  

The relationship between a projcct/progrsm design anti l l ~ e  specific thcory of 
induccd change which cx pl;~ins t h e  project 

A development p r o g r ~ r ~ ' p ~ ~ j ~ ~  is :it) ;tttcmpt to solve a problem or correct a ticticicncy \vliich 
inhibits development. In practice, the project/program description ~isually asserts. eithcr ~.splicitly 
or implicitly, ihn t  the project collcept and design are sound - with clu;~lifyi~ig assuniptions about rhe 
anticipated behavior of exogenous factors. I-Iistory suggests ttist this assertion is not al\v;rys 
supported or support;~ble. To the estcnt that the n m r e  ; t~lci  rn;ignitutic of the problem art. not 
known and the forces which cre:~tcd and sust:~ined the problem :trc not fully u~idcrstood. thr.11 i t  is 
not possible to define ;i rclevanr solution or to predict its etf;'ctivent'ss. - 



Givon this unccrtninty, I t  would sccti~ judicious to I~nsc the solutio~i, i.c., tllc clcvclopriie~i~ 
projcct/program, on a ~hcory of induced clir~rigc which is specific to h t  prc!jcct/progr.;~r~i. A 
specific theory can set the stage for illumin:~ting thc probleni wittiin its cimtes t ,  dcfi~lirlg [he 
linkage betwce~~ the problem and the proposed soluticm, rlrld chnrnctcrizir~l; and explaining [he 
proposcd projcct/program so that i t  can be designcd rind subscqucntly cv;~luatcd. 'I'hc theory is 
fornlulutcd by the project dcsigncr and validated by thc evaluator. Tlic rncilns for valitlr~tion of the 
theory is the evaluation. The strategy for validation is the evaluation nicthodology. 

Sincc both the specific theory and the project/program design admess the same dcvelopment issucs 
md both are ~~ecessarily tentative, it may be difficult to grasp the differcnccs bctwcen tlicrn. An 
attempt is made in subsequent chapters to clarify those differences. 

The relationship between a specific theory of induced change and the impact 
evalt~ation framework which validates the theory 

Just as the ;project/program design must be based upon a specific theory, so must the impact 
evalu,ation framework. The formulation of an overall impact evaluition framework, and the 
consequent choice of evaluation models, methods and techniques to be employed within that 
framework, cannot occur in a vacuum. Evaluation methodology is not an end in itself, nor is it 
self-defining. It must comprehend the basic design elements of the projectfprogram being 
evaluated and such contextual factors as exogenous and intervening variables, host country and 
donor values and the unique substantive characteristics of the sector. 

It is important to recognize that the methodological framework for impact evaluation described in 
the nex,t section is intended to validate a very tentative and incomplete statement of theory. The 
work to date i s  a beginning attempt to build theory; the theory discussed in Chapter I1 needs further 
development. It is not yet ready to bc used as an authoritative standard against which to evaluate. 

The relationship between the specific theory and the project evaluation 

The eva1.uation validates the specific theory and the project design. 

A Methodological Framework for the Evaluation of Development 
Impact: 

The line of reasoning which was fbllowed in deriving the n~ethodologicd framework called for the 
framework to fidfill two functions: 

To account for any eventJinfluence in the training project/progr;im cycle 
regardless of when, where and how it occurred, and, in doing so, to recognize 

, 

that the causes of impact may be multiple and interrelated; and, 

To measure that impact. 

The methodolagice1 framework is de&eci from the specific theory of induced change arid is 
subsequently used for a third function: to validate the theory. The methodological fr;lniework 
unifies and guides the project cycle of design, implementation and post-training activities and 
incorporates the preconditions for evaluation. A fuller description of the methodological 
framework arid the six functions/objectives which it comprises is found in Chapters I1 and I1 I. 



An:~lgtic;il 'I'uols and Jlensllrc~tlcnt 'I'cchri~,.,.~e~ to be il~~lploycd within 
the ikIctl~odological I~ratnework 

The six tools which support and arc utilized within tlic rncthot1oIogic;~l fr;~mcwork ilrc described in 
Chapter 11. 

Evaluation 

The evaluation process is described in Chapter 111. 

In summary, a comprehensive evaluation methodology must: 

Embody an empiric~ogical model of the development process; 

Incorporate the stages of the project/program cycle and hypothesize/nccount for 
any event/influence which might affect or contribute ro in~pnct, regardless of 
when, where or how it  occurs; 

Help determine a project's evaluability and the evaluability of the criticr~l project 
variables; 

Identify and describe the relationship between training and other variables 
affecting impact; and 

Identify and measure impact and impact preconditions, and determine attribution 
to, and the criticality of, the variables affecting impact. 

To produce an evaluation methodology capable of doing these things, requires: 

A clearly stated training progfam theory and design hypotheses to be tested by 
the evaluation. These are the mtemal project/program factors; 

A clearly stated theory and hypotheses regrirding the relationship between 
training and exogenous variables. These are the external dimensions; 

A determination of the extent to which the internal and external factors can be 
evaluated; and 

Analytical tools and measurement techniques to measure each factor. 
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CI-IAPTER 11. IMPACT AND ITS MEASUR13AIENrl" 

The purpose of this chapter is to define impact and to discuss vorious app~mches to the 
measurement of impact. The chapter concludes with the presentation of thc propossd frame\vork 
for training impact evaluation. 

The Succinct Definition of Development Impact 

Development has many causes, assumes a variety of forms, takes many pathways, occurs within 
different geographic areas, scctors and socio-economic levels in a society, and affects different 
people in different ways. To define the developmental impact of an inrewention is to define 
development itself. 

Any definition of developmental impact, to be useful to planners, implementers and evaluators, 
must take account of this complexity and lend itself to all users in all circumstances. If the 
dialogue within the development community is to be coherent, the definition must also - in seeming 
contradiction - begin with a single, unambiguous and universal statement. 

Despite the efforts of the Agency to bring clarity and structure to the definition of developmental 
impact, perceptions sf what it is, and the formal/informal usage of the term, tend to be general, all- 
inclusive, inconsistent and imprecise. 

This chapter posits a single, succinct definition of developmental impact and then attempts to 
illuminate the phenomena in all its multiple forms and occurrences with a series of ancillary 
statements of definition, each with an illustrative example. 

Development impact is the economic, social and political change which results 
from an intervention and affects the quality of life for a nation or a designated 
subset of the population. 

Development impact can be a single event or a process, i.e., a progressive unfolding of change. 
The evaluation framework proposed in this report is intended to measure development impact that 
is caused in sum or in part by training, regardless of how, where or whm the impact occurs. 

The succinct definition stated above and the further explication of the definition below are 
consistent with the Africa Bureau definition contained in Program Documentation Requirements for 
Missions in Africa under the DFA: Country Program Strategy Design, Annex C. page 3, April 20, 
19!30. This document states: 

Resrrlu in DFA terminology should refer to people-level (La., developmental) impact, trot to 
process indicators of actions undertaken, or intermediate irtdicators of results that are probably 
going to be achieved. Thus, increased incomes of rural populatior~s are resldts (developmental 
impact), the number of entrepreneurial training courses held is a process indicator, a d  the nlurlber 
of tons of fertilizer sold through the private sector is an infermediare indicator. Governrnenrs 
issuing revised investment codes are process indicators and dollars of capital irtvested subsecpent 
to that revision are intermediate indicators. Numbers of jobs added to tlte economy and irtcorrle 
increases generated are results. In earlier Mission Action Plans, many of the benchmarks and 
targets were stated in process or intermediate indicator terms, not in the language of results 
(developmental impact). Even in the overall DFA Action Plan, many of the targets and 
benchmarks are process/interrnediate indicators. But results/(developmentnl)imp;~ct are what the 
DFA is to produce. 



C H A T 1  1 IMPACT AND ITS ikIEASURE'::\lEN'I' 

The purpose of this chapter is to define impact and to discuss v;irious iipproachtx to 1 1 1 ~  

measurement of impact. The chapter concludes with the presentation of the proposcd framework 
for mining impact evaluation. 

The Succinct Definition of Development I~npact 

Development has many causes, assumes a variety of forms, takes many pnthways, occurs within 
different geographic areas, sectors and socio-economic levels in a society, and affects different 
people in different ways. To define the developmental impact of an intervention is to define 
development itself. 

Any definition of developmental impact, to be useful to planners, implementors and evaluators, 
must take account of this complexity and lend itself to all users in all circumstances. If the 
dialogue within the development community is to be coherent, the definition must also - in seeming 
contradiction - begin with a single, unnmbiguous and universal statement. 

Despite the efforts of the Agency to bring clarity and structure to the definition of developmental 
- impact, perceptions of what it is, and the formal/informal usage of the term, tend to be general, all- 

inclusive, inconsistent and imprecise. 

- This chapter posits a single, succinct definition of developmental impact and then attempts to 
illuminate the phenomena in all its multiple forms and occurrences with a series of ancillary 
statements of definition, each with an illustrative example. 

Development impact is the economic, social and political change which results 
- from an intervention and affects the quality of life for a nation or a designated 
- subset of the population 
- 

- Development impact can be a single event or a process, i.e., a progressive unfolding of change. 
The evaluation framework proposed in this report is intended to measure development impact that 
is caused in sum or in part by training, regardless of how, where or when the impact occurs. 

- The succinct definition stated above and the further explication of the definition below are 
consistent with the Africa Bureau definition contained in P r o g m  Documentation Requirements for 
Missions in Afrid:,. :nder the DFA: Country Program Strategy Design, Annex C. page 3, April 20, 
1990. This docultA. .I: states: 

- Resrilts in DFA terminu!my should refer to people-level (i.e., cieveloprrrenttil) impact, rwt to 
process indicators of actions :tndertaken, or irmmnediate indicators of resrtlts t lm are probably . 

- goin8 to be achieved. Thus, increased irrcorrtes of rrtral poprtlariotls are resrilts (ciewlopt?tenml 
impact), the nrunher of entrepreneurial training courses Ileld is a process indicator, and the twnher 
of tons of fertilizer sold tllrou,q1r the private sector is nu ir~tcrnwtiiare intiicrttor. Governt~~ctlt.~ 
issuing revised investrt~ent codes are process indicators and riolkirs of cupirul i)nve.sred whseqctet~r , ' 
to rhut revisiorr are itlter)neditite iir(1iicrtror.s. N~trrlbcrs of jobs cichlcd to the ecotlonly m d  i~rcotnr 
increases generated are resrtlu. In earlier Mission Action Plans, many of the benclirnarks and 
targets were stated in process or intermediate indicator terms, not in the language of results 
(developmental impact). Even in the overall DFA Action Pl;in, rimy of the targets and 
benchmarks are processlintermediate indic;itors. But results/(develop~i~crit;il)i~~ip;ict ;ire \vh;it the 
DFA is to produce. ! 



Changes that Constitute Developliient Impact 

There are innumerable ways in which developmental impact occurs. This section begins with ;I 
definition of the concept of impact leverage. Following that definition, there is a brief description 
of three main types of developmental change. 

Impact leverage 

Impact leverage is defined as that quality of induced change which causes the greatest development 
impact with the smallest, most potent interventionlinves trnent. Leverage is conceptually iinalogous 
to both the benefidcost ratio and the multiplier effect (discussed below), but is qualitative as well as 

- 
quantitative. Impact leverage attempts to find the most powerful, lowest cost solution to a specific 
development problem which is widespread. Impact leverage is the motivational force which drives 
development. 

- Three main types of developmentai change 

Prirnarylsecondary - firstlsecond generation 
" .. This type of developmental change is sequential/linear and thus does not replicatelspread to other 

personslareas or multiply geometrically. A first effect becomes the cause of a second effect. The 
second effect does not occur until the first effect is sufficiently complete to be able to cause the 
second effect. This is a change in kind, 

A graduate might develop and promulgate a new health treatment. This might arrest or cure a 
farmer's illness which would result in an increase in the farmer's productivity, with, in turn, 
would increase the farmer's income. Each of these sequential changes is different in kind. In this 
example, the sequence could branch when the farmer's income increased and cause two parallel 
secondary effects: an increase in farmer investment in equipment, seed and fertilizer with increased 

- farm output; and, the possibility of the farmer's children entering school rather than working on the 
farm. 

Replication - spread effect 

This type of change can spread and/or replicate through a population or geographic area, either on a 
- planned or spontaneous basis. There may be no sequence of further cause and effect, other than 

that which might emerge from the first group. This is a change in quantity. Replicationlspread 
- 
- effect does require an increase in any resources consumed in the replication. 

Replication may take the form of a processltechnique or a product. A graduate might collect and 
disseminate information about a new approach such as a farmer's buying cooperative which makes 

- large scale purchases of agricultural inputs (e.g., fertilizer, pesticides) at low unit cost for a large 
- group of farmers. Another graduate might develop a low cost, processed food, enriched with 

minerals and vitamins for child feeding, formulated from locally grown crops. Planning and 
systematic communication might cause both the technique (the buying cooperative) and the product - 
(the processed hod)  to spread to larger groups in wider areas with little or no change in the 
technique or the product. Informal or unsystematic communication might also cause spontaneous - replication. 

Multiplier effect 

This is a sequential type of change which occurs when a change agent (cause) can produce multiple 
effects (usually the same effects) and each of the effects, in turn, can cause the production of 
further multiple effects. This is a change in quantity. 
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An AFGRADIATLAS graduatc might become n te i~her  who trains 20 student tcacllers. Ench 
studcnt teacher, in turn, may train 20 studcnt tenchers. Othcr cxanlplcs would be sced propagation 
or the reproduction of breeding stock in animals or t k h .  

Changes that Do Not Constitute Devcloptncnt Impact 

Impact is defined as direct effects on the quality of peoples' lives. Any prior events, achievements, 
changes and effects are preconditions to developmental impact. An example is a graduate who . 
becomes the Mi~ister of Agriculture. Although the graduate is positioned to fom~ulate policy, - 

allocate resources and exercise substantial influence on the country's development, hisher position 
and power do not constitute developmental impact, but are important preconditions to further 
actions which may impact directly on peoples' lives. 

Another example is the change in institutional capacity and performance which might result from 
the initiatives and efforts of the graduate. Institutional capacity and performance are preconditions 
for developmental impact, not developmental impact itself. 

The methodology described in this report will differentiate between capacity and performance at all 
levels of the development change process. Capacity will always be a precondition for 
performance. Performance will also be a precondition except in those cases where performance 
explicitly means the delivery of goods and/or services to a target group which will enhance the 
quality of life. 

The conventional use of the term, tracking, describes the administrative function of recording the 
process of participant selection, training and initial post-training employment. This is participant 
tracking. The methodology described in this report uses the term differently: tracking of induced 
change describes the systematic pursuit of evidence of developmental impact in the unfolding 
process of induced developmental change. 

Impact Evaluation 

This section describes the characteristics of impact evaluation and the expectations, constraints and 
limitations which are inherent in an impact evaluation methodology. 

Characteristics - 

Developmental impact evaluation attempts to: 

Measure, or estimate, the economic, social and political change induced by an 
intervention; 

- 
Determine the extent to which the change was attributable to the intervention; 

Establish the extent to which the intervention was cri ticill to the change; 

Discover how and why the change occurred; and 

Assess the role of external factors. 

Impact eva1u;ition ultimately is concerned with effects on pcople: whether these effccts are planned 
or unplanned, desirable or undesirable, trmsient or lasting, direct or indirect, prirn;iry or - 
secondnry, immediate or delayed, intem~ediate or final. - 



One common definition of impact evaluation is that it encompasses three tasks: 

Measures change and/or achievement of desired objectives; 

Determines the significance of the changeh~chievement; aiid 

Establishes attribution/criticality. 

The measurement of change may be viewed in two ways: 

Induced change as a single event 

If we evaluate only to determine the achievement of a desiredfplanned objective, 
that may imply that the achievement is a single event and the evaluation can also 
be a single event. The goal attainment model is appropriate for this kind of 
evaluation. In this model, both the resource inputs and a rigorous design are 
necessary but not sufficient conditions for achieving the stated objective. 

Induced change as a continuing process 

If we evaluate to identify and measure change induced by an intervention or 
investment, that may imply that the change is a continuing process and the 
evaluation must be capable of measuring the nature, direction, rate, and other 
dimensions of the induced change over time. 

If the design process was not rigorous and there was not an explicitly defined 
objective, then the appropriate approach may be the systems model and/or the 
goal-free model. In the latter model, the intervention/investment is a necessary 
but no sufficient condition. The design of the intervention is not considered a 
necessary condition. 

The proposed impact evaluation methodology is concerned with both of the outcomes noted above: 
the achievement of any specific objectives which are established at the planning stage; and, the 
unfolding progression of developmental changesleffects resulting from the intervention/investrnent, 
whether these are planned or unplanned, desirable or undesirable, etc. Because of this dual 
concern, the evaluation methodology proposed here utilizes aspects of several models. 

Just as development impact is a progression of changesleffects over time, so must impact 
evaluation be a progression of observations and measurements over time. Just as development 
impact may be defined as a series of causal (if - then) hypotheses, so must impact evaluation be 
informed by the verification/validation of those hypotheses. 

- 
The proposed methodology calls for three basic shifts within the conventional goal attainment 
framework as it has been understolod and practiced in AID: 

Much of the effort normally expended in summative evaluation is shifted to the 
design, training and early post-training stages. This will not only enhance the 
prospects for impact but will also make the subsequent evaluation process 
easier, cheaper, quicker and more productive. 
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The traditional separation of roles and functions is ~plilccd by n collaborative 
strategy in which the trainee and the host country stakeholders arc invitcd rind 
encouraged to play nctive roles in planning, in the collection of prc-impact and 
impact information and in the evaluation process as well. 

The niethodology is interventionist and formative rathcr than gassivc and 
summative in the post-training period. Evaluation is used purposefully to 
identify obstacles and opportunities for achieving further development impact. 
The methodology calls for, accommodates and facilitates support services, 
networking and other post-training activities. 

Expectations, constraints and limitations 

Expectations 

The impact evaluation methodology must take into account a structural issue, Le., three distinct but 
closely linked levels of congressional, A.I.D. and host. country concern about developmental 
impact: 

The micro level: the post-training contributions of the individual trainee; 

The country level: the development effects in the host country in both private 
and public sectors; and, 

The Africa level: the broader, policy-level interests of A.I.D. and the Congress. 

In theory, the proposed methodology should attempt to build bridges between the three levels. The 
methodology does bridge the micro and country levels, using an empiricalllogical model of the 
development process, as explained in Chapters I1 and III. 
It is neither logically nor practically possible to build a bridge between the country and Africa 
levels. This is because each trainee will pursue a singular line of work in a specialized 
environment with its own unique contextual (independent) variables. Under these conditions, 
comparison and aggregation of information about the developmental consequences of the 
individual cases across countries are not feasible for two reasons. First, the developmental 
effectslchanges for each case will be different both qualitatively and quantitatively. Second, each - 
case will be the result of a unique set of causal factors. 

The only possible approach which would, at least partially, accommodate the policy requirements 
of AID and the congress is to summarize the individual evaluation findings in small groupings with 
similar experiences. It is possible, for example, that evaluators might find that the efficiency of 
certain innovative education methods at the primary level was significantly higher than the - 

g conventional techniques, and that this finding occurred in several countries. Such rr set of findings 
s4 

- could then be replicated elsewhere if the findings had external validity, i.e., were found to be 
- transferrable to other settings. 

- The proposed impact svaluatiort framework is intended to be universally applicable to human 
resource development activities. In all evaluation methodologies, and in the proposed impact 
evaluation framework as well, there are constraints and limitations which reflect the nature and 
diversity of the environment(s) in which the methodology is used. The more important limitations 
me: 

- 
Lirnitatiotts inherent irt the developrnettt process 

- 

- Inadequate empirical/theoretical understanding of the development process; 
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Ths diffici~lty of defining future developmental changes/effccts/go~~ls; 

The multiplicity of exogenous factors and limited knowledge elf their origin, 
nature and behavior; 

The time required for significant developmental effects to emerge, rind the 
erosion of information during that time; 

The relative smallness of A.1.D.k investment in comparison to the host 
country's needs; 

The diversity of the work of graduates, their work environments and the 
political, social and economic cuitures of their countries; and 

The remoteness of the graduates' work assignments from the target group and 
macro level developn-lent. 

Limitations imposed by the programming environment 

Changes in A.I.D. and/or host country objectives, priorities and circumstances; 
and 
Lack of motivation, incentives and rewards for participation in evaluation 
activities. 

Factors associated with evaluation methods and data 

Inherent deficiencies in evaluation methods, skills and information; and 

Difficulties in achieving objectivity in observation, measurement and inference. 

Evaluation Models: Options for Measuring Impact 

In general, four classes of methodologies are available as options for the measurement/estimation 
of the development impact of training. They are: program evaluation, social science 
researchlexperimental design, economic analysis (benefithost, cost/effectiveness and rate of 
return) and the consmctivist/participative (fourth generation) approach. The comparative relevance 
and utility of each is discussed below. 

Program evaluation models and methodologies 

The search for a methodological design for evaluation of developmental impact resulting from 
training has to confiont two basic considerations. First, one must consider the differences between 
project-oriented training and the more general training of individuals for program/policy level 
objectives, and the difficulty of evaluating the consecpences of the latter. Second, one must 
consider the interdependent relationship between the design and evaluation functions in both kinds 
of training. 

Given the nature of scholarship programs, the first level of choice of evaluation methodologies is 
between two antitherical alternatives: the goal attainment and goal-free mqdels. Other models, such 
as the systems model are considered useful in specific areas such as institution building. ~ h . 5 1 ~ 5 4  
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The goal attainment model is widely uscd to evaluate development r~ssistr~ricc projects. I t  is :I 
simple, straight-forward methodology which attempts to measure progrcss towr~rd rlnd/or 
achievement of stated goals. It is highly dependent on the project's design. Tile goal attainment 
model is well suited for project-oriented training where the participant training elemcnt is integrstcd 
with the orher resource inputs such as commodities, equipment, expert advice, money, etc.; and, 
where training is an integral step in a hierarchy of causally-linked objectives which taken together, 
are readily subject to disciplined processes of design, implementation management and evaluation. 

The goal attainment model usually does not employ rigorous analytical methods such as 
experimental or quasi-experimental design. Jt requires only limited skills. In practice, evaluation 
of the results of training, using this model, has been largely limited to such near-tenn effects as job 
placement and satisfaction, post-training incon~e and the like. 

In scholarship programs, there is often no integration with other inputs aimed at the same program 
level objective. Indeed, there may not be other inputs at all. There may also be no articulated 
hierarchical linkage between the training element and the program objective. In certain cases, there 
may also be no clearly articulated program objective. Because these essential design elements and 
preconditions for evaluation are not present, the goal attainment madel cannot Ibe used effectively 
without substantial modification. 

In its purest form the goal-free model deliberately ignores stated goals, shuns project 
documentation and avoids contact with project designers and managers - all in the pursuit of 
maximum objectivity. It employs an outside evaluator who seeks only to identify the kinds and 
magnitudes of any effects which can be attributed to the investment. It then attempts to determine 
the merits of the effects: which were planned and which were unplanned, which were beneficial 
and which were not, who were the beneficiaries and who were not, which effects were cost 
effective and which were not, etc. 

Since goal-free evaluation ignores stated goals, the argument could be made that it could be used 
for projects and programs with only very generalized objectives or none at all, e.g., scholarship- 
type programs. 

Conversely, the absence of evaluation preconditions in a scholarship-type program would appear 
to coincide nicely with the requirements of the goal-free model which would purposefully ignore 
them even if they existed. Thus it could be argued that the goal-free model - by coincidence, if not 
by intent - could be used for scholarship programs. 

Scholarship programs and training stipends may appear to fall into this goal-free category when 
specific results at the macro or sector levels have not been stated. This probably occurs because 
education and training have usually been seen as an intrinsic good, and since developing countries 
almost invariably lack educated and trained people, it follows that the more education/training the 
better. 

It is easy to understand why one does no; usually see an explicit statement of specific planned 
developmental effects at the sectoral or macro levels which rrre expected to result from educsting 
individuals. To define specific desired results would require the construction, for each individual 
case, of a hierarchy of causally linked objectives to connect the training and the desired progrnnl 
level effects. This hierarchy would have to be solidly based on predictions about andfor control of 
a number of host country and individual circumstances, events and decisions. 
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There are several reasons why the goal-free modcl is only rarely uscd and why i t  is not 
recornnlended for human resource development programs: 

The goal-free model is perceived as discrediting, or at least discounting the 
importance and validity of the pre-evaluation functions of planning, design, 
project review and approval and implementation monitoring; 

It may alienate program and project staff whose technical competence and 
dedication are spurned by an outside evaluator as distractions in the pursuit of 
objectivity; 

It excludes project staff from the evaluation process, thus inhibiting the 
feedback of findings into redesign and improved execution; 

It makes more difficult the use of any evaluation techniques which require 
preevaluation action, e.g., the early collection of pretreatment data, the 
formulation of hypotheses about causal factors within or outside the design, etc. 

It should be noted that there is not yet a precise, commonly agreed definition for the goal-free 
model. The model is still evolving and remains controversial. 

Social science research/experimentaI design191 351 91 

First, most social science research methodology is designed to identify, expilain and predict the 
patterns and relationships which exist in populations. The analytical models (e.g., experimental or 
quasi-experimental design with or without random selection) and the analytical tools (e.g., 
correlation, regression and probability functions, hypothesis verification by quantitative/statistical 
means) normally applied for these purposes are usually based upon populations with one or more 
common characteristics. 

Scholarship trainees, by and large, do not constitute a population from'which patterns and 
relationships need to be, or can be randomly drawn. Both the purpose and the structure of a 
scholarship program emphasize the independent situation of each individual participant. The key 
variables for each participant are unique: country, sector, professional interests, technical content 
of the training, future employment, AID'S interest in the individual participant's contribution to 
host country development, etc. The uniqueness of each participant's situation far outweighs any 
commonality within the group. There appear to be only two significant commonalities. First, all 
training is intended to contribute to host country development. Second, post-training networking 
and other support services may be available to all trainees. 

The validating power of random selection is not available to a scholarship program since the 
program uses purposeful selection. Because of the uniqueness of the indivrdual trainees, 
experimental/quasi-experimental design would not appear appropriate. 

Another consideration is the reapirement in social sc ie~ie  resarehfe-xperitnent~~i design to control 
(eliminate the influence of) independent variables, i.e., to isolate the treatment fro,m its context. 
There are several problems in using the treatment/control method. 

The power of the treatment/control comparison is greatest when the treatment is instantaneous (an 
inoculation) or short-term (a course of therapy). Where the treatment time is brief, the changes 
induced by environmental factors in the treated and the control are minimal. The contrast wanes as 
the treatment period increases since time and circumstance induce changes in both the treated and 
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control. In the casc of long lcrm trnining, thc control nlny rcccivr: scliooli~ig I'rotit a tlif'l'crcnt 
source or may benefit greatly from ~n-thc-job~tr!?,~nindwork cxpcricricr: wtiilc thr: trc;~tetl v w  
itbscnt. 
Just as time is criticnl, so are distance and location. If trc;~ttncnt ;~nd col.ltrol arc tierlrby, 11ic 
influence of cultural, cconomic and other vclriables is mininial, Whcn thc trcii~~~cc is i n  Amcric;~ ant1 
the untrained control is in East A:frica, both will change in diffcrent ways and ; ~ t  diffcrcnt ratcs. 

When the treatment is training and the contrcd did not reccive thle same kind of trnining, the 
difference may not be significant for yet another reason. The training was given to fi l l  a void in the 
host country human resource resource base. By definition, the trainee's knnwlcdgc is clearly of 
value to the host country. The use of a treatmenr/control comparison is not needed - ns it  is in  a 
medical experiment -to verib the value/utility lof the treatment. 

Finally, while the experimental design is rigomus in the measurement of induced changc, it  fails to 
fulfill the need to identify and understand the inlervening and exogenous factors which arc the 
context for a scholarship program. A major objective of an impact evaluation methodology is to 
learn how, and to what extent, contextual factors ir~fluence the contributions of the graduates and, 
conversely, how the efforts of the graduates affect the contextual factors. 

Experimental design is value free, substance free and, by virtue of the treatmeilt - control 
paradigm, is free of the confounding effects of intervening and exogenous factors. When the 
context is purged, as it is in experimental design, internal validity is preserved, but it is preserved 
at the expense of external validity. Externill validity - determining whether, and wder what 
conditions the experience can be transferred to1 another setting - is negated, i.e., it is not possible to 
learn how and why the change occurred.. Experimental ldesign does not illuminate the mechanisms 
of dissemination, receptivity/resistance, adaptation, disruption, spread and/or multiplier effects, 
etc., all of which are parts of development theory and arc of value to A.I.D. 

The sum of these considerations is that the conventional social science research models and 
treatment/control techniques are not readily applicable to a1 scholarship program. 

Economic analysis 
At first glance, the benefit/cost ratio, including the social rate of return, might be seen as a valuable 
and rigorous addition to an impact evaluation me tho do log:^. Review and analysis of the literature 
in this area suggests a number of limitations and obstacles which are briefly noted here.:6134.43~92 

To be valid, both benefit/cost analysis and rate of return calculations must adhere to precise 
standards. First, both benefits and costs must be strictly delineated to ensure that the definitional 
boundaries, i.e., the lines of inclusion and exclusion, are clearly drawn and that the basis for 
comparability is established. Second, the defined benefits and costs must both be expressed in 
monetary terms. Finally, invalidating factors and impurities must be eliminated. These include 
such considerations as: 

Discounting and the distinction between real and nominal discount rates; 

Present value; 

Sensitivity; 

Fluctuations in valuation of monetary units; 

Opportunity costs of capital as a shadow price; 
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Wllcn inflation is prcscnt, moximizinl; nct prcscnt valuc vcrsus ~n;~xitnizi~lg 
internill r:lte of rctum; and 

Dcilling with distributional aspects of bcrrcfit/cost. ;\nillyvis viil thc socid wclfirrc 
furiction versus the social vuluc function. 

The se:ve:ral requirements r~oted here are intcndcd to ensure that the benefitlcost ratios and ratcs of' 
return are standardized. To the extent that they are standardizeti, i t  is thcn possiblc to make 
campr~isons within and across geographic areas and economic rind social !;ectors, specirilizcd types 
of training, academic discipl.ines and other categories, It will also be possiblc to iiggrcgatc the data 
within and across these same categories. 

It is apparent from the above that this technique imposes a substantial demand for strict definliticms, 
quantitative information and sophisticated economic research and annlyticobkills. The literature 
indicates that most of thc research in this area has centered on benefit/cost ratios and internal raltes 
of return to the individual, i.e., the income of the graduate divided by the cost of the educa~ion or 
training. The research which has been done on rates of return to others such as employers, 
consumers,, sectors and society in general, (which would be defined as developmental irnpxtj is 
exploratory and, at the same time, controversial. 

In situations where quantification in monetary terms for both benefit and cost is not possible, the, 
alternative of cost/effectiveness analysis merits attention. There are three widely accepted 
definitions of cost/effectiveness analysis: 

A.ny analytic study designed to assist a decision maker identify a preferred 
choice among many possible alternatives; 

A comparison of alternative courses of action in terms of their costs and their 
effectiveness in attaining some specific objective; and 

A benefit/cost analysis without monetriry valuation of program outputs. 

Evaluating the impact of ATLAS trainees would normally call for the identification and 
measurement of economic and social effectsbenefits such as: 

Decreases in morbidity; 

Access to potable water; 

Increases in wheat production; and 

Reductions in fertility. 

These particular effects can readily be measured in quantitative terms (but not as easily in monetary 
terms), i.e., number of people affected, kilos of wheat, etc. The number could then be divided 
into the cost of the ATLAS training grant and thus produce a cost/effectiveness ratio. 

At a superficial level, it may appear that costleffectiveness analysis might be ;L useti11 element in the 
proposed impact evaluation methodology. 
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'I'lrc tlissirnilaritics in tllc two tcchniqucs irrc substantid. 'I'hc forrtlulrrtion of I~cr~cSit/cost rrrtios irt~cl 
rirtcs of' rcturn poses formidable prohlcn~s of dcf'inition, infbrrnr~tion collection i ~ t l c l  tnonctrrrizntim 
It illso rcquircs a high degree of sophistication in cconomic rcscnrch mcthwls. 

'rhc cost/effectiveness tcchniquc is uscd to determine first, whether the objcctivc is worth 
ncl~ieving; second, which among altcrnativc objcctivcs shoulcl be r~hicved; irnd third, thc h s t  wiry 
to ;rchieve ;my desired objective, The tcchniquc cannot be uscd in tlrosc ;lrcrrs of q~rnlitrrtive chirngc 
where qi~antificiltion is not feasible. 

Thc similarities of the two techniques are perhaps more important than the dissimilarities in  that 
both are intended primarily for ex ante analysis rather than ex post evrrluirtion. They are 
assessment/valuation devices, used at the planning/design stage prior to projectlprogram approval. 
They are devices for comparison of alternatives, not for measuring induced developmental change. 
They help a decision maker to make a rational and optimal choice among alternative stmtegies for 
achieving an objective before approving funding. They are not appropriate for measuring progress 
toward, or achievement of that objective. Nor are they pertinent to determining how and why the 
objective was achieved or not achieved. They are not designed to explain the effects of exogenous 
variables on goal achievement. 

A key development goal of the Africa Bureau is to improve the performance of African institutions 
and organizations to plan and promote sustainable development in Africa. The chosen strategy is 
to strengthen the leadership and technical abilities and enhance the professiorlal performance of 
individuals serving in African public and private sector activities, including universities, research 
centers, and other key development institutions. The creation of a cadre of educated Africans was 
the objective. In the specific case of ATLAS, it was not only the chosen strategy, but was chosen 
as the only viable and relevant strategy. Therefore, it is a given that there is no alternative strategy 
against which to compare ATLAS. Thus a device for assessing alternative choices is not needed at 
this moment in history. 

The primary challenge for the evaluator is simply to discover the kinds and magnitudes of 
development change resulting from ATLAS training and to determine the factors associated with 
that change. For this task, neither benefit/cost nor cost/effectiveness techniques are relevant. 

Constructivist (fourth generation), participative and similar evaluation models 

Constructivist (fourth generation evaluation) approaches are described in sharp contrast to 
positivist (goal achievement and social science) models. While the latter emphasize scientific rigor 

- -- and objectivity, the former place a premium upon values and context. The positivist attempts to 
- control/eliminate external influences in order to observe causal processes without distractions or 

confounding. The constructivist regards external influences/contextual variables as determinants 
and studies them in order to understand their influence on attitudes and behavior. The positivist 
compares the results against the original objective, measures the kind and magnitude of change and 
draws inferences about what happened and how. The constructivist examines tht: perceptions of 
stakeholders about the present situation in an attempt to find areas of agreement and disagreement. 

- 
The constructivist approach implies active and substantial participation by host country 
stakeholders, a viewpaint which supprts the preesses of design and evaluation envisioned in the 
training project cycle. The impact evaluation framework proposed in this report incorporates 
elements of the constructivist model in order to strengthen the mutual commitment - by the trainee, 
the employer, the host government planners, USAID and the implementing agents - to the 
government's development objectives.4 



A.I.J).: Currcnt Appronclics to Impact 13valuntion 

A.1.D. hns hrrd n long term itltcrcst and p scrious concern for thc ircllicvcmcnt of dcvcloptncnt 
itnpact, Ovcr thc years the Agcncy has modc a substnntinl cffort to formulntc mcthotlologicd 
guidancc and conduct cvnluations ils a menns for informing policy and progtxm plnnning and 
improving opcratiom This investigation has cxr~mincd closely prior Agcncy cxpcricncc as wcll as 
thc efforts of othcr bilatcrrll and multilateral donor organizations. Of particulnr intcrcst wcrc the 
impact evaluation series bcgun by the Agency in thc late 1970s; the A.I.D. publication, Art 
Approuclt to Evaluating the Impact of A.I.D. Projects; the CDIE impact studies in Nepal, Kcnya 
and the Philippines and the rclated methodological work. The ressnrch and consequent 
development of an empirical goal hierarchy by Albert L. Brown and Edmond C, I-Iutchinson under 
PPC sponsorship in 1975 and 1977 proved invaluable. 

In virtually all cases, prior Agency methods and evaluative experience wcre found to serve 
purposes, follow definitions and cover probqam areas which were different from those specified in 
this contract task order, thus confirming the conclusions of the ATLAS design team, 
Nevertheless, the Agency's prior experience enriched the work which is sumnlarized in this report. 

A Theoreticall Construct and a Conceptual Model for Selecting and 
Designing an Impact Evaluation Framework 

This section develops two closely related, sequential ideas: 

A specific theoly of induced development change to characterize and explain 
human resource development programs; and 

A conceptual model for evaluating the development impact of hurmn resource 
development programs. 

The theoretical construct 
This section reiterates the Chapter I summary statement on theory and further develops the 
argumentation. It also attempts a first, tentative description of some of the features of a specific 
theory. 
This report asserts the need to build and, over time, to validate a specific theory of induced 
developmental change caused by human resource development programs in general and training in 
particular. It further asserts that such a specific theory has two necessary functions: 

To provide the basis for planning effective and beneficial investments in human 
resource development, i.e., for guiding project design; and 

To provide the basis for creating a comprehensive impact evaluation 
framework, which, in turn, has two functions: to measure induced change md 
by so doing, to validate the specific theory. 

These assertions may appear difficult to support since A.I.D. and its predecessor agencies, as well 
as other bilateral and multilateral donor organizations, have financed the training of hundreds of 
thousands of participants in the past half century, and have attempted to evaluate the results of the 
training - all seemingly in the absence of an explicitly stated, and commonly agreed theory. One 
possible explanation is that theories of training, explicit and/or implicit, and evaluation 
methodologies have not been systematically placed in concert. I t  is the purpose of this 
investigation to bring theory and n~ethodology together. 

- 
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'I'hc iwcrtcd need for a theory is based upon thc I'ollowing ~ I I ' ~ U I I I C ~ I ~ S .  

Tlic formulation of an overall impm evaluation stratcgy, iind the choicc of cvi~luation nlodcls, 
methods nnd tcchniqucs to be employed by thnt  strategy, cannot occur in  n v;~cuitln. Evaluiiti011 
methodology is not an end in  itsclf, nor is i t  self-defining. I t  must comprchcntl, withi11 sornc 
cohere11 t framework: 

The origin, nature, magnitude and intensity of thc problem; 

The resources required for its solution; 

A strategy for utilizing those resources; iind 

The key contextual elements affecting the project such as exogenous variables, 
host country values and the unique substantive chcusacteristics of the sector. 

A development progrilm/project is an attempt to solve a problem or correct a deficiency which 
inhibits development. If the nature and magnitude of the problem are not known and if the forces 
which created and sustained the problem are not fully understood, then it is not possible to define a 
relevant solution or to predict its effectiveness. 

Given this uncertainty, the only rational arid systematic approach is to design the development 
project/prograrn withiti a theoretical construct which sets the stage for: 

Ilurninating the problem within its context; 

Defining the linkage between the problem and the proposed solution; and 

Characterizing and explaining the proposed project/program so that it can be 
designed and subsequently evaluated. 

The project is formulated by the designer within the framework of the specific theory. The 
evaluator evaluates the consequences of the project within that sarne framework, and in so doing, 
also validates the specific theory which underlies the project. 

It is useful at this point to restate the classic definition of theory as it applies to the development of 
human resources: a set of interrelated assumptions, principles and/or propositions to guide/explain 
economic and social actions; a framework for formulation and testing of hypotheses. 

To clarify and summarize, the specific theory of induced change has two functions. First, theory 
guides project/program design. Second, theory guides the development of the impact evaluation 
methodology. 

The impact evaluation framework has one function: to provide the means for eva1u;itors to measure 
induced change, i. e., to guide the evaluation. 

The evaluation of the project/program has three functions. First, evnluation measures induced 
change. Second, evaluation validates the project design. Third, evaluation valid;~tes the specific 
theory of planned change. 

These relations are multiple and circular. To ensure that they are clearly understood, they are 
illustrated in Chart 3 (repeated from Chapter 1) on the next page. 
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THE THEORETICAL CONSTRUCT - THREE RELATIONSHIPS 

More specific reasons for the development of a theory rue: 

SPECIFIC THEORY OF INDUCED CHANGE F- I - 

It has the potential for increasing the capacity to predict, explain, measure and 
account for changes induced by an intervention/investn~ent, a capacity which is 
now limited and highly dependent upon judgement; 

VAL ID ATES THE SPECIFIC 

It can accornodate the key concept of impact leverage; 

DESIGN OF THE PROJECT/ 
PROJECT 

Many of the elements which might inhere in or support a theory, alre:idy esist i n  
A.I.D., explicitly or implicitly, and have shown evidence of improving the 
design, execution and evaluation of development interventions. These ;we: 

/ 7  I 
PROJECT/PROGR AM 

i' 

I' 
VALIDATES THE PROJECT DESIGN __----- -- - -  

- models for* chu;~ctcrizing,nnd analyzing key segmertts of the society 
such as institution buildlng models, sector analyses mcl planning 
models and macroeconomic modcls; 



- methods for observing contextual scttitlgs imd idcntifying r~nd 
assessing exogenous vi~riablcs, such as survcys and fcrlsibility 
analyses; 

- approaches to identifying and integrating diverse stakeholder intcrests; 

- means for problem identification, diagnosis and measurement, and for 
the establishment of baselines, benchmarks ,and objectives; 

- methods for the formulation and testing of causal hypotheses; and 

- an enormous body of substantive literature on educational investment, 
performance and theory, covering both empirical and research 
orien rations. 

Without a theory, human resource development will coi~tinue to be, as it has for decades, an act of 
faith, reflecting the maxim that education is an inmnsic good and therefore, the more the better. 
Without a theory, donors and host countries will continue to tinker at the margins of the existing 
system, e.g., to refine administrative procedures, to calibrate arrangements and to adjust 
budgets.12.13 

The arguments against the development of a theory tend to revolve around uncertainties and costs: 

What is a theory, what it will look like, how will it differ from an impact 
evaluation methodology? 

Why is i,t needed? 

What can (and cannot) it do? 

Who will use it and for what purposes? 

How difficult will it be to construct and to test?, and finally, 

- How can one determine if it will make a difference, and how much of a 
difference? 

The benefits and costs of developing a specific theory of induced change cannot be known in 
advance, and perhaps never. Despite these uncertainties, this report recommends that a priority and 
adequate resources be assigned to the development of a theory. To this end, the following 
passages will attempt to outline a tentative definition of how a theory might be evolved. The theory 
is described in terms of three elements. These are: 

The solution/intervention - the development goal and project purpose of the 
schdarsitip program; and 

The context, including exogenous v'ariables, values and substantive needs and 
characteristics. 

Each element is accompanied by a brief commen tary on the extent to which it is evaluable, i.e., can 
- be validated. Generally, these elements are relevant both to a totrtl scholi~ship program and to 
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individual training grant projects. This section uses ATLAS to excn~plify h i g h  education ;is ;i 
c;~usativc intervention/investment. I t  is illustrative only, i t  does not presume to be definitive or 
exhaustive. 

The problem 

The creation of a specific theory begins with the identification of the problem. The extent to which 
the theory can explain the project/program and predict its effects depends, in the first instnnce, 
upon the amount and quality of information on the origins, nature, magnitude, intensity and other 
dimensions of the problem to be solved its well as the factors which have previously inhibited a 
solution. 

In the illustrative case of ATLAS, the project documentation briefly notes the need for highly 
qualified technical and managerial personnel throughout Africa, but does not provide any specific 
categorization or quantification of the necd. It also does not identify the nature or intensity of the 
constraints which historically and currently inhibit the creation of such a group. Thus, there is not 
yet a basis for determining the level of dclmestic and donor resources and effort required to solve 
the problem/deficiency, or for calculating at  what rate and when it will be solved. If the problem is 
open-ended, both in terms of coherent understanding and of resources and time required, then the 
solution is also open-ended and the possibility of a viable theory is limited. 

The solution - the development goal and project purpose 

The specific theory of induced change permits a relevant and feasible solution to the specific 
development problem. The problem and the solution should equate within a specified time frame. 
There should also be an internal structure of causal linkages which is viable and sound. 

In the specific case of ATLAS, the purpose (trained people) is the proposed solution to the problem 
(lack of trained people). The goal to which ATLAS contributes: increased capacity at the 
institutional level, is the proposed solution to the problem of inadequate institutional performance. 

In attempting to equate the human resource problem and the training solution, two broad issues 
arise: First, education is not, taken alone, a sufficient condition to cause development. Second, a 
scholarship program is only one part of th8e education intervention. A brief commentary on these 
two issues follows: 

I~tsrrfficient solution 

Higher education enables, but may not be sufficient to cause development. Some 
subsectors/sectors are able to act as engines of development: creating consumable products, 
earning revenue, generating employment and driving other sectors forward. Mineral exploitation, 
high yield, high quality agricultural products, efficient export manufacturing and other subsectors 
often assume this role. Unlike these leading sul~sectors, higher education is intended, not to drive, 
but to fill deficiencies and to provide services, Scholarship programs tend to be predominantly 
conservative, risk-avoiding enterprises; evolutictnary rather than activist or disruptive; assumed to 
be critically important but not necessarily a spearhead of development. 

Partial solution 

The scholarship program is only a piece of a piece of the total solution. First, a highly educr~ted 
elite is a necessruy, but not sufficient condition for political/social/economic development. Second, 
a scholarship program is a small part of that necessary, but not sufficient condition. The educated 
elite is not sufficient because other necessary conditions must also be present. These ;we: capital 
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irivestnicnt ,and firiancial mnrkcts, physical infrastructure, cnergy sourccs, transport, nati~rirl 
resourcc endowment, export markets and foreign currcncy reserves, human rcsourccs crcrltcd by 
other nienns, etc. Together, these clcments constitute ii ncccssary sufficient set of coliditiorls 
for development to occur. 

If higher education is chosen as the solution, then one must look at the defined scope, character 
and purpose of the chosen solution, i.e., a scholarship program, to determine what evalui~tion 
should be expected to accomplish, and what kinds of evaluation are necessary and plausible. At 
least two levels of evaluation merit consideration: 

Effectiveness 

At the Africa-wide level it is not possible to evaluate whether a scholarship 
program such as ATLAS has met known, specific human resource requirements 
unless those requirements have been articulated in explicit and verifiable terms. 
At the country level, the possibility for determining the extent to which the 
program has met manpower requirements depends upon whether such 
requirements have been set and whether they are valid and realistic. These are 
effectiveness, rather than impact questions, but they have some importance for 
determining the significance of the investment relative to the deficiency, both at 
the overall program and country levels. 

Another dimension of effectiveness is the extent to which the graduate's work is 
consistent with host country development plans and priorities as well as the 
graduate's own professional interests and personal ambitions. The answer to 
this question is a precondition for the evaluation of developmental impact noted 
in the following paragraph and discussed at length in Chapter 111. 

A specific theory of induced change might facilitate the formulation and 
validation of project design hypotheses about the practical relationship between 
human resource planning on one hand and investment in higher education 
among competing sectors and disciplines on the other. 

Developmental impact 

Given the situation-specific nature of scholarship grant projects, the pursuit of 
evidence of developmental impact must focus on the individual trainee as the 
unit of analysis. This fact determines the design of the impact evaluation 
framework. It implies tracking of the developmental effects, using a 
development process model and causal hypotheses. Within the specific theory, 
this kind of impact evaluation is viable. 

Conversely, the comparison and aggregation of information on impact within 
and across countries and within and across disciplir~es and sectors does not 
appear feasible, although summaries of similar individual experiences may be 
useful to decision-makers. A specific theory might be able to provide a basis 
for identifying commonalities not previously apparent. If this showed promise, 
then comparative inferences might be possible. This question is considered in 
Chapter 111. 

The two issues discussed in the preceding paragraphs are essentially limiting in character. They 
should be seen in contrast to the concept of impact leverage, which presupposes the possibility that 

'. a single, simple solution can bring about widespread and profound changes, if the solution is 

- 
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specific to n pervasive problem. Irnpact lcveragc is dcfined in CI~aptcr I1 and tliscusscd in  greater 
detail in Chapter 111. 

Context 

Context includes exogenous variables, values and substantive needs and characteristics. The role 
of theory in this area is potentially strong, since the interaction of an intervention/investment and its 
environment are central to development. 

Theory is a proposed explanation of induced change expressed in conceptual/abstract terms. Therc 
are different kinds of theories and differing levels of abstraction and specificity. The challenge of 
theory building proposed in this report includes the need to define the kind and level of abstraction 
most appropriate to human resource development programs. 

In order to be universal in its applicability, broader, more general theory is intended to be context- 
free, value-free and substance-free. Social science research methodology espouses this view. A 
narrower theory, to be explanatory/predictive in its defined area of interest, must remain neutral 
and yet must be capable of explaining and predicting change which is specific to a sector, or 
influenced by local values and local exogenous fiictors. 

The test of theory building posed in this report is to define a theoretical construct which has 
universal applicability in a defined area and at the same time is capable of guiding decision making 
on concrete/operational matters at the project level. 

- 

- Exogenous variables 

The context includes exogenous variables as well as intervening/process variables, both of which 
may significantly affect implementation and the achievement of project/program objectives. 
Training programs operate within an unlimited number of contextual variables. The impact 
evaluation framework must identify the most critical of these and assess their influence on the 
development effects of the training. 

At the planning stage for conventional projects, assumptions about the behavior of exogenous - 
- variables are cited in the logical framework mamx (a specific theoretic device) and further explored 

in the several feasibility studies prior to approval. Causal hypotheses, formulated during the 
planning stage and reformulated on the basis of ncw information during the post-planning period, - 

- 

complete the preparations for subsequent evaluation. In the evaluation process, the main issue is to 
determine attribution and criticality, i.e., to differentiate the causal hypotheses from the exogenous 
and intervening factors. 

Values 
- 

The identification and diagnosis of a development problem or deficiency, and the preliminary - 
design of a solution tend to be normative (i.e., prescriptive) processes. Normative theory 
embodies values. It deals with aspirations and desires as well as inhibitions and anxieties, with 

- commercial motivations as well as culturd passivity. P~ojrct/prograrn design in the normative 
mode states what the designers would like to achieve: what should be accomplished. What should - 
be accomplished may not necessarily coincide with what can be accomplished. Normative theory 
is embodied in fourth generation and participative evaluation models which place emphasis on 
qualitative assessment. 

Normative theory, as applied to scholarship programs, determines whether the progr;im/project 
which is undertaken is a true reflection of the values of the key stakeholders. In the specific case 
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of ATLAS, the stakeholders are thc host country planners (who arc prcsumcd lo rcprcscnt the 
interests of the target group/bcrreficiarics), the trainee (who is the chmge agcnt), USAID, thc 
implementing agents (AAI and the Amcrican universities) and finally, the cvnluators. Given that 
the values of these parties are divergent, the resolution of this divergcncc iit the carliest possible 
stage is crucial. 

Causative theory is descriptive, rather than prescriptive. It accepts the values which were embodied 
in the design and attempts to determine if the design is plausible, i.e., if and how the stated 
objectives can be achieved. At the planning stages, it attempts to predict how the causative 
linkages and the processes will operate, At the evaluation stage it attempts to explain how they 
actually did work. It is concerned with both planned and unplanned change. It permits the 
exercise of judgement to interpret evaluative information. 

At the evaluation stage, it is important for the evaluators to know about, and weigh the role that 
values played at earlier stages. It is also necessary for the evaluators to take the values of the 
stakeholders into consideration when interpreting the developmental effects of the training program 
in the host country environment. 

Substantive needs and characteristics 

As noted above, a specific theory should be universally applicable to any differences in substance. 
The specific theory must also recognize that differences in substantive characteristics have differing 
influences among individual projects, e.g., the substantive characteristics of agriculture as a 
science versus the substantive characteristics of industrial manufacturing, health, mining, nutrition, 
etc. When that s~ecific theory is expressed in the form of a conceptual project design, and the 
conceptual modcl is then operationalized, substance becomes a major consideration. 

Although the specific theory of induced change itself is substance-free, it recognizes that the 
training project will 'be heavily weighted toward the unique substantive content of the trainee's field 
of study. For example, the theory deals with the project cycle in abstract terms, defining the 
functions of each stage in the cycle and unifying them through the device of the goal hierarchy. 

At the concrete, operational level of the training project, the theory acknowledges, but makes no 
provision for the fact that the cycle of problem identification, design, implementation, evaluation 
and feedback in a substantive/technical subsector/sector, e.g., cereal grain production, requires two 
kinds of expertise: the diagnostic/analytical skills used in design and evaluation and substantive 
knowledge of the specialized technology of cereal grains. Few people possess both skills. The 
combined skills of the host country, USAID, and coutractors generally are adequate to the task. 

Conversely, the specific theory should spell out the conditions which determine the evaluability of 
the project but then acknowledge that the evaluability is not significantly affected by the degree of 
substantive/technical content. What is challenging for the evaluator is the fact that both the project 
design and the substantive/technicd content are independent variables and er~ch may have its own 
significant effect upon the outcome. Thus the evaluator must add to the evaluation plan the issue of 
substantive relevance: First, was the design of the project/program relevant and appropriate to the 
substance (cereal grain technology); and second, was the substance more relevattt to the host 
country probiem than other alternatives, e.g., cereal grain technology versus irrigation systems 
versus storage and marketing versus plant disease control. 

A final word on theory. Theoretical devices and conceptual thinking are widespread in A.I.D., as 
they are in other development organizations. But there still does not yet exist a coherent construct 
to guide the purposeful creation of human resources or their effective employment within the 
development process. 
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A Conccptuirl Moclcl for Evaluating Dcvelop~ncnt Imp:lct 

This section briefly describes the scope of the impiict evaluation fratnework irnd sumniitrizcs thc 
nrchitecturc and the constituent elemcnts which derive dircctly from thc theorctic;~l construct . This 
is a conceptual model, not an operational model, 

The scope of the impact evaluation framework 

The scope of the impact evaluation framework encompasses all dimensions and levels of impact 
within the host counay society. It delineates the defined differences between impact and the 
preconditions to impact. It embodies the total cycle of design, training and post-trilining activities, 
draws on, and adapts existing design and evaluation concepts and introduces new approaches. It 
specifies training project design and evaluative tools and techniques to be used at the several stages 
in the cycle. The architecture and the main elen~cnts of the methodology are briefly summarized 
here. Subsequent chapters describe the methodology and the design and evaluation tools in greater 
detail. 
The architecture and key elements 

The architecture of the impact evaluation framework is comprised of six major functions/objectives 
and six analytical twls/measurernent techniques. The six major functions are: 

Illlegration of the project cycle 

A trainee in a scholarship program is a discrete development project with an inherent cycle of 
design, training, post-training activities, evaluation and feedback. The impact evaluation 
methodology facilitates the integration of the cycle, making it continuous and self-reinforcing rather 
than a series of discrete stages. Each of the analytical tools/measurement techniques listed below 
contributes to the integration of the cycle. 

The integrity and explicitness of the project design 

This function is to ensure that the project objectives are necessary and relevant to the 
problern/deficiency to be solved; are explicit and objectively verifiable; and are achievable. It also 
concerns the coherence and logic of the internal structure of causal linkages. 

The evaluability of the project 

This function calls for the incorporation of preconditions which will enhance the possibility for 
determining impact, attribution and criticality. These are the preconditions for the last function 
listed. below. 

The relevance and effectiveness of the training 

  his function relates the training program to the needs, plans and priorities of the host country and 
the professional interests and personal aspirations of the trainee. 

Impact on I~ost cozirrtry developmen1 

This function is the ultimate objective of the scholarship program, and its achievement is the central 
function of the methodology. 
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The i(1ent~'lcalion arrrl rrreastrrenrerit of impact, arid the cl~terrriirrtrliorr of crtlr.ii)rrliori 
(11tt1 criticality 

This is the purpose of the impact evdui~tion framework r~nd thc focus of its clcmcnts. It irlcludcs 
the concept of impact leverage. 

To fulfill these six functions, the methodology draws on six analyticnl tools, As notcd abovc, e:ch 
of these analytical tools contributes to one or more of the functions. Conversely, each of the 
functions is supported by more than one element. The elements are: 

This is a consultative process involving the trainee, the host country government, any known 
future employer, USAD and the implementing agents. Within this process, the project is designed 
and the preconditions for subsequent evaluation are set. The joint planning process requires full 
access to host country development plans and priorities, manpower analyses, labor market 
information and other relevant sources. 

Trainee comrnitrnertt 

Trainee commitment to host country development plans and priorities is established in the joint 
planning process noted above. It is a necessary but not sufficient condition for impact. 

Goal Hierarchies 

The methodology utilizes first, a generalized goal hierarchy which reflects the anticipated host 
country development process and second, an individualized goal hierarchy which reflects the 
planned and actual contributions of the trainee to host country development. The two goal 
hierarchies systematically link host country needs to the trainee's career pathway. The devices are 
intended to function at the level of the individual trainee and for ATLAS as a total program. 

Causal hypotheses within the structure of the goal lrierarclries 

The methodology specifies the formulation and reformulation of causal hypotheses at the project 
design stage to disaggregate and delineate the intended process of developmental change. Two 
independent but interrelated sets of causal hypotheses are specified: (a) generic hypotheses linking 
the trainee/training to development impact and (b) situation-specific hypotheses which track the 
process of induced developmental change. 

The hypotheses are modified and fortified to include simple networking of the change process and 
consideration of both intervening and exogenous variables. The methodology uses hypothesis 
verification as an integral follow-on at the evaluation stage. 

Observatiort, intervention and irrformation collectiort, sim~ltaneorrs with the 
occlrrrerrce of irtdrrced change 

This process begins when the ATLAS trainee is selected and continues into his/her career. It 
affords the opportunity to enhance the probability of achieving impact and of identifying and 
measuring impact. 

Crcafive Associates Iniernational, Inc. 
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Joirrt participdlori iri flrc cvalrrnfiorr process 

This is the countcrpnrt of thc joint-planning proccss notcd irbovc :ind would involve 1111: SillllC 
tcchniquc and the same stnkcholdcrs. 

N. B. T l ~ e  relatiottsltip between the metltodological frtztrrework mttl tltc cltttilyticd rool~l 
measurement techniques (above) requires a word of clariji'clztiori, E l ~ l t  of the six 
fiinctionslobjectivw of the framework is supported by more tltun one of the six mo1.s; in sorrte 
cases, all six of the tools serve to support the same function. Sirtce the link(l,qcs henwen jilnctiorts 
artd tools ure each multiple sets, it is not possit~lc) to portray tlic re1atiottslrip.s clearly in grtrpltic 
,form. 

- 
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DEVELOPMEN'I' IMPACT - WHERE 'I:'I-IE CAUSE OIi' CHANGE IS L 
TRAINING - 

This chapter (a) introduces the proposed impact evaluation fmrnework, (b) cxplains its covcrage of - 
the several stages of the training project cycle, (c) chizracterizes the dimensions within which 
impact may occur and (d) defines and describes the conditions and the analytical methods arid 
devices which affect the use of the framework. 

The methodology proposed here is an integration of new ideas and proven techniques. It draws 
from the goal attainment model in its emphasis upon measuring achievement of stated objectives. 
It specifies a goal hierarchy device - analogous to the project logical framework matrix' - to guide 
the design and evaluation of training projects and integmte the project cycle. It abstracts from the 
systems model for the design and evaluation of institutioe~al capacity and performance. It utilizes ii 
major theme of the fourth generation evaluation paradigm in defining a joint collaboration among 
stakeholders throughout the prqject cycle. It may even be seen as resembling one feature of the: 
goal free model in that it places no constraints on the range of possibilities for developmental 
impact, although in practical terms, the specialized educa.tion of many graduates may self-define a 
circumscribed universe in which developmental impact can be expected to occur. Finally, the 
methodology utilizes a modified hypothesis formulation, - reformulation - verification technique 
derived from Aristotle's hypothetical syllogism, as the basis for design and evaluation. 

The impact evaluation framework described here is not limited to a prescription of what training 
results to evaluate and how to evaluate them. It goes beyond that passive level by deliberately 
introducing into the design of training programs those elements which not only permit impact 
evaluation, but more importantly, will increase the explicitness and relevance of post-training gods 
and will enhance their compatibility with the host country's development plans and operations in 
both private and public sectors. - - 

- Perhaps the most important idea which can be made explicit within the framework is that there is a 
- wide range of possibilities for greater or lesser impact leverage: that the selection, training and 

employment of the individual can have a profound effect on the nature and magnitude of the 
resultant development impact. - 

- - - 

In addition to the ideas summarized above, it should be noted that the formul~tiotl/reforn~ul;ition/ 
- verification of causal hypotheses, within the framework of the goal hierarchy device, integrates the -- 

training p~oject cycle. Hypothesis formulation and reformulation would occur on a eoittintting - - - -. basis during the design and itttplcmenrarion of training and the early post-training stages. 
Hypothesis verification is centrd to the evaluation and feedback st:lpes. Sincc c;lus;ll hypotheses 
are critical at all stages in the cycle, this chapter begins with a summary display of thc neccss;wy - 

developmental conditions from which causal hypotheses are derived (see Ch;m 4). 
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'I'lic inip:~ct cvrtlu;ttio~l fr;uncwork iticlutlcs the Sollowit~g cornponc~its. I'irst, i t  c~lcotnpr~sscs 1111 
l)rojcct/progr;un phiiscs including l)lanning, implctncr~trltiorl ;tnd post-tr;~iriirig. Sccor~l, i t  
consitlcrs contcxtual frtctors which I w c  tlic power to affect clir~ngc. 'I'hcsc cxogcno~~s fitctors ilrc 
in rrddition to training, which is thc primary cilu~itl frtctor under invcstig;~tion. 'I'lic c o r ~ t c x t ~ ~ l  
fiictors arc political vinbility ;tnd sti~bility, sociitl vi:tbility and strtbility, xlcquacy itnd acccssihility 
oi' lu.;ourccs, infrnstructurc rtnd scrviccs, virtbility of inte1lcctu;tl scrviccs, c.g., rcsc:trcli md 
dcvcloprncnt, education, org:tnizntional dcvcloprncnt, rind others. 'Third, i t  has ttw itbility to 
cvi11u:ite impact in one or more dimcnsions of chitngc including individual, orgrtnization, sector, 
bcncl'iciaty group, country or multinntional, Fourth, i t  has the crtpwity to evaluate tlic in1p;tct ot' 
trltining r c g i ~ d l c ~ ~  of the ways A.I.D, Missions use or do not use training (c.g. A'TIAS) its ;I 
component of their country assistrtnce programs. Finally, i t  defines thc irnprtc t indic;ttors w hich arc 
:tcccpt;tble measures of impact. 

111 illc discussion which follows, each component of the impact evaluation fi;tmcwork is rcviewcd: 
stages, contcxtual factors, dimensions of change and impact indicators. 

Impact Evaluation and the Stages of a Training Program 

The conceptual framework for impact evaluation encompasses the dcsign, implementation and 
post-training stages of the cycle, draws on, and adapts existing design and evaluation concepts and 
introduces new approaches. It specifies design and evaluative tools and techniques to be used at 
the several stages in the cycle. 

The planning/design stage 

This section describes the several elements which comprise the design stage and set the stage for 
subsequent evaluation. The concept which unites these elements is the need to translate the salient 
features of the host country's development needs, plans and priorities into a form which the trainee 
can use in setting hisher own career objectives and in formulating a career pathway to meet those 
objectives. The underlying hypothesis is that the more the trainee learns about hisher country's 
development needs, the greater will be the trainee's contribution. 

The first element is a generalized goal hierarchy: a simple model of the major stages of the 
development process into which can be placed information on the resource requirements, 
objectives, priorities and strategies of the host country. The goal hierarchy permits the formulation 
of causal hypotheses which explain how the process of development might be expected to occur. 

- The hierarchy, informed by explicit host country planning information, makes it easier for the 
trainee to plan a post-training career which links hisher personal and professional interests to the 
needs of the host country. - 
The second element is an individualized goal hierruchylcareer pathway which the trainee derives 

- from the generalized goal hierarchy after helshe is fully aware of key infornxttion about the host 
country's needs, objectives and priorities. The individualized goal hieruchylcareer pathway is n 
step-by-step charting of the personal aspirations, interests and objectives of the trainee. The 
formulation of causal hypotheses, initiated in the generdized god hier:trchy, is explicated, i,e., - 

sharpened and made more specific to the post-training employment of the ;tlumnus. The 
- 
- preparation of the two goal hierarchies, and the formulotion of causal hypotheses sets the stagc for 

the subsequent evaluation of developmen tal impact. 

The third element is the formulation, reformulation and verification of caus;il hypotheses within the 
- framework of the generalized and individualized goal hierarchies. I t  is ;i sinlple, qu;tlitative version 

- 
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of the tcchnique. It is itid~rctivc r;~tllcr thcn tlcductivc, I t  csclicws tllc ;~ccoutr~lriicrits of' tllc 
st;~tistic;rl vcrsion of liypothcsis testing in  t h ~  i t  docs riot prcsunlc to mc;lsrwc co~il'idcncc Icvcls, 
rejection rcgions, ~igniticatlcc probabilitics i~rid the likc. 

The fourth clemcnt is the process of joint consultr~tion and planning which rcsults in tl~c prcp;~r;ttioti 
of the individunlized goal hicmrchy and thl: C ~ I U S ~ I  hypothcscs wi~hin that Ilicr;~rcliy, 'l'hc process 
is ccntercd around the participant and supported by the host country, ;my known, futurc 
employers, USAID and the implcmcnting agents. 

The four elements of the planningldesign stage facilitate the full exprcssion of A.I.D. policy 
interests and priorities, including special policy emphascs such as Women in  Dcvclopmen t ,  
environmental protection, etc. 

These four elements are described below. 

Tlie generalized goal lriertrrclry 

The generalized goal hierarchy is based upon three sources: 

Host country macro and sector development plans; 

The designs of development projects and programs which directly support host 
country development plans; and 
Evaluations which illuminate any differences between planned and actual 
development results. g 

The generalized goal hierarchy identifies and displays the progression of developmental changes 
and effects triggered by a development intervention/investment. Ideally, the generalized goal 
hierarchy is a valid reflection of the operational realities of the developing countries; universally 
applicable to a variety of development investments, regardless of sector, geographic location, etc.; 
and, useful in attempting to predict as well as evaluate the outcome of new developrnent assistance 
initiatives. 

The generalized goal hierarchy is an empirical logical model of induced developmental change. Its 
only purpose at the planning stage is to be a bridge between the macro and sectoral information 
contained in the host country development plans and the micro aspirations and plans of the 
individual trainee. 

The generalized goal hierarchy is a diagnostic/planning device which describes how development 
might occur at the institutional, sectoral, target group and macro levels. Its purpose is to illuminate 
the possible dimensions, levels, and pathways for developmental impact. Although it is intended 
to be universally applicable to all developing countries, to be plausible, and therefore most useful, 
it must be informed byfconsonant with the kind, direction and magnitude of development plans and 
realities of each country. 

Moving from host country develapment plans and prioi%ies io personal career phnning is an 
enormous leap. It requires interpretation and adaptation which may be beyond the capacity of most 
trainees. The generalized goal hierarchy is proposed as an intemiediote device to help bridge the 
gap. 

The host country development plan, and adjuncts such as manpower inventories and labor m;uket - 

analyses, identify what human and other resources are needed for development. They also contain 
the information which is needed to formulate an individualized goal hierarchy/c;reer pathway. 

--- 
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As changcs occur ovcr time during thc ATLAS training cyclc, any significrmt cllnngcs in host 
country circumstnnccs rrnd priorities should bc reflcctcd in thc jpcralizcd god hicrnrchy itnd 
consupmly in the individualized god hierarchy. 

A tnore detailed explrination of the structure and functions of the genernlizcd goal hicrnrchy 
follows. 

AID development assistance incorporate:~ a general logic system in which progress proceeds from 
stage to stage in afi ordered and seque:ntial manner, is., from input to output to purpose and 
beyond purpose to developmental effec~ts in organizations/institutions to subsectorrrl and sectoral 
systems to target groups and to broader national societal benefits. The sequence is intended to be 
causal, although not necessarily linear, with attention given to the influence of intervening/process 
variables and to exogenous variables. 

At each stage in the hierarchy at least two general types of development change can be observed. 
These are antecedent changes in activities, characteristics and capacity and consequent outcomes, 
performance and benefits. The stages can be classified and described in operationally relevant 
terms as a basis for planning and design, for incorporating pre-evaluative elements at the planning 
stage and for guiding the evaluation process. 

The causal relationships within the hieruchy described here are demonstrable either empirically or 
logically. A simplified version of the generalized goal hierarchy looks like this: 

Levels in the Goal Hierarchy Developmental Changefimpact 

SocietaVnational group benefits 
- 
- -- -I Target group Target group benefits 

Target group performance 
Target group capacity 

= 
S ubsec tor/sec tor sys tem 

- 

Subsector/sector system 
performance 
Su bsectorlsec tor system 
capacity 

Institutional performance 
Institutional capacity 

Following are definitions of the goal hierarchy levels and developmental changes/effects. 

OrganizationaVInstitu tional Level 

An institution is a significant organization which is a part of a subsector/sector 
system. It may be a ministry or a primary sub-unit, an autonomous agency, a 
private firm or other entity. Depending upon how the sector being assisted is 
defined, it may also be a discrete subsystem of the sector system, e.g., credit, 
marketing, small-scale manufacturing, a consumer cooperative, cereal grain 
research. 

.- 
- 
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Institutional c;lpacity is tlic potential of ;in orgonizi\tiol~. Institutiollirl 
perf'ornmcc is the crcatio~,i and delivery of' policies, scrviccs ;~nd/or produc~s Ily 
t.hc organization. 

A niodcl of organization/instit~ition building is described in Chnptcr 111. 'I'hc 
nlodcl is an integral part of the generalized god hicrwhy. 

Subsector/Sector System Level 

A sector system is that functional segment of an economy - cornposcd of 
facilities, activities, institutions and relationships - which directly supports a 
developlaent goal nt thl; national/macro level. A sector systcm is the 
combination of, and the interrelationship among organizations, practices, 
channels and policies which moderate sector performance. Some development 
projects may leapfrog directly from institutional perform;~nce to the tauget group 
beneficiaries. However target group activities (and the success of the 
institutional products) are normally influenced by the sector system. 

Sector system capacity includes changes in  the number, type, volume or quality 
of system activities brought about by the training project. System performance 
includes policies, services and products emanating from multiple institutions 
operating as a single sector system. Sector performance includes both the 
effects of the training project and non-project influences within the sector 
system which together are necessary and sufficient to achieve n change in target 
group behavior. 

Target Group Level 

A target group is an identifiable class of people which the project (the graduate) 
is expected to influence/affect in a predictable way. This may be all people of 
similar characteristics or some more restricted subgroup defined by location, 
occupation, sex, income or other distinguishing characteristics. Target group 
capacity is the behavior, knowledge, attitudes or social organization which the 
project is expected to alter. Target group performance is the proximate result of 
the effective application of target group capacity, and usually takes the form of 
increased productivity and production. Target group benefits are the desired 
result of target group performance, e.g., farmers change their cultivation 
practices (capacity) to increase yield per hectare (performance) to receive a 
higher income (benefit). 

In the preceding example, the causal chain was linear and the benefit accrued to 
the farmer only. Development is often non-linear, has multiple effects and 
requires a broader benefit and benefit incidence: the capacity of one target group 
should result in the production of policies, services and/or goods which benefit 
other target groups and/or contribute to a different societal/t;lrget group goal. 
Using the same example, farmers (target group 1) may change their cultivrttiot~ 
p~aetiees to increase yield per hectare to receive higher income. The change in 
cultivation practices may increase farm employment (target group 2) and 
increase the quality and quantity of f:irm produce avnilnble to urban consuniers 
at lower prices (target group 3). 



National level goals reprcscnt those benefits desired for broild national groups 
and the society as a whole. These are the goals most comnlonly stlitcd in 
national development plans or articulated by national lcadcrs. Nationiil group 
benefits are changes in the characteristics of broad groups or systems to which 
the target group belongs, but which transcend the target group. This impact 
class defines and gives content to national goals in terms of the benefits to be 
conferred on particular classes of citizens. Societal benefits represent the 
national aspiration for economic growth, improved social relationships, general 
well-being, participation in the international order and national policy. They 
thus represent the goals from which lower order goals should be derived and to 
which the efforts of the graduate should ultimately be directed. 

Another way of understanding the goal hierarchy is to see it as a series of 
enabling mechanisms, cascading upward, and at each level, adding a new 
dimension of capacity and performance from the preceding level: 

- At the level of the graduate, the enabling mechanism includes the 
technical, behavioral anti attitudinal capabilities which were acquired 
during training. 

- At the institutional level, the enabling mechanism includes the enabling 
mechanism of the gra.duate (above), as well as the enabling 
mechanism of the institution, e.g., its capacity, resources, doctrine, 
program, equipment, bualget, leadership, staff, etc. 

- At the sectoral level, the enabling mechanism includes the enabling 
mechanism of the graduate and the institution (above) as well as the 
enabling mechanism of the sector/subsector, e.g., the sectoral capacity 
to absorb, utilize and multiply its activities, resources and 
relationships and to deliver goods and services to the target group (and 
to the macro level). 

- At the target group level, the enabling mechanism includes, all the 
prior enabling mechanisms (above), as well as the capacity of the 
target group to absorb, use and benefit from the accumulated goods 
and services. 

- At the nationallmacro level, the enabling mechanism includes all the 
prior enabling mechanisms (above) as well as the capacity of the 
society to foster policies and programs which provide for capital 
formation, equity in taxes and income, social welfare, export 
marketing, currency stability, etc. 

There is a third perspective in which one can view the generalized goal 
hierarchy. The uses of the goal hierarchy are bidirectional. 

From the bottom up, it is a formative, planning framework for thc causal 
hypotheses which characterize the development continuum; the explicit 
assumptions about the behavior of exogenous and intervening variables; the 
indicators; and, the kinds and sources of information needed to verify/validate 
the hypotheses. From the top down, the hierarchy is a sun~mative evaluation 
framework within which the causal hypotheses are verified/validated and 
attribution and criticality are pursued. 
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Logic:~lly and conccptunlly the goal I~icrarcliy is linked to project lcvcl 
objcctivcs. 'I'lie goill hicrnrchy att;ichcs sclic~ii:~tic:illy to tlic project logicd 
framework matrix thc purposc Icvd, wid1 thc ;~tr;~innicnt of project purposc 
triggering the causal chiiin rcprescntcdl. in thc go;rl hierarchy. 

This is illustrnrcd in thc specific casc oYATLAS :IS follows: 

The purpose statement for ATLAS is: To strengthen le;~dcrship and tcchnicd 
abilities and enhance professional perfornl:incc of individuals serving in Africu~ 
public and privatc sector entities, including univcrsitics, rcsearch centers, and 
other key development institutions. 

The goal statement for ATLAS is: To improve the performance of African 
institutions and organizations to plan and promotc sustainable devclopment in 
Africa. 

The first level in the generalized goal hierarchy coincides with thc goal stiltemcnt 
of the ATLAS project logical framework and rcprescnts the first step in the 
unfolding progression of developmental effects which will crncrge from 
ATLAS. 

At this preliminary stage, the generalized goal hierarchy is conceptual, not 
operational. It is not yet a device for maximizing or optimizing, although with 
the incorporation of magnitudes, values, time and other specific information, it 
might begin to take on such a characteristic. 

The irrdividualized goal hierarcltylcareer path way 

The individualized goal hierarchy is a planning device which describes how the trainee's personal 
contribution to host country development and personal career achievement might occur. It 
illuminates the possible dimensions, levels, and pathways for such personal achievements and 
contributions. 

This is an individual career plan, adapted from the generalized development goal hierarchy, in 
which the specific qualifications and interests of the individual are integrated or hmonized  with 
the needs, plans and circumstances of the host country. I t  is to be jointly drafted in close 
collaboration between the trainee, the relevant government ministries, any future employer, USAID 
and the implementing agents. 

The individualized god hierarchy is intended to integrate the design and evaluation functions of the 
training project. Specifically, it would build into the design stage the necessary preconditions for 
the subsequent evaluation of post-training impact. The integrity and utility of the individurllized , - 
coal hierarchy as a predictor of developmental impact at the planning stage would obtain, in the 
C, tlrst instance, from the fact that it  was derived from the empirically based generalized goal hierclrctl. - 

Its value would also depend importantly upon the n m r e  of the pre and post-trriining coilnborntion - 

between the rrainee, the reIevant host country mi.r;isrries and any future employers. Prior to this 
collaboration, the trainee may have little or no knowledge of the host country's macro or sector 
development plans, its human resource inventory, the current and projected state of the labor - 
m;lrket, or its experience with prior development initi;itives. - 

The buildins blocks of both [he generalized and individuolizcd goal 1iier:~rcliies are causal 
hypotheses, tom~ulated in  a tentative fashion by the gradtlatc: to predict the scqucnce of initiatives, 



activities, cvcnts rind achievcnicnts which t~c/shc plnnncd for the post-training cmploymcnt. 'Shcsc 
causal hypotheses, provisionally statcd at the planning stage, will bc rcformuli~tcd during the 
training and post-training stages iH the trainee learns more ilbout his/hcr ficld of st~rdy nnd about 
chringing host country circumstances. The individualizcd goal hierarchy will contain thrce 
clemcnts neccssiuy for evnluation: 

- Baseline data describing the participantt!i yre-training qualifications 
and the host country circumstances in hisker m a  of interest; 

- The participant's career objectives and their relation to host country 
development objectives; ,and, 

- The causal hypotheses which will illuminate the developmental change 
process. 

The two goal hierarchies are not formulae to be followed nor forms to be completed; rather they are 
means for thinking through the process of induced developmental change and how that process 
might be influenced by the graduate. The goal hierarchies are not ends in themselves, but are only 
one of several means of increasing the probability that the graduate's contribution will be relevant 
and substantial. The goal hierarchy device is a necessary bur not sufficient means for forecasting 
development ch,mgesleffects. 

The goal hierarchy device may look intimidating and tedious. It is not so intended. It should be 
seen for what it is: the framework for career planning. 

The natune of causal hypotheses and their fomulation/refoimulation at the design, implementation 
and early post-training ernployment stages are described in greater detail below. The subsequent 
verification of causal hypotheses in evaluation is treated later ir, this chapter. 

Tlie formulat,ionlreformulation of causal iiypotlieses 

Hypothesis formulation, reformulation and verification is not a discrete evaluation methodology 
but is an analytical device inherent in all evaluation methodologies. It attempts to predict or explain 
some phenomena. It describes the conditions under which the phenomena is expected to occur. 

The formulation, reformulation and verification of causal hypotheses will be applied within a 
framework. The framework is the sequence of developmental change displayed in the generalized 
goal hierarchy and its derivative, the individualized goal hierarchy. As noted above, these goal 
hierarchies will be informed, respectively, by country-specific data on national/sectoral objectives 
and priorities and by trainee-specific data on personal objectives and priorities. 

The basic building block is a simple conditional stamnent of presumed cause and effect, i.e., an if 
- then statement. A series of these conditional statements are formulated in  an attempt to 
disaggregate and trace the continuum of change from one major level of development to the next, 
e.g., tiom institutional capacity to institutional performnnce to sectoral citpacity ro sectoral 
pedownncc. Causal hypotheses at the planning stage are called predictive hypotheses. At the 
evaluation stage, they are explanatory hypotheses. 

To enhance the power of the technique, each conditional statement is supponed 1,s: 

Independent sets of indicators of cause and effect; - 



Notations of' wh;it drita is nccdcd to support tlic indic;~tors; ;111d, 

Assumptiotis ribout tlic rclcv;incc rind bchiivior of ititcrvcriitig (procc:;~) 
varirlblcs ;ind cxogcnous fiictors. 

This technique, which will be describcd i n  grcritcr dcti~il in subscqucnt piiriigr;ipll~, is consistcn t 
with the approach specified in thc Uurcau guideline, Program Doc~lmentation Kcquircmcnts for 
Missions in Africa under the DFA: Country Program Strategy Dcsign, April 20, 1000, page 8, 
which states: 

f-lCrc? it will be important to: (a) identify the intermediate steps that lie between pro jec t /no t~-~~roj~~t  
ourplits, program targets, and the strategic objectives of the progrum, (b) cleurly mid convincingly 
draw the analytical links between them, and (c)  put i n  place systems whicli will niensllrc r l ~ r  

- ittterim progress. 

I t  is rilso consistent with the approach proposed in AID Program Design and Evaluation 
Methodology Report No. 5 of March 1986, Sections 4.3.2 and 4.3.3, pp. 22 - 25, which 
discusses how to identify causal chains and how to develop working hypotheses.4 

Causality, attribution and criticality are dimensions of the same phenomena. Thcy are interrelated 
and form the basis for the conditional staternent/causal hypothesis. They are briefly noted here. 
Following these notes is a description of the hypothesis fomulation/refomulrition technique. 

Causality 

The concept of causality rests on the basic premise that each level of 
developmental change in the goal hierarchy can be shown to be necess'ary, albeit 
not sufficient to the achievement of the next level. Since each causal linkage is 
subject to external factors which may be unpredictable and beyond control, the 
basic model of causality must include assumptions about the desired behavior of 
those external factors. Necessary and sufficient conditions for causality are 
present when the first level of necessary developmental change exists and when 
the assumptions about the desired behavior of the external factors are valid. 
Thus the causal model is built upon two parallel hypotheses: one specifying the 
intended causal linkage and one specifying the behavior of exogenous v'aiables. 

Each hypothesized causal link can be seen as a simple input-output relationship 
which requires verification and a search for alternative explanatory hypotheses. 

Causality cannot be proven on the basis of logic. The hypothesis verification 
technique is therefore limited. It is capable of presenting persuasive evidence of 
causality only to the extent that the supporting data is comprehensive and 
reliable. 

Attribution 
The concept of attribution identifies the cause of an observed effect. It is the 
converse of causality. It moves in the opposite direction from caus;ility. Like 
causality, it cannot be proven. Causality and attribution do not constitute ;l 
dilemma or a zero-sum game, nor are they mutu;illy exclusive. Their 
relationship can be rigorously treated by the testins techniques described below. 
In addition to these verification techniques, the relationship between causality 
and attribution can be illuminated if conlprehensive and reliable ditt;~ can be 
found. 



The concept of criticality detcrmirics whether the effect could have becn 
achicvcd by any mcarls other then the hypothcsizcd cause. Criticality is a 
correlate of attribution. It is the convcrsc of causality. I t  movcs in the oppositc 
direction from causality. Likc causality, i t  cannot be proven. Causality and 
criticality do not constitute a dilcmma or a zero-sum game, nor rue they mutu:llly 
exclusivc, The tcchniqucs for examining thcir relationship, cited below, are the 
same as those for attribution. 

The search for attribution and for criticality has two dimensions: 

To determine that ATLAS training is the direct/primary cause of the observed 
effect; and 

To identify and eliminate other possible causal agents. 

The techniques which are described in later paragraphs are useful in pursuing these two 
dimensions. 

The causal hypothesis technique and the dimensions which characterize it, have to be seen in a 
practical perspective: the ability to impute causality and/or association between a training program 
and induced developmental change in an underdeveloped society. 

The relationship between independent/causal variables (e.g., training) and dependent/resultant 
variables (e.g., developmental change) is a gradient. This gradient ranges from the unattainable 
extreme of pure causality to the other easily attained extreme of zero correlation. Between these 
extremes is a gray area where the independent and dependent variables are linked by various 
combinations and degrees of causality and association. Although causality cannot be proven and 
measured, association can - if the data are quantitative and/or objectively verifiable. 

The only non-statistical way to deal with the gradient is hypothesis formulation, reformulation and 
verification. There is a diagram (Chart 5) of a sequence of causal hypotheses on the following 
page. The diagram shows the infltlence of intervening and exogenous variables at each causal 
hypothesis as well as the use of independent sets of indicators for separately verifying cause and 
effect. 

It is important to note that there is no such thing as information which predicts. Predictions are 
made using descriptive information about variables which experience has shown to be highly 
correlated, i.e., A and B have tended in the past to be associated, A is proportional to B, A has 
tended to precede B. When a causal hypothesis is first tentatively formulated, during the joint 
planning process prior to training, it should have several qualities: 

It should describe a short span of change and time, i.e,, a foreseeable and 
achievable change which is credible; 

It should be stated i n  terms which are as precise, explicit, finite and objectively 
verifiable as practicable; and 

It should attempt to describe how and why the change will occur, i.e., the 
process by which the causal agent will opemte to bring a b u t  the p1;inncd effect. 
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C ~ I I I S ~ I ~  hypothcscs :lrc L I S I I ~ I I I Y  st;~tcd i n  "if - tlicn" tcrnis, c.g., if ;I tlcw high yicld, tliscasc rcsistiint 
strain of' whcat is i\vailablc (cnusc), thcn Ihniier:; will irdopt i t  (cl'f'cct). 'l'llis c;~usril Ilypot!icsis Iias a 
rclntivcly short span of dcvelopmcnt:~l chi~ngc. 

A sccorid cxamplc, with a broi\dcr span might be: if I ricw high yicld, disc:ise resistant strain of 
whcat is available (cause), thcn thc export ci~rnings of the agriculturnl sector will increase (cf'fcct). 
In this cxamplc, the hypothesis overrenchcs, LC., i t  is much hrirdcr to wilidatc for the obvious 
reason that its wide span first, opens the door to multiple uscs/effccts of the wheat; second, brings 
into play many more intervening, external variables; and third, greatly reduces the possibilities of 
direct attribution of thc: cffcct to the cause. 

It follows from these examples that the impact evaluation methodology emphasizes the shortest 
practicable spans in order to increase the nccuracy and power of the hypothesis verification 
process. 

It should be underscored that the reformulation of causal hypotheses on the basis of new 
information and experience (ix., the revision of project design) is not in conflict with the basic 
requirement for rigorous and careful planning at the outset. It may seem wasteful to devote a great 
amount of effort in formulating the individualized goal hierarchy/career pathway at the planning 
stage, only to reformulate it later. It might also seem that reformulation means abandoning the 
original, carefully defined objectives. Neither of these perceptions is true. 

There are two reasons why rigor and discipline are needed both at the planning and subsequent 
stages. First, the scarcity of development resources, both in the host country and AID, requires 
that they be carefully husbanded. This can best be done by disciplined planning with continuing 
adjustment to host country realities over time. Second, we have only limited knowledge and 
capacity to diagnose the present and predict the future. There is no proven development theory 
upon which to base the design of individual ATLAS training grants. This means drawing on the 
only body of authoritative knowledge available: empirical knowledge based upon systematic 
observation. Given these realities, each training grant muss be seen as existing in a fomiative mode 
in which knowledge about both the problem and the solution progressively increases. Careful 
design and reformulation are not mutually exclusive, rather they are mutually reinforcing. 

During the training period, and in the early stages of post-training employment, as the trainee's 
knowledge and awareness increases, each hypothesis should be periodically reformulated to bring 
it into closer conjunction with host country circumstances. 

The role of the trainee in the trairrirtg project cycle. 

The development of an impact methodology for ATLAS must take account of an operating policy - 

issue: to what extent should the host country (andlor AID) control/influence the trainee's training . 
program and post-training employment - to what extent should the trainee's freedom of choice - 

prevail? 

There may be ail inherent tension between the hosr couit~ry's pttrsirir of its development 
gottis/prioriries and the trainee's freedom to choose his/her ficld of study and post-training 
employment. This tension may be present at the planning stilge, during training ;~nd/or in the post- 
trilining period. The two sides of the argument look like this: k 
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Since the liost country uld AID ;irc both investing wrrcc rcsoirrccs in  t l~c 
training and sincc thc csplicit purposc of thc trilitiing is tlic acl~icvcrnc~~t of tllosc 
host cotmtry dcveloprncnt goals which AID is supporting, i t  is i n  thc liost 
country's nnd A113's iritcrcsts to try to cxcrt some controllinflircncc ovcr the 
selection of thc trainee, thc contcnt of thc training irnd thc post-trili~~i~~g 
cmployrncnt. This is not rncrcly a thcoretic;ll nrgument, Both AID i~nd host 
courmics hove cxcrciscd cxplicit and implicit controls nnd attcmptcd to itnposc 
obligirtions on trainees for many years in sclcction critcria and prncticcs, i n  
predeparture processes and in the form of visa rcquircmcnts, post-trnitiins 
covenants and agreements, etc. 

At thc operational level, the AID policy determination on participant training 
states that "All feasible steps should be taken to ensure that AID sponsored 
trainecs return to work in their home countries and in positions where their 
training is utilized effectively. The timely return of trainecs and their continued 
employment in fields relevant to development will be m~ljor criteria for 
evaluations of training programs." 

At the ethical level, trainees are being given a free MS and/or PhD and a11 
enhanced lifetime earning capacity worth many times that amoutlt. It is not 
utireasonable to expect some sense of trainee commitment to contribute to 
his/her country's development effort. 

The other side of the argument 

The converse argument is that in a free society, +5e individual has a right to 
choose whatever training and post-training emplc iment heishe wishes without 
coercion. If the trainee feels that the governrr .I:^ 'A.I.D. is encroaching upon 
hisher freedom of choice then helshe can reject the training offer. At a more 
practical level, the trainee can accept the training and then go his/her own way 
after completion of the training, on tile assumption that the host government is 
unwilling or unable to impose its will once the trainee has entered the labor 
market. 

It could be argued that there is a risk and a potential cost both to the host 
country and A.I.D. in relying too heavily on the laissez faire approach. For 
example, would the two sponsors consider it a success if a returned trainee 
established a thriving, profitable, employment-creating enterprise for the 
manufacture and marketing of a trivial product (e.g., jewelry or pinball 
machines) when the host country development plan assigns priority in the 
manufacturing sector to scarce and essential products such as irrigation 
equipment, food preservation and processing facilities, etc. 

The viability of the proposed ATLAS impact evdwtion methoddogy is highly dependent upon the 
trainee's active engagement in all stages of the design, implen~ent;it~on, evaluation and feedback 
cycle. Exposing the candidate to planning and evaluative information which is ;rv;iil;tblt: only from 
host country government sources could have ;t powerful and beneficial effect on hisher view of the 
future and ot the contribution that he/she could make to host country development tither i n  the 
private or public sectors. Even at n minimum, pretraining consultation md joint planning could 
identify and help to reconcile divergent interests. 



1:rotii tlic standpoint of' irrlprrct cvrlluiitiotl, pcr1i;lps tlic most criticr~l clcr~lctlt will t1c thc rcquirctnctir 
lo r~titicipatc r l rd  obswvc tlic dcvclopmcntr~l chr~nge: process rls it occurs rind to collcc~ nnd r~nnlyxc 
infortnation us i t  bccomcs avnilrlblc, rather thrm ymrs Irltcr in ;I convcntiotir~l, otic-tiriic, cx post 
inipr~ct cvalunti.on. I-Icre thc rolc of thc tn~incc is cri~tical, 

'I'hc powcr of the hypothesis vcrificution tcchniquc, and the difficulty/casc of usitig i t  i1rc higidy 
dcpcntlcnt upon thc cxtcnt to which thc observer can: 

Predict 'and anticipate thc induced change; 

Dixrcctly and simultaneously obscrvc how, whcrc and whcn i t  occurs, and 
rec'ord the observation; and 

Directly and simultaneously observe the: circumstatices and contcxt in  which the 
chiulge occurs, idcntify and assess the e,xternal fxtors which may have affcctcd 
the change, and draw inferences about the nature and magnitude of tlic changes, 
anti about the causal and associated fac~.ors. 

The importance of the time dimension is displayed here: 

Observationlinforrnation collection -lime im~i~c t  evaluation 
simulmneous with occurrence of x v e r l r s  after trainee returns home 
devclo~menta.1 chart& 

anticipate next change not relevant 

accurate information loss 'of memory, loss of data 

all sources of information are 
in place and available 

some sources lost through attrition 

can observe exogenous/intervening observers largely unavailable 
variables 

can observe replication/spread difficult to identify, 
effect, mulriplier effect, fust measure, attribute 
and second generation effects 

knowledge of substance and values difficult to reconstruct 

Each of the above three criteria call for the observer to be intimately familiar withlengaged in the 
change process and, at the same time, be capable of objectivity toward the process. Only one 
person cam meet these three criteria. 

Traditional approriches tseva!uarkm make a sharp disrincrion between the participant, who nlily be 
deeply committed, intellectually and emotionally, to the activity and the observcrlevalu~tor, who 
must bring detachment and objectivity to the evaluation process. 

This report proposes an unconventional solution to this apparent dilemma: the one persori who ci1n 
meet the three criteria is the trainee. The trainee should be given a central and active role in  all 
stages of the evaluation of impact. At the same time, the trainee should be troined/equipped to 
fulfill that role by metans of: 

- 
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Support, in the ftsrn~ of' irdvicc, cross checking rrnd valicl;rtio~l hy otllcrs. 

I t  should bc noted that projccts rrncl programs can be cvi~luatcd even if tlicy ;rrc poorly plirllncrl. 
This is thc worst of two worlds since n poorly platincd project is not only tlil'f'icult to cv;~luntc, but 
has wcakcr prospects for richicving the dcsircd change. 'I'hc crcr~tion of a rlew rlpprooch to ilnp;~ct 
cvnluation recommended in this report prcscnts ;I rnrc opportunity to dcvisc iI set of cvd~ration 
preconditions for use at thc planning stnge which will fxilitiitc cve1u:ltion ;~nd ; ~ t  the s m c  tirtlc 
incrcasc the probability that impm will occur. 

The trairring/implernentatiori stage 

This section briefly considers two sets of actions which arise within thc training proccss. 'The tirst 
includes those initiatives which should increase the probability that the trr~iriee will contribute 
substantially to host country developmcm. The second describes pre-cv;~luativc acrions which will 
set the stage for subsequent impact evaluation. 

The methodology calls for of several kinds of actions to occur during the implementntion/training 
stage. The purpose of these actions is to ensure that the training experience is functionidly linked 
to the needs of the host country and that !he newly-acquired knowledge will be effectively utilized. 

These actions are initiated by the trainee. They require continuing con tact between the trainee and 
the stakeholders (probably through a single representative of the stakeholder group). They also 
require the support and participation sf the stakeholders. 'These actions form a continuum with the 
post-training support and networking envisioned in the ATLAS project paper. 

Adjustments to the program of study as the trainee learns more about the 
discipline and hisher own professional interests; 

Modifications and clarifications of the individualized goal hierarchy as well as 
continual updating of infolmation about the host country's development plans, 
labor market situation, etc.; 

Applications of academic experience to the host country situation. Trainees may 
conduct research or write papers that are directly linked to the home setting. 

Although there are several reasons for continuing contact with the stakeholder group during the 
training period, the ultimate argument is that it is crucial to ensure that the graduate enters into a 
supportive work environment which needs, and will effectively utilize, his/her newly-acquired 
knowledge. Stated in more negative terns, the astiorif t t ~ d -  above are intended to avoid the 
isohtion and neglect which frequently plague returning minces and diminish their effectiveness. 

Prior to training, the trainee is a latent change agent. Training is intcnded to raise his/llcr pott.nti;il, 
as a change agent, to n level which is necewry, but not sufficient, to meet certain host countr), 
requirements. Measurement of both levels of potenti;il - before and after training - wil l  serve as the 
baseline(s) for subsequent evalu;~tion of developtnent inlp;rct ;lnd for identifying the impact 
leverage which that p;uricular training investnlent produced. 



'I'lw prc-cvrrluirtio11 irctiv~tics rrt this s tqc  arc intcndcd to itlcntil'y rr~ir l  rccortl infhr~\i;rtion or1 irt Icnst 
three cli;ir;~ct~risti~s of tllc tr;~irlcc which tlw traillilig progr;~tll C;III I)c C X P C C I L ' ~  to ;~ltcr, I'JICSC thrcc 
cllirractcristics sllould tx mcirsurcd bcforc and irt'tcr the tmining progrim 'I'llcy arc: 

1,cvcl of knowlcdgc i n  the (lisciplinc; 

Attitwdc concerning: 

- the quality, rc1cv:rnce and utility of his/hcr mining; 

- the American political, econornic ;ind social system ;md thc values, 
rewards and sanctions embodied in that system; 

- the host country development cffort and his/ller role; and 

Behavior, including initiative, assertiveness, receptivity, etc., as rnanifest in the 
joint planning and consultation, training experience, etc. 

The action stage: post training activities 

The graduate's return calls for reconvening the stakeholders to assess the training experience and to 
launch the graduate into hisher post-training activities. These activities may include employment, 
participation in professional activities, self employment, research, networking, the twinning 
arrangement with the American university/professional society, teaching, etc. The stakeholders 
should also confirm the graduate's role in the preevaluation activities and take the appropriate 
measures to prepare the graduate for this role. 

Impact Evaluation and the Various Dimensions of Change 

This section describes the continuum within which development impact may occur. It begins with 
the individual trainee/change agent whose work initiates and sustains the change process. 

The individual dimension 

In addition to the educational and other qualifications normally applied in scholarship programs, 
the methodology described here calls for the trainee to be willing and able to: 

Study host country development plans and other relevant material; 

Participate actively in joint planning; 

Prepare an individualized goal hierruchylcareer pathway; 

Participate actively i n  post-training networking and other follow-on ;rctivities; 
and 

Engage fully in the impact evaluation process, inettidittg sysremnric intbrnmion 
coIIection. 

The effective utilization of participant skills newly xquircd in a scholarship progr;rm has often 
bem inhibited by several factors: 



'I'hcrc may h~ *c bcen vcry littlc systcmatic, long-tcrm planning by ~lic lwst 
country for the utilizntion of thc p;irticipnnt's post-training skills; ;~ncl  

Any sense of obligation andlor responsibility to work in arcas of c.lcvclopnic~ital 
priority may have bcen outweighed by thc belief that thc prlrticipimt w;~s ;I lice 
agent and must be given complcte frccdom in choosing hiv/hcr post-training 
employment. 

Thcse factors may reflect weaknesses in the host country's capacity to plan mi adniirlistcr, 'Thcy 
may simply result from a lack of awareness of how to engage participrlnts i n  thc dcvelopnietit 
effort. They may bc a manifestation of an cxtrcme laissez faire attitude towrlrd thc post-trnining 
employment of retuncd participants. 

In contrast, the proposed individualized goal hierarchy, and the process by which i t  is to be 
developed and implemented, are intended to be systematic and purposeful. Effcctivc usc of thc 
goal hierarchy would enhance the trainee's contribution to host country development through an 
intensive process of joint planning, before, during and after training. If the joint planning is 
handled constructively, it should be possible to achieve three targets: 

To maximize both the relevance and the utilization of the participant's training; 

To define the participant's relationship to the host country's dzvelopment 
priorities in both the private and public sectors in constructive rather than 
coercive terms, i.e., to provide a concrete incentive for the participant's full 
engagement; and 

To preserve the freedom of the individual to make informed career choices 
without arbitrary government pressure. 

At a minimum, the methodology must seek to maximize the probability that the choice of tminee, 
training and post-training employment will fulfill the needs of the three parties. This can best be 
accomplished by employing the methodology at the planning stage. Indeed, the application of the 
impact evaluation methodology at the planning stage is a central precept of this report. 

The organization/institution dimension 

The organizationlinstitution plays a critical role in the development process within the framework 
of the generalized and individualized goal hierarchies. This chapter examines that role, delineates 
the several stages of growth of the organization/institution in the development process and 
describes the contribution of the ATLAS graduate at each stage.2~6~78~90 

This section presents a model of institution building. The last part: of this section identifies the 
performance of the organizationlinstitution. At that point the developmentnl p;tthway is [lot 
necessarily linear. i.e., the dwelsgmen'trti effects of the goods and/or services produced by tilt: 
organimtion/institution may take several directions (see Chart 6). 

I 
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First, org;~~iiz;~tionnl goocls and scrviccs tii;~y Ix i ~ b ~ ~ r l d  inlo ;I S L I ~ ) S C C I O ~ / S C C I ~ ~  syslcni ;~nd go no 
t'urtlwr, ix., not hnvc ;\ sul~st:rntii~l, visiblc ct'fcct on thc livcs ol' a ~rrrgct group which could bc 
attributed brick to thc training. In this ciisc, the goods and/or scrviccs procluccd by tlic institution 
til;\y increase productivity, inlprvvc quality and/or rccluce costs within the scctor systctri in  ways 
which have only nii~rginal inlpi~ct distributcd over it largc population, c.g., Inore rclir~blc public 
utility scrviccs, lower cost highwily co~istruction and maintenance, improved ;itJministrntion within 
i1 governmcn t ministry. 

Second, organizational goods and scrviccs mily be absorbed into a subsector/scctor systcn~ and bc 
transformed into goods and scrviccs which directly support or arc dircctly dclivcrcd to t hc trlrgct 
group, thus causing development;~l impact, e.g:, hospital rrranagctnent, cducalionnl pl;~nning and 
school administration, food storage and prwesslng. 

Third, they may be delivered directly to the target group/beneficiaries without entering into the 
subsector/sector subsystem, e.g., family planning clinics, vocotionol schools. 

Fourth, they may take both of the two latter pu;hs, ix., the organization/institution may dcliver its 
goods and/or services into a sub/scctor system and dircctly to a targct group. In each case, the 
concept of impact leverage will operate to govern the extent to which the institution's goods and 
services cause development .to occur. 

This section considers the kinds of changes a griduate might induce in an organization/institution, 
how the organization becomes an institution and the institution's interaction with its environment. 
The chapter articulates an empirically-based institution building model. The model has a 
hierarchical structure which is an integral subset of the generalized goal hiernrchy. For institution 
building projects, the model would constitute the logical framework matrix. 

The discussion at each level of the institution building model includes im explanation, examples of 
causal hypotheses within each level and between levels, illustrative indicators and assumptions 
about exogenous factors. At each level the model defines capacity (the antecedent) and 
performance (the consequent). The discussion is linked to the diagram of the institution building 
model on Chart 7. 

The elernents of the orgnriizntiorr - the begiririirrg of tlre iristilulion brrildirte 
process 

- 

The elements necessary to the functioning of an organization include: 

Trainedqualified leadership and staff; .- 

Doctrine, operational policies and procedural systems; 

An organizational structure; - 

An approved program; 

An approved budget; 

Equipment ;tnd mnteri;tl; 

An evaluation and feedback system; ;~nd 

Linkage to other organizations. - 



THE INSTITUT[ON BUILDlNF MODEL 
CHART 7 
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, - I Ilcsc clctiicnts ;lnd tlicir intcrrclr~tionsliips rlrc preconditions to i~lstitutiorlril ~~crt'or~ii;ir~cc, i.c., tlicy 
:idd up to a potcnti;ll crrpacity to pcrl'or~i. 'l'lw cxistcr~ce of tile clc~i~crits ;iricl, ;:, so~nc limited 
cxtcrlt, thcir intcrrcl;~tionslli~)s, can rc;rdily be conl'irrt~cd r11 this Icvcl. ' 1 ' 1 ~  rclcvatu i1nc1 utility of 
~llc clcnicnts tlicmsclvcs, the vinbility of thcir intclorcl;~tionshi~~s and such quditics ;is creativity, 
cotnpctcncc, skill, ctc,, must rcriir~in largely spccul;~tivc, pending thc ~ c x t  st;igcs. 111 logical 
ti:uiicwork matrix tcrnis, this is tllc output level ;lnd fl~lls within 11lc rcalni ol'rn;inagcnbIc intcrcst. 

At tliis stagc, the organizr~tion nccds a capability for ;isscssin~, m i  forecasting the cffcctivc dcmand 
for its products/scrviccs ns well ;IS methods for disscniination, mrirkcting ;lnd distribution. It must 
;ilso have the capnbility for cvnluating its pcrforniancc ;it the next levels in  the model (scc below) 
and fceding back ihe findings and conclusions of tlic evnluation into chnngcs in the organizi~tion's 
clcnients. Most of the organizntional elements notcd above have a dircct role to play in forecasting 
demand, dissemination of the goods andlor services and in evalu;~tion rind feedback. 

As noted earlier in this Chapter, the formulation, rcformulation and verification of causal 
hypotheses plays a major role in  the ATLAS project cyclc. Following is ;in example of two 
sequential, causal hypotheses within the organizational capacity level: 

If the ATLAS graduate is able to identify deficiencies in the organization's 
existing doctrine of limiting its program to research only, then he/shz may be 
able to persuade the organization's leadership to equip and redirect the 
organization (retraining of staff, redesign of program, revision of procedures) 
to take on new functions such as research clearing house and 
extension/demonstration of research products from other sources. 

If the leadership is persuaded and acts, then the program, the cornposition of 
staff resources, the. procedures and other elements of the organization would 
change and its overall capability would expand. 

An example of a causal hypotheses between this level and the next level might be an continuation 
of the first example: the addition of new clearing house and extension/demonstr;~tion functions 
might produce a wider and more relevantluseful range of products and services for end users 
within the sector or the target group/beneficiaries. 

Indicators of the existence of the organizational elements are usually obvious and information 
collection is relatively simple, e.g., staff size and qualifications, budgetary resources and program 
are easy to identify and document. - 

- 
Assumptions about the behavior of exogenous factors at this level would nxiinly be concerned with 
the predictability of budgetary resources, effective demand, the effects of the labor market on - 

staffing, the availability and cost of equipment and material, etc. 
- L 

- The contributions of the graduate at this level may be visible, relevant and substatitial. They may 
also be readily evaluable, in the sense that observabie ch;in$es in  organiz:ition:il caprihility c;in be 
clearly attributable to the efforts of the graduate, e.g., the formulation of opcr;ition;il procedures 
and the training of staff in  new technologies. I t  should also be possible to dctemiino, ;it 1e:tst in 
approximate terms, whether, and to what extent the contribution dcpendcd upon the training. The 
several techniques for testing criusnl hypotheses cited in Ch;rpter 111, will be uscful i n  so r t i~~g  out 
the issues of attribution and critic;ility. - 

- 
The changes described at this levcl do not constit~rtc deve1opn1cnt;il impact but arc early - 
preconditions for such impact. 



At this Icvcl, thc orgn~iizational crlpacity (wtcccdcnt) is n1ilnifc:st in thc: pcrfi~r~i.r;~tw (conscquc~~t) 
of thc orgnnization. Although pcrfornx~ncc nwks thc first step in the process of institutionalization, 
at this stage thc organization is still an organizntion, not yct an institution. Orgr~nizational 
performnncc nonnally rnc:~ns goods and/or scrviccs produced (andlor vr~lue adclcd) ;~nd dclivcred to 
;I clicnt/turgct group/beneficiary group. The goods and/or scrviccs might include: 

Research reports or products; 

Field demonstrations and pilot projects; 

Training courses; 

Advisory or material services; 

Basic needs such as food, clothing, shelter; and - 

Manufactured products. 

The organization's production and delivery of goods and/or services are intended to fulfill a - 
developmental need. The performance criterion is the extent to which the goods and/or services are 
responsive to the goals and priorities in the host country's development plan. - - 

While the goods and/or services may be critical to development, they are preconditions to 
developmental impact, rather thar impact itself. They represent a next higher level of precondition 
for impact. This will be seen in the discussion of the next two stages in the institution building 
model. 
An example of a causal hypothesis within this level might be: if, on the basis of hisher training and 
research, the graduate can improve and adapt an agricultural product, and the method for 
cultivating it, for application to host country circumstances - and if the product/method have a 
higher benefitkost ratio than the existing host country equivalent -then the organization's product 
will be improved. 

An example of two sequential causal hypotheses linking this level to the next might again be a - 

continuation of the prior example. First, if the improved agricultural product were seen by the 
extension service as viable, then they would include i t  in their extension program and field - 

demonstrations. Second, if it were promulgated by the extension service, and the farmers saw the 
product and the method for cultivation as economically advantageous, then they would adopt it. 

The formulation of indicators at this level is straight forward since goods and services usually can 
be identified, observed and assessed i n  quantit3:;~e andlor qualitative terms. The behavior of 
exogenous factors would normally not play an important role except in those cases where market = - 
forces cause unexpected shortages of resources which are critical to the crc;~tion of the goods C 

and/or services. Intervening (process) variables, such as bure;iucratic frictions and inertias, ~ o u l d  
be more likely to disrupt production. - 

- 
- 

The contributions of the graduate might be visible, relevant and substantid, ;is in the prior stage. 
- 

They may also be evaluable, in  the sense that the amount :mi quality of the goods ;~nd sewices - 
- 

could be shown, at Itxist in approximate terms, to be directly attributable to the efforts of the 
graduate and to hisher training. 



The ncxt lcvcls in  thc institution building tnodcl arc thc at~sorption of' institutional goods ;~nd 
scrviccs into tlic subscctor/scctor systcm r~nd the acccptancc nnd utiliz;~tion of thc i~lstitution's 
goods and/or scrviccs by [tic tnrgct group/bcncSici;~rics. Altliougli thcsc furthcr cfkcts of thc 
institution's pcrforrnnrice contribute to higticr Icvcls i n  ttic goill Iiicr;trchy, i t  should not be forgottcri 
t h ~  the scctorrd systcm and thc targct group/bcncficiarics thus include lcvels of' tlcvclopnicntal 
cffccts which :uc within the scope of the institution building model. 

This section examincs the possibilities for the dcsign and cvalu;~tion of huln;~n resourcc 
development investments within the subsectoral/scctoral system. 

The subsector/sector systcm is an arena in which resources are mobilized, allotted, invested, 
processed and distributed. The subsector/sector is defincd more by substr~nce, function iind 
tradition than by formal organization or centralized control. The subscctor;~l/sector;~l systcm can be 
viewed as a broadly but vaguely defined market system. 

The system is composed of institutions and individuals, policies, rclntionships, standards and 
conventions, channels and activities, many of which tend to be loosely interlinked. It consumes 
and produces, i t  adds or  subtracts value, it employs and serveslexploits the target 
group/beneficiaries. These constituent clemen ts and traits modern te su bsectorallsectoral 
performance. 

It is a bridge between the institutional and national/macro levels i n  the society. The separate 
treatment in this chapter of the organizationaVinstitutiona1 dimension and the sectoral dimension is 
necessarily arbitrary since the latter subsumes the former. The same overlap occurs in the next 
section where the national/macro dimension subsumes the subsectornl/sectorrl1. Also, recall the 
non-linear pathways where the institutional model enters into (i.e., overlaps) the sectoral system 
and the target group level. 

The broad scope and loose definition of a sector, the complexity arid uniqueness of individual 
sectors and the absence of formal structure and central control of sectors all conspire against the 
synthesis of a single theoretical or conceptual construct from which a methodological formulation 
for impact evaluation can be drawn. Within the contractual constraints of time and resources, it has 
been possible to consider only the simplest and most incomplete construct. Some tentative thoughts 
on the subject are summarized here. 

The characteristics of the subsectoral/sectoral system which affect the possibilities for design and 
evaluation of human resource development and scholarship programs might be seen as centrifugal 
and cenmpetal forces within the sector: 



disp:lratc irltcrcsts ond objcctivcs within thc 
SCC tor 

common substnntivc 1r:rits ;rnd tcclinologics. 
nwrkct inccntivcs 

lack of common standards, no central 
lcndcrship or control 

regulatory mechanisms, market forces, cabinet 
ministry can provide somc guidancc and 
services 

lack of communication and reliable 
information 

government scrviccs and loci11 organizations 
can assist 

lack of policieslincentives for savings and 
invcsiment versus consumption 

macro and/or sectoral planning and 
statutes/regulations, competitior~ in :finuncial 
markets 

weak coordination of donor and foreign 
investment resources 

government and PVO efforts in planning and 
coordination 

Similarly, it may be useful to contrast the conditions in the organizational/institutiond dimension 
which affect design and evaluation with those at the subsectoral/sectoral levels. 

OrganizationalAnstitutiona~ 

single organization 

monolithic or formal structure 

Su bsectoraVSectord 

multiple organizations 

multiple, diverse, informal, sometimes 
structured 

nominal leader, largely decentmlized 

multiple missions 

multiple, diverse and competing products 

broad and diverse markets 

no unified records 

multiple clientele 

single leader 

single mission 

single product or set of products 

specific market 

unified records 

single or few clientele 

The implications of these two sets of categories for the planning and eva1~1:ition of Iiunlan resource 
development and scholuship programs are brietly discussed Iiere: 
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'I'rrrincc Urltry Point 

'I'hc organization/in!;tit~~~i~~ri, with its s ccific, dcl'incd mission, tlctc~nii~ics tlic 
tciincc's entry point into thc sut~scctorrr P Iscctorirl systcti~ (andlor tlircctly into the 
targct group Icvcl). 'I'hc orgnnizrltion's output is thc sectorrrl system's input. 
'1'0 thc cxtcnt that the trainee's contribution to thc orgonizrrtion's goods i~nd 
services has bcen idcnti,ficd, thrrt contribution crln bc further trnckcd to scc wllrrt 
conscclucnt chunges i t  hirs rnirdc in  the sectoral system's capacity rind 
pcrformancc, The ilnnlytical tools and mcasuren~ent tcchniqucs dcscribcd in 
Chapter 111 and elscwhcrc arc i\ppropriatc for this task. 

The Upward Direction 

Elements and linkages within the subscctorallscctoraI systctn are intended to 
have a substantial influence on thc capacity, performance and benefits of thc 
target grouplbeneficiaries. The objective of the scholarship program is to 
modify one or more of these scctoral system characteristics so that the target 
group changes its behavior. The logic of the goal hierarchy follows the 
sequence of change upward, Since the goods and services delivered by the 
institution are part of the subsectorallsector~l system, that institutional product 
will affect a policy (e.g., import controls, tax regulations, interest rates), a 
commodity (e.g., school texts, fertilizer and herbicide), a service (e.g., mobile 
health clinics, a marketing mechanism, fanner cooperatives, housing subsidies) 
which may already exist in the sectoral system. These changes within the sector 
system will in turn permit the desired changes in the target group. The 
significance of these changes, and their potential for reaching the target 
grouplbeneficiaries can be largely explained by the concept of impact leverage, 
defined in Chapter I1 alrd discussed below. 

Looking upward in the goal hierarchy helps to identify the conditions which are 
necessary to change the behavior of the target group. At the same time, it 
should be increasingly easier to discern those other elements of the sector 
system, taken together with the contributions of the trainee, which will be 
sufficient to change target group behavior. 

The Downward Direction 

The subsectoral/sectoral system is expected to provide the conditions needed to 
bring about the desired change in target group behavior. The goods and 
services delivered by the organizationlinstitution into the sectoral system, of 
which it is a part, is one of those conditions. The downward direction is 
intended to discover the other necessary conditions and to assure their 
adequacy. 

The goal hierarchy is a device for identifying the resources, actions, events and 
conditions which are believed to be essential. These include planned actions 
taken as part of the scholarship pragmm They alm include eoitGitions which 
are external to the program and which may be unpredictable and uncontrollable. 

In moving downward from the target level, each condition needed to bring 
about the desired target b~oup change is identified as a sectoral system ou tconie. 
Similarly, each condition needed to strengthen sectoral system performance is 
identified as an institutional product. At each level there must be consideration 
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'I'his clir~ptcr considers two lcvcls of insti tu tionrrl itnpwt o n  thc t;wgct graup/bcticficinric.s - 
aritccedcrit and corisequcnt. 

It will bc uscful to recr~ll agnitl the non-lincnr pl~thways whcrc the institution:~l rnodcl cr~tcrs 
into/ovcrli~ps the scctoral system and thc tnrget group Icvcl. 'I'llcsc pr~thwr~ys, und thc kind and 
magnitude of iriduccd changc which they convey will bc substantially nffcctcd by thc impact 
lcvcrr~ge inhcrcnt in the institutior~al goods ilnd scrviccs. 

The first (antcccdcnt) level is the provisionalltentative acceptance and use of institutional goods 
and/or scrviccs by the target group, based upon the expectation that they will bc beneficial. At 
this level, the organization takcs on the characteristics of an institution, but thcsc chrlmcteristics are 
based upon thc expectations of the target group and are thercforc perishable. Thc characteristics of 
institutionality at this level are: 

The establishment of tentative communication and support links and 
relationships with suppliers, peer institutions and target gmups/beneficiades; 

The creation of predictable and stable sources of financing; 

The creation of effective demand and markets for g o d s  and/or services; 

The development of internal resources, policies and methods; 

The ability to interact constructively with the operating environment and to 
adjust to externally imposed change; and 

The ability to evaluate its own performance and feed back the evaluative 
findings into institutional improvements. 

The achievements at this level are generally that the clientele accept and utilize the goods and/or 
services of the institution on faith. For example, farmers buy new high yielding seeds and 
fertilizer and practice the new cultivation methods which the agricultural extension service 
recommends, although the farmer's behavior is predicated on benefits which are anticipated, but 
not yet realized. Until the benefits are realized and are seen to be sustainable over the long term, 
this level should conservatively be seen as a precondition for developmental impact. 

The formulation of indicators of target groupbeneficiary acceptance and utilization does not appear , 
to be difficult, nor does the collection of information to support the indicators. The changes in 
target group behavior often can be expressed in quantitative form, e.g., numbers or percentages of 
farmers using the new production factors and methods, numbers or percentages of mothers 
attending pre-natal classes or using recommended contraceptive methods. 

Assumptions about the behavior of exogenous variables may be more difficult, e.g., acceptance 
and utilization may be affected by unexpected fluctuations in ftmner income, reductions in mobile 
he:dth/population services occasioned by recession or problems of insurgency, etc. 

The contributions of the individual graduate - and of hislher training - may be less clear, in part 
because it may have been a relatively small element with limited leverage at the institutional 

- 
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At this level, itistitutio~iiiliztttion is complctc in  thc scnsc thitt  tlic itlstitutioti's i~rtcritction with its 
wvirontnc~it is const~uctivc, nluturrlly ;tdv:t~~t;tgcous, sttrblc rrtid rn;ttut4c. '1'11~ chr~ritc~cristics ;trc 
p;tr;tllel to thosc of thc prior lcvcl cxccpt tho1 they ilrc no longer tcntntivc: 

Communication links rind rel:ltionships with suppliers, pccr institutions and 
target groups, tlcncficiaries arc productive and st:~ble; 

Financiid resources are adequate and relinble; 

Intcrnal resources, policies and methods are established and functional; 

'I'he institution is in equilibrium with its environment; and 

The institution practices self evaluation and self improvement. 

The achievements at this level go far beyond the achievements cited at the prior level. The latter 
were limited to the acceptance and utilization of institutional goods and services by the target 
grouplbeneficiaries. At this level there are three closcly linked kinds and levels of developmental 
impact. 

First, there is the increased capacity of the target group. This may take the form of enhanced 
knowledge, understanding and skill. It may involve modifications in attitude, outlook and 
behavior. It may encompass the potential for greater personal productivity or the willingness to 
borrow money and take risks in order to increase the productivity of land, labor and/or capital. 
Increased capacity is the precondition for increased performance. 

Second, is the actual increase in the target group productivity and output which results from and is 
directly attributabie to the increase in capacity. 

Third, are the benefits directly attributable to the target group's productivity and output, This level 
of benefit is subject to at least two constrai~ts which will be treated later: 

The existence of equity or economic and social justice, i.e., the avoidance of 
exploitation or preemption of the rewards of increased productivity and output 
by others; and 

Benefit incidence or equitable distribution of benefits within the target group to 
those most deserving and in greatest need. 

The national dimension 

This section examines the possibilities for planning and evaluation of the contribution of human 
resource development at the national level. It is useful at the outset to differentiate between two 
kinds of benefits at the national level. 
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I:irst, socictrrl goals rirltl bcncfits rcprcsctit tllc ~ii~tiolr;rl ;rspir;itior~ li)r ccollottlic ~;row~Il, itq~rovcd 
soci:rl rclrrtiot~slli~)~, gcncrnl well-being, prrrkicipritioti i t ]  tile itltcrtirrtiotlul orclcr :uid ~l:itio~l:il policy, 
'J'l~csc gorrls rrrc sontctilncs st;rtctl in c~r~rintif'ictl fortn in r~ritiollal pl;rl~l~it~g ~ ~ C I I I I I C I I I S ,  sot~ictitms 
;rrticulatcd in  inspirrrtiond orution by ;I nirtiond Icrrdcr. 'l'lley ;ire lirrgcly political gods i ~ l ~ l l o ~ ~ g l ~  
tiley tnriy be :~chicvrrblc tnainly through cconornic tncsns, if t h y  rrrc :rcI.~icvrrt)lc at r r l l .  Karcly arc 
they stirtcd with sufficient precision or cxplicitncss to serve as ;I basis fbr cvalu;rtion. 'l'hcy tnrry bc 
cor~tradictory within thc totr~l set of nntionitl goals, Individually, they may bc unattcritlablc witllir~ 
tllc constrrrints of available rcsourccs, 'I'hcy mily chrrnge substcrnti;rlly ii!i govcrnrllcllts ch;r~igc. 
All-in-dl, they do not lcnd thcrttsclvcs as critcrirl for ;I rigororis impact rnctl~cxlology. 

Sccond, national group benefits arc changes in the irlcotnc, health, cduc;ition ;ind o~licr 
chnr;rctcristics of well-bcing of groups which arc broirdcr than the tilrgct group. 'I'his class of 
itnpact bcncficiwics may be identified in  thc host country dcvclopmcnt plrm ;is meriting spccinl 
ottention and bcnctits bccr~use of its distinctive social or cconlontic st;rtus. Bnh;rnccntcnt of the well- 
king of that group would be consistent with the devclopn~cnt priorities of thc host country. 

Itnpact lcvercrga at the ~atiotral level 

It is commonly accepted folklore that the developmental consequence!; of a small technicnl 
assistance project cannot be identified or rneasured at the  national level; that effects at the naticnal 
level which ;ire of a kind with the proje:ctts purpose axe not readily attributable to the project 
because they cannot be disentangled from 'other causal factors; that small prcdccts are suboptimal by 
definition; that the effects of small projects are invariably overwhelmed by exogenous fxtors 
which operate at national level; that the collection of data needed to establish attribution and 
criticality would be prohibitive in cost and mspect in reliability; etc. These beliefs may be largely 
true. Although the problem of evaluation a t  the national level is indeed daunting, never-the-less, it 
should be confronted. This section suggests how that confrontation might occur. It relies on the 
concept and uses of impact leverage. 

The impact evaluation framework embraces the concept of leverage as a means for increasing the 
probability of both achieving impact and identifying and measuring impact. Leverage is defined 
here as achieving the greatest development impact with the simplest, smallest, most potent 
in terven tion/investment. 

Leverage is conceptually analogous to, but operationally different from, the benefit/cost ratio. The 
benefit/cost ratio is a quantitative device which requires monetarization of both benefits and costs. 
Leverage, as it is perceived here, is a concept rather than a ratio. It is expressed in qualitative 
terms. It seeks to find the most powerful, lowest cost solution to a specific development problem 
which is widespread. 

Leverage is also conceptually linked to the three ways in which impact occurs: primary/secondnry - 
first/second generation, replication - spread effect, and multipl~er effect. These are patterns for the 
propagation of impact. Leverage can give dimension and force to these patterns. 

The relationship of impact leverage to benefitkost ratios and to the three patterns of impact can be 
better understood if leverage is seen as an impelling force which drives the progression of 
&velqxEi:l: ~ff i?as.  

These definitions are abstract. The following discussion is intended to make the real meaning of 
leverage clearer. 

Even the smallest project has a devel.opment effect. At the national level, that effect may be 
microscopic and therefore difficult to identify and to measure - but it exists. To understand what 
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At otic extreme is mrrxiln~~n~ lcvcrrlgc. 'I'his is ill~tstn~tcd hy ttlc crises of Sir Alcx;~li(lcr I;lct~~ilip 
wliosc discovery of pcriiciliirt s;~vcd countless ttiillions of livcs ml Nortilillr Ilor.li~ul: wliosc: jr,cnctrc 
tn~tisfortnation of'ccrcd grrlitls lrlrgcly clittiinr~tcd undcr~iutrition r~nd ~nirltii~rritio~~ illrot~gliout !tic 
tlcvciopitig world. Although cvcrlts of this tn:~griituclc occur otlly rlt rrlrc ititcrv:ds, i ~ r i t l  r~lthougli 
hey rnrry not bc :I practical model for scholarship proiywns, tlicrc is solticthirlg vi~lui~blc to bc 
learned from this class of Icvcrr~gc, ix., t t i i ~ t  thc solutions to Ixgc, pxvasivc ~)rol)lclns might I)c 
sitilple in scopc clnd originirtc from one pcrson's efforts. 

A sirnple, low cost mcttiod for tn;~nufncturing ctirichcd, processed food for prc~cllool cl~ildrct~ 
from locr~lly growri crops might reduce nr~tiorirrl child nlorti~lity rms. A singlc r:ltIio rcr~chittg 
product/tcchnique might bring about i1 widcsprcrrd incrcrrsc i n  rrdult litcr;~cy. A low cost tmiitling 
rtl;~tcrird, and the technique for using it for sweat-cquity, low incomc Iiousing construction, could 
i~nprovc the prospects' for hotnc ownership nation-wide. While these cxaniples arc f:~r less 
drarnatic than the Fleming-Borlaug triumphs, they do indicate the possibilities for a gritduntc: to 
affect national development. l'hc: cxnrnplcs illso illustrate that tracking dcvclop~ncnt ef'fccts to the 
national level may be feasible. 

'The implications of this class of leverage are frtr greater for the evalurttion of scholr~rship programs 
than for their design. It seems lunlikely that one could plan purposefully to r~chieve higher-order 
leverage. Never-the-less the odds might be improved by using the goal hierarchy structures to 
optimize choices, both for the selection of' candidates and the formulation of their crtreer pathways. 

At the other extreme is minimal leverage. In this class of leverage, the graduate's efforts result in a 
product or service which, however useful, simply vanish into the organization and/or the sectoral 
system and cannot be identified, and consequently not measured, either at the targei 
group/beneficirrry level or the national level. The examples cited in Chapter 111, The Organizational 
Dimension, ilhstrate this class of minimal lcverage at the national level. In these examples, the 
graduate's goods and/or services may increase productivity, improve quality and/or reduce costs 
within the sector system in ways which have only marginal impact distributed over a large 
population, e.g., more reliable public utility services, lower cost highway construction and 
maintenance, improved administration within a government ministry, better library facilities in 
public universities. 

The imp1ica:ions of this class of leverage are far greater for the design of scholarship programs 
than for their evaluation. Anticipating post training leverage at the planning stage might be 
strengthened through use of the goal hierarchy structures for the selection of candidates and the 
formulation of their career pathways. 

Between the two extreme: classes of leverage described above is a middle ground where impact is 
less dramatic and pervasive than the first extreme class but more significant, and therefore easier to 
discover then the second. Examples of this middle ground might be: 

Simplification of credit/banking/cooperative systems which could facilitate 
p e r s a d  s;tviags, kt~airi3iii3, ieithg an& imn rcpaymenr operarions; 

Discovery of a newladaptation of existing means for disease control for 
livestock which could increase farmer income and reduce food costs for 
consumers; and 

Design of a simplified system for management of public health, nutrition and 
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population scrvicc:; which would shr~rply rctlucc rrdrninistrr~tivc: ovcrhcrrtl, costs 
r~nd dclrtys in delivering trcrrtmcnt rind thus permit widcr covcrngc, 

linprrct rnri not bc rcrrdily visiblc in this middlc clr~ss of Icvcrrrgc, but i t  is susccptiblc to being 
made visib 7 c if thc simultrrncous impnct tr;~ckinp)datii collcctiorl tcchniqucs suggcstcd in Chnptcr 111 
ilrc fol1owr:d. 

Four furthcr thoughts or1 dcveloprnent lcvcragc irrc offend, First, the ccntral lcsson to bc Icnrncd 
from the Flcmming Borlaug examples is not thc brcadth of lire impact, but rr~thcr the specific, 
sharply focussed nrlture of thc solution. 

Sccond, ideas ure not dways implcmentcd simply bccausc thcy are mcritorious, and impact does 
not alwrrys occur simply because the causal agent (e.g., a prodr~ct, a service, n method) is valuablc 
iind relcvant. Change occurs when the conditions which permit and f:rcilitate change arc also 
prcscnt. For a causal agent to create development effects, thcrc may havc to bc a means for 
dissemination/distribution; effective demand in the form of purchasing powcr; a willingness to 
accept innovation and take risks; a clew advantage over exi.::ing alkrnativcs; etc. 

Third, impact at the national level in a sub-saharan African country resulting from the work of a 
scholarship graduate is not nearly as remote a phenomenon as would be impact in India. Thirty 
two sub-saharan coulrtries have populations of less than 10 million and of these, 11 hiive about 1 
million or less. 

Fourth, impact leverage, and its influence at all levels of the development hierarchy, may be a more 
critical issue for both donor and recipient than the pursuit of developmental effects at the 
national/macro level. Observation of both is best approached in the manner outlined for the three 
lower levels of the goal hierarchy: through the formulation/reformulation of caussl hypotheses by 
the joint planners and verification at a later stage by the evaluators. This process is described in 
Chapter III. 

The multinational dimension 

This section briefly examines the multinational dimension at two levels. First, it raises a number of 
basic questions at the policy and program level to determine the possibilitiss for design and 
evaluation. It then looks at the methodological aspects which might emerge from those policy and 
program questions. 

Policy and program concern 

Is it possible to intervene/invest at the subsaharan African level and to create 
change at that level? Does subsaharan Africa constitute an 
political/economic/social system which is capable of absorbing and responding 
to interventions/investrnents - as a system? 

* Are the interventions - and consequent development effects - which are 
appropriate at the national level different and distinct from those at the 
sukorrrinent kvei? 

Is there such a thing as a subsaharan African agricultural sector, a subcontinent- 
wide, education sector? 

What different United States policy interests are served at the multinational and 
national levels in Africa? 
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I f  t hcsc qucstions wcrc poscd in cor~junction with tlw Europcirti Ilcononlic Comtnutiity rirllur 111;111 
subsithi~rr~n Aiiica, some or the i~nswcrs to thcsc questions might begin to be ;~l'l'inn;~ tivc, ;rl bcit still 
tctltativc, in coming ycm. Although thcrc is ;I modcst lcvcl ol'tmtlc among A1i-ic;ui countries, rrtltl 
cvcn somc trrrnsport infrastructure, thcre is not yct cnough of a n  organic or systcmic cnt~ty to 
pcrrnit nffirmative ilnswcrs to thc qucstions above. 

A spccific theory of induced dcveloprl~~crird cllnngc cilnnot cxplain thc functioning of a systcm if 
tlicrc is no existing system, Su bsnharall Africu docs not yet consti tutc ;I political/cconon~ic/socinI 
system. Similarly, a specific thcorjr crinr~ot guide and predict thc dcsign and cvaiuntion of a 
pro.jcct/pro~ram if A.I.D. does not i~nplcmcnt such activities ut  the subcontinent Icvcl. For thcsc 
basic reasons, thc methodology docs [rot cmbrrice the projectlprogram dcsign at the rnt~ltin;~tion;~l 
Icvcl, 

Is there a need for eva1u::tive information on subsaharan Africa as n geopolitical 
unit versus evaluative information on individual countries? What is tliut need? 
How, by whom, and for what purposes would such information be used? 

Is it possible to meaxre induced cnange in subsaharan Africa as a geopolitical 
entity other than by adding up the measurements of change at national levels? 

The absence of a subcontinent system and the concomitant lack of A.I.D. program activity at the 
subcontinent level means that the methodological framework proposed in this report is not capable 
of producing evaluative information which reflects developmental changes beyond the country 
level. 

It may be useful to mention here the policy of the APRE Bureau of not comparing program 
performance among APRE missions. The Bureau compares the current and past performance of a 
country program. This policy reflects the Bureau's recognition of the uniqueness of individual 
country circumstances. 

As noted in Chapter 11, the only feasible means for coilecting information on issues common to 
more than one African country is to identify and sunrtnarize individual evaluation findings from 
individual countries in small clusters with sirriiilar experiences. The result of introducing new 
cultivation methods and/or price and market incentives and structures in cereal grain production ia 
East African countries might provide lessons for wider application within those same countries and 
in neighboring countries as well. 

Conditions Affecting the Use of the Proposed Impact Evaluation 
Framework 

This section considers four main aspects of the impact evaluation methodology and process: 

Principles, elements and criteria of the evaluation process; 

Causal hypotheses and methods of validation; 

Measurement of developmental change - objectively verifiable indicruors; and 

Baseline. 

I 
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Evaluation is the rctrospcctivc rncilsurcmcnt r~tid anr~lysis of the rcwlts of ; ~ n  intcrvcntion. 
13vdu;1tion mcrwrcs induced change, cornpores the change against some st;~ndard and draws 
infcrcnccs from the comparison. Evalur~tion attempts to detcrnlinc whnt hnppcncd, how and why. 

At thc evctluation stage, the individuc~lized goal hicrarchy (and thc gcncrnlizcd goal hicrarchy from 
which i t  was derived) would be the explicit and authoritr~tivc critcria agiiinst which to cvalurrtc. Its 
authority would rcflcct two fr~cts: First, that it wits the direct rcsult of n dclibcrate joint planning 
process based on narional development priorities, und sccond, that i t  was an accurate and explicit 
formulation of the causal hicrarchy of events, linkages and objectives which are expected to link 
the training with jointly agreed developmental changes. Even though the for.mulation of the 
individualized goal hierarchy may be informed and disciplined, it must be recognized that its 
critcria/objcctives are limi tcd by the ability of the planners to forecast the future. 

Because developlnental impact may be complex, unpredictable and not necessarily finite, the 
evaluation process must also look beyond the objectives which were explicitly formulated and 
reformulated at earlier stages in the two goal hierarchies. As defined in Chapter 11, impact 
evaluation must be seen as open-ended in that it seeks to discover developmental effects which are 
planned or unplanned, desirable or undesirable, transient or lasting, direct or indirect, primary or 
secondary, immediate or delayed, intermediate or final. Mere the ultimate criteria for evaluation are 
the development goals of the host country and A.I.D. and the welfare of the target 
groupslbeneficiaries. 

An intervention/investrnent can produce developmental effects which are substantially different in 
kind, intensity and magnitude. We present two extreme cases in simplified form. 

First, an interventionlinvestment can produce an effect which progressi:~Ay and substantially 
grows, replicates, spreads and multiplies over time within the development process. This impact is 
readily observable long after the immediate event and in a wide aredaudience. Causality, 
attribution and criticality may be easier to determine at higher levels in the development hierarchy. 

Second, an interventionlinvestment can produce an effect which is absorbed into the development 
process but does not, in any substantial way, grow, replicate, spread of multiply over time within 
the development process. While this effect may be valuable, even indispensable;, it is not readily 
observable, except in the immediate aftermath and within a circumscribed areajaudience. 
Causality, attribution and criticality may be more difficult to determine, even at the lower levels in 
the development hierarchy. 

A third example, which is not necesszrily mutually exclusive from the others, is the case where the 
interventionlinvestrnent creates a product and/or service which is sustained by a stable, effective 
demand. The product and/or service may ultimately reach a specific level in the goal hierarchy and 
not replicate, spread or multiply as in the above example. Sustainability, in and of itself, is not an 
objective, but it is important as a chiuacteristic and as a measure of market value. 

The methodology calls for the examination of two kinds of independent vari;ibles whieh are 
cap&& of affccring rne contributions of the ATLAS graduate to the development process and 
confounding the evaluation of induced change. These are intcrveninglprocess vnriables and 
exogenous variables. 

Intervening variables usually operate within the change process, e.g., between the graduate's 
efforts and the developmental effects which result from those efforts. The graduate's ;ittempts to 
improve the capability of his organization, and consequently to expand its production of goods 
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;lnd/or scrviccs will bc af'fcctcd by such intcrvcning vi~ri;~blcs as itistitutir~nal incrtio, lack of rFY 

cquip~iicnt and budgctn~y rcsourccs, shorti~gc ol' lrrritwtl strrt'f, thc :~bscncc of institutional progrsm 
doctrinc i~nd direction, intcrn;~l br~ttlcs over turf, ctc. 'I'he gri~tlur~tc's i~ttcmpts to disscminntc 
rcscr\rch finditigs or rimkct rl product or scrvicc rnny be inhibited by ;I poor conlti~utiicr~tions md 
trrlnsport syslem. 

Exogenous vilrii~blcs rcsidc i n  thc politic;~l/cconomic/soci~l cnvironriient, arc iridepcndent of the 
tmining project, arc gencrnlly bcyond control rrnd often rlrc unprctiictablc rind uncxpccted. A 
grnduntc's newly-created small business may bc swamped by ;I Inrge-scdc niulti-nntianr~l 
corporation investment in the srtnic m a .  A graduate's field trials of a new cultivntion method may 
be destroyed by flooding in the witkc of a typhoon. A graduate's ;rttcmpt to rcducc morbidity in  
film1 animals may bc thwartcd by a national foreign currency shortage wliicli halts the import of 
needed pharmaceu ticals. 

Causal hypotl~cses and methotls of validation 

It is important to recognize that i t  is not possible conclusively to prove a causal hypothesis on the 
basis of logic. It is possible only to increase the degree of confidencc or credibility in a 
hypothesis. For example, it is not possible to verify the use of fertilizer (cnuse) and conclude that 
it resulted in increased crop yield (effect). It is also not possible to verify the existcncc of increased 
crop yield (effect) and from that fact, to conclude that it was caused by the use of fcnilizer. 

The predictive causal hypotheses formulated at the planning stage take the form: if A, then B. For 
evaluation purposes, the predictive hypotheses must be seen, and restated, in reverse order, as 
explanatory hypotheses: if B exists, it was caused by A. Evaluation requires the separate and 
independent verification of both the presumed cause and the presumed effect. If that can be done, 
then confidence in the empirical validity of the hypothesis is increased. 

Although the science of logic is not applicable here, the weight of evidence and objective 
judgement, based upon experience, is applicable. 

Once the effect B is observed, the evaluator must search for the causal agent, A., e.g., farmers will 
increase crop yields (effect), if they use fertilizer. If both increased crop yields and the use of 
fertilizer can be confirmed independently, then causality is at least tentatively demonstrated. 

If the explanatory hypothesis is more narrowly stated, attribution and criticality also can be 
tentatively proposed: farmers will increase crop yields if, and only if, fertilizer is used. This :kind 
of hypothesis statement begins the process of eliminating other possible causal agents. 

There are several techniques useful in the verification of hypotheses, i.e., in causal inference. 
These are usaally smployed in combination. 

The first technique is called the null hypothesis. Although it is not possible to prove a causal 
hypothesis, it  is possible to disprove one. This opens the door to a logical means for increasing 
the level of confidence in a hypothesis. The most viable method is to create a null hypothesis, 
which is the negative complement of the original hypothis ,  and then to disprove or discredit it, 
thus increasing confidence in the original hypothesis. Applying this approach to the prior example, 
the hypothesis is that the use of fertilizer will result in  increased crop yields. The null hypothesis 
would be that there is no causal relationship between fertilizer and crop yields. A clearer statement 
of the null hypothesis is i n  ternis of treatment and control: the difference i n  the crop yields of 
farmers who use fertilizer and frirmers who do not use fertilizer is zero. The second, clearer 
version of the null hypothesis can be readily tested with empirical data. If i t  can be disproved or 
discredited, the original hypothesis gains in currency. 

- 
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A second tcchniquc is to formulate hypothcscs or cxplmutions which compctc with the ci~usal 
hypothcsis. For instnncc, a competing hypothesis in our cxamplc would be thirt ncw sccd strains 
cr~uscd thc incrci~ses in  crop yields, Other cornpcting hypotheses might be t h l t  trmtmcnt with 
herbicides and pesticides, or higher rnarkct prices for farm produce caused the increr~scs in crop 
yields. If a competing hypothesis can be shown to be plrwsible or pcrsuiisivc, thcn thc original 
hypothesis loses currency. If the cornpcting hypothesis can be discrcditcd, thcn the originill 
hypothcsis gains currency. 

Two additional tests of internal validity may be useful. First, the two variablcs,(i.c., the causal 
agent and the effect), must be shown to be systematically related to each other. This mcrlns that 
their nature, magnitude, proportionality and direction can reasonably be see11 to be within a 
common, interrelated system of variables. Second, change in one variable must be shown to 
precede change in the other variable, thus establishing the direction of causality. In the case of an 
established positive correlation between health and income, the evaluator must determine 'f 
increased income permitted the person to purchase better health care and consequently enjoy better 
health or whether the achievement of a healthy state permitted the person to work more efficiently 
and consequently enjoy increased income. 

The relationship may be found to be circular, with an increase in each variable causing the other 
v'ariable to increase, and so on. Usually, the initial direction of causality between the two variables 
can be established by the precedence of change. 

Measurement of developmental change - objectively verifiable indicators 

Given the Agency's interest in indicators of developmental change over the past three decades, this 
section will not reiterate definitions and guidance which are already well known. Instead, several 
key aspects of measurement which are generally pertinent to human resource development and of 
specific interest for training programs will be noted. 

Quantitative versus qualitative measurement 

The perpetual confusion over the relative merits of quantitative and qualitative measures needs to be 
resolved: 

If the criterion is the validity of the measurement, then there is no generic 
superiority of one over the other. 

If the criterion is disinterested obje~tivi ty, neither quanti tativelqualitative 
measurement is, in and of itself, necessarily more objective. 

If the criterion is reliability (i.e., can be reconfirmed through repetition), there is 
no difference as long as the observer is as accurate and meticulous in collecting 
numbers as he/she is in observing behavior. 

The questions of validity, objectivity and reliability can be summed up in two ways: 

a A r?asbs~ is no m m  valid or precise than the behavior which it represents; 

The validity, accuracy and reliability of both quantitative and qualitative 
-measures can be confirmed equally well by the method of redundancy and 
congruence, i.e., by repeated measurement by other observers. 
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Q~riintitativc mcnsurcs arc often assunicd to bc Inow uscful than clunlitiltive 1nc;lsurcs hcca~rsc of thc 
bclicf that thcy can bc compared, and sornctimes aggrcgatcd, within rind ilcross sectors ~ i ~ i t l  within 
~ind ;cross countrics. Compi~riibili ty iind aggregation of infomint ion about dcvcloptnc~l ti11 in~pilc t 
hnvc long bccn p~trsucd by the Congress, Agency decision-makcrs and tllc stiiffs supporting thcm. 
'I'hc dcsirc to comparc and aggrcgatc is understandable whcn thc invcsttncnt is Inrge ilnd thc 
outcome is both uncontrollable and unprcdictablc. In the undcrdcvclopcd world, rcnl comp;intbility 
and aggregation tend to be illusivc - unsupporlcd and insupportnblc by evidcncc. Dcvc1opnlent;ll 
effects which appear on the surface to be comparable usually arc not becnusc of how and why thcy 
occurred. 

The basic problem is that seemingly compariible rcsults may conccal substantial dif'fcrcnccs in thc 
underlying circumstances and causative agents. A per hectare yicld of the x striiiri of whcat, which 
is the same in eastern P'akistan and northern India, may appear to have rich meaning for evriluii~ors, 
technicians rind policy makers. A closer look may show that the yield in eastern Pakistan was 
rnainly resource-driven, i.e., the result of new cultivation practices, seed strains rind newly 
available, low cost inorganic fertilizer. The yield in northcrn India was largely niarket-driven, ix., 
the result of farmer response to the incentives of higher wheat prices and guaranteed, pre- 
negotiated crop purchases by a marketing cooperative. Comparing and aggregating informotion on 
these crop yields and transmitting it to Congress and the Agency's leadership would be a 
disservice. 
Generic, macro-level indicators versus siduatiori-specific iridicalors 

The desire for information on developmental effects which can be compared and aggregated (see 
above), manifests itself in the search for broad, generic indicators for use in  overall program 
planning, resource allocation and policy formulation. At the other end of the spectrum, situation- 
specific indicators are required at the design, monitoring and evaluation stages of individual 
projects and programs. If both of these approaches are believed to be effective measures of 
developmental change and achievement, then clarification is not only needed but urgent. 

Generic, macro-level indicators, such as those used in Washington policy and program guidance 
documents, and, to some extent, in mission planning documents, are most valuable as statements 
of policy direction and priority. They are not operationally useful for the actual measurement of 
developmental change for several reasons. 

First, they usually do not embody values, substantive needs and characteristics or contextual 
(exogenous) factors, except at a generalized/abstract level. Being virtually value-free, substance- 
free and context-free means that they carry information which has almost no learning/explanatory 
value for the user. 

Second, by their very existence, macro-level indicators imply that they subsume and integrate 
lower level information which is comparable and aggregated. Comparability and aggregation of 
information about developmental effects - whether at the planning level or at the results level - is a 
chimera and cannot be taken seriously. 

The measurement capability of situation-specific indicators is much different. Because they are 
usually formulated by operational staff, and are part of the projectlprogram design, 
implementation, evaluation, feedback cycle, situation-specific indicators can be value-rich, relevant 
to the substantive characteristics and closely indicative of contextual factors. In the hands of a 
knowledgeable professional, their potential capacity for valid, reliable and accurate measurement of 
developmental change is very high. This is particularly true if host country personnel are directly 
involved. 
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For the rcilsons notcd above, thc impi~ct cvr~luation methotlology prcscntcd hcrc relics solcty on 
si tui~tion-spccific indicntors. 

?'he term indicator, likc the tcrm impact, is i~scd within the Agcncy in wrlys which iuc inconsistent 
and imprecise. Clarification is nccded.sH~"~"~ms 

An indicator is an explicit and objectively verifiable measure of induced change and/or results 
expected. It illuminates and elaborates the various aspects of a project objective. Indicators have 
no existence of their own. They derive from, and are mirror images of some developmental 
change, objective or result. If the change/objective is simple and quantitative (e.g., fertility ratc or 
crop yield), it may be possible to characterize that change with one or two simple quantitative 
indicators. If the change is complex and at least partly qualitative (e.g., farmer acceptance of new 
technologies and institutional services), it may be necessary to formulate a larger set of qualitative 
and quantitative indicators to comprehend all of the relevant dimensions of the change. 

Indicators should have the following characteristics: 

Comprehensivenes 

Each developmental change/objective should have a set of indicators sufficiently 
comprehensive to illuminate all of its relevant aspects. 

Validity 

Each indicator should accurately and propcitionately reflect variations in the 
quality, quantity, intensity, level, etc., of the change. 

Specificity 

Indicators should reflect only the change being observed and should exclude 
extraneous factors. 

Independence 

In a hypothesized causal relationship, cause and effect must each be separately 
and independently measured by independent sets of indicators. 

* Objective verifiability 

The indicator must present evidence (either qualitative or quantitative) which is 
unambiguous and incon testable, i.e., which will receive the same interpretation 
by more than one observer. 

Indicators must be explicit in terms of magnitude, quality, location and time. 

Corroboration 

A limited amount of redundancy in indicators can serve to corroborate the 
nieasurement of change, particularly when surrogate or proxy indicators are 
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Supponrtbili ty 

Rcliable data to support the indicator must bc obt ;hhlc  cllsily irt rcason;tblc 
cost. 

Baseline 

A training program requires two kinds of basclinc: 

PA record of the kind and level of knowlcdgc of the trairice i n  his proposcd ficld 
of specialization prior to and after training. This measurcmcnt should occur at 
the beginning of the joint-planning proccss. Thc baseline should include the 
trainee's awareness and familiarity with host country dcvelopmcnt needs, plans 
arid priorities. This latter item can subsequently be compared to what exists at 
the end of the joint-planning process. 

The kind and level of capacity and performance of the organizatiordinstitution in 
which the graduate will be employed - if that is known in advance. Chapter I11 
contains guidance on institutional indicators as well as exan~ples. 

It may be useful to note the relation between baseline information and indicators of developmental 
change. Ideally, the baseline includes all of the change (dependent) variables which may be 
affected by the treatment. At the time the baseline is established/measured, the indicators for these 
variables may be set to zero if no activity or development is present. Usually however, there has 
been some prior activity. In that case, the indicators should be set to register that existing level. 

Impact Indicators 

A.I.D. has a long and rich history of formulating and using indicators. Guidance and listings of 
indicators are abundant although not yet organized, uniformly understood or employed effectively. 
Within the limits of this task order it was not possible to search exhaustively, to assess, or to 
structure the Agency's storehouse of experience and material on indicators. The search did 
discover, however, that much valuable material has been lost. For instance, it was not possible to 
find the extensive work on indicators done by the PPC evaluation office in the mid and late 1970s; 
the LAC Bureau was unaware of, and could not find the computerized data base of performance 
and achievement indicators developed by the bureau's evaluation division in the late 1970s. 

In this chapter we discussed the limitations of using indicators for purposes of comparability and 
aggregation. We examined the shortcomings of generic, macro-level indicators for measuring and 
explaining induced change. These cautionary notions suggest that the broad-based,higher-level 
indicators, however useful in policy dialogue and overall program planning, may have limited 
predictive, explanatory or learning value at the operational level. With these notions in mind, the 
following c;.i:&a were i isd for seiecting the indicators which follow. 

First, in keeping with the succinct definition of development impact specified in Chapter 11, the 
listing includes those indicators which measure changes in the lives of the target 
group/beneficiaries. It excludes indicators of the pre-conditions for in1p;lct found at the 
institutional level and at the subsector/sector level. It excludes broad, generic statements of 
national aspiration which have no practical utility in project/prognm design and eva1u;ltion. 
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Sccoiid, i t  cmphiuizcs tlic situiition - specific, i.c,, rirws and popul;~tions tmst likcly to be iuifcctcd 
by thc work 01' tlic gr;uduiitc, 

Scvcral other chnrnctcristics should be noted. First, tlic indicrttors rirc illustrative, Thc indicritors 
which arc: statcrl in general temx crtn bc rcformulnted to mcasurc: 

A single state or lcvcl of dcvclopmcnt, i.c, a benchmark; 

An incrcmental amount or percentage of change ovcr a dcfincd period, i.c., 
ratc of change, a trend; 

A change from one levcl to another level; and 

Find achievementlnon-achievement of a stated target. 

Second, there is some overlap among categories because the classification of target 
group/beneficiaries covers some individuals in the other sectoral categories. 

Agricultural and Food Production, Processing and Distribution 

Farmer access to physical factor inputs; purchase and utilization of 
physical factor inputs, 

Farmer access to land ownership/rental; purchaselrental of land, 

Farmer access to capital; borrowing for capital improvements/crop 
production costs; repayment performance, 

Farmer access to markets; sales; profits, 

Land productivity; yield per hectare, 

Labor productivity; yield per man year, 

Capital productivity; yield per capital investment; yield per crop 
production costs, 

Use of new technologies, diversification of crops, 

Agricultural output, trends and rates, percentage of GDP, 

Value added through processing, enrichment, preservation, 
packaging, services, 

Domestic and export earnings from traditional and non-traditional farm 
prduets, 

Farm household income, earnings from off-farm labor.53162 

Health and Nutrition 

- Life expectancy, 
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- Birth weight, 

- Birth attcndcd by trdnctl/quulificd Ilci~lth workcr, 

- Food consumption (broken out by classcs of food), 

- Access to physicinn/nursc/midwife~ospiti~I/ctc., 

- Incidence of prcvcntablc diseases, 

- Deaths avcrtcd. 

Fdmily Planning 

- Access to family planning services by women of child-bearing agc, 

- Acceptance and use of family planning methods by womcnlmen, 
including contraceptive prevalence rates, couple years of protection, 
etc., 

- Crude birth rate, 

- Total fertility rate, 

- Birth attended by trainedlqualified health worker. 

Education 

- Literacj rate, 

- Enrollment in primary/secondary/tertiary school: 

a. total 
b. female 
c.  pupivteacher ratio 
d. dropout ratelcompletion rate 
e. performance in standardized tests, 

- Qualifications of teachers at each level of schml: 

a. levels of qualifications 
b. percent of total teacher population for each level 
c. rate of change of a and b, 

- Education expenditures relative to other sectors, per student, per 
teacher, per school. 

- Domestic sales of products to target group/be,neficiaries, 
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a,  clothing 
b, shelter rztid furnishings 
c. mdicine llnd tleulth/simitation products 
d. foal (includd in Agriculture rrnd Food Praluction r~ntl 

I-leu1 th/Nutrition hcudings above), 

- Non-ugriculturd jobs creutcd, brokerr~ out by occup:~tioni~l crrtcgorics, 

- Wages puid, broken out by occuputianal cutegorics. 

Commerce cmd Trude (per crrpi ta where possi blle) 

- Consumption by target group/beneficiaries, broken out by classcs of 
products, commodities arid services, 

- Employment of target group/benefici,aPies, broken out by occupational 
categories, 

- Value added in export marketing, new products entering export 
markets, 

- Trade balance, trends and rates, 

- Investment, public and private, fornlation of new enterprises, 

- Access to capital, levels and trends in borrowing by private 
entrepreneurs, by sector. Number of new banks, branches, credit 
unions, cooperatives. Interest rates and terms of lending, 

- Prices and availability of consumables, trends and rates of change. 

Target Croup/Beneficiaries 

- Income in monetary and non-monetary forms with characteristics: a. 
level, b. stability/fluctuations, c. sustainability 

- Consumption 

energy consumption, absolute and as percentage of income 
food consumption broken out by calories, protein, etc. stability/ 
fluctuations, as percentage of income 
clothing and footware 
housing, fuel and utilities 
health care (see health care above) 
education 
--r- 

other consumer durables 
taxes 

Savings 

- Savings, dissavings, debt and investments. 

-- 
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- Atnount, rrrtc rrntl intcrcst cirrtlit~gs rind piyrncnts 

Worncn in I~cvclopmcnt 

- Risk of dying by rrgc, 

- Life cxpectnncy, 
- Maternal morbidity nnd mortality, 

- Education, 
a. Persistence in grade, us percentage of cohort 
b. Femrrles pcr 100 males (by primary, sccondrrry, tcrtinry) 

- Employment, levels by occupational categories and age, rclative to 
mde employment, 

- Earnings, levels by occupational categories and agc, relative to male 
earnings. 
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I~~tcrnationnl dcveloprncrit aims to inlprovc the qunlity of life among pcoplc in  thz dcvclopirlg 
world. Education and training, trcatcd as rrn integral part of the dcvclopmcnt process, make 
contributions to the rrchicvcmcnt of irnprovemcnts in the cluality of life. Thc i~nprovcmetits, 
howcvcr, rue difficult to define and mcasurc. It is, thcrcforc, cqually difficult to tictcrmine an 
appropriate level of investment i n  education and training or to argue for support of thc cduc;ition 
and human resources sector within the context of the devcloptnent strntcgy of the Agency for 
Intcrnntiond Development. Our task is to propose a solution to problerns associated with the 
measurement of training results. 

In this document, we offcr a strategy for the implcmcntation of a training impact evaluation. The 
purposes of the document are to: 

Prcscnt a methodology for training impact evaluation; 

Provide guidelines for the imp1ement;ltion of the training impact evaluation; 

Present a questionnaire that serves as a basis for the implementation of a 
training impact evaluation; 

Propose a strategy for testing the guidelines and questionnaire in a field setting. 

Each of these components of the strategy is discussed below. 

The Methodology for tlie Training Impact Evaluation 

The methodology for the training impact evaluation consists of a theoreticd base and an operational 
t. 

framework that is derived from the theoretical base. Each of these two elements of the 
nlethodology will be discussed in brief. The render should refer to the main body of this report for 
an indepth discussion. 

A Theoretical Base 

The theoretical base for the training impact evaluation methodology is derived from a precise - 

definition of impact, from a theory of planned change, from a multi-level model of the system thnt  '. 

is being changed through development activity, and from a theory of tr;iining that is congnlent tvith - - 
both the planned change theory rrnd the multi-leve! model of the system being ch;rngttd. 

First, we define impact as ch;~nges in the quality of life of s t;irget population. Intcrnationni - - 

develapment projests arid pmbmms seek, ultimat~ly, to make positive iniprovenirnts in the quality 
- 

of life of the people benefitting from assistance. 

- 
This r....,..,w and specific defini~ion of imp;~ct limits the number of ir1duct.d ch:lngt.s thnt can be 
c;llled impact and i t  gives rise to the notion of development in~pnct prwontiitions. 1Iany of the 



chnngcs thirt itrc caused by dcvcluj~rncnt intcrvcntiorls such as twining erc prccontlitiorls for itilpi~cl, 
but thcy itrc not irnpuct. In othcr words, mrtny improvcmcnts! s~tcli 11s builtlirig :I ro;ttl, n r c  
neccssq components of dcvclopmcnt and, joined with othcr improvcmcnls, will Icid lo i~ap:rl. 
'I'licsc: prccondltions rlrc criticill to dcvcloprncnt and to the i~chievcmcnt of ilnptcl. I t  is cssentiul lo 
undcrst;tnd and measurc both prcconditions ilnd impacts if wc r~rc to undcn;tkc ;I ~horough ilt~d 
useful tritining impact cvaluat~on. l'hcreforc, wc must have the ~ilpitcity to dcfiric preconditions ;IS 
wcll ars to formulate indicntors to mciisurc; both impact :lnd prcconditions. 

Second, our n~ethodology calls for the creation of it spccific theory of inducctl change. In  
bricf, that theory holds that change in social systcms can be plitnncd and managcd. It c;tn hc 
cnused, measured and understood. Socid systems are seen as existing in a statc of relrttivc 
equilibrium until an cvcnt or cvcnts causes disequilibrium. During the state of discquilibriutn, 
changes occur in the system. Such chinges can be introduced through training as wcll as through 
other means. When a change has bcen consolidated, the system returns to a statc of cquilibriutn 
and continues to perform in new ways. We must bc ublc to imbed a training impact evaluation in 
the context of a changing environment. 

Third, we providc a modcl of the system being changed. It is a model of a systcm that is 
comprised of six related levels of organized society in which development efforts intervcnc. We 
call this model the generalized goal hierarchy. The six-level hierarchy includes the individual, the 
institution, thc sectoral systems, the target group, the country, and the multi-country/continent 
levels. This model suggests that while the individual is the unit of change being targeted in 
training, the individual nearly always will perform in an institutional context and that institution 
will nearly always perform in a system of institutions before impact can be caused. This model 
stresses the importance of an individualized goal hierarchy that ties the erainee to the country 
development plan. The model also suggests that changes at the level of nations or continents; that 
is, changes at the macro level, be viewed as aggregations of changes among target groups. 

CONTINENT aggregate of countries 
COUNTRY aggregate of target groups 

TARGET GROUP 

SECKIRAL SYSTEM preconditional level of impact 
INSTITUTION preconditional level of impact 
INDIVIDUAL preconditional level of impact 

The focus of the model is at the level of the target population receiving the benefits of development. 
However, it is important to consider all levels to evaluate training impact. 

Fourth, we rely on a social systems theory of tr-'ning. This theory of training holds that in 
order for training to cause a change in the social systcm at the institutional and sectoral systems 
levels, training must be purposively related to the institution or system that is being changed. In 
g w h  tenn_s, minins _m& mq & 4 ia &s &&&& wmt Sy-m. "kning must be 
planned within that context; it must be managed so that it continues to be related to that context, and 
it must be followed up with specific actions taken in that target institution or sectoral system. Put 
another way, training mwt be a part of the system it is intended to change. A training impact 
evaluation must have the capability to determine that the training system and the target of change 
are well joined to produce results. This relationship between training and targeted social systems 
constitutes a set of peeconditions for training impact. 

Creative Associates International, Inc. 



Levels of I I I ~ C ~ V C I I ~ ~ ~ I I  

'I'lic Sri~~ncwork begins with thc lcvcls of iritcrvcn tiori th;~t  i~rc iiffcctcd by dcvclop~~~cn t efforts. A t 
the bottom of tlic column is the individual who is thc trairlcc p:rrticip;rting i n  the ATLAS progra~ni. 
l'llc next lcvcl is the organizntion;~l or institutioni~l lcvcl i n  which thc tr.;\incc will work or otllcrwisc 
pi~rticipatc once his or hcr troiriing is complctccl. Abovc t h c  institution is thc s~ctorill lcvel which is 
cotl~priscd of thc nurncrous orgnnizations and institutions involvcd i n  the dcvelop~ncnt cffort, Ncxt 
in  the hierarchy is the target group thiit rcccivcs the bcncfits of the insti~utiona! ;ind/or scctorarl 
outputs. A' the latter two lcvcls of the country and Africa as n whole, training is unlikely to make o 
dinct intcrvcntion. Thcsc levels ;ire vicwed as aggregates of target groups. 

- These levels of intervention constitute n generalized goal hierarchy. Thc gcncralizcd goal hier~rchy 
rcprescnts, in operational tcrms, a set of inter-related aims that A.I.D. regional, Mission, program 
and project staff generate in concert with host governments and bencficiaries to provide the contcxt 
for specific planning and programming. At the outset of conceptualizing the regional, country and - progratn or project strategy, it is critical that A.I.D. leadership and evaluators as well make explicit 
the theory of development on which actions will be based and the causal hypotheses that constitute 
that theory. Evaluation is responsible for testing those causal hypotheses about development - (which are specific to each planning unit, the region, Mission, or progranl/project) and for testing a 
generic set of hypotheses, discussed below, that are generalizable to rill A.1.D. training. 

- Phases of the Training Inlerverztiorr 

The training intervention is described in three phases: planning, implementation, and post training. 
- Each phase is important to achieve the kinds of results which will be necessary to bring about 

impact. Our methodology calls for the testing of hypotheses related to each of the phases of the 
training intervention. The followirig is a discussion of each of the phases of the training 
intervention and the related hypotheses. - 

Planning 

- The planning of training involves collecting and analyzing information to amve 
at decisions regarding needs for training, types of training needed, selection of 
trainees, design of training programs, dt~ration of training, cost and many other 
elements of the program. Within an A.I.D. regiotial bureau or Mission, 
planning is likely to begin at the sectoral level, so it  is here that we will begin 
the discussion of training preparation. 

Training may be identified as a need by any sector officer including EPIRD 
(Education and Human Resources Development). Potentially, sever;ll sectors 
are represented during planning of tr;&ting uttd miiy nlso include the region;ll 
bureau. ATLAS is an cxaniple ct' r i  prc6r;tm planned in i t i ;~ l ly  ;it the region;\! 
bureau level (Africa) and rclying on detatlcd plarnning to occur at the Xlission 
level. 
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Closcly rclrwd to plir~lning rrt llic scctoral lcvcl is plrrnning ;it tlic orpmiz;rtion;~l 
or institutioni~l lcvcl, 'I'llc osg;rnizr~tic~ns irnd institutioris t1i;lt will bc rc!;ponsi blc 
for nlanirgii~g irrd opcr:rting tlcvclopnlcnt progr;rliis rrnd scnding ;rntI rcccivirig 
tririnccs who ;Ire ir pirrt of dcvclopmcnt cffons ivc likcly to bc ;rctivcly involvctf 
in plnnning dircctly with A.I,D. or through mcdirrting suuotrrrcs such as trrrining 
cornmi ttccs. 

I-IYPO'I'I-IESIS: (rr) Dcvclopnicnt impact incrc;rscs when planning by sectors 
involvcs reprcsentntivcs from thc orgnnizations rind institutions that arc criiicirl 
to performat~ce of the scctor(s). (b) Involvemcrit of the top munagcmcnt of 
such organizations is prcfcrablc and is more likely to contribute directly to ttic 
efforts of the sector. ( c )  Organizations and institutions that havc human 
resources devcloptnent plans and plans for individual trainces are rnost effective 
in getting results from trrlining as required by the sector development strategy. 

At thc micro level of thc training intervention is the individual uainee, 

HYPOTHESIS: The trainee's contribution to development impact increases 
when (a) the trainee actively participates in career planning tied to the 
development initiative in hidher organization or sector, (b) the trainee has a 
mentor who is part of the institution or sector. 

While the target group is defined as the beneficiary group that a development 
effort is aiming to impact, target groups may also be a part of the planning of 
training. Women, for example, may be targeted as beneficiaries and 
representatives of that group may be involved in planning. 

HYPOTHESIS: Development impact on a particular target group increases 
when target group representatives participate in the planning of training. 

In this hierarchy of intervention levels, we have treated the country and Africa 
levels as simple aggregates of the target group level. We have not developed 
these two levels as active participants in ATLAS. 

Implementation 

The implementation of training consists of all of the events th;it occur bet\vt.cn a 
trainee's departure for training and his or her return to the country of origin. 
These events may include academic coursework, specialized practic;rl mining, 
iniernships, extra-curricular activities, independent study, networkinc. 
research, thesis prepirra!ion @r ather events. The imptemcnmrion of trainit;g 
begins with the individual mrinee. 

HYPOTHESIS: Contributions to developmenr in1p;ict incrcase for the 
individual trainee when (a) the progrm of study is nl;tdt. specific to the 
developnlerit plan being implelnented by the institution :md sector, (b)  the 
trainee is actively monitored and supported to\vards ;rchieving learning 



K Y - I S  Contribi~tiotis to clcvclopti~ct~t iriip;rct iwreiisc wlicn 
org;iniz;ltions/institutions are irlvolvcd in rnonitoring ;rritl supporting trrrinccs 
during thcir trnining. 

?'lit scctor;il lcvcl ~ ; I S  ;In indircct rolc in tr;rining wtlilc triri~iccs rrrc i n  study 
programs. 11 t tlic scctorrrl levcl i t  is iniportrrnt tlirit Icirdcrs stay iiwiirc of changes 
in pliws, targcr groups or otlicr firctors thiit  may ;ifkc\ tlic rl;iturc or content of 
tririnin~ that is underway. 

HYDOTIIESIS: Contributions to dcvclopmcnt imp;rct incrcrrsc whcn scctor 
rcprcsentntivcs monitor their sector and specific dcvclopri~crlt cf'forts and advise 
the trainee of needed alterations or additions to the training j)rOgratri. 

The target group level is most likely to participate i n  training implemcntation in 
one of two ways--as trainees or as members of a sectoral monitoring committee. 

HYPOTHESIS: Conari bu tions to development impact increase for specific 
beneficiaries when target group representatives participqtc with other sector 
representatives in program monitoring and feedback. 

Once again, the national and Africa levels are not likely to be active participants 
. in the training implementation other than through sector or target groups and 

aggregated coordinating mechanisms. 

Post-Training 

Post-training consists of actions taken by the trainee immedhtely upon return to 
his or her country of origin. Post-training includes job placement and 
professional activities undertaken outside the job. It includes follow-on training 
or any efforts to continue to refine the skills needed to perform successfully in 
the selected career. Post-training begins with the actions of the individual 
trainee. 

HYPOTHESIS: Contributions to development impact increase when (a) 
when the trainee returns to and assumes a job relevant to his or her training and 
to the country's development needs and (b) when the trainee is involved in 
follow-on training that reinforces the academic l e m h g s  in ;in i~pplicd setting. 

The organization sr instituthi in wki& tk t&tc is working after return is 
very imponrtnr in providing opponunitics for the uainee's ;ic;idemic cd\lr.:atioli to 
bc used in  the org;iniz;itio~i/institution. 

HYPOTHESIS: Coritri butions to development impact incrc;tse w h e n  
organizations or institutions employing returned trainees ;rctively support [tie 
trainee in performing reievilnt tasks for which the trainee was t.duo;rtcd. 



I l Y l l ' l  I S :  C3ontril)utions to tlcvclol~tncnt itnp;~ut ir~crc:~sc wllcn scclorirl 
systcrns actively support i~t l t l  prolime dcvcloptncnt ct'forts il l  wllicli thc tr;~it~cc 
is involved. 

At thc post triririing st:lgc, wc cxpcct to scc direct involvcriicrlt of tllc mit~cc 
with thc t:rrget group il l  wlliitcvcr wily th;lt involvctncl~t is  appropriate to thc 
trnincc's ficld. 

EIYW'OTI IESIS: Contributio~~s to tlcvulopmen~ inci~easc whcn the tiugct group 
or rcprcsentatives thcrcof arc participants in the yrofcssional activities of the 
trainec cithcr ;IS rccipicnts of scrviccs ;IS ;IS partncrs in  the trnincc's dcveloprricnt 
work. 

The national and Africa levels arc riot trcatcd as pmicip:.lnts in post-training. 

Corltext Variables 

Context variables are those f;ictors that exist apart from and independent of the trairring program 
that itre likely to act as barriers to or facilitators of impact. These context variables can, in fact, 
drmaticdly change the potential for impact by altering the environment in which the trainee's skills 
were expected to be used. Context variables need to be examined at each phase of the evaluation 
process including at the planning, implementation and post training phases and at the stage or 
evaluating target group impact. Context varirlbles include political, economic and cultural/sociai 
factors that are identified at the design stage of a training program and are tracked for variation in 
nature and significance throughout the development process. Context variables affect the 
individual, institutional, sectoral, target group, national and Africa levels of development efforts. 

?rtrpact Preco rrditio I J $  

Following the planning, implementation and post training stages of tl training progrim, a trainee, 
presumably i s  working and beginning to be part of a stream of inputs :ind resources that, taken 
together, are impacting on the target population. While it may be difficult to measure impact and tie - 

that impact directly to an individual trainee or group of trainees, it is possible to assess the capacity - 

and performance of individuals, organizations and sectoral systems in contributing to and 
benefitting selected target populations. Impact preconditions include both econoniic or productivitv 
indicators anti noneconomic indicators. Several months to several yews after the training pogratn 
cnds, these types of measurements are made: 

Individual Level 

r - J - - . : - l . .  9 t m w r m r i t r  crrpnciry. The traitlee has the skills. knowlcdgr: ;rnd ;~ttitudes to 
perform in the job. 

Individunl perfomlance. The individual trainee is perfomling in the scnlicc of 
developaent. I-ie or she is providing goods or scrviccs needcd by the 
organization to re;rcIi t!x tauget group. 



Scctorirl or System Imcl  

Scctor;d capicity. 'l'hc scctor(s) for which pcrsonticl Ilaw been tr:iiw;' hits a 
sufficient cotnbinirtion of institutionrrl rcsotrrccs to itnlx~ct olr the t;rldgc: ;YOU;), 
(e.g. Ministry, university, husincss and NGOs vicwcd its ;I system) 

Scctorrrl performance. 'I'l~c sector systcm is delivering the scrviccs a d  gcmtls 10 
the target population. 

Target group capilcity. The intended I)(-ti(.l'iciarics have the cap;icity lo rcccivc 
and use the services and goods that thc sectoral system dcdhws. 

Target group perfomlance. The intended beneficiaries are using [he scrviccs 
and goods that rue delivered @! the sectoral system. 

National or Africa-wide capacity and performance, for our purposes, are measurcd as aggregates 
of target group preconditions. 

Because impact on target populations is produced by an array of inputs including but not limited to 
A.I.D. training and other resources, impact indicators are defined ;it a level beyond the project or 
program level. Having defined impact as quality of life improvements at the target group level, 
then training can never be m sufficient condition for producing impact. It can be an important 
element in the m a y  of inputs and it is the role of research and ev;iluation to dztcnnine how and 
when training does contribute to development results. 

Impact indicators, by our definition, are relatively few. They are not econonlic indicators. Rather, 
they rue indicators of human devcloprnent no use the language of the UNDP. They are indicators 
that are established by each Missiorilcountry and are likely to include: 

1. Health status indicators including disease control, nutritional status, mortality; 

2. Indicators of physical safety and security including disaster control and wailability cf shelter; 

3. Indicators of sustainability of life systems including limits on environtw~it;~l clcgr;ltf;~tion ;lad 
long-tenn riccess to healthful natwal resources (e.g. cle;i~~ air and wiitcr); 

5. Economic indicators such ;IS income, consulnption, savings, invcstnicnt. 



Guidclincs for I~iiplcrnentntion of the Training Impact Ihr luat ion  

A comprehensive training inipaci evaluation is conducted in five parts. The training impact 
evaluation is longitudinal with a training progriim and continues after training is completed. The 
training impact evaluation must involve the EHRD sector and may be guided by that sector, but  it 
also needs to be integrated into the Mission's impact assessment plan. Following is a description 
of the components of the mining impact evaluation plan :ind the relationship of each component to 
the overall evaluation scheme of the Mission. The five components of the training impact 
evaluation are: pre-evaluation study, formative project evaluation, summative project evaluation, 
program impact evaluation and development impact evaluation. 

Pre-Evaluation Study 

Pre-evaluation study is preparation for the following four stages of the evaluiition process. Pre- 
evaluation investigations involve the Mission, the host country, and a variety of individuals and 
institutions that will determine the scope and process for the implementation of a longitudinal 
training progam impact evaluation. The purposes of the pre-evaluation are to: 

Articulate the Mission development impact plan; 

Establish the causal hypotheses on which the development impact plan is based; 

Determine the impact indicators that are being tracked at the Mission level; 

Determine the role of training in the Mission's development strategy; 

Determine the relationship between the impact indicators and the Mission 
training plan; establish the role of ATLAS in the Mission training plan; 

Establish the role that the Mission development plan and its related training plan 
play in the country development plan including the relationship to other donor 
activities; 

Determine the data sources available at the Mission, country or institutional 
levels that will be used as part of the system for evaluating development impact 
and the Mission's contribution to development impact. 

On the basis of the data collected at the pre-evaluation stage, it should be possible to determine the 
viability of the training impact evaluation and to determine any gaps or barriers that stand in  the 
way of implementation. 

Formative Project Evaluation 

Formative project evaluation is. 3s the name indicates, project level evaluation that occurs prior to 
and during implementation of a training program. Fomlntive evaluation tests the hypotheses listed 
above cnder those two headings. FormLitive evaluation is highly descriptive :lnd focuses on both 

- the process and the results of plnnning and irnplementatior~ of a training x t i v i t y .  The purposes of 
the formative evaluation are to: 

- 

Revalidate the impact indicators that are being tracked at the Missio~i Icvcl ;~nd 
idcntify those indicators that are being addressed to some degree by training 
interventions. 



Describe [lie truget goups thnt  rue the bencticiauics of the intendcd i111pilct. 

Describe the sectoral systems that  have bee11 orgrinizcd to dt . l iw thc dcsircd 
impact to the target groups arid define the role that A.I.D. is pliiyit~g in that 
sectoral system; 

Identify changes in the sectoral capi~city or perfomlrince that are anticipated as 
part of the Mission's developmcnt efforts. 

Describe the organizations and institutions that comprise the sectoral system and 
identify those that are slated for training including ATLAS training; 

Identify the changes in the organizational or institutional capacity or 
performance that are anticipated as piut of the blission's developn~ent program. 

Describe the irrdividual trainee population using Mission records; 

For selected trainees, describe the capacity and performance changes expected 
to result from educational programs. 

Evaluate the training planning process at the individual, 
institutional/orgi~izational, sectoral and target group levels. 

Evaluate the training implementation process at the individual, 
institutiond/organizational, sectoral and target group levels. 

Assess the vulnerability of the training effort at the planning and implementation 
stages to context variables that are political, social or economic in nature. 

The formative evaluation is introduced at the Mission level with revalidation of the impact 
indicators and and agreement on the impact preconditions that are driving the training project or 
program. The formative evaluation examines the individual, organizational/institutional, sectoral 
and target group levels using several methods and dam sources. 

At the Mission level, the data collection methods include individual and group interviews and 
documentary sources. Interviews must include the Director, planning officers and the leadership 
of the sectors targeted by the Mission and must involve target group representatives. Documentary 
sources must include Mission-level planning documents, country plans, sectoral planning 
documents and other guidance on Mission direction. During the formative evaluation, evaluators 
determine the role of target group representation in the planning and implementation of training. 

At the sectoral level the Office of the Chief of Human Resources and his or her counterparts in . 
other sector offices must be included. Documentq sources include project p;iprrs, training plans 
and other documents indicating the role of training in the development process in that hlission and 
in particular sectors and institutions or organiaatim. Evaiuators must determine the measures of 
capacity and performance that are reasonable measures of sectoral development and they must 
describe how those data can be obtained, ideally from existing data sources. During the fomi;itive 
evnlutttion, the evaiurttors assess the role of sectoral representatives in  the plimning ;ind 
implementr~tion of training. 

At the institutional and organizational level i t  will be importrlnt tu includc 1c;ldership of the 
organizritions whose personnel ;ire being trained by A.I.D. With institutiond representatives 
evoluntors must determine the nieasures of capricity rind perform;ince that ;ire rc;~sonablc measures 

Crcafive /\s.vocinfes Infcrnafional, Inc. 



of institutionid devclopn~c~t nnd they must ducribe how those dnta c:.n be obtained, prob:~bly 
through existing data sources, During the formative evaluation. evalu;~tors assess the role of 
i~istitutions and organizations in the plrlnning and implementation of training. 

At the individual level trainees are the primary data source along with documents and records that 
illustrate the planning and implementation process for the trainee. Those documents should define 
the capacity and performance changes that are intended to be the result of education for the 
individual trainee and they should document how the education program and its management are 
serving to meet those requirements for improved performance and increased capncity. 

Summative Project Evaluation 

Summative project evaluation is project level evaluation that occurs immediately at the end of a 
project within 6 to 12 months of the project's completion. Referring to the impact evaluation 
framework, summative evaluation occurs at the post training stage and tests the hypotheses related 
to that stage. Summative evaluation is highly descriptive and descriptive data are supported by 
output measures such as numbers trained, numbers employed, etc. The purposes of the 
sumrnative evaluation u e  to: 

Revalidate the indicators of impact on groups that are bzing targeted by the 
Mission and revalidate those indicators that are associated with training. Obtain 
any impact data that are available. 

Revalidate the indicators of impact preconditions at the sectoral level Obtain 
any impact data that are available. 

Revalidate the indicators of impact preconditions at the organizationall 
institutional level. Obtain any impact data that are available. 

Determine the training that has been completed and evaluate post training results 
at the individual, organizational, sectoral and target group levels. Link these 
results to an analysis of the potential for impact on preconditions. 

Assess the vulnerability of the training effort at the post training stage to 
political, social and economic factors. 

Summative evaluation occurs at the Mission level, but focuses, primarily on the actions of trainees - 

- at the individual level, on the actions of employers at the organizational/institu~ional level, and on 
the related actions of organizations and institutions at the sectoral level. The primary data sources 

- are the trainee and the employer with linkages being made to the larger context of post training - 
actions that are occurring along with other event in the sectoral system. 

-- 
Program Evduntion of Preconditions 

= Program evaluation of preconditions occurs after the completion of a training project and aims to 
- measure impact preconditions and relate training to the achievement of those preconditions. - Program evaluation of preconditions tests the causal hypotheses established a t  ttic stwt of the - 

program and revised continuously rhroughout its implementation. The ev;~lu;~tion of progranl - - 

preconditions occurs at the individual, organiz;~tional/institutional, sectoral and tilrget goup levels 
of program activity and attempts to assess the effects of training along wit11 other i n p ~ ~ t s  in 
producing preconditions for impact. Such evaluation may be conducted best by developing a case 
study of one sectoral system, by assessing achievements of each of the institutio11;~l members of the - 
system, by evaluating the role of training in achieving institution:~l outputs a~ld bjl relating the 
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performinnce and capiicity of the sectoral system to actions a t  the tarset gro\rp Icvel. Program 
evaluation of preconditions must occur at  the sectoral or Mission level i n  most cases, bccause 
training is iikely to be but one of scveral interventions that are being used to establish impact 
preconditions. The purposes of program evaluation are : 

For graduates who are pwt of the sectoral system, to evdu;lte individual 
capacity and performance and establish the role that the trainee is playing in 
achieving impact preconditions; 

For institutions and organizations, to evaluate the increases in  cnpncity or 
performance that have occurred as a result of the contributions of graduates 
along with other inputs; 

I 

For the sectoral system, to evaluate the capacity and performance of the system 
in in making improvements at the target group level; 

For the target group, to determine the extent of the capacity to receive and use 
the goods and services of the sectoral system. 

To assess the effects of contextual factors (political, social and economic) on the 
capacity and performance of the sectoral system and on the capacity and 
performance of the target group. 

Development Impact Evaluation 

Impact evaluation is the measurement of changes in the quality of life among target populations. 
Development impact evaluation extends beyond the trainee and must be cor~ducted within the 
context of the total development effort. 

The Questionnaire 

The training impact evaluation questionnaire joins together the hypotheses associated with training 
impact and the preconditions associated with development impact and results in ;I preliminary set of 
questions for each of the levels of intervention identified on the evaluation framework. 
Furthermore, each level of intervention will be questioned at each of four stages of evaluation that 
follow pre-evaluation.. In summary, a master questionnaire must include: 

Country or Africa-level Information 

This information is comprised of aggregated data. 

Target Group Level Questionnaire 

Aimed at the Mission and country levels and including target group 
representatives, this questionnaire is designed to determine target group 
participation in the planning and implementation of training, the effects of 
training on target groitps at the post [raining stage, impact preconditions at the 
target group level, and target group benefits as measured by impact i~ldicntors. 

Sector Level Questionnairc 

Aimed at the sector level within the Mission and in relation to host country 



institutions, this q~~rsaorinaire is desiqned to determine sectord p;aticip:nion in 
the planning and implernent:ition ot tmining, the effects of training on the 
sectoral system ; ~ t  the post tmining stage ;tnd the r~chievenle~lt of impact 
preconditions at the sectornl level. 

Organization/Instirution Level Questionnaire 

Aimed at employers at the institutional/organizational level of intervention, this 
questionnaire is designed to determine organizational/institutional participation 
in the planning and implementation of training, the effects of training on the 
organization or institution immediately after training and the achievement of 
impact preconditions at the organizationlinsti tution level. 

I Individual Level 

Aimed at trainees at the individual level of the generalized goal hierarchy, this 
questionnaire is designed examine the development of an individualized goal 
hierarchy and to determine trainee participation in the planning and 
implementation of training, the effects of training on the development-related 
actions of the the trainee immediately after training and the contibutions of the 
trainee to impact preconditions at the individual level. 

At each level the questionnaire includes questions related to contextual factors having the power to I 
E affect training impact. 

., i 

The draft questionnaire outline is attached. 



TRAINING IMPACT EVALIIArl'ION 

Questionnaire Outlinc 

Mission/Country Level Evaluation - 
Mission/countr- level evaluation is for these purposes: to establish baseline data during the pre- 
evaluation stage and to assess development impact. 

Pre - Evaluation 

The primary data sources for this level of evaluation are documents containing Mission and country 
development plans, The CPSP, niitional development plan and other comprehensive planning 
documents are consulted. Through these documents and through discussions with Mission 
leadership and country representatives pre-evaluation establishes a baseline and a point of departure - 

L 

for the design of a longitudinal evaluation. Scme illustrative questions follow. 

1. What are the development impacts towards which the Mission aims? What impacthdicators 
are being tracked by the Mission? 

2. What are the causal hypotheses imbedded in the development impact plan? 

3. Who are the target beneficiaries of Mission development activities? 

4. What are the Missiods strategies for impacting target #groups? 

5. What is the role of training in the Mission's development strategy? Specifically, what is the role 
of ATLAS? Establish linkages between the national development plan, the Mission plan and the 

- 

ATLAS program. L 

Formative Evaluation 
m 

Evaluators revalidate the causal hypotheses that are at the heart of the development plan being 
implemented by the Mission. They determine how changes in the Mission/country plan or - 

implementation context might be expected to affect the training plan and its implementation. 
- 

- - 

Summative Evaluation 

Evaluators obtain available impact data and work with the Mission to reassess and renegotiate 
impact indicators and related strategies. Evaluators draw implications for the training program ;ind ' *  

feedback data to the training implementors. 

Program Impact Evaluation 

Evaluators obtain nvzilablc inlprict data and work with the Mission to reassess and renegoti;ite 
impact indicators and rekited strategies. Evnluotors draw implications for the training program and 
feedback data to the training imple~nentors. 



- 
While nleasurement at the Mission level is beyond the direct responsibility of the training impact [~ 

evaluation, they are, of course, closely related, The Mission development impact evi~luation - 
answers these illustrative questions. - 
1. What me the indications that development impacts are being (have been) achieved? 

2. What causal hypotheses (related to Mission programming) are being supported or rejected by - 
the impact data? 

3. Who is benefitting and how are groups benefitting from Mission interventions? 

4. How effective are the Mission strategies for impacting target groups? 

5. What are the effects of training interventions (of ATLAS) on the M:ssion's development 
strategies? 

Individual Levcl Evaluation 

The individual trainee joins the training process at the planning stage and, therefore, becomes a 
- 

subject of and a participant in evaluation at the formative evaluation stage. He or she is a subject of - 

the evaluation throughout the development process and for as long as his or her activities can be - 

defined within and attributed to changes iit the program impact and development impact stages. 

Formative Evaluation 

During training program planning and implementation, the trainee is a central feature of 
development interventions that involve human resources development. From the beginning of the 
training planning process, we support and assume and active role for the trainee as an instrument - 
of change in the development process. These questions are relevant. 

1. How is the trainee involved in planning for his or her training? What are the skills, knowledge 
and attitudes that the trainee has demonstmted and how are they measured? (What is the 

- 
individual's baseline for training?) 

2. What is the content of and by what process is the trainee developing an individual goal 
hierarchy? 

3. How is the individual training and career plan (i.e. individual goal hierarchy) related to the 
country's development plan? What is the quality of that plan in terms of its relevance and . 
specificity and how well does the plan identify the trainee's change agent role? 

4. How much time, from initial contact to program start-up, is devoted to plannir~g rind prep;~r;ltion 
of the trainee? 

5. Are the selection criteria evident to the trainee and does he or she clearly meet the criteria? Is the 
trainee committed to the training program's devcloprnent ~oals '? How is the commitment 
evidenced? 

6. Is the trainee aware of support from his or her organimtion, profession or sector :~nd is 1ht . r~.  ;! 
plan for con tact and inteciction during the triiiiling'? 



7. Does interaction betwcen the trainee rind the org;inization;il;, profcssionnl, or scctoral support 
system occur and does that interaction influence the coritent rind qurllity (rclevancc) of training? 

8. Is the training institution (university faculty and counselors) awrlre of the tmincc's developr~~erlt 
aims and does the institution rictively support the trainee's learning ;ilorig lines consistent with the 
trainee's development plan (individualized goal hierrtrchy)? 

9. Does the trainee engage in extracurricular activities that support his or her training plan? 

10. Does the trainee undertake specific projects during the academic program that are directly 
related to the training plan and to the role he or she will ploy in the development of the country 
(Papers, thesis, research, dissertation, conference participation, etc.)? 

11. Is the trainee actively involved in monitoring his or her own program in relation to events back 
home so that program adjustments can be made if needed? How does this occur? 

Summative Evaluation 

Summative evaluation addresses the trainee's post-training actions. These questions are relevant. 

1. What skills, knowledge and attitudes has the trainee acquired as a result of training? 
' 

2. What employment does the trainee obtain? Was the job the one for which the trainee planned? 
If not, is the job directly related to the trainee's preparation and to the national development plan to 
which the individual training plan related? 

3. Is the trainee using his or her skills, knowledge and related experience acquired during training? 

4. In what non-employment activities related to the individual training plan and to development 
goals does the trainee engage? 

5. In what other ways is the trainee contributing to the sector or target group? 

Program Impact Evaluation 

At this stage of the assessment the individual trainee must be viewed in the context of a 
development program and in interaction with other inputs. 

1. What is the contribution of the individual trainee to the institution/organizntion capacity to 
deliver goods and services to the sector system or target group? 

2. According to measures of individual performance, how is the trainee contributing to the . 
delivery of goods and services to the target group or sector system? 

Development Impact Evaluation 

For some individuals, i t  may be possible to measure their i m p w  on target group bcneficiariss. 
While lime are unusual cases, they can and should be captured. 

Organizational Level Evaluation 

At this stage of the evr~lu;ition, we will look first at the org;lniz;itiotl or iristitu~ion tli;rt is ttle 



emp loycr of the trainee. Employitlg orgnnizations/institutio~is are likely to be involvcd in  tr;~ining I fron~ the crlrlicst pl;~nning stages. These questions should be posed to employers, 
I 

2. How are employers involved in setting and using selection criteria? How does the selection I proctss ensure adherence to the criteria? I' 

For 

3. ~h,lw is the employer involved in career planning for trainees? How is the employer involved in 
creati,,~g the individualized goal hierarchies for the trainees? 

mntive Evaluation 

what ways, if at all, is the employer involved in the design or selection of the training 

I .  tiow are employing institutions and organizations involved in p1:lnning for training? Are [!ley 
c leq about their iristitutioml or organimtionnl role in contributing to development impact? 

I 

support system has the employer put in place to ensure that the trainee is actively 
and supported during training? 

- 

7. ~ o e ' s  the organization engage in planning and preparation for the return of the trainee and is that 
preparihori directly related to the role the individual will play in making contributions to 
develol/,men t? 

I 

6. Dots 
is the 

the support system (e.g. mentor) actively support the trainee during training? How? How 
trainee's program modified as a result of the interaction'? 

~rugralm Impact Evaluation 

Surnrnative 

1. Daes 
develo~lrnent 

2. Does 

Evaluation 

the employing organization assign the returning trainee to a job relevant to the - 
mission for which he or she was trained? 

the employing organization support the trainee in using his or her newly acquired and 
relev,mlt skills and knowledge to contribute to the organization's role in development? 

I 

1. As 
organiz,ltion 

I Dcvclol,)nlent Impact Evaluation 
I 

n result of the training of one or more ATLAS participants, whnt capacities have the 
acquired that have the potential to impact the sector system or target group? 

2. As a 
impact I 

1. ~ h a l  role does the organization play in achieving imp:srs at the sector;ll or bene8ci:lly group 
level? 1 

I 

result of the training of one or more ATLAS pnrticip;lnts, whnt is the orglnization doing to 
he sector system or the target group? 

development impacts (if ~ l y )  aln be attri buted to org:tniz;~tion perform:lnce or lo 
ts in sectoral perfonlance? 



Scctoral Lcvcl Evaluation 

The s~.(;ror levdl is conlprised of ;I system of orgilnizations and institutions t h i ~ t  togcther produce 
impact. The contributions of an individual trainee may or ma ,  not be mediated by ii scctorril 
sys!em, but sectoral representation is nearly always seen in an A.I.D. developn~ent effort from the 
earliest stages of planning. 

Formative Evaluation 

Project papers and other sector level plarming documents are useful references for this exercise. 

1. What development impact goals of the Mission are the responsibility of the sector? What are 
the contributions to target groups that are the responsibility of this sector? Whnt individuals, 
organizations and institutions comprise the sector system? 

2.. Describe the plenning process undertaken by the sector and describe how training in general 
and ATLAS in particular are part of the sectoral strategy. 

3. Did sector representatives participate in establishing selection criteria or in selecting 
participants? How? 

4. Did sector representatives have input into the design or designation of training programs? 

5. Are sector representatives involved in monitoring training or in providing input to trainees for 
purposes of strengthening the relevance of their training programs? 

Summative Evaluation 

At the sector system level, contact with and influence on the trainee can occur through networks 
such as professional associations or alumni groups. 

1. Upon the return of the trainee are professional associations available to and accessed by the 
trainee to reinforce his or her training and the development mission he or she is intended to fulfill? 

2. Does the sectoral system function to support the appropriate placement and use of the skills of 
the returning trainee? 

Program Impact Evaluation 

1. As a result of ATLAS training, what capacities have been acquired by the sector that were 
unavailable in the sector prior to ATLAS? 

2. As a result of ATLAS training what goods or services are being delivered to target populations 
and what is the nature and quality of the goods i~nd services delivered? 

Dcvclopnlcnt Impact Evaluation 

1. What role does the sectorr~l system play in  achieving impiict at the target goup level? 

2. Whnt target group in1p;lcts can be attributed to scctor;il lewl perfonna~ice? 



Target Group Level Evaluation 

Target group level eval~~ation occurs ;it thc fornialivc, sumrn;itive, program imp;~ct ;ind 
development impact stages of the cvaluiition cycle. Data sources are rcpresentntivcs o f  the 
Mission's intended beneticiarics and/or organizations that represent ~ h c  beneficiaries. 

Formative Evaluation 

1. Describe the involvement of the bmefici;lry group in planning for training. How extensive was 
the involvement and what roles did beneficiary group representntlves play in the planning process? 

2. Describe how beneficiary group representatives participate in training? How do selection 
criteria support the involvement of target group rep:.esentatives? 

3. Describe how beneficiary groups are involved in training implementation as resources to 
trainees. Describe how changes at the target group level arc communicated to trainees during 
training. 

Summative Evaluation 

1. Describe how beneficiaries or their representatives are involved in trainees' post-training 
employment. 

Program Impact Evaluation 

1. Describe the capacity of the target population to obtain and use the goods or services that rue 
being provided by the system of which the trainee is a put. 

2. Describe ifhow the target population is using those goods and services. 

Development Impact Evaluation 

1. Measure the impact of Mission interventions on target groups. 

2. Relate development impact to training interventions and the achievement of established 
preconditions for impact. 


