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PREFACE

This final report is submitted to the Agency for International Development
by Fry Consuitants Incorporated, in accordance with the requirements of
Contract No. A.I.D./csd-2510. This report describes the study methodology,
findings, and recommendations resulting from a year-long study of the

evaluation of non-capital projects.

The first volume of the report summarizes both the study and the recommen-
dations. The second volume of the report presents the detailed findings

and recommendations. These volumes are separately submitted.

This, the third and final volume of this report, contains an "implementation
package" intended to assist the USAID Missions in implementing a Mission-

useful evaluation process.
The Implementation Package is incomplete in three respects.

1. Only Worksheets 2 and 4 are in final form; AID will want the

other forms refined to meet its internal norms.

2. Examples of completed worksheets are required in the Advisories.
These examples should come from real projects, probably selected
and developed as part of the training of the Regional Evaluation

Qfficers.

3. Advisory material for Sections 3 and 4 are not included.
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A1l materials are bound together in this report. For actual use in the

Missions it is recommended they be separated as follows:

® Guidance to the Mission Evaluation Officer -- separately bound

¢ The Project Evaluation Workbook should be in a looseleaf binder

with tabbed dividers between sections. The Workbook will be a
convenient ‘location for organizing material for the next evalua-
tion. Each year a new set of worksheets will be ordered for each

project together with the PAR form.

® Project Evaluation Advisory Material, and the Revised PAR Manual

Order should 'be available individually on punched paper so they

can be readily stored with the Workbook.

iv
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GUIDANCE FOR THE MISSTON EVALUATION OFFICER

Preface

This guide is to help the Mission Evaluation Officer plan and manage a

Mission-useful Project Evaluation program. There are four sections in

this quide:
I. Introduction and Overview
II. Planning the Mission Evaluation Program
IIT. Managing Evaluation of a Technical Assistance Project

IV. The Outputs from Evaluation



I. Introduction and Overview

Evaluation is systematic examination of past experience in order to plan

more effectively for the future. The role of the Mission Evaluation

Officer

The eval

is to orient and manage evaluation to make it "Mission-useful."

An "output orientation" must be adopted by all participants

in the evaluation -- that is, the process directed toward impor-
tant results includirg changing the project when appropriate,
improving implementation by clarifying what is expected of the
project, and improving coordination. Do not let evaluation

become mere "paper-shuffling.”

Managing evaluation is distinctly different from evaluating the

projects yourself. Your role in the regular annual project
evaluation is to help the Mission form a collective judgment
about the project based on evidence, not to judge the merits of
the project yourself. You assign responsibilities within the
Mission, coordinate thé necessary work, and arrange for help to
the Project Manager (and others) who need it. Sometimes you help
personally but remember that you are assisting in the collection

of evidence rather than acting as judge.

uation process is designed to facilitate candid discussion based

on evidence about how the project is progressing compared to prior expec-

tations

and how to improve the project. Reporting is deliberately deferred

to the end of the process to minimize the tendency to justify rather than

analyze.
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You must continually emphasize the importance of surfacing the important

jssues within sheltered forum that you provide (the evaluation reviews).

The project evaluation process in USAID Missions has been deficient in two

important areas: evidence and alternatives.

® The Evidence available to USAID Missions has been inadequate to
decide when the current plan should be changed. Inadeguate
planning has been the most common problem. It is impossible to
compare actual results to expectations that were never made

explicit.

a

® Alternatives to the current plan have not been given adequate

attention after the project has been started. Higher goals have
not been explicit enough to suggest changes that would increase
project impact. Lack of explicitness about project purpose

similarly hampers consideration of alternative project designs.

The recommended project evaluation process is designed to remedy these

deficiencies.

There are five distinct phases in the Missjon Evaluation; the Mission Evalu-

ation Officer's responsibilities in each phase are described in Figure 1.

Phase 1: Planning the Mission Evaluation Program

A Mission~useful role for evaluation must be defined and a coordinated pro-
gram prepared to evaluate all projects. Arrange for training as necessary

and set Mission policy on involvement of outsiders in evaluation.



FIGURE 1:

_

THE MISSTON EVALUATION OFFICER'S RESPONSIBILITIES
AT EACH PHASE OF PROJECT EVALUATION

- .

Phases Mission Evaluation Officer's Responsibilities
START
1) Define Mission Needs 5) Coordinate with other
| evaluation activities l
1. Planning the 2) Top Management Support 6) A .
Mission Evalua-l 3) Schedule Evaluations rrange training
tion Program _i 4) Mission policy on 7) Arrange clerical l
[‘* involvement of outsiders support '
T 1) Assign responsibility for 4) Training in evaluation l
data collection and analy- techniques i
) sis. (Project Manager) 5) Help with remedial -
2) Provide Workbook and planning l
2. Inputs to . . ?
Evaluation of ﬁg;;sg:Tes to Project 6) Help identify evidence
a Project g needed on actual -
3) Assemble planning documen- progress l,
tation and verify prior j
expectations defined. ‘l
3. Preparation 1) Support Project Manager in 2) Coordinate dialogue ,
for Evaluation : dat? collection am0|t|g interested parties :.(
Review , analysis 3) Decide what material '
deciding on depth and will be circulated to C
rigor of analysis evaluation reviewers l’:\
e — W
: 1) Schedule the Evaluation 4) Manage the review -
4. The Mission | Review session T '
' 5;3}23t1°" 2) Select participants 5) Record decisions and
3) Deliver summary to re- recommendations ]'
viewers before review :
1) Follow-up on decisions of 3) PAR Report on project "'
Evaluation Review: evaluation \
* project changed as * substance (describes
necessary Mission judgment) l
5. Qutputs * additional evidence * procedure (follows
from the needed , instructions)
Evaluation * tie evaluation to re- | * clerical support ;
planning El * expediting clearances J
lated d i .
gﬁaﬁggs ocumentation 4) Analysis of Evaluation )
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inguiries
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Phase 2: Inputs to Evaluation of a Project

Focusing on a specific project, prior expectations must be established.
The Project Manager will normally be responsible for data collection and
preparation for the Evaluation Review. The Evaluation Officer provides
materials, training and other assistance as needed to help the Project

Managar.

Phase 3. Preparation for the Evaluation Review

The Project Manager has the main role in this phase -- collecting evidence
about actual progress of the project and implications for the future. The
Evaluation Officer must support him in these tasks, coordinate the dialogue
with other interested parties, and decide what material should go to the

Evaluation Review.

Phase 4: The Mission Evaluation Review

After scheduling the Review, selecting participants, and circulating

" appropriate preparatory information, the Evaluation Officer manages the

Evaluation Review session and records the results of it.

Phase 5: Outputs from the Evaluation

The decisions and recommendations of the Evaluation Reviéw must be followed
up -- the project changed (if appropriate). additional evidence collected,
related documentation up-dated, AID/W inquiries responded to, and an
appropriate report on the results of the evaluation prepared for the Mission

Director and AID/W. The Evaluation Officer is responsible for the quality



and timeliness of these reports. He should also analyze the process for

his own annual report on the Mission evaluation program.

To help the Mission Evaluation Officer create a useful evaluation process,

there are three primary sources of guidance.
® Guidance for the Mission Evaluation Officer
®  The Project Evaluation Workbook for the Project Manager, and
¢ Project Evaluation Advisory Materials.

Figure 2 shows what sections of these sources will be helpful at each step

of the evaluation.
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FIGURE 2:
Source of Guidance for Each Step in the Evaluation Process

Steps of Eval-

S

ource of Guidance

Uation Process

Guidance to the Mission
Eval. Officer {with
Section #s.)

Project Evaluation
Workbook (with Sect-
ion #s.)

Project Evaluation
Advisory Material
(with Advisory #s.)

Planning the
Mission Eval-
uation Program

II. Planning the Mission}
Evaluation Process

Inputs to
Evaluation

Preparing for
the Evaluation
Review

JILI. Managing the Eval-

The Evaluation
Review

1. Results expected
of the Project

1. Clarifying the
Logical Framework
of your Technical
Assistance Project

2. The Project Purpose
and End-of-Project
Status

2. Clarifying Project
Purpose and End-of-
Project Status

uation of a Technical
Assistance Project l

3. Inputs to Outputs

3. Managing Inputs to
Produce Outputs (not
yet available)

4. Qutputs to Project
Purpose to Goal: The
Developmental Hypotheses

4. A Scientific
Approach to Technical
Assistance Project
(not yet available)

5. Alternatives for
Replanning

5. Guidelines for the
Evaluation Review
Process

Qutputs from
Evaluation

Uses of Outputs
from Evatuation

IV. The outputs from
Eva]yation I

6. Reporting on Eval-
uation

6. Reporting on Eva1—§
uation and Instruction
for the PAR




I1. PLANNING THE MISSION EVALUATION PROGRAM

Defining a Useful Role

Your first task is to define a useful role in your Mission for evaluation.

If you can provide evidence that is helpful for important decisions; you
immediately establish the relevance of evaluation to the Mission. You
will also preclude falling in the pitfall of making evaluation a verbal
exercise for Washington; the most important potential payoff is in better
project performancé, so keep everyone's attention focused there. Think
about the important problems in your Mission and the relevance of

evaluation data to them:

o UYhat are the "hot" country-level strategy issues?
o What are the important programming alternatives?

e What possible changes in the country situation are anticipated

with what implications?
e Where is coordination needed within the USAID program?

o Who needs help most?

o UWhere is the Mission program most vulnerable to criticism (and

how can you help)?

e How do all the above relate to issues faced by Project Managers?

Top management support for evaluation is important. Talk to the Mission

Director about what he would tike to get from the evaluation process.

;,.-.\\.
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What kind of evidence would be useful to him? Don't oversell. Be realis-
tic about what you can do in the first year. A lot of training may, be
necessary to help people use the revised system and to compensate for
inadequate planning. These start-up costs will diminish after the first

year so you can take on more special projects then--either personally or

with outside assistance.

Scheduling Evaluations

Schedule evaluations to fit the natural cycle of a project if possible--
the right time in the academic year or the crop year or the government's
fiscal year. Project managers will cooperate more during a natural Tull
in their yearly cyclie than in their peak period. Consider fhe AID pro-
gramming cycle in scheduling evaluations; the output from evaluation is

an input to the normal programming process. If important changes from the
current plan are anticipated, schedule evaluation early enough to follow

up with replanning work and meet the appropriate deadlines. Don't ignore

schedules for project manager vacations and departures for new posts.

Optimal scheduling for an evaluation takes advantage of the presence of
experienced project personnel and precedes an important decision point.

Evaluation is also a good way for a departing project manager to phase in

his replacement.

New and Terminating Projects

The evaluation process for a new or terminating project differs only in

emphasis from the normal process.
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For new projects emphasis should be on the plan:

o What is expected to result from the project?

® How it will be objectively verified?

Particular attention should go to baseline data, documenting the situation

before the project has an effect. Data should be collected about a repre-

sentative sample of those expected to benefit from the project and also
about a directly comparable group who will not be affected by the project.

This procedure facilitates two kinds of comparisons:
® "Before and after" for those affected.
® Affected versus not affected.

The evidence available in later evaluations can be much more rigorous

and revealing with appropriate baseline data.

For Terminating Projects, only the alternatives to consider are different:
© Alternative "closing out" plans.
® Alternative new projects for related purposes.

Review prior expectations and evidence about actual performance. There
usually are alternative plans for closing out tﬁe project, whether it has
been successful or unsuccessful. One alternative may leave a legacy of
i1T-will unnecessarily when another alternative, with 1ittle or no extra
funding, preserves what is crucial for the beneficiaries. For example,
funds may be reallocated between participant training and advisers.

Sometimes vestigal assistance can yield benefits much higher than cost.
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Alternative new projects for related purposes should be considered before
experienced personnel from a terminating project leave the Mission. The
evidence developed in the evaluation plus the insight of the people in-
volved are valuable inputs into Mission programming. The Mission fre-
guently has a continuiﬁg interest in the same sector even though one

project is terminating.

The Mission may wish to plan some follow-up evaluation of enduring effects
after the project terminated.. If so, before terminat{on, decide what to

monitor.

Redundant documentation should be avoided whenever possible. Substitute
the PAR for other reports if the same information is involved; alterna-
tively, submit the PAR supplemented by a separate short report with

additional information that merits reporting but is absent from the PAR.

Title I1 Food Projects

Title II Food Projects should be evaluated. 1t may be appropriate to
- evaluate groups of Food Projects of a Voluntary Agency together when a
single Voluntary Agency operates many small projects that serve varied
purposes. The evaluation should force consideration of whether a diffuse

operation makes good sense.

® What results are expected of the projects: How will you know

when its over?

¢ What objectively verifiable indicators are used to measure success?
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® If the outputs of the brojects are children fed, what is the

project purpose?

® UWhat evidence is there that a feeding program is affecting

child morta1ity? or receptiveness to family planning?
® VWhat alternative plans could be used for the same purpo;e?

The Yoluntary Agencies need help in planning and management as much as
other Implementing Agents. It will be helpful for them to think through
their projects in terms of the same 1ogical framework that is used for
technical assistance projects. Take advantage of other documentation

(e.g., the AER) that is unavoidable and minimize redundancy.

Title IX
Project evaluation should be influenced by Title IX in two situations:

® The purpose of the project is to increase social development in

the spirit of Title IX.

® A project designed for another purpose can be modified in a way

that increases its impact on "grassroots participation.”

The evaluation framework is entirely appropriate for projects with
non-economic purposes, but they must meet the same standards of planning
and management. The expected results must be explicit and objectively
verifiable. In projects focused on a non-Title IX purpose, the program
office must ensure that Title IX and other broad policy directives are

considered in choosing among alternative project designs.

o pu ow
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Host Country and other Non-AID Representation in USAID Evaluation

Consult with Mission top management for quidance before involving host
personnel and other outsiders in evaluation. The ideal would be for the
host and other outsiders to evaluate the project independently using the
same procedure USAID uses, to compare results, and arrive at agreed upon
improvements in the project. There are at Teast four other strategies
regarding host involvement: (1) no involvement; (2} host spokesmen pro-
vide inputs to USAID's evaluation; (3) host spokesmen share results of
USAID's evaluation; and, (4} host spokesmen are integrated into the USAID
evaluation process. The advantages of including the host are increased
insight for USAID and perhaps for the host. The risks are possible

loss of candor within USAID and the possibility of hurfiing host relation-
ships. As a minimum, there should be feedback from host country spokesmen
for every project evaluation; it is not essential to have formal partici-

pation by the host spokesman in the Mission's evaluation review.

. The same issues apply to other outsiders. Normally contractors and PASAs
are so integrally tied into the USAID program that they should be consulted
throughout the process and if they dissent from in the final judgments,
the dissent should be noted. Other donors may be included or excluded as

‘fits the situation. Outside consultants with knowledge to contribute to
the evaluation should be used when the Mission needs independent counsel

or expertise not available on its own staff. Mission personnel in related

projects may be useful too.
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Constructive criticism and other feedback from host country spokesmen and
other outsiders should be solicited for every evaluation. The summary of
project purpose, end-of-project status, and actual progress toward EOPS
form a convenient minimum for discussion; (of course it is not necessary
to use these terms}. Specific problems of implementation, when the solu-
tion depends on outsiders, should be discussed with those whose action is
required. A post-evaluation meeting with outsiders is often useful to
apprise them of the important alternatives being considered and the

reasoning behind them.

Coordination with Other Evaluation Activities

The annual project evaluation preceeding the PAR need not be the only

evaluation activity in a Mission. One useful function for the annual

evaluation is to identify issues that merit more intensive attention. The
evaluation plan for the Mission should include special evaluations focused
on specific issues of high importance to the Mission. The annual project
evaluations by the regular Mission personnel should define precisely what
" evidence is missing and what kind of effort is needed to provide it and
what decisipn will be influenced by the evidence; then, depending on the
qualifications required, Mission personnel or outside personnel may deve-

Top the required evidence.

There are typical times in a project's Tife cycle when special assistance

is appropriate: (1) at the beginning to set up baseline data appropriate

to the evaluation questions to be asked of theproject; (2) at replannina

points when USAID has an important decision that depends on evidence re-

quiring special research; and (3) at the end of a project when the results
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suggest future commitments by this Mission (or others) may be influenced
by a careful analysis of the experience in this project. Try to time a

final evaluation so the key people are still in the field at the time of

the evaluation.
Training

Be realistic in appraising the training required to get good evaluations
that will be helpful to the Mission. If you need help, arrange for it
ahead of time rather than waiting: the Regional Program Evaluation

Officer and the Mission Director probably can help if you alert them ahead

of time.

The factors to consider are: the number of project managers who have not
used this evaluation procedure before, the adequacy of planning documen-

tation, and your own command of the evaluation process.

Response to Inquiries from Washington

It has been recommended to AID/W that the Mission respond to all project-
specific AID/W inquiries either in the PAR or at replanning time. Inquiries
requiring more urgent replies should say so with a reason. G&rouping re-
sponses should save time for the Mission and permit the Mission to give
thoughtful replies to serious questions. If your Mission can negotiate

this norm for its project-specific communications, be sure the important
inguiries are answered when the PAR is submitted. Issues you consider
important will fit into the normal PAR format; other issues can be dealt

with in a separate airgram to accompany the PAR. It is permissible to
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raise issues in the PAR that are not resolved immediately--but be sure they

are resolved at the normal time for replanning.

Clerical Support

Typing and other clerical services arehard to get in most Missions. Get a
good typist who can cope with the format of the PAR and who can get along
with Mission staff. Offer her help for typing PARs and other documents
needed for or resulting from evaluation. Don't let evaluation become a
problem in c]erica] support for the Mission staff. Being extravegent
rather than stingy with clerical support can save a lot of professional

time.

IIT. MANAGING THE EVALUATION OF A TECHNICAL ASSISTANCE PROJECT
There are four critical ingredients for evaluating a project:

A. Assigning responsibility for (1) collecting evidence and (2)

judging replanning implications (comparison to alternatives)
B. Prior expectations--from planning documents
C. Evidence of actual progress

D. Process management--by the Mission Evaluation Officer--to

assure the quality of the evaluation process

A. Assigning Responsibility

Give the Project Manager responsibility for collecting evidence if possible.

Make data collection an integral part of the project rather than an ad hoc
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effort. ~ The project manager should have access to everyone with relevant
data and insight into the project. If he accepts responsibility for the
project achieving its purpose, he should think about what evidence he

needs to make decisions, how to get the evidence, what cost is acceptable.

Evaluation is too valuable to omit in the absence of a Project Manager.

It is recommended and is an administrative requirement that there be a
Project Manager who has responsibility for managing every non-capital
project. However, in smaller Missions particularly, there may be no pro-
ject manager so the preparation for evaluation must be undertaken by some-
one else. The criterion for selection is ability to collect data, analyze
it, and present the Mission sound evidence for decision-making. Take into
account both knowledge of the project and analytical skills. When there
is a Project Manager but he is not available as scheduled, the evaluation
should be rescheduled. It is‘shértsighted to meet a PAR submission
schedule by assigning the job to an inappropriate person. The evaluation

will be more expensive and less likely to lead to fruitful replanning.

The entire Mission must share responsibility for replanning of the project.
The evidence of actual progress is only part of the input to replanning.
Top management of the Mission should have the benefit of the insights and

Jjudgment of all interested parties in Mission in making important decisions

“about the project. AID/W comments should be considered at this stage, in-

cluding evidence from similar projects elsewhere. The Mission participates
® before the review through dialogues with the Project Manager,

® at the Evaluation Review assessing the evidence and its

impiications, and

i
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® after the review in the replanning activities decided upon

in the Evaluation Review.

You should impress on everyone involved that their judgment and insights
are welcome even if their views do not prevail. The advisory material #5

includes recommended roles for the participants in the review process.

B. Prior Expectations

What was expected compared to what actually happened? This key question
depends heavily on an explicit plan or other indication of prior expecta-
tions. A good PROP and PIP together define clearly and crisply what was
expected from the project. In actual PROPs two important e]ements are

often missing:

1. A clear and crisp statement (perhaps 25 words) of the

project purpose; and

2. Objectively verifiable targets to measure of the success

of the project (end-of-project status).

Review the project documentation with the project manager to assure there
is an adequate record of prior expectations from the PROP. If the PROP
Tacks an adequate statement of purpose and EOPS, you must help the Pro-
Ject Manager and Sector Management and Program Office establish expecta-
tions now. Defining what results are really expected of a project with
an Tnadequate plan will probably be the most useful part of the evalua-

tion. Don't underestimate the work‘required.

i-? - "-.‘-
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1t takes time and work to shape up a plan, and get agreement about what
is important even if the project has been going on for a long time. You
will find that the rest 6f the evaluation will be relatively easier
afterwards because planning will surface most of the important issues.
Use Advisories #1 and #2 plus the first two sections of the "Project

Evaluation Workbook."

The PIP indicates expected "output targets" and a "work schedule" with
major actions to be taken. This data must be available before the eval-

vation. or at least completed during the evaluation. If the PIP is inade-

quate, you may find both kinds of information in the ProAg or perhaps

even in a contractor workplan.

C. Evidence of Actual Progress

One of the many virtues of a well planned project is that the plan makes
clear what evidence is needed for evaluation. The necessary evidence is

objectively vérifiab]e data appropriate to the proaress anticipated in

—the plan.

1. MWere the inputs provided as expected?
2. MWere the outputs produced as expected?
3. Is actual progress toward the purpose as expected? .

4. Is the progress toward the goal as expected?

Project managers want guidance on the "depth" and "rianr" expected in
their collection of evidence. The guiding criterion should be suffi-

cient depth and rigor for management to cdecide the important issues.
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When an important issue requires more technical skill than the project
manager can provide, consider what kind of help he needs and how to pro-
vide it to him through personal assistance or help from others within the
Mission, or by requesting an outside consultant with appropriate exper-
tise. A second criterion on depth is to start out collecting only appro-
priate baseline data. Defer sophisticated analysis of why the project
worked until later in the project when it is clear that it has been
successful. Baseline data cannot be generateé Tater in most cases;

clear thinking about the questions to be asked will guide you about what
data to collect. .Qutside technical assistance often can be deferred to

appropriate milestones in the project that are option peints for replanning.

D. Process Management by the Mission Evaluation Officer

You have great flexibility to customize the evaluation process to fit the
needs of specific projects in your Mission. Note the elements for flexi-

bility:

1. Scheduling the evaluation
format for reporting within the Mission
structure for the review process in the Mission

degree of involvement by the host and other outsiders

O B WM

roles of Mission personnel in the evaluation

depth of analysis of alternatives to the current plan

~

special assistance to the project manager--training,

collecting evidence, analysis.
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S

The most important tools at your disposal are the following:

1. The evaluation plan for the Mission that ties your evaluations
to important problems faced by the Mission.
The Project Evaluation Norkbqok.

3. Advisory Material to guide collection of evidence and to help
generate alternatives to the current plan for the project.

4. The Evaluation Review to bring the collective experience of the
entire Mission to bear on the project.

5. The reports on evaluation to the Mission and to Washington
providing an opportunity for project level management to create
a hcredib]e record” of good management--clear planning, in-.
sightful analysis, and resourceful responses to difficult problems.

6. Special assistance from you or from outside experts.

The extent of your personal involvement in any given project evaluation

should be carefully considered. Ideally vou would be a trainer and coordi-

nator exclusively; planning and refining the evaluation process for your

Mission would take most of your time. In practice, there will be project
managers who need extensive help to prepare for a Mission useful Evaluation
Review. To ensure that the outputs of the evaluation are worthwhile to

the Mission, you must ensure the prior expectations are in place, appro-
priate evidence is collected, and everything is organized for review by
the Mission. Sometimes you will have to help personally to get the Jjob
done. The better you train project managers, the less you will have to

help later.
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The Mission Evaluation Review is discussed extensively in Project

Evaluation Advisory #5.

Advisory material is intended to supplement the instructions in the Pro-
Jject Evaluation Workbook. Each advisory corresponds fo a section in the
Workbook. Most project managers will need the adﬁisory material the first
time they use the Workbook; subsequently, they will only refer to the
advisories for examples or to resolve specific questions. You should

have a stock of advisories to give to project managers who need help.
Ordef one set of advisories for every person charged with collecting
evidence on a project plus extra sets for yourself and Mission top manage-
ment people who attend review sessions. The appropriate pages from
-Advisory 5 should be provided to every participant in an evaluation

review.

Advisory materials and the Project Evaluation Workbook are deliberately
flexible and advisory so they can be changed based on experience. As you
discover ways to improve the material, supplement it with your own mater-

-ials; send copies of your improved materials and exemplary project evalua-

‘tions from your Mission to the Regional Evaluation Officer so that he can

distribute copies to other Missions.

Stay in touch with the AID/W Regional Evaluation Officer on an informal

basis. You are partners in improving AID evaluation and should be able

to help each other.
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IvV. THE OUTPUTS FROM EVALUATION

There are six major outputs from evaluation:

>

Recognizihg the need for changing the current plan

B. Explicit quidance to management about what is expected of the

project
C. Coordinating the key parties in the project

D. Reporting to the Mission Director and to AID/W on the

evaluation - a credible record of good management
E. Data for comparisons among TA projects - the AID/W memory
F. The EOQ's report - evaluating the Mission evaluation program

A. Recognizing the Need for Changing the Current Plan

Evaluation must call management attention to situations when the current
plan should be changed. Evaluation should nroduce (1) evidence of
important differences between actual progress and prior plans, (2)

genuine alternatives to the current plan, and (3} the judgment and insight
of the entire Mission about both evidence and alternatives. Replanning

may be immediately or méy be deferred to the normal time in the programming
cycle; thé timing depends on the urgency of the situation, the need for
more analysis of promising alternatives, the importance of the proposed
change, and the flexibility available to the Mission taking into account
contractual agreements, etc. Note that evaluation is basically an

analytical process that provides inputs to a separate replanning process.
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Identify the decision-makers for replanning and get them into the

evaluation too, so they hear all the evidence.

B. Explicit Guidance to Management

Evaluation must provide project level management explicit guidance about
what i5 expected from the project. The expectations will be based on
up-to-date evidence and judgments about what is needed, what is reasonable,
and the alternatives to the current plan. The resources for nroject level
management are also made explicit. The project manager could negotiate a
contract with the Mission that given these resources, he would take
personal responsibility for fulfilling the Mission's expectations about

the project. Even when the manager does not accept personal responsibility
for results, the manager has "clear marching orders” about what the

Mission considers important.

. Coordinating of Key Parties in the Project

Eﬁaluation improves communication about what the project is expected to
do and how. This is an important output even when the current plan is
reconfirmed with 1ittle or no change. Distinctly different perceptions
of the same project often coexist within the Mission. The communications
gap is eveﬁ wider between Mission personnel and outsiders such as
contractors, PASA personnel, host country personnel, other donors, and
AID/M. Evaluation provides an annual opportunity to clarify what is
expected of the project and how it will be done. This is particularly
important in situations where project performance is significantly
different from prior expectations and alternatives to the current plan

involve important changes.

!-
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D. Reporting to the Mission Director and Washington - "the Credible

Record" of Good Management

Reporting on evaluation to the Mission Director and to Washinrgton provides
an opportunity to display a "credible record" of good management of the

project. Specifically, the report provides internal evidence that:

1. The project is properly planned: expectations are explicitly

understood and performance will be objectively verifiable.
2. Evidence about actual progress is satisfactory for decision-making.

3. The evidence has been reviewed with insight and candor:; the
collective judgment of the Mission is indicated by the impTica-

tions for replanning; and

4, Alternatives to the current plan have been considered and

appropriate replanning action initiated.

The report to the Mission Director should emphasize the issues of
concern to him and the actions that he must take based on the evaluation
review. The PAR is also the place for the Mission to respond to any
accumulated inquiries from AID/W that have not been answered at the time

of the evaluation.

The PAR takes advantage of the evidence collected for Mission use to
inform Washington about the information Washington needs. The PAR gives
AID/W a basis for responsible delegation of project decisions to Mission
management. The Mission Director will look for evidence of the high

quality of project Tevel management.
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You must assure the report on evaluation captures the hard-hitting,
insightful analysis that takes place. Postponing the report to the end
of the process will facilitate candid discussion of important issues
within the Mission -- particularly if you preempt discussion of what
should be reported to preserve time for discussion of the important
issues. After the Evaluation Review is completed, there is no reason for
the original analysis to be regarded as sacrosanct; reports should take
into consideration the results of the Evaluation Review. Once sensitive
issues are openly confronted, and the alternatives considered, jt usually
is possible to describe the issues and tﬁe alternatives in the report
too; the phantoms of untouchable subjects fade in most cases. It is
permissible for the evaluation to raise more issuzs than it resolves; of
course, the unresolved issues should be reso]vgd by the time of ren1ann3ng
and reported upon at that time. When there is an issue that is so "hot"
that there is reluctance to report on it fully and candidly, you should
satisfy yourself that (1) there are good substantial reasons for any
departures from complete candor, and (2) Mission top management under-

stands the situation and agrees with the actual report.

E. Data for Comparisons Among Technical Assistance Projects

There is some evidence to support the hypothesis that AID/W can use data

from Mission evaluations to make useful comparisons with other TA projects.

Consequently, data from PARs and other documents are being stored in a
"data base" for analysis of the nature of technical assistance. This is
an important effort by the Agency to "learn from its experience" over

time. The data base may be useful to the Mission Tater. For example,

,..-. I- v _ -—
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when you have difficulty planning a project, you will be able to learn
what other projects have been undertaken in the area, their project
purposes, measures of end-of-project status, and perhabs the kinds of
problems encountered by fhese projects at each stage of development. Of
course, the usefulness of the data base is stil? hypothetical until
appropriate evidence is submitted from the Missions about actual
experience with TA. Note that the data base is a byoroduct of the

evaluation and the main fruits come directly to the Mission.

F. The Evaluation Officer's Report - Evaluating the Mission Evaluation

Program

Your annual evaluation plan should make explicit the Mission's expectations
about your evaluation program as well as how you pian to go about it. At
the end of the evaluation cycle, you should report to the Mission Director
and to the Regional Program Evaluation Officer about the actual results.
Plan your evaluation program as if it were a technical assistance project
and then evaluate it at the appropriate time. What evidence will you have
about the value of evaluation to the Mission? What is the expected end-
of-project status? Discuss your analysis with Mission top management and
other key actors in the process. Consider alternatives to the current
program to improve effectiveness and efficiency next year. Your replanning

should be incorporated into your evaiuation plan for the coming year.
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PREFACE

This Project Evaluation Workbook is for use by managers of technical pro-
jects. If used conscientiously, it can help improve projects by improving
project planning and design. The Workbook contains seven sections. Each

section contains both explanatory narrative and worksheets. The worksheets
are aids to the Project Manager, providing space Tor making notes and sum-

marizing data to simplify his analysis.

The Tirst section of this workbook is of key importance, and should help
you analyze the Togical structure of the project. Sections Two through Five
will help assess progress to date and sort out implications for fuéure per-
formance. Section Six simplifies the job of reporting on your evaluation to
the Mission and filling out the Project Appraisal Report (PAR]. C;ostpone
thinking aBout reporting until you have completed your analysis of the
important issues in the project.) Section Seven provides a convenient

file Tocation for documentation, advisory material, and extra worksheets -

anything you do not ne?g immediately at hand but may want to refer to.

An important part of evaluation is dialogue with others involved in the
project. Such dialogues can serve a wide variety of functions: (1) bringing
the evidence and insight available in the Mission to bear on replanning,

(2) surfacing important issues in-a forum that encourages constructive
discussion, and (3) developing a "Mission position" on relative prio-

rities within the project.
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The pages of the Workbook are “color coded." Yellow pages are instruc-
tions that you will probably want to keep in the workbook._ White pages

are worksheets that will be consumed and replaced as needed.

Advisory material is available from the Evaluation Officer to help
you evaluate your project. Advisories contain explanatory information,
advice on common evaluation probiems, and examples of the evaluation

process. You will probably want to store the more useful advisory

material in this Workbook.

NOTE: The worksheets contained in this handbook are for your use only
and not intended as reports. However, the Mission's evaluation review
can (and generally should) address most if not all of the questions
raised by these workshéets. Thus, at Teast be prepared to respond, in
a meeting attended by the Mission Director, to any and all of the

questions (both explicit and implied) contained in the following.

i
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1.0

RESULTS EXPECTED OF THE PROJECT

1.1

1.2.

Objective of Section 1:

Your objective in this section is to clarify and assess the

practicality of the results expected of your project.

Objectively Verifiable Results at the End of the Project

The first step in evaluating your project is to identify exactly

what was expected to result from that project. Review the

project documentation (the PROP and PIP} looking for clear state-

ments of the results expected of your project at four levels:

1.

the relationship of this project to the rest of the Mission
program (the programming goal) and objectively verifiable
measures of progress expected toward that goal (goal targets):
the hoped for result that motivated AID support for this
particular project (the project purpose) and objectively
verifiable measures that would indicate the successful com-

pletion of the project (end-of-project status);

the outputs that result from AID support for the project
and objectively verifiable meagures of how much of each
output is expected by the end of the project (output tar-
gets);

a detailed course of action including the estimated cumu-

lative cost to AID for the project and an implementation

schedule.



Worksheet 1 provides a convenient way of summarizing what is expected
of your project at each of the four levels in prose and with objectively
verifiable indicators. Remember, however, that the objective of this
exercise is to define what was expected of your project when the PROP
and PIP were prepared. The first few times you use this worksheet, you
will find it useful to read the advisory material entitled "Logical
Framework of a Technical Assistance Project". It provides useful ex-

amples and explanatory material.

If your project documentation does not clearly define the results ex-
pected of the project, take the oppo;tunity to remedy the deficiencies

now -- this is probably the most important single part of the evaluation --
you cannot evaluate 1f you do not know what you were supposed to
accomplish. Consult with the Eva]ﬁation Officer, Sector Management, and
the Program O0ffice to confirm that they concur in your statements of the

Mission's expectations from the project.

The Tinks between the four levels of expectations will be explored in
subsequent sections. It is a hypothesis that achieving the results
expected at each Tevel will Tead to achieving the results expected at
the next higher Tevel. Usually there are important assumptions about
factors outside of USAID control that also influence successful com-
pletion of the results at the higher level; note the most important of

these assumptions in the right column opposite the higher level.

Some projects in the Agency are clearly related to an explicit pro-

gramming strategy; some are not. If your project was not developed in



response to a higher goal for which you can define objectively veri-

fiable indicators of success, say so explicitly. Not later than the

normal ‘programming period, the potential impact of the project on the host

country should be -examined and a worthwhile programming goal for the

project specified; otherwise, plans should be made for a well considered

phase-out. Avoid fabricating a goal that has no influence on project

planning -- don't waste your time.

1.3

Interim Targets

A good plan includes the target that signals project completion and
also interim targets that can be monitored during project imple-
mentations. Review the documentation again, looking for the

interim targets at all four Tevels. Interim targets may be found

in the following places:

Level of Interim Targets Documentation

goal: PROP

end-of-project status: PROP; Profg; previous PAR
(Worksheet 2)

outputs: PIP part 2; ProAg: workplans
PAR Worksheet 3

schedule of implementation: PIP, parts T, 3, 4, 5; ProAg;
workplans.

As you review the interim targets for your project, focus first
on the kind of result being measured and second on how it is

being measured. Later you will review the reasonableness of the

expectations.



1. Are all the critical aspects of the project included?

2. Are there objectively verifiable indicators when it is
possible to have them?

3. Is it clear what was expected of the project this year?

4. Are expectations about the future progress indicated?

5. Have we actually collected the data to assess progress

compared to these expectations? If not, can we get it now?

If the expected progress is not clearly indicated, take this
opportunity to set up interim targets for the future. The PIP

is the appropriate document for interim targets at the input

and output levels; PIP forms are available in every Mission and
an 8 1/2" x 11" PIP form is included in the workbook. Interim
targets for end-of-project status and for the goal can be sum-
marized on Worksheets 2 and 11. If your interim targets are being
set now rather than merely being reviéwed, use the following

for setting them:

(1) Will the end-of-project targets be achieved on time and
within budget if the interim targets are met?

(2) Are the targets realistic expectations given the time and
resources available?

(3) If the target for one level are met, then it is our hy-
pothesis that the targets at the next higher level should
also be met. Include among your indicators a full enough
description of interim status to make it clear to manage-
ment when an important element is falling behind. Important
assumptions about factors outside your control should be

noted on Worksheet 1.
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2.0 THE PROJECT PURPOSE AND END-QF-PROJECT STATUS

2.1

2.2

Objective of Section 2:

Your objective in this section is to review this year's progress
toward the project purpose and compare that progress to prior
expectations. If the project purpose in your project documentation
and in Worksheet 1 appears to be out of date, you will prepare an
up-to-date statement of project purpose and end-of-project status.
Then you will compare actual progress since the last PAR with the
planned progress.

Updating the Project Purpose and End-of-Project Status Indicators

If your project purpose and end-of-project status are up-to-date,
you can proceed to Section 2.3. Otherwise, reflect a bit about

the appropriateness of the purpose in the project documentation.

Discuss the purpose with others to verify that they share your
sense of priorities. Consider making appropriate changes and

think through the implications of any change.

1. Does the purpose in Worksheet 1 express what is important
now?

2. Do all key personnel understand and agree with this project
purpose? (Mission Director's office, program office, sector

management, implementing agents, etc.)

3. Do the host government, other donors, and counterparts under-
stand and agree with the stated purpose? Does a difference

in priorities affect progress toward the.purpose you consider
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appropriate? What disagreements could be resolved by gather-
ing evidence and which are due to a difference in values?
Examine each phrase in your project purpose, eliminating
everything except the bare essentials -- the basic motive
that prompted our suppor}. Does this suggest new alternatives
for replanning?

What important factors beyond your control affect ability to
achieve the project purpose? How confident are you that your
assumptions about these factors will hold true (e.g., will
other inputs be provided as scheduled, will political issues

modify host interest, etc.)?
™

2.3 Progress toward End-of-Project Status (EOPS)

Collect evidence about actual progress towards EOPS since the

last Project Appraisal Report (PAR). Compare actual progress with

prior expectations to assess past performance. Worksheet 2 will be

helpful.

What evidence is there that the project is proéressing
toward end-of-project status?

If actual progress is slower than expected, do you expect
the project to catch up or fall farther behind?

Were the USAID expectations for actua{ progress realistic
so far? Are expectations for the future realistic?

Do USAID plans and contracts make explicit what USAID
expects? What can be done to make sure the responsible

parties are aware of what is expected of them?

Comment briefly on Worksheet 2 about the progress measured



2.4

by each EOPS indicator. Note alternative actions for AID
to improve future performance. (Alternatives will be recapitulated
in Section 5 but you should note them as they come to mind through-

out the evaluation.)

Rate Actual Progress toward Project Purpose

Rate the actual progress toward project purpose compared to the
progress expected by USAID in its plans and contracts. Focus on
the period since the Tast PAR. Review the EOPS indicators as one
kind of evidence in making your judgment. Use the scale at the bottom

of worksheet 2. Interpret the ratings as follows:

How would the decision to fund the project for this period have been

influenced by foreknowledge of the actual results?

outstanding -actual performance exceeds our

reasonable expectations.

satisfactory -actual progress meets USALD expectations
and fully justifies support.

unsatisfactory -actual performance is sufficiently disap-
pointing that alternative use of resources

would have been preferred.



3.0 INPUTS TQ QUTPUTS

Cen

3.1

3.2

Objective for Section 3:

Your objective in this section is to analyze the transformation
of inputs into outputs and look for ways to do it better. First
you will compare actual outputs and actual inputs to previous
plans; then you will update your expectations for the future.

Finally, you will assess the components of the project.

. Compare Actual Outputs with Plans

Outputs are the specific results the project will produce. USAID's
"managable interest" in the project includes those results a
competent manager could be expected to produce with the available
resources. Producing these outputs as planned should make it
highly probable the project purpose will be achieved. Collect
evidence about actual progress toward the interim output targets

in PIP, part 2. Compare the actual outputs to the targets. You

might mark actual progress directly on the PIP below the targets.

Each output indicator describes the kind of result the project

will produce. An output target describes the magnitude of the

result expected at a specific time. Output targets should be

objectively verifiable and when possible they should be

quantified -~ for example, cumulative total teachers trained =

1243 40% of the staff are host nationals; 73 students graduate



this year; 9,400 children fed lunches daily; 1,400 Toops inserted;
and seed sales were $70,000. Advisory 1 provides some guidance

on measuring outputs.
Now reflect a bit about outputs and do not Timit yourself to

the items on the PIP,

1. Are the most important kinds of outputs included? If not,

add new output indicators.

2. Are appropriate megasures being used as "output indicators"?

If not, how can you measure the outputs better?

3. Are there important attitudinal or organizational changes
required to achieve the project purpose? Can you influence
them? If so, identify them explicitly as outputs and con-
sider how the project can assure they will be produced.

4, Are the output targets being met so far?

3.3 Compare Actual Imp]ementation'with Plans

Collect evidence about-actual progress in implementation of
the project work plan. Compare the actual dates for each
important action with the "target dates" in the PIP "Work
Schedule”. Now reflect about the implementation so far, not

Timiting yourself to the PIP.
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1. Are all the important actions for the immediate future

included in the work schedule? If not, put them in.
2. Is your project on schedule with respect to inputs?

3. If the original schedule was wrong, why?

If your project documentation includes a projection of “"personnei
requirements”, "participants requirement”, or "commodities", do
the same kind of analysis on those inputs; e.g. PIP, part 3,

4 and 5.

Updating Expectations about Future Outputs and Inputs

Update your estimates of future outputs and the future implementation
scheduie. Consider the evidence about actual performance compared

to the prior plan and either mark up the old PIP (parts 1 and 2

or use new PIP forms for a clean start. Then, use Worksheet 3 to

summarize the most important outputs.

1. Are the estimates of future outputs realistic. If actual
outputs are below target now, will the project catch up or

fall farther behind? Why?

2. Is the Impiementation Scheduie realistic? If actual implementation
is behind schedule, will the project catch up or fall further behind?

Why?

3. Is the up-to-date output forecast consistent with the up-to

date implementation schedule?

4. What could be done to compensate for areas of poor per-

formance?
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5. Are the new estimates more reliable than the old ones?
What additional information could you get to improve the
quality of your forecasts? e.g., consultation with host,
contractors, and other donors rather than making assump-

tions.

6. Which outputs are most critical to the project purpose?
List these indicators on Worksheet 3 with realistic

forecasts for the future.

For Worksheet 3, if three or four output indicators adequately describe
progress of the project at this level, it is not necessary to report

more. Prior target normally describes the expectations in the PIP,

part 2, when funds were approved for the period since the last

PAR: If there is a more recent PROP with revised targets, use
the output targets of the current PROP. Normally the same in-
dicator should be monitored from year to year. Add other in-
dicators as necessary; when an important indicator is replaced
or omitted be prepared to explain why. If there is no prior
target for output to date, either interpoiate or leave the box

blank. Current estimates of outputs are understood to be ten-

tative and approximate. They are not changes in the formal out-
put targets; dimportant changes 1n output targets belong in a

PROP or PIP to document changes in the project ptans. In Worksheet
3 important deviations between prior targets and current estimates
alert management that the current plan is not realistic -- and

replanning is appropriate.
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If actual performance is disappointing, what genuine alternatives

exist for USAID to help improve performance? e.g. reallocating funds
within the project, renewed efforts to change a policy, filling a

slot, change of emphasis, closer supervision. Note briefly on Work-
sheet 3 some plausible alternatives for improving performance. Post-

pone detailed analysis of the alternatives until Section Five.

Now step back for perspective. Does the schedule of inputs reflect
your best judgment about what is necessary to produce the desired
outputs? Is it realistic to meet this schedule? Would you be willing
to accept personal responsibility for meeting the interim and final
output targets with these inputs? Are the key people in the project
committed to produce the necessary outputs? Are they going to meet

the schedule?
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3.5 Analysis of Major Components of the Project

Having considered the project as a whole, now dig deeper into
the important components of the project and their efficiency.
Six worksheets are provided to help you analyze the siXx cate-
gories of inputs that are most common in TA projects: implemen-
ting agents (Worksheet 4): participant training {(Worksheet 5);
commodities (Worksheet 6); host country {Worksheet 7)}; other
donors (Worksheet 8); and USAID as a component of the project

(Worksheet 9).

Skip categories that do not apply to your project. However,
consider the possibility of using inputs that are not in your
current project design: e.g., even if you started without com-

modities, it might be wise to add some now.

Use several copies of the same worksheet if you have severz]
implementing agents,, several important donors, or several impor-
tant host organizations, or several distinctly different com- .
modity elements. Your analysis will be sharpened. Remember,

these worksheets are for your use, they are not reports to others.

The basic elements of the analysis are the same for all kinds
of inputs to the project. Answers should be focused on the
period of analysis since the last PAR. Worksheets are intended

primarily to trigger your thinking by looking at the project from

a perspective that may Took unfamiliar to you. When a question does
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not it your project exactly, look for the issue involved to see if
1t can provide insight into your project despite any ambiguities.

Comments follow on each saction of the worksheets.

1. Cost

The approximate magnitude, not the pracise amount of‘the cost,
provides perspective about what performance to expect from the
component., In the Worksheets for Host Organizétions, Other Donors,
and USAID, do not try to allocate all costs. Ju§t estimate the
high-cost items to gain perspective into project costs. The costs
borne by the host country or other donors are relevant to USAID
planning because the cost could be used for other development

projects.

2, Qutputs
What important outputs depend substantiaily on this component
of the project? Just note the outputs critical for the project
purpose. Are the funds for this component focused on the

critical outputs? How about management time?

3. Rating of Actual Performance

Use your notes on outputs and the costs for this component

as evidence for rating actual performance. What was expected

-
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in prior plans? 1Is the cu?rent cost reasonable