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13" SUMMARY 

Most of the problems fa,:ed by the project, including to some extent 
problems with recruiting, support and retention of the training specialist, 
have resulted from the pr~)ject design. The project as originally designeJ 
went much beyond what Ahfad wanted and was inconsistent with the 
institutional capability of Ahfad and employment opportunities of the 
grad~ates. Visible progress towards achieving the project purpose was 
painfully slow during the first ten months and in September 1978 the 
first training specialist left the project. World Education was unable 
to field a replacement until October 1979. There has been significant 
progress during this last six months toward!', achieving a :Juch more limited 
and realistic set cf objectives for the project. These Lojectives would 
establish at Ahfad the capability to continue to offer a courSE that 
includes field work and that will provide students with techniques to 
work in programs that deal with the urban and rural poor. 

Several different means of preserving the positive gains achieved at Ahfad 
under the project were considered. From a technical perspective, the 
most cost effective way would have been to use the remaining funds to have 
the training specialist and the counterpart complete the curriculum in 
the United States, to provide the counterpart with additional short-term 
trainin~, and to provide backstoppinb and short-tem consulting services 
to the project through December 1980. This is unacceptable to Ahfad which 
believes the long-term interests of the sche'')l will be better served by 
using the remaining funds for degree training of faculty members who will 
make a definite commitment to remain with the program. 

14. EVAl.VATIOi\' METHODOLOGY 

The purpose of the evaluation was ~c clarify project design and assess 
progress to date in order to make a decision on an extension of the project. 
This was to be done by projecting the likely impact of achieving the pro
ject purpose with a l2-month extension. Before the evaluation Ahfad 
administration was asked to pr~pare a detailed account of its expenditures 
under the sub-grant. World Education was asked to estimat~ the funds 
necessary for an additional no-cost extension of the p=oject through 
May 31 and for a report on expenditures to d~'.te. The trainir,g specialist 
at Ahfad was asked to survey current students on their socio-economic 
background and their work plans following graduation, including willingness 
to work outside of Khartoum. 

Over a period of len days, James Beebe. USAID froject Manager; Arlene O'Reilly, 
USAID Evaluation Officer; Anisa Dari, Extension Education Instructor at 
Ahfad and counterpart to the Training Specialist; Edith Thacher, Training 
Specialist; ~~ry-Rita Zeleke, Africa Director for World Education; and 
Gassim Badri, Principal of Ahfad and Project Director, met for more than 
50 hours, includi~g evening and week-end sessions. 



In addit ion to these discu.:;s t.on.s, vari.ous members of the team 
participated In the followin~ interviews: Ms. Attiyat Mergtani, 
Assistant Direc.tor of the Family Club arld an Ahfad graduate, concerning 
her work and r.hat of other Ahfa.d graduates in the Ministry of Social 
Welfare; Ms. Rosalind Ebun and ~ls. Hayat Eltigani of the IL0 Youth 
Training Program concerning their experience employing Ahfad graduates; 
two third-year psychology students were intervieyTed individually and six 
other psychology students were interviewed as a group and individually; 
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Ms. Arona Baari, head of the UI!~ce ~~nagement prugram; Mr. ha~lu wena~e, 

Food Production instructor; Ms. Arona Abdel Rahman, head of the Pre-scheol 
and Psychology program; Hs. Awatif Musta Fa, Director of Studies and 
English instructor; Ms. Souad Merghani, head of tl:.e Family Science program. 
Beebe, Zeleke and a/Reilly spent more than two hours with Yusef Badri, 
P~esident of Ahfad to review the origin of the program, what ~~ltad had 
want, d, what Ahfad had gained and his hopes for the program. 

15. EXTERNAL FAC~ORS 

There have been no major changef in the project setting that have ha~ 
an impact on project implementation. However, the assumption which 
links the project purpose and the program goal, i.e., that Ahfad graduates 
will be employed to work directly or indirectly with the poor, may not be 
fully realized. This is due to extremely limited GOS funds available for 
improving the social and economic conditions of impoverished peopl~. If 
funds are available for a continued expansion of the delivery of social 
services, the decentralization program announced by the government in 
~~rch 1980 may increase the opportunity tor these services outside the 
Khartoum areCi. 

16. INPUTS 

The original project design called for inputs from World Education, Ahfad 
College, International Voluntary Services (IVS) and the Ford Foundation. 
\vorld Education's major input was to have been 24-person months of a resi
dent training specialist. During the 28-month history of the project, 
Wrold Education delivered the services of a training specialist for 17 months. 
Neither Ivo:dd Lcucation nor Ahfad are satisfied with the quality of services 
provided during the first ten months. following the termination of the first 
Training Specialist, World Education had a difficult time fielding a replace
ment. The second Training Specialist arrived October 1979. Because of 
communications and scheduling problems, some of the workshops called for in 
the project design were not carried out. World Education did not deliver 
any self-hE:lp income generating funds nor an evaluation instrument. Ahfad 
had problems delivering" in a timely manner, its commodity contrib\ltiors; 
and the total contribution in te~5 of Ahfad staff members cannot be calc~lated 
The total IVS contribution in terms of person months of volunteec services 
to Ahfad Coll~~e can be determined but t~e contribution of these services 
to ~he project c~nnol. Mobil Oil Company and the United Church Board for 
World Ministries p:ovided the transportation vehicle that had been requested 
from the Ford Foundation. 



,17. OUTPUTS 

Actual Progress Against Original Output Targ~ts and Projection 
i..'- 1:" AC~'~~ng Outputs 
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C:igina·J. pre'j ect design identified ~rained personnel, curriculum and an 
extension program as outputs. Actual progress in the design of a curriculum 
has been considerable but is only minimal in training personnel and in 
developing an extension progra~. 

1. To date, 37 Ahfad students have received training in !lon-fcrmal education 
techniques. One Ahfa~ staff membf, has received on-the-job training whil~ 
several others have .-eceived intormal orientation to the approach; and 
possibly as many 2.S 30 staff members of other agenci~s have had infort.,al 
contact with the program. Approximately 40 Ahfad students annually are 
like.ly to receive train:i.ng in non-formal education techniques regardl~ss 
of whether the project is extended or not. With a twelve month project 
extension it might be possible to provide formal orientati.on to about seVatl 
of Ahfad' s full time st::df members and possibly 30 or more staff meml:>e.rs 
from other agencies. 

2. Despite t~e fact that work on the development c~ curriculum materjals 
befan only in October, 1979, at present a fairly detailed 5(t of materials 
exist and have been used with two classes of third-year Ahfad students. 
The curriculum, including instructor and student materials, coulc: bt\ 
finish :1 by July 31, 1980 with the presence of the training special~.st 

and the counterpart in New York this summer and with inputs from oth~r 
Wcrld Education specialists. 

3. Progress toward establishing an extension program that deliverF 
ser,ices has been nil. 

a. Five villages in the White Nile Province and one urban site near 
Khartoum have been visited and information collected which 
constitutes the beginning of site profiles. 

b. Students have developed one-day lesson plans but the project 
has not attempted to develop an integrated curriculum in 
health, nutrition, child care, etc. 

c. Nothing has been done to develo? "women's materials". 

d. Approximately 30 village women have attended seminar sessi.ons 
conducted in the White Nile Province. 

e. No self-help project have been initiated. 

f. No income generating activities have been initiated. 

g. Five village sites and one urban site have been identified. 

h. No efiort has been made to estat:ish a form3l evaluation system. 

Given the educational purpose and institutional capability of Ahfad it is 
not realistic to e}:pect Ahfad to operate an extension service and even a 

http:3pecial.st


one year extension of the project is not likely to have much impact 
on Q;hiev~ng the output~ related to an extension service. 

ReL~'lance of Original O~~_~_Iargets to Pr.oject Purpose and 
Reas0ns for Failure to Achieve Targets 
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1. Training of l~ members of the Anfad staff and 50 staff members from 
other ~gencies is nct necess~!"y for a'2hieving the ?urpose. Ficnn~l crlenta
tion while desirable for both groups is not a necessity fGr achieving 
the purpose. Failure to p~ovidp. orientationruring the more than two years 
of T'roject implenenLatior. \nay reflect the lack of understanding between 
Ahf.ad, \~orld Educatiofl and the Trainit.'g Specialists on t~1£ desired outputs. 
T'ne problems of contl.Lluity resul~ing f.rom the eari y termination of the 
firs~ s~ecialist and the year it tock World ~ducation to field a replace
ment also contributed to this situati0G. f~tabllshing the capacity to 
tra.n students is the purpose oE the project and the studen~s trained 
dun'.ng, th~ proj ec t should have been considered incidental outputs. Since 
Ahfad only graduates about 40 students a year, it is un',:-ealistic to expect 
the production u! students trained in extension education to exceed this 
number. 

2. Completion of the curriculum is extremely important frr achieving the 
project purpose. Given that the original training specialist did nothing 
in this area and that the present training fpecialist has been on site o.lly 
sinc£ October 1979, progress in this area ~s remarkable. failure to achieve 
a curriculum by the scheduled er.d of the project has resulted from the 
problems of ~roviding sufficient direction and supervision for the 
first training specialist, her early termination from the project and from 
the difficulties World Education had in fielding her replacement . 

• 
3. Neither establishing a capability for training students to deliver 
extension services nor developing a capab:.lity to train stud£nts to work 
in p~ograms "'.reated to benefit urban and rural poor require the establish
ment of an extension program. Even if there had been no problem with 
fielding a training specialist it is unlikely that the already over 
extended manageri~l capabilities at Ahfad could have been stretched to 
cover the establishment of an ambitious external program. Even if the 
system could have been established, no plans for financing it ~eyond the 
termination of the project were presented and a continuation would have 
been doubtful. 

Consideration of Revised Outputs 

1. One Ahfad staff member has received on-the-job traininb sufficient 
to permit her to use a completed curriculum without the presence of a 
resident training specialist. She has stated Lnat she requires technical 
support from WE or another agency for the 1980-1981 school year., With 
such support. it is reasonable to expect the already trained counterpart 
to provide similar training to another couflterpart during the next school 
year. While it may be desirable to have a training specialist during 
the period of training of the second Ahfad staff member, it does not 
seem to be necessary for the program to continue. As the end of the 



project requires that Ahfad he able to prClvicl::: traming of future 
instructors in this p'rogram without outsic,e assistance, the sooner 
teds process of training becomes eEtablished, the sooner Ahfad can 
continue the program without assistance. 
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2. As noted above, a curriculum can be completed by July 31, 1980 
wlthout an extension of the project beyond that date. This curriculum 
is based on non-formal education ~echniques and active participation 
of students in five annual fieL' trips. TI1.is would pose no serious 
pr0blems for Ahfad. 

3. The establishment of a long-·tern capability to train students re
quires that a system exist for evaluating the curriculum and that 
this system be used for revising the curriculum as it is used. Ahfad's 
Pl'oject Director feels that this can be achieved by providiT'f:, an Ahfad 
staff member with long-term degree training that would include curriculu,n 
development, evaluation and revision. This is one way of achieving ~he 

out~ut but would result in little revision for the first several years 
t~e curriculum is in USE. This could be done without additional money 
but would require an extension of the project through at least June 
1983 to allow for the long-term training of staff. Another way "'~ 

achieving a syst.;:',;: for curriculum evaluation and revision is the use 
of short-term consultants. They could be provided by using existing 
funds either under contract for services WiL~ World Education or with 
another organization using existing funds; or short-term consultants could 
be the major input under an extension of the project that required 
additional funding. 

4. Evaluation of the impact,of the project on producing qualified 
womenpower to work with the urban and rural poor requires the 
collection of baseline data on the 1979 and 1981 graduates. Design of 
the necessary survey questionnaire can be completed by the present 
training technician before her scheduled departure in April 1980. 

18. PURPOSE 

Original Purpose 

"To establish in Ahfad University Collepe for Women (Ahfad) 
a capability for training students (women) to deliver in' 
teerated ~on-f.ormal extension services to impoverished 
... dults, primarily WOTIien, living in urban and rural areas." 

The implication of the original purpose was that Ar.fad would be able 
to train women to actually deliver extension servic~s to impoverished 
adults, with the ft'.rther implication uncleo:~ as to whether they were 
to deliver the services upon graduation, or while students, or a 
combination of both. The first of tt~ original EDPS requires that 
Ahfad have a field work program ~:.at actually delivered non-formal 
extension services to adults. This would be relevant to the achieve
ment of the purpose only if it assumed that the only opportunity students 
~ill have to deliver servi~es is while they are students. If the 
original purpose is read as onl~' requir Lig students to be trained to 
deliver services after graduation, the E:S ',ablishment of a functioning 
extension program is not a good descrip ,: on of what will exist when 



the purpose iG achieved. The condition described in the first EOPS 
does not exist and is not likp.ly to exist at Ahfad in the future. 
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The second EOPS slate:; in general terms that Ahfad will be qualified 
to continue training its students (women) in extension education but 
does not suggest vErifiable indicators of what it would mean to be 
qt\alified. Progress to datI" has been substantial if "qualified" means 
the presence of an instructor and a curriculum. 

The third EOPS requires a system of evaluating approaches aL~ techniques 
for extension education with the understanding that results of this 
evaluation would impact the field work extensi-,[, program. Relevance 
of this to the purpose is questionable unless the purpose is read as 
including the establishment of an extension service; and this condition 
does not exist and is not likely to exist at Ahfad within the near future. 

Revised Purpose 

"To develop a capability within Ahfad College to train students 
to work in programs treated to b~u~~it the urban and rural 
poor, particularly '..Iomen." 

The revised purpose is limited to training women, not necessarily to 
actually delivering extension services but to be sensitive to the 
needs of urban and rural poor in their future jobs if they have any 
contact with this target populaticn. The implication is that work with 
the urban and rural poor will follow graduation and there is no 
suggestion that Ahfad \o.'ill establish or operate an extens.on service. 

, 
The fi':st revisd:l EOPS calls for Ahfad' s non-fon:::al education program to 
be fully functioning with lor.al staff by the 1980-1981 school year. 
Progress to date suggests t~at this could b~ achieved, if a means for 
completing the curriculum and providing add1tional outside support could 
be found. 

The second EOPS calls for 40 students graduating annual~y with skills in 
non-formal education techniques, experimental knowled~e of poverty 
conditions, and experience with programs designed to work with this 
population. Progress to date suggests that for the school year 1980-1981 
this condition will be met and that this condition could be met in future 
years ~f the first revised EOPS is achieved. 

19. GOAL/SUB-GOAL 

The original goal was "to improve the social and economic conditions of 
impoverished urbRn and rural families in Sudan through assisting 
adults, primarily w0,"en, identify their urgent concerns and become in
volved in seeking and implementing solutions for their concerns." 

As originally stated the goal contains multiple objectives which are 
causally related, rl1aking it difficult to determine the Project's actual 
objective. Neither of the measures of goal achievement are dir2ct 
indicators of social and economic conditions. There is no evidc~ce 
that there has been any progress toward achieving either an imp~'Jvement 



of condition~ or greater involvement of rural poor, nor th~ ~eason 
to think that project activity to date has had much impact. 
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Th~ ~~vised goal is limited to improving the social and econo~ic conditions 
of impoverished urban and rural familie~, in tl,e Sudan and adds to this a 
sub-goal of increasing the: number ot women ab:.e to work with impoverished 
urban and rural families in Sudan. The sub-g)al is seen as a necessary 
but insufficient link between the project an~ the goal, with other 
necessary links identified in the assumptions for achieving the goal 
target. 

20. BENEFICIARIES 

The direct beneficiaries are the present and future students at Ahfad 
and do not fall under the criteria of Sec. l02(r) of the FAA. Indirect 
be~,~ficiaries are the urban and rural poor through the types of em
ployment that Ahfad graduates are likely to fin6 Past g~aduates are 
presently employed in a variety of programs inch ling those designed to 
reduce infant mortality and to reduc~ tates of u~~mployment and under
employment. 

Information collected on present students involved in the non-formal 
education techniques prugram prcvides evidence that a majority of the 
students at Ahfad come from ~iddle or upper class backgrounds a~d from 
urban centers. Ahfad has made 2 considerable effort to recruit 
st~rients from other backg~ounds. The increased number of first and 
second year students from outside the Khartoum area provides evidence 
of some success in this area. Efforts to date to establish a program 
in non-formal education techniques have cost approximately $150,000 and t~ 
total number of students trained to date is 17. 

Approximately one-fourth of Ahfad's graduates are presently employed in 
programs that have direct or indir~ct contact with the urban or rural 
poor. It is real~stic to expect that the Project will :-~rease the 
percent;,~~ of future graduates who will occupy such positions. More 
importantly, it i~ expec~ed that their approach will be more consistent 
with developn.ent based on th~ active participation of the ~eople involved. 
It is not consistent with the project purpose nor with Ahf~d capability 
to expect Ahfad to establish an extension system that would have dir~ct 
impact on the basic human needs of the urban and rural poor. 

21. UNPLANNED EFFECTS 

To date the project has not dad any significant unexpected results or 
impact on social structure, environment, health, nor the technical 
or economic situation. The project was based on the assumption that 
a participatory learning situation combined with exposure to the 
conditions of the urban and rural poor could lead to changes in 
,~ttitude~. The actual magnitude of the impact on the thin~ing of 
some; ;. the young women students involved in the course is surprising. 
Discussions with these women combined with their response to the 
course evaluation suggests that for the first time some of these 
students have been made aware of the poverty and inequality that exists 
in the Sudan. Further, there is evidence that their belief about their 



relatioJ1snip to and i'.wolvement in the relationship hiis be'~n 
reversed :ro~ one of viewing their role as patr0ns who provide 
answers to that of facilitators who work along side others in 
helping them soJ.ve their own problems. 

22. LESSONS LEARNED 
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1. Project implementation is difficult if not impos3ible unless all 
parties involved agree on the purpose and scope. Most of the prublems 
faced by this project, including to ~ome extent problems with the 
recruiting, support and retention of the training specialist have 
their origin in confusion about the project design. The original 
project documentation failed to explicitly include elements the host 
country agency wanted and failed to consider the actual types of 
employment Ahfad graduates were likely to find. 

2. Projects at institutions of higher education, regardless of how 
worthwhile they may Le, are often difficult to justify in terms of 
AID's commitment to the basic human needs of t~e poor majority. 
Therefore, projects are designed which unrealistically sttempt to 
change the nature of the services delivered by the institution. 
Apparently the inclusion of an extension system in this project was 
intended to provide a direct link between Ahfad and the rural and 
urban poor. The creation of an extension service was not consistent 
with the purpose and capabilities of Ahfad. Institutions of higher 
education must be ex~mined to understand the link between the in
stitution and the poor majority in terms of graduates, educational 
~rogramc and educational philosophy. In addition, the cost 
effectiveness of reaching the target through a highe~ educational 
institute must be compared to other ways of achieving the same goal. 

23. SPECIAL CGM!1ENT.3 OR REMARKS 

Final recommendation~ on this project reflect an interaction between 
the desired evaluaticn process and external factors. Ideally the 
evaluation would have examined the project purpose and scope and would 
have redefined these in a more realistic way. Once this had been 
accomplished, progress to date in achieving the purpose of the revised 
project could have b~en examined and particular elements that still 
needed to be accomplished could have b~~~ identified. Because there 
are remain:l.ng funds in the grant, it would hav~ then been posl'lible to 
examine to what extent the remaining eleI'len ts cCuld be achieved by 
the utilization of these funds and how much, if any, additional funds 
would be necessary tu accomplish them. At this point, a decision on 
the utilization of additi~nal funds could have been based on a 
cost ... benefit analysis in conjunction with a review of the entire project. 
The presence of three external factors, however, were critical in the 
way the evaluation proceeded. 
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1. The resident Tl'o.ining Specielist announced her decision not to 
remain in the Sudan with the ~roject beyond April 24, 1980. She was, 
ho~ever, willing to do whatever possible, including extending her 
co~tract in New York with World Education to insure that the curriculum 
would be completed befcre her termination from the project. Her 
departure forced the evaluation team to carefully examine ways in 
which the project purpose could be realized without the presence of a 
resident Training Specialist. It should be noted that these issues 
should have been examined any-way and that the decision that was reached 
on the furture of the project could have been reached regardless of 
the decision of the Training Specialist. 

2. The c~rrent counterpart to the Train~ng Specialist was unwilling 
to commit herself to Ahfad beyond one academic year and was willing 
to make the one year commitment only if either a reside:-lt t::aining 
specialist was present or if the curriculum could be finished, she 
could receive additional short-term training before the beginning of 
the school y~ar and if some additional resources, such as backstopping 
by World Education and/or short-term consultants, could be made available. 

3. Ahfad \.as represented on the evaluation committee by Gassim Badri, 
Project Director, School Principal and son of Ahfad's President, Yusef 
Badri. During discussions up to Wednesday, April 2, Gassim expressed 
the willingness of Ahfad to use the funds that remained in the original 
grant in any way that would benefit the program at Ahfad, ~~cluding 

the completion of the ~urriculum in New York by the training specialist 
and her counterpart from Ahfad, On the evening of April 2, Yusef 
Badri informed the USAID Evaluation Officer that he was opposed to 
some of the things that were being discussed in the evaluation sessions. 
On the morning of April 3 it was made known that Ahfad was opposed 
to the funds remaining in the sub-grant being spent for any purpose 
except to pro";ide long-term training for Ahfad faculty memben. willing 
to make a long-term definite commitment to Ahfad to carryon tne program 
of non-formal education tecnniques. 




