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INTRODUCTION 

Management excellence and managing for 
results are central themes at A.I.D. As part 
of that effort, I have been working to estab- 
lish a limited set of A.I.D. priorities, which 
will &ow us to do sognawhat fewer things, 
but t~ do them very well, 

To achieve the best results possible from our 
development programs we must know what 
we are a&ieving, and the kinds of program 
strategies and activities that are most effec- 
tive in differing country situations. That is 
why I have established an Administrator's 
Evaluation Agenda, It identifies strategic 
perfomance issues which will be rigorously 
evaluated to provide the information needed 
to effectively manage our Agency and its 
development programs. The Agenda is one 
element of a broader effort I have initiated 
to strengthen A.1.D.b capacity to provide 
objective, comprehensive and credible as- 
msements of its performance in achieving 
developaent results. 

This document represents the first effort by 
my staff to implement my Evaluation 
Agenda It briefly describes the planned 
evaluation asrsessments and studies to be 
conducted during F i d  Years 1991, 1992 
and 1993 by the Center for Development 
Information and Evaluation (CDIE). CDIE 
is A.I.D.'s central e valuation unit, located in 
the Bureau for Program and Policy Coordi- 
nation (PPC). The Agenda is set on a 3-year 
"rolling plan" basis, to be updated annually 
(or more frequently if necessary). This iimt 
effort identifks the topics which CDIE will 
initiate during FY 1991. The topics pro- 
posed in the Agenda for FY 1992/93 are a 
more partial and tentative listing, and sub- 
ject to chanms during future reviews of the 
c~ntinued relevance of the Agenda. (An- 
nexes contain further elaboration of the pro- 
ceeees by which the Agenda will be set each 

year and by which asseasmerits d l  be de- 
signed a d  implemented.) 

In order to make this process successful and 
relevant ta the needs of A.I.D. management 
and Congress, a draft of the Agenda was 
reviewed by senior A.I.D. managers in 
Washington and the Geld as well as by key 
Congressional Committee and OMB staff- 
We have been pleased with the positive, 
thought-provoking responses that we have 
received. Where possible, we have iate- 
grated those responses into this revised ver- 
sion of the Agenda. This review helped us to 
narrow our Agenda to the highest priority 
topics, and to learn of new issues and ways 
to frame or focus the questions for each topic , 

to enhance their relevance to our audiences. 

This first Administrator's Evaluation 
Agenda is focused primarily on substantive 
evaluation studies: i.e., program and policy 
assessments, operations and management , 

systems assessments, and desk studies that 
we will begin implementing in the coming , 

months. I have asked C D E  to pursue a . 
number of other key activities such as the 
development of an Agencywide program per- 
formance information and reporting system, , 

the preparation of evaluation guidance, the 
revitalization of project completion reports, 
and evaluation system improvements, They 
will be covered in separate reports, papers, 
and briefings over the coming moatha. They 
may also be included within fbture evalua- 
tion agendas so that they too can benefit 
from wider review and comment. 

Ronald W. Roakens 
Administsator 

Agency for International 
Development 



OVERVIEW OF KEY SECTIONS OF 
THE PROPOSED AGENDA 

1 Program And Policy Assess- 
ments: This section briefiy describes a 
wmber of planned, field-based assessments 
focused on strategic program and policy is- 
sues. Each of these asseasnents typically 
begins with a desk study that reviews the 
existing literature and evaluation documen- 
tation and identifies key issues for field- 
work. A s e c d  phase kvolves undertaking 
a series of about 6 field investigations 
Agencywide, using a ccmmon s q e  of work 
to systematically focus on critical issues, and 
to gather and analyze comparative data on 
propam performance, such as cost-effective- 
ness, impacts and sustainabiIity, Evdua- 
tion teams of 3-4 members will spend 4-6 
weeks at  each country site. A final phase 
involves analyzing and synthesizing the 
findings concerning program perfomance 
across the series of case studies an2 drawing 
concfusions about which prog-am and policy 
sipproaches work best and B hicl fail in order 
to draw lessons for guiding future program- 
ming and policy directions. We estimate 
that an assessment will take 12-18 months 
to complete. During FY 1991-1993, CDIE 
plms to initiate (or continue if ongoing) the 
following major field-based program and pol- 
icy assessments: (1) export promotion, ( 2 )  
child survival, (3)  population and fam- 
ily planning, (4 )  promotion of &mm- 
racy, ( 5 )  counter-narcotics, ( 6 )  policy 
reform, (7) environmental programs, 
and ($)private sector initiativee. (Pages 
3-5). 

2. Operations And Management 
~ystems&se88ntents: This section 
provides a brief discussion of the topics 

planned for the operations and management 
systems assessments. The assessments will 
analyze the effectiveness and efficiency of 
various Agencywide organizational and 
management systems, delivery systems, op- 
erational and regulatory proceduree, etc., in 
order to recommend weys to improve our 
capacity to achieve development reswlte. 
These assessments will typicaily take 4-5 
months each to complete. During FT 1991- 
1993, CDIE glans to initiate the following 
operations and management systems as- 
sessments: (1) New Directions in Perfor- 
mance-Bawd Budgetlw, ( 2 )  AZterncrtZve 
M&ls for AJS).'s In-Country Pmence, 
(3) Getting A.LD. Management to Focus . 
on Results, (4)  AI.D.'8 Use of Technicd 
Assistance, ( 5 )  Organizational and 
Management Irnpedimmt8 to UJ?.% - 
Private Sector Initiative, and (6) A Re- . 
view qf the Project Be&n Procesa. 
(Pages 6-7). 

3. Desk Studh: This section provides 
a listing of topica for desk studies. Desk 
studies do not geaerally involve fieldwork, 
and are most often baaed 0x1 reviews of the . 

evaluation and =search literature and on 
' 

key informant interviews. A desk study is , 

typically conducted during a 3-4 month pe- a 

riod by 1 or 2 professionals. Desk studies are , 

often a first phase leading to full field-based 
assessments, but may alsobe undertaken for 
topics where extensive research and litera- 
ture exists but needs ta be synthesized, or . 

where short turn-around requirements, or . 
other coLlstraints d e  out large-scale, field- 
based assessments. (Pages 8-9). 
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PROGRAM AND POLICY 
ASSESSMENTS: 

(Major Field-based Eflorts) 

I .  Assessment of MS.'S Eiport 
Promotion Programs: (Ongoing 
etudy, complsb in FY 1$92). Recent 
economic literature has made it clear that 
economies which are outward-oriented 
through robwt trade, investment, and ex- 
port systems have achieved better develop- 
ment results. A.I.D. has actively 
participated in promoting tbis outward-ori- 
entation in a number of countries worldwide 
and CDIE is completing an evaluation of the 
impact and effectiveness of promotional pro- 
grams in Latin America. The proposed as- 
sessment will examine programs in the Asia 
a d  Near E a t  regions. The atudy will as- 
sees the extent to which promotion services, 
such at provision of inf&ation, have stim- 
ulated exports and investment in Asian and 
Near Eastern countries beyond what could 
be expected from a sound economic policy 
framework. Issues such as how to measure 
success, and what type of export promotion 
approaches work best, including types of in- 
termediaries, will be examined. In addition, 
a complementary desk study will be under- 
taken to examine the literature on the effects 
of such program on U.S. foreign investment 
and U.S. exports, 

2. As8easment of A..I.Ds '8 Child Sur- 
vival Pmgrarn~: (Ongoing study, 
complete in F'Y 1892). People every- 
where are concerned that too many children 
in the developing world are sick and dying 
and that the prospects for long-term devel- 
opment will remain dim until the citizens of 
th8 future are healthier. For mazy years, 
A.I.D. has included child survival programs 
as a major program emphasis. The impact 
of these programs in reducing infant and 
child mortality and morbidity and in en- 

hancing the system of national health care 
needs to be examined 8': that A.I.D. manage- 
ment can make wise programming d& 
sions. Building un child survival 
assessneta compl&d in Egypt, Indonesia, 
Nepai, and Morocco, this pmposed assess- 
ment will continue in several additional 
countries in tfi; Africa and Latin America 
regions to: (1) document the impact of AIB. 
child survival interventions in improting 
child health; (2) review the relevance of SF- 

cific intervention approaches, (e.g., immuni- 
zations, diarrheal disease control, food 
aidkhild feeding programs, etc.) to emerging 
child health problems and the effectiveness 
of alternative public and private implement- 
ing agencies, (e.g., government units, PVOs, 
NGOs, commercial firms, etc.); (3) iden* 
contributions and lessons learned in devel- 
oping host-country capacities to support and 
sustain c u d  survival programs; and (4) 
identify an agenda ofissues whichA.1.D. and 
host countries need to address in improving 
future programmingofchild survival efforts. 

3. Assessment of AJ.D.'b R z p z c h -  
tion and Family Planning Pro- 
grams (Ongoing study, complete 
in Fy 1m). A.I.D. has long been a 
major donor in assisting developing c o q  
tries to develop and implement family plan- 
ning programs and pdicies through a 
variety of public and private sector ap+ 
poaches, Zn spite of the fact that tk1.D.'~ 
programs have been the subject of both wide 
support and controversy, they have never 
been systematically evaluated. A recent 
GAG report challenged the Agency to do just 
this. This proposed assessment will con- 
tinue an evaluation of the effectiveness, sus- 
tainability, and demographic impact of 



selected A.I.D. programs in population and 
&udy p ~ ~ g  toward the god of improv- 
ing k1.D.'~ programming and policy deci- 
sions in this area. To the extent possible, the 
assessment will examine linkages between 
family planning and child survival programs 
and their objectives. The perfomme ~f 
alternative public and private sector imple- 
mentation approaches will be assessed, in- 
cluding use of PVOs, NGOs, and commercial 
h s .  The progrsm in Kenya has already 
been evaluated by CDIE and the Philippines 
program is tu be evaluated in the spring of 
1991. Programs in four of the following 
seven countries will also be evaluated: Tu- 
nisia, Honduras, Pakistan, Indonesia, Mex- 
ico, Senegal zind Peru. The role of the 
socio-economic environment will be consid- 
ered in sel&.ing countries and in framing 
the questions tr be addressed. 

4. As8e88ment of ALD. '8 Experience 
in Promoting Democracy: (Ongoing 
study, cornplek - , FY 1992). W i t h 
the recent democratization of Eastern Eu- 
rope and C e n t d  America, A.I.D. is chd- 
lenged to develop programs to assist these 
countries develop new executive, legislative, 
judicial, and civil structures and institu- 
tional processes. A1.D. Has in fact been hng 
indvedin the whole democratization move- 
ment and has considerable experience which 
can be assessed to better guide fbture deci- 
sim-making. The assessmsnt, will evaluate 
the pfarmance of A I D .  and other donor 
programs in promoting democratic develop- 
ment, in order to guidance for pi- 
gramming. The assessment will focus on a 
range of topics relating to the promotion of 
democratic development, including the ef- 
fediveness of past zpproaches to decentral- 
ization, human rights, legal systems, the 
rule of NGOs (labor m.ions, etc.), and civil- 
mGt91.v relations. Desk studies on these 
topics are currently being completed, with 
select4 field-assessments planned for 
FY91-1992. 

5. Assessment ofA.IJ).'s Counter- 
Narcotics Pro urns,. (Initiate in 
PY 1991, camp !it. te in FY 1992). 
The drug problem has become an interna- 
tional concern of increasing gravity. For the 
past two decades, several US. Government 
agencies have been invdved in international 
counter-narcotics assistance efforts, includ- 
ing A.I.D. which has supported crop and 
income substitution and narcotics aware- 
ness and educ8tion pmpams in Asia and 
Latin American narcotics producing coun- 
tries. This pmpsed assessment will evalu- 
ate these counter-narcotics efforts within 
the broad overall context of theinternational 
and regional narcotics (poppy and coca) pro- 
duction and trafficking problems and the 
interactions of A.T.D.'s program with 0th- 
U. S . Government agency anti-narcotics ac- 
tivities. This will help A.I.D. to identi$ the 
country economic, institutional, political, 
and cultural conditions aad the other agency 
programs that are necessary for a successful 
A.I.D. effort. 

6. Assessnaent of A.I.D.'s Policy 
Reform Programs: (Ongoing study, 
complete in FY 1993), Known as the 
"Decade of Structural Adjustment," the 
1980's have illustrated the importance of a 
sound economic policy framework. During 
this time, ALD., in collaboration with other 

' 

donors, turned to policy-based nonpmject 
assistance as a means of supporting sectoral 
reforms in developing countries. Evidence is 
growing and needs f.o be confirmed r e g 6  
ing which policy reform approaches and 
techniques work best to foster sustainable, 
market-oriented development. The assess- 
ment d l  build on studies which CDIE: has - 

already undertaken of p K c y  reform pro- 
grams in Central America and the Carib- 
bean and in Afi.ic8. Fieldwork in F Y  1992 
wiU focus on the eiYectiveness, developmen- ' 
tal and equity impacts, and sustainability of A 

policy reform programs primarily in hian , 

and Near Eastern countries, and analyze the 
' 

programmatic and policy results of alterna- 



tive approaches. Furthermore, it will exam- 
ine the strengths and limitations of various 
forms of nonproject assistance (e.g., cash 
transfers, commodity import programs, food 
aid, etc.) for policy reform efforts. The as- 
sessment will build on a series of desk stud- 
ies proposed for implementation in FY 1991 
which will examine operational issues, eq- 
uity effects, and impact measurement issues 
in policy reform programs. 

7. Amiessmemt of A.I.D.'a Emiron- 
naen#uz Prograllt8: (Initiate field- 
work in FY 1992, complete in FY 
lsS3). Since the 198(Ys, A.I.D. has signifi- 
cantly increased funding to design and im- 
plement projects to help developing 
countries incorporate natural resources and 
environmental management issues -into de- 
velopment activities. The Agency's central 
objective, expressed in varous regional and 
AgenGywide strategy and policy statements, 
is to encourage developing corntries to man- 
age their environment and natural re- 
sources in ways that, while conserving 
critical biological resources and ecological 
functions, would promote and sustain long- 
term economic growth. Projects sponsored 
cover four broad categori~s of n a t d  re- 
eource and environmental management is- 
sues: (1) "greenn issues--forestation, loss of 
wildlife habitats and biological resources 
and other environmental degradation 
caused by deforeetation and ecologically 
harmful agricultural and rural develop- 
ment; (8) "blue" issues-wastage of and deg- 
radation of riverine, coastal and marine 
resourcee; (3) "brown" issues--energy de- 
mands and environmental pollution arising 
from industrid and urban development; and 
(4) "white" issues--policy and institutional 
mpecta of issues in dl three categories. As 
the Agency continwe to increase funding for 

environment-related pmgraris, it becomes 
critical tn examine its experience in the past 
decade in dealing with these issues (as well 
as new integrated approaches and strategies 
being undertaken). This field-based assess- 
ment will evaluate the effectiveness of me&- 
anisms used by A.I.D.'s central andregiood 
bureaus to incorporate these environmental 
issues into the planning and project design 
process (including the environmentsll im- 
pact assessment process), and to assess the 
tangible mruh of major projects that have 
been implemented for some time (e.g,, ,at 
least 3 years), A FY 1991 desk study will 
provide the fkmewsrk for identifjhg spe- 
cific issues to be examined in the assess- 
ment, as well as appropriate evaluation 
methodologies. 

8. Aase88ment of A..IJl,'s Private 
Sector Initiutives: (Initiate field- 
work in E T  1993). A.I.D., as well as 
other donors, have supported developing 
countries as they turn to the private sector 
to deliver critical economic and social ser- 
vices. The degree to which these private 
sector approaches benefit the poor has been 
questioned by Congress and others, how- 
ever. This proposed assessment will mea- 
sure the overall perfomance of selected 
private sector interventions in benditting 
the poor through creating jobs, generating 
income, and increasing the eEciency and 
competitiveness of markets in developkg 
countries. The interventions to be examined 
might include, for example, nontraditional 
agribusiness, small business development, 
and fmancial market development. A series 
of desk studies in FY 1992 will assist in 
narrowing the focus to a Few priority types 
of intervention approaches to be examined 
in the FY 1993 field assessments. 



Section 2: 

OPERATIONS AND MANAGEMENT 
SYSTEMS ASSESSMENTS 



OPERATIONS AND MANAGEMENT 
SYSTE&MS ASSESSMENTS: 

Topics to be Initiated in FY 1991 

I .  New Directions in Perfor- 
mance-Based Budgeting: There 
have been increed pressures fkom Con- 
gress, OMB, and A1.D. senior management 
in recent months to develop a more rational 
system for making budget allocation deci- 
sions based on country and program perfor- 
mance. How have the regional an2 central 
bureaus responded to date, and are we on the 
right track? The purpose of this assessment 
is to review and dooment the new processes 
and measures being put in place by the Bu- 
reaus for making performance-based bud- 
geting decisions, to provide an aseesameat 
and critique of these systems, and to provide 
suggeetione for how we might best proceed. 

2. ALternatiue Models for AdJ),'s 
h4?0unQy Presence= Although 
A.I.D. Ism always felt that its resident mis- 
sions offer a comparative advantage in pro- 
viding development assistance, such 
a s a k h c e  'firas in fact been provided through 
a variety of organizational mechanisms and 
a range of country presentee. Given increas- 
ing budget comtrahts, a better understand- 
ing of dtemative ways of organizing and 
providing dke~ehpment assistmce is essen- 
tid. The objective of this study will be to 
examine alternative models for maintaining 
in-country presence, models which keep the 
advantages of this presence, while at the 
same time taking into consideration :he 
changing budget realities by, for example, 
further entrdhtion or "region&zation" of 
certain ~ ~ i o n a ,  greater reliance QXI central 
project %buy-b" or on W%WWs to imple- 
ment programs, etc. 

9. Getting AJJ). M a n a g e n t  to 
Focua on Resultx It is clear from a 
number of recently commissioned manage- 
ment studies that there is growing concern 
over the lack of focus by AI.D.'s manage- 
ment on achievement and measurement of 
development results. Whi1.e there is consen- 
sus that t & ~  is a problem, the reasons be- 
hind t! problem are often only vaguely 
understood. The evaluation initiative itself 
should faditate the shift toward results- 
management. However, the various &men- 
sions of the management system, persome1 
sys tem, awards and career advancement in- 
centives, operational procedures, budgetary 
prweaa, dsk and idomation ne&, wgm- , 

izationd culture, etc., that cause the prob- ' 

lem must be ~11dersbod and rndiiied as 
appropriate, in order to maximize the impact 
of the initiative. The purpose ofthis assess- 
ment will be to review causes ofthe problem : 
and discuss potential solutions for further 
streamlining and focusing A1.D. manage- 
ment on results. The approach of the study 
will be diagnostic, based on interviews with . 
senior managers. Positive examples em- 
ployed by Bureau andlor Mission manage- 
ment will be described. 

Topics to be Initiated in FY 1992 
and W 1993 

4. A.I*D.'s Use of Technical Assis- 
tance: It has bcsme increasingly appar- 
ent that the style, level, and mode of techni- 
cal assistance make a great deal ofdifference ' 

in terms of achieving institutional effective- , 

ness and sustainable development results. 
Moreover, as countries modernize, the nz- 
ture of the technical cooperation relation- 



ship &ages. A.I.D. needs to look at  its own 
system of technical assistance to determine 
what approaches work we1  and what does 
not in Merent country contexts. The study 
will give attention to issues such as how 
contracting and procurement regulations 
and' procedwes affect technical assistance; 
contracbr-direct-hire tradeoffs; limitations 
and strengths ofvarious contracting organi- 
zations such as PVOs, NGQs, private (for 
profit) h s ,  universities, etc. The focus of 
this study will be to assess A.J.D.'s experi- 
ence with various technical assistance 
modes, and to discuss issuea and provide 
directions for the 1990s. 

5. Or anizational and Mum e- P rial mpediments lo A.IS.C If&- 
vate Sector Inif icktiue: The organiza- 
tional structure, processes, culture, and 
rules and regulations of A-LD. have been 
established to facilitate a government-to- 
government, public sector orientation to de- 
velopment. As A.I.D. shifts more toward use 
of the private sector, both to deliver services 
and as an engine of growth, A.LD. staff are 
finding that the existing management sys- 
tem and operational procedures do not fad- 
it& the achievement of the private sector 
objective. This study will examine A.I.D.'s 

organizational and management systems 
from the perspective of A.X.D.'a objective of 
working through the private sector in recip 
ient countriers, to determine the extent to 
which management and procedural fador8 
impede the realization of this objective, and 
to con~lider solutions. 

6. Rsvo~utionizin Project De- a sign: A Review of t  e Project De- 
sign h e m :  Evidence has been accu- 
mulating over the years that A.1.D.k ap- 
proach to project. design is not only 
expensive, but may not be very effective or 
sustainable, Studies argue that the design ~ 

process should be less of a "blueprint" paper 
process dependent on outside contractore, 
and should take a more collaborative and 
flexible approach. Both the methodology 
used and the approach to the process itself 
are in need of reexamination, improvement i 
and streamlining. The objective of this pro- 
posed assessment will be to review and cri- 
tique the A.I.D. prsject design process, to 
assess the costs of process inefEciencies and 
delays, and to search for successful, alterna- 
tive design approaches. The study will also 
address issues of host government participa- 
tion in the design proceas, as well as collab- 
oration with other donors. 
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DESK STUDIES 

TOPICS TO BE INITIATED IN FY 1991 
1. Policy Reform Programs 

Reseamh will i&ntifSI hues awuE areas for examination in the FYI332 field 
cwes8lt~ent ofpolicy mfomr progrants. The degk reuiews wiJl +us om (a) op- 
erattonal issues in implementing policy reform progrcuoul, and the effective- 
m88 of aztenzdve apl~foaches; (b) the equity curd consumption effiecfs uf 
palicy refom and effectiueneee of %safety n.et''pr~grtms; (c) isaues in mea- 
suremmt slut attribution of policy reform impacts. 

2 Environmental Programs 

A desk study will synthesize R I B .  and other donor e;rpen'ence with etwimn- 
meaid and naturd nmource management jorqjects, programgS curd strate- 
gies; develop a fiameruork for identifying specific isauee to be exadned in 
fEekd-based tZS#e88Mnfs 8 c h d d d  for FY 1992, curd & v ~ E o ~  mp?V&a& 
evaluation mthalologies for the ssssessntents. A related study will m i n e  
the effectiueness of AJ.D.'a process of enviranntet~tul impact 08semaent of 
it8 prqjeck wtdpmgram. 

3. Capital Projects 

TOPICS TO BE INITIAflED IN FY 1992 AND FY 1993 

4. ~ ~ r i c u k a l  &search r nd Extension 

The desk etudy will review AdB. and other donor experience with agricuG 
turd resetwet and extenston pmgrams, including a&ernatiue approaches 
of tran-sfeertng research results to farmers. 

5. Private Sector Development 



tfcsde zones, foreign investment, nontraditioaal agribusiness9 dcmen#er- 
prises, and privatiza$ion. h o t h e r  desk s f  udy will examine the literature on 
the efeck of kr.D."s export promotion pragrmm on U.S. foreign h?estmelst 
and U.S. exports, examining how program may be etrarctured to prombe 
mutual betcefits. for both the US. and tlie host muntry98 ecoraomdes. 

I' 6. Policy-based Educational Reform 

T& stud3 will review AID. and other donor experience with sectoral a d s -  
zance efforts designed $0 M p  devdopilrrg countrh impmw #he e#hiency 
and effectiveness oftheir educational system. 

7. Participant Training 

Participant training continues to be a mqior A1Lk emrt Comp~ehemdve~ 
emptrleally-bored assessments of development impact continue to be an elu- : 
siue goal, he~xuer. This d e ~ k  study will review A.I.D. and orher donor worh 
in this area, including eualuatione of mqjor AmI9.-Fnanced-cd tmlning e r n  
in Latin America and A e c a ,  in order to deuelop conclusions QB developmen- 
td impwt as well as impmved evaluation methudatogy. This review could 
lead to ~ e k c t e d  field Investigations in BY 1993. 

8. Inter-Actions Among Family Development 1nterventior.s 

Based on the outcome ofthe field assessments of child survival and fa-ily 
planning (see Sectio~i a a reuiew will be undertaken of the fedbil i ty  ofcon- 
d m ~ n g  an eucrlua#ion research study in FY 1998 of the inter-actions beu 
tween health, education, family planning, and nutrition hkrventions at 
t?k .famiEy level. Recent research ~uggest8 these inter-actians and their se- 
quencing are important and could have signij7cant i m p l i c d o ~ z  for AJJI 
prop'~arnming in this area. I 
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THE PROCIESS FOR SETTING THE 
ADMINISTRATOR'S EVALUATION 

AGENDA 

Targetin Appropriate Topics for it the a: Potential topics for evalua- 
tions are vast, covering the broad range of 
the Agency's diverse program portfolio activ- 
ities. For example, there are currently over 
50 categories of de~alopment activities that 
the Agency is funding, cavering more than 
2,000 active interventions in over 80 coun- 
tries. In addition, there are many crosscut- 
ting concerns, such as policy, operational 
procedures, and management systems is- 
sues that could be topics for CDIE assess- 
ments. 

Given this diversity in potential topics and 
issues, it is eseentid that the central evalu- 
ation agenda be carefully chomn to reflect 
topics of greatest interest to A.I.D.'s top 
management and to other important clients 
(users) of the evaluations' findings, such as 
Congress and OMB. Evaluation findings are 
of the most use when they answer specific 
questiom and issues of these audiences. 
i3vduations will be demand-driven and cie- 
signed to produce relevant ideas end ap- 
proaches thatwill be of usa in the design of 
future projects and programs. The Agenda- 
setting process will strive to elicit direct re- 
sponses from key clients regarding selection 
of topics. 

Setting the Agenda: The Adminis- 
trator will take the vieible lead in setting the 
evaluation agefida In brief, the process is as 
folbws. Throughout the year, the st& of 
PPCKDII;: will be responsible, within their 
broad areas of expertiee, for identiffing tap- 
ics ofpotential interest and use to key clients 

or audiences. Staff will baae their recom- 
mendations upon feedback which they have 
obtained from A.LD./Washhgton Bureaus, 
Missione, and outside intereat groups to as- 
sure that topics are responsive to their con- 
cerns. There will also be a formal, 
once-a-year soliciting of suggestions f ~ r  top- 
ics by the Adminiatrator to key groups inside 
and outside the Agency. This will result in 
an annu a1 Administrator's Evaluation 
Agenda, issueti by the Administrator ia Sep- 
tember as a 3-year "rolling" annual plan. The 
agenda may be reviewed and updated more 
frequently $necessary, at the Administratois 
Quarterly Evaluation Briefings. 

Defining the Role of CDIE St&# The 
evaluation stafh' of CDIE, worldng together 
with the development information staff, will 
have the ongoing responsibility for identi&- 
h g  and generating potential topics for the 
agenda. 

They will follow, on a continuing basis, 
emerging developments, issues and trends 
within their broad areas of expertise that 
may influence the agenda topic selections, 
changes in focus, 3r deletions. In  other 
words, the evaluation staff will be responsi- 
ble for following "factors" that will intluence 
the relevance of agenda topics, such as 
changes in issues surfaced by ongoing eval- 
uations, new Agency initiatives and priosi- 
ties, legislative changes, shifting program 
approaches or innovative technologies, 
trends in developing country economies or , 

environments, etc, 



Steps the a m  of CDIZ will take regularly 
and systematically to identsy and formulate 
topics for the agenda include the following: 

SCANNING documents and informa- 
tion sources, for example: 

PotZcy andprogrammi.ng 
dmumnts: reviewing senior 
mEmagement reports; statements 
and messages on Agency strategic 
objectives, new initiatives, policies, 
are program areas 

B w e t  documents: analyzing 
prctgram and policy priorities by 
assessing funding flows 

Legislative initiatives: 
reviewing new legislation and 
congressional conamittee reports 
indicating Congress's emerging 
concerns with foreign aid 

Evaluation. documents: 
prusing issues emerging from 
Mission evaluations and those of 
ongoing and recently completed 
evaluations led by CDIE and 
operating bureaus 

Development Zitera#rcre: 
studying development journals 
and literature on foreign 
assistance to identify emerging 
issues and development trends 
likely to influence R1.D. 

l n f o ~ * o n  mquests from 
field 8fi88wns and AJJ).IPY: 
scanning frequently requested 
topics msl issues directed to 
CDE's Research and Reference 
Service 

rr Evaluation and resetarch 
agendas and studies of other 
deuelopment organizations: 
reviewing topics being considered 

by other donom, World Bank, 
research btitutes, major 
foundations, etc. 

* NETWORKING by mainraining rep- 
lar contacts both within and outside of 
A.LD ., especially with inrended client 
groups or audiences of the CDIE evalu- 
ations, and informally soliciting 
topic/issue ideas from these groups: 

13 A1.D. senior management, 
professional and technical staff 

a Congressional mllllpittee staff 

a OMB, GAO, other Fedleral 
Agencies 

a special interest groups, PVOs, 
NGOs 

a other donors 

a professional gmups 

host country leaders 

Cdtericr for Selection of TopZca. 
Numerous criteria wi l l  have to be considered, 
weighed, and balanced in the selection of 
topics for the agenda. Some ofthese include: 

Relevance: What is the direct relevance 
of the topic to the interests, gods, prior- 
ities, and initiatives of senior manage- 
ment and other key clients? 

UtUkadon: How will the evaluation i@u- 
ence strategic decisions about program 
investments and policy priorities? 

+ Operational importance: What is the 
operational importance of the program 
in terms of current and near-term flows 
of funding? 

E valuabiIiSgrlfeasr'biZi~: Is there rea- 
sonable program experieiice ana data 



available on which to base an analyti- 
cally rigorous assessment? 

Filling gaps in knowledge: Do topics 
and issues adequately address gaps in 
knowledge? Will they build progns- 
sivdy on earlier efforts? 

S@@zpaci@ and capability: Do topics 
fall withia broad mas of evaluation 
staE or contractor expertire and are ad- 
equate resources avdabk to complete 
required level of effort? 

Timeliness: Can assessments be com- 
pleted within the timeframes required to 
m e t  decision needs? 

B ~ l c o v e r a g e :  Does the agenda re- 
flect reasonabk coverage or balance among 
broad program areas of the portfolio, and 
coverage of various regions? Is the agenda 
balanced in terms of some short-term desk 
studies, some rapid field assessments, and 
scme mm rigerws, long-term efforts? 
Rlso, does it M e c t  baIance between fo- 
cusing on new, innovative program initia- 
tives and core programs with a historical 
record of experience? 
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THE PROCESS FOR CONDUCTING 
CDIE EVALUATIONS 

The substantially strengthened central 
evduation office, lwabd within PPCTs Cen- 
ter for Development Information and Eval- 
uation (CDIE), will have an ageoda fixused 
on topics and issues personally approved by 
the Administrator and reflecting the inter- 
ests and priorities of A.I.D. senior officials, 
Congress and OMB. CDIE will report key 
evaluation findings directly back to the Ad- 
ministrator and other top officials through 
short reports and personal briefings. Em- 
phasis is being placed upon undertaking ob- 
jective and independent assessments, free 
from potential bias and vested interests. 
Evaluation methods will be strengthened 
through use of more rigorous research, data 
collection, and analy~is techniques that 
yield convincing, objective %dings. 

CDIE's evaluations wil l  focurr on assessing 
the relative performance and effectiveness of 
alternative project, program and policy 
strategies and on operational and manage- 
ment systems approaches to achieving key 
Agency objectives. Thew assessments will 
be designed to inform the Agency's strategic 
planning and budgeting processes so that 
development assistance resources can be 
concentrated upon the most effective inter- 
ventions. In addition, the evaluation work 
will be geared to informing and influencing 
the formation of Agency policy and program 
guidance statements, and project design and 
implementation guidelines. The evaluation 
studies will also serve to inform external 
audiences, such as Congress, OMB, the de- 
velopment community and the US. public 
about the performance and impacts of 
k1.D.'~ mqjor programs. 

While the specific focus and scope of work of 
individual assessments or evaluations will 
vary according to the program or issue under 
investigation, in general the studies might 
be focused on several levels of analysis: 

At The Operational und Manage- 
ment Systems Leuel: These assess- 
ments will focus on the effectiveness and 
efficiency of alternative organizational and 
management systems, deliverg systems, op- 
erational and regulatory pmdures (e.g., 
assessing alternative organizational ap- 
proaches to streamlining mission size; eval- 
uating technical assistance modes, etcJ 

At The Intentention Level: Evaluations 
of individual projects or nonpmjeet assis- 
tance efforts will focus on results achieved; 
that is, on assessing the eflectiveness of spe- 
cific interventions in reacbing target benefi- 
ciaries with services, technologies, policy 
reforms, etc., and their developmental im- 
pacts and sustainability. Where feasible, 
they will aIso assess efficiency; that is, assess 
the effectiveness and impacts of interven- 
tions in relation to their costs. Factom influ- 
encing perhmmcelnon-performmce will 
d s o  generally be analyzed. 

At The Program Level: Comparative 
studies at the program level will assess the 
relative performance, impact, efficiency, and 
sustainability of a series of interventions 
aimed a h  common strategic objective, com- 
paring them across various country contexts 



or across alternative project appzoaches, and 
drawing lessons for programming decisions 
about what approaches work best under 
what conditions. 

Al The Policy Leuel: Policy assess- 
ments will focus on evduating the extent to 
which Agency policies have been imple- 
mented in interventions (e.g., use of cost-re- 
covery mechanisms, market interest rates, 
etc.) and their results/impacts. They will 
also fms on achievement of croes-cutting 
policy goals; that is on the extent to which 
cross-c-atting policy issues or objectives have 
been achieved by interventions (e.g., the 
achievement of women in development or 
environmental protection gods) 

At The Country Level: Country pro- 
gram assessments will focus cz  4.1.D.'~ his- 
turical performance and contributions to the 
development process in selected priority 
mantries. 

CDIE will employ a range of methods for 
conducting evaluations, from rigorous, and 
long-term evaluation research h a few high 
priority sectors, to more rapid appraisal 
techniques fur studies that require quicker 
turn-around time or lower budget. In all 
studies, however, emphasis will be placed on 
unriertaking systematic approaches and 
documenting data collection and analysis 
techniques that support the findings. Also, 
priority will be placed on undertaking actual 
field investigations where possible. Produc- 
ing convincing findings also depends on the 
quality and objectivity of the evaluation 
teams. The office's c m  highly quaNed and 
independent core of evaluators will lead and 
comprise most of the teams, supplemented 
where necessary by contractors or other 
A.I.D. staff with special technical expertise. 

For all team members, efforts will be made 
to avoid situations of possible vested inter- 
ests or bias in evaluation outcomes. In spe- 
cial cases, whole studies might be contracted 
out, in instances where in-house technical 
expertise is lacking or where long-term or 
intensive data collection effarts are re- 
quired. The process, stmdards, and meth- 
ods fir conducting evaluation studies will be 
well documented in manuals, and steps will 
be closely managed and reviewed by CDIE 
management. 

The general steps that, will be followed in 
conducting evaluation studies indude the 
following: 

1. Pre-Design Work: h o e  a topic for 
an evaluation study has been approved for 
the agenda, it will be assigned to a st;aff 
member or a team by ofice management. 
The first step, taking no more than a week, 
will be preparation ofa short 3-4 page con- 
cepts paper that co&rms understanding 
about the purpose, f'ocus, issues, audience, 
and intended use of the evaluation findings; 
that is, why it is being conducted, how it is 
expected to be used and by whom. The con- 
cepts paper should then be circulated and 
approved by PPC management, by whom- 
ever requested the evaluation study, and 
other interested parties, before proceeding 
to the next step. 

2. Study Desigm After reaching con- 
sensus on the concepts paper, the next step 
is developing a detailed design. The design 
will spcify all aspects of the proposed a p  
proach, *including for example (a) objectives, 
focus, scope, and conceptual hmework of 
the study, (b) specific issues and questions 
to be addressed, (c) plans for data collection 
and analysis, (dl expected products, Ie) staff- 
ing plan (numbers, skills, sources), (0 sched- 
ule, and (g) budget. The design stage will 
decide on the basic approach and scope of the 
study; for example, whether it will rely ody 
on an A.1.D.m document review and inter- 
views, or will include fieldwork (and selec- 



tion ofinterventions and countries to include 
in fieldwork), and whether it will rely on w e  
of secondary data sources, rapid appraisal 
techniques, and/or quantitative surveys. 
T h ~ e  decisions in turn will depend on the 
panmetem uf given timefiame and costs, 
versus needs for study validity and rigor. 

9. Data CdZection curd Analyeis: 
h g a d e e s  of whether the study ie based on 
fieldwork or on a desk review, or whether the 
data collection is based on document re- 
view~, analysis of secondary data, or pri- 
mary data collection using quantitative or 
qualitative techniques, much can be done to 
make the approach taken more systematic, 
comparative, and empirically-based, In gen- 
end, the office will stress, where feaeibls, 
more fieldwork, greater reliance on first- 
hand primary data collection, and more rig- 
orous  tati is tical methods (enabling 
cumpmtive assessments of promam perfor- 
mance, cost-effectiveness, rate-of-return 
and impact indicators across intervention 
approaches, country contexts, etc.). S ~ m e  of 
the merent data collection and andysis 
method8 that the office will use include the 
follo&ring: 

document reviews, using established 
synthesis techniques ta extract and ans 
lyze findings and lessons from existing 
Mission pmjst evafuation ~pof i s .  

secondary andysis of existing statistical 
databases, project records and files, em- 
ploying a logical framework approach 
that convincingly links data on interven- 
tion outputs to available data on their 
effective use by the target population 
and to progressively "higher" levels of 
performance and impact indicators. 

primary data collection using qualita- 
tive and quantitative "rapid appraisal" 
techniques: (a) key informant inter- 
views, (b) focus group and cclmrnufii:ity 

interviews, (c3 31:e observation tech- 
niques, and (0) mini-surveys. 

primary data collection using more 
elaborate and rigorous impact evalua- 
tion research designs and sample sur- 
veys, possibly to be undert~-ken 
periodically OVL the lifetime of the in- 
terventions being w s e s d  

How convincing the evaluation results are 
also will depend on the perceptions people 
hold of the quality and independence ofthe 
evaluation team of researchers selected. 
Therefore, these evaluation ~~ will be led 
and composed of highly qualified and 
trained staff--largely in-house-wbo ~8 in- 
depeadent of the potential vested interests 
of specific programs, Missions, or offices 
being evaluated. Freedom from possible 
biases or perception of bias will also be a 
factor in selection of contractors or direct- 
hire from other offices to participate on 
teams. Quality of evaluations are also inev- 
itably and directly aEected by the length of 
time allotted to the evaluation task, espe- 
cially tho field-work portion, Therefore, 
rapid appraisal fieldwork approaches will 
involve a minimum of 4 to 6 weeks in the 
field as well as pre-team fieldwork by re- 
search assistants in some cases. With au- 
thority delegated from the Arlministrator's 
oEce, the office will select appropriate sites 
and interventions to assess, based on objec- 
tive criteria that will include Iooking at fail- 
ures as well as successes. 

4. Reporting Findings and Fol- 
low-up on UtiZkation= The findings 
of evaluations be reported direct3.y to the 
A.I.D. Administrator and other Agency top 
oEcials in two different ways: via short 
written reports and personal briefings. Prod- 
ucts from the evaluation studies will include 
multiple, targeted reports. The basic format 
will be a relatively brief, crisp report (15-20 
pages with an executive summary, using 
desk top publishing and graphics capabili- 



ties) written for A.I.D.'s top managers, and 
summarized in a one-page Senior Manage J s  
Bulletin. Other reports will be targeted for 
other audiences, such as operational or pro- 
gram management staff, Congress and 
O W .  Publications growing out of the eval- 
uatioa s t d i e s  wil l  be broadly available and 
distributed to the development community, 
other donor agencies, academia, and the 
general public. Short 8-page summaries 
called Evaluation Highlights and a quar- 
terly A.I.D. Evaluation Newsletter will be 
broadly disseminated to help advertize and 
market the evaluation findings. Staffwill be 
encouraged to write articles for professional 
journals as another mechanism for broad 
dissemination of findings within the devel- 
opment community and general public. 

In addition to the written products, the office 
will place a high priority upon holding effec- 
tive oral briefings and presentations, espe- 
cially for busy top managers, and utilizing 
state-of-the-art audio-visual and graphic 
techniques. Small, personal briefings are a 
very useful way to convey evaluation find- 
ings and provide a forum for face-to-face 
discussions siIllong evaluators and senior 
managers. In addition, workshops and con- 
ferences for larger groups of professionds 
and technicians will help to disseminate 
kdings. 

To facilitate and speed this process of report- 
ing and disseminating findings, the d i c e  
will require adequate access to advanced 
technology, especially personal computers 
and software with capacities for word pro- 
cessing, desk top publishing, color graphics, 
image projec$iuns, statistical survey pro- 
cessing and analyses, mailing lists, etc. 

The find step in the process will be following 
up m tlw utilization of the evaluations' find- 
ings by Agency management, and striving to 
instituticndize this feedback process. The 
CDlE director and stafTwil1 actively partic- 
ipate in Agency program planning and policy 

meetings and mview critical documents to 
ensure that evaluation findings are being 
incorporated into future Agency policy guid- 
ance, project designs, program strategies 
and budget aUocation decisions. CDIE will 
develop a system for monitoring how evdu- 
ation findings are used; e.g., determiningthe 
programmatic, policy and management 
changes that were influenced by evalua- 
tions. 

Maintaining quality control over the whole 
study design, irnplemeztation, and report- 
ing process will be essential to producing 
credible evaluation findings. This will be 
accomplished in several ways. First, the of- 
fice will develop and apply a rigorous set of 
standards for its evaluation studies, hr- 
rowed in part from the recommendations of 
the Americar, Evaluation Association, the 
OECDIDAC Expert Group on Evaluation, 
and other Federal Government standards. 
Second, manuals will be developed to guide 
the stflsystematically though the evalua- 
tion process and to establish the indicators 
and methods to be wed. A mqjor aspect of 
quality control will be to maintain a reflec- 
tive eye on the methodologies employed by 
CDm. l$ continuous dialog with oukide ex- 
perts will be held regarding whether the 
approaches to the assessmente are a f f ~ r h g  
the most independent, reliable information; 
whether the evaluation methods and styles 
proposed by CDIE are in accord with inter- 
national developments in evaluation; and 
whether the approaches are providing 
meaningful support to management deci- 
sion-making. Third, a study desiga or scope 
of work will be rigorously reviewed by CDEE 
and PPC management and by an external 
committee of evaluation and sectoral spe- 
cialists before the study is implemented. 
Fourth, the findings of studies will be docu- 
mented in technical (unpublished but 



readily available) working papers that will 
contain details on the data sources, methods 
and a d y e s  that were underairen to aup- 
part the findings and condusions. 

Furthermore, dl draft ~ e p r b  for publica- 
tion will be cardidly reviewed, k t  by the 
CDIE oflice management, and then by tech- 
nical or program experts (both withip the 
Agency and e x t e d  specialists). These re- 
views will pay special attention to eiisuring 
the report's operational. usefulraess, ita inter- 
nal consistency and organization, its techni- 
caI and mathodofogical soundness, that the 
findings and conclusions are supported by 
data and analyses, and that it is well written 
and understandable to its intended audi- 

ences. While review and comments by vari- 
ous st;akehoIders (e.g., the missions, techni- 
cal offices, etc.) on the draR evaluations are 
desirable, the process m - i t  clearly be set up 
to preclude the potential for "censorship" of 
controversial, negative findings. That is, 
the hdependence of the process must bo 
protected so that top officials can get "un- 
filtered asrreosments. Both objective8 will 
be met by permitting dissenting views or 
opiniow of rcissions, oEices, etc., tube added 
tci the evaluation report as short annexes, 
without changing the team's original conch- 
sions. In cases where reports are destined 
for publication and broad public dissemina- 
tion, the reporb will undergo a formal edit- 
ing and formatting process before p ~ t i n g .  


