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PREFACE 

This final report is submitted to the Agency for International Development 
by Practical Concepts Incorporated in accordance with the requirements of 
Contract Number AID/csd-2885. This final report summarizes the original 
objectives and plan for implementing the Project Evaluation System (PES), 
the actual installation program, the results achieved, and recommendations 
to further improve evaluation. 

An executive summary, the first volume of this report, summarizes results 
from installation of the Project Evaluation System and recommendations for 
further improvements in evaluation of AID-supported development activities. 

This, the second volume of the report, describes the effort performed under 
the contract, the preliminary results of that effort, and the analysis from 
which the recommendations derive. This volume is organized in chapters that 
correspond to ascending levels of management concern about the installation 
of a Mission-useful project evaluation. Chapter I is an introduction and 
overview stating the original objectives and plan for inplementing the 
evaluation system. Chapter II describes project activities including the 
tasks undertaken and completed and an assessment of the efficiency with 
which project inputs were used to accomplish the tasks undertaken. Chapter 
III describes progress toward the purpose of this effort - institutionalizing 
a Mission-useful evaluation system in each USAID Mission. Chapter IV de
scribes progress toward achieving the goal of the project -- the expected 
contribution to AID-supported projects in developing countries. Chapter 
V describes the "next steps" for the evaluation community to- consolidate 
the project evaluation system and further develop evaluation. Chapter VI 
summarizes three alternative strategies for improving evaluation and pel's 
recommendation for improving evaluation in AID. There are four appendices 
to Volume II, containing statistical and other related materials referred 
to in the text. 
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CHAPTER I 

OBJECTIVES AND PLAN 

This chapter describes the objectives and the PCI approach to installing 
an improved Project Evaluation System for AID. Subsequent chapters com
pare actual and expected results, assess the results, and recommend ac
tions to further improve evaluation. 

A. BACKGROUND 

In July, 1970, the Agency for International Development received a set 
of recommendations for improving its project evaluation process and 
system. Those recommendations, developed under Contract csd-2510, 
promised important improvements in AID project evaluation; there were 
implications of comparable improvements in project design, planning, 
and management, and the Agency elected to implement those recommendations 
with some modifications. 

The original PAR system fell short of its potential effectiveness be
cause there had been inadequate understanding of evaluation concepts 
and procedures. Written i nstructi"ons were un1 i ke 1y to overcome that 
lack of understanding, and orientation and training appeared necessary 
if evaluation was to deliver its potential value as a management tool. 

Specifically, the findings of the study of the PAR system suggested 
that unless familiarization and training programs were undertaken, we 
could expect that: 

1. Evaluation concepts would not be generally understood and 
applied; 

2. Evaluation would not be perceived as a Mission-useful process; 
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3. Evaluation findings would not result in replanning; 
4. The evaluation reporting form would be prepared at rel·· 

atively high cost,and b~ing relatively low benefit to the 
Mission; and· .' 

5. Evaluations would often be superficial and the reports 
pro. f0t:ma .. 

, " 
The recommended improvements in the PAR system.provided a sounder con-

". .. 
ceptual basis for evaluation and a framework for the evaluation process. 
The evaluator was equipped with advisory materials and forms. All in 
all, the new system made evaluation simpler, but training was.essential 
because of changes from the older practices. To achieve the substantial 
improvements in evaluation and, conseqUently,. in p~oject planning that 
the new system offered, AID had to ensure that: 

,., 1. Key personnel in each Mission master the new concepts 
and techni ques ; 

2. Mis~ion management and the Evaluation Officer under-' 
,stand the evaluation process and,recognize its utility; 

3. The Mission Evaluation Officer and Mission staff are 
familiar with the advisory material and forms; and 

4. The Mission Evaluation Officer and selected members 
of the Mission have gone through the 'evaluation pro
cess 'and are confident that it Gan be repeated,for 
ot~er. projects. 

PCI proposed to assist AID implementation of the recommended Project 
, . . 

Evaluation System (PES) improvements on a time-urgent, but orderly, 
basis. Our proposed approach was to prepare AID/W Evaluation Officers 
to install the improved system, assist the Agency in a fa,mili-arization 

, . 
program at AID/W, and provide on-site implementation assistance both to 

, , 

train Missions and to develop an AID capability to provide subs.equent 
on-site assistance. In addition, an effort was proposed to clarify the 

AID/W uses of and responses to the PAR as a report. 
'. 
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B. KEY REQUIREMENTS FOR EFFECTIVE IMPLEMENTATION AND OPERATION OF THE 
IMPROVED PES SYSTEM 

The pel proposed approach to implementation assistance involved sup
porting the Agency in each of the following key areas of implementation: 

1. Effecti.ve implementation relies heavily on both the AID/W 
Evaluation Officers and subsequently the Mission Evaluation 
Officers, pointing to a need for PTompt and intensive train
ing. Thus, the key to our proposal was providing such 
training on a time-urgent basis. 

2. There was no evidence to suggest that submitting written 
materials to the Missions without other help would sub
stantially improve evaluation. Therefore, cluster train
ing and on-site implementation assistance were recommended. 
We proposed to assist the Agency in refining training 
approaches and techniques and in actually offering on-site 
implementation assistance to a number of Missions -- both 
to train Mission personnel and to equip AID/W personnel 
to perform their roles in Mission installations. 

3. AID/W familiarity with the PES system is essential to effec
tive implementation in the Agency. We proposed to familiarize 
key personnel in four regional bureaus. 

4. Some Missions would require extra assistance to overcome 
problems identified after the initial on-site implementation 
assistance. pel proposed that Budget for a limited number 
of follow-up visits be reserved for important problems where 
such assistance was requested by the Mission and Regional 
Evaluation Officer. Alternatively, these funds could have 
been used to evaluate the actual effectiveness. of the im
proved PES system in a representative sample of Missions. 
(This task was not funded in the final contract.) 

5. AID/W responses to PARs are an important part of the evalu
ation system, but those responses were not yet fully artic
ulated and defined. The concepts had been established, but 
as the study of the original PAR system proved -- there is 
considerable distance between the concept and the practice. 
Thus, we proposed to work closely with AID/W personnel to 
fully define uses of and responses to the PARs. (This task 
was not funded in the final contract.) 
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C. THE PCI PROJECT DESIGN FOR INSTALLING AID's 
PROJECT'EVALUATION SYSTEM 

The purpose of PES implementation was to institutional,ize" 
project evaluation system that would: ,,' " " 

1. Be useful to and accepted by Mission management, as a 
means of facilitating their planning and programming 
processes'; , 

2. Accurately record Mission management processes, pro
viding ,insight into both Mission management skills 
and ,the proj ects . " 

An important by-product of the project was to provide a focus for 

continuing improvement in Mission management through trC\nsfer of 

skills and experience paced to, each Mission's rate of absorption. 

Th,e outputs of.Project Evaluation System installation that would cause 

the project purpose to be ,achieved were: 
, ' 

1. AID/W Evaluation Officers would be trained to install the 
Project Evaluation System in their regions. 

" 2." All Mission Evaluation Officers would be' trained to "operate" 
the evaluation system installed in' their own Missions. 

3. At least twelve Mfssions would be visited by AID/W evaluation 
b~ams with PCI support' clarifying how to effectively and 
appropriately use,the Project 'Evaluation System and the PAR form.* 
(Subsequently, 33 Visits were supported by PCI under'this contract.) . ..' 

4. r-ollo"-:.:~ visits woul.d b,e 'Jrovideu fo solve system-related 
problems faced by Missions and to evaluate the institutionaliza
tion of the evaluation system (not incluaed"i.n PC! contract). 

\'f{eferences to 33 visits count Rio (Ie Jan'eiro and Recife as two separate 
mi ssi ons. 

Practical Concepts I nc()rporated 
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5. Key personnel in the AIDjW regional bureaus and desks would 
understand and be able to use the reports generated from the 
PAR system. 

6. AIDjW, key personnel would respo'nd appropriately to 'the Missions 
as PARs were received (not included in PCI contract). 

7. A final report would-summarize the results of installing the 
PES system, identify any problem areas, and recommend approaches 
to further improvement of evaluation in the Agency. 
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D. TASK DESCRIPTIONS 
~ " 

The PCI approach to producing the desi red outputs i s describ~d':b~i'dw: 

Task 1: Training the'AID/W Evaluation Officers 

The most time urgent of the tasks fa~ed by the Imp 1 eme'ntation Manag'er 
. .' I • . 

was training the AID/W Regional Evaluation Officers and their assistants. 
These men had to become sources of guidance and expertise for both the 
Mission Evaluation Officers and AID/W staff. If they were to effectively 
fulfill their roles, they needed training -- formal training to clarify 
the concepts of the recommended system and provide them with basic heu
ristic skills and informal training to help them install the new system. 
To respond to the press of time, such training had to start as soon as 
poss i b 1 e. ' Mi ssi on Eva 1 uati on Offi cers were already seeki ng gui dance and 
n'ot receiving it. 

There were three basic objectives of initial training for AID/W Evalu
ation Officers: 

1. Conviction that the system was valuable; 
2. Content of the system to be mastered, with particular 

attention to key concepts; 
3. Training skills to install the system in USAID Missions. 

The recommended approach to training involved a series of five half-day 
session~ in Washington. 

Task 2: Training of r~ission Evaluation Officers - "Cluster Training~' 

Successful implementation of the PES system would require intensive 
training of Mission Evaluation Officers. AID/W, planned to conduct 
three intensive training sessions -- "cluster training" -- in Bangkok, 
Rio de Janeiro, and Addis Ababa for Missions of those regions. Missions 
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represented at the San Salvador Evaluation Conference were not invited 
to these sessions but would receive on-site assistance later. (The 
Latin America Conference was held in Asuncion instead of Rio de Janeiro.) 

PCI proposed to participate in three "cluster training" sessions. This 
cluster training would outline the evaluation process and sufficiently 
familiarize key Mission personnel with the system concepts that the 
Mission could prepare itself for the visit of the on-site team. This 
advance preparation would be necessary for the implementation team to 
be able to achieve its objectives within a one-week span and would be 
particularly useful to the Mission, enabling it to prepare additional 
projects for evaluation. It was expected that each Mission would select 
two sample projects for evaluation with the assistance of the AID/W evalu
ation team. Personnel responsible for one project would normally attend 
the cluster training session. Evaluation of the "other" project would 
thus test the Evaluation Officer's ability to manage evaluation without 
special prior training of the key participants. 

PCI would collaborate with AID/W to support the cluster training sessions 
in four ways: 

1. Planning and preparation of curriculum, instruction materials; 
2. Assisting AID/W participants in the cluster training;-
3. Direct participation by PCI personnel in the cluster training 

sessions; 
4. Evaluation, review, and redesign of later sessions to take 

advantage of experience from the first conference. 

Task 3: On-site Implementation Assistance 

During on-site implementation assistance, PCI would reinforce previous 
training for Mission personnel and AID/W personnel. Mission personnel 
would, of course, be trained in the PES system concepts and process. 
The Mission Evaluation Officer would have the benefit of the previous 
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cluster training session. His effectiveness would be enhanced by an 
AID/W evaluation team to indoctrinate the rest of the Mission and, to 
reinforce his earlier'train.ing. PCI participation i.n evaluation teams 
would also help AID/W team members to learn, by example, how to provide 
on-site assistance. 

Mission installatton of the PES system improvements would involve evalu
ating at least two projects in each Mission. For evaluatjon of the 
first project, the PCI leader of the,implementat~on assistance team 
and the AID/W Evaluation Officer would play major roles in managing 
the evaluation process and assisting the Mission Evaluation Officer. 
The Mission 'Evaluation Officer would manage lhe evaluation of the sec
ond project, with backstopping' by the PCI repr.esentative and the AID/W 
Evaluation Officer. 

The AID/W eval uati on teams woul d perform four tasks in each Mi ssi on: 

1. Tailor lhe PES system to·the specific needs· of the Missi'on 
and its Director, creating a demand for good evaluation from 
top management; 

2. Inform the Mission, from top management to project~level 
managers, about the essential elements of the PES system; 

3. Reinforce the credibility of the Mission Evaluation Officer, 
demonstrating by exampl e how to make eva.l uation a useful 
management tool; 

4. Help the Mission conduct two successful eval'uations that pro
vide evidence to the Mission that they can and should use 
the PES evaluation approach. 

Task 4: Follow-up Visits to Missions (Not Included in PCI Contract) 

There would inevitably be some problems of implementation in the 
Missions that could be anticipated in the initial cluster training 
and on-site assistance. PCI proposed to reserve funds for trouble
shooting when Missions requested additional assistance and AID/W 
wished to help by sending PCI assistance. 
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Follow-up visits to a representative sample of Missions would be made 
prior to writing the final 'report to evaluate the actual usefulness of 

the PES system to the Missions and the extent to which it had been in
stitutionalized. The observations from these follow-up visits would 
be important for identifying what future actions the Agency must under

take to make further improvements in evaluation. 

Task 5: Orientation and Familiarization of AID/W Personnel 

Effective implementation and operation would require the support of AID/W 

operating and 'staff personnel; therefore, it was recommended that a famil

iarization effort be undertaken. This effort would involve a series of 

presentations to top AID/W decision makers and clarification of system 
uses for various levels of the regional bureaus. 

A series of half-day seminars and two-hour presentations was envisioned. 
Attendance at such seminars and presentations would be left to regional 

discretion, with the Regional Evaluation Officer serving as the basic 
point of contact. The Regional Evaluation Officer would follow-up the 

seminars with exercises and would be supported by PCI. 

Task 6: AIDjW Responses to PAR Reports (Not Included in PCI Contract) 

The PES system depends upon AID/~J personnel responding appropri ately to 

PAR reports. It is essential that norms be developed about how to re

ply to PARs for all combinations of good and bad projects with good or 

poor evaluations. PCI proposed optional assistance in responding to 

some real PARs for real projects to test and refine the concepts recom
mended to AID/W personnel. PCI also proposed to develop a one-day 

workshop for the Regional Evaluation Officers to develop responses to 
the PAR reports. 
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Task 7: Project Reviews and Progress Reports 

PCI I S formal project revi ews guarantee an interchange of ideas. Expel'i
ence early in the project would suggest improved approaches to imple
mentation of the PES system that would be incorporated into later work. 

Task 8: Consultation with PPC and the PEG 

PCI would report periodically to the PPC and to the PEC on progress under 
the contract. These consultations would result in valuable interc~ange 
of igeas and experience both for PCI and the Agency. 

Task 9: Final Report Preparation 

A final report would be submitted to the Agency including the following: 

1. The original objectives and plan for implem~nt~tion of the 
PES system; 

2. The actual program of implementation; 
3. The results achieved; and 
4. Conclusions and recommendations for actions required to further 

improve evaluation. 

Task 10: General Supervision and Planning 

Planning and supervision of an tasks, including joint AID-PCI planning 
sessions, were included as Task 10. 
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E. DETAILED APPROACHES ,TO KEY TRAINING TASKS 

The PCI approach was developed more fully for three relatively formal 
training ta,sks: 

1. Training the AID/W Evaluation Officers; 
2. "Cluster training"; and 
3. ~ID/W familiarization. 

1. Training the AID/W Evaluation Officers 

This was the time-urgent issue, as the Regional Evaluation Officers 
and their deputies had to be sufficiently familiar with the system 
concepts to explain the system to both AID/Wand field personnel. 
It was recommended that this effort be started immediately, with 
minimum pr.eparation of formal course materials. This highly in
formal approach to training was acceptable in view of the fact that 
the seminar approach was recommended, and that the key instructors 
(Dr. L. D. Posner and ~1r. L. J. Rosenberg) had developed the system 

concepts. 

Regional Evaluation Officers had to be trained in the evaluation system 
and principles and also in techniques for installing the system both 
in AID/Wand, more important, at the Missions. The recommended style 
of training was the seminar (and subsequently the moderated workshop) 
method, with real instead of simulated projects. Regional Evaluation 
Officers had to develop the art of leading seminars at Missions, to 
both evaluate real projects and train Mission personnel. 

The basic module for training AID/W Evaluation Officers would be com
pressed, due to the urgency of preparation for cluster training ses
sions, into five half-day sessions for all AID/W personnel partici
pating in cluster training or "on-site" evaluation teams. (Recom
mended initial training had been ten half-day sessions or a five 
full-day course at a facility such as Airlie House, with the group 
living together for the course of a work week.) 
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'" 

To the extent practical, exemplary material to be used in the field 
would be developed by the Regional Evaluation Officers in their 
training, precluding the need for evasive action when confronted by 
puzzled Project Managers. A portion of the session would be de
voted to the practical aspects of providing implementation assis
tance -- ranging from the uncooperative ("What do I do when the 
Mission Director thinks evaluation is a hoax?") to the overly op
timistic ("Your evaluation concept sounds great -- how do I solve 
my problems in family planning?"). 

2. Cluster Training 

3. 

This would involve three full days, and would be attended by at 
:, least two key members of each Mission before the visit to their 
, Mission by the evaluation team (AID/Wand PCI). The cluster train

ing would ensure that key ,participants were sufficiently conver
sant with the concepts and procedures that they would start data
gatheri ng and ana'lysi s before the eva 1 uati on team arri ved. 

AID/W Familiarization and Orientation 

This would be required for effective operation of the improved PES 
, sys tern; or any management system, and requi res that AID/W understand, 

s'upport, and use the system. Therefore, a series of familiarization 
, presentations and seminars were proposed for AID/W staff. A'series 
'of half-day seminars would be devoted to the PES system concepts. 
'Regional Evaluation Officers would conduct workshop exercises to 
consolidate the concep'ts promptly, with a low cost option of pel 
conducting the workshop exercises. 

, Seminars would be held for groups of approximately ten, of roughly 
comparable grade levels, and within an individual regional bureau. 
In addition to the one-day seminars, certain key'people, such as 
the Regional Assistant Administrators and the chiefs of DP,'demand 
special attention. It was proposed that a two-hour program be 

Practical, Concepts Incorporated 
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developed for presentation at the Bureau staff conferences. In 
addition, personal visits would b~ aimed at both the Assistant 
Administrators and cryiefs of DP. 

Summary presentations to key A1D/W staff would be highly informal, 

with individual flip-chart presentations prepared and delivered in 
a way that encourages immediate audience feedback and interrogation. 

Basic topics of presentation would involve: 

• Actions/support required of the attendees, with em-
phasis on "local" problems/opportunities; 

• The issues/problems resolved by the improved system; 
• The conceptual basis of the improved system; 

• Operations and operators of the system; 
• System uses appropriate to the attendees. 

4. Use of Training Aids (Not Part of Final Contract) 

Training aids that could be used for clarifying the "logica.l frame
wor.k'" -- which is part of almost all training and presentation ses
sions -- appeared to justify use of relatively more expensive train

ing aids (e.g.,film or tape cassettes). PCI offered, as a low-cost 
option, to assess costs and benefits of such techniques and establish 
availability of suitable material. An optional effort was also in
cluded for reworking materials from the cluster training and the 
Regional Evaluation Officer training into a form suitable for periodic 
A1D/W training of Missjon Evaluation Officers and, separately, key 

evaluation staff before they are 'posted. 

Practical Concepts Incorporated 
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F. MANAGEMENT PLAN 

The PCI approach to this installation was ·to train .the AID/W Evalu
ation Officers during implementation assistance by having them.ob
serve PCI staff provide implementation assistance to (12) selected 
Missions. The thrust of implementation assistance would pass from 
PCI to the AID/W Evaluation Officers, who would then provide imple
mentation assistance to the remaining Missions with PCI sending a 
representative late in the program to assess' the adequacy of imple
mentation and recommend any follow-up activities. 

Cost estimates assumed that two weeks would be required for the 
largest Missions (Nigeria, India, and Laos), except those hosting 
cluster training sessions where seven days would suffice (Thailand, 
Brazil, and Ethiopia). One week would be required for other Missions. 

The exact schedule would be paced to coordinate the implementation. 
acti vi ti es of the four regi ons. The bul k of PCI act; vi ti es woul d . 
be concluded five months after contract award. However, submission 
of the end-of-contract report would be delayed until August 1971 to 
ensure that feedback had been obtained from representative Missions 
and AID/W personnel. 

The overall prOject was directed by Mr. L. J. Rosenberg, who had pre
viously directed the original study of AID project evaluation. Dr. 
Lawrence D. Posner, who had assisted him in that study and who had 
prior development experience in both Latin America and Africa, would 
manage field operations and the implementation assistance' effort. 
Dr. Theodore Marton, with extensive experience in' intensive training 
and· human behavior, would assist in developing and providing the 
actual training. 

Practical., Co'!cepts Incorporated 
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G. AMENDMENTS TO PCI SCOPE OF WORK 

The original scope of work for PCI was expanded to permit PCI assistance 

to AID/W evaluation teams in 32* Mission installations. The Technical 
Assistance Bureau requested and is receiving PCI assistance in using 
the concepts of the Project Evaluation System for analyzing approxi
mately 240 TAB projects. Assistance to the Technical Assistance Bureau 
was initiated when this final report was already in draft, and will 
continue after the submission of this final report. Consequently, re
sults are not reported in this document. 

* Thirty-two mission installations count Rio de Janeiro and Recife as 
one mission. In subsequent chapters Rio and Recife are counted separ
ately. 

Practical Concepts Incorporated 



CHAPTER II 

INPUTS TO OUTPUTS: 
TASKS UNDERTAKEN AND COMPLETED 

Chapter II summarizes the tasks undertaken'and completed by PCI in 
installation of AID's Project Evaluation System. Section A compares 
planned and actual approaches. Section B assesses the linkage of inputs 
to outputs, identifying'strengths and weaknesses in the approach used. 

A. PLANNED AND ACTUAL ACTIVITIES 

PCI took responsibility for five tasks to assist installation of AID's 
Project Evaluation System: 

1. Develop and conduct an intensive training seminar for 
AID/W Evaluation Officers; 

2. Develop and conduct three intensive cluster training 
seminars for Mission Evaluation Officers and other 
key personnel; 

3. Provide on-site assistance during installation of the 
PES in thirty USAID Missions; 

4. Develop and present a series of short orientation semi
nars about PES for AIDjW staff; and 

5. Provide other assistance necessary for the installation 
of the PES. 

The actual 'experiences in performing each task are described in the 
following sUb-sections: 

Practical Concepts Incorporated 
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Task 1: Training AID/W Evaluation Officers 

A semi nar for AID/W Eva 1 uat.i on Offi cers was conducted October 26 tl: . . 
October 30, 1970, in Washington, D.C. The five half-day session5 WE.re 

to prepare !l.-ID/W personnel for .their roles in cl uster training and 011-

site assistance to USAID Missions. 
" . 

T~e· training curriculum pro,vided instr~ction, practice ip using PES, 
and guidance for teaching USAID personnel how to use PES. The major' 
topics were: 

.Day One. 
Day Two 
Day Three 
Day .Four 
Day Five 

. . 

Design and Evaluation Concepts , 
Work with Project Design 
Work with Evaluation 
Managing the Mission Evaluation Process 
Presenting the System to the Mission 

, . 

The detailed agenda for the five-day session is summari'zed in Exhibit 
II-l. 

The teaching approach of the training sessions was a calculated mixture 
of lecture-style presentation, moderated workshops, and seminars. 
Lectures were used to present new material. Moderated workshops allowed 
the trainees to practice using the PES concepts and to learn from others 
how.to use them. The seminar sessions,alloweg tr.ainees to discuss their 
reactions, strengthening their conviction that the P~S concepts were help
ful for others as well as themselves. 

The instructors for the training session included the senior staff 

of PCI and AID/W evaluation staff that had prior exp~rience using 
PES, The training strategy was to use AID/W staff as instructors 
as much as possible to foster their self-confidence about their command 
of the material and their ability to teach in the field. They also 

PractiQal, QOr;lcepts Inc~r.po.rated. 



DAY ONE 

1:0.0 - 1:05 

1:05:- 1:40 

1:40 - 2:50, 

EXHIBIT II-l 
SEMINAR FOR 

AID/WASHINGTON EVALUATION OFFICERS 
October 26 - October 30. 1970 

AGENDA 

Modul e # Title Title 

1 Welcome 

2 Introduction 

3 Basic Concepts and 
Purpose of New PAR' 
System 

2:50 - 3:00 -- Coffee Break 

3:00 - 4:15 4 Detailed Development 
of Project Design 
Concepts 

4:15 - 4:25 -- Coffee Break 

4:25 - 5:05 5 Responsibilities for 
Implementing PAR 
Evaluations 

-5:05 - 5:25 6 Day One Surr.mal'i zati on 

Prs,9tical COr.1cepts Incorporated 
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Instructor 

AID PERSONNEL --
HUBBELL 

MARTON 

ROSENBERG 

POSNER 

ROSENBERG 

MARTON/POSNER/, 
ROSENBERG 
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Exhibit II-l (Cont.) 

AGENDA 

, '~lodu1e # 'Title Instrllctor 

'DAY n!O 

" 1 :00:.1 :20 1 Training to Train MARTON 

1:30-2.:30 2 Practicwn I in Using MARTOrf/POSriER/ 
Logical Framework ' HUGHE:S/ CU DNEY /WRErf 

, , 

2:30-2:40-Coffee Break , 

2:40-3:55 3 Practicum II in Logi- MARTON/POSrfER/ 
ca 1 Framawork De,~~ 1 opillent CUDNEY /WREN/HUGHES 

3:55-4:00-Break 

4:00-5:20 4 Introduction to the Work- POSNER/COWLES 
sheets for PAR Process 
Implementation (Part I) 

Practical Concepts Incorporated' 
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Exhibit II-' (Cont.) 

Module # . Ti tl e lnstruci(\r 

. DAY THREE 

1:00-1:20 1 Training to Train MARTOil 

1 :20-2: 30 2 Evaluation of Project POStiER 
Pe rforman ce 

2:30-2:35-Break 

2:35-3:35 3 Part II - Horksheets -
Performance Analysis 

POSNER/MARTO~ 

3:35-3:45-Coffee Break 

3:45-4:35 4 Practi cum in the Use of POSNER/MARTON 
the PAR Form 

4 :35-4:45-Break 

4:45-5:20 5 Analytic Critique of MARTON/POSNER 
PAR Responses 

Practical .Concepts',lncorporated 
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Exhibit II-l (Cant.) 

DAY FOUR - AGENDA 

MODULE # Title Instructor 

1:00-1:05 1 Introducti on ~larton 

1: 05 - 1: 25 2 Us; ng the PAR - Posner 
Prepare Draft PAR 

1:25 - 2:25 3 Individual's Prepare 

GPOI 's. 

2:25 - 2:35 Coffee Break 

2:35 - 3:20 4 The Mission Eva1uation Roscmborg 

Review. 

3:20 - 4:20 5 MER (pr~cticum in 

four groups). 

4:20 - 4: 25 Cof Coffee Break 

4:25 - 5:00 6 Pan~l Discussion on MER 

5:00 - 5:20 7 Group inputs to Fri day Marton 

Program. 
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Exhibit II-1 (Cont.) 

DAY FIVE - AGENDA 

1 : 00 - 1: 1 0 (10 minutes) Agenda MARTON 

1:10 - 1:40 (30 mi nutes) The Institutionalization POSNER 

Process 

1:40 - 2:20 (40 minutes) Institutionalization -- Pa ne 1 :.ROS ENB ERG 

An open symposium COHLES, MARTON 

POSNER 

2:20,- 2:40 (20 minutes) Coffee 

2:40 - 3:00 (20 minutes) Development of Objectively 

Verifiable Indicators ROSENBERG 

3:00 - 4:00 (60 mi nutes) Hork shop session. Panel • 

. Development of Objective1y 

Verifiable Indicators 

4:00 - 4:30 (30 minutes) AID/Wand the PAR ROSENBERG 

4:30 Closing Seminar POSNER/ROSENBERG 

COWLES/MARTON 

Practical Concepts Incorporated 
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served as models for the new trainees to emulate. The instructors from 
AID/W included: Robert Hubbell, Herbert Turner, Calvin Cowles, Arthur 
Hughes, James Cudney, and William Wren. 

The primary audience for the AID/W training was the group of approximately 
fourteen officers who would teach PES at the cluster training sessions 
and on-si,te Mission installations. Twenty-seven tra,inees participated 
in the training session including 16 from the five AID/W regional bureaus, 
two newly appointed Deputy Directors of Missions for Ghana and Paraguay, 
two Mission Evaluation Officers, two from AID/W evaluation,staff, and 
fi ve project-management trai nees a ttendi ng in anti cipa ti on of a proJect 
management training program that would be coordinated with PES training 
in the USAID Missions. 

Ihforma 1 feedback i ndi cated success in produci ng the des'i red 'output ,o"f 
motivating and preparing AID/W personnel for their subsequent roles. 
That is, AID/W trainees, at the end of training, indicated that they 
were 'conv~nced that PES was valuable and were confident that they could 
fulfill their roles in installing PES in USAID Missions. 

, 

Practical Concepts Incorporated 
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Task 2: Cluster Training Sessions 

Four regi ona 1 conferences were schedul ed in ,FY' 71: San Sal vado,r (Septem
ber 9-11, 1970), Asuncion (November 11-18, 1"70), Bangkok (November 30-
December 2, 1970), and Addi s Ababa (December 7-9, 1970). The San Salvador 
Conference, \~hich preceded this contract, was used to "field test" the 
PES concepts rather than as a cluster training session. The remaining 
conferences were used to train Mission Evaluation Officers and other key 
USA1D officers in the use of the project evaluation system at regional 
"cluster training" sessions. 

The objective of each cluster training conference was to give ,'1ission 
Evaluation Officers conviction about the value of PES, competence in 
using it, and confidence in their ability to institutionalize ~t in their 
Mi ssi ons with the hel p to be provi ded by AID/v/. Subsequent events i"ndi
cate that the cluster training was both necessary and sufficient to 

achieve these objectives·in most Missions. The cluster training provided 
a "head start" in the Missions to prepare for on-site assistance after 
the conference. 

The curricula of the three cluster training sessions varied only margi
nally. The sessions lasted two and one-half days each. The detailed 
agendas of the three sessions appear in Exhibits 11-2, 11-3, and 11-4. 

The training approach at the cluster training sessions was a calculated 
mixture of formal presentation, moderated workshops, and plenary sessions. 
Formal presentations were used to convey new concepts and examples. Moder
ated workshops di vi ded the trai nees into small groups and provi ded oppor
tunities for trainees to practice using PES concepts and the training 
materi a 1 s from AID/W. A fi cti ona 1 i,zed case study, the Kenya Radi 0-

Correspondence Education Project, was used to illustrate hO\~ PES should 
be us~d and taught. Plenary sessions permitted USA1D trainees to dis-
cuss the strengths and weaknesses they perceived in PES for use in their 

I?ractical. Concepts Incorporated 
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EXHIBIT II-2 
CLUSTER TRAINING AGENDA 

EVALUATION CONFERENCE FOR MISSION PERSONNEL 
Asuncion. Paraguay -- ftlvember 18-20. 1910 

DAY ONE - PROJECT. DESIGN 

Modul e Time Minutes Topic 

1 8:45 - 9:00 ( 15) Mission ~Ielcome 

2 9:00 - 9:30 ( 30) Overview of Project 
Management and 
Evaluation 

3 9:30 - 9:45 ( 15) Conf~rence Pl an 

9:45 -10:00 ( 15) Coffee 

4 10:00 -11 :00 ( 60) Project Concepts and 
the Logical Framework 
-- GPO! 

5 11 :00 -12:30 ( 90) Horkshop A - Apply-tng 
Logical Framework 

12:30 - 2:00 ( 90) Lunch 

6 2:00 - 2:30 ( 30) Presentation of 
Reporters. Horkshop A 

7 2:30 - 3:00 ( 30) Presentation - Using 
Project !'tanager 
Eva 1 ua ti on Horksheets. 
Part I 

8 3:00 - 5:30 (150) Horkshop B - Project 
Manager Evaluation 
'Wor.ksheets Part I ~ 
Project Desi gn 

Practical Concepts Incorporated 
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Exhibit 1I-2 (Cont.) 

DAY T140'-- EVALUATION OF PERFORMANCE 

Module Time Minutes Topic Presentor 

1 8:45 - 9:45 ( 60) The Mission-Useful PCI 
Evaluation Process 

9:45 -10:00 ( 15), Coffee 

2 10:00 -10:30 ( 30) The Role of the Hughes 
Mission Evaluation 
Offi.cer 

3 10:30 -11 :15 ( 45) AID/H Assistance Hughes 
for Mission Installation 

4 11 :15 -12:15 ( 60.) Panel Discussion on 
Project Management 
and Evaluation in 
USAID 

12:15 - 2:00 (105) Lunch 

5 2:00 - 2:45 ( 45) Project Management - Hughes 
The Responsibilities 
and Authorities of 
the Project Manager 

6 2:45 - 3:15 ( 30) Evaluation of Project PCI 
Performance 

7 3:15 - 5:15 (120) Workshop C -- Horksheets 
Part II - Performance 
Analysis and Preparing 
for Eva 1 uati on Revi e~1 

Practical Concepts I neorporated 
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Exhibit 11-2 (Cont.) 

DAY THREE -'REVIEH AND REPORTING 

Module Time Minutes Topic Presentor 

1 8:00 - 9:30 ( 90) Workshop D - Mi ss i on ' 
Evaluation 

9:30 - 9:45 ( 15) Coffee 

2 9:45 -10:15 ( 30) AID/H Role--Revised Hughes 
PAR Form and Reporting 
Funcfion 

3 10:15 -10:45 ( 30) Workshop E - Preparation 
of PAR, the Report 

4 10:45 -11 :00 ( 15) Hand Out Questionnaire 

5 11 :00 -12:30 . ( 90) Open Forum 

12:30 Adjourn 

Practical Concepts Incorporated 
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EA/NESA/VN CLUSTER TRAINING 

EVALUATION CONFERENCE FOR MISSION PERSONNEL 
BANGKOK, THAILAND - NOV, 30, DEC" 1, 2,1970 

AGENDA 

Da~ One - Project Design 
Module Time Minutes' Topic 

1 8:45 - 9:00 ( 15)' Mission Welcome 

2 9:00 - 9:30 ( 30) Overview of Project 
Management and Evaluation 

3 9:30,- 9:45 ( 15) Conference Purpose 
9:45 -10:00 ( 15) Coffee 

4 10:00 -10:50 ( 50) Project Concepts and 
the Logical Framework, 
GPO I 

5 10:50 -12:30 ( 100) Workshop A - Applying 
Logical Framework 

12:30 - 2:15 ( 105) Lunch 
6 2:15 - 2:45 ( 30) Presentation of 

Reporters, Workshop, A 
7 2:45 - 3:15 . ( , 30) Objective Verification 

3:15 - 3:30 ( 15) Coffee 
'8 3:30 - 5:10 ( 120) Workshop B - Project 

Manager Evaluation 
Worksheets Part I -
Project Design 

Practical Concepts Incorporated' 
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Da~ Two - Evaluation of Performance 
Module Time Minutes Topic Presentor 

1 8:30 - 8:50 ( 20) Project Management: Robert Hubbell 
The Responsibilities and 
Authority of the Project 
Manager 

2 8:50 - 9:40 ( 50) Plenary Discussion on 
Project Management 

9:40 - 9:55 ( 15) Coffee 
3 9:55 -10:15 ( 20) The Mission-Useful PCl 

Evaluation Process 
4 10:15 -10:35 ( 20) The Role of the Mission James Cudney 

Evaluation Officer 
5 10:35 -10:55 ( 20) AlD/W Assistance for Charl es El ki nton 

Mission Installation 
6 10:55 -11:30 (" 35) Plenary Discussion on 

the Evaluation Proce~s 
7 11 : 30 -1 2: 00 ( 30) Introduction to Parts II pcr 

and III of Worksheets 
12:00 - 2:00 (120 ) Lunch 

8 2:00 - 4:00 (120) Workshops Parts II and 
III (coffee in workshops) 

9 4:00 - 5:00 ( 60) Plenary Discussion on 
Parts II and III of ~ork-
sheets 

Practical Concepts Incorporated 
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Exhibit 11-3 (Cont.) 

Da~ Three - Review and Re~orting 
Modu1 e Time Minutes To~ic Presentor 

1 8: 30 - 8:45 ( 15) Instructions to Workshop PCI 
Groups 

2 8:45 -10:15 "( 90) Workshop - Mission 
,Review 

3 10:15 -10:30 " ( 15) "Coffee 
3 10:30 -10:50 ( 20) AID/W Role - Revised Richard Birnberg 

PAR Form and Reporting 
Function 

4 10: 50 -11: 50 ( 60) Workshop - Preparation 
of the PAR " 

5 11 : 50 -1 2: 05 ( 15) Question"naire 
6 " 12:05 - 1 :00 ( 55) Open Forum 

Adjourn 

Practical Concepts Incorporated" 
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EXHIBIT II-4 

AGENDA 
CONFERENCE ON PROJECT DESIGN AND EVALUATION 

ADDIS ABABA, ETHIOPIA, DEC. 7,8,9,1970 

DAY ONE' - CLARIFICATION OF PROJECT DESIGN December 7, 

Module Time Minutes T02ic 
1 8:30 (15) Mission Welcome 

2 8:45 (10) Administrative Arrange-
ments 

3 ' 8:55 (30 ) Overview Aid Evaluation 
4 9:25 . (20) Summary of Conference 

9:45 (15 ) Coffee 
5 10:00 (50) Logical Framework of 

Projects 

~ 10 :50 (120 ) Logical Framework -
Workshop 

12 :50 (90) Lunch 
7 2:20 (30) Objective Verification 
8 2:50 (90) Workshops - Part I 
9 4:20 (30) Report from Workshops 

10 4:50 . (10) Summary of Day's Proceed-
ings 

5:00 Work Day Ends 

Practical Concepts Incorporated 
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Exh~bit 11-4 (Cont.) 

DAY TWO - EVALUATION PROCESS 

t10dule Time Minutes 
1 8:30 (30) 
2 9:00 (30) 

3 9:30 (30) 

10:00 (15 ) 
4 10:15 (135 ) 

12:30 (120) 
5 2:30 (60) 

3:30 .(15) 

6 3:45 (45) 

7 4:30 (20) 

4:50 

BEST 
AVAILABLE 

II-17 

December ~, 1970, Tuesday 

Topic . PrE. ';i;nter 
--- ------

Role of Mission Evalultion pcr 
Mission Installation Hel'ri cr 
Assistance-~and Mission 
Preparatjon 
Introduction to Part Il & rCI 
III of Work Sheets 
Coffee 
Workshop Part II & III 4 Workshops 
Lunch 
Panel Discussion on Work- Panel 
shop 
Coffee 
The Mission - Useful PCI 
Evaluation Process 
Summary of Day I s Proceed- Herrick 
ings 
Work Day Ends 

Practical Concepts Incorporated 
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Exhibit 11-4 (Contd.) 

DAY THREE - EVALUATION REVIEW AND REPORTS December 9; 1970 

Module Time Minutes Topic Presenter 
1 8:30 (10) Introduction PCI 
2 8:40 (120 ) Workshop - Mission 4 Workshops ; 

Review ~Coffee in Work-
shop) 

3 10:30 (20.) PAR as a Report Cowl es 
4 10:50 (45) PAR Workshop 4 Workshops 
5 11 :35 (25) Questionnaire PCI 
6 11 :50 (70) Recapitul ation of Con·- Panel 

ference with Open 
Questio(1s 

1 :00 Conference Ends 

Practical Concepts Incorporated 
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Missions. More workshops and fewer formal presentations were ,used in 

Bangkok and Addis Ababa because trainees in 'Asuncion inciicated that 

,more workshops and discussion would have been welcome then-. 

The instructors at each cluster session included PCI repr'c,enta.tives, 

Regional Evaluation Officers from AID/W, and other AIO/l< eva',llation 

staff. AID/W personnel introduced the PES approach, conducted ses

sions on AIO/W use 'of the PAR, sessions on project management, ques

tton sessions, led workshop sessions for small .groups of tr.iinees, 

and planned 'for on-sHe assi·stance visits. MO/W Evaluation Officers 

reassured USAID personnel, formally and informally, of the sin-

cere i ntentton by AID/W to foster "Mi ssi on-useful eva 1 ua ti ons. I< 

The .informal "lobbying" by ·AID/W personnel made a major contribu-

ti on to the favorable response by USAID tra i nees . USAID attendees 

were receptiv.e to the improvement made at AID/W's initiative, 

presumably.because it was based on extensive consultation with 

4SAIDs, oriented to the needs of USAIDs, and AID/W assistance for 

implementation would be provided to the USAIDs. 

PCI personnel participated in each cluster training session. They 

presented the PES concepts, explained the evaluation process, led 

workshop sessions, and were available for questions at formal and in

formal sessions. The cluster training helped PCI representatives 

anticipate problems that would be encountered by Mission Evaluation 

Officers in their Missions and the ·kind of help they would need during 

on-site assistance visits. 

,Eighty-two USAID trai nees from 36 USAID Mi'ssions parti cipated in thE' 

three cluster training sessions. Twenty trainees were identified as 

Missi"on Evaluation Officers. All major Missions, including Vietnam, 

were represented (except the Missions represented earlier at San 

Salvador). Usually, the designated Mission Evaluation Officer and nne 

Practical Concepts Incorporated 
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other USAlD representative attended. It was hoped that these individuals, 

working together at their· Mission, could get a head start on creating'a 

IIcritical mass" of Mission support prior to arri.val·of the AID/W evalu

ation team. (As a minimum, it was expected that they could identify the 

Mission staff who should comprise the "crit,ical mass. ") 

The USAID trainees learned a great deal from one another as well as, from 

PCl and AID/W ins tructors: There was a lot (Jf "shop-talk,"· about experi

ence eva.l uati ng instituti on-bui 1 di ng projects, bri ngi ng host country. per

sonnel into evaluation, and the proper role for AID/W in evaluation'. Mis-, 
~ion Evaluation Officers (MEOs) used the session ·to create a "grapevine" 

for sharing information about experiences with PES .. The general con

sensus was that AIDjW was playing.a helpful role ·i~ evaluation, and 

USAlDs welcomed the assistance even in Missions that were traditionally 

jealous of their autonomy from AID/W. 

The reaction· of trainees to the PES concepts. and to the duster train-

. ing was generally positive. In each of the three sess.ions there was' 

one artiCUlate skeptic who wanted more evidence that PES .would prove 

useful.· Each of the skeptics later converted to strong advocacy of 

PES based on subsequent experiences in their. own I~ission. ·At the 

end 'of each conference" the 'participants anonymously responded to 

. questionnaires assessing the utility of the evaluation concepts and. the. 

cluster training session. The questionnaire responses indicate that 

·trainees thought: 

, PES would be useful for their Missions; 

, The most useful tools were the basic concept of 
the Logical Framework (GPOI); the Logical Frame
work matrix; and the Mission Evaluation Review; 

, The trainees were generally confident they could 
install PES in their Missions with the planned 
week of AIDjW assistance; 

" . The cluster training was useful, with the moderated 
workshops bei'ng the preferred mode for 1 earning 
(qnly asked in Asuncion). 

Practical Concepts .Incorporated 
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:Responses to 'ques:tionnalres 'by :tra:inees 'at the ,duster ses,s,ions are 

summa'l'-l.zed li'n .Ap'penMx ''P.. 

:RarUc'ipants ',in 'the ,c\luster training sessionsa:lso made the foJlowing 

~sugges-tions': 

;Emphasi ze 'the 'imp,u cati'ons of the ,PES concepts for 
rpr.oded «les.i.gn ,and pr.ogrammi ng, "as ,we'll ,as to eva.l ua
'.ti on. 

§i:nce the 'PES pro,cess .wi;l.l 'r.evea;l '.the 'need for many 
changes ,im prQjec,ts" ,i,t ,i·s ,essenttal to make PROP 
·nev,i s ions .eas·i er . 

Jhe ,i ns,tr.uc.ti:on rna ter.i'als ,and ,evalua,ti.on tools shou,l d 
:be 'il1]pro,ved, !.based on cfi:E!'ld experi'ence with these 
.materi ails.. ' 

Practical Concepts Incorporated '.i'. 
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Task 3: On-site Assistance to USAID Missions 

One week of assistance from an AID/W evaluation team was offered to _all 
USAID Missions to help them institutionalize a Mission-useful evaluation 
process. This was based on the judgment that.changing long established
behavior patterns by USAID personnel would require more than a Manual , 
Order, written material from AID/W, and cluster training sessions. AID/W 
had to-help the Missions if the result was to·be important change in 
evaluation, rather than marginal improvements in paper-shuffling. The 
AID/W evaluation team normally included a PCl consultant and one or more 

, '.' 

AID/W evaluation officers. _The 33 Missions·visited are_ listed in Exhibit 
2-5.* 

There were deviations from the normal level of effort in on-site assis
tance. In Brazil, one week was spent in Rio de Janeiro and a second week 
used for training in Recife. In Nigeria, a second week was used to evalu
ate projects in the Northern and Mill-Western regions. AID/~I personnel in
stalled' the evaluation system without PCl assista~ce in Vietnam, Laos, Costa 
Ri'ca" and the East Asia Regional Economic Development (RED) Mission. The 
ROCAP. Mission in Guatemala received assistance from PCl under a separate 

- cot;ltract. Assistance to Morocco was deferred to FY'72. The African ADO 
Missions participated in the cluster training sessions and were invited to 
attend Mission installations in nearby countries at their own convenie~ce. 
The EAORA Mission and the Kenya Mission were trained in a single week in 
Nairobi. USAID/Chile and USAID/Uruguay received no on-site assistance. 

*All re-ferences' to 33 visits count Recife and Rio de Janeiro as separate 
"Mission" visits. 
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EXHIBIT Ih5 

LIST OF MISSIONS VISITED 

AFRICA 

1 . Congo (Ki nshasa) 6. Liberia 
2. EAORA 7. Ni geria 
3. Ethiopia 8. Tanzania 
4. Kenya 9. Tunisia 
5. Ghana 10. Uganda 

EAST ASIA 

1 . Indonesi a 
2: Korea 
3. Philippines 
4. Thailand 

LATIN AMERICA 

1. Bolivia 8. Paraguay 
2. Dominican Republic 9. Peru 
3. Ecuador 10. Colombia 
4. El Salvador 11 . Ni caragua 
5. Guyana 1-2. Guatemala 
6. Honduras 13. Brazil (Rio de Janeiro) " 
7. Panama 

NESA 

1. 
2. 
3. 
4. 
5. 

Afghani stan 
India 
Nepal 
Pakistan 
Turkey 

14. Brazil (Recife) 

.. , 
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The Regional Evaluation Officers began preparation for on-site assistance 
at the cluster training sessions. Mission representatives discussed the 
proposed timing of the visit, the projects to be evaluated, the prepara
tions expected before the team arrived, and the problems for institution
alizing PES in the Mission. Joint planning at the cluster-training ses
sions facilitated preparation by the MEO and by the AIDjW evaluation team 
emphasizing the objective of the trip was training to establish a Mission
useful Project Evaluation System. 

lhe AIDjW evaluation team prepared further for Mission installations by 
reading documentation about the projects to be evaluated, plus talking 
with the desk officer and the project backstops. These briefings alerted 
the visitors to imminent personnel changes and the issues that AIDjW , 
thought might influence the installation of PES. The AIDjW and PCI team 
members planned the Mission programs in detail, allocating responsibilities 
to all team members. 

A typical one week Mission installation began on Sunday when the AIDjW 
team arrived. On Sunday, Mission facilities were checked, plans recon
firmed, and last-minute adjustments made. (A normal program for, the , 
rest of the week is described in Exhibit 11-6.) Monday morning the AIDjW 
team met with the Mission Director, Deputy, Program Officer, and Mission 
Evaluation Officer to (1) clarify the objectives and the'program for the 
week, and (2) learn the objectives of the Mission Director's program in 
order to "customize" the PES to make it a useful tool to each indivjdual 
Mission Director. For example, one Director made it clear he thought 
every project should emphasize institution building; another was impatient 
with project reviews that presented only a plan without permitting him 
to see the alternatives; another Director was concerned that PROPs for 
sound projects were disapproved due to verbosity and fuzzy presentation; 
several Directors were eager to use the AIDjW team to improve the pro
ject designs of important projects to ens'ure that the projects would pass 
muster in AIDjW. 

Practical Concept~ Incor.porated 
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The projects selected for evaluation were changed at the last minute in 
several Missions. Sometimes the change was to increase the learning value 
for the Mission by substituting an important project for a terminating pro
ject., One Director substituted a project where an important decision was 
due and there was a need for better analysis. Many Missions solicited 
and received help in project design fOt' projects in addition to the two 
selected to demonstrate PES. The 64 projects used as demonstrations are 
listed by Mission in Exhibit 11-7. 

The AID/W evaluation team typically spent Monday afternoc~ with the USAID 
project managers and their supervisors. In most Missions the Director, 
Deputy, and other top managers all attended; Some contractors were usually 
included, but only rarely were host country or other donor representativ~s 
present for the Monday presentations. The Director usually started the 
meeting, assuring that the evaluation review would be for replanning, and 
not an i nqui sition., An AID/W eva 1 uati on offic~r usually foll owed, pro
viding background and a frame of reference for PES. A PCI representative 
presented the concepts of PES and the Logical Framework. Most Missions 
used the Kenya Radio-Correspondence Project for workshops to give USAID 
managers practice using PES. The role of the MEO and the PAR were de
scribed and questions entertained. PCI used visual aids, including slides, 
overhead transparencies, and flip charts, depending on the circumstances 
and the individual. Each Mission received hard copy of PCI presentations 
in the form of PCI "Blue Books." 

Informal feedback suggests, that many USAID managers left Monday evening 
confused by the presentations; there were too many new concepts for some 
people to absorb, while others found the material so obvious that they 
asked; "What I s new?" The fictionalized Kenya Radio-Correspondence 
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EXHIBIT II-6 
NORMAL PROGRAM FOR 

ONE WEEK "ON-SITE" ASSISTANCE TO A MISSION 

Day 1, Morning 
(1 hour) 

Day 1, Afternoon 
(4 hours) 

- Appointment with Mission Top Management 
Attendees: Mission top management, program office, MEO 
Purpose: To identify together with Mission top manage
ment how evaluation system should be "customized" to 
meet Mission needs. 
Comments: Schedul i ng thi s meeti ng' early' permits "cus-
tomizing" the 
in the week. 

presentations in 
Estimated time: 

the afternoon and later 
1 hour. 

- Project Evaluation - Concepts 
Attendees: All Mission professioQal personnel 
(Managers at project level, division level, 

, ' 

Mission level; program officers, MEO, controller, 
Executive Officer, and, other staff offi cers s,uch 
as supply advisor and training office~., 

" 

,Purpose: To teach the key concepts to those who 
must use them in evaluation and evaluation reviews. 
Comments: The agenda is attached. Workshops ideally 
consist of 5 people; 10 is maximum. If there are 
many attendees, provide separate rooms for the work
shop sessions. Each workshop should be led by a 
field team member or a Mission person previously 
trained in Washington and Cluster Training. S~hedule 

, -
extra workshops later in the week rathe~ than over-
crowding the Monday workshops. The room, for presen
tations to the whole group should be arranged for 
collegial discussion if possible. A flip chart easel 
and overhead projector will be helpful, if available~ 
Please advise AIDjW about their availability. 

Practical Concepts Incorporated 
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'. Day 2, Mo~ni ng 

Day 2, ·After-noon 
(1' hour) 

. Day 3, Morning 

'D<.IY 3, Af.ternoon 
(1 1/2 hours) 

II-2l 

-' Begin Evaluation of Project #1 
Attendees: MEO, Pr6~ect #1 'Management Team; (optional: 
Project #2 team as observers). 
Purpose: To help Mission personnel master evaluation 
concepts by using them to improve a real project. 
Comments: The AID/W field team will lead in Project #1. 
The MEO and Pr.oject #2 team will learn by observing. 

- Project Management Concepts 
Attendees: All Mission personnel who manage projects 
or supervise Project Man~gers. Interested staff per

'sonnel are also welcome. [The Project #2 team will 
begin evaluation of its project with the MEO and will 
receive guidance on project management concepts later.] 
Purpose: 'To present a few 'key concepts of project 
management to those who must use them. Di stri bute . 
Project Management Handbook. 
Comments: 'The AID/W member. of the field team will pre
sent project management' concepts and answer questions. 
The PCI (Practical Concepts Incorporated) member will 
,backs.top the 'MEO in evaluating Project #2. 

- Continue Evaluation of Projects #1 and #2 . 
Attendees: Project #1 Evaluation led by AID/W Evalua
tion 'Officer, Project #2 led by MEO. PCI backstops. 
Purpose: A satisfactory project design should be, ' 
completed and analysis of project performance begun 
for both projects. 

- 'Project Management Workshop 
Attendees: Project Managers. and supervisors 
Purpose: To permit project managers to adapt con' 
cepts presented pre.vious day to their own situation. 
Comments: Discussion of nature of Project r~anager 
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Exhibit 11-6 (Cont.) 

Day 4, Morning 

Day 4, Afternoon 
(1 hour) 

Day 5, Morning 
(3 1/2 hours) 

working relationships with host, other donors, 
AID/W, USAID contractor. If mission is small, 
presided over by AID/W member. If large, sub
divide and find mission chairmen. 

- Contfnue Evaluation of Project #1 and #2 
Attendees: Project #1 Evaluation is led by AIDjW 
evaluation officer, Project #2 led by MEO. PCI 
backstops. 
Purpose: Both project teams will complete their 
evaluation and plan presentations to a f1ission 
Evaluation Review (MER). There may be a short 
written presentation by the teams for reviewers on 
the t4ER. 

- Project Management Handbook 
Attendees: Project Managers and supervisors. [Project 
Teams #1 and #2 will finish inputs to MER if not 
already finished.] 
Purpose: To acquaint Project Managers with the 
reference usefulness of the handbook. 
Comments: Managers will ask questions on pa~ts 
of handbook that are unclear. AID/W Chairman will 
call attention to Key Sections. 

- Mission Evaluation Reviews #1 and #2 
Attendees: Project #1 Evaluation Review will be 
attended by people with an interest in ~hat project. 
Similarly for Project #2. Normally a.ttendees· will 
include r4ission level management, program officer" 
division chief, project manager, chief-of-party, 
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'Day'S" :Af.ternoon 
(1 hour) 

11-29 

and MEO. There may be 'others from related projects 

or offices. 

'Purpose: To demonstrate that application'of the 
, ' , 

concepts described Monday can bring useful results 

to Mission. MER's will'review two projects and 

decide on "Actions Proposed and Actions Requested" 

in the 'next year to improve'the p~oje~t, 
Commerits:MER #1 will be led by t'tie AHi/w field 

team; a 11 ow '90 'mi nutesfo 11 owed by 30 mi nute break. 

~1ER #2 wil:l be 1 ed by the 'MEO; 'allow 90 mi nutes . 

~lEO will be responsible for reporting on results 

of MER on ,both pr.ojects. 

- Debriefing with Mission Top Management 

Attendees: Mission Director will determine attendees. 

'P.urpose: The'Mission,Director will receive feed

,back from the AID/W fi:eld team about what actions' 

are necessary to institutionalize a Mission-useful 

'evaluation system. 

'Comments: Repor.ting to AIDjW on Project #1 and 

#2 will be left entirely to the Mission. 

AGENDA 'FOR ,'PRESENTAIIONS ON PROJECT EVALUATION CONCEPTS TO THE MISSION 

,Norma,l Timit]g: '4 'hours in the ,afternoon of Day One. 

"1. 'Mi ss ion 'IntroClucti on 

2. Introduction by AID/.W 

3. ,The Logi ca 1 Framework for 

Project Design and Eval

,uati,on (PC!.) , 

coffee 

5 minutes 

10 minutes 

60 minutes 

10 minutes 

Practical Concepts Incorporated 

http:application.of


II-3~ 

Exhibit II-6 (Cont.) 

4. Workshop -- Using the Logical 
Framework 80 minutes 

5. Evaluation as a Mission-
Useful 'process (PCI) 60 minutes 

6. The Mission Evaluation 
Officer 5 minutes 

7. The Project Appraisal 
Report (PAR) 10 minutes 

. , 

:. 
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Congo 

EXHIBIT II-7 

PROJECTS EVALUATED DURING 
MISSION INSTALLATIONS 

Ki nshasa Bri gade Mobi;l e' Sub-Project (:PSD)' 

East. 'Africa Office·of .Regional Acttvi.ti'es 

Cereal .Grains Research Project 

Eth:i.op~a 

Customs Improvement 
,Range Improvement 

Kenya 

'Range Water ,Development Project 

Vihiga Special Rural Development Project 

Ghana 

Faculty 'of Agriculture - yniversity.of Ghani! 

National Agricultural Planning 

Liberia 

Government Organization 

Monrovia Consolidated School System 

'Ni geda 

Amadu .Bello .University - Faculty of Agriculture 

Amadu Bel~o Un.iversi,ty - 'Non-degree Schools 

PorLHarcourt'Comprehensive Secondary Schoo.ls 

'Rubber Development 

: l'anzani a 

Masai Development Project 

Technical Education 

Tunisia 

II-3l 

,,' 

'. 

Agricultura 1 Economics Research ·and Pl anni ng/Mi ni stry of Agri culture 

Food Forti fi cati'on and Nutri ti on/Lysi ne Study 

Uganda 

Tororo Girls Comprehensive Secondary School 

.Agri culture Credi t (Sub-project of Agri cul tura 1 Coop Project) 
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EAST ASIA 

Indonesia 
Fami ly Pl anni ng 
Higher Agriculture Education 

Korea 
Korean Development Institute 
Family Planning 

Philippines 

Exhibit 11-7 (Cont.) 

Feed Grains (Sub~project of Agricultural Services "Unbrella" Project) 
Family Pl anning 

Thailand 
Tambol Police Station (Sub-project of Public Safety Project) 
Agricultural Extension 

NEAR EAST - SOUTH ASIA (NESA) 

Afghanistan 
National Agricultural Development Services 
National Agricultural Development-Extension 

India 
Nutrition 
Agricultural Production (Andhra Pradesh Sub:project) 

Nepal 
Feed Grain Technology 
Family Planning Project 

Paki stan 
Summer Science Institute - Advancement of Science and Technology Training 
Agricultural Research - East Pakistan 

Turkey 
On-farm Water Management 
Development Statistics Project 
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LATIN At-1ERICA 

Bolivia 
Cereals Development 
Institute of Public Administration 
Brazil (Rio de Janeiro) 
Economics Education 
Agri cul tura 1 Product.i on 
Brazil (Recife) 
Fish Culture 
Public Administration 
Colombia 
Legal Education 
Agricultural Education 
Dominican Republic 
Managed Agricultural/Credit Loan 
Tax Administration 
Ecuador 
Family Planning 
Agricultural Production 
El Salvador 
Education Development 
Guatemala 
Educational Development - Primary 
Credit Cooperatives 
Guyana 
Diversification and Development of Agriculture 
Tax Administration 
Honduras 
Civic Development Leadership Training 
Nicaragua 

. II -33 

American Institute for Free Labor Development - Manpower Planning, 
Development, and Utilization 

Panama 
Fresh Water Fish and Shrimp Culture 
Develop Processed Food Industry for Panama 
Agricultural Development and Small Farm Improvement Loan 
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LATIN AMERICA, cant. 

Paraguay 
Livestock Development 
Census Project 

Peru 
Institute of Public Administration 
Graduate School of Business Administration 

Practical Concepts Incorporated 
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Project was less useful-in' Mi'ssion installations than it'had been for 
AID/Wand, cluster training sessions. In the earlier sessions there was 
more time for discussion, trial and error, and for learning from a case 
study that retained the complexity of real world; for a one hour work
shop,in, Mission installations the Kenya case raised too many issues and 
too often failed to resolve them. 

The end result of the Monday presentations was to help the best prepared 
managers to articulate clearly PES principles that were consistent with 
their experience and insight based on years of experience. But many 
,technicians -and some managers were lost temporarily, some cha'rging ex
cess'i ve comp 1 exi ty and others cri ti ci zi ng overs i mp 1 is ti c thi nki ng. 

Tuesday through Thursday were used to help the Mission evaluate'two pro
jects. The projects were selected for learning value - chosen from' 
two important divisions, key people and data available, and non-trivial 
to the Mi'ssion. Each project was evaluated by a project team consisting 
of:an ,MEO and the people responsible for the project; The project team 
was r.esponsible for evaluating its own project and presenting its findings 
to 'a,Mission Evaluation Review attended by the Director and other i'n'terested 
'parties. ' 'The MEO usually ran one evaluation supported by the PCI consult-
ant while an AIDjW evaluation officer ran the other evaluation. A,typi
cal evaluation began with design clarification using the Logical Frame
work: Defining an appropriate project purpose was the starting point and 
forced discussion of the realistic expectations for development impact 
dir.ectly related ,to this project. Usually the outputs, inputs, and goal 
of ' the project were supplied in that order and objectively verifiable 
indicators selected at all levels - especially at the purpose and output 
levels. Means of verification often received scant attention but assump
tions were dealt with at length. There was much discussion about as
sumptions - the conditions outside the project that were necessary for 
the project to achieve the results expected at each level. 
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Once_the- terminal canditians were fully described in a Logical Framework, 
project ,managers_ usually supplied "interim targets" and "actual perfor
mance to date~' with little difficulty. Discussion then shifted to re,
planning implications. What needed to be dane now for the project :to -
achieve,_i:ts purpose? What was important enough- to merit discussion with 
the Mission Directar? 

, Theresults of the project teams' deliberations -were documented in slightly 
different forms in different Missions. -Invariably the project design was 
summ~rjzed in a Logical Framework. Usually the actual status was com
pared ,to. interim targets for prDgress tDward the prDject pur.pDse (end-Df
project status) and pro9_ress toward the expected output targets. Some
times an "issues paper" or an agenda for the Evaluation Review was used 
to focus discussion on decisions needed. Sometimes the PAR was used- to 
summarize progress to date and actions required. 

The ('valuation review usually lasted 90 minutes and was moderated by the 
M~O-or a,substitute from the AID/W evaluatiDn team. The MEO moderated the 
review ensuring that the three Dr-four key issues were brought to r.eso
lution an~ that important issues did r~ach the attentiDn of the Review 

-panel. The Director, Program Officer, and other interested'parties-were 
free~ of ~anaging the meeting sO. they could address their- attention to issues 
of substance. They were usually charged with maintaining a . "collaborative 
process" as problems surfaced. Directors probed for replanning alterna
tiVeS, for evidence, and. for recommendations rather than:assi'gning blame 
for rroblems .in the project. The evaluation reviews usually began by ; 
reviewipg the project design .. Reading the entire Logical FramewDrk'and 
summary Df prDgress to. date was done in the first ten, minutes of many , 

"r.eviews making lengthy presentations unnecessary. In the best managed . - -
revi.ews discussion moved from issue, to issue in an orderly fashion re-_ 
solving all, problems o.n the agenda. Usually the assumptions in the 
Logical Framework resulted in mDst of the discussion. _ In some cases 
the Logical Framework clarified that the prDject manager misunderstDDd 
the Director's priorities or that the project was not well thought Dut. 
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Several project teams concluded that their projects were unlikely to ac
complish anything important as they were presently directed; as an alterna
tive to termination of the project, they usually proposed modifications 
that would make the project accomplish a meaningful purpose. Decisions at 
the evaluation review resulted in assignments for specific people to follow
up collecting information, consulting with the host government, altering 
the project, or reconfirming the previous project plan wi-th greater clarity 
about the results expected. 

On Friday after(1oon a debriefing ses_sion was held with Mission Director, 
Deputy, Program Officer and Mission Evaluation Officer. The objective .' . " . 
of ~he debriefing was to advise the Mission Director about what actions 
were required to institutionalize PES in his Mission. Often this meant 
clarifyipg what could be expected of the MEa, what ,support was required 
from the Director, the wisdom of including host country officials, the 
feasibility of using PES for complex programs or capital projects, the 
organizational placement of the MEO, and any other issues that concerned 
the Di rector. 

The PAR report on the evaluations was deliberately left to the Mission 
in most cases. This emphasized the importance of the Mission-useful pro
cess and deemphasized the reporting to AID/W. In some Missions draft 
PARs were prepared before the Evalution Review and revised as appro
priate after the review. The PAR form was well received because it was 
so much shorter than the old PAR and was purged of redundancies. There 
was some resistance to various features of the PAR: the ratings of con

tractors, the lack of quantitative targets for purpose and goal, and the 
lack of a Logical Framework to provide a meaningful frame of reference 
for a reader of the PAR. USAID managers welcomed the emphasis on a 
Mission-useful evaluation process and most often enthusiastically endorsed 
the PAR once they were satisfied that important decisions in AID/W would 
be made as part of the normal budget cycle rather than based on the PAR 
report. 
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The outputs desired by the end of the week were: 

1. PES customized to the needs of the Missi.on and its 
Di rector; 

'2. 'USAID managers i n'formed about PES concepts arid proc~s's; 
3. '" The mssion Evaluation Offi'cer skilled 'in basiC c;ncept; 

and equipped to play his role in the "customized" ·system; 

Two successful evaluations completed, pnoviding eviaence ' 
that PES could be useful to that Mission witp i~s current 
staff and projects. 

This was an ambitious set of outputs, and much of the actual PCI on-site 
• > • .~, • " • I 

work was devotea' to Number 1 -- defi ning how the system 'snoul d lie cus-

tomized to meet "Mission needs. Typical problems included: (1') turnover 

'of key personnel (e.g.; NEO about to leaven; (2) te'chrlical a;'s'ist~~ce 
ilOt" important enough to warrant top-management attention; a:rid' ('3)" ',' 

'cy'niciSm about Alb/w's willingness to riot "m'eddle" in ~1i£sion 'pr~ie'ct.~: 
• 

) : , 

" 

" 

" 
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Task 4: AID/Washington Familiarization 

The objective of AID/W familiarization sessions was to teach PES con
cepts to AID/W personnel, who must understand them to respond appropri
ately to PAR reports and to USAID personnel. Briefing sessions were held 
for the following groups: 

Attendees 
East Asia and Africa Bureau 12 November 1970 50 
Intensive training for evalua-

tion staff (and others) 12-14 January 1971 30 
Technical Assistance Bureau 16 February 1971 60 
Africa Bureau 9 March 1971 30 

NESA and Latin America Bureaus 23 Apri 1 1971 60 

The heart of each AID/W familiarization session was presentation of PES 
concepts with examples of the use of the Logical Framework. The role 
of AID/W was always included. In the longer sessions, trainees practiced 
using the Logical Framework in small working groups analyzing the fic
tionalized Kenya Radio-Correspondence Education Project. There was al
ways time for questions, but never sufficient to satisfy everyone who 
had questions. 

The instructors for AID/W sessions included AID/W evaluation officers 
and PCI principals. Every session was modified to take advantage of 
recent experience from Mission installations and to related PES to the 
special concerns of the particular audience. 

AID/W briefings only provided familiarity with PES concepts. The trainees 
from the AID/W sessions received training in PES concepts for two to four 
hours in large groups. Most questions suggested understanding of basic 
concepts and endorsement of the approach, but PCI is not aware of any good 
evidence about the extent of AID/W support for and understanding of PES 
concepts. 
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A subjective assessment by PCI, based on informal discussions, is that 
AIDjW personnel are not yet well prepared ·to respond appropriately to, . . 
PAR reports (except for evaluation officers who had intensive experience 
at ~ission installations). 

' .. , 

. , 

'. 
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Task 5: Other Assistance 

Other assistance to AID for the installation of the Project Evaluation 
System has been primarily communi cati on between PC!. and the AID/W
evaluation community about progress in Mission installations and recom
mendations for future efforts. This communication helped coordinate 
PCI efforts with other evaluation activities in·the Agency. PCI -has 
provided feedback in oral briefings for the Program Evaluation Committee 
(PEC) on January 20, 1971~ and April 29,1971. The Policy and Program 
Coordination Staff was briefed on May 20th, 1971, together with a broader 
audience of Washington personnel who had not attended other Washington 
briefings. 

Each bri efi ng sumnar.i zed the progress and 1 essons 1 earned to date i n
stalling the Project Evaluation System in AID/Wand USAID Missions. 
At the January 20th briefing, there was considerable discussion about 
the turnover of Mission Evaluation Officers and how to ensure that 
every Mission would have trained evaluation personnel as trained,MEOs 
moved away from the positions where they were originally trained. 
At the April 29th briefing, discussion focused on the emphasis on 
project des-i gn duri ng on-s i te ass i stance, and the need for addi
tional work in the future on means of verification and testing of 
ca,usal relationshi'ps. 

A progress report dated January 15, 1971, documented the work from 
October 12, 1970, to December 31, 1970, including the training of 
AID/W Evaluation Officers, three cluster training sessions, on-site 
assistance to the first four Missions, and the AID/W briefing for the 
East Asia and Africa bureaus. Another progress report was due one 
month after cOlJ1pletion of-on-site assistance; since the last on-site 
assistance,visi,t to USAID/Guatemala took place the week of July 12 -J.9, 
1970, the entire contents, of that progress report'was incorporated, with 
permission from AID" into this final report. 
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, 
,B. ASSESSMENT OF LINKAGE FROM INPUTS TO OUTPUTS 

A summary assessment of the input-to-output link in the PES installation 
is that the project design was sound and successfully carried out. It is 
useful to go beyond this summary assessment and explore components of per
formance that were sources of strengths and weaknesses in order to lmprove 
future evaluation efforts. 

1. Installation of the PES in USAID Missions' during FY 1971 ' 

The, target of installing the Project Evaluation System in all important 
USAID Missions during FY 1971 has been achieved with minor exceptions. 
Guatemala and Costa Rica installations were deferred to July 1971. The 
only Missions that did not receive on-site assistance were special 
situations --'Morocco, Chile, and Uruguay. 

2. The Sequence of Training Tasks 

The sequence of training resulted in an 
expertise in AID/Wand USAID Missions. 

orderly development of eva1 uation 
First PCI helped train AID/W' 

Evaluation Officers to participate in cluster training sessions. Then 
these AID/W Evaluation Officers helped trained Mission Evaluation Officers 
at cluster training sessions. Then MEO's, AID/W, and PCI joint1y,parti
cipated in on-site training for USAID managers. 

The evidence of success in the first stage of AID/W Evaluation Officers 
was the successful performance by the trained Evaluation Officers dur
ing stages, two and three, the cluster training and on-s'ite assistance' 

, to the USAID Mission. The'trained Eva'luation Officers explained the 
Project Evaluation System, led working sessions, responded to friendly 
and unfriendly questions, corrected mistakes as they occurred, communf-

, cated their own 'conviction that the PES approach would be valuable to 
USAIDs and why, and were genuinely helpful to USAID evaluators in handling 
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important project evaluations. They served all these roles in a way that 
was generally well received by the USAID Missions. 

The evidence of success of cluster traini'ng for Mission Evaluation Officers 
was similarly competent performance by Mission Evaluation Officers during 
the subsequent training for USAID managers. 

USAID trainees performed well during the on-site assistance at their Missions. 
Exhibit II-8 summarize.s PCI ratings of the effects of cluster training on 
participants. (Related comments on cluster training appear on page 111-12 .. ) 
The data underlying Exhibit 11-8 (and subsequent Exhibits based on PCI ratings) 
come from PCI debriefing sheets that are summarized in Appendix B. 

A. Did evidence in 
pa rti ci pants re 
1. A sound gras 

process of P 

2. Detail ed und 
concepts and 

3. Favorable at 

B. Did conference 
heads tart befor 

1. Speed of. ins 

2. Success of i 

Exh i bit II-8 
Follow-Up on Effectiveness 

of Cluster Training Sessions 

.NUt~BER OF MISSIONS 
. No· 

Yes Mixed Na Information 
dicate that conference 
turned with: 

p'of basic concepts and 
ES 21 5 3 4 

erstanding of basic 
process of PES 9 14 7 3 

titude toward PES 20 6 1 6 

Yes No No Information 
result in an important 
e Mission visit? 19 10 4 

tallation 17 13 3· 

nstallation 18 11 3 
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... , , 

3. AID/Washington Capability for'In-house ,PES Training Created' 
" 

As a direct result of the PES training described above', there 'al'e in AID/W, 

today, perhaps two dozen trained Evaluation Officers (although they some

times have tH'les other than "Evaluation 0ff{cer") who are ab'le to use'the 

PES, concepts and process appropriately and teach it to others. This cap'a

bi}ttrmakes it possible for AID/W to 'extend the use of the PES conceptS' 

and'process without continuous recourse to outside contractors: 

" ' 

4. Timing of Evaluation Assistance within the Fiscal Year 

The Fiscal Year 1971 c'luster training sessions were held between Thanks

giving and Christmas 1970.0n-'site visits in each region followed 
, ' , 

the conferences w1th most visits' concentrated in the's'pring; at, that 

;time USAID ,Missions:were engrossed in the spring program budget submissions, 

:whiclf cbnj"J:ieted 'f9r the' attention of important Mission managers. The op

tim~l ,time for future conferences ,from the point of view of timing s,ubse-. , . . 
'quent on-site assistance, would be in early, or, nijd-autumn so,on-site 

assistance, if any, could be scheduled between conferences ang, the' end of 

'February. , 

5. Duration of Trips by AID/Washington Evaluation Teams' 

:rrips of.. ·two to';thrF!e'weeks by AID/W evaluation teams proved most pro-
;; ." 

j:luctiv,e., The experience in the past year suggests that personal pro- , 

ductivity decreases after two weeks in the fiel,d d~e to ute' phys{cal and 

psychol~gical> demanj:ls pf international travel and intensive one-week 

working visits in, the'Mission~. When trips of four and five weeks 

were required, it was a hardship for the traveJer, reducing produc

ti,vi·ty, in the later week'S of'the trip. It is recommended that trips 

in the future be scheduled in two- to three-week segments, that being 

the best balance of the non-trivial costs of international air travel 

against diminishing personal productivity over time. 

Practical Concepts'lncorporated 



II-45 

6. Level of Effort of One Week per Mission 

One week of on-site assistance per Mission was adequate for most Missions, 
but inadequate for very large Missions. PCI representatives considered 
the time for on-site installation insufficient for successful PES institu
tionalization in eight out of 33 on-site visits. In the case of the eight 
Missions where there was too little time, three were very large Missions 
(India, Thailand, Brazil), and one. was the EAORA Mission in Nairobi that 
was installed in the same week as the Kenya Mission. The other four Missions 
with insufficient time were Dominican Republic, Guyana, Peru, and Colombia. 

7. Coverage of Evaluation Training for AID/Wand USAID Personnel 

The coverage of training in PES was far from complete during FY 1971. Be
cause of the rotation of personnel within AID, it is important to continue 
training both in AID/Wand the field until all line managers have training 
in PES concepts and process sufficient for their jobs. Additional training 
is necessary (i) to reach those who have had no training, (ii) to upgrade 
the training of those rotated into new positions that require better com
mand of the system, and (iii) to give remedial training in some cases. 

The training in all USAID Missions provided one-half day of training for 
staff who would be involved in project evaluations. Usually, practical 
training was limited to those people involved in the two projects selected 
to demonstrate the PES approach. Other people sometimes sat as outsid~ 
observers at the Evaluation Review,but often they were excluded to "avoid 
distorting the normal evaluation process" by adding an audience of outsiders. 
This approach minimized disruption of the Mission but left the MEO a heavy 
responsibility for training the staff who were not in the initial evalu
ations. In approximately thirty evaluations, most Project Managers in the 
Mission joined one of the two evaluation teams and acquired practical experi
ence using PES on a real project. This approach increased disruption of normal 
Mission operations substantially; however, the MEOs in these Missions should 
have a much easier task as these Project Managers begin to evaluate their own 
projects. The cost of the better coverage is summarized in Exhibit 11-9. 
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Exhibit II-9 

Investment of USAID Personnel Time 
to Observe or Participate in Project Evaluations 

During Mission Installations 

Time for the 
Evaluation by the Project Team 

Time for the 
Mission Evaluation Review 

Level of Investment by 
USAID Personnel 

Number of Eval
uations 

Level of Investment Number of Eval-
by USAID Personnel uations 

1 man-days 
2 man-days 
3 man-days 
4 man-days 
5 man-days 
6 man-days 
7 man~days 
8 man-days 
9 man-days 

10 man-days 
11-15 man-days 

2 
o 
1 
4 
4 
3 
2 
6 
4 
8 

12 
8 
8 
2 

\ 

less than 1 man-day 

1 or 1 1/2 man-days 
2 or 2 1/2 man-days 
3 or 3 1/2 man-days 
4 or 4 1/-2 man-days 
5 or 5 1/2 man-days 
6 or more man-days 
no information 

2 

32 
12 
5 
1 
2 
5 
5 

" 16-20 man-days 
more than 20 man-days 

no information 
TOTIiL 64 TOTAL 64 

The median level of investment by USAID personnel was "ten man-days per 
demonstration evaluation. This time was training in PES and overstates 
the cost of a normal evaluation because much of the investment was for ob
servers, not participants, in the evaluation. When follow-up visits are made, 
evidence should be collected to test whether the extra investment in practical 
training made an important difference in subsequent fruitfulness of PES. 

"" " 

Follow-up visits should also check on training of USAID personnel who missed 
the evaluation team (due to being stationed in remote locations, h"ome leave, 
sickness, etc.) and have been trained by the MEO. It may be necessary to provide 
outside assistance to the MEO in the form of better instruction mat~rials or 
TOY vi sitors. 
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There are probably more inadequately trained people in AIDjW than in 
the field. We estimate that approximately 230 AIDjW people have been 
familiarized with the PES concepts and process; those who received 
the modest familiarization will need some upgrading. Those who 
lack 'even this modest level of familiarization need help to fill 

re$ponsible roles in USAID Missions. This training is particularly im
portant for those destined for Mission Director and Mission Evaluation 
Officer roles in the field.* Related comments appear in Chapter V, Activity 3. 

There are many USAID and contractor personnel who have not been indoc
trinated by and trained about PES, especially in Missions with staff 
remote from the capital city. The Mission Evaluation Officer is expected 
to train these people. The Regional Evaluation Officers in AIDjW should 
follow-up to ascertain if further on-site assistance is necessary to 
reach people who were not exposed to the AIDjW evaluation team ,during 
the original on-site assistance visit. 

8. Feedback to Improve Training during the PES Installation Program 

There were important imperfections in the feedback process during Mission 
installations. The PES concepts and process advanced from the September 
1970 state-of-the-art, refined during Mission installation during 

FY 1971. In an optimally managed training effort, the improvements would 
have been identified as they occurred, translated into revised instruc
tion materials, and used to good advantage in subsequent Mission instal
lations. 

In fact, the installation schedule was so compressed that many'ev~luation 
teams were visiting Missions at the same time or on overlapping time 
tables. This hindered reflection upon experience in the early Mission 

*Note comments in chapter III about the depth of training required for 
institutionalization; this comment refers simply to extensive coverage. 
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installations, improvements of materials of instruction, and standarization 
of approaches to teaching and use of the ev~luation concept~,and process. 
The imperfect feedback system resulted in Missions receiving training 
that differed in emphasis and personal style, and this may have caused 
varying responses from I~issions faced with similar problems. ' PCI and , 
AID/W Eva 1 uati on Offi cers have analyzed vari ati ons in trai n,i ng provi ded 
on-site and attempted to distinguish those elements of PES, that are system 
requirements from differences in ,personal style. (There is a range of 
,acceptable variation in personal style that is consistent with PES require
ments and brings value to USAID Missions.) 

There are more lessons still to be learned from experience with PES and 
how it can be valuable to USAID managers. The expel';'ience and insight from 
l~issi'9n and Washington Evaluation Officers using the PES concepts should 
be systematically collected. This experience should be analyzed to docu-, 
ment advances in the state-of-the-art and consolidate those advances 
throughout AID so all will benefit from improvement,s which originated 
elsewhere. PCI hopes to prepare a working paper refining the basic PES 
concepts, distinguishing system requirements from personal style, a,nd 
improving definitions. Related comments appear in Chapter V, Activities 
2 and 4., 

9. AID/Washington Evaluation Teams includfng 'both AID/Wand PCI Personnel 

Using teams with both AID/Wand PCI personnel for evaluation training worked 
well. "Collegial interaction" between PCI and AID personnel enriched the 
PCI portion of the training programs with the insights of AID/W person-
nel; simultaneously it established that AID/W bears responsibility for the 
success of the evaluation system and management of contractor support to 
installation of the evaluation system. 

Using mixed teams allowed specialization within evaluation teams. PCI 
personnel concentrated on teaching PES concepts and process and counseling 
Mission managers on how to use PES to meet their own priorities. Because 
PCI personnel were insulated from other dialogues between the Mission and 
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AID/W, they could focus on being helpful to Mi'ssion management in evalua:... 
tion and integrating evaluation with the other needs of Mission management. 
AID/W representatives spoke on behalf of the regional bureaus about use 
of evaluation reports, coordination of evaluation and programming efforts, and 
the transition period in AID. It was also'important that AID/W indicated 
willingness to respond to requests for help from the Missions. PCI repre
sentatives would not have been as credible to USAID managers as spokesmen 
for AID/W bureaus. 

10. Project Management Training 

Training in project management was coupled with PES training in Washington, 
at cluster training sessions, and in the Mission installations in three 
regi ons. ·Wi thout depreci ati ng the need for trai ni ng in project management, 
it had a negative impact on the PES training. It distracted the attention 
of key personnel including the Program Officer, Mission Evaluation Officer, 
and Project Managers of the projects being evaluated. The extent of the 
distraction was minimized by the good-will and conscious effort of project 
management trainers, who coordinated their material with the evaluation 
training. 

It might have been better coordination to schedule project management training 
later than, rather than simultaneously with, the eyaluation training. Project 
management suffered too, since the main emphasis of the on-site assistance 
was on evaluation -- leaving little time and attention for the'message project 
management trainers wished to communicate. However in fairness to project 
management trainers, had project management training been separate, it would 

.have been hard to motivate Mission personnel to participate in a major project 
management training effort immediately after PES training. 
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11. Involvement of Host Country Personnel and Other Donors 

Training in project evaluation was oriented toward USAID staff, leaving 
to the Missions the option of including outsiders such as host country 
and other donor representatives. No host country or other donor repre
sentatives attended cluster training sessions. Most Missions restrfcted 
the initial training to USAIO personnel, PASA, and contractor personnel 
who would be involved in project evaluation. 

Many USAID managers saw potenti alva 1 ue .to hos t country planners 'i n the 
GPOI approach to project design, analysis, and evaluation. Host country 
representatives partictpated in seven project evaluations and' 13 evalua
tion reviews. Informal comments from Mission Directors at the end of the 
qn-site visits indicated that in retrospect many regretted excluding hos't 
country representatives from the training and evaluations. 
had'been reluctant to involve host country officials until 
were confident of the system themselves. 

These Di rectors 
USAID managers 

AID.may wish to include.appropriate host country representatives in future 
evaluation training sessions when the subject matter is technical. For 
example, on-site assistance at the Missions might be opened to invited 
guests. Even cluster training sessions could be opened to invited r'epre
sent.atives of the LDC governments· and other donor organi zations. The . 
PES evaluation concepts and approach could be valuable to host country 
personnel both for USAID-supported projects and for other host country' 
development activities. Inviting host country representatives would 
be particularly appropriate in countries where USAID Missions aspire ·to 
jointly plan and evaluate activities to conform to host country priorities. 
Related comments appear in Chapter V, Activity 13. 
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CHAPTER I II 

OUTPUTS TO PURPOSE: ' 
PROGRESS TOWARD INSTITUTIONALIZING MISSION-USEFUL 
PROJECT EVALUATION SYSTEMS IN ALL USAIDs VISITED 

Chapter III summarizes.progress 1n producing outputs to institutionali?e 
Mission-useful project evaluation systems (the purpose*). Section A 
compares expected and actual progress toward PES institutionalization. 
Section B assesses the linkage from outputs to purpose and analyzes 
to what extent the outputs were necessary and sufficient to a~c9mplish 
PES institutionalization. 

A. EXPECTED AND ACTUAL PROGRESS TOWARD INSTITUTIONALIZING PES 

The purpose of installing AID's Project Evaluation System w~s to in
stitutionalize a Project Evaluation System that wriurd: . 

1. Be useful to and accepted by Mission management as a means 
of facilitating their planning and programming processes; 
and 

2. Accurately record Mission management processes, providing 
insight into both Mission management skills and the projects. 

An important by-product expected of the project was to pro~ide a focu~, 
for continuing improvement in Mission management through tr.ansfer 9f .' 
skills and experience paced to each Mission's .rate,of absorption. 

Outputs known to be necessary for successful institutionalization have 
been provided for in 12 Missions, while 10 Missions lacked important 
ingredients, and 11' Missions were rated uncertain. This summary judgment 

, -
is based on PCI's observations during the Mission installation vi.sits 

, , 

and should be confirmed by evidence collected ,in follow-up visits six. 

*In AID's Project Evaluation System, project "purpose" has' a special
ized definition. It is the payoff directly'related to the project 
that motivates AID-support for the project. The contractor is re
sponsible for producing the outputs and, together with AID, for asses~
ing the impact of the outputs on the agreed project purpose and goal. 
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months after the Mission installation .. Where outputs for institutional
ization are not complete, the most common problem is lack of the manage
ment support. Lack of a trained MEO and the need to extend to capital 
projects also are important in some Missions. A more detailed analysis 
of the evidence available now about PES institutionalization follows. 

1. Outputs Necessary for PES Installation 

The key outputs known to be necessary for successful PES installation 
were: 

a. Support: Nission managers support the use of PES (because it 
is useful to themselves and/or others). 

b. Understanding: Mission managers understand the PES (enough 
to use the concepts and process appropriately); 

c. Cri ti ca 1 Mass: 
cepts to ensure 
the Mission. 

Enough key people understand and use the con
continued and extended application of PES in . 

(a) Support of PES by Mission Managers 

There is some evidence indicating support of PES by Mfssion managers even 
though no follow-up visits have been made yet. In 'Latin America, evalu
ation was discussed at a Mission Director~' Conference in February, 1971, 

with informal comments from Missions already visited indicating strong 
support for PES. In East Asia, we are told that positiv·e reactions were 
communicated to Mr. O'Connor and Mr. Meinecke during their field visits. 
Nore first hand feedback from the NESA region should be avaflable in 
August, 1971,' based on field visits by the Regional. Evaluation Officer 
in July, 1971. (Based on PCI assessments of progress at the Mission, 
it is expected that installation will have been 'less··successful in 
NESA than in other regions. The reasons for this are not clear, but 
PCI teams were less optimistic about their ilflpact on NESA Missjons.) 
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USAID support for PES appeared satisfactory from 91% 

of the policymakers and 81% of the Mission Evaluation Officers observed 
by PCI representatives in Mission installations. Exhibit 111-1 summarizes 
the data on support for PES in USAID Missions. In the absence of evidence 
from follow-up visits, PCI representatives rated support for PES by 
USAID policymakers and Mission Evaluation Officers. The Policymakers 
are Mission Directors, Deputy Directors, Assistant Directors, Program 
Office Chiefs, and Division Chiefs who were exposed to PES. The support 
for PES of policymakers was rated on a five-point scale: "1" means 
"hostility to PES"; "3" means "acceptance without enthusiasm"; 
means "embraces PES as useful to himsel f and/or others." When 
was inadequate information about support, no rating was made. 

and "5" 
there 
Ninety-

one percent (120/132) of the policymakers had "3", "4", or "5" ratings, 
which were considered satisfactory support for policymakers. Seventy
one percent (85/132) were rated in the top two categories for support. 

The standard for satisfactory support by Mission Evaluation Officers 
should be higher, since MEOs must manage the Mission's evaluation system. 
Eighty-one percent (30/37) of the MEOs trained during Mission installations 
were rated "4" or "5" on their support for PES; ninety-seven percent (36/37) 
were rated "3" or higher. 

Mission receptiveness to the Project Evaluation System improved substantially 
in the course of, and presumably as a result of, the on-site visits. USAID 
managers tended to shift from skepticism about PES to favorable attitudes 
during the Mission installation. PCI observations on Mission receptive-
ness to PES are summarized in Exhibit III-2. Despite the methodologic de
ficiences of the evidence, there appears to be a causal relationship between 
on-site assistance to the Mission and improvement in attitude of senior 
Mission management toward PES. Informal feedback from the Missions to AID/W 
and PCI also suggests widespread support for PES based on its usefulness 
to USAID senior management. 
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USAID POLICYMAKERS 

MISSION EVALUATION 
OFFICERS 

EXHIBIT II I-l 

SUPPORT FOR AID's PROJECT EVALUATION 
SYSTEM BY USAID PERSONNEL 

RATING OF SUPPORT* 
1 2 3 4 5 NR 

2 10 35 43 42 4 

0 1 6 8 22 0 

SUPPORT SATISFACTORY** 
Ratio % 

120/132 91% 

30/37 81% 

* ' Scale for support: 1:' hostile to PES; 3 = accepts PES without enthusiasm; 
5 = embraces PES as useful to himseif and/or for others; NR = no rating due 
to inadequate information. 

** Satisfactory support for policymakers is 3, 4, or 5. Satisfactory support 
for a Mission Evaluation Officer is 4 or 5. 
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EXHIBIT III-2 

USAID RECEPTIVENESS TO THE 
PROJECT EVALUATION SYSTEM 

1. Initial attitude of Nission senior management 
toward PES 

Skeptical ~ • . . 
Neutral or mixed 
Favorable 

2. Attitude at end of visit of Mission senior 
management toward PES 

Skeptical . . . 
Neutral or mixed 
Favorabl e .. 

3. Mission senior management found- it useful for improving 
programming and project implementation 

No . 
Mixed 
Yes . 
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(b) Understanding oJ PES by Mission Managers 

Although there have been no follow-up visits to confirm understanding 
of PES, there is some evidence available based on observations during 
Mission installations. The understanding of PES appeared satisfactory 
for 72% (94/131) of USAID policymakers and 73% (27/37) of Mission Eval
uation Officers. Exhibit 1II-3 summarizes the' data on understanding 
of PES in USAID Missions. 

The PCI ratings are based on a five-point scale of understnnding. A rating 
of "1" means "low understanding"; "3" means "able to diicuss con~ept5 appro
priately"; and "5" means "uses concepts appropriately and recognizes inappro
priate use by others." When there. was inadequate information, no rating was 
made. 

Policymakers should be "able to discuss PES concepts appropriately," especi
ally 1n evaluation and PROP review~, so a rating of 3, 4, or 5 is satisfactory. 
MEOs must understand better (rating 4 or 5) to satisfactorily serve as edu
cators for the rest of the ~1ission. 

Nore than 70% of ~olicj'makers and 1·1EOs rated at a satisfactory lev('!l of 
understanding,sufficient coverage for institutionalizing PES in most 
Missions. However, the PCI ratings suggest that "understanding of PES" 
is weaker than "support for PES." At the end of the Mission installiltions, 
more than a quarter of USAID policymakers and MEOs needed more help to 
be able, to discuss PES concepts appropriately. Some will learn from 
their colleagues in subsequent evaluations and evaluation reviews, but ,-
the ratings probably underst.ate the need for training by omitting people 
who were not present for the Mission installation due to home leave, 
sickness, or other conflicting commitments. Important gaps remain in 
understanding that must be filled or PES will be discredited in some 
Missions. Related comments appear in Chapter V, Activity 3. 
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EXHIBIT III-3 

USAID UNDERSTANDING OF AID's PROJECT 
EVALUATION SYSTEM CONCEPTS 

lll-i 

RATING OF UNDERSTANDING * UNDERSTANDING SATISFACTORY ~* 
-

1 2 3 4 5 NR Ratio % 

USA 10 POLICYr~AKERS 7 30 51 25 18 5 94/131 72% 

mSSION EVALUATION 
OFFICERS 0 4 6 13 14 0 27/37 73% 

* Scale for understanding: 1 = low understanding; 3 = able to discuss concepts 
appropriately; 5 = uses concepts appropriately and recognizes inappropriate 
use by others; NR = no rating due to inadequate information. 

** Satisfactory understanding for policymakers is 3, 4, or 5. Satisfactory 
understanding for a Mission Evaluation Officer is 4 or 5. 
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(c) "Critical Mass" of Support for PES 

The Mission installations were expected to create a "critical mass" 
of support for PES, enough key supporters in each Mission to ensure 
continued and extended application of PES in the Mission. In the ab
sence of evi c;lence from fo 11 ow-up vi sits, PCI -representati ves rated each 
Mission on the strength of-its "critical mass" of suppor.t for PES and 
found 76% (25/33) satisfactory. Exhibit 111-4 summarizes the data on 
"critical mass" of -support for PES. PCI ratings are based on a five

point scale of strength of the critical mass of support for PES at the 
end of the Mission installation. A rating of "1" means a change of a key 
person (people) is essential; "3" means support ~rom present s~aff is 
sufficiently widespread for instit'utionalization (if there were no per
sonnel changes); "5" means support is widespread and strong enough for 
PES to endure despite loss of the strongest PES advocate. 

The 8 ~lissions with ratings of less than satisfactory received low rat
ings because of some combination of (1) failure to reach -key managers due 
to their absence or lack of involvement during the Mission installation 
or (2) having reached key managers, the lack of evidence of support for PES. 
Follow-up visits should produce evidence of the "critical mass" of 
-support for PES after six months of experience using PES and six months 
of personnel changes. 

2. Progress Toward Purpose: Mission-Useful Evaluations System 

Good evidence of progress toward institutionalizing a Mission-useful 
system can be gained only by follow-up visits, observing what has happened 
after the installation visit. However, there are some leading indicators-
documentation and informal feedback that give us some insight in purpose
level achievement. These are discussed in the following. 
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USAID MISSIONS 

EXHIBIT III-4 

"CRITICAL MASS" OF SUPPORT FOR PES, 
AT END OF THE MISsIoN INSTALLATION 

"Critical Mass" 
Rating of "Critical Mass"* Sati sfactory** 

1 2 3 4 5 'Ratio % 

0 8 11 9 5 25/33 76% 

* Scale for Critical Mass: 1 = change of a key person (people) , 
essential; 3 = support from present staff is sufficiently 
widespread for institutionalization; 5 = support is widespread 
and strong enough to endure despite loss of strongest PES 
advocate. 

** Sati sfactory "criti ca 1 mass" is a rating of 3, 4, or 5. 
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AID's PES should result in Mission-useful evaluations and should "accurately 
record Mission management processes, providing' insight into both ~ission 
management skills and the projects." The evidence of r~ission-useful evalu
ations would be Logical Frameworks, PARs, and revised PROPs that: 1) accu
rately describe Mission judgments and decisions about' projects, and 2) docu
ment the insight of the Mission into its own projects. The PAR was designed 
to be a "credible record" of good management of the project -- communicating 
information showing the proJect was being managed well but not attempting to 

, ' 

communicate enough information to make important decisions oased on the PAR, 

There are Logical Frameworks in AID/W for most of the 63 projects 
evaluated during Mission installations. These Logical Frameworks have 
been collected by AID/W evaluation officers but have not yet been 
systematically analyzed as evidence of Mission-useful eva)uations. 

" ' 

Since AID/W evaluation officers participated in these evaluat~ons,. 
it is understandable that they are willing to believe the evaluations', 

., : •• E '. 

were Mission-useful based on first-hand observation without documentary 
analysis. The PAR reports available in AID/W also describe the eyaluations 

- ' , 

during Mission installations, adding little new insight for those who 
participated. 

The Logical Frameworks that are well done communicate insight into 
projects more crisply than lengthy PROPs. They record Hission judgments 
and decisions about projects, often more articulately, candidly, and 
succinctly than was done before. In badly designed projects, the flaws 
are displayed, in some cases with embarrassing clarity, and in most 
cases Mission managers have responded with appropriate tough-mindedness. 
Logical Frameworks have been sent to AID/W by some Missions even though 
not required because MEOs and Program Officers in the Missions want 
feedback from AID/W to improve their profici'ency in using Logical Frame
works and GPOI Analysis; this attitude has been and should be encouraged 
by Regional Evaluation Officers. 
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E'xperienc'e at Mission Evaluation Reviews shows that Logica' Frameworks, 
even if done badly, can be used to surface sloppy thinking on important 
issues and lead to'more realistic expectations. 

"jects where the development impact (purpose) is 
For example, in' pro

only remotely connected 
to project activities (inputs and outputs), it is hard to "cheat" on a 
tough-mi nded Di rector by understati ng the expected 'impact for the 
Director will question if the results are worth the cost of the project. 
Oversfatement of expected impact of the project (purpose) reveals the 
heroi c but dubi ous hypothesi s that real i sti c outputs wi'll bri ng about 
the inflated development impact. When Logical Frameworks revealed that 
tne projects were inadequate and required additional work, the appropriate 
replanning action was to create a credible project design, orienting the 
project to the Mission Di-rector's objectives with a plausible plan for 
achievement. 

Both in Missions and Washington, 'the PAR summary of a project evaluation 
is used -- but not yet used with confidence. Some ~lissions have used the 
PAR format to summarize the results of the project team's evaluation 
for presentation to the Mission Review. The PAR is used as a report to 
the Mission Director in fewer cases than expected, perhaps becau5e Di
rectors were involved more than normally in evaluation during on-site 
visits.* The PAR reports to AID/W have been submitted as planned. In 
one Mission, the MEO has trouble getting the PAR cleared, not because 
of secretiveness, but because "the Mission-useful" part of the evaluation 
was considered completed and reporting to AID/W had a low priority. 

AID/W use~~ of' pVillu<"tion data have difficulty using PARs. They are ambi
valent about what they can and should do with evaluation data. When ques
tions about the project arise, there is a natural desire to use PAR data, 

*There are only 3 Missions where the PAR generated during review was sub
sequently forwarded to the Director. However, we expect that many Di
rectors will be spending less time in the evaluation reviews and will rely 
more on the PAR itself. 
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but concern ,whether AID/W should do so; after all, PARs are not supposed 
to be used to "manage the project from across the sea." Two AID/W readers 
of PARs cannot judge if a PAR is the r!,!sult of a Mission-useful process. They 
indicate the lack of an ,insightful evaluation was clear in a particularly cavalier 
PAR, but articulate Program Officers probably can write plausible PAR, 
without the recommended PES process. 

It appears that a PAR, together with a Logical Framework, provides enough 
evidence for an experienced reader to distinguish well managed from poorly 
managed projects. Therefore, when PROPs using the Logical Frame~lOrk are 
available, it will be easier to use the PAR as a "credible record" of. good 
management. In the meantime, AID/W PAR users should invite USAIDs to sub
mit Logical Frameworks with PARs, even though the Logical Frameworks are 
not required. Further comments appear in Chapter V, Activity 5. 

B. ASSESSMENT OF LINKAGE FROM OUTPUTS TO PURPOSE 

A summary assessment of the out-put-to-purpose link in the PES installation 
is that the tasks undertaken were necessary for institutionalizing PES and 
will be sufficient when specific issues are resolved. 

1. Were Regional Cluster Training Sessions Necessary for Successful 
Institutionalization of the Project Evaluation System? 

The cluster training sessions resulted in an important heads tart before 
the site visit in 19 Missions, no important heads tart in 10 Missions; and 
uncertain effect in 4 Missions. The speed of installation was improved 
in 17 Missions, and success of the installation improved in 19 ~issions. 
Analysis of the 10 Missions where there was no heads tart shows 4 participated 
at San Salvador, which was a field test of PES rather than as a cluster 
training session. Three, others Were Mis,sion,s that hosted 'cluster training 
sessions and had no time interval ' before on-site assistance. The favorable 
effect of cluster training on understanding and attitudes of ,participants 
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had already been noted in Exhibit 11-8. These factors suggest cluster 
training was an important factor in the subsequent successful Mission 
'install ations. 

2. Was On-site Assistance 'Necessary? 

On-site assistance was rated by PCI representatives as necessary for success
ful PES institutionalization in all 33 Mission visits. The Mission visit 
was important for varied reasons. The most frequent, important result of 
the Mission visit was strengthening the use of 'Logical Framework concepts 
in project design or design clarification (25 Missions). Other effects 
mentioned frequently as important were "training the Mission Evaluation 
Officer" (23 Missions), "selling the Director and/or other'senior manage
ment" (19 Missions), "presenting the concepts to the staff" (19 Missions), 
and "the Mission R'eview" (14 Missions). This analysis supports the strategic 
decision to provide on-site assistance rather than stopping after issuing 
the Manual Order for the Project Evaluation System and cluster training' 
sess ions: 

3. Was 'the PES Installation Program Sufficient to Assure Successful 
Institutionalization of a Self-Sustaining Project Evaluation 
System? 

PCI observers thought everything necessary for successful institutionaliza
tion ~/as completed in 12 out of 33 Missions. Eleven Missions will clearly 
require additional help and in ten Missions conditions were considered 
uncertain. 

The area of risk cited most frequently (10 Missions) was ~hether top man
agement would demand good evaluations, motivating project managers to use 
well the MEO and the Project Evaluation System. Sometimes the Director 
was not interested in technical assistance, or in evaluation, or the Di
rector was not yet confident the MEO would really be helpful. PES in
stitutionalization in these Missions probably will depend on one of three 
scenarios: 1) Someone else will motivate the system -- probably a Deputy 

Practical Concepts Incorporated 



IlI-14 

Director, Assistant Director, Program Officer, or individual Division 
Chief; 2) The Director will motivate the System because he understands PES 
will improve management at lower levels even if it does not help him with 
the problems that most concern him; 3) Individual managers are convinced 
the MEO can help them improve their projects and use him even though there 
is no strong pull from higher management. 

The second common problem threatening PES ,institutionalization is doubt 
about having a trained MEO with time to. do the job (5 Missions). The 
Mission visits resulted in someone prepared to manage a Mission-useful 
evaluation process in 30 Missions with 3 Missions rated doubtful. How
ever, only 24 Missions could expect to retain their MEO for at least six 
months. In some cases.,' it was possible to anticipate the MEO's imminent 

,departure and train a replacement immediately. In other Missions, the 
new MEO would have to be recruited or had already been recruited but was 
not available to be tra·ined during the on-site assistance .. Turnover in 
the MEO positions could become a significant problem unless new MEOs are 
trained as they are identified and assigned. (Another approach would be 
for AID/W to identify, trained MEOs and, as their turn for rotation comes 
up, help them'and ot~er Missions by placement/recruitment advice.) Program 
Officers often were well trained and able to serve the MEO function if 
necessary, but in at least one case, a program officer was designated MEO 
against his wishes -- not a situation favorable to PES institutionalization, 
Related comments appear in Chapter V, ActivitJes 4 and 7. 

The "time needed" for MEOs to do their jobs well and the "time available" 
were not well defined in most Missions. PCI representatives considered 
the time available to be adequate in 20 Missions, inadequate in'l, and un
certain in 12. The projected workload for PES implementation was expected . , 

to be a problem in 18 Missions and a serlous problem in another 3 Missions. 
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For successful institutionalization of PES an Evaluation Conference 
in FYl972 would benefit 26 Missions, give no benefits to zero Missions, a'lel 

7 Missions are rated "?". The conferences should build professionalism 
in MEOs and nurture the evaluation community that has already developed 
in AID. The sense of community is p'articularly important for MEOs who 
feel isolated in Missions where they.are not well used. PCI representa
tives commented on what each Mission needed from a conference: 

--Nineteen Missions need an opportunity for the MEG to vent his problems 
and learn from the experiences of other evaluation officers. Com
ments refer to learning the tricks-of-the-trade, gaining polish, and 
learning about advances in the state-of-the-art from other Mission 
installations. These Missions need conferences to help consolidate 
PES. 

--Five Missions need conferences to give the MEO confidence that PES 
brings value in other Missions and can do so in his own Mission too. 

--Two t~issions need new skills from a FY1972 conference such as better 
ways to deal with inputs and improved evaluation criteria .. They have 
already adopted PES for non-capital projects and are extending 
it to other areas on their own initiative. 

--Two t~i ssi ons need hel p provi di ng seni or management i nsi ght and 
understanding of the usefulness of PES. 

Related comments appear in Chapter V, Activities 4, 7, and 8. 

4. Can a MEO be as Valuable as an Outsider for Evaluation? 

The Mission Evaluation Officer's role in the evaluation process is some- . 
what different from an outside evaluation team visiting the ·Mission. Some 
evidence suggests that outside participation by the AID/W evaluation team 
was valuable because they were outsiders. On-site assistance visits of 
one week created a sense of urgency that led Project Managers, Division 
Chiefs, and the Mission Directors to focus attention on their roles in 
evaluation. The Mission Evaluation Officer often will be competing· for 
the attention of the same participants, with his ability to create a sense 
of urgency directly dependent on demand from top management for the results 
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of the evaluation. Follow-up visits to Missions should investigate how 
the MEO's flexibility for scheduling evaluations affects the evaluation 
process. 

5, Can a t~EO Broaden the Perspective of Project Teams? 

An opportunity for evaluation to bring value to USAID managers is to 
broaden the perspective of the project teams. PCI generalists stimu
lated fresh thinking of USAID technical ·experts in many cases. Lack 
of detailed familiarity with the technical materials helped more than 
jt hindered because the underlying assumptions were surfaced rather 
than glossed over. Further reflection suggests that it was not igno
rance that was valuable in these evaluations, but a combination of: 
1) analytical ability, 2) lack of the involvement in the project team's 
efforts, and 3) a helpful orientation that evoked cooperation rather 
than defensiveness from the project team. 

It is possible, but not inevitable, that Missio~ Evaluation Officers will 
render similar service. Future training of HEOs can increase their pro
fessionalism in these areas. Analytical ability can be nurtured through , 
training; lack of involvement depends mainly on MEO awareness and con-
scious effort to be an analyst, not·an advocate nor prosecutor nor judge; 
the helpful orientation also depends on MEO awareness and attitude. MEOs 
also can use outsiders to broaden the perspective of project teams when 
fresh thinking is important and the MEO is not able to provide the broader 
perspective himself. Related comments appear in Chapter V, Activity 7. 

6. Was There Too Much Emphasis on Clarification of Project Design? 

C·larification of Project Design received heavy emphasis during "on-site" 
assistance visits. PCI representatives estimated the average emphasis 
(percent of time consumed) in evaluations as follows: 
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Type of Analysis 

Clarification of Project Design 
Assessment of Project Progress 
Replanning 
Reporting Requirements in Excess 
of Mission-Useful Analysis 

Average 
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% of Time Used 

63% 
23% 
13% 

1% 
100% 

Concentration on clarification of project design resulted from introducing 
the Mission to an approach to project design that stimulated and challenged 
Mission personnel and filled the tme available. Although their attention 
was focused on terminal conditions for the project, many important issues 
were raised in the course of design clarification. The on-site evaluations 
resulted in remedial planning using the Logical Framework; this process 
established a basis for sound evaluation and raised enough important issues 
to demonstrate the value of the Project Evaluation System for Mission 
management. The "Logical Framework" stimulated a desire to replan before 
evaluation, to remedy deficiencies in design. Thus, "clarification" led 

to replanning in many project~. 

Did the heavy emphasis on design clarification somehow jeopardize success
ful institutionalization of the PES system? The answer is probably no 
and yes. No, the system is not jeopardized, because the improvement in 
project and program design alone will bring significant value to USAID 
managers to justify PES even if it does nothing more. However, the Pro
ject Evaluation System will only ),ield a fraction of its potential value 
until managers master a complete and satisfying evaluation process that 
goes beyond design clarification. 
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The evaluations of FY1971 have resulted in evaluation designs that USAID 
personnel may not be able to implement in FY1972 and after. MEOs need 
guidance and help in important areas such as: '1) using evidence efficiently 
and 2) defining and assessing alternatives. The proper treatment of al
ternatives for fruitful evaluation is a subject somewhat beyond the state
of-the-art as practiced today. Unless something better than straw-man 
alternatives are used, evaluation will be limited to monitoring progress 
against plans, with significance rationalized rather than proved. On 
the other hand, reckless introduction of alternatives in a manner in
sensitive to the human needs of USAID personnel may jeopardize the colla
borative environment which has brought such great value in the evaluations 
of FY197l. PCI hopes to prepare a separate paper on the "Use of Evidence 
and Alternatives", with the recommendation that this be the organizing theme 
for the AID evaluation community in FY1972. Related comments appear in 
Chapter V, Activity 8. 

7. What Depth of Training is Required for Successful Institutionalization? 

Successful institutionalization of PES depends on users of the evaluation 
system understanding its potential usefulness and what they must do in 
order to make the System serve their own needs. Mission Evaluation 
Officers will require additional understanding of PES and how to teach it. 
The state-of-the-art in evaluation has advanced far enough that an untrained 
person cannot function as Mission Evaluation Officer without prior preparation. 
AID/W-supported training should provide MEOs sufficient indoctrination and 
practice to perform their duties with confidence when they get to the Mis
sion. Also useful would be tutorial type grooming such as a week of TDY 
work for a new MEO, working with an experienced and respected evaluation 
officer. Alternatively, perhaps AID/W can provide on-site assistance at 
some point during the MEO's first three months to ensure that he is well 
launched and serving his Mission effectively. Refer to Chapter V, 
Activities 4 and 7, for further comments. 
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AID/W-supported work on exemplary Logical Frameworks, indicators and pro
ject designs would be helpful to MEOs, other USAID officers, and AID/W 
Staff. A suggestion for using evaluation data in AID/W for this purpose 
appears in Chapter V, Activity 12. 

Mission Directors and Deputy Directors also must have guidance about making 
evaluation relevant to their problems. Mission installations helped do 
this informally, but not sufficiently in many cases. Mission Directors 
must understand that evaluation can be a useful tool, tailored to their own 
management style. Mission Directors may, by force of habit, ignore the 
potential value of the evaluation system because they do not realize "how" 
it could be useful. 

Training for Mission Directors might take the form of a session on 
"Getting mileage out of the evaluation system and the Mission Evaluation 
Officer." The material must be sensitive to the real problems and pressures 
facing the Mission Director and use realistic examples of how the evaluation 
system can be valuable. The objective of the training program is to sensi
tize Mission Directors to ways of using the MEO and the evaluation system 
different from their instinctive approach, and to clarify what is required 
from them to make the evaluation valuable. Chapter V, Activity 6 presents 
related comments. Program Officers and Division Chiefs require training 
that includes elements from MEO training and from Mission Directors' 
training. Probably the materials developed for the other training can be 
adapted for Program Officers and for Division Chiefs at little added cost. 

8. How to Use the PAR? 

Proper use of the PAR to record Mission evaluations and reaction to PARs 
by AID/W could influence the successful institutionalization of the PES. 
On-site assistance focused on creating a Mission-useful process, usually to 
the exclusion of reporting on that Mission-useful process. It was a sub
conscious, an'd in some cases a conscious, strategy by the AID/W evaluation 
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team to de-emphasize the PAR as a report on evaluation in order to .focus 
attention on the Mission-useful evaluation process itself. 

The PAR was used in several different ways by Missions. In some Missions 
the PAR format was used to organize information before presenting it to 
a Mission Evaluation Review. Elsewhere, the Logical Framework was used 
without the PAR. The PAR format usefully summarized the information re
quired for 14ission management to discuss the status of the project and to 
reconfirm or modify the actions proposed by the project team for the coming 
year. The PAR as a report on the results of Mission Evaluation Reviews 
is recommended for the Mission Director and required for AID/W. 

9. How can PES Relevance be Ensured in Missions with Low Emphasis on 
Non-Capital Projects? 

PES will be particularly valuable to Mission Directors when it is used for 
improving the parts of his program he' considers important. In Missions 
where non-capital projects are relatively unimportant, the MEO must make 
evaluation useful for the other parts of the AID program to remain 
relevant to management. Non-capital projects for all AID in 1970 

were approximately 28 percent of AID's commitments. In one Mission, there 
were no non-capital projects to be evaluated other than the projects 
evaluated during the on-site assistance visit. All of the important 
activities in that Mission were capital projects, so improvement in evaluation 
for that Mission must involve improvement appl icable to capital projects. 

There would be an economy of effort if a single evaluation process captured 
the important elements of all the activities under a Manager's.supervision. 
If PES could be extended to other kinds of development assistance, it 
would. simplify management in several situations. There are many development 
activities with two sets of evaluation requirements: Title Two projects, 
projects with both capital and non-capital components, and terminating 
projects. There are groups of projects that lend themselves to being managed 
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as interrelated components of an integrated program with capital and non
capital components; evaluation of an entire program would be faci11tated 
by use of PES concepts. Good experience already is available demonstrating 

the feasibility of using PES concepts for complex programs and several USA IDs 
have proceeded on their own initiative to evaluate in this manner -- be
cause it is useful to the Mission. 

Successful institutionalization of the Project Evaluation System ~Iill re
quire exploring the interfaces of non-capi ::al projects with other parts of 
the AID Mission Director's responsibilities to identify what other areas 
PES techni ques woul d be useful for, and ~Ihere the Ni ss i on Di rector hils other 
problems that require a different approach to evaluation. The presumption 
should be that the Mission Director's attention wi1l go to tho:e parts of 
his program where the most money is being spent, and that the AID evaluation 
community should investigate those same areas to identify ways to help the 
Mission Director fulfill his management responsibilities. It is recommended 
that the Mission Director's overview of all the activities under his super
vision be looked at together rather than evolving several parallel evalua
tion systems independently of one another, deferring the required amalgama
tion and process of comparisons to the Nission Director who would be forced 
to use all of the systems. Related comments appear in Chapter V" Activit';es 9 
and 11. 

10. Should Follow-up Visits be Concentrated Where the Project Evaluation 
System is Not Working Successfully? 

The evidence from the on-site assistance visits suggests, and follow-up 
diagnosis from AIDjW probably will confirm, that the PES is not working 
as planned in some Missions. The causes of malfunctioning will vary from 
Mission to Mission. The broader panorama of success should give AID con
fidence in the basic fruitfulness of PES, and lead to a strategy of di
agnosis and remedial help to those parts of AID where the system is not 
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functioning successfully. To the extent possible, this should be done 
through responses to requests for help from the Missions. In those Missions 
where it is clear that evaluation is not functioning effectively, AID/W 
might volunteer assistance, but request that the Mission Evaluation Officer 
and perhaps the Mission Director identify what kind of assistance would be 
most welcome. The help provided should be responsive to the felt need of 
the Mission, but AID/W helpers should be sensitive to problems completely 
different from the felt need identified by the Mission itself. There will 
be cases where further creative innovations will be required to "customize" 
the PES approach to evaluation to make it Mission-useful for specific pro
jects and specific managers; only effective leadership and good judgment 
,will define the line between artful customizing and corruption of the System. 

Follow-up visits should also include Missions where management has been 
supportive and made good use of PES. These Missions will have more 
sophisticated problems, having solved the easier ones. AID/W visits to 
these Missions will help identify the future problems and the important 
opportunities for other Missions. Identifying best practices in evaluation 
and disseminating them systematically can be valuable to the whole evalua
tion community. Follow-up visits are recommended in Chapter V, Activity 1. 

11. Will PES Continue to Work if AID is Reorganized? 

The experience of FY1971 suggests ~hat the design logic of GPOI Analysis, 
including the Logical Frame~lOrk, is not dependent on the organiZational 
structure of AID. It will be even more useful for communication among the 
interested parties as USAID Missions shri·nk in,size. 

However, if AID is drastically reorganized, the evaluation process used 
now (with a Mission Evaluation Officer managing a Mission-useful evalua
tion process, etc.) may have to be modified. For example, the use of 
project teams evaluating their own projects takes advantage of the presence 
in a USAID Mission of experienced, knowledgeable technicians who have 
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necessary information and who will implement the recommendations. The 
Mission Director is responsible for a country-wide program, and accepts 
responsibility for the decisions about what shall be done on individual 
projects. If management responsibility is moved to Washington, or outside 
of the Agency to a multi-lateral organization or to a host-government 
organization, it will be essential to incorporate the real manager into 
the evaluation-replanning process. 

Recognizing that AID is likely to be reorganized, it would be foresighted now 
to nurture a broader evaluation community, including representatives of other 
donor organizations, host governments, and contractors in order to share the 
advances pioneered by AID with others while AID is able to provide effective 
leadership in evaluation. This would be a form of institution building -
to create an evaluation community that would survive reorganization - pre
serving those elements found valuable by AID and continuing to improve 
evaluation and planning of development program in the LDC's. For example, 
AID may wish to invite representatives of other organizations to participate 
in its evaluations of individual projects, to collaborate with the AID 
evaluation community in thinking through the problems of evaluation, to 
participate in AID-supported evaluation conferences, to receive publica
tions from the AID evaluation community, and to contribute their ideas on 
evaluation. AID should explore the feasibility of an institution to 
coordinate and sponsor continued improvements of evaluation; such an 
institute for evaluation could'be very helpful for coordinating the eval
uation efforts of six separate United States bilateral organizations 
involved in foreign assistance and the efforts of other donors in this 
area. Related comments appear in Chapter V, Activity 13. 
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CHAPTER IV 

THE CONTRIBUTION OF PES TO 

AID-SUPPORTED PROJECTS IN DEVELOPING COUNTRIES 

Chapter IV summari zes the contri buti on of PES to effecti ve AID-supported 

projects in LOC's. Secti on A compares expected and actua l' results. Sec

tion B assesses the link~ge from PES to better AID-supported projects. 

A. EXPECTED AND ACTUAL RESULTS AT THE GOAL LEVEL 

The goal of AID' s Project Eva 1 uati on System was improving the effecti ve

ness and efficiency of AID-supported projects by helping Mission managers 

prepare clear, well thought-out plans and evaluations, leading to re-

p Ianni ng as necessary. It was, a I so expected as a by-prod'uct of the pro

ject, that other improvements in Mission management ~JOuld result from 

implementation of the Project Evaluation System. 

The Project Evaluation System has resulted in related improvements in 

Mission management. Missions have voluntarily submi'tted new PROPs 

documenting changes in their plans for p"ojects and how they vie~1 those' 

projects. Nissions have, on their own initiati-ve, begun to use the 

Logical Framework for analysis of ne~1 activities and tnitiated pressure 

on AID/W to change the PRep requirement to use the concepts of GPOI 
ana1'Ys'is.* In ma'ny USAID Nissions, local management has taken the PES, 

concepts and process and begun to explore how to use these concepts 

for their own pressing problems that were not included in the ori'ginal 

Project Eva-luation System; namely, capital projects, complex programs 

with more than one project, design of new projects, and jo,int p,l.anning 

and' evaluation with the host government, etc. 

All assessments of improvement in AID projects are based on oDservations 

of PCI representatives during Mission installation since there have been 
, -

*In AID's 'Project Evaluation System, GPO! is an acronym for Goal, Pur
pose, Output, Input. 
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no foll ow-up vi sits to provi de better evi dence. PCI representati ves 

were asked: "Was there evidence that evaluation of this project was 

of'dir.ect benefit to the Mission?" There'were 45 "yes" responses ", zero 

"no" responses, and 19 marked "?". The most frequent benefits cited,' 

were the fo 11 owi ng: .. 

e 

• 
• 

.,! 

• 
• 
• 
• 
• 

Constructive communications and dialogue initiated 
(46 evaluations); 
Tra.ining of Project i~anagers (42 evaluations); 

Trai ni ng of t1i ssi on tva 1 ua ti on Offi cer (37 
eva 1 ua ti ons) ; 

Roles and responsibilities clarified and specified 
. "·(37 evaluati'ons).; 

Important decisions made in Mission ,Review using 
evidence from evaluation (26 evaluations); 

, , 

Commitment.to serious project evaluation (20 evaluations); .. . .... 
, .Unforeseen project .prob 1 ems i dentifi ed (15 evaluation,s); 

. <,!OtheT (11 eval uations). 

~ '. .. .. 
'. . .. 

Informa 1 feeabac;k from Mi ssi on Oi rectors and other t'lissi on managers 

sUPJJort~. tbe impression of PCI's represental.aives that PES was useful 

for planning"mqnagement, evaluation, replanning, and communications 

about .AID-s4pported projects. There are numerous anecdotal ,exampJes .. . , " . 
of improv~ment in Mission management practices directly traceable.to the 

.. .. > , 

PES and the on-site assjstance visits. Although the PurlJose of t,he 
, . 

on-site assistance was to instruct the Mission by helping each Mission 

evaluate two projects, it was an important by-product of the Mission 

installations, that some usef!Jl decisions were .made to improve USAIQ. 

projects. A series of anecdotal examples of results from 77 P~S evalua

tions is attached in Appendix C;' The examples are classified according 

to 7 AID .organizational cate90ries, institution bui.lding emphasis (versus 

non-institution building), capital and mixed capital/non-capital projects 
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(versus non-capital projects), regi ona 1 project_s (vet'sl{s bh 1 atera 1 _ 

projects), and complex programs (versus singl e non-c(lpitql p,rojec;i;s.)·· 

Examples from the-ROCAP Mission (which was not assisteq- und.er- th.ts_ 

contract) are attqched si nce they al so ill ustrate- the tmpC!ct oJ ttl~ AID. 

Project Evaluation Syst~~. 

Comments of AID personnel involved in the Project Evaluation S¥stem 

are another source of feedback about the value of P~S 1;0 USA10s, -Pel 

representatives were asked to rE!produce, a.s aceura1;ely ;;IS. pos_sible, 

- -useful or insightful comments (either positive or negative) reg~rding

evaluation of projects. Appendix D, sU[l1l11ari~es thesE! "quotabl~ 

quotes". Individuals are identified only by title 9r position, Thg 

comments included in Appendix D are indicators of USAIP reaction to 

. -the Project Evaluation System and the on-sit~ assistanoe visit,' As 

indicators of Mission acceptance, these comments are. Slbjeq: to sever-al 

methodological weaknesses. They indicate reactions during on-site 

assistance, so they are not opinion~ based on reflection and ext~nsiv~ 

experience. The--comments probably are biased positively. Informill 

. communications ,from USAID personnel suggest that the Missiqns hesitat~ 

to ,criti ci ze. iD communi cations to Washington, except when they f~e 1 

something important is at stake. However, comments from MiSsion Oi~ 

rectors at a Director's Conference, discussions during visits to Wash

ington by field personnel and visits to- the Missions by Washington 

personnel, tend ·to confirm that the Project Evalulltion Syst~m is .weH 

received as a valuable tool for management. 

B. ASSESSMENT OF THE LINKAGE FROM PURPOSE TO GOAL -_.-

_ 1.- - How does PES help impr.ove Project Mana~ement? 

Mi ss i on managers have commented' -that most i ngredi ents of thePr9_iect 

Evaluation System were not new to AID; "good Project Man;;lgerS anq Program 
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Officers were doing these things all along based on intuition and ex

perience". Yet, the evidence of on-site assistance visits suggests '. . . 
that PES helped experienced managers immediately improve planning and 

evaluation and suggested future improvements for programming. 

The key element in the AID evaluation community's well earned reputa-

tion for "r.elevance" to manageml'nt has been emphasizing the 1 ink from· 

evaluation to repl.anning and showing how to do it. Previously, evalua.

tion tended to be a .backward looking and academic reexaminati·on . .PES, 

or1ents evaluation fonlard to making projects accomplish their. objectives. 

Typically, USAID managers aspire to.have an important impact on the.LDC's 

where they work. and they can influence but not control .some faGtors . 

that are crucial to achieving the project purpose. Some managers ,feel 

their projects are "out of control." They would like to get the projects 

b.ac.k '!iO ·control" and welcome he.lp in doing it. PES does help! 

, .. 
The .~roje.ct Evaluation System appears to have introduced. into. general· 

use ,a .cluster of complementary.innpvations that formerly had been the .. 

"best practi ces" of AID offi eers. "GPO I Ana lys is", i nel uding the Logi ca 1 

Framework, is a useful method for organizing information about deveJQP

ment projects. The PES process usefully organi zes peop1 e in the 

AID/Wand USAID environment for coJlaborative planning. 

The Logical .Fram~wqrk displays two complementary logical processes,. 

separately considering the "verticil" and the "horizontal" dimensions·. 

The "vertical logic" of the Logical Framework describes a project as 

a series of linked hypotheses clarifying "What we want to happen'" .and· 

"What we can do to bring it about"--with explicit notice of assumptions 

about outside conditions. The vertical logic helps AID managers clarify 

what is supposed to happen as a result of their projects and how their 

activities fit into the bigger picture. 
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crease the precision of their project plans, clarifying ,what is to 
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be procjuced and how achievement wi] 1 be demonstrated. AID managers 'found 
that with some help from eva 1 uati on offi cers, they cou1 d 'be more expl i cit 
about what was expected ,to happen. Without abandoning what was 'neces'sa.ri1y 
artful of their management, they made crisp summaries that corranunicated 
the 'important elements of the project design, 'plans, and evaluation 
approach. More specifically, it was frequently found that moving from 
"intent" to "objective verification" was an iterative process, clari-
fying the intent as well as the indicators and targets. Similarly, 
adding the means of verification often pointed up ways to improve 
indicators and set realistic targets. 

PES concepts, developed for project evaluation, appear applicable to 
other aspects of managing AID supported development activities; namely, 
project ,funding decisions, contracting, coordination with other agencies, 
a'nd developing time phased work plans. Suggestions for exploiting PES 
concepts in these related management areas appear in Chapter V, Activities 10. 

2. Using Evaluation for "Bigger Issues" 

E~a1uation officers and mission managers have commented that the 
Project Evaluation System was very useful for plugging little holes 
(improving the project design and management of non-capital proj~ct~) 

while leaving bi'g holes unattended, i.e., failing to use the same approach 
to make sector level, country level, and agency level planning more 
rational. 

The AID eva 1 uat,i on communi ty used PES concepts focus i ng on the problems 
of the project manager and reaching up from the lowest level of manage
ment to the Hission Director. What could the eval.uation community develop 
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for focusing on the problems of immediate concern to higher l~vels of 

!f1anagement? For example, coul d ,the Logi ca 1 Fra'mework approach tie apr> li ed 

to design and evaluation of complex programs? Country level progranis? " 

AgencY7wide questions? Exploration by the evaluation community is 

recommended at this stage. Evaluation should not be nor become a '''s'1de'

,show!',p1.~gging only the small holes i,f there are big holes that coula 

be filled by systematic evaluation. Some specific sugges'tio'ns' are 

described in Chapter V, Activity 11. 

~ " 
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CHAPTER V 
THE NEXT STEPS: 

EVALUATION ACTIVITIES TO CONSOLIDATE
PES AND FURTHER DEVELOP EVALUATION 

Chapter Five is organized into three sections: Section A describes 
seven activities to consolidate AID's Project Evaluation System. 
Section B describes five additional activities to improve evaluation 
in AID through exploitation of PES concepts and further evolution of 

. evaluation in AID. Section C describes one additional activity to im
prove evaluation outside of AID as well as within it. 

A.' ACTIVITIES TO CONSOLIDATE AID's PROJECT EVALUATION SYSTEM 

The experience from installation of the PES suggests seven activities 
that are needed to consolidate the PES and can be supported with 'a 
relatively low level of effort from AID/W. 

Activity One - Follow-Up Visits to a Sample of USAID's 
(Related comments are in Chapters II-B.7,DI-B.4, 
and III-B.10) 

Follow-up visits to a sample of USAID missions are needed'to obtain 
evidenc'e of success at the purpose and goal level and to plan future 
efforts to improve evaluation. Follow-up visits were recommended as a 
part of the original project design 'for PES installation; the evaluation 
community should manage its own activities according to the gospel that 
it preaches ~o other AID managers by collecting evidence of the ,impact 
of PES. The missing ingredients are: 

(a) Evidence of successful institutionalization of PES; 
(b) Evidence of improvement in project plans and per

formance as a result of the PES; and, 
(c) Problems and opportunities revealed by experience 

with the PES that suggest what help is needed from 
AID/W. 
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Follow-up visits should be scheduled as early as possible in Fiscal 
Year 1972 so that lessons learned can be used for planning other 

activities during, the year. 

Activity Two - Perfecting PES Concepts and Process 
(Related comments are in Chapter II-B.8) 

The.state-of-the-art in evaluation has· advanced during Fiscal Year 1971 
as a result'qf experience during the installation of PES .. Existing ma
terials to assist Mission Evaluation Officers using P[S can and should be 
improved. 

Specifically, the Evaluation Handbook and Evaluation Guidelines should be 
updated to clarify three areas: 

(a) 

(b) 

( c) 

Refinement of Concepts: Clarification of the important" 
elements of the PES distinguishing the Logical Framework 
as an approach to organizing information about a project 
from the PES process for organizing AID people for con
structive, output-oriented evaluation replanning; about 
the Logi ca 1 Framework - it is worthwhi·l e di sti ngui shi ng . 
the vertical dimension of the Logical Framework which 
provides useful concepts for project design referred to 
as GPO! Analysis (linked hypotheses, explicit assumptions, 
and manageble interest versus development hypotheses) and 
·the horizontal dimension of the Logical Framework which 
helps managers to be more precise and expl.icit for de-. 
signing, managing, evaluating, and communicating abo'ut 
the.i r projects. 
How to .Prepare a Logical Framework: System requirements 
should be distinguished from acceptable variations and 

. personal style in using the PES, and 
A Glossary: .speci ali zed termi no logy- shoul d be ·updated. 

The materials of instruction used in cluster training and mission in
stallations can and should 'be improved. The "Kenya Radio'-Correspondence 
Education Project" was useful for teaching PES concepts' but it raises 

" , 
many questions that are no~easily an?wered in the compressed training 
sessions. The e~amples of' Logical Frameworks in the evaluation guide-
lines are not exemplary by the standards of July 1971 and should be r.eplaced 
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with exemplary Logical Frameworks 'worthy of emul'ation by Mission-'per

sonnel. The forms for the Logical Framework and worksheets- can als~ be 

improved now based on extensive field exper~ence . 

. Aetivity Three - Extend -PES Trai.ning to People Not Adequately 
Trai'ned in Fiscal .Year 1971-

(Related comments are_in Chapters .rr-~.7, and 
UI-A.1.6) 

. ' 

T~aining to use the PES has not reached the entire commu~ity of AID, 
- -

PASA,_ and contractor personnel who will be directly' i'nvolve-d in project 

-evaluations. In particular, there are many peop]e in- iUD/W who will' be 

'-r~t~ted to, the -field who have·had no experience or Onl'y m~dest exposure 

--. to PES conctlpts and process. 

For AID personnel who-will be using PAR's or PROP's in Washington or 

. the field, the training-objectives should: be sufficient familiarity 

-with PES concepts and process to deal appropriately with-_personnel and 
. . - ' 

documentation. using PES concepts. One-half day of training should be 
'. .' 

sufficient for most AID trainees. For people who manage and evaluate 

projects or supervise project managers, the training objective should 

be ability to use PES concepts and recognize inappropriate use by others. 

The objecti:ve for training designers should be to achieve this ability in 
one day of training for at least 90 percent of AID trainees. * 

Activity Four - AID/W Support for Mission Evaluation Officers 

(Related comments are in Chapters II-B.B, 1II-B.3, 
and III-B.?) 

USAID Missions were encouraged to call on AID/W eval-uation staff and the 

Regi9nal Evaluation Officers for help in managing their mission-useful 

evaluation system. Several kinds of help appear appropriate, as described 

in the following. 

*A common design specification for training programs is for 90 percent 
of the trainees to score 90 percent or better on a pre-specified test. 
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,(a) Efficient feedback on recent improvements 
in evaluation. 

Successful institutionalization of PES will require continuing 
injections of energy and ideas at AIDjW and the OSAID evaluation 
communities. The evaluation activities of Fiscal Year 1971 have 
created an evaluation community - a group 'of people bound to
gether by their professional involvement and interest in, and 
responsibility for evaluation of AID-supported activities. These 
people are located around the world 1n remote developing' 
nations. In these decentralized locations,evaluation officers 
are experimenting and innovating as they use the project 
evaluation system. An efficient system for collecting and 
exploiting the experiences of these decentralized evaluation 
officers will provide motivation for systematic experimenta-
tion (publicizing successful experiments) and will stimulate 
other evaluation o,fficers to emulate techniques that appear 
to have transfer value. Further, the growing literature from 
outside the Agency should be summarized and circulated to ~IEOs. It 
is easy for the Mission Evaluation Officer in a remote Mission 
to feel abandoned and inadequately prepared for demands of 
his Mission; what is needed is: (1) a system to collect 
and disseminate experience with improved evaluation techniques 
and, (2) injection of new initiatives helping the MEO to \TIake 
evaluation increasingly useful to his Mission management. 

(b) A'pool of in-house and contractor advisors. 

AIDjW should be ready to respond to mission requests for 
help; e.g., to help evaluate and replan an embryonic popu
lation program that is managed temporarily' by ,the Food for 
Peace Officer; or provide quantitative skills to make a 
meaningful management plan using demographic data; or pro
vide an experienced evaluation officer to help break in a 
new Mission Evaluation Officer; or support a particularly 
difficult but important evaluation. " 

(c) Recruitment and placement of Evaluation Officers. ' 

There is an increasing pool of trained evaluation officers. 
AIDjW will do a service to both parties by recruiting able 
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candidates for evaluation posts and developing'suitable 
career paths for evaluation officers. 

Activity Five - Ensure Appropriate Use of Evaluation Data b¥,AID/W 
(Related comments are in Chapters III-A.2 and III-B.8) 

AID/W users of PAR's and Logical Frameworks need criteria, standards, 
and informa'tion to guide them in appropriate use of evaluation data .. 

'Such users include Development Planning officers, desk officers, tech~ 
"iiical siJpport divisions, and, of course, the evaluation comin~nlty. At 
- present there is uncertainty about what t; look for in PAR reports on 

evaluation, 'ambivalence on how to use evaluation' data when important 
decisions must be made about the merits of the proje~t, and lack of 

, " "confidence about how to be supportive and genuinely helpful 'to "MEOs." 
" ' 

Activity Six - Guidance for Mission Directors (and other policymakers) 
on Getting Benefits from Evaluation 
(Related comments are in Chapters III-A.2 and III-B.7) 

The training in Fiscal Year 1971 was oriented to Evaluation Officers and 
Project Managers; it emphasized the roles and r~sponsibilities of the Pro
ject Manager and of the Mission Evaluation Officer rather than of the Mission 
Director and policymakers who use the results of evaluation for higher 
level management decisions. PES is a flexible tool for management that 
can be adapted to varied management styles. It would be useful to develop 
a short, realistic training session for Mission Dt,rectors ,emphasizing 
the options available for using it, important choices, and real examples 
of hqw evaluation has been useful to other Mission Directors. This 
training could be used at Mission Director's conferences or for briefing 
high level managers in Washington. A one hour briefing package would 

, ' 

be the minimum briefing. A one-half day session would be sufficient to 
include formal presentation and moderated workshop material. Hard copy 
should be available to take away. The training objective would be 'for each 
Mission Director to recognize opportunities in his own mission to use 
his Mission Evaluation Officer for management improvement. 
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Activity Seven - Train Mission Evaluation Officers 
to Improve Their Professional Skills 
(Related comments are in Chapters I1I-A.2, I1I-B.5, 
and III-B.?) 

There must be continued training for Mission Evaluation Officers in order 
to consolidate the advances in evaluation. The AID system of job ~otation 
requires training for new Mission Evaluation Officers as they join the 
evaluation community. Mission Evaluation Officers should have at least one 
opportunity each year, to exchange information with othe~ Eva14ation Officers 
either at a conference or training session. In addition, new skills .s.hould 
be introduced systematically to upgrade the professionalism of new a~d old 
Mission Evaluation Officers. Training for new Mission Evaluation Officers 
can be done in Washington prior to assignment to the field, th~oug~, tutorial 

. .' . . ' . 
assistance on the job, or immediately prior to an evaluation conference at 
a special "pre-sess,ion" training course. 

B. ACTIVITIES FOR EXPLOITATION OF PES CONCEPTS AND 
FURTHER EVOLUTION OF EVALUATION IN AID 

Activity Eight - A stematic Multi-Year AID W Su orted Pro ram 
to 1m rove Evaluation in AID Related comments are 
in Sections III-A.2 and III-B.6. 

AID's evaluation community has demonstrated that it can init'iate and implement 
important,management improvements by developing the Logical Framework 
and the PES process for evaluation/replanning, and implementing them'in 
FY197l Mission installations. The evaluation community, can a~d should 
capitalize on its, forward momentum to initiate and implement other im-
portant improvements in FY1972 and future years. 

The task of the AID/W evaluation staff is to identify evaluation 'prob
lems that (1) offer high potential for management improvement, (2) are 
unlikely to be dealt with adequately by isolated Mission-supported 
efforts, and (3) can be improved substantia'lly by a well-managed attack 
coordinated by the AID/W evaluation community. The recommended strategy 
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is to select and, attack an important problem each year. The "organizing 
theme" or "new initiative" for the year would facilitate a ,major, 
coordinated, well-managed effort without precluding other improvement 
efforts in AID/Wand the Missions. 

With careful planning the annual "new initiatives" can be coordinated 
into a systematic, multi-year program to improve evaluation as a tool 
for management. A systematic program to, improve evaluations in AID is 
flow charted in Exhibit V-l. The program is to introduce an important 
improvement for field use each year, based on p,rior research and develop
ment, and followed by decentralized use in USAID missions. An evaluatio,n', 
conference (or series of conferences such as those of FY1970 anq FY197l)' 
would be used to introduce each "new initiative" to Mission Evaluation 

,""ff;cers. The conference of the follm-'inc; "ear \,;ot.,ld be the next used' -, , 

Lo introduce improvement and also to systematically obtain feedback frqm, 
Mission Evaluation Officers about their year of exp~rience with 'the 
initiative of the preceding year. This approach would make every con-' , 
ference a genuine dialogue; USAID part~cipants would share their exper-
i ences with the rest of the eva 1 uati on community and at the same, confe,r- . 
ence each would receive new stimulation for evaluation in his own Mission. 
Once Initiative #1 has been field-tested for a year, and that fi'eld ex':' 
perience collected at Conference #2, the experience should be analyzed, 
including improvements in theory and practical experience using it, and 
written up for widespread distribution to consolidate the advance in , 
"evaluation science". This pattern of systematic introduction of improved 
practices would r,esult in an annual cycle of conferences, a'n annual cycle 
of publications consolidating each important improvement, and an annual 
cycle of initiating research and development activities 'to prepare for 
the new initiative of the following year. 

If the proposed model for AID/W-supported evaluation improvements is 
accepted, the evaluation community is at least half a year behind 
schedule on selecting an "organizing theme" for FY1972. In order to 
help crystalize AID/W thinking, "The Use of Evidence and Alternatives in 
Evaluation" is suggested as a possible "organizing theme" for AID/W 

efforts to improve evaluation for FY1972. Why? 
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EXHIBIT V-l 

A SYSTEMATIC MULTI-YEAR AID/W SUPPORTED PROGRAM TO 
IMPROVE EVALUATION IN AID . 

I , 
I FY 1972 FY 1973 FY 1970 FY 1971 

Initiative #1 = the Logical Framework and the PES process. 
Initiative #2 =A possible topic is "The Use of Evidence and Alternatives in Evaluation") 
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"The Use of Evidence in Evaluation" without considering alternatives 
would embrace a v~riety of important problems. MEOs need practical 
guidance on "how to get appropriate evidence at an acceptable cost" and 
"how far to go" in developing rigorous evidence. Focusing attention on 
the use of evidence will help USAID managers after they have articulated 
the intended results of their projects in column one of a Logical Frame
work. The PES process requires "objectively verifiable" evidence for 
planning and evaluation but it is often not clear what kind of evidence 
is appropriate and necessary for management of different kinds of projects. 
How can data collection be made easier, cheaper, and more fruitful? 
(e.g., practical guidance on good evaluation designs, sampling, oase-
line data, and control groups). What evidence must be available for good 
management decisions later in the project? e.g., In a pilot project, what 
evidence must be available for management to' decide if additional re
sources are justified? Help is needed for making time phased work plans, 
building in option points, avoiding collection of data with marginal value, 
and ensuring availability of crucial information about high risk issues. 
Help is needed for objective verification of "quality standards" and 
"measures of institutional maturity". 

"The Use 'of Alternatives in Evaluation" also deserves attention in FY1972. 
Proper use of the PES process and the Logical Framework should yield 
an internally consistent project design that clearly describes the intent, 
expectations, etc. of the project team. 
not ensure the current strategy is more 
to the same goal or'project purpose. 

But internal consi s·tency does 
efficient than alternative approaches 

The Logical Framework can be used to encourage thinking about alternatives 
to the current strategy by emphasizing that the results expected at each 
level of the Logical Framework could be produced by an alternative 
approach at the next lower level. However, this use of the Logical 
Framework has riot been emphasized in Mission installations nor in AID/W. 
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AID evaluation officers need guidance on how to broaden the perspective 
of a project team. Which alternatives are worth developing? What depth 
of analysis is good enough? How much time and money should go to exam
ining alternatives? What is the best way to handle alternatives that 
the project team considers threatening? What support from AIDjW will be 
desired by USAIDs? What should AIDjW do on its own initiative to en
courage or ensure consideration of important alternatives? 

There,are no easy pre-packaged answers for practical approaches to "The 
Use of Evidence and Alternatives in Evaluation of AID-Supported Activities:" 
It will be necessary to be experimental and pragmatic approaching the 
problem--culling existing material from the evaluation literature, form
ulating practical approaches, testing them, and drawing appropriate con
clusions for widespread use. 

The long lead item for AIDjW is to agree upon an organizing theme 

for FY1972. If "The Use of Evidence and Alternatives in Evaluation" 
were selected as the new initiative for FY1972, work should begin im
mediately to develop intellectual concepts, practical approaches, 
and evidence of usefulness that are worthy of presentation to Mission' 

Evaluation Officers in the FY1972 conferences. It may be necessary this year to 
offer material that is "more tentative" than is desirable because of 
on the short time for preparation of fresh material. An "organizing 
theme" for FY1973 should be selected by spring of 1972 and R&D 
work started promptly. Even if FY1972 conferences are scheduled as late 
as November and December of 1971, preparation should begin not later 

than August, 1971. 
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Significant effort should go to improving evaluation of AID-supported 
activities other than non-capital projects. In FY1970 twenty-eight per
cent of AID commitments went for Technical Assistance projects, eighteen 
percent for capital assistance projects, forty-four percent for non-project 
assistance, and the remaining ten percent was distributed among many 
sma 11 items. * 

Wherever there are major expenditures; there is a prima facie case that 
those expenditures should result in important development impact, with 
evidence documenting the impact. That is, managers should plan and 
evaluate based on the expected impact, what we can do to bring it about, 
outside conditions necessary to achieve the impact, and our confidence 
that all the necessary conditions will be fulfilled. To the extent 
feasible, evidence should be produced to document that the AID-supported 
activi,ty did bring about the expected results. When this information 
is not available to management, the evaluation community should presume 

that systematic evaluation can be useful to management and analyze what 
practical benefits might be forthcoming from improved evaluation. 

The AID eva 1 uati on community shoul,d analyze the need for improvements in 
evaluation of: 

e Capital assistance projects; 
• Program assistance; 

, , 

*All estimates arelbased on FY1970 AID commitments as reported in Operations 
Re ort - Data as of June 30, 1970, A enc for International Develo ment 
FY'70 Office of Statistics and Reports, Bureau for Program and Policy 
Coordination) June, 1971, p. 27ff. 
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• Sector loans; 
• Washington based projects; 
• Assistance through international organizations 

and other intermediaries; 

• AID-supported research; 

• Disaster relief and_other humanitarian assistance; 

• Voluntary agency programs; 

., Private enterprise assistance; 

• Food for Peace pro'grams; and 

• Other categories of development assistance that might 
benefit from systematic analysis and use of evidence 
about past experience to facilitate replanning and 
management improvement. 

The' Project Evaluation System described in this report has been used to 
a"iiinited extent to evaluate other kinds of assistance. Evaluated in 
the course of the Mission installations were one Title II Food-for-Peace 
project, one capital assistance project (loans for agricultural production), 
ll'mixed capital/non-capital projects, and several complex programs com-

'posed of more than a single project. The Technical Assistance Bureau is 
currently using the PES concepts and process to analyze approximately 
240 projects for General Technical Services, Research, and 2ll(d) 
Institutional Grants. Several Missions indicated their intent to use 

PES for capital projects and sector programs even though they were not 
required to do so. These limited applications of PES may be helpful 
data points for identifying where PES has transfer value and where 

another evaluation a~~rcach ;s more a~"ro:riate. 

Activity Ten 

PES concepts, including the Logical Framework were expected to result in 
important related management improvements. Several examples of potential 
transfer value that merit testing are the following: 
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(a) ~ROP's: The Logical Framework has alreaay been incorporated 
1nto the PROP for improving project funding decisions. The eval
uati?n community ~hould prov-ide continued support since im
prov1ng the PROP 1S valuable for its' own sake and because it 
reinforces the relevance of PES. 

(b) Contracting: Contracting by AID could be modified to exploit 
PES concepts: the potentially fruitful concepts that should be 
explored and tested on an experimental basis for AID contracts 
include the distinction between the manageable interest and 
development hypotheses, the emphasis on impact and objectively 
verifiable evidence of that impact, and the approach of "man
aging managers" by controll ing at the purpose level rather than 
simply auditing for compliance. 

(c) 

(d) 

It should be recognized that AID agreements with host govern
ments via ProAgs are contracts with important similarities to 
contracts with universities, intermediary organizations, 
participating agencies, and private enterprises. 

Non-contractual Coordination of AID Activities with' Other 
Donors, Host Governments and Other U.S. Agencies: AID has 
a variety of non-contractual relationships in which it depends 
on other parties to supply ingredients necessary fqr the AID 
projects to have impact. U.S. foreign policy now emphasizes 
increasing use of multi-lateral agencies, host governments and 
intermediaries to set strategy and fulfill increasing respon
sibilities for assistance to developing countries. These' 
developments increase the importance of effective coordina
tion of AID efforts with those of other parties. PES concepts, 
including the Logical Framework, are likely to be particularly 
useful for coordination of several donors or organizations in 
a single program that is well managed. Relevant PES concepts 
include: making explicit the purpose of project activities 
and how each project fits into a larger program, and the extent 
to which individual projects are dependent on other actions 
by the host government. 

Time Phased Work Plans: "Terminal conditions" were emphasized 
in the project eva 1 uati ons cf FY197l although "interim targets" 
and "time phased work plans" were developed in many cases. At 
least one mission was eager for additional assistance in using 
the PES concepts to improve project management and was dis
appointed that there was no pre-packaged product available. 
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The evaluation community can help managers develop meaningful interim 
targets for evaluation; this work would yield as an important by
product time-phased work plans that would faciJitate good man
agement during the implementation stage. 

Activity Eleven - Eva·luation Bearin "Bi 'oer Issues" 
Related comments are in Sections III-B.g·and IV-B.2.) 

,Managers in AID/Wand USAID Missions have commented that clarifying 
project designs was revealing the need for better planning, evaluation 
and replanning at the sector level and above. The Proje~t Evaluation 
System has improved management of development activities by beginning at 
the lowest level of management (the PI'oject Manager) and reaching up to 

relate these projects to sector programs, country programs, regional 
bureau programs, and agency-wide plans. The .evaluation community should 
consider how to make evaluation directly useful to tne problems that 
concern managers at higher levels. The evaluation communUy should presume 
that analytical rigor and use of evidence will yield even greater benefits 
when used for lObi gger problems". As a mi nimum, there shoul d be exploratory 
efforts to use evaluation on "bigger problems" in addition to continued 
evaluation work at the project level. Several possible exploratory 

efforts are outlined below. 

Sector Level 

(1) The FY197l eXPerience of the Latin America Bureau with 
sector evaluations can be regarded as an exploratory effort 
that should be analyzed for the benefit of 'the entire 
Agency. 

(2) An important sectoral program should be analyzed using the 
GPOI.Approach to clarify the ~ogram design and evaluate 
progress toward achieving an important program goal. 
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Country Programs 

Exploratory effort in evaluation at the country level should be made in 
circumstances where it will be welcomed by Mission management. Perhaps 
important changes are being considered and the effectiveness of foreign 
assistance is an important factor in forthcoming decisions; that is, the 
decision is not a foregone conclusion because of foreign policy, political, 
or military considerations. 

Bureau- and Agency-Wide Planning 
U.S. foreign assistance, to developing nations may be' reorganized soon 
to better assess the effectiveness of our aid for development, humanitarian, 
and supporting assistance objectives. Exploratory efforts should ,be di
rected to evaluating selected current activities with respect to humani
tarian an~ supporting assistance objectives. What lessons are to be 
learned from our past efforts with humanitarian assistance? Since' 
,the need for humanitari an assi stance typi ca 11y ari ses without war'n"i ng 
and requ~res quick response, to what extent can we anticipate what wi'll 
be needed? What can be realistically expected as results of humanitarian 
efforts? ,How are U.S. national interests served by "supportin'g assistance" 
activities? Can evidence of effectiveness be built into planning, and 
evaluation of activities with political objectives? 

Issues Relevant,to Transition Planning 

(1) Effectiveness of foreign assistance without USAID 
Missions. How effective have AID-supported activities 
been in countries without USAID missions? AID has ex
perience that could provide analysis and evidence for 
po 1 i cymakers . 

(2) Analyze use of evaluation for feedback about assistance 
through intermediary organizations. It has been recom-
mended that more U.S. assistance be channeled through multi
lateral organizations but the U.S. Congress is concerned about 
losing control over this assistance. Multi-lateral organiza
tions are jealous of their autonomy and resist detailed manage
ment by the United States Government. To what extent can 
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evaluation be used to respond to the legitimate concerns of the 
u.s. Congress about effectiveness and good management-by multi'
lateral organizations without offending the sensitivities of the 
multi -1 atera 1 organi zati ons? Perhaps it would appea-r reason~ 
ab 1 e and suffi ci ent to both parti es for the multi -1 a.tera,l 
organizations to develop an effective evaluation system with 
r.eports to all members of the organization (including the USA) 
on the impact of its programs compared to the original results 
expected? 

The AID evaluation community might assess the feasibility 
of such an approach together with one multi -1 atera 1 organi za.
tion or other intermediary. Developing evidence and analysis 
about specific programs of the multi-lateral organization would 
provi de experi ence to gui de pol i cymakers in the U.S. govern-· 
ment and also in the multi-lateral organizations. 

Acttvity Twelve - Evaluation of Classes of Projects 
(Related comments are in Section III-B.7.) 

A fresh- start is justified today on classifying development activities 
systematically and producing useful indicators for evaluation and planning. 
Evaluation activities in FY1971 have generated a new body of information 
that has unusual claim to validity (accurately reflecting the Mission's 
perception of projects), relevance, and appropriateness for testing 
developmental hypotheses. Testing of causal relationships within classes 
of development projects probably will prove unfruitful until USAID 
managers understand that better use of evidence and alternatives will 
improve their projects and that there are important lessons to be learned 
from experience elsewhere. A more modest but useful way to start is to 
group projects into neaningful classes and identify indicators or clusters 
of indicators that _will be useful for planning, managing, and eva'luating 
such projects. 
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The issue for AID today is the usefulness and feasibility of comparative 
evaluations now. Some AID managers have been skeptical about the feasi
bility of one mission manager learning much that is useful to him,from 
evaluating experience in other missions. On the other hand, at least 
one experienced,manager visualizes great potential value in a· master 
file of project designs and evaluations. that could be used by other pro
ject designers, evaluators, and reviewers for planning and evaluation. 

A~ appropriate initial objective would be to provide MEOs with Logjcal 
Frameworks from different classes of projects that would· be helpful in 
many Missions. The PES, using GPOI analysis, facilitates the use of 
similar. measures and the same methodology for comparative evaluat.ions. 
The first step to comparative analyses would be grouping pr.ojects- together 
into classes that can benefit from shared experience and examining pro
ject designs, the planning and evaluation indicators, and the assumptions. 

At that stage it will be possible to judge the potential benefits and 
costs from comparative analyses of projects in different places dealing 
with the same problem, e.g., acceptance of family planning p.ractices in 

urban areas, or increasing adult literacy in rural areas. 

C. AN ACTIVITY TO IMPROVE EVALUATION OUTSIDE AS WELL 
AS INSIDE AID 

Activity Thirteen - Nurture an Evaluation Community Outside of AID 
(Related comments are in Sections II-B.ll and III-B.13.) 

The long range objective of the AID evaluation community should be to 
ensure that advances in evaluation within AID will endure even if AID 
is reorganized. The appropriate activity for AID is to nurture an expanded 
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evaluation community including representatives of host and multi-lateral 
organizations involved in development programs in' the developing countries. 

, Specifically, the multi-lateral organizations, foundations, and groups 
from the LOCs with responsibilities 'for managing development activ'ities 
could pr.ofit from AID experience in evaluation. It would be presumptuous 

to assume AID has nothing to learn about evaluation from these organizations. 
Everyone would benefit from collaboration. 

The plans for reorganization of foreign assistance emphasize coordination 
of .U'.S. assistance with multi-lateral organizations and host governments 
as well as ,intermediary bodies, granting institutions, PASAs. The 
emphasis in foreign assistance will be unification by a "programmatic 

control" '-'a common understanding of objectives, instead of a'burdensome 
hierarch~cal structure. Such an understanding would be promoted by' using 

PES concepts and systematic evaluation'if AID's evaluation approach were 
fami'l i ar to the other organi zations too. 

AID activities to create a larger evaluation community can be made 'at 
various levels of effort: 

• The lowest level of effort is to invite host country and other 
donor representatives to discuss evaluation of projects and 
programs of mutual interest. This might involve opening some 
AID evaluations and conferences to outsiders. 

• Joint planning and evaluation exercises using the Logical 
Framework approach, or at least testing it, could start useful 
dialogues. 

• AID could provide LDC governments technical assistance in 
eva 1 uati on and re 1 ate'd management ski 11 s. 

• An evaluation conference separate from the sessions for Mission 
Evaluation Officers could be used to coordinate evaluation 
activities of donor organizations and LDC governments. 

• Creating a specialized Development Evaluation Institute to 
serve organizations managing LDC development activities would 
"institutionalize" advances in evaluation. A Development 
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Evaluation Institute, if created, probably should be an inde
pendent organization that can serve any or all AID successor 
organizations, coordinating their evaluation activities but 
responding to their individual needs. It might also serve multi
lateral organizations and LDC governments as a professional organ
ization separate from the United States Government. There is 
ample precedent for governments to use independent organizations 
such as the Brookings Institution, the RAND Corporation, and the 
Urban Institute for disinterested analysis of public policy 
problems. 

The cost to the United States Government of creating a Develop
ment Evaluation Institute probably would be modest indeed. Little 
would be required beyond (i) a study to define an appropriate ob
jective and structure for the institution, (ii) creating a de
mand for its services through contracts for evaluation services, 
and (iii) ensuring good management of the organization. Nurturing 
a Development Evaluation Institute would create an intermediary 
organization outside of the United States Government dedicated 
specifically to performing services needed for well managed assis
tance to developing countries. The institution might'serve a use
ful role in coordinating complex programs and providing disinter
ested feedback to all parties about progress in development pro
grams; it might also ameliorate the problems of channeling U.S. 
funds through multi-national organizations. 

The first step would be for AID/W to commission a study of the 
feasibility of a Development Evaluation Institute. 

Practical Concepts Incorporated 



CHAPTER VI 
RECOMMENDED ACTIONS 

Chapter Six presents a strategy for .evaluation activities in FY'72. 
Section A makes explicit important assumptions and judgments about the 
future for evaluation of U.S. foreign assistance. Section B summarizes 
three alternative strategies. Section C presents PCI's recommended . 

strategy for improving evaluation. 

A. ASSUMPTIONS AND JUDGMENTS ABOUT EVALUATION OF 
ASSISTANCE TO DEVELOPING COUNTRIES 

Recommendations for the AID evaluation community are necessarily influ
enced by assumptions and judgments made about the future .for 'evaluation 

. . 
of U.S. foreign assistance. The following assumptions are made ,explicit 
because of their bearing on the recommendations that follow: 

1. U.S. foreign policy will continue to include foreign 
assistance to LDC's; 

2. There will be continued emphasis and good management 
and evaluation; 

3. Reorganization of AID should be expected but probably 
not until 1973 or later and not necessarily in the 
form recommended by the Peterson Committee; 

4. Bilateral non-capital projects will continue to be 
an important component of U.S. foreign assistance 
but other kinds of assistance will continue to re
ceive more funds; 

5. AID's Project Evaluation System already has proved 
useful to managers in Missions and AID/W. However, 
evaluation could be more useful to high level managers 
in Missions and AID/W if it related 'directly to prob
lems they consider more important than management of 
individual non-capital projects. 
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B. ALTERNATIVE STRATEGIES FOR THE AID EVALUATION COMMUNITY 

Three alternative strategies should be considered by the AID evaluation 
community in FY'72: 

1. A Holding Pattern - Support activities to consolidate 
PES but no ~ initiatives until the proposed reorgani
zation and its implications for evaluation are clarified. 
Activities 1-7 are appropriate for Strategy 1. 

2. Proceed Assuming Continuity - Start new initiatives that 
would be appropriate without a reorganization, antlci
pating delays in reorganization and similarity of future 
evaluation needs to present needs. Activities 1-12 are 
appropriate for Strategy 2. 

3. -Anticipate Changes Caused by Reorganization - Start new 
initiatives now to prepare for foreseeable eva,uatlon 
needs during and after transition to a reorganized 
foreign aid program. Activities 1-13 are appropriate 
for Strategy 3. 

These three strategies differ in the 'eve-' of effort for new initiatives 

to improve evaluation in FY1972. Strategy number one, the "holding pattern" 
strategy, would suggest supporting a minimum program to consolidate the 
present PES system, that is, activities one through seven: 

1. Follow-up Visits to USAID's 

a. Collect evidence of PES institutionalization. 
(Purpose Level); 

b. Collect evidence of improvement in project plans and per
. formance (Goal Leve 1) ; 

c. Problems and opportunities to be dealt with in FY1972 with 
help needed from AID/W. 
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2. Perfect PES Concepts and Process and Update Materials 

a. Refinement of Concepts; 

'b. How to prepare a Logi ca·l Framework.; 

c,. G}ossary; 

d. Improved i nstructi on materials,. worksheets. forms. 

3. Extend Train~ng to P.eople Not Adequately Trained in Fy'71 

a. USAID 

.b .ATD/W 

4.. A-J,D/.W. Support ,for MEOs 

.a. Efficient feedback on recent improvements in 
evaluation; 

b. A pool 'of in-house and contractor advisors; 

c. Recrujtment and' placement of MEOs. 

5. Ensure Appropri.ate ·Use of Evaluation Data by AID/W 

·Dev.e1op criteria • .standards. and information to 

guide REO's, 'DP officers, desks, and ,evaluation community. 

6. 'Gui·dance for Mi ss';.on .oi rectors (and 
:on .Getti.ng -Benefits from Eva uat·ion 

makers) 

Trai'ni'i1g cri ented to mana:;e~ent L:sers of eva 1 uati on data. 

7. Train MEOs to Improve Their Prefessional Skills , 

T:rain.ing .f0r new MEO's at pre-session before 

evaluation conference or substitute. 
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Strategy number two, the "Proceed Assuming Continuity" strategy, suggests 
a more ambitious evaluation program including five additional activities 
to improve management of AID-supported development ?ssistance. 

8. A Systematic Multi -Year. AID/W-Supported Program to Impr9ye 
Evaluation in AID 

a. AID/W supports improvements focused on an "organizing 
theme" each year: a cycle of R&D, evaluation conference 
for field introduction, field testing, feedback, and con
solidation of progress. (See Figure V-'l). 

b. Proposec;l Organi zi ng Theme for FY1972: "The Use of Evi dence 
and Alternatives in Evaluation". 

9. Analyze and Improve Evaluation of Other Kinds of 
AID-Supported Development Assistance 

Analyze the need for improvements in evaluation of: 
capital assistance projects, program assistance, 
sector loans, Washington based projects, assis
tance through international organizations and' 
other intermediaries, AID supported research, 
disaster relief and other humanitarian assistance; 
voluntary agency programs, private enterprise 
assistance, and Food for Peace Programs. 

10. Management Improvements Exploiting Concepts 
from the Project Evaluation System 

a. 
b. 

PROP's; 
Contracting; 

c. Coordination with other donors, host 
governments, and other U.S. Agencies; 

d. / Time-phased work plans. 

Practical Concepts Incorporated 

: 



n.· Evaluation Bearing on "Bigger Issues." 

Examele.No._ 1 - Evaluate a Complex Sector program 
consls·tlng of more than one project. 

Example No: 2 - For transi"tton plannjng,. evalu
~~e effec~lven~ss of AID-supported activities 

countn es· \~l thout USAID Mi s's ions; 

Example No.3 - Analyze use of eva 1 uati on for 
feedback about as-si'stance through i ntermedi ary 
organi zati.ons. 

12.' Evalua.tion of "Classes of Projects" 

a. Develop' on an experimental basts, criteria, 
standards, and informati.on useful to project· 
designers and evaluators. 

VI-5 

Strategy ·numbev 13, the' ·strategy of "Anti ci'pati ng Changes caused by Reor-. 

gan,;zil'.tion", suggests adding Activity 13 to the previous list. 

13.. Nurture' an Eva·l'uation. Community Outsi de of AIO 

a. Invite .outsiders to discuss evaluations of common 
interest .. Share AID advances in evaluation with 
outsiders .-

b. Joint planning and evaluati'on; 

c. Techn~cal assistance to LOC government in evalu
ati'on-; 

d. Separate evaluation conference for host and other 
donor representatives; 

e. Study the feasibility of a Development Evaluation 
In"titute for LOC development activities. 
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C. THE RECOMMENDED STRATEGY FOR IMPROVING EVALUATION 

The potential benefits of implementing a strategy should be weighed 
against the risks implicit in failing to implement the strategy'as 

well as the cost of implementation. 

Strategy 1: The potential benefit from consolidation of PES without new 
initiatives is completed institutionalization of PES.' Provi'siori is made 
for diagnosis of shortfalls (foJlow-up visits) and strengthening 'the areas 
of possible vulnerability (refine PES concepts and materials; additional 
guidance to PES users including MEOs, USAID managers, Mission Directors 

'and AID/W). 

The cost (in addition to the time and expenses' of the AID'evaluation staff) 
to implement strategy one is estimated at $lOO,OOO,to $200,000.* The 
variation depends on the extent of training,with the low estimate including 
FY 1972 Evaluation Conferences that only aspire to consclidate PES. 

The risk implicit in failing to consolidate PES is a gradual degradation 

of PES concepts and process. , There is a momentum that wi 11 carry PES 
through FY 1972 in most Missions and use of the Logical Framework for pro
ject desi·gn is probably already secure., The,risks are that concepts would 
be corrupted over time, trained people would be replaced by untrained, 
and failure to remedy flaws as they appeared would discredit PES as a 
Mission-useful management tool. 

Strategy 2: The potential benefit from additional .activities to improve 
evaluation in AID is increasing the relevance, and the'refore the use, of 
evaluation to improve management at all levels. The propose~ activities 
would: improve PES through improved use of evidence and alternatives; 
analyze how to improve evaluation of other kinds of assistance where PES 
is not used; exploit PES concepts for PROPs (project funding decisions), 
contracting, coordination, and time phased work plans; direct evaluation 
effort to management of sector programs and agency -, ssues; il~d ~se eva I ua
tion data to analyze classes of projects. 

* Based on contractor and personal services assistance of up to six man-years. 
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The additional cost (in addition to the time and expenses of the AID 

eva·luation community) to implement'stra'tegy two is estimated at 

. $250,000. This estimate includes significant investment in fresh 

·materi.al for FY 1972 eva'luation'coriferences, plus defining and test

,ing i"nnovations in contracting, program evaluation,. capital project 

e:va~ uation, and eva 1 uati on of "cl asses of projects." 

The risk implicit in' 'failing to implement the additional activities in 

'strat~gy two is an opportunity loss. The AID evaluation community has 

demonstra.ted that· non.,capi,tal projects can be managed better because of 

PES. 'The' concepts. appear appl i cab·l e to other important management 

prob·l ems. 

The bi gges.t .po.tent~ a 1 payoff pl10bably is i ncr.eased effect·i veness of 

AID~supported activities. The risk is losing' the opportunity for . 

promising .management improvements. 

Strategy Thl?ee·- The.b.enefit·from nurturing an evaluation community 

outs,ide AID ~s supporting U.S.-foreign policy to increase foreign aid 

·to LDes channeled through multi-lateral organjzations, intermediaries, 

.etc. .Congress traditj ona lly is loath to give. up control over forei gn 

a~ d. 'Effective eva luati on systems may be an essential i ngredi ent for 

.satisfying Congress that for.eignaid to LOCs is ·well managed and sub

stantjal support shou~d.contjnue. 

Tbe. addi.tional cost of strategy"three activities (in addition to the 

.time and ·expenses of the AID'evaluation community) is estimated at 

'$30,;000 to $a.OO.,OqO. The low estimate ·would include studying the 

';feasibility of ,an .i,ndependent Development Evaluation Institute. The 

high estimate wouJd inc]ude a major col.laborative effort between AID 

and.a multi-lateral' organization such.as the OAS. 

'The worst risk'implied'by failure to implement strategy three activities 

,is that funding for L08's in future years would be jeopardized by Congress' 

.lack of confidence that development assistance is being effectively and 

"effi ci·ently util i zed. 
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PCI recommends that AID adopt strategy three -, "Anticipating changes caused 

by Reorganization". This strategy is consistent with the' assumptions in 

Section A. PES has been a breakthrough in improved management practices. 

There are important additional benefits to be reaped from additional in

vestments in evaluation. PCI recommends that AID support all 13 activi

ties described above. As a minimum, activities one to seven must be under: 

taken to consol i date the present PES system. Activiti es 8 through '12 ,are' 

new initiatives to broaden and deepen the benefits of evaJuation with, AID. ' 

Acti vity 13 extends beyond AID by consci ously nurturi ng, a 1 arger, eva 1 uati on 

community outside AID. All the proposed improvements in evaluation can, 

be started in the first half of FY1972. Time-urgent activities are follow

up visits (Activity #1) and identifying an organizing theme or "new initia

tive" for FY1972 (Activity #8). Activity 8 requires a'lorig-tim'e interval 

to provide reasonable assurance that the new initiative can be 'funy de

fined; Activity #1 should be started to ensure completion, before 'evalua'- ' 

tion conferences and other activities are launched. 

The time and cost cons,traints of this contract preclude development o'f 

detailed plans for activities in FY1972. However, detailed plans can 

and should be prepared early in FYl972. 
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APPENDIX A 

SUMMARY OF QUESTIONNAIRE- FOR PARTICIPANTS IN 
THE ASUNCION EVALUATION CONFERENCE 

AND 
RESPONSES FROM PARTICIPANTS IN CLUSTER TRAINING 

IN BANGKOK AND ADDIS ABABA 
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APPENDIX A 
SUt1t1ARY OF 

QUESTIONNAIRE FOR PARTICIPANTS 

IN THE 

ASUNCION EVALUATION CONFERENCE 

November 18 - 20, 1970 

(20 Questionnaires Completed) 

A-l 

1) Overall rating of usefulness of the evaluation syste~l fo~_ur 
Mission: 

No. of 
Responses : 

1 

'. -

tO~ 
2 -

I I -

2) Usefulness of 
• Specific Tools: 

GPO I 
Logical Framework 

Matrix 
Worksheets - Part I 
Worksheets - Part II 
Mission Evaluation 

Review 
PAR Report 
Other (specify) 
General Exercise 

SATISF/iCTOBl 
3 4 5 

- 2 7 

As thl'v are now 
Poor O. K. Excellent 

- 7 11 

1 6 10 
5 11 2 

3 12 -
1 7 10 

1 9 6 

1 
. 

-.--~.--EXCELLENT ~OT R~lE 

p- I 
--.-

6 2 . '3 

ifurthe~;~@fi neinent 
Poor O. K.! Exce 11 

- 1 5 

- 1 1 

- 3+? 3 

- 5 2 

- 2 2 
1 2 3 

,-"-&<--- .. ~-J 
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3) Hhat were the most useful aspects of tile Conference? 

. Hor~shops 

. 4) What ~Iere the 1.:.@st u~ful? 

Lectures 
Lack of time for reildi'lg niaterials 

. pri or to workshops, etc. 
Req~irement for rating projects 
numerically' '.' 
Workshops too short 

5) . Overall rati n9 of conference success': 

EqQR SATISFA CTORY EXCELLENT -----
1 2 3 4'. . §. §. I 

S0l cr; I.c'l 
Ep~p..(!!~;, S'·' 

15 

9 

3 

1 

2 

NOT R,YI L:J ----- .-

,-, ----- - ----1--- ----- --------. 
No. of 
Responses - 1 1 3 6 5 2 2 

6)' ~_l'..c2!:LCo.nfi ~~nt ~_..E..~! others ft.om your Mi ss 19.!!.. can i,[lstall. 
~lIe system at.1Q.l:!t.:.:l:lli! s10.l11. . Yes No ? 

-- Without further assistance 5 7' 
-- Hith the planned week o/AID/H 

assistance 

~Iith other hel p requested 
below 

15 1 

2 

_1_ 

.7) What special help does your ~iission need to implement a "Mission 
useful" process? 

None (2), or not sure yet (5) 
1 Heek AID/~I Team visit 
Active support and prompt re
sponse ffom AID/W 
pel/AID 2 week visit (Brazil) 
Training Session at USAID for 
Project Nanagers 
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8) Might this system be usefully extended to: 

Program evaluation 

Sector and program 
loans 

Other project design 

Project development 

loan projects combining 
TA & capital project 
elements 

Wi th mod if i :-r---Ooii'T-· 
l-_~A=s:....!.i=-s _-II _____ "'ca"'t~i~o~n~ __ I __ ~nq~~._ 

g 

4 

1 

1 

8 

14 

1 

l+? 

1 

9) Recommende.d improvemeQ,ts in the ey_a 1 ua ti on system/appl-oach 
and other ~omments on the system or conference. Selecteq.Ji-'!1£..QE!.s-'!_S. 

More time required -- specifically for workshops. 4 

Perhaps forms which allow design of projects l'/ith 
multi-goals, purposes, etc. ? 

Eliminate Page 2 of PAR and suggest removal of 
numerical ratings. 2 

Basic information should be given out in advance 1 

Some factors requil'ing ratings in ~/Orksheets need 
refinement, e.g., "understanding of proj~ct purpose." 1 

~Iore emphasfs on role of MEO and tools and techniques 
required to keep evaluation from becoming defense/ 
offense exercises. 1 
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A-4 5U~lt~ARY OF QUESTIOHt-lI1IRc 

!.'::~'C'(:':SES FROM PARTICIPANTS IN CLUSTER TRAINING IN BANGKOK AND ADDIS ABABA 

(33 Bangkok; 26 Addis Ababa) 

1. Do .you understand the basic concept of the "Logical Framcw"rk" 
or GPOI. 

Yes 58 

No o 

Unsure __ .:-l---,~ 

2. How would you score the proposed evaluation system approach in 
respect to its potential usefulness as an evaluation tool'? 

Excellent 

Very good 

Good 

Abstained 1 

Fail: 

Poor 

Inadequate 

Bad 

, , 

n 

Comment if desired: --_ ... _- ------.----'---,,~,. 

~------------__:_c__---

." -------------.---.......:.---- _. __ .. -
3. Could you, with y,our current insight provide .the, training and 

support necessary to permit 'mission personnel to prop.erly· inplemer:t 
the Project Evaluation System as presented? " '. 

By yourself: 

Yes " No answer: _---'7-'-_~ 
No 

Unsure 

~ith some assistance 

Yes No answer: 15 

No 1 

Unsure 1 
Other: N/A 
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Briefly, what in your op1n1on is 
Evaluation System in its current 

f,.-5 
the major benefit of the Project 
form. 

See attached 

5. ~1hat in your op1n10n is the major shortcoming of the Program 
Evaluation System in its current form? 

~~e~d __________________________ . __________ . ______ _ 

6. Will mission personnel find the res~ltant PAR useful for their 
own purposes 

Yes 46 !.bs:a·i n>2d 1 -------
No 2 

Unsure 10 

7. Would you please compare the Project Evaluation process as proposed 
at this conference with what you understand missions currently do 
in order to meet previous_ PAR requirements in respect to the 
following considerations: 

* The utility of the process and report to the project 
manager 

more .. 0 ar.swer: I 

the same " 

less 0 

* The utility of the process and report to the mission 
evaluation officer. 

more ;.c answer: 11 -_._-----
the same 1:) 

--''"'---

less 0 ----
* The utility of the process and report tv the mission 

Director or ~is deputy 

more _ 41 i;o answer: 10 ----------
the same __ ~8~ __ 

less I} --"---
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o 
o 
:J 
o 
<t> 
"0 -'C/) 

:J 
o 
o .... 
"0 
o .... 
~ 

'<t> 
,0. 

SA 

1. 

2. 

3. 

4. 

5. 

6. 

Please rate the following concepts and instruments in respect to their anticipvtod usefulness in their current 
level of development 

GPO 1 .' I Excellent goed I poor 1 bed I Fe,l" cC:r1nents 3 ':tac~,oc' c~r, ~ ,- i t" se ~ 

I 
I 

4 x 4 logical 22 0" 1 , 
Exhi~it )j I ~ 

framework 
matrix 

Work sheets 
Part i 3 i!·3 , c' ,v 0 

Work sheets 
I I 
I Part II 11 

f-
{5 r 

The mission I 
I 

evaluation I review 13 33 3 ,5 I 

PAR Report 1<1 41 1 I I t 
, 

2 

2 

3 

* Because of the mistake in the heading only five persons evaluated the GPOI. All rated it excellent.· 

> 
I 

'" 
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8 B If you rated any of this prcc.cding less than goad would you pi ease indicate your opinic.n 
of how much morc rcfillemcnt or development analysis v.ould be required to lOi~c the 
rating to a minimum score af good. . 

Minimal Moderate 

1. GPO 1 
I I I - ---

2 I 
--"---1 

2. 4 x 4 logical 
framework I I 
matrix 

3. Work sheets 
Part I I 4 . . , 

. 4. Work sheets 
Part II 3 2 Elim inate - - -

5. The mission 
" 

evaluation -.. 5 
re"lew 

I 

- f-._---

6. PAR, 
I 4 , -_. 

. . 
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Comments from cluster training questionnaires: 

question l: How would you score the proposed evaluation system in 
respect to its potential usefulness as an evaluation tool? 

"Logical steps will probably help technicians" 

"Reaction here might change after we actually do it in the 
mission." 

"If it can be sold to and communicated to Project Managers" 

Usefulness in regard to complex institution building projects has 
not, in my opinion, been demonstrated. There is also a bias 
toward quantitative measurements. I feel that some very 
important qualitative factors are going to be slighted, 
i nevitab ly. " 

"Time pressures require that process be something other 
than exhaustive, i.e., it must be relatively superficial. 
This is not bad in an action context." 

"I believe some greater attenti~m is needed to focus the 
efforts at evaluati'on on specific action proposals related 
back to the findings of the work ,sheets." 

"If properly used by mission management and AID/VI" - good." 

"The system as desi gned is excell ent. Usefulness depends 
on whether the resulting workload as required by AID/W 
to implement arid operate the system is such that missions 
will not or cannot implement the system as it should be to 
ga in the maxi mum benefi ts . " 

"If integrated into documentation (PROP) system and entire 
system does not generate unacceptably high time requirement 
so that paper-work detracts from time available to think 
and manage." 

"Difficult to make a judgement without more experience in 
using the system, but I suspect with use, my rating would 
move up to 'excellent' [his rating was 'very good']." 

"With the understanding that the few minor inconsistant 
or ambiguous 'bugs' are worked out [rated Excellent]." 

"The 'GPOI' does not exist for most projects. Its develop
ment will take time and requires processing of the initial 
evaluation and PAR over more than one year, given conflicting 
responsibilities and lack of time." 
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"Too project-limited -- Evaluation procedure should have 
sector and program aspects structured as integral part." 

"Believe experience essential for a firm opinion. Some
what uncertain -- in the context of purpose to goal. Pur
pose could be succeed ing but no longer relevant." [ab-
stained from scoring] - -

"But let us be realistic about the time the worksheets re
qui re and not 'ki d' ourselves about a four-page PAR." [very 
good] 

"Test wi 11 come in the burden of the evaluation pl an." 
[very good] 

"Let's -get to it!" [excellent] 

"I've got to translate what I've learned to our system 
implementation." [excellent] 
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Question 4: . Briefly, what in your ,opinion is the major benefit 
of the ProJect Evaluation system in its current form? 

"~pparent requirement to bring Mission director into the evaluaticn 
process. .' 

Puts'in easily ,identi·fiable form basic evaluation and planning concepl:. 
". 

Fairly simple. Mainly for USAID use. 

A more logical approach. 

Simplified and more specific 

Allows for once per year reclarification of thinking on all aspects 
of project, '. '. ' 

Develops a thinking process that' can be useful. 

·Encourages logical, coherent project design, stimulates thought on 
part of project managers and others. 

Good articulation of project design concepts and its intent to instruct 
concerned personnel (field and ??) in their use. 

Focus of attention on all aspects in a logical frame\~ork. 

Tends to force a proper evaluation to be done. 

'Comprehensive revi ew of project 

More precise measuring tool 
, 

Organizing one's thoughts about evaluation in a more useful manner 

Requires concerned officers to focus in a systematic way on current 
status of project. . 

It will introduce to project managers the logical thought processes 
required for good program planning, and take them through the process 
step by step. 

It makes the evaluation process action oriented and focuses everyone's 
attention involved in the evaluation process to the key elements of 
the project GPOIs. . 

Encourages systematic analysis 

Provides much improved and expanded conceptualization of project 
ingrediants and linkages. 

Pinpoints thinking on maj?r issues involved in project evaluation. 
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Improved communication among "initial mass" ~Iithin Mission; 
hopefully, host country, i.e., from Project ,Manager through D[irectJr]. 

Framework, specificity, timetable. 

It focuses your attention on fundamentals and induces you to rethinK 
the logic of the project. 

Disciplined approach for all to focus on. 

1t is a systematic approach which may be used as a tool or guide. 

"Mi ssion-useful "ori entati on. 

Simplicity and clearly defined terms. 

Raises fewer, but more meaningful questions. 

Provides a common basis for discussion and approaching evaluation. 

Provides systematic relationship between U.S. inputs and U.S. goals 
with periodic review in terms of specifics. 

Helps the MEO through worksheets and explanations to walk the PM 
through the process. 

Assists in providing guidance to project managers and other con
cerned Mission personnel to assure, that all ,important aspects of 
project performance are given consideration. 

A logical framework -- UNDERSTANDABLE and REASONABLE. 

Conception and framework. 

Shorter, more emphasis on GPOI. More useful to Mission. 

It focuses attention on important issues and systematizes evaluatio~. 

Clarifying the what and why of projects/programs. 

Provides concrete evidence as basis for continuing, re-directing or 
modifying, and/or terminating: 

Practical Concepts Incorporated 
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"To spur toe mission'into a logical project review and evaluation 
process on a constant basis, where little or nothing of meaning 
and significance novi exists (in most missions, anyvlaY). 

'Mi ssi on-useful' concept with simp 1 ifi ed reporti ng to AID/\·J 

Concentration on mission usefulness and project implementation 
improvement. " 

Provides mechanism for focusing on project issues with greater clarity 
and effi ci ency. " " 

-
It could contribute to improved project pl anning and management if 
it is integrated into the budget process without duplicating effort. 

Helps to foclls on major issues; helps to distinguish between 
verifiabl(l "facts" and" opinion." 

" Forces disparate elements of USAID to consider all aspects of project 
incl~ding goals, etc, and to rate their inter~relations. 

The evaluation hopefully is a formal expression of action steps, 
previously prossible, but not necessarily so. " 

Serves to focus new attention on evaluation as a process. 

Systematizes information and carries through logical steps. 

Quantifies clarified thinking. 

Focus, cost, record. 

Rigor. 

Straightjacket for planning. 

Clarifies steps, factions; systematizes evaluation thinking. 

More useful in relation to project and program managers. 

Focuses attention on "an important function. 

Unlformfty of term\'uniformity of method. 
_ ..I 

Structure[s] the exercise; force[s] you to relate to different parts. 

It separates output and input from Mission goals. 

Practical Concepts Incorporated 
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Question 5: What in your oplnlon is the major shortcoming of the 
Program Evaluation System in its current form? 

Additional workload for a continued reduction of field staff 

Demands on time. Perhaps a requirement that Mission Director 
suppress his authority and review session. 

Could be mis-used by mission management and AID/W to judge pr.oject 
'unfairly. Will add to workload of mission personnel - already 
over-burdened. 

The implied increase in workload to revise PROP's, PIP's, fill 
out all the worksheet forms at a time when mission staff is 
decreasing and just after we've essentially completed the first 
round of PROP's, PIP's, PAR's at considerable expense to good 
project management. 

Danger that it will become AID/W paper-work requirement increasing 
time required for documentation system. 

It is not a program but a project evaluation system. Not sure 
that the PAR form itself is a mission useful document for evalua
tion purposes. Major question is whether time demands of system 
are not increased over alter.nate form of satisfactory evaluation. 

No reliable estimate of time and ef.fort required nor of cost vs. 
benefit. 

Probably too laborious, but experience will indicate shortcuts. 

Overkill with recomended paper work (e.g.! worksheets, "matrix"). 

Too soon to tell. -- 5 

Many boxes and gradations of opinion are presented but somehow 
it doesn't fall into recommendations in summary., The sophistication 
of the worksheets is not easily translated to final recommendations. 

The worksheets should be refined more and shortened. 

Still too complex in form and refinement of judgements. 

It may prove to be cumbersome. 

Excessive, non-usable detail. 

Practical Concepts Incorporated 
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Its newness, particularly in the employment of new vocabulary. 

I get the impression that there is stiil considerable ma'rgin for 
"interpretation" of terms. Perhaps increased usage and familiar
ization will reduce this element. 

Terms inadequately defined. You put too much into "purpose." 

Insufficient focus. 

Insulting to intelligence of normally thoughtful person. 

Ability to determine effects of assumptions on project progress 
is more circumscribed than PCI presentation indicated. 

I do not think the 'short form' 
informative for AID/W purposes. 
bank'value) 

will prove to be sufficiently 
(less progress data, less, memory 

Too project-limited - evaluation procedure should have sector 
and program aspects structured as integral part; fails to take 
account ~f,collateral changes in other agencies; client groups, 
etc., which affect project success or failure. 

Country goals may change -- how to reconcile this with fixed 
goals of project. 

The jump' from project purpose to next highest goal is difficult 
to make. ' 

Might involve some duplication with program papers. Some arbitrary. 

There appears to be some duplication. 

Pnicticai' Concepts Incorporated 
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Provides no historical data. 

PCI revised forms provide a conceptual tool for greatly improving 
AID project-management. The concept of the Project evaluation 
system should be expanded to take into account other constraints 
that currently impair AID project management (quality and quantity 
of necessary staff). 

Lack of tie in to budget process. 

It is not a program evaluation system; it is a project system. 
Project must exist [referring to mistake in form]. It limits, 
unfortunately, the involvement of the host country. 

Its name -- planning not evaluation. 

Does not identify priorities, etc. 

Practical Concepts In.corporated 
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6. 
< ' 

Comments on PAR Report Useful to Mission Personnei? 

Note some' ambi'guiti es that effe~t ~lOrksheets. These rai sed in conference 
but not fully di scussed or resolved. ' 

If coordinated into documentation system, i.e., PAR'should be mod1fied 
to be the "PROP revision" or perhaps the nel'/ PROP format should integrate 
the new PAR. The new PAR standing alone' and extensive PROP revisions still 
being required so project alterations would result in duplicative and 
excessive' paperwork. " ' 

If viewed as an instrument to transmit the results of the evaluation to ft.I!l/',.[ 

O.K. as evidence of job done elseNhere. 

lacking in comprehensive picture of progress 

p'racti'ca'i Concepts lricorporated 
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Question 8A 

2. 4x4 logical Framework matrix 

Believe ~hree different versions appeared at conference. 

Believe mainly useful as conceptual diagrams; too little space for setting 
down full purposes and goals. , 

As check list instrument, not as required paperwork 

I have rated these not as "anticipated" usefulness, but as "possible" 
useful ness. There are sti 11 skepti cs \'Iho ~Ii 11 ba1 k and unfortunately 
I fee~ they ~1i11 not deri ve optimum useful ness from the process. Perhaps 
continual usage and assistance will eventually overcome this tendancy 
[this comment aimed at questions 1-6) 

He 1 p the parti ci pants in -systemi zing thei r analysis. 

Thi s shoul d represent a summary of Horksheets, part 1 for qui ck reference. 

3. Horksheets - Part 1 

As check list instrument, not as required paperwork 

Help'the participants in systemizing their analysis 

4. Worksheets, Part 11 

Some ambiguities in the headings which ought to be revised or clarified 
in instructions. 

As check list instrument, not as required paperwork' 

Requires high degree of understanding of program process by project manager. 

5. The Mission Evaluation Review 

Over formalized for a small mission. 

looks fine in concept 

Utility of the review depends upon how well it is conducted. 

Needed more time in Group I. 

Practical Concepts In,corporated 
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88 

The tools are good. Their real value'will depend on the analytical 
,judge)llent used in pre~aring them. 

Practical ,Conc:epts jncorporated 
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PCI DEBRIEFING SHEETS 
ON THE MISSION INSTALLATION PROCESS 

(33 Missions Counting Recife, Brazil as 
a Separate Mission Installation) 

1.1 General Identification Data 

___ ---,,---,... _______ Mi ssi on 
Country 

Project #1 
(title) 

.Project #2 ----r~~.-----.---
(title) 

Project #3 ___ ~_~.---___ -'-_ 
(title) 

13-1 

(no. ) 

(no. ) 

(no. ) 

1:2 Understanding of and support for PES by Mission Management Participants 
(Policymakers and MEOs). 
- - -

RATING OF UNDERSTANDING * RATING OF SUPPORT*-' 

1 2 3 4 5 NR 
1 2 3 4 5 NR 

USAID POLICYr~AKERS 7 30 51 25 18 5 2 10 35 43 42 -
mSSION EVALUATION 0 1 6 8 22 
OFFICERS 0 4 6 13 14 0 

- , 

*Scale for understanding: 1 = low understanding; 3 = able to discuss 
concepts appropriately; 5 = uses concepts appropriately and recognizes 
inappropriate use by others; NR = no rating due to inadequate information. 

**Scale for support: 1 = hostile to PES; 3 = accepts PES without enthusiasm; 
5 = embraces PES as useful to himself and/or for others; NR = no rating 
due to inadequate information. 

Practical Concepts Incorporated 
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1.3 Participants (by name and title) 

Understanding* support ** 
1 2 3 4 5 N/R 1 2 3 4 5 N/R 

1 \014213 003503 (PASA) 
(CONTRACTOR) 
(OTHER DONOR) 
(HOS"!' COUNTRY) 

21137711031971 

31201110000220 
1 

4' 300040 002140 
~ __ ~ __ ---L------~ 

*Rati'"O SCillc: 1 .. li':t1e knowledge; 3 = able tn di:;cus: cc>ncerts a!1~r(\rri"l-::cl.'; 
5 = able to use concepts appropriate and recognize inappropriate use 
by others; NR = inadequate information 

**Rating Scale: 1 = hostile to PES; 3 = accepts system without enthusiasm; 5 = embraces 
the system as useful to himself and/or others; NR = inadequate 

1.4 Installation Team Members 

(PC! ) 

(AID/W by N~me and'Title) 

1.5 Mi.ssion Receptiveness to Project Evaluation System (PES). 

1.5.1 Initial Attitude of Mission ,Senior Management 
toward PES? Comment (if necessary). 

11 16 
Skeptical Neu tra·l or Mi xed· 

, .~. '1 

6' 
. Favorable, 

" ' 

1.5.2 Attitude at End of Visit of Miss'ion Senior 'Management . 
toward PES? Comment (if necessary),' -. ' , , ' 

o 12 
Skeptical Neutral or Mixed Favorab 1 e 

Practical Concepts Incorporated 
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1.5.3 Mission Senior Management found it Useful for 
Improving Programming and Project Implementation? 
Comment (i f necessary l.. 

o 5 
No Mixed 

1.5.4 Mission Visit Indicates the Key Mission Staff 
Understand the Basic Concepts of PES. 

o 10 . 1 
No Mixed Yes No Info. 

1.5.5 Mission Receptiveness to the New PAR Compared 
to the 01 d. 

10 22 1 . 
No Mixed Yes No info. 

28 
Yes 

, , 

1.5.6 Are PAR's likely to accurately record Mission manage-
ment decisions about project progress an.d necessary changes? 
Comment (if necessary). 

13 19 1 
No ? Yes No info. 

Practical'''Concepts' Inco'rporated 
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1.6' Mission Insta'llation Visit Impact 

1..6.1 Was the Visit Necessary for Successful PES 
Institutionalization? 

o 33 
No Yes 

Was the Time Sufficient? 

8 23 o 
Too Little OK Too Much 

, 2 
No Info. 

1.6.2 Rate the Importance of the Mission Visit on strengthening 
.the Following Elements of the Mission's Evaluation System: 

He 1 pful Important 
a. Selling Director and/or 

other senior management c- 14 19 

b. Training NED 7 ,23 

c. Presenting concepts to 
staff 14 19 

d., "Outsi ders" (AID/H) par_ 
13 7 ticipation in evaluation 

e. Use of LF concepts in 
project design or de-
sign clarification 7 25 

, f. Extendi ng PES to' new 
areas (complex pro-
jects; capital pro-

7 7 jects; etc.) -

g. Mission Review ~ 14 14 

h. Helping Mission ~Iith 
9 9 immediate problem 

i. Other (specify) 
1 '3 -

Prac,tical,Concepts Incorporated 



20 
4 

25 

5 

30 
1 
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1.6.3' Did the Mission Visit Result in Someone at the'Mission 
Prepared to Manage a "Mission Useful" Evaluation Process? 

o 30 3 
No Yes ? 

Who? 

1.6.4 Will the Trained' MEO Remain at Least Six'Months 
After the Mission Visit? 

3 24 6 
No Yes ? 

r. 6. 5 What Percentage of Time will MEO have for 
Evaluation Activities? 

40 

2 

50 

6 

70 

1 

75 

1 

98 

1 

1.6.6 Is that Enough to do Good Evaluations 
on All Projects Every Year? 

1 12 
No ? 

100 
2 

Practical Concepts Incorporated 
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, 

1.6.7- What Problems Were Encountered in the Mission 
, Insta 1.1 ati on? . 

Problem 
Not 

Serious Serious' 

a. Top Management Resfsta'10e 10 7: 

b. Project Team Resistance I- J2 3 

c. Inadequate Time , Tn 4--

d. Projected Horkload for 
PES Implementation 18 3 

e. Inappropriateness of 'PES 
to Mission Needs 4 2 

f. Legitimate Competing 
Demands on Key People W -7 

g. Inadequate Preparation 
,by Visitors tl 1 

h. Inadequate Preparation, 
by Mission 11 11 

i. Other (specify) 
1 11 

" 

1.6.8 Serious Deficiencies revealed by Experience i.n this 
Mission in Process or Forms (and impr:.ovements sug., 
gested). (Comment (if necessary).) 

a. Worksheets 4 

b. PAR Form 8 

c. MED Role 2 

d. Projects to be Evaluated (Type & Fre- 7 
quency) 

e. AID/W RO'l e 
7 

f. Coordination with Other Documents 6 

g. Relevance in Transition Period 7 

Practical Concepts Incorporated 
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1.6.9 Has Everything Necessary for Su.ccessful Institution
alization in this Mission been Completed? 

10 11 12 
No ? Yes 

If not "yes", what more is necessary? 

Top management support uncertain. 10 

Trained MEO not assured. 4 

Stop Program Offi ce from "not invented here" 
changes. 1 

Energy! . Support! 1 , 
PES for capital projects needed for 

relevance. 3 

1.7 Regional Conferences Follow-up 

1.7.1 Did Evidence Indicate that Conference Participants 
Returned with: 

1.7.1.1 Sound Grasp of Basic Concepts 
and Process of PES? 

3 5 21 
No Mixed Yes 

4 
No Info. 

1.7.1.2 Detailed Understanding of Basic Concepts 
Concepts and Process of·PES? 

7 14 9 3 
No Mixed Yes No Info. 

Practical. Concepts- Incorporated 
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1 :~.1.'3Favorable Attitude Towili'd PES 

1 6 20 6 
No Mixed Yes No Info. 

1,7.2 Did Conference Result in Important Headstart 
before Mission Visit? Comment (if necessary on 
~ny of the below items). 

, . 

10 4 19 
No ? Yes 

1.7·2.1 Speed of Insta 11 ati onT 13' 17 
No Yes 

'" 
1. 7.2.2 Success of Install ation? 11 18 

No Yes -

No 

No 

1.7.3 Would the Mission Benefit from another Evaluation 
Conference in FY72? ' ,If ye?, what does this, Mission 
need from a Conference? 

7 26 
No ? Yes 

MEO opportunity to share problems and potential PES 
application. Tricks of the trade; gain polish; 
learn-advances in state-of-the-art from other 

Mi s s i on ins ta 11 a ti ons. " 19 

Gi ve MEO confi dence PES bri ngs value in 
, other Missions and can do so in his own Mission too. 5 

New skills. 2 

Senior management gain insight and understandirg 
of usefulness of PES. 2 

Practical Concepts Incorporated 
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1.8 Mission Visit Results 

" 

1.8.,1 AID/W Role in Evaluation 

Did the Mission Regard AID/W actions as useful , 
to the Mission? 

a. Changes in PAR Report 
Format 

b. Basic Project Design and, 
Evaluation Concepts 

c. Evaluation Gonferences 

d. ,- Miss'ion Instaliation 
, Visit 

e. Proposed change in PROP 
. to using Logi cal 

Framework 

f. Future Participation 
by AID/W in Evaluation 
of Mission Projects 

. 

I 

Practical Concepts. 'Inc'orporated-' 

-
No, 

, 

0 , " -
1 

: 
0 

-

0 

0 " -

3 

,-

? Yes 

! I 
9' 24 

; 

3' 29 
" 

'17, 16 
.. ,< 

. 
3 30 

. 

7 26 

22 8 
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1.8.2 What, if any, AID/W Help will this Mission Need to 
Sustain a Mission Useful Evaluation System? 

a. Training of MEO's and 
New Staff' , 

b. TDY Assistance in evalu
ation due to Workload 

c.'TDY Assistance in evalu
ation for Stimulation 

,from Outs i ders 
d. Feedback on how to 

Improve Evaluation 
e. Hel p ~Iith Project De

sign and PROP's 
"g. -Extending PES Concepts 

to ,Host or Other Donors 
- . 

h. Further Improvement of 
Forms and Instructions 

;-, Eva 1 uati on work Other 
than PAR· 

j. Other (Specify) 

None -

- 4 . ' 

12 , 

7 
. ' 

1 
r-

Ii 

8-

3 

10 

0 

AID/VI Vlould Be -
Hel pful Important llIn .1 ni'n 

, 

21 7 1 
,', -

14 2 5 
----

10 9 7 

' , 

23 8 1 
" 

1,7 " 
, 

8 2 

' 13 8 
.. 4 

-----

21 , 4 5 , - ---
. 

13 1 9 
... ------- _.-

a a 33 ,-

I , 

1 
J 

I 

I 

1.9 How strong was the "critical r,;ass" of su;;')ort for f'ES at the end of the 
Mission installation? 

1 = Change of a Key Person (people) essential 

3 = Support by present USAID people sufficiently widespread for 
institutionalization 

5 = Support is widespread and strong enough to endure despite loss 
of strongest PES advocate. 

TOTAL 

Rating 
5 
4 
3 
2 
1 

RESPONSES 
Number of Missions 

5 
9 

11 
8 
o 

33 

Practical C9ncepts Incorporated 
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PCI DEBRIEFING SHEET 
ON 

-PROJECT EVALUATIONS DURING MISSION INSTALLATIONS 
(64 Evaluations) 

'B-ll 

(This section of the form should be completed on each 
project'evaluated during M\ssion visit.' Get inputs from AIDjW 
partlclpants as necessary.) 

2.1 Basic Identification Data 

2.1.1 Title and Number (if possible) of project? ____ _ 

:." 

2.1.2 Sector or Operating'Division? _______ -'-__ _ 

2.1.3 Characteristics of Project: 

a. Mainly Institution,Building 
b. Mainly Direct Production 

-, , 

c.-Combination of a + b 
d. Other (specify) 
e. Subproject in bigger TA project 
f. Related to Capital Project by A'ID 
h. Important Decisions Pending , 

2.1.4 Importance of the Project in terms 
of current Mission Strategy. 

- , 

34 
10 
20 ' 

10 
6 

11 

15 

2.1.5 Participants in Project Evaluation at any time? 

" , 

PCI 56 
MEO 50 
AIDjW 46 

Program Offi ce ,--- Director 35 
Other 10 

Project Manager :;6 

Division Chief 44 

Practical, Qqncepts .I ncorporated 

, , 



0-1/2 11-1 
i 

8-12 

Contractor COP 

PASA 

'Host Country . 

. 'Other (specify) 

" 

2.2 Mission ir."/est;:;ent in insta11ati'on 'of PES' 

25 

14 

7 
" '. ',25 '~'. 

2.2.1 Evaluation by Projec~ Team: Time devoted to evaluation prior to 
:·rev.iew' (USAID personnel only) . ' .' 

Ma!1:-days. ..' 
No. of Eval
uations 

g. MEO time.(man-days) 

0 1/2 1 . 1 

13 8 2 1 

I 

1/2 ·2 

9 

,--.--.---~---

2 ·1/2' 
.' " 

3· 3 1/2 No Info. 

7 J7 5 2 
~- -- .. . 

1/21 4-4 1/2 15-5 1/2 i 6-6 
_._-.,------

1/2 2~~ 1/? 3 .. 3 9 .. 9 1/2/10-10 1 1/2'17-7 1/21 8-8 1/21 
i 

.. / 1 1 I 2. - .. ... -7 .... 2 ; 5 4 5 . I 6 I 6 , 2 ! 7 -. 

1 ~=~1/2il'~2' i 2 iii f3~ 13 1/2 ! 14-14 1/2 11;-15 1/21 16-19 1/2 1.20- 35 ' 110 J"'o. 

.. ~-.~ ______ .. __ 3 - .. - I 2 3 I 3 4. 2 

. , 

-

c. Total Cost of Mission Personnel for the Evaluation 
prior to review (man-days) 

!Man-days 
1 I No. of Eva 1-
juations 

0-1/2 1-1 1/2 2-2 1/213-3 li2 T ,-, 1/2 ' 5-5 ]/21'-' 1/2 .i.~ 1/2 8-8 1/2 ~~g -li2rlO~ 10 1. 
f-- --

2 . ~~- .. 1 I 4 4 3 2 ---
L ___ .L __ . 

11-11 1/2 12-·12 
.- --.--

.. 
.. -- 5 

- I .. 
6 

1/2 J 
...-... "T-"- -"-"-'T- .... ,-..... "--r----- ---.. .,------. I 

13-13 1/2 14-14 1/2 . 15-15 1/2, 16-20 y~ 121 or more' , 

I 3 2 2 I 8 i 8 , J.... 

Practical. Concepts Incclrporated 
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i,o 

2 

! 

Info. 

8 

Man
days 
No. 0 
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tions 
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2.2.2 Time devoted to Mission evaluation review: 

-
Man-days 
Reviews 

0-1/2 

2 

2.2.3 

a. participants for hours (nearest 
1/2 hour) (Exclude observe.rs who would not normally 
attend ·revi ew) (Not tabul ated) 

b. Total time for Mission Evaluation ReYiew 

1-1 1/2 2-2l/E ll 

32 12. 5 _
2 .L-4-__ 4_1_/?+~-:-=-5· --+1 1_22...1_6_-6_1_1_2 -,-,-_7 -:_7_-1_/2....:.-_. "_'j 

1 2 ---, . . 

MER Attendees Inc1 udi n9 Observers: .: 

Director 56 

D/Director 40 

Program Officer 58 

Project Manager 52 

Divi si on Chi ef 47 

Contractor COP 18 

PASA 13 

Host Country Representative 13 

Other Donor Representative -D-

. PCI 59 

AID/W 
61 . 

Other (specify) 63 

No Information 1 

Practical ConceptI? Incorporated 
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2.3 Emphasis 

Rate the relative emphasis (percent of time consumed) in this 
evaluation. (Number of evaluations listed in cells) 

Percentage uf' Tillie Spent on each Part of the Eva 1 uati on 

Clarification 
of ~roj ect De
sign 

Assessment of 
Project Design 

Replanning 

Reporting Re
quirements in 

. Excess of Mi s
sion-Useful 
Analysis 

a~g 

62.9 

23.3 

12.7 

1.1 

/J 5 10 

1 1 5 

/:>r I I 't: 

6C , 

2.4 Worksheets 

15 20 

4 9 

111 

1 

25 30 35 40 45 50 

1 2 5 11 

8 20 5 2 

.1 14 12 1 1 

1 

Did the participants find the worksheets 
o 25 33 
No Yes "'No-'t~U-se-d;--

2.5 Experience Gained 

2.5.1 Concepts 

55 60 65 

17 2 

helpful? 
4 

70 

7 

No Info ... 

75 80 85 90 

4 4 2. 

Which. PES concepts required extensive further explanations 
and discussion in the project evaluation sessions? 

Practical Concepts Incorporated .. 

95 100 

5 

'.' 
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4 

4 

4 
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a. GPO! 28 
b. Objectively Verifiable Indicators ae 
c. Assumpti ons 47 
d. Linkages (hypothesis) 2Q 
e. EOPS 48 
f. Replanning 13 
g. MEO Role 17 
h. Rol e of the new PAR 20 
i. Other Concepts 9 
j. No Informati on - 5 

2.5.2 Experience with Applications 

This evaluation provided experience in these areas: 

, Desi gn of nevI proj ect 14 

c Redesign of on-going project 46 

II Capital loan component 9 

Q Complex program design 
(mor~ than single TA project) 

25 

I Host country involved in evalu-
ation 9 

Cl Responsibilities clarified for 
line managers 

• Clarification and coordination of 
other donors and host roles 21 

• ~lashington based projects o 

• Other (specify) 22 

Practical Concepts Incorporated 
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2.6 Project Evaluation Impact 

Was ther'e evid~nce that evaluation of this 
project was of direct benefit to the Mission? _0_ ~ T ,( Comment where necessary)' No Yes 

Cl Important decisions made in Mission 
Review using evidence from evalua- ' 
tion 26 

• Training of Project MEO 37 

• Training of Project Managers 42 

• Constructive communications and 46 dialogue initiated 

• Unforeseen project problems identified 15 

• Roles and responsibilities clari-
fied and specified 37 

• Commitment to serious project 
evaluation 2Q 

• Other (specify) 11 

.' No ,information 1 

2.7 Lessons Learned , ' 

Briefly summarize the major "lessons learned" in this project 
evaluation (i.e., about evaiuation especia11Y).(Not Tabulated} , 

Practical Concepts Incorporated 
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2.8 Quotable Quotes 

Reproduce here as accurately as possible any useful or insightful 
comments (either positive or negative) regarding the evaluation 
of the project. Identify individuals only by title or position. 
(Reproduced in Appendix D.) 

Practical Concepts Incorporated 



APPENDIX C 

RESULTS OF PROJECT EVALUATIONS DURING 
MISSION INSTALLATIONS IN 33 USAID MISSIONS 

Practical Concepts Incorporated 



, 

APPENDIX C 

RESULTS OF PROJECT EVALUATIONS DURING 
MISSION INSTALLATIONS IN 33 USAID MISSIONS 

C-l 

During FY 71, PCI participated in approximately 77 evaluations in 33 USAID 
Missions.* The primary objective of these evaluations was to train 
each Mission to evaluate its own projects. Often evaluations led to 
important improvements in communications about the project and changes in 
plans for implementatfon. Examples of the results of these evaluations 
illustrate the impact of the evaluations on planning and implementation 
as well as on USAID management practices. 

Table C-l summarizes the breadth of the evaluations in each category. 

The examples are organized as follows: 

AID Organizational Categories 

A. Agricultural Projects 
B. Education Projects 
C. Public Health and Family Planning Projects 
D. Private Enterprise Development Projects 
E. Public Administration Projects 
F. Public Safety Projects 
G. Social Development Projects 

Institution Building (versus non-Institution Building Projects) 

H. Institution Building Projects 

Projects including Capital Assistance (versus Technical Assistance) 

I. Capital and Mixed Capital/Non-Capital Projects 

*Thirteen evaluations from the ROCAP Mission are included, although 
they were supported under a separate contract. 
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Regiona·l (Versus Bilateral Projects) 

J. Regional Projects 

Programs (Versus Projects) 

K. Programs more Complex than a Single Project 

Practical Concepts Incorporated 
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Project Types 

Institution Building 

Direct Production 

Mixed Institution Building/ 
Direct Production 

TOTAL 

Non-Capi ta 1 

Capita 1 

Mixed Non-Capital/Capital 

TOTAL 

Regiona 1 

Bilateral 

I Total 

Agricul-
ture 

11 

5 

16 

32 

26 

1 

5 

32 

3 

29 

32 

TABLE C-l 

Characteristics of Projects Evaluated 
Durinq Mission Installations 

Public Private Publ i c Educa- Health & Enterprise Adminis-tion Family 
Pl anni ng Development tration 

12 5 4 7 

0 1 0 0 

4 0 - 5 3 

16 6 9 10 

12 6' 9 9 

0 0 0 0 

4 0 0 1 

16 6 9 10 

6 1 2 1 

10 5 7 9 

16 6 9 10 

Public 
Safety 

1 

1 

0 

2 

1 

0 

1 

2 

-

2 

2 

Soci a 1 
Develop- Total 

ment 

1 41 

0 7 

1 29 
-

2 77 

--r--

2 65 

0 1 

0 11 

2 77 

1 14 

1 63 

2 77 

n , 
'" .. 
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A. AGRICULTURAL PROJECTS 

• Application of the Project Evaluation System to a large and complex 
project for modernization of the agricultural sector through advanced 
research, development, and technology provided an organized format 
through which a Project t1anager could effectively identify sets of 
subactivities to be carried out by technicians working in his division. 
The results clarified distinct roles and responsibilities, improved 
communications, and aided the Project Manager in his supervisory res
ponsibilities and activities. 

• Evaluation of a feed-grain project clarified the relationships between 
inputs, outputs, and planned production levels in such a way that pro
ject personnel and host country representatives readily recognized 
that the need and possibilities were substantially higher than the pro
jected targets. This analysis and further discussion at a Mission , 
Director's Review led to a consensus to increase the planned production 
targets. 

. 
• Careful eva'luation of an agricultural project dramatized the critical 

role of host government policies on project progress and probability of 
success. The evaluation provided an objective basis upon which to dis
cuss with relevant host government officers the need for appropriate 
action to ensure project success. 

• Evaluation had led managers of a long-established project to recognize 
that their project was unlikely to accomplish an important development 
impact and to propose reallocating resources accordingly. 

Practical· Concepts Incorporated 
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B. EDUCATION PROJECTS 

• The initial feasibility study for a new university faculty grossly 
overestimated enrollment. The evaluation clarified the need for a 
fresh survey of job vacancies and projections in order to rationally 
expand enrollment, facilities, and staff. If the market for high-level 
jobs was found to be saturated, some students could be trained to teach at 
secondary school level, but changes would be implJed for university ad
missions, curricula, and job placement. 

• A loan to construct a school was obligated after the normal procedures, 
but expenditures were delayed due to host-country problems. After 
several years, the host country wanted to proceed. The original studies 
were obsolescent due to high inflation, drastic reduction in the pool of 
promising students and staff, and reduced value of the project as a 
demonstration model. Evaluation clarified the present assessment of what 
the project would accompl ish wit.h alternative patterns of capital and 
TA support from USAID. 

• The project design for a major university program had been so focused 
o 

on measures of institutional maturity that no mention had been made of 
graduating enough students to meet an important need of the host country. 
Management attention was shifted to the low current output of graduates 
which was an important problem. 
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C. PUBLIC HEALTH AND FAMILY PLANNING PROJECTS 

• A joint evaluation of a major family-planning program by USAID and host 
government representatives led to a coordinated plan with well defined 
targets for accomplishment. Indicators were developed for judging the 
effectiveness and efficiency (cost per acceptor) of diverse competing 
approaches to increasing acceptance of family planning. 

• A census expert shifted emphasis toward making the census responsive to 
the questions of host-country policymakers in family planning and other 
fi el ds. 

• A clear overall design from the host country point of view for a complex, 
multilateral family-planning program showed: a) how USAID projects fit 
into the overall program; b) what important functions were not being 
carried out; and c) which functions USAID would try to do directly 
and which it would encourage other donors to perform. 

• Evaluation of a USAID-supported family-planning program emphasized the 
need for prompt USAID action on a major transaction to consolidate a 
gain before a host-country election. 
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D. PRIVATE ENTERPRISE DEVELOpr1ENT PROJECTS 

• A new private-enterprise advisor proposed launching a major new program 
which involved taking over functions from other divisions. The evalua
tion defined clearly the scope of the proposed program, what specifically 
might be accomplished, and the need for reorganization of the functions 
from other divisions. The evaluation provided a de-personalized analysis 
of the program as a basis for discussions and for decisions by senior 
Mission management. 

• The relationship between two seemingly unrelated institutes being 
proposed for AID assistance by the host country was clarified by 
evaluation, showing that both were necessary for increasing the 
number of successful, new, small and medium-sized industrial enter
pri ses. Si nce thi s purpose was -readi ly accepted by a 11 parti es, 
the Logical Framework became a common basis for host country and the 
USAID Mission to coordinate detailed planning. 
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E. PUBLIC ADMINISTRATION PROJECTS 

• A new Project r~anager, recently transferred from another Mission to take 
over a Tax Administration project, found the Project Evaluatipn System (PES) 
particularly helpful to him in quickly analyzing and understanding the 
critical issues associated with the project. During the process of 
PES application, it became increasingly clear that the apparent marginal 
increases in revenue production and collection efficiency (the purpose of 
the project) after two more years were unlikely to justify the planned 
continuation of the project beyond that time. Highlighting of this point 
led the Project Manager and Mission Director to conclude that plans should 
be established for possible project completion and termination on an 
accelerated schedule. 

• Evaluation of a customs improvement project indicated customs efficiency 
would improve as planned, but would have little impact on export promo
tion or revenue, which the Director considered top priorities. The PASA 
team had considerable discretion in the use of their time, and it was 
planned to reorient their activities to meet the Director's priorities. 

• The plans for an institution to produce competent, independent research 
on public policy was evaluated. Among other things, the evaluation 
focused attention on the "payoff" which was use of the proposed research 
by host government policymakers rather than the research being valuable 
for its own sake. 
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F. PUBLIC SAFETY PROJECTS 

• Evaluation of a public-safety project to provide village level security 
in priority areas indicated USAID had met its commitments, but achieving 
the project purpose depended on overdue actions of the host government. 
The analysis pointed out that the project purpose might be better served 
by re-allocating commodities to another public-safety project rather 
than insisting on strict compliance by the host -- but joint planning 
with the host was essential in any case. 
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G. SOCIAL DEVELOPMENT PROJECTS 

• A review and analysis of a Civic Development Leadership Education Project 
through application of the Logical Framework highlighted for all interes
ted parties the critical dependence on contributions to budget support 
for the priNate sector organ,i zati on, whi ch had to be raised by 1 oca 1 
voluntary gifts. Discussions at the Mission Director's review focused 
on this issue and led to a consensus that the rate and magnitude of local 
contributions should be closely monitored to determine whether the plan
ned target level for the year and subsequent years was realistic and 
attainable. Continuing appraisal of this matter is now providing a 
continuous feedback loop for considerations of project continuation, 
termination or change. 

• The application of the PES to a Mission's Title II program surfaced the 
lack of any operational purpose for the program above and beyond a 
general and'vague impulse to provide food. for under-nourished children. 
This led to considerable discussion during both the project evaluation 
and the Mission Director's review about alternative ways in which the 
resources of the program could be used to promote more development
related impact in the 'host country. The Project Manager was directed 
to study the problem and report on a proposed set of strategies for 
more effective utilization of the program resources for development 
purposes. 
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H. INSTITUTION BUILDING PROJECTS 

• A project to develop a comprehensive girls' secondary school as a 
possible host-country model for replication and expansion was rapidly 
drawing to a close. Using a set of criteria for "institutional maturity," 
the PES was applied to the project. It became quickly apparent that 
the difficulty of finding qualified female candidates for participant 
training, and a serious attrition of trained. personnel once on the job 
had put the participant training plans seriously behind schedule and 
threatened successful institutionalization at project c~nclusion. This 
issue became the focus of extended discussions during project evaluation 
and the r~ission Director's review. This in turn led to a consensus that 
the possibility of male candidates and staff members should be explored 
along with the potential of OPEX arrangements as a viable way to provide 
continuing support until the last wave of participant-trainees returned, 
were placed, and were able to operate successfully without external back
stopping. 

• Ten years, and as many millions of dollars, had been spent in consolida
ting an uneven array of private schools into a single primary and secon
dary urban system. Both ~li ssion management and project team members 
were uncertain as to how to end the project. By using the Logical Frame
work to clarify the project's des.i,gn, it became manifest that all goals 
had been met and the remaining direct U.S. support could responsibly be 
discontinued. Provisions were made, however, to monitor the system 
through data collection, in order that the developmental hypotheses could 
reliably be applied elsewhere. This monitoring need had not been part 
of the original project design, but it was recognized as a result of the 
evaluation process. 

• At the scheduled end of a project, both the project team,and the Mission 
were dismayed that their contributions to a graduate agricultural faculty 
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had not been institutionalized. A proposal for extension of project 
life was contemplated. While applying the PES, unwritten and long
forgotten indicators emerged to the effect that no institutionaliza
tion had ever been either planned or attempted. A check with the 
university rector confirmed what he had thought was common knowledge: 
the university had already made arrangements to continue the same 
project with funds and personnel from another country. The ~lission 

was consequently free to apply its slender resources to other projects. 
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I. CAPITAL AND MIXED CAPITAL/NON-CAPITAL PROJECTS 

• The PES was used to considerable advantage in highlighting the various 
capital (loan) and non-capital (grant) input elements and their inter
relationships making up a major education project. The project was de
signed to accomplish a comprehensive 'reform and modernization of the 
education system through grade nine using instructional television as 
a major catalyst. It involved wide-ranging physical. development of a 
two-channel, country-wide television transmission and reception capa
bility, the construction of additional classrooms, and the equipping 
of existing and new classrooms for television reception and with re
lated equipment and materials for modernized lTV-based instruction, as 
well as technical assistance for technical advisors, staff training, 
curriculum and materials development, and on-going program evaluation. 
Some of the, technical assistance during the latter years of the pro
ject were to be funded by the loan elements. In addition, the host 
country was to make major inputs. Altogether the planned loan com
ponent was approximately thirteen m~llion dollars, while the grant 
portion was to total about five million. The anticipated host country 
cash contribution was to be in the neighborhood of 16.5 million in 
dollar equivalent. 

PES application to a project of this scope and complexity was carried 
out successfully. The project design matrix sorted out the inputs and 
outputs associated both.with grant and loan-funded activities and dis
played their interrelationships in a logical and ordered way.. This 
turned out to be of real benefit to the senior Mission management, 
providing a systematic overview of the project and a common format for 
fruitful continuing discussion and reviews by all interested parties. 
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, 
• Immediately following a dramatic change of government, a small country 

secured a large loan to slash its hard currency spending by reducing 
imports of staple diet items. Reduction was to be made by production 
loans from the large AID loan for increasing production of specified 
indigenous crops. 

Although this project's goal.s had been met, the indigenous crop pro
duction did not completely supply' the market; significant imports with 
concomitant hard currency outlay continued. The intensive study of the 
capital project's design and implementation, as routinely occasioned 
by the PES, first suggested and then documented a significantly different 
view 'of the project's purpose and goal. The original pressing and 
urgent need for an immediate infusion of dollars had been accomplished. 
The loan fund had since turned over three times, proving of great value 
in the agricultural sector. The desired, specjfic crop increases had 
been shown to be not within effective and economical reach of the country, 
but the sector had seen notably substantial increases in other crop areas. 
Reassured that the country's real needs had been met satisfactorily, the 
Mission was able responsibly to take steps to end the project on schedule. 

• A loan to build a comprehensive secondary school was ,approved but post
poned due to host-country problems. When the host country wanted to 
draw the loan, there had been a 50% inflation, making the loan inadequate. 
The supply of promising teachers and students in the region was severely 
reduced, and the value of the school as a demonstration was diminished. 
The evaluation reconfirmed the relevance of the comprehensive secondary 
education and the feasibility of using the extant loan to finance a 
smaller facility. Alternative uses for the loan were considered with 
host-country and other donor representatives. A building without tech
nical assistance was likely to achieve no impact, but other donors could 
supply part of the required human inputs. The Mission Revie\~ concluded 
with a mandate to the project team to find all alternative sources of 
technical assistance as a condition for any USAID technical assistance. 
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• A Faculty of Agriculture project requested a major expansion of 
facilities and extension of technical assistance funding. The 
requests were refused because enrollments had not increased as 
planned and because of lack of clarity in the PROP. The evalu
ation separated the Faculty of Agriculture from other activities 
treated in the same PROP, and it clarified what could be realistic
ally expected with the proposed funding. A clear plan was deve]
oped showing the expected evolution of the school, when and how 
the new facilities would be needed, what important risks remained 
for achieving the project purpose, and the alternatives for the 
Project Managers if all funding or any important component of the 
funding package were refused. The cost of training professional 
agriculturalists locally after termination of USAIO assistance was 
estimated to be far lower than the cost of participant training, 
even if enrollments did not rise. A survey of demand for graduates 
of the s.chool would be initiated and, if necessary, the curriculum 
would be adjusted to accomodate students destined to teach in 
secondary schools. 
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J. REGIONAL PROJECTS 

• Clarification of project design for a regional project to conduct 
broad market surveys led to subsuming it under another project for 
export expansion. Instead of existing as a separate' function, 
market analysis was keyed to products which had a high probability 
of successful export development. The market studies would be con
ducted more efficiently by coordinating with the regional develop
ment bank, due to economies of scale with respect to research; 
simultaneously, the bank would identify export-oriented industries 
for the purpose of making loans. 

• A project to effect a Customs Union was scheduled for termination 
as a result of not being able to achieve the project purpose or 
goal. The outputs had been produced as planned, but governmental 
cooperation on a regional basis was not forthcoming. As a result 
of project evaluation, management reallocated resources away from 
this project, but preserved the produced outputs for use if and when 
the necessary government cooperation develops for formation of a 
Customs Union. 

• The project design for the develupment of tourism on a regional 
basis was reoriented away from the development of an institution 
as the project purpose toward tourism expansion. The institution 
is now viewed as an output of the project -- a "means" to achieve 
the "end" of tourism expansion. The evaluation with the clarified 
project purpose led to management decisions to shift funds away 
from long-term office support and toward increasing host capability 
to perform tourism promotion and packaging. 
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• The design clarification and evaluation of three regional schools 
of higher education focused on a variance in the concept of "region
ali sm" as interpreted by USAID and the host countri es. For USAID, 
regionalism was seen as developing a single school in each discipline 
to serve the region. The host countries viewed regionalism as having 
a regionally funded school in each country mainly to serve nationals 
of that country. The evaluation led to reallocation of effort toward 
increasing support for the schools, both by the country where the 
school is located and from other countries of the region. 
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K. PROGRAMS MORE COMPLEX THAN ONE PROJECT 

A complex family-planning program included several USAIC-supported 
projects plus projects from almost every other family-planni,ng donor 
in the world. The evaluation began with the program design, taking the 
host country's po~nt of view. The program goal was to reduce the rate 
of population growth to %. All activities were subsumed under 
two sub-goals of creating a demand for family planning and supplying 
the demand. Under each activity sub-goal were several projects and 
the Logical Framework format clari.fied how they all fit together. The 
status of the USAID-supported projects were easily evaluated with the 
program design providing a broad frame of reference for the project team 
and the Mission. The evaluation showed clearly what functions were not 
being done effectively, thereby jeopardizing the program as a whole. 
The Mission planned to use the evaluation results in discussions with the 
Ambassador, other donors, and the host government to decide which new 
projects USAID would support and which would be supported by other 
donors. 

Practical Concepts Incorporated 



APPENDIX D 

SELECTED COMMENTS ABOUT THE AID PROJECT EVALUATION SYSTEM 
("QUOTABLE QUOTES") 

Practical Concepts Incorporated 



APPENDIX D 

SELECTED COMMENTS ABOUT THE AID EVALUATION SYSTEM 

("Quotable Quotes") 

I. MISSION DIRECTORS, DEPUTY DIRECTORS, ASSISTANT DIRECTORS 

"The Mission Review injected alternatives and that was helpful." 

(At the beginning of a Mission installation) "Evaluation has bottom 
priority in this r~ission .... It's just one more intellectual fad 
from Washington." (To the Mission staff after evaluation team presen
tations) "I was skeptical about PES; now I see value in it -- somewhat 
I hope all Project Managers will try the Logical Framework on their 
project as soon as they have a chance." (To the AID/W evaluation team 
after presentation) "I want you to switch to this big project where an 
important decision must be made soon; use this system there." {At the 
end of the Mission installation) "You have been very hel·pful in 
focusing attention on the key issues I have to act upon." 

"This is a ten year effort to build a university but this project desjgn 
makes no mention of producing enough students to meet the needs of th1s 
country. " (duri ng an eva 1 uati on revi ew) 

"So what if this process takes a lot of time -- it's what this Ilusiness 
is all about and what you're paid to do." 

"This project purpose is so general that you can't fall." '(in Evaluation 
Review) 

. "Your project design is summarized adequately in 'this double 'page (the 
LF). This is particularly impressive coming from you (the Project Manager-) 
after your 1 ast 300 page opus." (i nEva 1 uati on Revi ew) 

"We need more information about scheduling and consumption 'of inputs, (this 
deals too much with outputs and lets people con you')." 

"The less paper the better, we just can't affort to have all of our think
i ng ina documentary record." 

"(The PAR) was an insidious device. The bright :guys from ,Washington must 
have known the new forms would not work -- not 'with 'projects which had 
inadequate PROPs and PIPs and ProAgs! The result is the system is going 
'to force us to make sense out of the latter before we can prepare a 
meaningful PAR." 
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"Don't spend any more ·time with our projects--can't you use this dPPJ'cach 
to evaluate our whole education sector?" 

"So what else is new?" - , 

"Having external assistance was valuable: a fl'esh perspective, no vested 
interests ,and a sense of urgency that forced putting other wQrk aside; 
it was not at all necessary to have technical expertise in the field to 
be helpful," 

". 

"I.knew·about all the problems before but I didn't realize how serious 
they,were--or·how 'important it ':las' that ~ dp.something promptly,". 

, , 
< . 

'1':1 'remember ~the enthusiasm and high hope,S we all had for this project 'five 
years' ago, "' .. 

" ~ - .. 
"This is a good communication device and should help me 'sometime' in"my 
~roject analysis,," 

."- .". 
.: .. ~. . 

"Let's use this for all n::w proj,ects, and all ,replannings," .:' :. , 

"I began this week by questioning your system's applicability, to o'ur 
situation and end it by still not being entirely convinced," 

"We should extend this approach to capital projects," 

,. '" "The_entire s~aff'became painfuily' (I hope) aware that without base iine 
'data if is diffiCU'lt to 'measure progress;.that without a meaningful state
ment of purpose, we really coul dn I t tell if we had arri ved," • 

"The meeting accompl ished these important things.: 1). :they emphasized AID/W 
interest in and concern for improved project management by actions rather 
than only wprds • , , ," 

, . 
"I liked the Evaluation Review (with' the Director attending but Evaluation 
Offi<;er moderating,); it gives me an advantage I have to learn to use, Some-
one' 'else '(~lEO) 'sums tip and bri.ngs . , Jthe assistant program officer) 
into the discussion wi.th important issues,,". . / 

"ThiS revi'ew has 'gi yen me ni riety mi nutes ·to see the money i sn' t. ~Ien spent, 
We will have to examine this project carefully now,'" 
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"If I had had a matrix for every project when I arrived at this r~ission, 
it would have saved me a 'lot of reading." 

"Of course we will go ahead now and revise the PROP for this project." 

11. PROGRAN OFFICERS AND ASSISTANTS 

"But that's not what we were trying to do with this project -- I know, because 
I started it." 

"I have decided that the logical framework can be used, with some slight 
modification, for loans; we will try it shortly on a proposed agricultural 
loan and see what happens." 

"These people have succeeded (in project design and evaluation) where we 
Program Officers have labored for 23 years without success." 

"Applying this system to new PROPs will show how bi>d some of our proposed 
projects really are. AIDjW should turn them down or just give interim 
funding and force improved planning. With- the Logical Framework you can 
see how bad the projects are." 

"This conference was undersold. The evaluation concepts are much more than 
'just' evaluation -- they have important implications for project design and 
programmi ng. " ' 

"I was sold when I saw the basic project design for a project I knew well 
described cl early ,on a si ngl e page." 

"The conference theme should be changed to 'If you don't know where you are 
goi ng, you can't tell how fast you are getti ng there.'" 

"When the Missions are reduced in size, it will not make sense to have Evalu
ation Officers in every Mission. Probably, it should work like your AIDjW 
team vi s iti ng thi s week to help the Mi ss i on eva 1 ua te its own projects." 

"PES is good for young men who may become project managers. 
know the Director doesn't care so they will try a while but 
take it seriously." 

Older men 
not 

"The worksheets let us ask questions, and talk about things we never could 
have brought up (with the COP) ourselves .. There was no big problem this 
way, and we had a useful, honest, discussion that we never could have 
expected otherwise." 

"I'm going to add some items to the checklists, to reflect some of our 
real problems." 
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III. DIVISION CHIEFS 

"I have already told my people to do GPOI's on our three new projects." 

"I'll use the system. It gives me some useful controls I can use and 
doesn't tie my hands unduly. If that is good for the Agency and the pro· 
gram it will make me feel good too, but that is not why I'll use the 
system. " 

"I was pleased to see how straight the line could be from what we were 
doing to what we wanted." , 

"I went home last night and thought through some of my other projects 
your way and it, is very neat." . , 

"That's the first time I have heard the CFS tied into project design," 
, . 

"You know I was against the PES before r went to the conference. Then 
I saw it had some possible usefulness. Now (after evaluation of his 

,project) I am very excited about how it can help me shape up my project 
' .... 'and talk abo'ut it to people .. I showec;t it to my host country counterpart, 

the head of' , and he wants to apply the Logical Framework 
to everyone of his projects now. Thank you very much for coming and 
doing this evaluation. I think it may be we can have some communication 
now within the Mission and with the host country." 

"This process certainly showed us we haven't been managing this project." 

"By the end of that evaluation review, we finally had the Mission Director 
ready to talk wi th us about the important issues." ' . 

"This system does systematically what I have been doing by intuition 
based on my years of experience." 

"Even though I 1 i ke your ideas, I don't have time to evaluate. I'm tryi ng 
to put together a massive new program. If I had the time, I would use the 
system. " 

"This has ~een helpful -- thinking about go'al and purpo,se especially. 
I am not dlsturbed about the need for more discussion of project purpose." 

"We need cl ear thi nki ng and statement of purpose that AID, contraGtor, etc. 
a 11 accept." 
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"Keep that god damned'MEO out of my shop. I don't mind his coming down 
here if he doesn't try to tell me how to run my shop; that applies to all 
Program Offi ce types." 

(At beginning of evaluation) "This process is forcing me to develop an 
entire sector program. I can't do it in three days." (At the end of the 
evaluation) "You guys mus~ have been sensitivity trained - is that what 
you"re doing to us?" 

"The completion of the Logical Framework was interesting and fun, but the 
completion of the PAR is certainly tough going." 

"When we heard someone was coming to install this new system, we assumed 
it was another Washington thing, but I am sure I speak for Education 
Division Chief also, when I say that this is the best thing that AID 
'has ever done. It forces you to think through and organize what you're 
doing in a rigorous and systematic way and provides a way to communicate 
with people and get them to understand your project and efforts." 

IV. PROJECT MANAGERS 

"The evaluation didn't reveal anything ~ - it did pinpoint the important 
items. " 

"This evaluation was useful for insight into my own project." 

"We can't know what the original targets were unless we ask the contractor." 

"It 'helped me explain the project to the Program Office and Director." 

"I guess we've just been responding to host shopping lists for commodities." 

"The evaluation helped me clarify the difference and relation between output 
,and purpose and goal and the importance of including the latter two in the 
evaluation even though they are beyond the responsibility of the project 
manager." 

PractjcaL Cqnc~pts Incorporated 
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V. EVALUATION OFFICERS 

"Mission will apply new system to evaluation of all T.A. projects 
immediately." 

" , 

"In the (old) PAR we praised the project and said it had accomplished its 
objectives in order to get the project terminated as scheduled the next 
year. We sloughed over the shortcomings of the project." 

"We find that each project requires about one week, at the rate of 2-3 
hours a day." (experience after the Mission installation) 

"I can see my habits as a program officer will have to change to become 
a good MEO. I have to assist, not just ask tough questions." 

"You·r visit here shows ·some important things I did not get at the confer
ence. I thought we should focus on the last year and the targets for now 
rather than 'where we are relative to project purpose;' I thought we 
should evaluate by comparing against some past document rather than 
against our clearer perception of the project today; and I ·didn't expect 
to get so involved in planning and operation of the project." .. 

"We may be general but need not be vague. I am confident that we are 
trying to phrase what it is we all agree we want to accomplish." 

"The Project Manager and team knew about these problems for a long time. 
The program office learned about them a couple months ago on a ·field visit, 
but the Directo!:, didn't really see it u~til the (evaluation) review." 

"I wi 11 always have someone from the Program Dffi ce in the eva 1 uati on. 
Then, I"can be a neutral moderator and still be sure· the important issues 
will be diseussed." 

VI-. CHIEFS OF PARTY .. 
"The Logical Framework structured the discussion so nothing important· . 
disappeared in the verbiage." 

"This is just good project design and it would be helpful to us all to 
use it when starting projects." 

Practical Concepts Incorporated. 



"We shoul d have had this fou'r years ago when we started thi s project. 
This is what AID ought to do on every project." 

'''Clearly thi"s is a vague statement,but when we build an institution 
we have to be vague. When AID goes to Congress, you are vague. How 
do you know when it (an explicit example) is better since it is a sub
ject] ve judgment?" 

D-7 

"If we had used this system when our contract was first signed, we would 
have saved eighteen months." 

"I wi 11 be able to manage my proj ect better now. It wi 11 be easy to 
assign responsibility for specific outputs to different members of my 
team and explain how it all fits together. '! 

VII. AID/WASHINGTON'AND THE AID/W EVALUATION TEAM (Including PCI Consultants) 

"The Mission Director believes in deliberate vagueness in PROP's to pre
serve flexibility. He feels the project is created by the person who 
fills the job." 

"Director's personal enthusiasm was a strong factor in swinging a highly 
resistant individual into a cooperative attitude. Whether or not this 
cooperation will continue remains to be seen. There was high enthusiasm on 
the part of Project Managers. 

"Emphasized the need for assessing outputs as not only being necessary 
for the Project to achieve its purpose but sufficient." 

"They felt detailing of Funding history and Status required more than 
suggested level of detail; so we supplied more detail." 

"That Mission's situation is characterized by project requests from the host 
requiring disparate inputs and maximum commingling of such inputs. 
The Director is not certain the Logical Framework is appropriate. The 
real problem, I believe, is Director's recognition that a Logical Frame
work 'surfaces' and underl i nes the 1 imited purposes or "grand' hypotheses 
inherent in such projects. In the face of need to 'sell' Washington, this 
raises serious concerns for him." 

"Director assumed 'worst case' utilization of PAR by Washington." 

"Mission Director emphasized the criticalness of deliberate and detailed 
attenti on to the i dentifi cation and wei ghi ng of assumpti ons . 

. Practical Concepts ,Incorporated 

.".. 
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"This system works. We have used it for reviewing all the PROPs in this 
Bureau'. " 

"We should do this analysis for Washington-based projects, too." 

"I was 'amazed how well the system worked even though I made mi stakes in 
installing it. The Mission Director thought he knew the project completely, 
and then found important issues that required his attention." 

"Full 'representation by host government extended time spent in r'lission 
Evaluation Review to more than two hours each. Host seemed to follDlI 
and accept process very well." 

"Mission Director wanted overview before MER and access to high level of 
detail during Mission Review. He was especially interested in disburse
ment cost breakdowns. He felt that 90 minutes was much too brief. 
The Director not at all anxious to have MEO chair the Review although he 
was most cooperative. He felt that the summary document showing plans 
versus actual status was indispensible." 

"The Chief of Party and Project Managers were amazed that only four out
put indicators were sufficient to measure their accomplishments. The 
other measures, 1 i ke 'committee meeti ngs attended,' were really busy work." 

"Both the Project Manager and Chief of Party were uncritical advocates of 
the project so it would have been helpful to have someone from the Program 
Office participating. Nevertheless, when we set out the evidence 
of ~Ihat had been, accompl ished the record spoke for itself. I was plea
santly surprised." 

"Mission Director asked that all projects be couched in terms of a four 
by four matrix and di'splayed permanently for his use." 

"Host impressed with process (participated at MER on]y)." 

"The Section Chief, when he became convinced of the value of the process 
as it related to restating the proj~ct purpose, changed his 'opinion' 
regarding Contractor performance based on new outputs and 'End of Project 
Status' - In addition to bringing the Agriculture Sector head and Contract 
Chief of Party together, the Mission Director remarRed (in substance) -
'I finally unde'rstand what this project is all about. "' 

Practical Concepts ,Incorporated - -, 



D-9 

VIII. TECHNICIANS 

"The evaluation review was useful to present my side of the story to the 
Hission Director directly -- not watered down or modified by passing it 
through channels." 

"We have a good plan for the first time." 

IX. HOST COUNTRY REPRESENTATIVE 

"We never before realized how big this project really is, nor all the 
elements involved." 

Practical Concepts Incorporated 

.,;. 




