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GLOSSARY
 

MISSION PROGRAM: A program is the sum of the project, non-project and policy dialogue 
actions undertaken by a Mission in pursuit of a given strategic objective. 

STRATEGIC OBJECTIVE: The 3 to 8 highest level objectives on which a Mission's activities 
can be expected to have a meaningful impact in the short to medium term. 

PROGRAM OUTPUTS: The major acomplishments a Mission is willing to assume direct 
responsibility for in its efforts to achieve its strategic objectives. (in general, these 
accomplishments correspond to project purposes and/or major policy changes directly 
influenced by USAID activities. Insome cases, however, it is also appropriate to include 
selected project outputs or groups of outputs.) 

PROGRAM PERFORMANCE ASSESSMENT SYSTEM: System by which a strategic objective, 
indicators of a strategic objectivt, program outputs and indicators of program outputs are 
defined; and specifies 

MONITORING: The collection of regular information on inputs and outputs. It accepts design 
as given; measures progress; focuses on compliance; and its frequency is continuous. 

EVALUATION: Process by which design is challenged; conclusions aie drawn and judgements 
made; the focus is on relevance; and its frequency is necessitated by milestones or 
decisions. 

SPECIAL STUDIES: This term is used herein to indicate focused studies, which are evaluative 
in nature but do not cover the entire scope of a project or a stategic objective and its 
program outputs. 



-- 

REVISED MISSION ORDER ON EVALUATION -- DRAFT 

(Will supersede Mission Order #247 dated October 27, 1989)
 

I. Purpose
 

The purpose 
of this order is to document new procedures and

responsibilities for strategic planning, monitoring and evaluation
 
now being established in the Ecuador USAID Mission. 
Specifically,

the order is intended to:
 

delineate procedu:es, roles and responsibilities in assessing

achievement of the Mission's strategic objectives; and
 

-- focus the monitoring and evaluation process more clearly on 
identifying and addressing key management questions and results of 
Mission programs.
 

II. Background
 

In 1991, USAID/Ecuador initiated a process of focusing its program

on a limited number of precisely defined strategic objectives. The

strategic objectives represent Mission judgments regarding the ways

in which it can achieve greatest impact in addressing constraints
 
to development in Ecuador and contributi.g to achievement of A.I.D.

and Latin America Bureau objectives. The Mission has achieved

considerable progress in defining its strategic objectives, program

outputs to support those objectives, and indicators of achievement.
 
In this process, the Mission 
has sought to respond to Agency

guidance calling 
for focusing and streamlining its programs for
 
greater impact, and documenting results of those impacts.
 

The Mission's activities also form part of the development of the

Agency-wide PRISM monitoring system, which is currently endeavoring

to improve program performance reporting by individual Missions and

by A.I.D. as a whole. The 
PRISM system is based on strategic

objectives and indicators as generated and reported by Missions.
 
Hence, the quality and accountability of the system as a whole is

determined 
by the quality and precision of objectives and
 
indicators developed at the Mission level.
 

As the second step of this process, the Mission is creating a
 
program performance assessment 
system (PPAS), to be linked with
 
improved project-level monitoring systems.
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III. Procedures
 

1. Program Performance Assessment System (PPAS)
 

The Program Performance Assessment System (PPAS) is the principal

instrument that will structure the Mission's program monitoring and
 
evaluation. Through the PPAS, the Mission will gather, analyze,

and present the data required to demonstrate the results of its 
activities at the program level.
 

Development of Strategic Objectives and the PPAS
 

The Mission first identifies four to six strategic objectives which
 
are the highest-level objectives upon which the Mission expects to
 
demonstrate impact in the medium term. 
The Mission then determines
 
a number of program outputs which will be necessary to achieve
 
those strategic objectives. Indicators to demonstrate achievement
 
of strategic objectives and program outputs are then delineated and
 
become the basis for measuring program progress and impact under
 
the PPAS.
 

USAID/Ecuador has created six teams which will be responsible for
 
monitoring achievement of each strategic objective, as well as the
 
cross-cutting issue of policy reform. Mechanisms for collecting

and analyzing data will be identified for each strategic objective,

under direction of the strategic objective team leader with overall
 
direction, approval and support from the Office of Project and
 
Program Development (PPD). (See "Roles and Responsibilities"

below). In all possible cases, the data requirements of the PPAS
 
will be linked to data collected through project-level monitoring.

Where PPAS data requirements are not filled by existing project
level data systems, the Mission will identify funds and develop

mechanisms to gather these data, either through a designated

project or through a separate data-gathering function. Procedures
 
for data gathering, analysis and reporting are outlined in Annex 1,
 
PPAS guidance ("Steps for ...... )
 

To the greatest extent feasible, the PPAS will be developed

collaboratively with project personnel involved in implementing

projects which contribute to each strategic objective, including
 
contractors and host-country counterparts. Strategic objectives,
 
program outputs, and indicators should be discussed with
 
counterparts and ample opportunities offered for feedback and
 
suggested revisions. Similarly, roles and responsibilities in data
 
collection and analysis should be negotiated with project personnel

and external support provided as appropriate and feasible, in the
 
form of full-time or interim monitoring and evaluation assistance.
 

Evaluations
 

The PPAS will include planning for program-level evaluation
 
studies, including linkage studies to establish connections between
 
program output and strategic objective achievement, and special
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studies to answer specific management questions which cannot be
 
verified through routine monitoring. The PPAS will also provide

planning for evaluation of the Mission's identified cross-cutting

issues. The recommendations from the evaluations and special

studies shall 
be reviewed by the relevant parties following

procedures similar to those for project specific evaluations (Annex

4). The nature and scope of the recommendations will determine the
 
key parties who shall meet to discuss the recommendations, and
 
determine those which are feasible and acceptable.
 

The strategic objective team leader in cooperation with Program

Evaluation Coordinator (the person in the Program Division assigned

responsibilities for coordinating and tracking evaluations) should
 
complete the Evaluation Summary sheet (sample included as Annex 2),

to be submitted with the copy of the full evaluation report to
 
LAC/Development Planning and 
Programs, Strategy Development and
 
Program Performance Division (LAC/DPP/SDPP) and to CDIE/DI.
 

It is expected that specific projects will be assigned action for
 
implementation of most many of the recommendations. Action on them
 
will be reported upon in the periodic reports the projects submit
 
to the Mission. The strategic objective team leader will report on
 
the status of implementation of the recommendations in his/her SAR
 
report, using a format similar to that in Annex 4.
 

The Mission shall also plan and fund special studies on issues
 
which cut across the strategic objectives, such as sustainability

and gender. These will involve the participation of each strategic

objective team leader in the 
planning and review process. PPD
 
shall appoint the person to be in charge, depending upon the issue
 
to be addressed.
 

2. Project Monitoring and Evaluation
 

MonitorinQ and Evaluation Plans
 

Each project is to have a monitoring and evaluation plan developed

by the project officer and project team, consisting of key

counterparts, contract personnel and PPD project 
development

officer. They may be assisted by a consultant. The plan should
 
detail procedures providing an the
for analysis of project's
 
progress, impacts, and needed modifications on a timely basis.
 
Project monitoring plans should be focused on a few key management

and strategic questions tied to decision-making needs of the
 
project and senior Mission management. Timing of individual
 
monitoring and evaluation activities should be determined by these
 
decision-making points. Plans should be completed within the first
 
six months of new projects. Development of the plan will be
 
mentioned in the appropriate legal documents, such as contracts and
 
cooperative agreements.
 

For full details on constructing an overall monitoring and 
evaluation plan and designing individual activities within the 
plan, refer to Annex 3, "Guidance for Developing a Project-level 
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Monitoring and Evaluation Plan". As noted in the preceding
 
section, to the extent possible, project monitoring and evaluation
 
plans will incorporate data requirements of the PPAS.
 

On-going projects should also have plans. The level and extent of
 
these, however, will vary depending on the number of years until
 
completion and the level of funding.
 

The Proiect LoQical Framework
 

The project logical framework (logframe) continues to constitute
 
the central point of departure for project-level monitoring and
 
evaluation. Project officers should review existing project
 
logframes with project directors to ensure that they accurately
 
reflect project outputs, purposes, goals and assumptions,
 
indicators and means of verification. These reviews should take
 
place during development of the monitoring and evaluation plan, and
 
at critical decision points. Particular attention should be given
 
to reviewing and verifying linkages between the logframe's four
 
objective levels 'goal, purpose, output, input). In cases where
 
elements or linkages of the logframe prove inadequate, the project
 
officer should revise the logframe, seeking assistance from PPD
 
where necessary. Substantive revisions of the logframe should be
 
approved by PPD, and agreed upon by the Mission and implementing
 
organization.
 

Evaluations
 

Project-level evaluations should be planned and scheduled with
 
close reference to key management questions and decision-making
 
points. In addition to major project evaluations, projects should
 
employ rapid, low-cost study methods to answer specific questions
 
which are not informed by routine monitoring. Scopes of work for
 
project evaluations are to be completed following guidelines

provided in the A.I.D. Evaluation Handbook. As also described in
 
the Handbook, evaluation studies should include standard sections
 
on findings, recommendations, and lessons learned. For each
 
evaluation report, the evaluator should complete the Evaluation
 
Summary sheet (sample in Annex 2). These will serve as a basis for
 
collaborative meetings which will determine if the recommendations
 
are acceptable to AID and the counterpart organization.
 

Follow-up on Evaluation Recommendations
 

Except when the nature of the evaluation activity specifically
 
precludes sharing of information with individuals outside the
 
Mission, the recommendations from evaluations will be reviewed by
 
AID and counterparts to reach agreement on decisions which need to
 
be made and actions to be taken. Some special evaluative studies
 
will be subject to the same procedures, depending upon the decision
 
of the chief of the technical division and chief of PPD. The
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review meeting is to result in a list of recommendations. For each
 
the following will be identified: the expected result, who has the
 
major responsibility for action, when the action should begin and
 
when the action should be completed. The time frame to be observed
 
and the loci of responsibility are set out in Annex 4. Within 40
 
workdays of the receipt of the final evaluation report, the PES
 
summary will be submitted to AID/W with copies to key counterpart

organizations. Progress toward accomplishment of the
 
recommendations shall be reported upon in the SAR reports and 
incorporated into a computer based tracking system kept by the 
Program Division.
 

3. Collaborative Reviews
 

Projects shall have collaborative reviews scheduled in their
 
Monitoring and Evaluation Plan. Such reviews will include
 
representatives from USAID, contractors and relevant counterpart

organizations. There will be basically two types of collaborative
 
reviews. The first type will normally be held prior to Mission
 
semi-annual review meetings. It will center on issues which
 
require decisions to be made as well as on project progress and
 
achievements.
 

Second, collaborative meetings will be held to discuss
 
recommendations from project specific and program level studies and
 
evaluations. The objective of such meetings will be for USAID,
 
contractors and counterparts to reach agreement on recommendations
 
that are acceptable and feasible to implement, and to assign

specific action responsibilities and deadlines to clear such
 
recommendations. In regard to recommendations determined
 
unacceptable and unfeasible even in a revised form, the Project

Officer shall place a note in the files briefly specifying why each
 
was rejected. For each recommendation accepted, the participants

should specify the expected result and this shall be recorded and
 
filed.
 

4. Internal Mission Program Reviews
 

The Semi-Annual Review meetings will focus on strategic objectives

and the individual projects under each. Each strategic objective
 
team leader will prepare an overview report on progress and issues
 
under the strategic objective, following guidance by PPD. The
 
individual projects will also prepare reports, following guidance

issued by PPD. The reports will include a brief summary on
 
implementation of actions agreed upon in collaborative reviews
 
based on evaluations and special studies. (See Annex 4 for a
 
sample form.)
 

The SAR presentations will be to the Mission Director, the Deputy

Director, and the SO team as well as others determined by the
 
Mission Director. This will allow for greater discussion of impact

issues and attention to critical management decisions in light of
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the strategic objective.
 

5. Reporting to A.I.D./Washington
 

Semi-annual Reports (SARS)
 

Information generated by the PPAS on program performance, progress

and constraints encountered in working toward strategic objectives

will be reported in the Semi-Annual Reports (SARs). In addition to
 
project-specific reports, included in the SAR should be a brief
 
account of Mission performance as reflected in program performance

and program output indicators. During the interim period in which
 
the Mission is still developing its PPAS indicators and data
gathering mechanisms, the SAR should discuss the Mission's progress

in developing the PPAS. The 
SAR guidance requires a summary of
 
evaluations scheduled under each project; plans for program-level

evaluations, linkage studies, and cross-cutting studies should also
 
be included.
 

*Refer to Annex 5, SAR Guidance Memorandum from LAC/DR, Terrence J.
 
Brown, 4/90.
 

Action Plans
 

Mission performance in relation to its strategic objectives and LAC
 
Bureau objectives is reported to AID/Washington annually in the
 
Action Plan. Information generated by the PPAS will be reported

both in the Action Plan narrative and in tables demonstrating

Mission performance in relation to each of its strategic

objectives. Reporting of impact on Mission and LAC Bureau
 
objectives is given particular emphasis under the existing Action
 
Plan guidance. Mission plans for evaluating its activities at the
 
program level over the two-year Action Plan period will also be
 
reported.
 

*Refer to Annex 6. Action Plan guidance, Memorandum from LAC/DPP,
 
Bastiaan Schouten LAC/DR, Bloom, LAC
and Peter to Bilateral
 
Missions, 10/31/90.
 

IV. Roles and Responsibilities
 

A. Strategic Objective Team Responsibilities
 

The Mission has created six teams of 6-8 persons each to take
 
responsibility for management and monitoring achievement of each
 
strategic objective, as well as the cross-cutting issue of policy

reform. Each team is constituted by a team leader, a number of
 
staff members involved in the sector where the strategic objective

lies, staff members from other offices, and key counterpart
 
representatives and contractors.
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The strategic objective team, under the direction of the team
 
leader, will be responsible for developing a plan for data
 
collection, monitoring and evaluation of the strategic objective.

This 	will include assignment of specific tasks to team members in
 
cooperation with relevant counterpart personnel. Tasks involved in
 
defining and clarifying the strategic objective and program
 
outputs, gathering and analyzing data, and using and reporting the
 
information gathered will be defined by the team under the
 
direction of the team leader in cooperation with project personnel.
 
In most cases, tasks relating to defining the strategic objective
 
program will be assumed by the strategic objective team and team
 
leader, while tasks of data gathering and collection may in many
 
cases be the responsibility of specific projects. Activities
 
relating to reporting and use of the data gathered will be the
 
responsibility of the strategic objective team unless decided
 
otherwise.
 

The strategic objective team leader is responsible for ensuring
 
that adequate support is identified for planning and implementation
 
of his/her portion of the Program Performance Assessnmcnt System.

This responsibility includes notification of PPD in a timely manner
 
of needs for support and corresponding resource requirements. In
 
addition, the team leader will maintain contact with the relevant
 
project officers in relation to their projects' timely contribution
 
of data and analysis to the PPAS. The team leader will prepare the
 
semi-annual review report on the strategic objective.
 

B. Project Officer and Project Team Responsibilities
 

Under the direction of the office chief, each Project Officer is
 
responsible for ensuring adequate monitoring and evaluation in the
 
project he/she manages. This responsibility includes the
 
development of a project specific monitoring and evaluation plan,

following Guidance on Developing A Project - Level Monitoring and
 
Evaluation Plan (Annex 3), for each new project and existing
 
projects identified by PPD. The Project Officer will carry out
 
these responsibilities by working in collaboration with a Project
 
Committee composed of key project contractors and counterparts.
 

It will be the responsibility of the Project Officer and Project
 
Committee to:
 

1. 	 Develop the project monitoring and evaluation plan. They
 
will specify the information required, what monitoring
 
and evaluation activities should be conducted, and how
 
information will be gathered, analyzed and presented for
 
each 	activity.
 

2. 	 Assign persons to be responsible for specific monitoring
 
activities and oversee their work.
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3. 	 Plan evaluations and special studies in a timely manner.
 
The Project Officer will prepare a draft scope of work
 
for review by the Project Committee, the Office Chief and
 
PPD.
 

4. 	 Review drafts of evaluations and special studies for
 
clarity, and to ensure that the 
report explains the
 
methodology used and purpose of the evaluation or study.

They shall also ensure that the report clearly delineates
 
findings, conclusions and recommendations, and that major

conclusions are supported by data.
 

The P.O shall organize debriefing meetings for the
 
Mission to include (as a minimum) the Program Evaluation
 
Officer, a project development officer, the relevant SO
 
team leader, the Office Chief, the Mission 
Director
 
and/or the Deputy Mission Director, and when appropriate

the leader of the policy issues team and Women in
 
Development Officer.
 

The Project Officer shall help to ensure that debriefing

meetings are held for the counterpart managers and
 
technicians, and other key stakeholders.
 

5. 	 Follow-up on recommendations from evaluations and special
studies. In particular, after receipt of an evaluation
 
report, the Project Officer shall (a) request an issues
 
paper from the Program Division within 5 workdays of
 
receipt of the report (b) schedule a collaborative
 
meeting to review the recommendations within 25 workdays

of receipt of report (c) ensure that an adequate record
 
is kept of the results of the meeting, and (d) help
 
ensure that the recommendations are carried out within
 
the specified period (see Annex 4).
 

6. 	 Ensure that periodic reports submitted by projects to
 
USAID follow the 
agreed upon format and schedule. The
 
report 
should specify progress in meeting indicators
 
which form part of the PPAS as well as other indicators
 
determined by the project specific monitoring and
 
evaluation plan or log frame. When applicable, progress

in implementing recommendations accepted at collaborative
 
review meetings shall also be reported upon, following

the format given in Annex 4.
 

Mission management meetings are the main component of
 
semi-annual review process. The Project Officer in
 
collaboration with the controller and respective ptoject

development officer shall 
brief mission management on
 
progress, problems and issues. The mission 
director
 
shall determine the persons in attendance and agenda.
 



7. 	 Keep the strategic objective team leader and crosscutting

issues team leaders informed. The Project Officer shall
 
report at least quarterly to the strategic team leader on
 
the status of meeting deadlines for data required on
 
program and strategic objective indicators. The Project

Officer will also brief the SO team leader on any issues
 
and problems which may prevent achievement of target
 
indicators.
 

C. PPD Responsibilities
 

PPD has the overall responsibility to direct, supervise and monitor
 
the mission PPAS and project level monitoring and evaluation
 
activities. Until such 
time 	that the mission has a fulltime
 
evaluation officer, 
the chief of PPD shall assign the following

functions within PPD:
 

1. 	 Review all new project papers and Program Assistance
 
Approval Documents (PAADs) to ensure that monitoring and
 
evaluations are adequately planned for and budgeted.
 

2. 	 Obtain on behalf of strategic objective teams additional
 
resources for carrying out specific tasks.
 

3. 	 Identify in collaboration with strategic objective team
 
leaders specific activities needed to be carried out on
 
cross cutting issues and obtain the requisite resources.
 

4. 	 Work closely with strategic team leaders and project

officers to develop an annual evaluation schedule. In
 
addition, assist the responsible officers to identify

appropriate personnel for conducting the studies.
 

5. 	 Approve scopes of work for evaluations, special studies
 
and technical assistance associated with the PPAS or
 
project specific monitoring and evaluation plans.
 

6. 	 Approve project-level and strategic objective monitoring
 
and evaluation plans.
 

The Program Division of PPD has specific responsibilities in
 
following up and tracking recommendations from evaluations 
and
 
special studies. In particular the Program Evaluation Coordinator
 
shall:
 

1. 	 Prepare an issues paper that will guide discussion of the
 
collaborative review meeting and distribute it to
 
participants in a timely manner.
 

2. 	 Write the Project Evaluation Summary (PES), in
 
collaboration with the corresponding technical office and
 
with counterparts, in which those recommendations that
 
have been agreed upon for action will be duly recorded.
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3. 	 Submit the PES to AID/W with copies to key counterpart

organizations within 40 days of Mission receipt of the
 
evaluation report.
 

4. 	 Keep and update a Mission tracking system of progress in
 
carrying out recommendations emanating from special

project studies, project evaluations, and program level
 
studies which have been agreed upon by the Mission and

key counterpart organization. The data base will be kept

by project and by strategic objective.
 

D. 	 Other Mission Responsibilities
 

1. 	 The chief of a technical office is responsible for
 
ensuring that monitoring and evaluation is covered in new
 
design efforts. For each Project Paper and 
Program

Assistance Approval Document, an evaluation specialist or
 
member 
of the design team is to be charged with

developing a preliminary summary of the components of the
 
monitoring and evaluation plan, specifying
and 	 the
 
resources required to develop and implement the plan.

The Chief of the Office shall help to ensure that

adequate funds are budgeted taking into account the need 
to collect and analyze data for the PPAS.
 

2. 	 The chief of a technical office is responsible for
 
ensuring that an appropriate paragraph (section) on
 
cooperating with AID in gathering and analyzing 
data
 
required under 
 the 	 PPAS and in developing and

implementing a project-specific Monitoring and Evaluation
 
Plan is written for inclusion in project bids, project

agreements, cooperative agreements and project contracts.
 

3. 	 The contracts officer shall help to ensure that requests

for proposals, and contracts arid cooperative agreements

contain the appropriate language on monitoring and
 
evaluation.
 

4. 	 Senior 
mission management has the responsibility to
 
communicate to Strategic Objective 
Teams and Project

Committees their needs for data to help them make
 
decisions on priority management issues, and to 
meet
 
specific accountability requirements.
 

E. Evaluation Resources
 

It is recognized that the technical offices and PPD are not

adequately staffed with trained personnel 
to carry out the

above responsibilities. As interim short term
an measure 

technical assistance will be 
used 	to provide the necessary

expertise. The Mission shall endeavor, however, to hire 
a
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V. 


1. 


2. 

3. 


4. 

5. 


6. 


full-time evaluation specialist cn a personnel services
 
contract (PSC). The evaluation PSC shall provide technical
 
assistance and logistical support to Mission personnel,
 
contractors and officers to implementing organizations.
 

Specific tasks will include most of those mentioned above
 
under PPD responsibilities. In addition the PSC shall carry
 
out the following:
 

.. Identify specific training needs of key staff related to
 
monitoring and evaluation and where possible draw upon

existing resources to upgrade the skills and knowledge of
 
these staff.
 

2. Work with technical offices to develop and periodically

update a computer-based listing of key local consultants and
 
local consultancy firms, noting experience in evaluations.
 
(To the extent possible local consultants should be included
 
on evaluation teams.)
 

3. Monitor cross cutting issues, determine the need for
 
special studies of these and draft scopes of work for the
 
studies. Take major responsibilities for one or more of the
 
cross cutting issues e.g. donor coordination, gender or
 
sustainability.
 

4. Review drafts of evaluation reports and provide guidance
 
to contract teams.
 

5. Provide inputs for the annual evaluation plan and the
 
narrative section on lessons learned from recent evaluations
 
for the annual congressional presentation.
 

6. Serve as a resource person for strategic objective and
 
project teams. Assist them with carrying out their designated
 
responsibilities.
 

Annexes
 

PPAS guidance, "Steps for USAID/Ecuador to Install and Use an
 
Effective Program Performance Assessment System (PPAS).
 
Sample evaluatio. summary form.
 
"Guidance for Developing a Project-level Monitoring and
 
Evaluation plan".
 
Follow-up on Evaluation Recommendations.
 
SAR Guidance Memorandum from LAC/DR, Terrence J. Brown, 4/90,
 
and related memoranda from Charles Costello.
 
Action Plan guidance, Memorandum from LAC/DPP, Bastiaan
 
Schouten and LAC/DR, Peter Bloom, to LAC Bilateral Missions,
 
10/31/90.
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COMMON TERMS USED IN THE PPAS
 

STRATEGIC OBJECTIVES (SOs): 
The 4-6 highest level objectives within the

"manageable interest" of an USAID Mission on which the Mission's

activities can be expected to show substantial progress in the medium
 
term (3-7 years).
 

PROGRAM: The sum of all project, non-project, policy dialogue, and other

actions undertaken by the Mission in pursuit of a given strategic

objective.
 

PROGRAM PERFORMANCE INDICATORS 
(PPIs): Criteria for determining or measuring
 
progress toward the attainment of Strategic Objectives.
 

PROGRAM OUTPUTS (POs): The major accomplishments for which the Mission is
willing to accept direct responsibility in its efforts to achieve its
 
Strategic Objectives.
 

OUTPUT INDICATORS (OIs): Criteria for determining or measuring progress toward
 
the attainment of Program Outputs.
 



CONNECTIONS AMONG MISSION-LEVEL EFFORTS
 

AND LAC BUREAU OBJECTIVES
 

LAC BUREAU OBJECTIVES
 

MISSION'S STRATEGIC OBJECTIVE 

(MISSION "PROGRAM" ) 

] 

PROGRAM OUTPUTS 
(OFTEN PROJECT PURPOSES)
 

PROECT OUTPUTS
 

PROJECT ACTIVITIES
 

T INPUTS
 



OVERVIEW
 

In order to install and use an effective Program Performance Assessment System (PPAS) in
USAID/Ecuador, each Strategic Objective (SO) manager and SO team must oversee the completion of five
basic tasks: (1) deiine the "program" represented vy each SO, (2) tie Program-level indicators to
on-going projects, (3) gather the data necessary to track performance on each SO and on each SO's
Program Outputs (POs 
, (4) analyze the data gathered, and (5), perhaps most importantly, use andti
report the findings from these analyses.
 

These five tasks assume that the Mission has already (a) determined the program areas in which
SOs will be established and has also (b) established 4-6 specific SOs. 
 The remainder of this
document details the specific steps which must be completed for each specific SO.
 

RESOURCES AVAILABLE:
 

STEP #1: DEFINE THE "PROGRAM" SO 
Mgr 

SO 
Team 

Proj 
Mgr 

USAID Proj
M&E Dir 

Proj 
M&E 

* Confirm the appropriateness of each SO, making changes
if necessary. An appropriate SO (a) directly supports
one or more LAC and/or AID objectives (as stated in
PRISM), (b) represents a commitment between the Mission
and the LAC Bureau, (c) precisely states the impacts
being sought (not the means to achieve those impacts,
and (d) accesses sufficient resources to attain the 
objective. 

* Establish the relevant Program Outputs (POs for 
each SO. Each PO (often equal to project purposes)
should represent accomplishments for which the Mission 
accepts direct responsibility during the shorter term
2-5 years) in its efforts to achieve each SO. 

* Confirm the appropriateness of each PO, making changes
if necessary. An appropriate PO (a) accurately
reflects the purposes and/or outputs of project and
non-project activities supporting the PO, (b) is
clearly linked to the SO, (c) when combined with other
POs, represents a necessary and sufficient contribution 
for reaching each SO, and (d) reflects interim progress
toward reaching that SO. 



Create a detailed objective tree for each SO. 
 These
visual displays of a Mission's program typically

contain the LAC Bureau objectives and sub-objectives

being supported, the specific Mission SO, each PO

supporting the SO, and the specific lower-level
 
activities supporting each PO.
 

Establish 2-4 Program Performance Indicators (PPIs)
for each SO. PPIs are the objective criteria,

usually quantifiable, for determining or measuring

progress toward accomplishing the SO. 
An appropriate

PPI (a) measures a useful (relevant, objective,
valid) dimension of the SO, and (b) ideally represents

people-level impact of the program.
 

Establish Output Indicators (OIs) for each PO. 
OIs
 are the objective, usually quantifiable measures of
 
progress toward accomplishing each PO.
 

Precisely define each PPI and 01. 
 Decide if each
indicator can be measured directly or requires a

"proxy" measure, and see if multiple measures can be
obtained with little additional effort. Keep each PPI

and 01 as simple as possible.
 

Determine the scope of each PPI and 01. 
Establish
 
the time periods, geographic areas, populations of

interest, and specific actions to be measured. 
If
sampling is required, develop an appropriate sampling

strategy based on these decisions.
 

Determine how frequently each PPI and 01 needs to be
measured. 
Some PPIs and OIs might need to be measured

monthly, quarterly, semi-annually, or annually, while
 
others might be needed less frequently.
 

2 

RESOURCES AVAILABLE: 

SO 
Mgr 

SO 
Team 

Proj 
Mgr 

USAID Proj 
M&E Dir 

Proj 
M&E 
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RESOURCES AVAILABLE: 

STEP #2: TIE PROGRAM-LEVEL INDICATORS TO ON-GOING PROJECTS 
so 
Mgr 

so 
Team 

Proj
Mgr 

USAID Proj
M&E Dir 

Proj
M&E 

* Examine all projects under the "program portfolio" to 
determine what data each project is already collecting.
If certain PPIs or OIs are already being measured in 
exactly tie proper form, these data can be used for 
the PPAS with no extra effort. 

* Determine which, if any. PPIs and OIs are not being 
measured via current project efforts. If certain PPIs 
or OIs are currently not being measured, special plans
will be needed to begin measuring each one. 

* Determine what data exist in sources outside specific
projects. To the extent possible, PPIs and OIs should 
be obtained from secondary data (from censuses, routine 
surveys, administrative records, economic and trade 
statistics, etc.) which are already available or easily
retrievable. Original data collection efforts should 
be kept to a minimum. 

For proiect-specific PPIs and OIs, build into the M&E 
platn any project special data-collection efforts which 
are needed. Add these data-collection efforts to the 
plans already in place for the project. 

* For PPIs and OIs which cut across projects, develop
special data-collection efforts which combine projects
and/or exist independent of projects. Certain PPIs or 
OIs may need to be collected via joint efforts of 
multiple projects or via extra-project efforts. 
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RESOURCES AVAILABLE: 

STEP 13: GATHER THE DATA 
SO 
Mgr 

SO 
Team 

Proj
Mgr 

USAID Proj
M&E Dir 

Proj
M&E 

* Determine the best sources for any new data which are 
needed. Use easily accessible sources whenever 
possible, and use multiple sources if they can be 
accessed with little additional effort. In some cases 
it may be appropriate to strengthen the capacity of 
public, non-profit, or private entities to collect 
on a regular basis the needed data. 

* Pilot-test all data collection procedures and 
instruments. Before investing in a large effort,
actually try out all data collection procedures as 
planned in order to ensure that the needed data can be 
collected and that what results is what is needed. 

* Gather the needed data. Depending on the data needed, 
use document reviews (of various types of documents), 
group discussions, sample surveys, mail questionnaires,(for certain types of respondents), focus groups,
downloading existing computerized data, site visits, 
case studies, remote sensing, rapid rural appraisal
techniques, tests/demonstrations, role playing,
client-level record reviews, unobtrusive measures,
interviews, systems analysis, true experiments,
observations, formal operations research methods,
and/or retrieving program data or statistics. 

* ~f possible, calculate each PPI and 01 for recent 
years. To compare current vs. past performance
trends, develop as long a "pre-intervention"
baseline as possible for each PPI and 01. 

* Establish performance targets for each PPI. These 
targets represent the performance improvements
expected in each PPI, usually on an annual basis, for 
the next 2-3 years. 
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RESOURCES AVAILABLE: 

STEP #4: ANALYZE THE DATA 
SO 
Mgr 

SO 
Team 

Proj 
Mgr 

USAID Proj 
M&E Dir 

Proj 
M&E 

* Verify the quality of the data. The overall accuracy, 
timeliness, and relevance of data should be certified 
before any analyses are conducted. This can be done 
by looking for internal consistency or by cross
checking against data known to be of high quality. 

* Compare current performance against multiple criteria. 
For each PPI and 01, display current performance 
compared to (a) past performance, (b) targeted
performance, and (c) as many other relevant benchmarks 
as possible. 

* Look for relationships among PPIs and OIs. In order 
to discover which POs might be "causing" overall 
program-level improvements, search for those OIs 
which correlate most closely with progress on PPIs. 

* Analyze cost-effectiveness, if appropriate. Divide 
the total impacts of the program by the total costs of 
the program activities to approximate the value 
received for each dollar expended. 

Specify the limits of each finding. Be clear what each 
finding does and does not convey, so that findings are 
not over-generalized beyond their true meaning. 

STEP #5: USE AND REPORT THE FINDINGS 

* Display all findings in "user-friendly" ways. Use 
carefully designed graphics and tables to allow all 
audiences to easily understand exactly what was found. 

* Bring the findings to life. Include direct quotes, 
anecdotes, true-life incidents, case studies, 
photographs, etc. with all analyses in order to retain 
the humanity of the findings and their implications. 



SO 

Mgr 


Initiate a formal. Mission-wide process to interpret

the findings. 
Rather than accept the numerical results
 as given, hold free-flowing discussions of the possible

meanings and implications of each finding. 
As part of
this process, bring in all other relevant information.
 
Possibly marshal evidence to support three separate

interpretations for each finding: 
(1) an optimistic

interpretation attributing as much credit to USAID as

possible, (2) a pessimistic interpretation attributing

very little credit to USAID, and (3) a moderate
 
interpretation between the two extremes. 
Encourage

"Devil's advocating" and "point-counterpoint"

discussions to highlight these different possible

interpretations.
 

Determine what additional information would be useful/

needed. If the prccess of interpreting the findings

raises additional questions or reveals gaps in the

Mission's knowledge, determine what information is

needed and how it can best be obtained (including

special small-scale studies when appropriate).
 

Feed the findings and interpretations directly into
 
the SAR. Action Plan, and every other aspect of the

Mission's management process. For example, the

findings could be presented and discussed during:

budget discussions, programming decisions, SOWs for
 
new designs or evaluations, briefings on evaluation
 
reports or audits, development of the CDSS, periodic

reviews of programs with government and non-government

organization counterparts, staffing analyses, senior
 
management individual performance reviews, office
 
retreats, etc.
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RESOURCES AVAILABLE: 

SO Proj USAID Proj 
Team Mgr M&E Dir 

Proj 
M&E 



Determine the relevant other audiences for the
 
findinQs. Outside the Mission, many others are also

interested in the PPAS findings and interpretations:

AID/Washington, government counterparts, non-government

collaborating organizations, the Ambassador, etc.
 
Develop recommendations for future actions. 
Based on
 
the Mission's best interpretations of the findings,
recommend specific actions for each program or project.
 

Report the findinQs 
- with the Mission's best
 
interpretations - to these audiences. Provide personal
briefings, videotapes, written reports, etc. to each
audience as appropriate. Written products can include

formal reports, internal memos, personal letters,

speeches, policy dialogue tools, reports to the

Ambassador, newspaper items and op-ed columns, articles

in development journals, contributions to AID

newsletters, "lessons learned" memos on substantive or

procedural issues, etc.
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RESOURCES AVAILABLE: 

SO 
Mgr 

SO 
Team 

Proj 
Mgr 

USAID Proj 
M&E Dir 

Proj 
M&E 



APPENDIX D 	 ANNEX 2
 
A.I.D. EVALUATION SUMMARY - PART I
 

l. 	 EFORE FILLING OUT THIS FORM, READ THE ATTACHED 
INSTRUCTIONS. 

2. USE LETTER QUALITY TYPE. NOT "DOT MATRIX" TYP(
IDENTIFICATION DATAA. Reporting A.I.D. Unit: B. Was Evaluation Scheduled In Current FY C. Evaluation Timing 

Annual Evaluation Plan?Mission or AIDIW Office Yes ED Spped C] Ad Hoc ED intorim CD Final C3(ES# .	 
_ 

Evaluation Plan Submission Date: FY _ Q Ex Post M Other 17 
D. Actlvity or Actl/ tles Evaluatdd (List the following Intormallon for proect(s) or pr'ogram(s) evaluated. it not applicable, list tit:u and date of :he 

_evaluation report.) 
Project No. Project /Program Title First PROAG Most Recent Planned LOP Arount Obligate, 

or Equivalent PACD Cost (000) to Date (000) 
(FY) (Mo/Yr) 

ACTIO0 N S
E. ActionDecisions Approved Bv Mission or AID/W Office Director Name of Officer Re- Date Action 

Action(s) Required sponsiblo for Action to be Completed 

APPROVALS
F. Date Of Mission Or AID/W Office Review Of Evaluation: (Month) 

(Attach extra 

(Day) 

t eelit necessary) 

(Year) 

G. Approvals of Evaluation Summary And Action Decisions: 
Project/Program Officer Representative of 

Borrower/Grantee 

Name (Typed) 

Evaluation Officor Miss;on or AID/W 
Offif:e Director 

Signature 

Date 

AID 1330-5 (10-87) Page I 



ABSTRACT
 

H. Evaluation Abstract (Do not exceed the Space [ovidedi 

COSTS 

I. Evaluation Costs 
1. Evaluation Team Contract Number OR Contract Cost OR 

Name Affiliation TDY Person Days TDY Cost (U.S. S) Source of Funds 

2. Misslon/Offlce Professional Staff 3. BorrowerlGrantee Piolessional 
Person-Days (Estimate) Staff Person-Days (Estimate) 

AID 1330-5 (10-87) Page 2 



A.I.D. EVALUATION SUMMARY - PART I 
SUMMARY 

J. Summary of Evaluation Findings, Conclusions and Rocommondatlon. (Try not to exceed the three (3) pages provided) 
Address 	the following Items:
 

Purpose of evaluation and methodology used e Principal recommendations
 
* Purpose of actlvlty(les) evaluated 	 * Lessons learned 

* Findings and conclusions (relate to questions) 

Mission or Office: Date This Summary Prepared: Title And Date Of Full Evaluation Report: 

AID 1330-5 (10-87) Page 3 
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ATTACHMENTSK. Attachments (List attachments submitted with this Evaluation Surrmnary: alwa,.s attach copy of full evaluation report, even If oneearlier: attach studies, surves, etc.. from 
was submitted

W-lnqI evaluation If relevant to the evaluation torl. 

L. Comments By Mision COM MEN TSAI W gf ce and Borrower/Gran so On Full Re aprt 
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GUIDANCE ON DEVELOPING
 

A PROJECT-LEVEL MONITORING AND EVALUATION (M&E) PLAN
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1 - WHAT IS THE PURPOSE OF THIS MONITORING AND EVALUATION (M&E) PLAN?
 

It takes time and effort to write an M&E plan, so every one should be written for very

specific reasons, not simply to satisfy an Agency requirement. But what are those
 
reasons? 
Why is this M&E plan being written, and how will it contribute to managing the
 
project most effectively?
 

Users/Audiences 
 * 	 Who will be the primary users/audiences for the findings 
resulting from this M&E plan? 

Which other secondary users/audiences will also be interested
 
in these findings?
 

Findings 	 What types of findings will this M&E plan produce (e.g.,

descriptions, comparisons, insights, predictions, etc.)?
 

• 	How will this plan provide information on program-level
 
progress toward one or more of the Mission's strategic
 
objectives?
 

• 	How will this M&E plan produce specific, practical recom
mendations for the future? 

Use of findings * How will the different users/audiences use the findings from 

this M&E plan?
 

• 	How will these findings shed light on program-level progress?
 

• 	Should these findings be used in conjunction with other
 
information? If so, what other information?
 

2 - WHAT IS THE PROJECT BEING MONITORED AND/OR EVALUATED?
 

Every M&E plan is different because each one is tailored for a specific, different
 
project. The unique aspects of each project require that unique aspects be built into the

M&E plan. But what is the unique project being monitored and/or evaluated?
 

Project description * What exactly is the project being monitored and/or evaluated?
 
What are the key elements of its logical framework?
 



How can this project be depicted visually? (Flow charts,

matrices, decision trees, maps, graphs, tables, charts, etc.)
 

Ties to program level 
 Does this project support any Mission programs aimed at one
 
or more strategic objectives? If so, which ones and how?
 

Overall clarity 
 * Are key terms and concepts about this project defined in
 
simple, non-technical language? 
 Is a glossary needed for
those technical terms which must be used?
 

3 - WHAT INFORMATION DOES THIS M&E PLAN NEED TO PRODUCE?
 

M&E plans are written and implemented in order to provide useful information about the
project. 
But many different types of information can be useful throughout the life of a
project, so which is most important? Furthermore, certain information might be most
useful at certain times, while other information might be most useful at other times.
What information is needed, and when will it be most useful?
 

Types of information * What types of information (On-going activities? Progress of
implementation? Likelihood of success? 
Potential or emerging

problems? Best operating practices? Overall project impact?

Unexpected effects?) must this M&E plan produce?
 

• How "hard" (quantitative, numerical) must this information be
 
to convince the eventual users?
 

Timing 
 When during the life of the project would each type of
 
information be most useful?
 

Specific questions * What are the specific questions which this M&E plan needs to
answer? What questions flow from the outputs, purpose, and
goal levels of the project logframe? What questions flow from

the information needs of the project managers and
 
implementers?
 

• What questions flow from the Mission's information needs at
 
the program level? What questions must be answered to address
 
progress toward one or more strategic objectives?
 

Have only a limited, manageable number of questions been
 
identified, so that this M&E plan can be implemented with
reasonable time, effort, and funds?
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4 - WHAT SPECIFIC MONITORING OR EVALUATION ACTIVITIES WILL BE CONDUCTED? 

During the life of a project, information can be gathered about the project in a variety
of analytic techniques, including on-going monitoring systems, regularly scheduled
evaluations, special studies, etc. 
Choosing the proper €ombination for each particular
project is an important ingredient of an effective M&E plan? 
Which combination of these
techniques is best for this particular project?
 
Types of activities 
 Given the specific questions to be answered, what types of M&E


activities will this M&E plan include? 
On-going performance

monitoring? Baseline studies? 
 Special "linkage" studies to
verify the assumptions in the project logframe? 
Special case
studies of unusual situations? Regularly scheduled project

evaluations?
 

Timing 
 * Exactly when will each particular M&E activity be conducted?
 

* Is this schedule appropriate for studying this project in its

"normal" status? 
Does this overall M&E schedule take account
of the appropriate time of year, month, or day to study this
 
project?
 

Are there completion dates which must be met in order to stay

coordinated with other important activities?
 

• 
Are there interim dates when preliminary findings would be
 
especially useful?
 

5 - HOW WILL INFORMATION BE GATHERED FOR EACH SPECIFIC M&E ACTIVITY?
 

Once the proper combination of M&E activities has been decided, it is important that the
needed information be properly gathered for each activity. 
There are many different ways
to gather information, and the proper choice can be critical to the success of any M&E
activity. Will the activity gather quantitative information through highly structured
techniques, or will it gather more qualitative information through less structured
techniques? 
Or will both types of information be gathered? 
Which choices are best for

each activity?
 

Scope 
 * What will be the limits of each M&E activity (geographic
 
areas, time periods, organizations, etc.)?
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Sources 


Sampling plan 


Information gathering 


What are the best sources from which to obtain the needed
 
information?
 

What are the important units to study during each M&E

activity? (persons, hospitals, villages, etc.?) What is
 
the "sampling frame" 
- the total universe of all of these
 
units?
 

What is the purpose of the sampling? What statements must

each M&E activity make about the information gathered from
 
those units which are sampled?
 

Given this purpose, will each M&E activity use probability

(random) or non-probability (purposive) sampling?
 

If random sampling, will each M&E activity stratify the units
into different categories from which to sample? 
If so, have
all relevant categories been included (e.g., 
lower level staff
 as well as top administrators, rural sites as well as urban
 
sites)?
 

Who will do the sampling? 
What will be the exact procedures
 
used?
 
What specific sites, respondents, information sources, etc.
 
will be included in each M&E activity?
 

* How many of each will be sampled? Why this number?
 

* How exactly will the needed information be gathered during

each M&E activity? Document reviews? 
 Group discussions?

Sample surveys? Mailed questionnaires (for certain types of

respondents)? Focus groups? Downloading existing
computerized data? 
 Site visits? Case studies? Remote

sensing? Participatory Rural Appraisal techniques?

Tests/demonstrations? 
Role playing? Record reviews (at
client level, etc.)? Unobtrusive measures? Interviews?

Systems analysis? 
True experiments? Observations? Formal
 
operations research methods?
 

* How will each M&E activity ensure that information gathered is
 
current?
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Instruments * 	 What "instruments" (discussion guides, record review forms,
observation protocols, etc.) will be used to collect the
 
needed information during each M&E activity?
 

• 	How will these instruments contain an appropriate mix of
 
structured and unstructured items?
 

How will these instruments be pilot tested under realistic
 
conditions to ensure that they work as needed? 
Will necessary
 
revisions be made?
 

How will these instruments leave a way to follow important,
 
unexpected leads which surface during each M&E activity?
 

Ethical safeguards * 	 How will each M&E activity select, inform, treat, measure, 
report, and reveal information in ways not to harm project

participants in any way?
 

• 	Have these safeguards been reviewed and approved by outside
 
persons?
 

6 - HOW WILL THE INFORMATION FROM EACH M&E ACTIVITY BE ANALYZED?
 

Gathering the needed information in the proper ways is important, but this information
becomes useful only after it is analyzed to provide credible answers to the important

questions which stimulated the M&E activity in the first place. 
But there are many
possible ways to analyze information, and which ones are most appropriate for each M&E
 
activity?
 

Accuracy checks * 	 How will the information gathered be checked for its accuracy? 

* 	 Will additional, independent sources of information also be 
used? If so, which sources?
 

New variables 	 Will new variables, indices, etc. be created for these
 
analyses? If so, which ones?
 

Analyses 	 * Exactly how will the information gathered be analyzed? What
 
types of tables, graphics, etc. will result?
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* How will the analysis compare the existing situation to

appropriate performance standards? 
 If so, what standard(s)?

Performance in the past? 
In control or comparison groups?
Performance elsewhere? 
Ideal performance? Expected
performance? Performance in similar situations?
 

* How will any cost analyses be conducted? If so, will this
 
include cost-feasibility, cost-utility, cost-effectiveness,

and/or cost-benefit analyses?
 

* What will be the limitations of the analyses? 
What will they
 
not be able to accomplish?
 

7 - HOW WILL THE FINDINGS FROM EACH M&E ACTIVITY BE PRESENTED?
 

Once the analyses produce the answers to the important questions, these answers must be
communicated to the proper audiences. 
Only then can these audiences use the findings to
improve the project and to report on 
its progress. 
But there are many different ways to
report findings from a M&E activity, and which ones are most appropriate for each

situation?
 

Products 
 * In addition to any formal reports, how will the findings from
each M&E activity be communicated in the most effective way?
By multiple smaller reports? 
 Personal briefings? Internal
memoranda? Videotapes? 
Progress reports? Personal letters?
Speeches? Policy dialogue tools? 
 Newspaper items? Articles

in development journals and/or USAID newsletters?
 

8 - WHAT RESOURCES ARE NEEDED FOR EACH M&E ACTIVITY?
 

Every M&E activity involves the expenditure of valuable resources 
- resources which could
be spent on other activities. 
For that reason, the resources needed for each M&E activity
should be carefully justified and spent. 
But what resources are needed for each M&E
 

house staff, project grantees, outside contractors, etc?
 

activity? 

Funds * How much will each M/& activity cost? From where will these 
funds come? 

Roles/responsibilities * Who will conduct each M&E activity? What will be done by in



7 

* What is necessary in order to secure the assistance of these
 
various persons?
 

Materials 
 * 	What physical materials will be needed to conduct each M&E
 
activity? How will these be obtained?
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-- ------------------------------------------------ - ------ - -- -- -- -- --

OVERVIEW OF AN EFFECTIVE MONITORING AND EVALUATION PLAN
 

Over the life of a project, we need to learn different things at different times. At its
 
beginning, we naturally need to learn about progress in implementation and about any potential or
 
emerging problems. As a project becomes fully operational, we just as naturally also need to
 
learn about the likelihood of success and about best operating practices. As a project nears
 
completion, we need to learn about its overall impacts and any unexpected effects.
 

The matrix below shows the nine aspects of an M&E plan and reminds us that we must address
 
each aspect differently during a project's different phases. The purpose of our M&E activity, for
 
example, will vary over the LOP, as will the research design e use, the type of information we
 
gather, the analyses we conduct, etc. for all the nine aspects. Considering each of these nine
 
aspects in light of the information needs of the moment is key to an effective, useful M&E plan.
 

PHASE OF PROJECT FOR M&E ACTIVITY
 
ISSUE AREAS FOR A
 
MONITORING AND 
 EARLY FULLY PROJECT
 
EVALUATION PLAN IMPLEMENTATION OPERATIONAL COMPLETION
 

1 - PURPOSE OF THE M&E ACTIVITY
 

2 - PROJECT BEING MONITORED/EVALUATED
 

3 - MONITORING/EVALUATION DESIGN
 

4 - INFORMATION TO BE GATHERED
 

5 - PLANS FOR ANALYZING DATA
 

6 - PRODUCTS FROM THE M&E ACTIVITY
 

7 - ETHICAL CONCERNS TO BE ADDRESSED
 

8 - RESOUCES NEEDED FOR THE M&E ACTIVITY
 

9 - SCHEDULE FOR THE M&E ACTIVITY
 



ANNEX 4
 

Follow-up on Evaluation Recommendations
 

After each major evaluation, the Project Officer will be
 
responsible for calling 
a meeting of the major managers, that is
 
those in USAID, the contract team and implementing organization to
 
reach agreement on decisions which need to be made and actions that
 
should be taken. 
The evaluation report with its recommendations,

conclusions and findings will 
serve as the background document.
 
The Program Division will develop an issues paper which will serve
 
as the basis for discussions at the collaborative review meeting.

The meeting is to result in a list of recommendations. For each
 
recommendation the following will be identified: the expected

result, who has the major responsibility for action, when the
 
action should begin and by when the action should be completed.
 

The following sets forth the steps that shall be observed and
 
specifies the time frame and loci of responsibility for each.
 

within 5 work days of receipt of evaluation report, an issues
 
paper shall be requested from the Program Division (AID
 
Project Officer)
 

within 10 work days of receipt of the evaluation report, the
 
date shall be set for the collaborative review meeting and
 
written notices distributed to the expected participants

(together with a copy of the evaluation report if not
 
previously sent) (AID Project Officer)
 

the issues paper will be circulated to participants at least
 
5 work days before the review meeting (Program Division)
 

within 25 work days of receipt of receipt of evaluation
 
report, the collaborative review meeting shall be held 
(AID

Project Officer)
 

within 40 work days of the receipt of final evaluation report,
 
a PES summary is submitted to AID/W with copies to key
 
counterpart organizations (Program Division)
 

Once there has been agreement between USAID and the key
parties, the status of each recommendation will be reported upon in
 
the project's regular reports to AID. 
 A format similar to that
 
shown below shall be used in the SARs to monitor action on the
 
recommendations.
 

In regard to the evaluation report recommendations found
 
unacceptable and unfeasible even in a revised form, the Project

Officer shall place a note in the files briefly specifying why each
 
was rejected. For each recommendation accepted, the participants

should specify the expected result and this should be recorded and
 



filed.
 

FORMAT FOR SAR REPORT
 

Recommendation Action by Date to Date to Status Comments 
(person (s) 
and 
organization) 

begin 
(mth/yr) 

complete 
(mth/yr) 

1. 

2. 

3. 

4. 

Status Code:
 

1 not begun
 

2 in progress, satisfactory with minor or no problems
 

3 
 in progress, moderate problems (significant but not crucial)
 

4 in progress, major problems causing delays
 

5 action officially deferred/eliminated/canceled
 

6 completed actions, led to results expected with minor or no
 
differences
 

7 completed actions, did not achieve expected results
 

8 completed actions, unable to determine results
 



ANNEX 5
 

Agency for International Development
 
Washington, D.C. 20523
 

MEMORANDUM 

TO: LAC Mission Directors 

FROM: LAC/DRerece J. Brow 

SUBJECT: Guidance for Preparing Semi-Annual ReportL 

INTRODUCTION
 

In STATE 086114 dated March 17, 1990, :ie recently informed you
 

that the LAC Bureau has revised the guidance for the
 
preparation of the Semi-Annual Reports. This memorandum
 
contains detailed guidance for preparing the Semi-Annual Report
 
(SAR) and a revised schedule for report submission to AID/W.
 
Revisions to previous guidance are designed to: a) provide a
 
more uniform reporting format, especially regarding financial
 
data, in order to f3cilitate Bureau-wide comparisons; b) reduce
 
the length of the individual project reports; and, c) ensure
 
adequate emphasis on gauging project impact.
 

In summary, the SAR should contain the following: a) a brief
 
narrative (three pages or less) by the Mission Director
 
highlighting successes and major problems in the project
 
portfolio; b) a financial surmmary table which presents key
 
financial data on the Mission's portfolio; c) a pipeline
 
analysis that indicates the percentage of the pipeline that is
 
m~re than three years old; d) a brief section on small projects
 
with LOP funding of less than $500,000; e) individual project
 
status reports foL projects, non-project assistance, and
 
housing guarantee programs with LOP funding of $500,000 or
 
mere; f) reporting on food aid, including Title I, II, III,
 
Section 416, and other Monetization Programs; g) an Evaluation
 
Plan of individual project evaluations as well as cross-cutting
 
assessments; and, h) the Country Training Plan (CTF).
 

This guidance memorandum provides a report outline: requires
 
standardized formats for the financial summary table, the
 
individual project status reports, and food aid reporting; and,
 
revises the definit;:n of A, B, and C projects. Four areas
 
previously covered in Action Plans - Evaluation Plans, WID
 
reporting, CountryTraining-Plans, and -he Food Aid Reporting
 
will now be incorporated into the SARs. Finally, the guidance
 
seeks to shift the emphasis in the individual project status
 
reports from project outputs to development impact by focusinq
 
on progress in'achieving the proj.ect purpose.
 



This guidance isfully effective immediately. Reports should
 
be prepared on a semi-annual basis: one report covering

October I- March 31 (Spring SAR), the other April 1-
September 30 (Fall SAR). The CT? and Evaluation Plan sections
 
of the SAR should be prepared annually and submitted as part of
 
the fall SAR.
 

We decided to move to an annual LAC/W review of the portfolio.

Submission of the October 1 to March 31 reports to LAC/W is no

longer required.: Instead, these Spring reports should te
 
prepared for the mission's own internal management review. For
 
the first semester of FY 1990, missions should submit by May

15, only: (a) the summary financial table for the six mont
 
period ending March 31; and, (b) a cable addressing those

issues/questions noted in the Call SAR review cable that the
 
Mission was to report on in the October 1- March 31 SAR. 
 In

subsequent off-cycles (i.e. the six month period ending March
 
31), missions should submit by May 15 the summary financial
 
table and a brief statement by FhE"1ission Director summarizing

the outcome of the Mission's internal review as described in
 
Section !.A. of he SAR outline which follows.
 

The fall SARS covering April 1 - September 30 must be submitted
 
to LAC/W. Timely receipt of these reports is a prerequisite

for the reviews to be useful. Therefore, we request that the
 
reports (3 hard copies) reach LAC/DR/PSS no later than six

weeks after the gnd of the fiscal year (i.e. November 15).

Full SAR reviews will be conducted in the fall chaired y the
 
AA/LAC or his depignee. This review will be followed by cables
 
to the field. A representative from each mission must attend
 
this fall SAR review.
 

While there will be an initial increase in Mission staff time
 
required to convert to the new format, the shift to 
an annual
 
LAC/W review and: reducad length of project reports should help

reduce staff intenslty. I should also add that the increasing

emphasis by Congress and PPC on mortgage and pipeline issues as

significant components of the ABS/OY8 process make it essential
 
that we have as .omplete an understanding of these issues as

possible on a Mission-specific basis. The revised financial
 
component of the SAR is a key element in improving our
 
knowledge of your portfolio. Please let me know if you have
 
any corrections Or questions on the revised SAR.
 



SAR OUTLINE
 

The outline for the Semi-annual Report (SAR) and formats for
 
are described below with
individual sections of the Report 


appropriate numbering:
 

table of Contents (Required)
 

I. Mission Director's Overview
 

A. Portfolio Overview: This section should consist of a
 
brief narratle (three pages or less) by the Mission
 
Director highlighting successes and major problems in the
 
project portfolio.
 

B. Mission Issues: In this section, Missions should note
 
problems they want addressed during the SAR reviei, in
 
LAC/W. Any other significant issues requiring LAC/W
 
at'ention should also be highlighted.
 

C. Financial Summary Table: This table summarizes key
 
financial data on the Mission's portfolio. This
 
information will serve as the basis for analysis by LAC/W
 
of the status of the Mission's mortgage, expenditures, and
 
pipeline. Attachment A provides the instructions for the
 
preparation of this table and a model of the table
 
format. A diskette with a model table formatted in Lotus
 
1-2-3 is also included in this package.
 

D. Pipeline Analysis: This analysis should consist of:
 
1) a table showing the age of the pipeline; and, 2) a
 
brief narrative analyzing the pipeline for the overall
 
portfolio and for individual projects with a significant
 
pipelire. The data for preparing the pipeline table can
 
be obtained from your MACs reports. The table should
 
include each active DA or projectized ESF project.
 
Projects which have reached their PACD by the end of the
 
reporting period should not be included unless the Mission
 
plans to extend the PACD. For purposes of completing this
 
table, it is unnecessary to determine what amounts of each
 
fiscal year'$ funding allocation have been expended.
 
Instead you should assume a First In First Out (FIFO)
 
system of inventory control for the total of each
 
project's funding i.e. the oldest funds are spent first.
 
(See Attachment B for a sample pipeline analysis table).
 
The percentage of the total pipeline at the end of the
 
current fiscal year that was obligated in each fiscal year
 
should then be calculated. A pipeline in which 20% or
 
more of the pipeline is older than three years is
 
considered "sigroificant". The narrative should explain
 
the reasons for a significant total pipeline older than
 
three years.: Also a significant pipeline for individual
 
projects where expenditures appear to be moving slowly
 
should also be explained. The total analysis should not
 
exceed one page.
 



II. Project Status Reports
 

(For the following sections, the projects should be listed
 
by sector and then sequentially by number within each
 
sector.)
 

A. Small Projects (i.e. LOP funding of less than
 
$500,000): Small projects with a LOP of less than
 
$500,000 do not require individual reports. Instead a
 
section containing the project name, number, purpose,
 
implementing agency and/or grantee, and a brief 3-4
 
sentence statement of major accomplishments or problems

for each small project should be included in this
 
section. The financial data for these small projects must
 
be included in the Mission's summary financial table. PD
 
and S funded activities do not need to be reported on in
 
the SARs; 1however, Missions should report on each local
 
currency project with LOP funding under $500,000 managed
 
by the Mission.
 

B. Major Projects/Programs/HIGs (i.e. LOP funding of
 
$500,000 or more): Individual reports should be prepared
 
for projects, non-project assistance, and housing
 
guarantee programs with LOP funding of $500,000 
or more.
 
In addition, Missions should report on each local currency
 
project with an LOP of $500,000 or more which is managed
 
by the Mission. Detailed guidance for preparing the
 
individual-project status reports as well as a model of
 
the format and a sample of a completed project report are
 
contained in Attachment C. The project reports should not
 
exceed three pages in length.
 

The EOPS and Major Outputs sections should be derived from
 
the original or an amended PP logframe. In some
 
instances, however, Missions may need to revise these
 
indicators in order to accurately reflect the
 
scope/purpose of the project and measure progress. In
 
order to provide measurable comparisons over time, these
 
indicators, once adopted, should not be changed without
 
good justification.
 

Special concerns which must be addressed in each project
 
status report are: WID reporting and training data. WID
 
concerns are to be incorporated into the main body of the
 
project report. End-of-project status and output
 
indicators should include sex-disaggregated data where
 
appropriate. The Mission must specifically discuss
 
progress in including women as project participants and/or

beneficiaries in Section IV.C., "Other Accomplishments and
 
Overall Status". Project-related training, both short and
 
long-term, must also be included as outputs.
 



To assist in the preparation of the individual Project

Status Reports, we are including the following materials
 
in this package: 1) a Wang diskette containing the
 
reporting format; and, 2) a memo providing formatting and
 
printing instructions for the reports.
 

III. Food Aid
 

The subheadings for this section should be:
 

A) Title I/Ill, Section 416, and other Monetization
 
Programs
 

B) Title II
 

Reporting on food aid programs should follow the format
 
provided for the individual project status reports with the
 
modifications discussed in Attachment D.
 

IV. Evaluation Plan
 

The Evaluation plan should now be prepared and submitted as
 
part of the fall SAR. This section should be presented as a
 
table summarizing the evaluations scheduled under each Project

Status Report as well as any cross-cutting assessments not
 
listed in the individual reports. Evaluations-of the food aid
 
program should also be included. A model "Evaluation Plan" and
 
guidance are included as Attachment E.
 

V. Country Training Plans (CTP)
 

CTP guidance is currently being revised by LAC/DR/EHR and will
 
be provided under separate cover. Missions will be required to
 
prepare and submit their CTPs annually in the fall SARs.,
 

Attachments:
 
Attachment A - Instructions For Preparing The Financial Summary
 

Table
 
Attachment B - Sample Pipeline Analysis
 
Attachment C - Jnstructions for Preparing Project Status Reports

Attachment D - Guidance on Preparing Food Aid Reports

Attachment E - Guidance on Preparing the Evaluation Plan
 



INSTRUCTIONS FOR PRFPARING
 
THE FINANCIAL SUMMARY TABLE
 

This table is designed to present a summary of key
 
financial data on the Mission's portfolio. This
 
information will serve as the basis for analyzing the
 
status of the Mission's mortgage, expenditures, and
 
pipeline.
 

Definitions: The table should be presented in three
 
categories: 1) active projects; 2) terminated projects;
 
and, 3) active programs. The PROJECT category includes
 
all Development Assistance (DA), projectized ESF,
 
Disaster Assistance and Relief, Rehabilitation, and
 
Reconstruction projects. The PROGRAM category should
 
only include balance of payments support. PD and S
 
funded activities should not be included in the table.
 
ACTIVE is defined as those projects/programs active
 
during any part of the reporting period. For example, a
 
project with a 10/31/89 PACD or one with a 3/31/90 PACD
 
would be considered as active projects during the
 
October 1, 1989-March 31, 1990 reporting period. Also,
 
new projects/programs or project/program amendments
 
authorized/approved during any part of the reporting
 
period which increased the authorized LOP funding level,
 
should be includqd in the respective act-ive
 
project/program portion of the table. TERMINATED
 
projects are defined as those projects whose PACDs
 
expired during previous reporting periods, but which are
 
not yet fully disbursed and could be eligible for
 
deobligation (e.g. a project with a 6/30/89 PACD in the
 
October 1, 1989-March 31, 1990 reporting period with
 
obligated, but unexpended funds). These should be
 
included in the terminated projects category. Such
 
projects should be removed from the table when they have
 
been fully disbursed and all remaining funds, if any,
 
are deobligated.
 

ACCRUED EXPENDITURES represent costs incurred during a
 
given period for goods received and services rendered.
 

are
Expenditures accrue regardless of when cash payments 

made, or whether invoices have been rendered. Total
 
accrued expenditures for a specific time period consist
 

.of the cost of all goods and services received during
 
that period whether or not paid for before the end of
 
the period. SEMESTER refers to the six-month period
 
currently being reported on.
 

Instructions: A copy of the financial table is located
 
at the end of this attachment. The projects/programs
 
within each of the above three categories should be
 
listed by sector and then sequentially by project number
 
within each sector. The table should be titled
 



Financial Summary of USAID/... Portfolio. Under this
 
heading, indicate the reporting period (e.g. October 1,
 
1989-March 31, 1990). The financial table contains
 
eighteen columns. The instructions for preparing the
 
financial table follow and are keyed to the numbered
 
columns on the table:
 

(1) Project Number: Self-explanatory 

(2) Project/Program Title: Self-explanatory 

(3) Category: Indicate whether the project/program 
was categorized as "A", "B", or "C" in the 
individual Project Status Reports. 

(4) Date of Initial Obligation: Self-explanatory 

(5) Last Revised PACD: Self-explanatory 

(6) Percentage of LOP Elapsed: The "% of LOP 
Elapsed" is the number of months since initial 
obligation divided by the number of months in 
the LOP. 

(7) 	Percentage Obligated Expended: The "% of
 
Obligated Expended" is the cumulative accrued
 
expenditures divided by the total amount
 
obligated (Column 16 Divided by Column 10).
 

(8) 	Authorized LOP: The amount of funding
 
authorized for the project.
 

(9) 	Current FY Obligations to Date: For the
 
10/1/89-3/31/90 reporting period, this would be
 
the obligations incurred in the first six
 
months of the fiscal year. For the second
 
semester SAR, this would be obligations
 
incurred during the entire fiscal year.
 
(FYI-This data is used by LAC/W to calculate
 
mortgage and pipeline indicators, and is not
 
available on a timely basis and in a consistent
 
format from other data sources).
 

(10) 	Cu.ulative Amount Obligated: This is the
 
entire amount obligated to date under the
 
project.
 

(11) 	Mortgage: The difference between Authorized
 
LOP and Cumulative Obligations. (Column 8 minus
 
Column 10).
 

(12) 	Beginning FY Pipeline: This column should
 
indicate the project pipeline at the beginning
 
of the current fiscal year. The amounts in
 
this column should remain the same in both the
 



first and second semester SARs. For the
 
portfolio as a whole, the beginning pipeline in
 
a given year differs from the ending pipeline
 
for the previous year in that projects which
 
expired during the previous reporting period
 
are no longer included. An average of the
 
beginning and ending project pipelines is used
 
by LAC/W to calculate the portfolio liquidation
 
rate.
 

(13) 	Planned Semester Expenditures: These are the
 
planning figures which the Project Manager
 
developed at the beginning of this reporting
 
period which indicate anticipated accrued
 
expenditures over the semester. Note: Some
 
missions will not show figures in this column
 
because-they did not project expenditures in
 
the previous SAR or in internal documents.
 
Those that did project expenditures should
 
enter data, those that did not - please do so
 
in the future.
 

(14) 	Accrued Semester Expenditures: These figures
 
are calculated by the Project Manager at the
 
end of the reporting period based on accrued
 
expenditures (as previously defined) that were
 
incurred during the reporting period. These
 
are confirmed by the Mission Controller and
 
reported in the MACS report quarterly.
 

(15) 	Accrued as Percentage of Planned: This is the
 
ratio of the accrued expenditures for the
 
reporting period divided by the amount of
 
expenditures planned for this six month
 
period. See note in item thirteen.
 

(16) 	Cumulative Accrued Expenditures: These are
 
total accrued expenditures equal to the sum of
 
cumulative accrued expenditures from the last
 
SAR report plus accrued expenditures that were
 
incurred during the semester.
 

(17) 	Ending Pipeline: This is the difference between
 
the cumulative amount obligated and cumulative
 
accrued expenditures. (Column 10 minus Column
 
16).
 

(18) 	Planned Expenditures (Next Semester): These are
 
the projections by prepared the Project
 
Manager, and confirmed by Mission management,
 
of accrued expenditures to be incurred over the
 
next reporting period (i.e. April 1, 1990 to
 
September 30, 1990).
 



Subtotals for each of the three categories should be
 
calculated for Columns 8-14 and 16-18. Percentages for
 
columns 6, 7, and 15 should be calculated for the total
 
portfolio as well as for individual projects based on
 
the formulae provided above. The portfolio-wide results
 
should be placed at the bottom of the respective
 
columns. The majority of the information required for
 
this table can be drawn from the financial data
 
contained in the individual Project Status Reports.
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INSTRUCTIONS FOR PREPARING
 
THE PROJECT STATUS REPORTS
 

General Comments: The major projects should be listed by
 

sector and then sequentially by number within each sector. All
 

items must contain a response, whether it is none or not
 

applicable. Please try to be succinct in the narrative
 

sections of the report. You should note that both the
 

Financial Data and Major Outputs sections call for "planned" as
 

well as actual figires. The project reports should not exceed
 

three pages in lengith as discussed below. The format for
 

preparing the individual project status reports is previded
 

below and guidance is keyed to the items on the report format:
 

Project Status Category: This section has been brought forward
 

to the heading of the report. The definitions for A, B, and C
 

projects have been redefined. They are as follows:
 

"A" Projects: These are projects the Missi.on wishes to
 

characterize and report on as real success stories. Not only
 

would implementation be proceeding well under such projects
 

with only minor problems, but they would be having a
 

significant impact on the problems they were designed to solve
 

as indicated iin the report by successful progress toward the
 

end-of-project status (eops) indicators.
 

"B" Projects: These projects would be proceeding more or less
 

as planned though they would be experiencing typical
 

implementation problems and minor delays which can be resolved
 

through normal project management. Short first time PACD
 

extensions of a~year or less may even be necessary. The
 

project may b'; expected to have a positive impact on the
 
problem i4 addresses but impact is still uncertain or is not so
 
significant that the project would be singled out as a success
 
story.
 

"C" Projects: These are those projects with significant
 
problems which require extra attention from senior Mission
 
management or, on an exceptional basis, from senior LAC/W
 
management. Such C projects may have one or more of the
 
following type of problems: the project is significantly
 
behind schedule; a PACD extension of more than one year is
 
likely; the host country or NGO no longer appears to support
 
the project; the host country/NGO is not providing planned
 
resources and the shortfall significantly impedes
 
implementation; expenditure of A.I.D.'s assistance is moving
 
very slowly - the pipeline exceeds that planned by a large
 
margin; it is quite possible that project impact will be much
 
less than that planned; the implementing agency seems
 
ineffective, unable, or unwilling to implement the project; or,
 

http:Missi.on


I. Backaround Data: This section is largely
 
self-explanatory. For amended projects, note the original

and last date(s) that the authorization and/or obligation
 
was amended and the original and last date to which the PACD
 
was extended., 
Briefly note status of CPs and covenants. If
 
additional discussion is required, please include in Section
 
IV.C., "Other.Accomplishments and Overall Status".
 

Financial Data: Under authorized and obligated amounts,
 
show functional account (DA and/or ESF) and whether the
 
project is loan or grant-funded. The "amended to" line
 
items should reflect the present levels of authorization and
 
obligation based on the latest amendment. The obligation is
 
either the amount under an Agreement with a host
 
country/regional institution/PVO or the amount in an AID
 
direct contract. You are requested to include the Amount
 
Committed: Period anc Cumulative. The Accrued Expenditure
 
is the amount which has 
been billed or is billable (i.e.

services performed, commodities delivered, training
 
conducted) for the relevant period (e.g. six months of 
a 36
 
month contract).
 

Under the heading of Accrued Expenditures, four entries are
 
requested: (i) Period - Projected: 
these are the planning

figures which the Project Office2r developea at the beginning
 
of this reporting period which indicate anticipated accrued
 
expenditures over the period; 
(2) Period - Actual: these
 
figures are calculated by the Project Officer at the end of
 
the reporting period based on what actually occurred; (3)
 
Cumulative: these are total accrued expenditures equal to
 
the sum of cumulative accrue"' expenditures from the last SAR
 
report and actual accrued expenditures during the period (62

above); and (4) Period - Next: 
these are the projections by
 
the Project Officer of Accrued Expenditures to be incurr':.d
 
over the next reporting period (i.e. April 1, 1990 
to
 
September 30, 1990). 
 This latter figure (4) would Lhen be
 
carried forward into (1) in the next SAR. The purpose is to
 
introduce planning figures into expenditure reporting.
 
Finally, you are requested to report on Counterpart
 
Contributions: Planned and Actual. 
 Missions should decide
 
on the appropriate data source for 
reporting on counterpart
 
contributions.
 

The "% of LOP elapsed" is the number of months since initial 
obligation divided by the number of months in the LOP. The
 
"% of Total Authorized Obligated" is calculated by dividing
 
total obligations by the total amount authorized. 
The "% of
 
Total Obligated Expended" is the cumulative accrued
 
expenditures divided by the total amount obligated. The "%
 
of Total Authorized Expended" is the cumulative accrued
 
expenditures divided by the total amount authorized.
 

II. Project Purpose: State the project purpose as it
 
appears in the project paper.
 



III. Project Description: Briefly describe the project in
 

terms of major components or activities.
 

IV. Project Status
 

A. Planned EOPS: Briefly state the End-of-Project
 
Status (EOPS) indicators and progress to date in
 

achieving the EOPS. The EOPS should be taken from the
 

original or amended PP logframe and be indicative of 

development impact at the purpose level. The EOPS 

indicators and cumulative status should be presented in 

a tabular format. Sex-disaggregated data should be 
included where appropriate. 

B. Major Outputs: List the major outputs from the
 

original or amended PP logframe; identify the "planned"
 
targets for: 1) the Life of Project (LOP), 2) the
 
current reporting period, 3) cumulative through this
 
reporting period, and 4) the next reporting period;
 
indicate-the actual accomplishments during this
 
reporting period and cumulative through this reporting
 

period; and, then calculate the percentage accomplished
 
(i.e. cumulative accomplished divided by total planned
 

LOP targets as indicated in the logframe). Please
 

quantify to the maximum extent possible. This
 

information should also be presented in the tabular
 

format provided. Sex-disaggregated data should be
 

included where appropriate. If existing data do not
 

provide this information, then in Section IV.C., "Other
 

Accomplishments and Overall Status" of the project
 

status report, the Mission should state what is being
 

done to collect such data. Project-related training,
 

both short and long-term, must be included as uutputs
 

regardless of whether the project provides training.
 
In those instances where there is none, mark zero in
 

the appropriate columns.
 

All of the above information (Sections I - IV.B.) must 
fit on the first dual-column page. The second dual 

column page should begin with:
 

C. Other Accomplishments and Overall Status: This
 
section should provide a brief narrative on project
 
status in terms of logframe indicators. Major
 

highlights during the reporting period should be
 
briefly summarized. If conditions precedent have not
 

been met, this section should discuss status in meeting
 

them if not adequately summarized in Section I, "Status
 
of CPs and Covenants" above. Follow-up actions taken
 

with regard to problems identified in previous reports
 

or actions requested in the last portfolio review
 
should be discussed. Summary of findings and
 
recommendations from any evaluation or audit conducted
 
during the reporting period must be included in this
 
section. It is critical that any outstanding audit
 



recommendations be indicated and discussed in this section,
 
especially if there are anticipated or outstanding
 
problems. This section must also include a brief discussion.
 
(2-3 sentences) of progress made in including women as
 
project participants and/or beneficiaries.
 

D. Problems and Delays: Focus on the major problems, if
 
any, which impact on major outputs or activities.
 

E. Major Activities or Corrective Actions During the Next
 
Six Months: Give a brief summary of major management
 
actions and major project activities expected to be
 
accomplished during the next six months. For all Category C
 
projects, this section should deal with planned corrective
 
actions, such as reprogramming, deobligations, PACD
 
extensions, evaluations, and other more specific
 
implementation actions.
 

The narrative' information in Section IV.C - E should not 
exceed two pages. You are requested to be as concise as 
possible without omitting significant details. 



I!1MUL.I_116I0IU LIUKI 

1- 9 _ff 19J0l -SeotrMh r JQ1_.Q9 A _ C 

I. DAfKGRf O.._IA 	 EJWIC LALAMA 

Prulrtt Title: Amount Athorized: CIA/ESr Grant: orititial $ amended to $ 
Iruject Number: 598-0000 Amount Obligated: DA/ESF Graoit: original $ amended to $ 
Date of Authorization: oriqinal 00/IU/U apieniment 00/00/00 Amount Committed: Pariod: $
 
Date of Obligation: original 00/00/00 an;endmeent 00/00/00 Cumulative: $
 

PACO: oriqcinal 00/00/00 amended to 00/00/00 Accrued Expenditures: I'*-riud - Peuj.tteu: $
 
Implementing Agencies: Period - Actual: $
 
Malor Contractors: Cumulative: $
 
AID Project Managers Period - Nest $
 

Status of CP&/Covenants: Counterpart 
Contribution: Planned: $ 

Actual $ 
7. LOP Elapsed: 

% of Total Auth. Obliq. 
U,,te of Last Evaluation: 00/00/00 Next Evaluation: 00/00/00 7.of Total Oblig. Exp. 7. 
Date of Last Audit: 00/00/00 Next Audit: 00/00/00 % of Total Auth. Exp. 7. 

II. E.CT.PLUI 	 B. f.orOQulau. Flained . -AccowIhed 
(Project Purpose Statement) Next 

LHL Peri d Lun. JPerlad Eerod Cum. _otLtLQE 

I. Loqlrame out- N # .. N # 7. 
II. P -ftJ[CIDL5CR1LLiUol 	 2. puts, including # N # # # N . 

3. sex disaqqreqated # N N # # % 
(Succinct description of m.jur compoents'or activities) 4. data. e.g. t E ti E t L b E HI E I t E 

I El El I 

Lonq-term 0 0 0 0 0 0 0 0 00 0 0 07. 0% 
Short-term 0 0 0 0 0 0 0 0 0 0 0 0 07. 07 

5. Training (Persons) b E lE dl H I I E 

IV. 	 VROCJLCL[_I5AIL5 (Reporting on lonq-term and short-term traininq 
uAder eadh project is mandatory: if none, mark zeto)A. ['!z1I.ed.EOjPS 	 Proress toDate 

I. 	 (Iograme COPS) (0uantiy. if pnsible
 
or kbJel conent)
 

2. 

3. 

4. 
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D. Pob]imsrd...Dla.y.i 

fn(u% on the major pronlem . if any. which impact on major
 
(Attion hliqhliiqlts) outputs or activitie.
 
(Status of CPs/Covenavis if not Piet)
 
(|'otires on previous probieml/actinm)
 
SSuuminary of evaluation find'ngs and artiont taken)
 
(Status of audit recomitiendations and actions taken)
 
(Brief discussion of proyress made in imltudeng women as project
 
participants and/or beneficiaries)
 

[. IIUIJILALL titLies._or Correcr _ _~LianiPur ingLhe.Al L..5_i_jianihi 

o (A concise list of rndjor actions and corrective measures
 o to be undertaken duriny the next reporting period.
 
o Corrective actions to he taken for Category C projects.)
 
0 

http:ngLhe.Al
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I. BACG iQA1A 	 [IIMCALJDA[A 

Pruject Title: (aribt,..us Jutice Improvement Amount Authorized: DA/SI[ Grait: original $10.000.000( 
Project Number: 598-0b45 UWI $ 7.000.000 
Date of Authorization: original 08/06/fb amendment 00/00/00 Amount Ohliqated: OA/tSI Grant: original $ 1.500.000 amended to $2.000.000 
bite of Obligation: original 08//B/lb amendment 00/00/00 Amount Conwxatted: Period: $ bS. $51 
PACO: orilinal 07/31/31 amended to 07/31/92 Cumul.itive: $ 902.'12 
Implementing Agencies: University of the West Indies (UWI) Accrued Expenditures: Period - Projptted: $ t/A 
major Contractors: None Period - Actual: $ 44O.000 
.O Project Manager: Dennis Darhy 	 Cumulative: $ 440.010
 

Status of CPs/Covenants: 	 CPs to first Disbursement - All Met: Period - fllet $ 250.000 
CPs to QIAs - Partially met; CP to IA - Pending; Counterpart 
Covenants: National Advisory Committees - Contribution: PIanned: $ 2.000.000 
functioning. 	 Actual $ 100.000 

L-1 Elapsed: 17. 
Elate of Last Evaluation: 09/00/88 Next Evaluation: 12/10/0,) 7.ol total Auth. Oblig. 27. 
Date of Last Audit: 00/00/00 Next Audit: 03/15/90 7. 1 lotal Oblig. Exp.

oJvtal Ernp, 	
227. 

a Auth. 	 IX7 

II. PRQEC/ PURPOSE 	 a. MaijQuIDuLS 
---Hla ud__._ALLcomUIshed 

to strengthen legal systems in the region, especially in Belize. Jamaica aro Next 
the Eastern Caribbean. by providinq services necessary for fostering LW Period Cum. . eciad Eeeriod (an. .I-oLO 
maintenance and performance of national justice systems. 

I. Stal led Protect 	 I 0 I 0 0 1 1007.
 

III. PEOJELCESLRIP1DOU 	 Office (UWl) 

Under the $7.8 million grant. UWl will make sub-grants to. and execute 2. Quirk Impart 
contracts with. reqiotial. sub-regional and national institutions and Activities funded 7 4 5 I 4 5 707. 
entities. Major project components include law revision and reform, case 
reports/textbooks. Revolving fund. law library enhancement, country-specific 3. Central Law 
activities. UWI operational support, and regional technical Libraries selected 
assistance/trainlnq. USAID/Jamaica is separately administering US$2.2 million in each country 7 0 0 0 0 0 07.
 
in project grant funds for the same purpose.
 

4. Publ ication of leili 
IV. 	 ER0I Lf.IAwL materials in all
 

territories Unquantifiable

A. 	 PHanned [PS Progressto DaLe 

5. Req. fnq. (n.srsesI

1. 	 Increase in the speed of Formats to be used by the Primary developed by UI1 5 0 0 0 0 0 07. 

trials and appeals. Coordinators in each territory to 
2. 	 Better trained judges, gather the baseline data to 6. Regional fA artiv.
 

magistrates, prosecutors assess progress in achieving developed by tiWI 0 0 0 0 0 07.
 
and paralegals. project objectives have been
 

3. 	 Increase in the nsumber transmitted by UWI to the various 7. Country specific 
of modern and ascertainable Primary Coordinators. activ. tunded int 
taws. benefic. coontries 15 0 0 0 0 0 0. 

4. 	 Improved legal aid and p.blic 
defender systems. 8. fraininq 4Persns) M C L U t[ It t E H E U C- H 

tong-term II 0 0 0 0 0 0 0 0 0 0 0 07. 07. 
Short-term 75 10 0 0 0 0 0 0 0 0 0 007. 07. 
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ArilL__89- SeRLember30- IL19
 

Accowl ishmenti And.-OyeralV Stdtu5 	 D. Probleum and Velays
 

IWI has satisfactorily met the (P'S to I ir-t disbursement of No delays/prolem at ptrertl t rilp. %idhstal sill proqrvss is 

*ct funds. the CP's to disbursement for Quick Impact Activities being made in coordinatslq project as tivities. 
. have been met by UWI with regard to 4 OtCS countries, and 

•e. and no- enables the disbursement ol US$50.000 to each of E. N 	 jgrAct ivW i, grCarrect iye..t Li,,._uring_-he. !!LLiS.1unLhs 
* territories from the country specific line item of the Project 

t 
,t. flhe CPs to disbursement for QIA's in St. Lucia and Dominica I. All QIA procusemerr will be rompipted for the seven primary
 
'upetted to be met by the end of rebruary and will allow a poject beielstiaries.
 

ter disbursement of US$50.000 in country specific funds to each 2. Project Dire(tor and PtA will me t with all HACs to lay
 
,o'nS territories. Six of seven participating countries have luindation for liture e11 lett art vitiP%.
 
inted National Advisory Committees (NACs) which are actively 3. 	 Project Director. RIt. andi'rorrt manaer will have commenced
 

t roiling, 	 planning for all reoioatal activities. U.S. experts in Judicial 
Iraininq and Court Adnrnliitat mvisi will be sol ircited as to their 

inqs have been held with IlIe OLCS Secretariat in St. Lucia to availability to rneet the parttu~rlar technical assistance needs
 

ne the OtLS role in the Project. A MOU signed between the UWI of the project.
 

the OtCS orovides for payment to the Ui.CS of US$60.000 during tie 4. Another Donors conumittee -et ii.nj rnnsistinq ol representatives
 

od Jan. I - Dec. 31, 1987, for operational support out of a total from the BDD. UP1DP, (IC arid CIDA is scheduled for early March.
 
S250.000 to be provided over the tOP for this purpose. These ri. UWI will commence analyses ol law library requirement: in each
 
. are heinq provided front the Reqional IA/training line item. primary beneficiary toirntry.
 
ect Manager's (PH) cuntract. lunded from the contingency line 6. lhe first regiioral trainilq tore uder the Project will be
 
* h.s hren litializ.d dnd the PM begian workinq on November 24. cooidunted. benelittoirq ?1 ptrl ic 1 ,aiits.
 

first Quarterly Activity !tchedule on project status submitted 7. Primary Coordinators all I.,, ti ting will
il1 I rli territories 
WI . first Donors Lounra.tee meetingq held in December. UWI havP bern hired. 
Ity nl taw iliproLeS of atquiring tomputer to assist in the 8. Tlhe .liamas. VI. At, 1r, ilia aid Mierlrerrat will he considered as 

aration o Case Reports. Computer to be bought from case participants in those reclintiiI aspects of the project which can 
st ./kevulviny Fund line item 'nd costs approximately US$10.000. acconmdate them. e.tj.. trint-,,rj of n1,1gstrites. court 
I'M ias requested that project reporting include sex-disagqreqated administrators, law libiarnias. etc. 
whrie relevairt. In addition. UWI plans to increase the 

-r.station of women amonq the justice system personnel receiving 

-term training under the project. 



GUIDANCE ON PREPARING
 
OF FOOD AID REPORTS
 

Reporting on food aid programs should be separated into two
 
subsections: A) Title I/Ill, Section 416, and other
 
Monetization Programs (i.e. Section 206 of Title II); and, B)

Title II. World Food Programs receiving Title II commodities
 
should only be reported on if there are significant issues
 
needing LAC attention. The format for preparing the food aid
 
reports is provided below and guidance is keyed to the items on
 
the report format:
 

TITLE I/III, SECTION 416, AND OTHER MONETIZATION PROGRAMS
 

I. Background Data: This section should list all "active"
 
food aid agreements/amendments (i.e. all agreements under
 
which local currency is not completely disbursed), agreement
 
date and amount in U.S. dollars. It should also include:
 
a) the Implementing Agencies; b) Contractors (if

applicable); c) A.I.D. Project Manager(s); and d) dates of
 
last and next evaluations and audits.
 

Financial Data: This section should include: a) the amount
 
of local currency generated under all active agreements by
 
line item then total; b) total amount of local currency

programmed per agreement; c) total amount of local currency
 
disbursed per agreement; and, d) amount of local currency
 
disbursed for the last six months.
 

II. Program Purpose: Briefly state the PL 480/Section 416
 
program objectives and relationship to Mission strategy and
 
DA/ESF portfolio.
 

III. Program Description: This section can be eliminated
 
since it is adequately described in Sections I, II, and IV
 
of this report.
 

IV. Program Status:
 

A. Self-Hela Measures (for Title I and Title II Section
 
206): 1) Provide date and cable number of most recent
 
Self Help Measure Report (Reports are required by Dec.
 
31 of each calendar year); 2) List and indicate status
 
of Self Help Measures that have not been met; and, 3)
 
State how measures have complemented other mission
 
actions for policy and program reforms.
 

B. Local Currency Uses: (Self-explanatory)
 



C. Local Currency Management: State how Mission and
 
host country cc.nply with Agency and LAC Bureau guidance
 
on local currency management, including problems in
 
implementing guidance and proposed corrective actions.
 

D. Section 106/108 (if used): Mission should identify
 
percentage and total program amount in agreement and
 
progress in implementation.
 

E. Problems and Delays: This section should discuss
 
issues,.problems and delays in program implementation
 
(e.g. disincentive effects, problems with UMRs,
 
logistical problems).
 

F. Major Activities or Corrective Actions During Next
 
Six Months: Same guidance as that proposed for DA and
 
ESF projects applies.
 

TITLE II
 

(Please prepare-a separate report for each Title II program
 
(government to government and/or PVO).
 

I. Background Data/Financial Data: Report only on the
 
following: a) Project Title, b) Project Manager, c)
 
Implementing Agencies, and, d) Program Amount (separate line
 
items for commodities and transportation costs).
 

Financial Data: A) Amount of tonnage authorized, estimated
 
call forward amounts and dates, tonnage used to date,
 
balance remaining or in stock.
 

II. Project Purpose: State purpose and objectives per the
 
PVO's Multi-year Operational Plan.
 

III. Project Description: Same as that required for DA and
 
ESF projects.
 

IV. Project Status: Mission should state briefly: a)

project progress and achievements compared to objectives and
 
benchmarks; b) issues, problems, and delays having a major

impact on implementation; and, c) major activities and
 
corrective actions for the next si. months.
 

WORLD FOOD PROGRAM (WFP)
 

Report on WFP programs receiving Title II commodities only

if there are significant issues needing LAC attention.
 



GUIDANCE ON PREPARING
 
THE EVALUATION PLAN
 

The following information should be included in the Evaluation
 
Plan: a) project title, b) project number, c) date of last
 
evaluation, d) date of next evaluation, and e) the
 
purpose/issues of the evaluation. Under the Purpose/Issues
 
column, provide the specific reason(s) for carrying out the
 
evaluation inclqding any issues to be addressed. A purpose
 
stated as follows: "A mid-term evaluation to assess the
 
government's commitment to providing budget and manpower
 
support and to decide about a no-cost extension" is better than
 
simply "A mid-term evaluation". "A final evaluation to measure
 
impact of the project on infant and child mortality, and to
 
serve as a basis for a new project to be developed next year"
 
is better than simply "a final evaluation".
 



EVALUATION PLAN 

'lOJEU'" NU. L TITLE 
IATE 0OF 

I.AST EVALUATION 
DATE OF 

NEXT EVALUATION 
FY 90 FY 9i 

PIUI( I'US'/ISUES 



PROJECT STATUS REPORTS
 
FORMATTING AND PRINTING
 

Provided below are instructions for formatting and printing the
 
Project Status Reports. This memo is designed to address any

technical difficulties encountered in preparing these 
reports

and should be shared with support staff involved in report
 
preparation. It is our undersLanding that these instructions
 
are operative for both the Wang OIS and VS systems. 
 If you

have any questions, please contact Elizabeth Warfield,
 
LAC/DR/PSS (202-647-5252).
 

I. Formatting
 

The Wang word processing diskette included in this package

contains a formatted model of the Project Status Report. This
 
should be copied on to each Mission's system. The original

should be retained as a master document and copied into the
 
Wang libraries of eacl. division in the Mission preparing the
 
reports. The Wang document has the following format:
 

a. 	 Page 1: Top format line has tabs at 8, 12, 27, 50, 92,
 
97, 102, 107, 112, 117, and 122. _
Righ margin is 150.
 

b. 	 The second format line should be between line 2 and 3
 
with the same tabs as aLove and the right margin set
 
at 80. The dividing line at the end of the Background
 
Data section :;hould be positioned at line 21.
 

c. 	 The third format line should be 
between lines 21 and
 
22 and ghould have tabs at every 5 spaces beginning at
 
position 5 and extending to the right margin at 80.
 
The page length should be set at 56.
 

d. Page 2: The top format line should be the same as (b)
 
above. The dividing line at the end of the Financial
 
Data seqtion should be positioned at line 21.
 

e. 
 The second format line should be between lines 21 and
 
22, with tabs set as in (c) above. The page length
 
should be set at 56.
 

f. 	 Page 3: Top format line is the same as (a) above.
 

g. 	 The second format line between line 3 and 4 is the
 
same as (c) above. The page length should be set at
 
56.
 

o 	 Page 4: The format line should be the same as (g).
 
The page length should be set at 56.
 



To print the document, go to Special Print Functions on 
the
 
main Wang menu, hit execute, then go to Dual Column print, hit
 
execute, type in the document No., 
and then hit execute twice

(i.e. you don't need a second print number). You wil. now be
 
at the print set-Lip menu.
 

There are two print setup menus depending upon whether you
 

use a laser printer or a regular Wang printer.
 

Laser Printer
 

The following changes need to 
be made in the menu:
 

Page length: 76* Character Set: Y' 8
 
Printer No.: 25 Left Margin: 
0X 06 O t-iOI
 
Forms: Form 1 
 Lines Per Inch: 8**
 

Other Printers
 

The following changes need to be made in 
the menu:
 

Page length: 76* Character Set: Z 5 
Printer No.: X 30 
 Left Margin: OW.0"* aOc c_
 
Pitch: 
 15 Forms: Standard
 
Lines Per Inch: 8**
 

You need to insert a 15 pitch daisy wheel before printing.
 

The reports can be printed on 8.5" by 14" 
paper and reduced to
 
8.5" by 11" or they can be left on the larger paper for
 
reproduction and Oistribution.
 

For those printers which don't use legal-size paper, the page

length should be get at 68, and the left margin should be set
 
at 015 095.
 

** Orce you have printed the document with the above settings
 
on the print menu, they are permanently stored for future
 
printouts. However, you will always have to 
change the Lines
 
Per Inch setting from 6 to 8 since it defaults to 6 regardless

of the previous setting.
 

0218M
 



ANNEX 6
 
AGENCY FOR INTERNATIONAL DEVELOPMENT 

WASHINGTON. D.C. 20523 

MEMORANDUM OCT 3 I 

TO: LAC Bilateral Miss'ons
 

FROM: LAC/DPP, Bastiaan Schouten
 
LAC/DR, Peter Bl
 

SUBJECT: FY 92-93 Action Plan Guidance For LAC Bilateral
 

Missions
 

This guidance (except for the Action Plan schedule) is for LAC
 

bilateral (non-ADC) missions. Guidance for ADCs will follow.
 

Introduction
 

The Action Plan process for the FY 92-93 period takes place in a
 

time of important changes for the Agency and the Bureau. This
 
statement
year's Action Plan will be expected to reflect the new 


of the Agency's Mission and LAC Bureau Objectives. In addition,
 

the President has approved in principle legislation that would
 
and place greater reliance on
eliminate functional accounts 


allocate funds among countries. This legislation
performance to 

could be in effect in FY 1992. Also, the President's Enterprise
 

June 27, 1990, places
for the America's Initiative, announced on 

investment and debt in Inter-American
primary emphasis on trade, 


economic relations. A.I.D. programs will be increasingly
 
challenged to show their relevance to this framework for
 

economic cooperation.
 

The LAC Bureau seeks to orient A.I.D. activities in the region
 

toward greater impact at the program level. This requires two
 

The first is to define mission bbjectives at
distinct steps. 

the highest possible level to make an important contribution to
 

the Bureau objectives. The term "strategic objective" refers to
 

objectives through which mission activities can be expected to
 

have a direct and significant impact on achievement of those
 

Bureau objectives. The second step is to continue to improve
 
to
means of measuring and evaluating impact at the program level 


yield objective and meaningful information.
 

Mr. Charles Costello

Mission Director
 
USAID/Quito
 
APO Miami, FL 34039-3420
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This year's Action Plan is an initial step in moving toward
 
actionable mission programs consistent with the new Bureau
 
Objectives. We recognize that these changes will take time to
 
fully implement at the mission level and even to fully
 
conceptualize at the Bureau level in terms of structure,
 
documentation and information requirements. To minimize
 

disruption and the burden on the missions, we propose to make
 
the transition a collaborative effort with the field over the
 
next year or so to determine the best way of doing things.
 

It should be emphasized that it is not the intention of the
 
Bureau to establish a standard set of strategic objectives and
 
indicators for all missions. Each mission has the primary
 
responsibility to judge the relative priority of possible
 
activities in order to advance the Bureau Objectives.
 

We envision that over the next several years, LAC mission
 
activities will become much more integrated and focused on
 
specific impact at the program level. Elimination of functional
 
accounts, if it can be achieved, will obviously be an important
 
factor. In any event, a greater level of program focus is
 
expected. The implications of this on the structure and program
 
of individual missions will depend on mission objectives and
 
anticipated resource levels. In some countries, this will
 
result in a smaller number of activities. Others may retain a
 
larger number of activities in several areas that are clearly
 
integrated toward achieving specific long term changes related
 
to the higher level objectives.
 

Format of the Action Plan
 

The basic format for the Action Plan remains the same as for
 
last year with a 20-page limit. However, all mission activities
 
should be discussed in relation to the Bureau Objectives.
 
Discussion of policy dialogue objectives and issues should be
 
integrated with those related to program (project and non
project) assistance.
 

A. Secio-: Relationship of the Bureau Objectives and
 
Country Strateoy
 

This section provides the mission an opportunity to discuss
 
adjustments in its strategic objectives. Given the nature of
 

the exercise of relating programr to the LAC Bureau Objectives,
 
this section takes on considerable importance this year.
 

This section should be addressed in three parts. The first
 

should be to review the current policy dialogue (macro economic
 
and sectoral) and assess progress made to advance the mission's
 
agenda.
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The second part of this section should explore the relationship
 
of the existing CDSS and policy dialogue to the Bureau
 
Objectives. This should include an assessment of the need to
 
revise the CDSS. If the strategy or program structure and
 
priorities are expected to change significantly, the mission
 
should identify activities or priorities that may be modified or
 
reduced in importance in the future and those that will increase
 
in importance.. It is not expected that the mission fully
 
conceptualize a new CDSS, but rather that this section
 
illustrate the directions that the mission intends to move in
 
the future.
 

In an annex to their Action Plans, Missions will need to develop
 
workplans detailing the actions each will take to ensure that
 
progress is made towards the attainment of the Bureau
 
Objectives. Supplementary guidance and model format is included
 
in Annex A. Each mission will prepare its own workplan
 
according to its own priority actions relative to the overall
 
LAC Objectives. This will be Table I of the Action Plan.
 
Questions or comments on preparing the workplan should be
 
referred to LAC/DPP.
 

The eventual goal is for missions to have clearly defined high
 
level strategic objectives toward which an integrated range of
 

activities -- policy dialogue, project assistance, and
 

nonproject assistance--are working and fo: missions to have
 
clear measures/indicators of achievement at this level. This
 
Action Plan should be a first step in determining where the
 
mission is now, where it wants to go, and how it will get there.
 

B. Section II: Performance Related to LAC Bureau Objectives
 

Like last year, this section will present mission performance in
 
two tables and a narrative. The primary difference will be a
 
restructuring of the mission activities to illustrate areas of
 
consistency with the LAC'Bureau Objectives.
 

The Country Performance table will continue to be used to
 
allocate funding above the MCC level. As in the previous Action
 
Plan, LAC/DPP will prepare the table and send it to missions for
 
inclusion in the AP. This will be Table II of the Action Plan.
 

The Program Performance table (Table III of the Action Plan)
 
will be used to consider the impact of A.I.D.s program on the
 
attainment of objectives. This is the point that the mission
 
prograi7 will be related to the LAC Bureau Objectives. The
 
existing set of mission objectives and indicators should be
 
reviewed for consistency and appropriateness in the context of
 
the Bureau Objectives (see Annex B). This table should be
 
constructed by arraying the mission's strategic objectives and
 
their indicators under the appropriate Bureau Objective and
 
Suo-Objective.
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The tables should be accompanied by a short (up to three pages)
 
narrative highlighting achievements, explaining significant
 
shortfalls, and noting the important accomplishments falling
 
outside the information presented in the two tables. Of
 
particular importance this year is the emphasis on program
 
impact. The narrative should stress the impact of the overall
 
program on mission and Bureau Objectives. The narrative should
 
also discuss mission plans for evaluating the program over the
 
next two years, beyond strictly project evaluations now
 
planned. It is especially important that we be able to show how
 
each mission's program is directly related to the achievement of
 
Bureau Objectives. Such evaluations might focus on indivi.dual
 
sectors, assessing the performance of an entire sector or on one
 
aspect of a sector in which the mission has been particularly
 
active. Program evaluations/studies might examine specific
 
aspects of the Bureau Objectives - policy improvements,
 
privatization accomplishments, growth of non-traditional
 
export.s, increased access to primary health care and primary
 
education, improved management of forests 3nd watersheds,
 
electoral and judicial reform, or improved local authority to
 
make decisions. This is an area where the Bureau must improve
 
its performance and this Action Plan gives each mission the
 
opportunity to present how it plans to evaluate its program over
 
the next two years.
 

We recognize that most activities can be rationalized to fit
 
within this framework in the sense of contributing to a Bureau
 

a
objective. However, the Bureau neither expects nor wants 

simple reshuffling of activities from one rhetorical objective
 
to another. Rather, we want to be able to measure impact at a
 
program level from an integrated set of activities. A strategic
 
objective is selected precisely because it makes a distinct and
 
measurable contribution to the overall Bureau Objectives.
 

Missions should start with the Bureau Objectives and determine
 
what strategy should be pursued in the host country to achieve
 
the greatest impact. From that point, an integrated set of
 
strategic objectives and activities can be conceptualized. The
 
strategic objective represents a iudgement that (1) this i5 the
 
highest level objective that A.I.D. can reasonably expect to
 
influence, and (2) that this is a critical intervention with a
 
substantive contribution toward achieving the Bureau
 
Objectives. Many existing programs or projects may be
 
consistent with this strategy, some may not. An annex should
 
accompany the Action Plan which arrays the mission projects by
 
Bureau Objective and Sub-objective (this is Table VI of the
 
Action Plan). All existing activities that do not fit into the
 
Bureau Objectives should be classified as either special
 
catEgory activities or as candidates for either redesign or
 
eventual phaseout.
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C. Section III: New Program Initiatives
 

This section provides a two-page statement summarizing the new
 
program initiatives the Mission intends to authorize during the
 
Action Plan period, the relationship of these activities to on
going programs and how they will further achievement of CDSS and
 
LAC Bureau Objectives. It will also include the New Project
 
Description (NPDs).
 

In deciding whether or not to submit NPDs, Mission should take
 
into account probable funding availability given performance
 
based budgeting. At present, performance based budgeting will
 
only affect the non-narcotics related DA portfolio. The LAC
 
performance budgeting system has been communicated to the field
 
on several occasions, most recently in the LAC Bureau FY 1992
 
ABS--that document presents the LAC country performance rankings
 
as of July, 1990. Missions will receive an updated performance
 
matrix in November. This will include a listing of high
 
performers, intermediate performers and poor peiformers.
 

In principle, in setting the FY 93 OYB level, high performers
 
will receive the full increment between the APPL and the MCC
 
(amount required, including pipeline, to fund on-going
 
activities for 12 months), intermediate performers will receive
 
half of the increment and poor performers will receive only the
 
MCC. Thus, in general, poor performers would not qualify for
 
new starts. Exceptions would be projects-which pursue ongoing,
 
long-term efforts such as family planning. Another exception
 
could be efforts to influence the host country's policy
 
performance where there are indications that such efforts have a
 
reasonable expectation of success. Even for these exceptions,
 
however, Missions are urged to first examine their existing
 
portfolios for the necessary resources. The presumption is that
 
within a poor performance framework, the continuation of all
 
ongoing projects may not make sense. Missions proposing NPDs
 
will have to indicate the source of financingr be they
 
anticipated increments above the MCC or from deobs. Missions
 
should include NPDs for each new project valued over $500,000
 
and for on-going project amendments effecting an increase in
 
authorized LOP funding over $500,000 or 10 percent of LOP
 
(whichever is larger). To the extent Missions are planning
 
non-project assistance initiatives, we will consider such
 
proposals within the NPD framework and at a minimum provide
 
feedback to Missions for program development.
 

The merits of the NPDs themselves will be considered during Week
 
1 of the Action Plan process and recommendations will be brought
 
up for consideration in the Action Plan Review whether to allow
 
PID approval (For FY 91 projects which have yet to be reviewed
 
by LAC and for FY 92 projects) and to provide guidance for
 
project/program development. The purpose of the review of the
 
new project/program activities proposed for FY 93 will be to
 
determine whether to include the proposed activities in the
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ABS. The NPD should continue to be brief -- no more than three
 
pages. NPDs for FY 93 activities should follow the guidance
 
previously in effect and therefore not exceed 1 page in length.
 
In order to prompt a delegation decision for FY 91 and 92
 
projects. NPDs should contain the following information:
 

Bureau Objective(s) which the proposed project/program
 
supports; Project/Program name, number, FY and type of
 
funding, as well as LOP funding; an indication of whether
 
the NPD represents an amendment to an existing project or a
 
new project; and indication of the consistency of the
 
project/program with the approved Mission strategy, its
 
relationship to other A.I.D. on-going or proposed projects
 
and to other donor activities; the relationship of the
 
project to overall A.I.D. policy objectives; a statement of
 
the dialogue agenda and which if any policies in the host
 
country the project/program will effect; the project
 
description which should include: (the project/program goal
 
and purpose; a statement of the major development problem
 
the project/program will address; a description of
 
anticipated activities and project/program components in
 
sufficient detail to indicate what will be done and how
 
project/program resources will be used; a description of
 
how project/program will impact on women both as
 
beneficiaries and as participants in the project; and the
 
project/program financial plan;) identification of planned
 
implementation arrangements including host country
 
institutions and their roles and probable procurement
 
mechanisms; and indication of which activities planned or
 
assisted under the project/program are to become
 
self-sustaining and whether sustainability in the mission's
 
judgement is likely to be possible by the end of the
 
project. A description of mission management
 
responsibilities and a statement of principal issues to be
 
resolved during project design including significant
 
technical concerns or innovative program approaches, should
 
also be included.
 

In addition to the NPDs noted above, this section of the Action
 
Plan should contain a list of planned Food Aid activities and
 
NPDs for any project activities to be funded by host
 
country-owned local currencies which the Mission will projectize
 
and manage directly, if such activities are not also dollar
 
funded and therefore described as part of the normal NPD
 
presentation. Missions are encouraged to utilize the Action
 
Plan review as the mechanism for decisions related to the
 
mission's proposed program. We are discouraging off-cycle
 
reviews.
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SAMPLE 
NEW PROJECT DESCRIPTIONS
 

LAC BUREAU OBJECTIVE/SUB-OBJECTIVE
 

PROJECT/PROGRAM TITLE (include whether new or amendment)
 

PROJECT/PROGRAM NUMBER
 

FUNDING
 

TYPE 	OF FUNDING
 

A. 	 Consistency of project with mission strategy
 

B. 	 Relationship to A.I.D. and other donor activities
 

C. 	 Relationship to project to overall A.I.D. policy objectives
 
(including project relationship to Mission's policy
 
dialogue agenda)
 

D. 	 Project description
 

E. 	 Planned implementation arrangements
 

F. 	 Sustainability of proposed activities
 

G. 	 Mission management role
 

H. 	 Potential issues and/or innovative program approaches
 

Section IV: Resource Requirement.
 

In Section I, II, and III of the Action Plan, the USAID Mission
 
will have confirmed the appropriateness of the CDSS strategy (or
 
proposed and justified strategy modification); indicated
 
progress in achieving CDSS objectives; and proposed new program
 
initiatives to implement the strategy. The purpose of this
 
section then, is to allow the USAID Mission to identify the
 
resources it believes are necessary to carry out the on-going
 
program and the planned new initiatives in the next two fiscal
 
years and to justify any increases/decreases in a short
 
narrative.
 

This section will consist of a narrative outlining the resources
 
(OE, Staff, Trust Funds, PL-480, DA, ESF) required to carry out
 
the on-going program as well as the new activities projected for
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FY 92 and 93. To determine program funds required, the mission
 
will include an analysis of current and planned program
 
mortgages by functional account indicating how the mortgage will
 
be funded from the expected Mission program budget over the next
 
few years.
 

Because Operating Expense funds are scarce and will become more
 
scarce for the. foreseeable future, the Bureau will have to make
 
many difficult choices over this action plan period. It is
 
therefore necessary for missions to define clearly their needs
 
and identify what the impact would be if their OE budget is
 
reduced. If the control level is not adequate, wha': will you
 
give up? If additional OE is required, how much is required and
 
what will A.I.D. gain by this increase? How will that increase
 
be used? The "trade-offs" have to be concisely presented. The
 
mission should also explain any efforts to reduce costs both in
 
the short and long-term. An example might be identification of
 
lower cost office space or negotiation of a longer-term lease
 
with limits on rental payments.
 

The mission will not be required to submit detailed line item
 
budgets, but rather a discussion of not more than one page on
 
the impact of the control levels proposed by the Bureau, the
 
cost saving the mission is implementing to reduce the OE burden,
 
the vulnerabilities that have been identified in the Internal
 
Control Assessment with the cost of implementing corrective
 
actions, etc. For FY 1993, Mission should estimate their
 
resource needs and discuss the rationale for any increase over
 
the FY 1992 control level.
 

The amount of reverse accomodation exchange should be discussed,
 
if appropriate, and what plans the mission has to reduce this
 
practice.
 

Please note that because of the continuing interest of the IG,
 
Congress and OMB in the uses of local currency, missions will be
 
required to discuss the program uses of it in the Action Plan.
 
We realize this is somewhat of a divergence from the program
 
level focus of the Action Plan but we believe it is necessary in
 
view of this extraordinary interest. In addition to the
 
narrative statement, the information should be presented in
 
tabular form (this will be Table IV of the Action Plan) (see
 
Annex C).
 

All Missions having or anticipating Trust Fund availabilities
 
must identify balances anticipated to be on hand at the end of
 
each fiscal year (FY 1990 through FY 1992) based on best
 
estimates of deposits during the applicable fiscal year less
 
obligations. Discussion on progress in obtaining an eighteen

month reserve as well as the use of Trust Funds to reduce dollar
 
requirements in later years such as purchase of buildings and
 
funding severance pay should be included. If you anticipate a
 
reduction in Trust Funds due to reduction in ESF levels, this
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should be clearly stated, together with information as to the
 
overall impact of such reductions on your operations should the
 
Bureau be unable to replace the lost Trust Funds with dollars.
 

Missions relying on Trust Funds to cover more than 25 percent of
 
Mission costs should identify what steps could be taken during
 
the coming years to reduce such reliance, including the impact
 
on their dollar requirements. In the discussion, you should
 
consider that it is unlikely that the Bureau would be able to
 
obtain sufficient dollars to fully fund costs now charged to
 
Trust Funds.
 

Table V of the Action Plan is the Summary Program Funding Table
 
(see Annex D) which lists all dollar-funded program activities.
 
Funding controls for this table for FY 91 are from the FY 91 CP
 
until the FY 1991 OYB is established. FY 92 DA and ESF program
 
controls are from the FY 1991 ABS until the FY 1992 CP levels
 
are established. FY 93 DA and ESF program controls are a
 
straight line of FY 1992 levels until advised differently.
 

Section V: Mission and AID/W Initiated Issues
 

Program Week will continue to be a forum for mission and AID/W
 
to raise a broad variety of issues for decisions and/or
 
guidance. This section of the Action Plan will indicate issues
 
the mission wishes to address during Program Week and in
 
addition will contain responses to issues LAC/W has asked the
 
mission to address. This presentation is not intended to be an
 
exaustive analysis of the pros an cons of the issues but merely
 
a statement which identifies the issues. This section should be
 
limited to no more than two pages.
 

Action Plan Review Procedures
 

Upon receipt of an Action Plan, LAC/DR will handle the document
 
distribution. The respohsible finance officer will solicit
 
issues from LAC offices and other bureaus for the issues paper.
 

Review of each Action Plan will spread over a two week period.
 
Week I will focus on resolving questions/issues, reviewing New
 
Project Descriptions, holding of any side meetings that may be
 
necessary, and finalizing an issues paper for the principal
 
Action Plan review. (A draft Issues Paper format is attached).
 
Week II will include the principal Action Plan review, and
 
preparation of a draft reporting cable for a summary meeting
 
with the AA/LAC. The sequence of specific events will be as
 
follows:
 

Circulation of draft issues Paper: By COB Thursday of the
 
week preceeding Week I, the draft AP issues paper will be
 
circulated and faxed to the mission.
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Issues Meeting (Tuesdays at 10:30): The meeting will be
 
chaired by the Director of LAC/DR or his Deputy and be
 
attended by all interested LAC and other A.I.D./W staff.
 
Missions will be respresented. The purpose of the meeting
 
will be to identify major issues and resolve as many minor
 
issues as possible. The chair of the meeting will
 
determine which issues will be included in the final issues
 
paper.
 

-- ew Project Description PNPD) Review (WednesdAt.. 2 *00): 
The NPDs for FY 92 and FY 93 will be reviewed in a meeting
 
chaired by LAG/DR. Taking into consideraton the results of the
 
Tuesday issues meeting and the most recent SAR review, the
 
decisions to be reached are as follows:
 

FY 92 NPDs: (a) approve/disapprove development of the
 
project during FY 92
 

(b) delegate PID approval to the mission or
 
request approval in A.I.D./W
 

(c) identify issues/options the mission
 
should consider in project development
 

FY 93 NPDs: (a) approve/disapprove inclusion of the project
 
in the FY 93 ABS
 

The final issues paper will record decisions of the meeting
 
and recommend actions on which consensus could not be
 
reached with the missions.
 

Final Issues Paper: Each Issues Paper will be finalized by
 
COB Friday of Week I and distributed by LAG/DR.
 

Action Plan Review: The Action Plan review will begin at
 
2:00 on Tuesday of Week II, with 9:30 on Wednesday reserved
 
to continue the meeting if necessary. The agenda for the
 
meeting will be the issues paper as finalized at the end of-

Week I. The meeting will be chaired by the AA/LAC or his
 
representative.
 

Summpry and Conclusion Meeting (Friday of Week II): The
 
meeting will be chaired by the AA/LAC using the draft
 
reporting cable prepared by the country desk officer after
 
the conclusion of the Action Plan review. The meeting will
 
review the major conclusions of the Action Plan meeting and
 
provide an opportunity for the Mission Director to raise
 
with the AA/LAC any further issues he/she would like to
 
discuss. Attendance will be limited to AA-DAA/LAC, Office
 
Directors of the geographic office, LAC/DR and LAC/DPP and
 
their staff officers (one per office). Depending on the
 
issues to be discussed, a representative from other offices
 
(LAC/TI, LAC/DI, GC/LAC) would be asked to attend. The
 
Mission Director may be accompanied by one other mission
 
representative.
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Reporting Cable: The geographic office will be responsible

for drafting and obtaining clearances on the final reporting

cable and its transmission to the field within one week
 
following the summary and conclusion meeting.
 

MQDELISSUES PAPER
 

INFORMATION MEMORANDUM FOR THE ASSISTANT ADMINISTRATOR, LAC
 

FROM: LAC/DR, Peter Bloom
 

SUBJECT: USAID/ FY 1992/93 Action Plau Review
 

The subject review begins at 2:00 p.m. on [date], in the LAC
 
Conference Room (2248 N.S.). If necessary, the review will
 
continue in the same room on [date].
 

Actual and Proposed Assistance Levels
 
(000) 

Plan 
Actual OYB 

FY 90 (1) FY 91 

CP 

(1) FY 92 F 9 

Action 

Y9 FY93 

ARDN 
POP 
HEALTH 
CSF 
AIDS 
EHRD 
PSEE 

DA Total
 

ESF
 

PL 480 I:
 
PL 480 II:
 

(1) Source: LAC/DPP
 

An Issues Meeting was held on during which
 
representatives of USAID/_ 
 met with AID/W staff to
 
identify items which need to be brought forward for
 
consideration by the AA/LAC and senior Bureau staff. 
 The issues
 
are presented below using the outline of the Action Plan
 
Document itself. (If there are no 
issues under a specific
 
heading, please so state.)
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I. Relation 	to Bureau Objectives/Appropriateness of Country Strategy
 

II. Performance
 

III. New Program Initiatives
 

New projects in FY 91 (not yet reviewed by LAC) and FY 9
 
and FY 93 should be presented using the following sampl iwLmat.
 

PROPOSED NEW PROJECTS
 

(000) Included in Recmnd
 
Prolect Number Project Name .Incremn+-a LOP FY 91/92 Action
 

FY 91
 
517-0246 (OPG) Rural Youth Ldshp. 270 680 No Not ap

proved
 
517-0256 AIDS Support 300 800' No NPD req.
 

FY 92
 
517-0186 (A) Agribusiness Prom. 1,500 4,000 No AID/W
 

review
 
517-0243 (PP) Agribusiness Trng. 3,200 12,000 No Delegate
 
517-0247 (PP) Small Bus. Devel. 2,000 7,000 Yes Delegate
 
517-0248 (PP) Empl. Related trng.1,500 4,500 Yes Delegate
 
517-0200 (A) Export Inv. Prmtn. 3,000 6,500 No Defer
 
517-0252 (PP) Indust. Link/FTZ 950 5,000 No Delegate
 

FY 93 
517-0255 (PP) Ag.Mktng. Systems 1,000 5,000 ABS FY93
 
517-0258 (PP) Private Prim. Ed. 2,000 8,000 ABS FY93
 
517-0260 (PP) Policy Planning 950 3,500 ABS FY93
 

Am Amendment Grant PP- PID/PP
 

A discussion of any issues related to the projects which will be
 
carried forward to the AP review should be summarized here.
 

IV. Resource Requirements
 

V. Other Issues
 

(Should A.I.D./W or the misson request consideration
 
of issues that don't fit within the above categories, they
 
should be discussed in this section).
 

Attachments: 	 Results of NPD review
 
Results of Issues Meeting
 



FY 1992/93
 

Action Plan Schedule
 

Chile/Brazil 

Costa Rica 

Belize 

Paraguay/Uruguay/ 


Argentina
 
El Salvador 

RDO/C 

Bolivia 

Honduras 


(CDSS)
 
Ja,MZCa 
CoI: bia/Mexico 
Pan B 

(CDSS)
 
D:minicar. Republic 


(CDSS)
 
Peru 


(CDSS)
 
Guate aa 

Hai ~'March 


ROCA 


LAC/DI 

LAC Regional 

Nicaragua 


(CDSS)
 

Due in AID/W Review Week
 

Dec. 18 	 Jan. 22
 
Dec. 18 Jan. 28
 
Jan. 2 Feb. 4
 
Jan. 2 Feb. 11
 

Jan. 8 Feb. 19
 
Jan. 15 Feb. 25
 
Jan. 22 March 4
 
Jan. 29 March 11
 

Feb. 5 March 18 
Feb. "_7 March 25 
Feb. 19 April I 

Feb. 26 	 April 8
 

March 	5 Apri1 15
 

March 	19 April 29
 
26 May 6
 

April 2 May 13
 
April 9 May 20
 

April 16 May 28
 
April 23 June 3
 
April 30 June 10
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Summary of FY 92/93 Action Plan Tables 

Table I - Mission Workplan presenting the actions to be taken 
over the next year to ensure progress is made toward 
achieving the LAC Bureau Objectives (see Section I 
of the Action Plan). 

Table II - Country Performance to be used to determine the 
allocation of funding above the MCC level 
(Section II). 

Table III - Program Performance showing the relationship between 
Mission strategic objectives (and accompanying 
indicators) attainment of the LAC objectives 
(Section II). 

Table IV - Local Currency Utilization showing how the mission 
plans to use local currency generations (Section 
IV). 

Table V - Summary Program Funding Table presenting the 
mission's program by dollar level and functional 
account for FYs 91, 92 and 93 (Section IV). 

Table VI - Listing of mission projects grouped by Bureau 
Objective and Sub-Objective (should be presented in 
the Action Plan as an annex) (Section II). 



I U/ W/ u 

LAC BUREAU OBJECTIVES
 

IMPLEMENTATION WORKLAN' 

I. Suport the Achievement. of Broadly-based, Sustainable
 

*;. ;. :. : Econo.,,.ic Growth. : -


A. Ericouiage economic policies that promote investment, 

* productive employment, and expot:-led diversification.
 

1. General 

cor !:tziona-.. PRc and anwi:, Sate-'ARA, develop 

a.:-,n ..... on D=osaz:v based on increa_2.nao.:[g-', 

-C= ba 7. d e fro. government (.., 

:i:,'.ber 992. 

-'
 --- !:.i a Of .io'ic cosa 2.:: .n .:: 

.. . .... n... a i. 0- po .icy con ional,.y an.;z 

.;:;i.ie (-?, a-" 992) 

-'-z ca- series of meerings witn* regior:a leaderS 

an: with other donors to identify specific polic' 

pedimen's to more vigorous intraregional trade and 

to d-ve.o; agreed actions to diminish or eliminate 

o impedimer.:s:ose 


0i ....
 

*;
 

http:increa_2.na
http:Econo.,,.ic
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Central America (TI/CEN, June 1991);
 

Andes (TI/SAM., September 1991);
 

Caribbean (TI/CAR, December 1991). 

--Support World Bank-led Consultative Group meetings
 

that sustain policy reforms and international support
 

heefwo., in accordance with the followinc schedule:
 

Svia (SA:,.'D??, Ncv-m:n 199p);
 

:Nicaraa.= (MEN,'.P. , Dece-mber !990)A
 

. -(CE:! , ec-z-er 199); 

-Cos= .i.ca (C,/N?, Fetruar'y 1991); 

) ; E!Sa_"d,.r(CE::/, Februar: .9 

Central America Regional (CEN/DPP, April 1991);
 

Peru (SA:"/D.., June 1991). 

0.
 

0/ 



4 

.... " rer ,reinew'report Of Andean AgiculturePouclvt
 

a n E.XPOrt Std and .identify-aoppopriat'e responses9the rep r 's recommendation's, ,D/ 
to 

... . 1 ,9 ) 

-,DeeCoin cson wi n wiht'Iner-American 

........
 o.... t' Ba.nk,, OP IC, i nvestors and",Misi,an 
r..e n .arep oz.t.san,Acau PrCY
 

die~~.i~a
a. et at d. aanbaserd tofsiciiaEo 2tPl
"aZ.p orate epo;nses
threprt' reomndto 
(DR"-.-.-,ebrary o99he.
 

-D-... l., -- Bank,oPIC, 
 i:nestforsamm-nd, a'ssn,
s'-0 en and 

•-...zme 
-torvt nete-i
' , t" A or:e....... .. n
to o.ecoo, rthosiicy_ da oue 
- --/r=ts 


tv~:~ c~~, ~ rade in ad the ... 

food assis neprog raimninl, a 
*ap:o:ri'ate, 


-
 .. . .. . .. ..into economic col icy di'alocje (DP?/DR, 
Se :2ip 199;)Eee 


2.,~, Se:_ct3.-s.ecifiLC Policies 



--Assure completion of guidance for Missions and 

re ate- prepa:atory work that will permit the 

initi'ation of sectoral policy reform programs in the 

following countries and sectors: 

Ha'ii, Tprimary education finrancing and efficienc:" 

(DR, Dece,.--- 1990);
 

edc z :M drr On C-"n-C an: 

(D:: 

.car. ( , ua :' .9;: ); 

-. rZ 

:c:.j,
• . •ry c• - ° ° 

iHonda.js, ag icu tur- D 199 .(D," 


:,Gaema- a, primary education inanin an.. 

efficiency DR, Augus: 1991); 

0--% .4/ : : t [ I)i t % . . .. 

' 
. . .'1'17.I ; < 1 " ;:' :; , I"I: ." . . " 

Ir;; " % I ' P{ 

r4 -1 . " t +. , ' , . A i : :;:' "; i7 l " : ' l,7 
41' w.' .. ..K-. 
 . ..... . . . . . I. J" . . . . . .<" . ... .. ; 

4q.t :,: 1 -x A1, - J.4 .: f t - ' " " - , ,: . . " : ; . 

http:iHonda.js


Ecuador, agricultural technology (DR, September 

El Salvador, primary education financing and 

efficiency (DR, January 1992).
 

-- Develop and disseminate to Missions a strategy for 

overcoming obstacles to growth in the tourism sector 

(T , Apri. 199-. 

-- Cotdct,a se-:'s of sjtegio. nal workshoos for hea'h 

Soi.cias to ident-ify speci fic policy measures to 

%3re~se e sus aiahU-i ty of primary hea'-.h care 

S - e pr e z of cocre: e plans by" 

:eX.c , B aZaand Co:cm";.a t wi1 reduce the r 

e d on .. co .r..ac -ti ves (D., June4e cy ~2p 


0--Develop, in cosultation with Missions, an
 

agriculture and natural. resources strategy to guide
 

investment toward greater emphasis on reform of
 

*sectoral policies that inhibit sustainable agriculture 

and natur resource management (D., July 1991). 
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--.n collaborat.ion with 
the World Bank and 

Inte~r mrne~r can Development Bank, complete and 
dissemtinate to Mission guidance for an agricultural
 

sector investment strategy in Bolivia 
(DR/SAM, July
 

1991).
 

B. Encourage a Vigorous Private Sec:or Response
 

--in~la Jate the Latin American an-d Caribbean Bus'.ness
 

De'.eoe.men: Center in the Departmen: o!' Commerce an-'
 

E7i.r.a~e finorma:ion about its .::oram and
 

: ti:ies (Ti,Tove..-be 199). 

rCan an- sponsor = ser[es o- sem.-inars, wit.
 

-=.. n.., Pr~iae sector par:.a 
 cn hcw 

LZ .re "h b La:in An.erica an : Ca-ibean and how
 
-z .r--- t~aai wi!i..t.. ew -..te 3ni-_ed Sza~es (;):
 

:ew Orleans orld Trade Cenzer (October 1990);
 

M.ia7i World Trade Center (February 1991);
 

minne apolis (April 1991);
 

.................. 1991);
 



San Antonio 1
2991);
 

Charleston ( 1991);
 

San Diego C 1991).
 

(OTHERS TO BE SUPPLIED BY TI]
 

--De-'eop, in consLi:ation wi:h Commerce, USTR, and
 

Sta:e, a Pan to i.e.emen: ad,..nistrative er.hancement
 

of C":, i re=ctiva=ion of
'c-":6nC interagency 

cocr'nat .ha s.s (71, Februar 1991). 

*--Cor~ueze,in. c,=o:dina.. i "wi~hCc..e:ce, 

.-ez -- c "f:i.-.acra" meezingme-!-, of theo--I -"iatp.,vale • 

sec: r a in A,-.erican a %JCaribbean Business Promotior. 

Co.nci (7:, X. -rC 1991). 

--Of9anize an 
 spon sor, %-rou.;h the Latin American an-

Caribbean Business Development Center, or otherwise 

support the followng private sector missions: 

Honduras to Washington, D.C. (November 1990); 

:.SaP. ador (FUSADES) to Ne,-" Orleans (:4ovember 

S1990) 
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OPIC to Argentina (March 1991);
 

[OTHERS TO BE SUPPLIED BY TI] 

--Develop a plan to increase financing available for
 

private'investment in LAC region, taking into account
 

AID and other donor programs, IRC section 936, LAAD,
 

CARESBAC and other initiatives (TI, June 1991).
 

-- r.io"e to Miss'*ons cu -jance and marketing
 

ormation-. on expan 'ng the export of spices (DR/,T, 

C. Enc¢-:e .ncrea e Ec.:n0..ic O000r-2ni-ties for :ne 

--:.-..ia:e imnpemen:ta:o of follow-on recional
 

.r;*ecz to incr.ese ccverage of basic imnuniza:.ions
 

an: reduce t e incidence of preventable diseases (DR,
 

January 1991).
 

--auate and disseminate to Missions guidance on 

counzry programs to alleviate the impact on the poor 

of economic adjustment, with a view to improving the 

effectiveness of such programs (DPP, June 1991). 
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-- In consultation with State and with other donors, 

develop a specific set of actions to address the 

special needs of the displaced and recently resettled 

in Central America (CEN, February 1991). 

--Identify and disseminate to Missions guidance on
 

overcoming impediments to secure ownership and use of
 

!and which particularly cons:rain small farmers ar.
 

enre-reneurs (DR, Septe.ber 1.091).
 

En.:gra:e Preservazion and Sustainatle Use of Natura"
 

.ur:e 3ase.
 

t 5is : of R20 

".-.- Area (l0,0. acre rain. fcrst) in Be!i-:e, 

Sconzex_of a possi:2e t.iparti:e park to be 

-- e:z: .en . Conservation an

* 0-eo.e'. 'ex...e::ico, G ~aeila and Belize (DR, Jan:ary
 

--Develop and disseminate to !Uissions LAC
 

environmental strategy, integrating environmental
 

concerns into program devel.opment in other sectors 

(DR, February 1991) 

-- Es~ab.i-sh .ba~rcayu Natu.,re -.eserve (143,000 ac:re 

: a'.. forest) in Paraguay O , February 199:) 
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--Ini:iate implementation of Parks in Peril project to 

protect 20 threatened national parks (DR, September 

199i 

Ii. Support the Evolution of Stable, Democratic Societies
 
0 

A. Stren-then Civilian Government Institutions 

-- :.*a--a:e and .. _-"puo.: for free and fair 

0 

ez~~ e19 ~ ~~1 v 9. 

*o. 

Salva-or( :c acn 1991);
 

Pa:aguay €M'av 1991);
 

S.
 



Bolivia (December 1991).
 

--Develop a plan to aid the Organization of Eastern
 

Car ibbean. States Constituent Assembly in political
 

integration in the Eastern Caribbean (DI/CAR, March
 

1991).
 

--Deveo; a p2a.n 
for possible electoral assistance' to
 

-e. _92 (CAR/DI, May 299.).
 

--Devel :r, in coordinazior with L-.C countries =.d
 

,:.'h-e , fZr
par. sus:ained operation. of CAP
(D ,Se e . 9 ")
 

.=..- -'-.r '; r c:"J us-ice -


a.n" to providAe
as e.ag-c. g t.- coord'nated
 

a-.-. -w o:. .0.. L then 

:se e-ze-nzs of the Cobombia 'A3J program (D./SAk, 

A .re orpletion. of p-'eliminary studies and design 

wo:k needed to launch new or 
revised AOJ programs in
 

the following countries (DI):
 



Panama (January 1991);
 

Bolivia (March 1991); 

Urugday (April 1991);
 

Peru (Jun.e 1991);
 

-- -c:o-'..(A'us 199:).
 

- -1nri:& o-eraira o res:rc:.-red ILAtUD, wl:h a 

Sc-.eariv emission a-.j im.rzvinc management
 

eins: i .iona' 

C Z =.o::.-.-, as apropria:e, f the fo..o... 

...... . ......... e:o..enz.needs and
 

Nicarag-a (DecembIer 1990); 

Panama (December 1990);
 

-civia, "cuador, Peru (June 19911; 
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Caribbean Reion (September 1991.. 

4. Financial Management
 

-- In collaboration with regional organizations, 

stimulate interest in and support for public
 

accountab!ity and effective management of public 

fi.na=nces throun, semi.n=rs and training programs (DI): 

.n£-..rtd c.=n:.rence in Parac..c (" rcn 199

Con.'.fre.n.ce ". "" on 
sa -~~ in: = :"it f' - " ari---d !...

-. ,Ioe., by-raA:n., on. co- a:','.-.._ econ omic c:Ym 

11",i.,ia:e :' a.c n. .. 0inn : ' . C Mile 

5. Local Gcve:r.en: 

[TO BE SUPPLIED BY DI)
 

0[
 

http:Gcve:r.en
http:Con.'.fre.n.ce


-4

S-rengten Pub!ic Participation in Democratic Process 

--Support the organization of a regional
 

civil-military relations conference to be held in 

Uruguay (DI, March 1991).
 

--:tian e a Projec in two pilot countries (one in
 

Cen tra Amer ica a 4 one i So:h America) :o promote 

c':izen e ca:;on an: p=rzicipa:io. in tIe !a" (D:,
 

- =D C.; e S Z S"-i en 0 a n B 
... "--. 

S o I:. Cr F. 

~' " " .''...-i an: =¢ ia c'e.c ' 
3 

:.-'zen~s in -oio'.ccn.-:rieF (Dr.):
 

Pana (Oc:ober 1990);
 

"icara ;a (April 19 9); 

Caribbean Rezcion (AL= s: 199 
Sd 

*
 



0 

-- Com.ie~e. and disseminate to Missions LAC Democratic 

initiatives Strategy (DI, February). 

:7'. Resond to So-c,iic Challe-es 

.a F09 r. 7 zo. p a -,: D e 19 9:-3~.c ~ c 

--.-. : ." :h a ::Sio. Di.e-o s Cc.:erenct, 

I~rinnn dee if' : z . uc -: an%eScu-o. z: n: 

'=
: ~c ~ ~ .er dece'r,.e ADs a c 

f: Cen.ral Armerica which re fects c-Aanged politica1 

and economic circumstances and sppocrs Adh,,nistration 

iniatives (D-P/CEN , January 1992. 

-- rsaolish a ,anagemen. Informa:ion Syscem for 

-- ac 'na by 2isir* o- count-ry oerforman-c: indz: he 

a C-no-n-er-:arco - - - ..: "-:3 e n t1 
4=- ~ =-.--a.-,'(S9', 
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.. 

--Provide.initial financial and related.support for 

the esablishment of a coordinating mechanism (CAD-C) 

for Centra American participants in a Partnership for 

Deioc-acvy and Development (CEN, Marcn 1991). 

0 

-- Develoc for incorporation into Mission action plans 

a C: e trac-e and investmen: stra-egy (CAR/Ti/DP, 

:.:arc. :99). 

3--.': :h Cen:.a.r 17-ef ican. - r.be:s and with othe 

*n. ob:ain a :es:ruc:Zring of a viable Central 

A........f ,isinteCratton C at W l ahe 
acbuting to regiona 

c:.: : -kn an, .e opC-, z (CE:, June 9 . 

.cocr'.~:5:on.witz DS: and Sta /- l ' :; .. , deve2_op an.: 

.- -u. a set0: action- z ob-airn increased 

n:e:ntcna". doncr suoort for econoMlc development 

in t:-.e Ccn-:er -:'=..r-otcs Iniziative co;n:ries (SA., 

'.',: . . t 
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Annex B
 

Establishing Strategic Objectives
 
Consistent with LAC Bureau Objectives
 

Most missions have had an opportunity to examine the new LAC
 
Bureau Objectives. The objectives describe the desired
 
direction of the LAC Bureau and mission activity for the next
 
several years. Missions are being asked to refocus their
 
thinking about development strategy toward achieving measurable
 

the ne% Bureau Objectives will be
 

impact on the program level from policy dialogue, project, and 
non-project interventions. 

The Bureau recognizes that re-examining mission portfolios at 
the program level in terms of 

a challenge. Accordingly, the following section on the Bureau
 
Objectives and program level analysis is provided to assist
 
missions. It reviews the Bureau Objectives and relates them to
 
possible strategic objectives.
 

Program Level Planning.
 

Program level planning is distinguished from project level
 

planning by the potential level of impact. The key terms are
 

defined as follows:
 

Program: A program is the sum of the project, non-project, and
 

policy dialogue actions undertaken by a Mission in pursuit of a
 

given strategic objective.
 

Strategic Obiective: The three to eight highest level
 

objectives on which a Mission's activities can be expected to
 

have a meaningful impact in the medium term (3-5 years).
 

Relating Mission Activities to LAC Obiectives
 

There are three LAC Bureau Objectives with several subgoals
 
under each. All of these are at a level higher than most
 
actionable/measurable objectives at the mission level. In fact,
 
except for some macroeconomic policy changes, changes at this
 
level of objective are distinctly long term endeavors.
 
Strategic objectives are lower level objectives derived from the
 
mission strategy that represent the highest level of impact
 
toward meeting the Bureau Objectives that is in the Mission's
 
"manageable interesL".
 

For some missions and in some areas, this exercise will be one
 
of simply restructuring an existing conceptual framework and
 
applying goal indicators to the Bureau Objectives. However, the
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distinguishing feature of this approach is that it is not enough
 
simply to explain how an activity will contribute to a higher
 
level objective. Rather, the intention is to set specific
 
measurable strategic objectives to achieve the program
 
objectives. The challenge lies in defining a meaningful level
 
of impact for the higher level objectives and identifying
 
appropriate indicators for achieving those objectives.
 

There is a difference between starting with an objective and
 
designing a program to achieve it, and starting with activities
 
and explaining how they relate to an objective. The questions
 
to be answered in this exercise are the following:
 

1. What are the mission's objectives? To answer this
 
question, determine which of the objective or sub-objective
 
statements in the LAC Bureau Objectives are most appropriate for
 
the mission. If the mission has higher level objectives that
 
are not covered by one of these objectives, such objectives
 
should be presented in an "other" category. The majority of
 
current mission activities are expected to be consistent with
 
these objectives, although it is recognized that they may not
 
all be the priority activities that could be chosen had the LAC
 
Objectives been in place prior to the CDSS on which they were
 
designed.
 

2. What are the mission's strategic objectives? For
 
each objective or sub-objective, each mission should determine
 
what strategy is most appropriate to achieve the objective. For
 

example, a strategy to stLengthen private sector development
 
might be to promote agricultural exports, in which case a
 
strategic objective might be to increase production of
 
non-traditional agricultural exports. The following table shows
 
the LAC Objectives and a range of possible mission strategic
 
objectives related to those objectives. The list of strategic
 
objectives is illustrative and is not intended to be a menu of
 
required choices.
 

3. The third step is to determine what activities or set
 
of activities axe needed to achieve an impact at the level of
 
the strategic objective and what the expected level of impact
 
is. Then, the mission should relate the existing programs and
 
activities to what is necessary to accomplish the objective and
 
discuss what changes will be needed.
 

4. The final step is to identify appropriate indicators
 

of achievement at the level of the strategic objectives.
 

Indicator Selection
 

Achieving real progress in development is a long-term process.
 
However, for reasons of both management and public
 
accountability A.I.D. needs to track progress and report on
 
performance in fairly short-term intervals. With this in mind,
 
strategic objectives should be defined as objectives which can
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be achieved in five to seven years. Targets should be
 
achievable in a one to five year timeframe.
 

In designing indicators of progress, missions should keep the
 
following in mind:
 

1. Indicators.must measure what is important in the
 
obiective. The indicator should measure precisely what is
 
implied in the objective. For example, the LAC Objective of
 
*participation by historically disadvantaged in the economy
 
increased" would require indicators that specify what is meant
 
by increased participation (such as increased numbers, scope,
 
and remuneration of opportunities in the cash economy).
 

2. Indicators must be plausible. Indicators selected
 
must be so closely related to what is being measured that the
 
Mission can be confident that its activities are an important
 
factor in the observable results. This may not be possible in
 
all cases.
 

3. Indicators must be targeted. Indicaeors must be
 
targeted in terms of quantity, quality, and time. The following
 
steps must be taken: (1) identify the indicator, (2) quantify
 
the indicator, (3) .et a standard of quality with respect to the
 
indicator, (4) specify a time frame by which the indicator will
 
have shown change.
 

4. Indicators are irdependent, Indicators that
 
demonstrate the achievement of an objective at one specific
 
level cannot be used to demonstrate achievement at the next
 
higher level. Indicators can not be the purported cause of the
 
thing to be measureJ. For example, the number Qf hospitals
 
constructed can not be used to measure the"quality of social
 
services improved". Again, this represents an ideal. In some
 
cases the data for an appropriate indicator may not be
 
available, so missions will have to use less exact indicators.
 

Following is a listing of the LAC Bureau Objectives and
 
Sub-Objectives with illustrative Strategic Objectives listed
 
under each Bureau Objective:
 



OBJECTIVE I. Support the Achievement of
 

broadly-based sustainable economic growth.
 

SUB-OBJECTIVES
 
A. 	 Encourage the adoption of and 


continued adherence to economic 


policies that promote investment, 


productive employment, and export-


led economic diversification. 


B. 	 Encourage a vigorous response by 


the private sector to a favorable policy 


environment. 


C. Encourage accelerated opportuni-


ties for increased participation in the 


economy by the historically disadvan-


taged. 


1. 	Excessive regulation of private sector
 

reduced.
 
2. 	Protectionist tax and other incentives
 

favoring import substitution reduced.
 

3. 	Market exchange rates
 
established/maintained.
 

4. 	Trade procedures simplified.
 

5. 	Tax policies that favor savings over
 

investment established/maintained.
 

6. 	Positive interest rates
 

established/increased.
 
7. 	 Provision of goods and services by the
 

public sector reduced.
 

8. 	Export incentives
 
established/maintained.
 

9. 	Sector specific agricultural marketing
 

trade, or price policies constraining
 
growth in the sector reformed.
 

10. 	Energy policies constraining growth
 

reformed.
 
11. 	Quality and efficiency of social
 

services imoroved; health, basic
 

education, food/nutrition, etc.
 

12. 	Financial sustainability of social
 

services improved.
 

13. 	Communication and transportation
 

infrastructure improved.
 

14. 	Private investment increased.
 
15. 	Coca-based economic activity replaced
 

by activity not based on coca.
 

16. 	Appropriate agricultural technology
 

developed and transfered.
 
17. 	Management and vocational training
 

strengthened.
 
18. 	Marketing information dissemination and
 

networks strengthened.
 

19. 	Jobs, non-traditional exports increased.
 

20. 	Population growth rates reduced.
 

kl. 	Participation by
 

historically.disadvantaged in economy
 

increased.
 
22. 	Access to primary health services
 

improved.
 



22. 	 Malnutrition in children diminished.
 
23. 	 Access to primary education improved.
 
24. 	 Access to portable water improved.
 
25. 	 Access to adequate shelter improved.
 
26. 	 Access to electricity increased.
 
27. 	 Jobs at low-ended of economy increased
 

D. Encourage preservation and
 
sustainable use of the natural resource 28. Deterioration of soil, air, water
 
base. slowed.
 

29. 	 Sustainable use practices adopted in
 
ecologically vulnerable areas:
 

30. 	 Environmental education strengthened.
 
31. 	 Economic policies negatively
 

affecting subst.anable use of natural
 
resources reformed.
 

OBJECTIVE II. Support the evolution of
 
stable, democratic societies. 1. Effectiveness of judicial systems
 

improved.
 
SUB-OBJECTIVES 2. Control of civilian elected
 
A. Encourage the strengthening of leadership over military strengthened.
 

competent civilian government institu- 3. Effectiveness and strength of
 

tions that will merit the confidence of legislative branch improved.
 

political and military leaders, citi- 4. Ability of executive branch to impose
 
zens, and investors. fiscal accountability improved.
 

5. 	 Local and municipal government
 
strengthened.
 

6. 	 Ability to administer free, fair, and
 

open elections strengthened.
 

B. Encourage pluralism, tolerance of
 

opposing views and support for democra- 7. Multi-party political system
 

tic values on the part of non govern- strengthened.
 
mental bodies, including the press, 8. Civilian participation in democratic
 

community organizations, labor unions, decision-making increased.
 

and business associations. 9. Exercise of human rights improved.
 
10. 	 Civic, professidnal, and community
 

organizations strengthened.
 

11. 	 Free and democratically oriented
 
unions strengthened.
 

12. 	 Free media strengthened.
 



OBJECTIVE III. Respond to needs for inter
national cooperation in addressing
 
specific challenges to the attainment
 
of broadly-based sustainable economic
 
growth and the evolution of democratic
 
societies.
 

SUB-OBJECTIVES
 
A. 	 Contribute to the formulation and
 

implementation of USG strategies 

for dealing with issues of parti-

cular concern, such as drugs, 

terrorism, and environmental 

degradation. 


B. 	 Support USG foreign policy
 
initiatives that can benefit 

from AID resources and expertise, 

such as disasters, epidemics, and
 
resettlement of displaced persons.
 

1. 	 Reduce production and export of
 
illegal drugs.
 

2. 	 Strengthen enforcement of drug laws.
 
3. 	 Reduce incidence and opportunities
 

for terrorism.
 

4. 	 Improve intra regional trade and
 
cooperation in finding regional
 
solutions to problems.
 

5. 	 Improve regional cooperation in
 
dealing vith cross-border effects of
 
environmental degradation.
 

6. 	 Reduce incidence and transmission of
 
AIDS.
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Annex C
 
SUMMARY PROGRAM FUNDING TABLE
 

Dollar Program by Functional Account
 

Proiect Title and No. FY91 FY 92 FY 93
 

Development Assistance
 

ARDN
 
Subtotal
 

(Loan)
 
(Grant)


Popul tion
 

Subtotal
 
(Loan)
 
(Grant)
 

Health
 
Subtotal
 

(Loan)
 
(Grant)
 

Child Survival
 
Subtotal
 

(Loan)
 
(Grant)
 

AIDS
 
Subtotal
 

(Loan)
 
(Grant)
 

Educat ion
 
Subtotal
 

(Loan)
 
(Grant)
 

Environment & Enerpy
 
Subtotal
 

(Loan)
 
(Grant)
 

Subtotal DA
 
(Loan)
 
(Grant)
 

Economic Suopport Fund
 
Subtotal ESF
 

(Loan)
 
(Grant)
 

P.L. 480 Sec. 461 

(Loan)
 
(Grant)
 

PROGRAM TOTAL
 
(Loan)
 
(Grant)
 



UNITED STATES GOVERNMENT
 

Pmemorandum 
October 11, 1991
DATE: 

REPLY TO 
ATTN OF* harles E. Costello, Mission Director 

u" remi-Annual Reports (SAR's)
 

TO: See Distribution 

Re: 1991 Fall Semi-Annual Reports (SAR's)
 

The fall Semi-Annual Review is tentatively scheduled for the
 
week of November 4th pending confirmation from AID/W of the
 
dates. Since the LAC Bureau has eliminated the AID/W review
 
of Missions' SARs, the Mission reviews will be attended by a
 
LAC representative, but the Bureau is still coordinating the
 
schedules for these visits to the Missions. A final schedule
 
will be announced shortly.
 

The SAR preparation process and the review meeting format
 
will be somewhat different this cycle in order to better link
 
the SAR with the Mission's Strategic Planning exercise. The
 
new elements of the SAR are as follows:
 

1. Each SAR will be prepared and discussed by a SAR team,
 
consisting of the Project Officer, the PPD Project Backstop
 
officer, and the Project Accountant. (A list of each
 
project to be reviewed during this cycle and the team
 
assigned to it is attached). Rather than PPD's preparing the
 
Background Data section (including financial data) as before,
 
the SAR team will be responsible for preparing the entire
 
report. The SAR team will also be responsible for developing
 
the issues with regard to each project's progress.
 

2. Each Strategic Objective Team Leader will prepare the two
 
or three page narrative overview of projects which fall under
 
the Strategic Objective. Projects which do not fall under a
 
Strategic Objective will be treated separately. In order to
 
facilitate our on going effort to develop the Mission's
 
Program Performance Assessment System (PPAS) and to better
 
understand the Mission's Program impact, the SAR narrative
 
should also mention what actions are contemplated under each
 
Project in terms of program output data gathering and
 

establishing baseline data and targets.
 

3. The Mission SAR Review Meetings will be organized by
 

Strategic Objective. The presentations by each SAR team will
 
be to the Mission Director and the Deputy Director as before,
 
but also to the Strategic Objective Teams. This will allow
 
for greater discussion of impact issues and will allow for
 
better integration of project management into the Strategic
 

OPTIONAL FORM O.10 
(REV. 1-40)
GSA FPMR (41 CFR) 101-11.6 

SO.O114 

.9.5. rpo: 1988-201-7'616089 
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Planning process.
 

Beginning with this SAR, each SAR Team will also be asked to
 
code projects in terms of activity and special interest codes
 
normally used in the Annual Budget Submission (ABS). This
 
information will be used to prepare the Annual Budget

Submission. 
We are asking SAR teams to code projects at this
 
time, when they are focussing on each project intensively, so
 
that the data we 
submit with the ABS will be more accurate
 
and therefore give more credit where it is due for projects

which are contributing to certain Agency funding goals. 
PPD
 
will schedule a meeting with all SAR Teams to explain the
 
coding process.
 

PPD will no longer be responsible for editing SAR's. Rather,

each team should complete the work of drafting and final
 
editing of all SAR's. Also, of special concern this year

will be expenditure projections. In the past, these have
 
proven to be less than accurate. During this cycle, SAR
 
teams are asked to review historical expenditures and
 
liquidation rates, and to try to produce more 
accurate
 
projections. Office Directors should perform the final
 
review of each report.
 

The specific instructions for the SAR are attached.
 

The reviews have been tentatively scheduled as follows:
 

OFFICE DATE HOUR 
 DUE DATE IN PPD 
FOR DUPLICATION 
& DISTRIBUTION
 

SO No. 1
 
SO No. 2
 
SO No. 3 (WEEK OF NOVEMBER 4-8, 1991
 
SO No. 4 TO BE ANNOUNCED)
 
SO No. 5
 
Other
 

Please begin immediately to convene SAR teams and prepare the
 

reports according to the information provided above.
 

Thank you.
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Attachments:
 

1. Guidance 	for Semi-Annual Reports.
 
2. Project Status Report sample format and instructions.
 
3. USAID/E Project Implementation Responsibilities.
 
4. State 326103
 

DISTRIBUTION:
 

DIR:CECostello
 
D/DIR:HRKramer
 
RLA:JBorns
 
RCO:JDunlap
 
CONT:RGoughnour
 
RHUDO:WYaeger
 
PPD:GJauregui
 
PPD:PMaldonado
 
PPD:PLiefert
 
All Project officers
 
All Backstop Officers
 
All Project Accountants
 

Clearances: 	 PPD: PGoddard ..
 
D/DIR:HRKramer Y §, z.
 

Drafted by: PPD:Paula Goddard, Paulyna Martinez, Rocio
 

Cedefio:PZ
 

(SARMEM)
 



Attachment No.
 

Guidance for Semi-Annual Reports
 
for Second Semester FY 91 (April 1. 1991
 

to September 30, 1991)
 

The purpose of the Semi Annual Review is to provide mission
 
management and project staff an opportunity to look at the
 
mission's portfolio, as well as to link project implementation to
 
the Mission's Strategic Objectives.
 

I would like each Strategic Objective Team Leader to prepare a
 
short (no more than 2-3 pages) overview memo covering the
 
projects under each strategic objective which should include the
 
following:
 

1. 	 A brief assessment of overall performance of the Strategic

Objective's project portfolio.
 

2. 	 A listing of the indicators at the Strategic Objective and
 
Program Output level including a description of progress to
 
date in developing baseline information and establishing
 
targets.
 

3. 	 A discussion of significant sector developments and issues
 
(positive and negative) relating to each Strategic
 
Objective.
 

4. 	 Discussion of relevant developments in policy dialogue
 
related to the Strategic Objective.


5. 	 Highlights of the major events, accomplishments and actions
 
in the portfolio expected during the next six months.
 

6. 	 A look back at the last SAR's "Actions to be taken over the
 
next six months" and a discussion of any issues that remain.
 

I would like each SAR Team (composed of Project Officer, Project

Accountant, Project Backstop Officer) to develop the individual
 
proj4eqt status reports. To facilitate the report drafting 
process, PPD has developed a new format under Word Perfect 5.1
 
(LAN). The SAR Team will be responsible for preparing the 
complete report following the instructions on the attached
 
sample.
 

Project status reports are to be prepared for all activities with
 
LOP funding of US$500,000 or more. For projects under this
 
funding level, please provide the following information only:

project name, number, purpose, implementing agency and/or
 
grantee, and a brief 3-4 sentence statement of major

accomplishments or problems. The review meeting will focus on
 
progress on major actions scheduled during the past six months,
 
issues requiring management attention (including note of steps

taken to date to resolve such issues and recommended future
 
action for consideration during the review), as well as major

actions planned for the next semester (Sections VI, VIII and X).

Accordingly, care should be taken to ensure that those sections
 
are clearly focused in the review reports.
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With regard to Section II - Major Outputs, list the major outputs
 
from the original or amended PP logframe; identify the "planned"
 
targets for: 1) the Life of Project (LOP), 2) the current
 
reporting period, 3) cumulative through this reporting period,
 
and 4) the next reporting period; indicate the actual
 
accomplishments during this reporting period and cumulative
 
through this reporting period; and, then calculate the percentage
 
accomplished (i.e. cumulative accomplished divided by total
 
planned LOP targets as indicated in the logframe). Please
 
quantify to the maximum extent possible. This information should
 
also be presented in the tabular format provided.
 
Sex-disaggregated data should be included where appropriate.
 
Project-related training, both short and long-term, must be
 
included as outputs regardless of whether the project provides
 
training. In those instances where there is none, mark zero in
 
the appropriate columns.
 

For the first time there is a section (IV.) which addresses the
 
relationship between projects and Strategic Objectives. While
 
this section may be soi;'ewhat difficult for some SAR teams to
 
complete, please make an attempt in every case.
 

From Section V. through X. the guidance is the same as last
 
semester's. Please adhere to the sample format and make every
 
effort to provide reports which are complete, frank, readable and
 
concise as possible. The audience for the report is the Mission
 
and, as always, I want the benefit of your candid assessment of
 
project progress and issues. I particularly look to Office
 
Chiefs to assure the quality and candor of reports submitted from
 
their offices. In the event of any difficulty adapting the
 
format to a particular project, PPD backstop officers should be
 
contacted. Please ask your secretaries to follow this format
 
carefully so as to avoid unnecessary revisions and delays.
 

The definitions for A, B, and C projects are as follows:
 

"A" Projects: These are projects the Mission wishes to
 
characterize and report on as real success stories. Not only
 
would implementation be proceeding well under such projects with
 
only minor problems, but they would be having a significant
 
impact on the problems they were designed to solve as indicated
 
in the report by successful progress toward the end-of-project
 
status (eops) indicators.
 

"B" Projects: These projects would be proceeding more or less as
 
planned though they would be experiencing typical implementation
 
problems and minor delays which can be resolved through normal
 
project management. Short first time PACD extensions of a year
 
or less may even be necessary. The project may be expected to
 
have a positive impact on the problem it addresses, but impact is
 
still uncertain or is not so significant that the project would
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be singled out as a success story.
 

"C". Projects: These are those projects with significant

problems which require extra attention from senior Mission
 
management or, on an'exceptional basis, from senior LAC/W
 
management. 
Such C project may have one or more of the following
 
type of problems: The project is significantly behind schedule;
 

a PACD extension of more than one year is likely; the host
 
country or NGO no longer appears to support the project; the host
 
country/NGO is not providing planned resources and the shortfall
 
significantly impedes implementation; expenditure AID's
 
assistance is moving very slowly--the pipeline exceeds that
 
planned by a large margin; it is quite possible that project

impact will be much less than that planned; the implementing
 
agency seems ineffective, unable, or unwilling to imp'.ement the
 
project; or, the project has major audit problems.
 

Drafted by PPD:PGoddard:RC
 
(SAR.GUI) (10-11-91)
 



PROJECT STATUS REPORT
 

April 1, 1991 - September 30, 1991 

A _ B _ C 

I. BACKGROUND DATA FINANCIAL DATA
 

Project Title: XXXXXXXXXXXXXX Amount Authorized: DA Grant: original $0,000,000 last amend $O.000,000
 
Project Number: 518-XXX (Loan 518-X-XXX) Loan: original $O,000,000 last amend $0,000,000
 
Date of Authorization: original 00-00-00 last amendment 00-00-00 Amount Obligated: DA Grant: original $0,000,000 last amend $OO0O,000
 
Date of Obligation: original 00-00-00 last amendment 00-00-00 Loan: original $0.0D0,000 last amend $0,000.000
 
PACD: original 00-00-00 amended to 00-00-00 Amount Committed: Grant - Period: $O,O00.000
 
Implementing Agencies: XXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXX Cumulative: $0,000,000
 
Major Contractors: XXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXX Loan - Period: $0.000.000
 
AID Proje=t Officer: XXXXXXXXXXXXXXXXXX Cumulative: $0.OOD,000
 

Status of CPs/Covenants: Accrued Expenditures: Grant:
 
Period - Projected: $0,000,000
 

Date of Last Evaluation: 00-00-00 Next evaluation: 00-00-00 Period - Actual: $0,000.000
 

Date of Last Audit: 00-00-00 Next Audit: 00-00-00 Cumulative: $0000,000
 
Period - Next $0,000.000
 
Loan;
 
Period - Projected: $0,000,O00
 
Period - Actual: $0.000,000
 
Cumulative: $0,000,000
 

Counterpart
 
Contribution: Planned: S0,000,000
 

Actual: $O,000.000
 
% LOP Elapsed: 00%
 
% of Total Auth. Oblig. (Grant) 00%
 

(Loan) 00%
 
% of Total Oblig. Ep. (Grant) 00%
 

(Loan) 00%
 
% of Total Auth. Exp. (Grant) 00%
 

(Loan) 00%
 

II. MAJOR OUTPUTS: II. PROJECT DESCRIPTION 
PLANNED ACCOMPLISHED 

NEXT % OF Succinct description of major components or activities. 
LOP PERIOD CUM PERIOD PERIOD CUM LOP 

1. Logframe outputs, # # # # # # % IV. RELATIONSHIP OF PROJECT TO STRATEGIC OBJECTIVE (OR OTHER JUSTIFICATION) 
including sex disaggregated 
data, e.g. Brief description of how project is intended to contribute to Program Outputs and 

M F M F M F M F M F M F M F Strategic Objective. Where possible state relevant indicators, specifying baselint 

2. Training (persons) and progress toward performance targets. 
Long term # # # # # # # # # # # % % 
Short term # # # # # # # # # # # # % % 

(reporting on long-term and short-term training under each project is mandatory;
 
if none mark zero)
 



PROGRESS TOWARD PURPOSE ACHIEVEMENT AND PROJECT OFFICER'S ASSESSMENT 


-
List Project Purpose Statement and key EOPS indicators for project. 

-
Provide a brief discussion of progress toward accomplishing EOPS indicators and a

candid assessment of how the project is progressing toward achievement of its 

objectives and whether the purpose is still 
an accurate statement of project

objectives. 


V1. PROGRESS DURING REPORTING PERIOD 


Give a brief summary of major highlights and/or significant progress during the
 
reporting period. Also include, as 
appropriate:
 

- Status of CPs/covenants, especially those that have not been met.
 
-
Follow-up action to problems identified in previouz report.
 
- Follow-up to actions requested at most recent LAC portfolio review.
 

A complete listing of actions planned in the last report is not necessary.
 

VII. GENDER CONSIDERATIONS
 

Brief discussion of the key gender considerations that affect the implementation of
 
the pro~act and accomplishment of project objectives, and what is being done to
 
address these considerations. Include any specific indications (outputs) of
 
progress made during the reporting period in including women as project
 
participants and/or beneficiaries.
 

VIII. EVALUATIONS AND AUDITS
 

Briefly describe efforts to develop M&E plans or re-orient project M&E systems to
 
reflect information needs for the mission's Program Performance Assessment System
 
(PPAS).
 
List evaluations or audits planned, underway or recently concluded and specify
 
purpose/focus of Each.
 
Describe major findings and listp11 outtondlng oudit or evoluation
 
recommendations. Describe status of 
follow-up actions and expected date of
 
closure.
 

IX. ISSUES, PROBLEMS , DELAYS AND CORRECTIVE ACTIONS
 

Discuss in specific terms any major issues or problems, your strategy for dealing

with these problems, what corrective actions have been taken to date, the success
 
of these actions in resolving the issue, and further measures that are recommended
 
tc address them. Care should be taken to 
include ongoing concerns as well as those
 
which are expected to arise during the next semester, especially those which
 
require management attention. Address significant issues related to information
 
gathering and analysis required for the Mission's Program Performance Assessnent
 
System (PPAS) here.
 

X. MAJOR ACTIONS PLANNED FOR THE NEXT SEMESTER
 

This section should incor~oratd proposed actions from the previous section as well
 
as major activities or accomplishments planned during the next six months that will

make a significdnt impact on achievement of project objectives. In addition to thi
 
actions themselves, please state the name(s) of the individual(s) (not office or
 
"GOE") responsible for ccxnpleti,.g each action and the date by which each is
 
expected to be accomplished. Please refer to Paragraph 5 of the Objectives

sections of the Action Plan, Key Proiect/Proqram Accomplishment Planned, in drawin
 
up this list.
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ATTACHMENT A
 

LOGICAL FRAMIEWORK
 

1. Hierarchy of Project Objectives
 

The logical Framework breaks a project down into four separate and distinct 
levels of objectives. At the lowest levei are 
the Project Inputs. These
 
are the activities to be undertaken that will 
in turn result in the second
 
level of objectives that call the Outputs.we Outputs are the results that 
are directly accomplished by management of the inputs. For example, in an 
education project, we can'produce trained teachers, a constructed and 
equipped school building and trained administrato-s. We do this by 
managing a specific set of inputs (e.g., training .of teachers, con
struction of school building, etc.). 
 Yet the outputs themselves are not
 
valuable for their own sake and are not the justification for the project.
 
What we are really interested in is an improvement in education. This 
then, represents a higher level objective that we call the Purpose. 
 The
 
purpose iswhat we expect to result from having achieved the outputs. The
 
outputs are a Set of interrelated objectives that, combined, are aimed at
 
achieving the project purpose. Within the project itself we have, 
therefore, three levels: 
nputs, Outputs and Purpose.
 

The fourth level in the Logical Framework 
is a higher order objective
 
called the Goal. The project is one of the necessary conditions for 
achieving this goal, but will 
not be sufficient by itself to achieve the
 
goal. Using the same example of an education project, the specific project 
purpose is improved education and the goal is manpower izeds for local
 
industry met. 
 Inorder to achieve this goal, other projects also may have
 
to be undertaken, such as c'e to motivate those with the required skills to 
work in the region in which their skills are needed. Just as we must 
identify all the outputs necessary to achieve the purpose, so we must 
identify all the purposes (projects) necessary to achieve the goal. 
 The
 
goal is usually associated with specific program or sector objectives.
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Specification 
of outputs to 
achieve Purpose and managemen 0oachieve
 purpose 
(hence produce these outputs) 
isnormally the profec: nnanaccrls
function. Specification of all purposes to achieve goal, and management to
achieve 
goal (hence, "producing" purposes) 
is normally the procram
 
manager's function.
 

2. Linked Hypotheses
 

It is important to note 
that the relationship between 
the 	 levels nf
objectives 
is not random or accidental; 
there is a definite causal
relationship. 
 When 	we identify our purpose, for example, and then define
the outputs we will need to achieve that purpose, we are ineffect saying:
"Ifwe can produce these outputs, then we should achieve this purpose'. In
other words, we select these outputs because we believe they can cause the
 purpose to happen. 
We are therefore making a 
hypothesis that ifoutputs,
 
then purpose.
 

An hypothesis 
is defined as 
 a predictive statement 
about 
a causal
relationship that involves uncertainty. 
A simple example of this is the
prediction that ifone boards one's regular morning bus by 8 o'clock, then
one will arrive ar 
one's office on time. 
 However, it isnot possible to
have 	100 percent certainty that this will happen because many things could
happen between boarding the bus and arriving at the office, such as the bus

breaking down, or being involved in an accident.
 

When 	we design a 
project using the Logical Framework, we make a series of
predictions which we usually call hypotheses. 
These are:
 

1. 
IF the inputs are managed properly,

T.iEN 	the outputs will be produced.
 

2. 	IFthe outputs are produced,

THEN the purpose will be achieved.
 

3. 	IF the purpose isachieved,
THEN this will contribute to achievement of the goal.
 



This can be viewed graphically as follows:
 

IF PURPOSE,
 

THEN GOAL
 

T PPURPOSE 

IF OUTPUTS, 

THEN PURPOSE 
OUTPUTS
 

IF I;NPUTS, 

THEN PURPOSE
 

INPUTS 
 H 

The hypotheses as shown here are over-simplified. Each time we make such
 
hypotheses, we have to accept that there will be a degree of uncertainty.
 
The amount of uncertainty increases as we reach higher up the project 
hierarchy of objectives. It therefore becomes very important to clarify
 
the nature of uncertainty so that we can select a design that has the
 
highest probability of'success. This is done by including in our project
 
design factors necessary for achieving success but beyond our control. We
 
call these additional factors assumptions. For example, when one predicts 
that one will get to the office on time by boarding one's regular bus at 8 
o'clock, one assumes that the bus will be in good mechanical condition, and 

that thcre will be no accidents.
 

Because we recognize the existence of uncertainty, we need to describe the 
full dimensions of the hypothesis we are making.
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Instead of saying:
 

IFone gets the bus on time, THEN one will arrive at the office on time.
 

We must say:
 

IFone gets the bus 
on time, AND (1)IF the bus doesn't break down,
 
AND (2)IF there are no traffic delays,
 

THEN one will arrive at the office on time.
 

We have then described the nature of 
the uncertainty affecting 
our
 
hypothesis, and have expressed it inthe form of assumptions. (See Figure
 
I-1 for a 
set of linked hypotheses and assumptions for a Rice Production
 
Project.)
 

3. Assumptions
 

Assumptions reflect our recognition that there 
are factors beyond our
 
control that are necessary for successful achievement of objectives at all
 
levels of the project. In the previous example, we can control getting up
 
on time, having breakfast and getting to the bus-stop for ourselves. We
 
cannot control the traffic or ensure that the 1xis company keeps its buses
 
ingood running order. 
So by identifying our assumptions, we have expanded
 
our original hypothesis statement to 
include the specific nature of the 
more important uncertainties that could affect that hypothesis. 
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A more complete statement of the hypotheses and the uncertainties inherent
 
in them is showan in diagram form as follows: 

PUR~POSE--------------A-- - -- > ASSU;*PTIONS
 

OUTPUTS-------------AND----------- ASSUtM'PT I OS
 

ASSUtIPT 0IOS I 

--------------- ------- a
AND 


Having once identified the assumptions, we can th6n try to deal with them
 
insuch a way as to increase our probability of success and consequently
 
our confidence inour project design. Inthe case of the bus.example, we
 
can get up earlier to avoid traffic delays or we could call the bus company
 
and find out how often their buses break down. Ifthe answer is80% of the
 
time, we might decide to rent a car!
 

The above is,of course, a simple example. But the question of assumptions
 
can be the critical factor ina development project. The important point
 
isthat we must define, at any one level, all the necessary and sufficient
 
conditions (both within our control--the central hypothesis-- and outside
 
of our control--assumptions) that must be inplace for us to achieve the
 
next level objective.
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Let us 
now follow this concept by looking at a more ccmplex development
 
project. In the case of development projects we are talking about
 
important development objectives and scarce resources, so itisworth',hile
 
to make the effort to assess whether our predictions in the project design
 
are good predictions. Before we begin the project, we want to have 
confidence that we can achieve our objectives. We must therefore assess
 
carefully what it is we are assuming about those factors outside our 
control that could be detrimental to achieving our objectives. We then
 
record these assumptions as are identified inthey first the Logical 
Framework In the assumption column at 	the same level as the "IF" portion of 
the hypothesis is recorded. For example:
 

iIARRAT IVE SUI.'.IARY ASSUNPT IONS 

Goal
 

Purpose
 

Important Con
tract Signed.
 

Otputs 
1. 	Arrive at office -----------and 1. Client agrees to 

on time. final version Gf 
contract.
 

Inputs
 

la. Get up in time 
 1. Bus in go6d con
to catch bus.-----------nd----
 dition. 

2. 	 No traffic de
l lays. 

The Logical Framework that each "level" therequires at 	 activities or 
results planned plus assumptions at that "level" constitute sufficient
 
conditions to achieve the next higher level.
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Once we have 
identified 
as many critical assumptions as possible wi
information 
at hand, 
 it is then time 
to look more closely at ea
 
assumption. Let us take one assumption from the rice production example

Figure 11-1 and see how itisused Inthe project design. Adequate rainfa
 
isnecessary for the project purpose to be achieved. 
This isnot difficu
 
to understand, but 
the -project planners and managers will need moi
 
guidance ifthey are to assess the validity of this assumption. 
The fir!question to be answered ishew much rainfall isadeqLate? We must find oL
how much rainfall the crips will need. Itwill not be enough to know hc
 many inches of rain are required. 
We must also know when it should fall
 
Ifwe find that the rains must begin inMay and last through October, wit
 
a monthly average of 12 inches, the next step 
is to-find out if it i
reasonable 
to expect this level 
and patterh of rainfall. If carefu
 
analysis of climatic history inthe region shows that for eight of the lasi
20 years, rainfall was 
less than eight inches for the months of June anc

July, our assumption of adequate rainfall would not be valid.
 

We could continue with the project "as is"and accept the lower probability

of success, but generally when 
the probability of 
success drops sub
stantially due to 
an Invalid assumption, we should take 
some steps to
rectify the situation. We must first ask ifthere is something the project

itself 
can do to effect the necessary change. 
 In the above example,

perhaps an irrigation system developed by 
the project 
would bring a
sufficient supply of water to the crops. 
The project planners should study

this to determine what would be required to develop the irrigation system

and whether the project would have the necessary resources. Ifthe project

cannot expand, perhaps another project could take on this task. 
 If there
 
are no means to rectify the problem, then two other possibilities arise:
(1)the objectives of the project could be modified (the expected level of
productivity in the above example could be reduced) OR 
(2)the project

could be abandoned as unworkable, thereby freeing 
resources 
for alter
native projects. 
 If each of the assumptions In the project design are

handled in this 
manner during the design phase and the project improved

accordingly, the project manager should have a 
realistic idea of what the

probabilities are 
of project success 
and also be able to anticipate the
kind of difficulties that might arise during the course of the project.
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Assumptions 
are useful not only during the design stage of the project but
 
also during the course of the project and its evaluation. Once the project
 
begins, 
the project manager should monitor the assumptions regularly to
 
assess their continuing validity. 
If he finds that an assumption proves to
 
be invalid, he must take action to rectify the situation. A good project
 
manager monitors assumptions regularly so that corrective action can 
be
 
taken 
In a timely marner. Assumptions are also important during 
an
 
evaluation because their examination can provide insight 
as to why the
 
project has or 
has not succeeded in achieving its objectives.
 

To develop useful assumption statements, we ask the.question: ""(hat could
 
happen to make this assumption invalid?" For example, if we have a very
 
general assumption such as "equipment available 
on time", we would ask:
 
"What could happen to delay the availability of equipment?" The response
 
might be that there is a likelihood that a dock strike will occur and thus
 
we realize we are 
really making the underlying assumption that the dock
 
strike would not occur. 
We can then follow this with a further question:
 
"What could happen to make the dock strike occur?" Suppose we find that the
 
government is scheduled to sign a 
contract with the dock workers' union two
 
weeks before the project equipment is due to arrive at the port, and there
 
is a possibility that the government will not accept the union's demands.
 
Project staff check the
could with 
 union and with the appropriate
 
government officials to determine the probability that the contract will
 
be signed on time. If the probability appears high, instead of the
 
original assumption ("equipment available on time4), the following assump
tion would be made: "Government and dock workers' union sign labor contract
 
by June 28, 1982 in time for delivery of equipment'. The project manager
 
will know then to keep an eye on negotiations between the government and
 
the dock workers and, if it looks 
like the contract may not be signed, he
 
can replan the project accordingly.
 

Clarifying assumptions 3llows for better con-munication between the project
 
manager and his superiors. 
 By carefully analyzing the uncertainties in a
 
project before the project begins, it ismade clear to a project manager's
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superiors what factors 
are outside of his control and yet might affect the

project. When the superiors approve the project, they accept the
 
assumptions 
as being outside of the project manager's ccntrol. They have
 
shared in the judgement with the project manager that 
the project has a
 
high probability of success given the clearly 
stated and validated
 
assumptions. 
 This shared judgement frees the project manager from
 
individual accountability for the total project design. If 
an assumption

then proves to be invalid, thus causing a problem, the project manager can
 
communicate openly about the situation without fear that he alone will be
 
criticized for 
the misjudgement' 
 A good manager should feel free to
communicate such problems to his superiors reidily, without fear that he
 
will be unfairly blamed for poor management. Ifthe manager hides problems,
 
especially those caused by failed assumptions, he cuts off the possibility

of corrective action 
by his superiors. The project manager and his
 
superiors should work together to 
identify problems and find the proper

solutions. While assumptions are outside the control 
of the project
 
manager, they 
are not necessarily outside 
the control of the project

manager's superiors. More will 
be said about 
the role of the project
 
manager in
a later section.
 

4. Objectively Verifiable Indicators
 

It isnot sufficient to define the general intent of a
project in terms of
 
the linked hypotheses and relevant assumptions for each project level. 
 The
 
statements of Goal, Purpose, Outputs and Inputs, frequently are subject to
 
misunderstanding or open to different interpretations by those 
involved
 
with the project. 
Goal and Purpose level statements, inparticular, tend
 
to be ambigulous. It frequently happens 
that a project purpose is
 
interpreted to mean as many different things as 
there are people involved
 
in the project. 
 For example, a Goal Statement such as "improved living

conditions for villagers" isliable to have very different meaning for all
 
the different people concerned about the project. 
 Ifwe could visualize
 
exactly how we will be able to recognize success at each project level, we
 
would be able to sharpen our focus of 
the project objectives and have
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confidence that 
all those concerned with the project share 
:he samne

picture. Objectively Verifiable Indicators are the rneans 
for es:: lishing
 
what conditions will signal successful achievement of the project objec
tives.
 

Indicators are defined as 
those conditions that are so strictly a-sociated
 
with certain other conditions that presence of or variation in the 
former
 
indicates the presence 
of or variation in the 
 latter. Irdicators
 
demonstrate results. 
 They are not conditions necessary to achieve those
 
results. For an
example, increase in the temperature read:ig of 
a
 
thermometer would 
indicate that 
we have successfuily heated wader to a
 
desired level. 
 The increase in the temperature reading, however, is not
 
necessary to achieve heated water. 
 For that we need the right kind of
 
heating element.
 

Thus we can use indicators to clarify exactly what we mean by our 
narrative
 
statement of objectives at each of the 
project levels 
(note there is a
 
variation for input 
level indicators--where we 
are simply concerned with
 
indicators of consumption of project resources).
 

As 
the project purpose is of major concern, the set of indicators at that
 
level has been given a special name: End of Project Status (EOPS).
 
This is due to the importance of the purpose--it is the main thrust of the
 
project and the focus for progra-mming and project dialogue. 
It is also due
 
to the fact tha. the purpose 
is frequently extremely complex--involving
 
such factors as organizational viability, 
net improvement in complex
 
(e.g., human) systems, etc. For complex objectives, it is frequently true
 
that no single indicator suffices: relevant indicators could be attributed
 
to alternative events 
or our 
"functional specification" is multi-dimen
sional. Hence the rule for selection of EOPS Issimilar to that used by any
 
good manager or applied scientist: if all EOPS conditions are met, then
 
there would be no plausible alternative explanation (that is, no expla
nation other than the desired one--achievement/ purpose).
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The Logical Framework therefore encourages the project designer to define
clearly 
and explicitly what 
will Indicate 
that the project can be
considered a success. 
 Included directly in the project design is the set
of conditions that will signal successful achievement of the project 
purpose. 
An example follows:
 

PURPOSE 
 EOPS
 

Rice Production increased. 
 i. 30,000 farmers with 7 rai 
or less
 

increase rice yields by 50 percent 
between October 1979 
and October
 

1981.
 

2. Rice harvested by small farmers in
 
1981 is of equal quality (x per
cent cracked) to rice harvested by 
same farmers in 1979.
 

Notice, in the above rice product example, how the indicators add depth and

dimension to the purpose statenent. 
The purpose "production increased" is
vague. If we only succeed in raising production 2%for one farmer we couldbe considered 
successful--we 
have increased production! Without the*
indicators, we have no way of knowing the specific intent of the original

design. Also, the way the purpose is written, it is not clear that weaiming at are

small farmer production. When we specify exactly what wevisualize will be in place because we have achieved our purpose, weactually clarify the purpose. 
 It should be rewritten as follows: Small
farmer rice production" Increased inNortheastern region. 
When we clarify
the purpose statement we must again examine our indicators. Frequently
they need further refinement. 
 This refinement process is essential for
good application of the concepts. 
We should not be reluctant to change the
Logical 
Framework during design-.. we 
should 
in fact expect to have to
change it
as use of the concepts constantly raises Important questions and
forces us to continually refine our design until we have high confidence inits validity. 
 It is much better if
we make our mistakes on paper. 
 The
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process of using the concepts isbest undertaken collaboratively. 
Itcalls
for participation by all parties to the project: programming staff, topmanagement, project management, specialized experts and technicians, 
ard

frequently 
evaluation 
experts. 
 Notice 
too that once 
we have added

indicators 
to our design we are better able to judge 
its adequacy.
 

Figure 
11-2 shows 
a Logical Framework for 
the AgriculLural example 
for
which indicators have been added, the purpose and goal have been clarified,

and assumptions made more explicit. 
Compare this figure to that in Figure
11-1 for an illustration of how the concepts are used to build and improve
 
the design.
 

Often 
a number of indicators will 
be necessary to measure 
success. 
The
number of indicators that are necessary is that minimum number which gives
us confidence that their existence will in fact demonstrate achievement of
our project objectives and in addition, give the project manager a clear
 target to aim at achieving. 
 It is only when the objectives are clearly
targeted that the project manager can judge whether or not the conditions
 
at one level in the project design 
are sufficient to achieve the 
next
 
higher level objective.
 

Useful 
rules to remember are:
 

1. The narrative summary must provide a clear aiming point for all
involved in the project--something they can easily remember and
which they believe to be important.
 

2. The objectively verifiable, indicators 
add depth and understanding- -establishing a "performance specification* 
such that
even skeptics would 
agree that 
our intended result has 
been
achieved (when indicators are objectively verified).
 

Four characteristics of good Indicators 
are discussed below.
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a. Indicators measure 
hat is Important
 

The indicators 
must measure what 
is important in the objective. For
 
example, inour statement of goal "Small farmer income increased" (Figure

11-2), it will be easier to measure far.er income, but we are interested insmall farmer income; thus, our indicators must reflect our interest in 
small farmers. 
 And we are talking about income--but do we mean income in

general or do we mean real 
income? 
 If we mean the latter, this must be
 
specified so that we can measure 
the important aspects of our project.
 

b. Indicators Must Be Plausible
 

The indicators we select must be so closely related to what we are 
trying

to measure that we are confident our project was -an important factor in the
 
observable results. 
 For example, to state that the presence of farmers
making large profits demonstrates that a functional credit system has been 
established 
is not plausible. Farmers making large profits could
demonstrate a 
number of other factors at work--successful crop production,
 
unusually high demand Pnd short supply of a 
specific crop, high levels of
activity in black market products, etc. To demonstrate that we have a 
functioning credit 
system, we must look for indicators 
more closely
related with what it means to have a functioning credit system--i.e.,

numbers of loans actually issued to small 
 farmers, effective default
 
rates, speed and efficiency with which loans 
are processed and adminis
tered, etc.
 

c. IndicatorsMustBe Tareted
 

Indicators must be targetet in terms of quantity, quality, and time (QQT).
Ifaly of these three 
are missing we cannot be entirely objective about
 
whether we have been successful or not. There is 
a simple, step-by-steo
 
process for targeting an indicator which isdescribed below using one of

the indicators selected in Figure 11-2 to signal achievement of the 
purpose. 
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Steo One 
 Identify ndicator
Small'farmers lncrease rice yields.
 

Step Two 	 Quantify
 
30oOO small farmers (owning 7 rai 
or less)
increase rice yields by 50%.
 

Step Three 
 Set Qualit
3.UtepTreIlI farmers (owning 
7 ral or less)

increase rice yields by 
50% while maintaining
 
same quality existing in 1979 harvest.
Step Four 
 Time Frame
 

0,0 sAl farmers 	(owning 7 rai 
or less)
increase rice yi.elds by 50% bet-aeen October 1979
and October 1981 maintaining quality exissame 

ting in 1979 harvest.
 

Not every indicator can 
include -all three factors (QQT). 
 In the step-by
step process shown 	here, QQT have 
all been included, 	but 
the resulting

indicator issomewhat awkward. 
InFigure 11-2, however, quality has been
 
separate and put In 
a separate indicator. 
The best method is that which

simplifies. The question of quality 
is extremely important, but i!
frequently overlooked. 
In this example, the concern 
is clear--if w(
produce more rice at 
the expense of quality, we will 
have failed. Ir

setting targets we must 
ask: "How much is enough to achieve next 
level

objectives, what quality should it be, and by when do we need it?"
 

Inorder to answer these questions, of course, we must know the targets at
higher levels. In our example, we know what farmer income currently is; weknow how much basic necessities (food, seed, clothing) cost 	him now and canestimate what they will cost him three years from now. We therefore can

estimate how much income he will have to earn inorder to have a
real income
that sufficiently increases to make the project worth his time and effort.

From this, we can derive how much rice he will have to sell at what price
(hence, our assumptions about rice prices) by 1981, 
and in turn, we can
 
then derive how much rice he will have to produce. This process Isused for
deriving targets for 
all components of the project. 
 Beginnning at the
highest level to determine what we need--all the way down to calculating

how much itwill cost us to finance the project. Then, given that we rarely

get what we need, we have to 
look at' the available resources and work our
 way back up the project, testing whether we 
can in fact accomplish the

desired levels of results, and whether, once achieved, they would prove to
 
be worth the cost 
("cost effective").
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d. Indicators are Independent
 

Indicators that demonstrate the achievement of an objective at one
 
specific level cannot be used to demonstrate achievement at the next higher
 
level. 
 Although this appears to be one of the simplest concepts of Logical
 
Framework methodology, it is also one 
of the most corrnon weakresses in
 
Logical Framework designs. 
 There is a common tendency to demonstrate
 
achievement of a result by measuring the means used to achieve the result.
 
It is frequently claimed that "school building constructed" and "teachers
 
trained" (outputs) demonstrate improved quality of education in the school
 
(purpose). Or "health center constructed", "medicines supplied", and the
 
"medical staff hired", (outputs) demonstrate health care services provided
 
by the health center (purpose). This is because it is easier to think of
 
success in terms of the tangible deliverables of the project--we can 
see
 
buildings and people. 
Purpose level objectives are much harder to define.
 
Instead of struggling with something difficult 
and perhaps some-ahat
 
abstract, it seems logical to think: 
"Well, of course, we have improved
 
health; just look at this fine building with full medical facilities and
 
the first-class doctors and nurses we have working for us." 
 We need to
 
think carefully about what indicators would truly demonstrate "health care
 
services provided*: i.e., number, type and quality of actual health care
 
provided to specified target audiences--such as number of children
 
immunized, numbers of mothers that receive preventive health counseling,
 
number of babies delivered successfully, etc.
 

de have thus made a prediction that producing the outputs will achieve the
 
purpose, but the prediction includes uncertainty. Therefore, we cannot
 
say that production of outputs automatically achieves purpose; nor can we
 
use production of outputs as proof of purpose achievement. We must measure
 
purpose-level achievement independently of output-level achievement. 
One
 
way to check this independence isto determine if the set of indicators we
 
have identified at the purpose level (EOPS) represents the means to achieve
 
the project purpose (inwhich case they are really outputs, not indicators)
 
or ifthey actually describe the conditions that would exist ifthe purpose
 
has been achieved.
 



Soecial Indicators
 

Good indicators 
are not always available. A good indicator is a direct
 
measure of achievement. 
For example, increased crop productivity can be
 
meesured by the change in crop yield per hectare on fields in the area 
in
 
which the project is operating. Evaluators 
can measure success of this
 
project. However, when the objective isa 
'viable industry established" it
 
becomes much more difficult to measure project success. 
 The industry may

have been developed in such a fashion that it will become viable three
 
years after the project terminates. 
 In order to have some confidence of
 
success at termination, it is necessary to' find an 
indicator that can be
 
assessed now that will predict later performance. In this case such an
 
indicator might be 
a trend in the reduction of production costs per unit
 
and/or a steady increase in orders.
 

Such indicators can also 
be 
used to measure results when preferred

indicators are too costly to verify. 
If a preferred indicator requires an.
 
expensive survey for verification and if this 
is not within the project

budget, indirect or proxy indicators must be found. 
If the project wants
 
to test the quality of education ina vocational school, but cannot afford
 
to examine the 
graduates, the evaluators may check 
how many of the
 
graduates are being employed at what salary. 
 Indirect indicators do not
 
offer as much confidence 
in success as do direct indicators, but they

represent an acceptable alternative. 
 In using indirect indicators, care
 
should be taken to assess what other variables could explain the change in
 
our chosen indirect indicator. 
Inthe example above, salaries of graduates

from a vocational schoold could well reflect employer satisfaction with
 
the quality of the graduate. However, 
it is possible that there is a
 
shortage of people with these particular skills and the resulting demand is
 
unrealistically forcing prices, even if the graduates were only mediocre.*
 

/ Eugene J. Webb, 
Donald T. Campbell, 
Richard 0. Schwartz, and Lee
Sechrest, Unobstrusive Measures: Nonreactive Research in the Social
 
Scien~es.
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ATTACHMENT B
 

RECOMMENDED FORMAT FOR AN EVALUATION SCOPE OF VORK
 

Name of Country (USAID) or Office (AID/Washington)
 
Sponsoring the Evaluation
 

Title of Project or Program
 
(or Title of Proposed Evaluation Report)
 

EVALUATION SCOPE OF WORK
 

I. ACTIVITY (PROJECT/PROGRAM) TO BE EVALUATED:
 

Identify the activity that will be evaluated. For example, if
 
A.I.D. assisted projects are to be evaluated, state
one or more 


the project number, title, cost, life-of-project dates, and
 

most recent PACD for the project or projects to be examined.
 
to a program,
Modify appropriately if the evaluation is cover 


or only selected components of one or more projects.
 

PURPOSE OF THE EVALUATION:
:i. 


Specify the planning, programming or implementation reason for
 
expected to
the evaluation, and the specific agencies which are 


use the results of the evaluation. Provide information on the
 
To what uses will the evaluative
foTlowing questions: 


or longer-term
information.be put (e.g., upcoming decisions 

planning needs requiring this information)? When will the
 

1,ho are
information be needed to enable its practical use? 


going to be the immediate users of the findings and
 
Are there other anticipated users?
recommendations? 


program monitoring and
Refer to appropriate project or 

(M&E) plan(s), or program documents such as CDSS or
evaluation 


Action Plan.
 

indicate whether or not the evaluation was planned for in the
 

current Annual Evaluation Plan.
 

III. BACKGROUND:
 

office should outline in no more than
The sponsoring Mission or 

two pages a brief history to date of the activity to be
 

evaluated, and what is generally agreed upon by A.I.D. and the
 
the present status of the activity (i.e.,
borrower/grantee as 

what the activity is achieving).
what has happened, 


of key organizations and individuals involved in
Include names 

the activity (spell out acronyms of orgzinizations).
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IV. STATEMENT OF WORK:
 

State in explicit terms the questions that the of the
users
evaluation need answers 
to, and state that the evaluators have
to focus their investigations-on the questions, and are
expected to provide answers 
to the questions. In formulating
the questions, keep in mind the anticipated use of the
information that will emerge. 
 Remind yourself: Why do I need
this information? 
How will I use it when I have it?
 

State between five and ten primary questions (no more) and
indicate their priority. Expand on 
these essential questions
by identifying subordinate questions 
or issues. Questions
should be based on, 
and go beyond, what is already known about
the status of 
the activity to be evaluated -- don't waste thetime of the evaluators in covering old ground (that is, leave
up to the evaluators the extent which 
they believe it may be
useful to examine earlier 
events and assumptions).
 

As appropriate, one of the questions may relate to the adequacy
and utility of 
the existing M&E system, and to opportunties to
improve data collection before a subsequent evaluation.
Otherwise, these matters may be covered in the required

appendix on methodology.
 
State that the evaluators will be required to provide in a
 
final report the following:
 

-- their findings (i.e., the "evidence');
 

-- their conclusions 
(i.e., their interpretation of the
evidence and their best judgment based on 
this
 
isiterpretation);
 

-- their recommendations based on their 
judgments
 

Require the evaluators to distinguish clearly between their
findings, their conclusions 
(that is, their interpretations and
judgments), and 
their recommendations.
 

A listing of specific, explicit questions, together with an
indication -of priorities, is crucial for getting a report that
tells the intended users 
what they need to know. A scope of
work that merely says: "The evaluation team shall address the
following subjects 
-- matters, concerns, issues the
-- or
extent to which a project has achieved its inputs, outputs,
purpose and goal' is likely to produce a rambling evaluation
report that fails to pinpoint the aspects of the project most
needing attention and to provide useful information.
 



V. METHODS AND PROCEDURES:
 

This section of the scope of work should identify the design 
and data collection methodolocies that will be used. T iS can 
be clarified by the sponsoring Mission or office by b:aining 
the advice of an evaluation specialist familiar with both 
current state of the art in evaluation and the practical 
circumstances in which the evaluation will take place. 
Otherwise, ensure that the evaluation -eam itself includes an 
evaluation specialist. 

The methods and procedures must also take into account the
 
funds budgeted for the evaluation.
 

The design selected for the evaluation, the associated
 
procedures, and the cost, are based primarily on the questions
 
asked by the users. The conceptualization, or research plan,
 
for an evaluation is likely to vary from case to case. In
 
A.I.D.'s experience, however, there are some practical matters
 
that can be taken care of through a scope of work, and still
 
allow for the flexibility that evaluators will need. These are:
 

-- duration and time phasing of the evaluation (e.g.,
 
whether one or more team members, including an
 
evaluation specialist, should be available in advance
 
for preparatory work, or later to see the report
 
through its final drafting; time for a team planning
 
meeting);
 

--	 any requirement for tear.members to work a six-day week 

--	 national holidays, working hours, communications/ 
travel problems, geographic dispersion of project or 
program sites, and language problems that may affect 
the team's activities; note availability of local 
translators; 

-- availability and location of data that may be useful 
in measuring changes or impacts in the area addressed
 
by the project or program; list documents that team
 
members should receive and be familiar with before t-e
 
team begins its investigation (provided by the Miss.
 
or office);
 

--	 review of relevant materials from CDIE; 

--	 characteristics of the beneficiary population that may 
affect interviewing procedures (e.g., gender, ethnic 
group, homogeniety); 

--	 an estimated division of time spent between research 
and interviews in the U.S., in-country capital city 
interviews and document review, field site visits, and 
analysis and report writing. Note any hardship or
 

rigorous conditions (health, climate, roughness of
 
travel, field site living conditions) that may affect
 
the selection of team members; .
 



-- 

-- other administrative/locistical support 
to be provided
by the sponsoring Mission or 
office (if not otherwise
included in the P!O/T);
 
state whether all or 
a portion of the scope of work is
appropriate for small 8 (a) minority and women owned
firm contract.
 

VI. COMPOSITION OF EVALUATION TEAM:
 
The composition of the evaluation team should flow from, rather
than determine, the statement of work. 
 Too often, the AID
sponsor selects team members on the basis of qualifications
related to the technical aspects of the project or program,
when-such individuals lack the skills needed to design and
carry out 
an evaluation. 
 Especially for
program, an a major project or
evaluation specialist should be included on the
team. 
 When extensive field work in rural
or areas is envisioned,
 
as 

when economic issues are a focus, include such specialists
development anthropologisto rural sociologist, development
economist or political economist. 
At all times, seek 
a multidisciplinary team, and one that includes an appropriate male/
female balance. 
 Identify language requirements, if any.
 
Indicate the team composition in terms of representation by the
:-ost-country borrower/grantee, host country's external
contractor, beneficiary groups, USAID, Bureau, U.S. external
contractor, U.S. implementing contractor. 
 As a general rule: 

-- The team for a final 
or ex-post evaluation should not
in-clude the USAID staff, host country agency
personnel, members of the project design team, 
or
contracted U.S. organization technical team who are
directly managing and ilplementing the project or
program. 
There are just 
too many potential conflicts
of interest. 
 On the other hand, these people should
be used as major sources of information, and as
sounding boards for 
the team's analysis. (U.S.
contractors implementing projects are, of course,
encouraged to carry out their 
own self-evaluations,
but these do not substitute for 
an AID-sponsored

evaluation).
 

-- The team for an inLerim evaluation should preferably
include individuals directly involved, or at least
persons representing their 
interests. 
They can gain a
great deal from interaction with external evaluators
on the 
team during the evaluation process, and in turn
can 
help the latter understand the objective of the
project or 
program as currently defined. 
 The team can
work out among themselves interviewing procedures that
avoid the problem of the effects on interviewees of
the presence of official project staff.
 



Specify the skills, background and experience that the team
 
leader should have.
 

The shorter t*-he duration of the evaluation, the more essential
 
it is to have at least one team member who is familiar with the
 
country environment and the sector of the project or program,
 
and who is experienced in working for AID or other development
 
agencies.
 

Describe the team members' roles and responsibilities (e.g.,
 
*the team leader will be responsible for preparation the final
 
report', etc.), especially if special kinds of technical
 
analysis will be required.
 

VII. REPORTING REQUIREMENTS:
 

1. Format of the report. State that the evaluation team
 
should prepare a written report containing the following
 
sections:
 

--	 Basic Project Identification Data Sheet. (See outline 

that follows); 

No than three pages, sincle
--	 Executive Summary. more 

spaced. (See outline that follows);
 

--	 Table of Contents; 

--	 Body of the Report. The report is to include a 

description of the country context in which the 

project or program was developed and carried out, and 
provide the information (evidence and analysis) on 

which the conclusions and recommendations are based. 

It is advisable to specify the general length of the 

body of the report (e.g., no more than 40 pages), and
 
include details in appendices
allow the evaluators to 


or annexes.
 

statement of
 -- The report should end with a full 
conclusions and recommendations. Conclusions should 

short and succinct, with the topic identified by abe 

short subheading related to the questions posed in the
 

Statement of Work. Recommendations should correspond
 

to the conclusions; whenever possible, the
 
or 	what agency,
recommendations should specify who, 


should take the recommended actions;
 



Apen ices. These are
following: to include at a minimum the
 

(a) The evaluation Scope of Work;
 

(b) The pertinent Logical Framework(s), together
with a brief summary of the current status/attainment
 
of original or modified inputs and outputs (if these
 
are not already indicated in the body of the report
 

(c) List of actions taken, and status of actions
 
not yet taken but still considered valid by the
 
evaluation team, based on the 
recommendations of an
 
earlier evaluation of the project(s) or program(s).
 

(d) A description of the methodology used in the
evaluation (e.g., 
the research approach or design, the
 
types of indicators used to measure change of the

direction/trend of impacts, how external factors were
 
treated in the analysis). Evaluators may offer
 
methodological recommendations for future evaluations;
 

(e) A bibliography of documents consulted.
 

Other appendices may include more details on special topics,

and a list of agencies consulted.
 

-f the mission or office wants the evaluation team to draft the
abstract for 
the A.I.D. Evaluation Summary, this requirement

must be included in this section.
 

2. Submission of Report. 
 The Scope of Work should specify
both what portion or version of the report (e.g., 
a preliminary

draft) will be presented to the sponsoring Mission or office
 upon completion of the field portion of the evaluation, and
when the final draft will be submitted to the sponsor for

formal review. 
 If a Mission intends to include other host
 
country or the AID/Washington Bureau in a review of a
 
preliminary draft, additional time will have 
to be built into
the Scope of Work to encompass this process. The Scope of Work
 
should state that the evaluation team leader will be

responsible for seeing the 
report through to a timely,

professional completion. 
 If all or a portion of the evaluation
 
report is to be translated by the evaluation team (i.e., under

their contract to the sponsor), specify those portions.
 

3. Submission of Data Sets and Documentation. If the

evaluation involves the production of a da~a set (i.e., a
series of systematic observations or measurements), the Scope
of Work should require the evaluation teim or the relevant
 
contractor to provide the AID sponsor with a fully documented,

reusable copy of that data set as 
a deliverable, with the
 concurrence of.host country should such concurrence be
 
necessary. Suggested wording for 
this requirement is contained
 
in the AID publication -Selecting Data Collection Methods and
Preparing Contractor Scopes of Work', August 1985 (PN-AAL-057),

available from CDIE.
 



4. Debriefing(s). Specify the tiinc and audience(s) for
 
debriefings by the evaluation tear, or team leader.
 

VIII. FUNDING:
 

Estimate the cost of the evaluation, and state how the cost

will be met (e.g., project funds, PD&S funds, other resources,
 
or some combination of these).
 

The following outlines for completing the Basic Project

Tdentification Data Sheet and the Executive Summary must be
 
attached to the Scope of Work.
 



ATTACHMENT C
 

EXECUTIVE SUMMARY OUTLINE
 

The executive summary is a two- to three-page, single-space
 
document containing a clear, concise summary of the most
 
critical elements of the report. It should be a self-contained
 
document that can stand alone from the report. The summary
 
should be written in such a way that individuals unfamiliar with
 
the project can understand the project's basic elements and how
 
the findings from the evaluation are related to it without
 
having to refer to any other document.
 

1. Name of Mission or A.I.D./Washington Office initiating
 
the evaluation, followed by title and date of full evaluation
 
report.
 

2. Purpose of the activity or activities evaluated. What
 
constraints or opportunities does the activity address; what is
 
it trying to do about the constraints? Specify the problem,
 
then specify the solution and'its relationship, if any, to
 
overall Mission or Office strategy. State the purpose and goal
 
from the Logical Framework, if applicable.
 

3. Purpose of the evaluation and methodology used. Why
 
was the evaluation undertaken and, if a single project or
 
program evaluation, at what stage--interim, final, ex post?
 
Briefly describe the types and sources of evidence used to
 
assess effectiveness and impact.
 

4. Findings and conclusions. Discuss major findings and
 
conclusions based on the findings as related to the questions in
 
the scope of work, Note any major assumptions about the
 
activity that proved invalid, including policy-related factors.
 
Cite progress since any previous evaluation.
 

5. Recommendations for this activity and its offspring (in

the Mission country or in the Office program). Specify the
 
pertinent conclusions for A.I.D. in design and management of the
 
activity, including recommendations for approval/disapproval or
 
for fundamental changes in any follow-on activities. Note any
 
recommendations from a previous evaluation that are still valid
 
but were not acted upon.
 

6. Lessons learned (for other activities and for A.I.D.
 
generally). This is an opportunity to give A.I.D. colleagues
 
advice about planning and implementation strategies: how to
 
tackle a similar development problem, key design factors, and
 
factors pertinent to management and to evaluation itself. There
 
may be no clear lessons. Do not stretch the findings by
 
presenting vague generalizations in an effort to suggest broadly
 
applicable lessons. If items 4-5 above are succinctly covered,
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the reader can derive pertinent lessons. Conversely, do not
 
hold back clear lessons even 
when they seem trite or naive.
 
Address particularly the following issues:
 

Project design implications. Findings/conclusions
 
about this activity that bear on the design or
 
management of other similar activities and their
 
assumptions.
 

Broad action implications. Elements that suggest

action beyond the activity evaluated and that need to
 
be considered in designing similar activities in other
 
contexts (e.g., policy requirements, procedural
 
matters, factors 
in the country that were particularly
 
constraining or supportive).
 



ATTACHMENT D
 

INSTRUCTIONS FOR COMPLETING AND SUBMITI'ING 
"A.I.D. EVALUATION SUMMARY" 

This form has two parts. Part I contains information to support future A.I.D. management action, and 

to process the evaluation into A.I.D.'s automated "memory". Part II is a self-contained summary of 

key elements of the full evaluation report; it can be distributed separately to interested A.I.D. staff. 

WHAT WILL THIS FORM BE USED FOR? 

" 	 Record of the decisions reached by responsible officials, so that the principals involved in the 

activity or activities evaluated are clear about their subsequent responsibilities, and so that 

headquarters are aware of anticipated actions by the reporting unit. 

* 	 Notification that an evaluation has been completed, either as planned in the current Annual 

Evaluation Plan or for ad hoc reasons. 

" 	 Summary of findings at the time of the evaluation, for use in answering queries and for directing 

interested readers to the full evaluation report. 

* 	 Suggestions about lessons learned for use in planning and reviewing other activities of a similar 

nature. This form as well as the full evaluation report are processed by PPC/CDIE into A.I.D.'s 

automated "memory" for later access by planners and managers. 

SHOULD THE FORM BE COMPLETED AND SUBMITTED? After the Mission orWHEN 
A.I.D.IW office review of the evaluation, and after the full report has been put into a final draft (i.e., 

all pertinent comments included). The A.I.D. officer responsible for the evaluation should complete 

Part 	of this task may be assigned to others (e.g., the evaluation team can bt required tothis form. 

complete the Abstract and the Summary of Findings, Conclusions, and Recommendations). The
 

individual designated as the Mission or A.I.D./W evaluation officer is responsible for ensuring that the
 

form is completed and submitted in a timely fashion.
 

A copy of the form and attachment(s) should be sent toWHERE SHOULD THE FORM BE SENT? 


each of the following three places in A.I.D.IWashington:
 

- The respective Bureau Evaluation Office
 

- PPC/CDIE/DI/Acquisitions, Room 209 SA- 18 (Note: If word processor was used to type form, please
 

attach floppy disk, labelled to indicate whether WANG PC, WANG OIS or other disk format.) 

Room B930 NS (please attach A.I.D. Form 5-18 or a 2-way memo and request - SER/MO/CPM, 
duplication and standard distribution of 10 copies). 

Copies of this form can be obtainedHOW TO ORDER ADDITIONAL COPIES OF THIS FORM: 
Room 1264by sending a "Supplies/Equipment/Services Requisition" (A.I.D. 5-7) to SER/MO/RM, 

title, 	and number of this form ("A.I.D. EvaluationSA-14 in A.I.D./Washington. Indicate the 
Summary". A.I.D. 1330-5) and the quantity needed. 

PART I (Facesheet and Page 	 2) 

Identify the Mission or A.I.D./W office that initiated the evaluationA. 	 REPORTING A.I.D. UNIT: 
Missions and offices which maintain a serial numbering system for(e.g., U.S.A.I.D./Senegal, S&T/H). 


their evaluation reports can use the next line for that purpose (e.g., ES# 87/5).
 

If thisB. 	 WAS EVALUATION SCHEDULED IN CURRENT FY ANNUAL EVALUATION PLAN? 

form is being submitted close to the date indicated in the current FY Annual Evaluation Plan (or if the 
check "yes". If it is beingfinal draft of the full evaluation 	report was submitted close to that date), 

from a previous year's plan, check "slipped". In either case, indicatesubmitted 'ate or as carried over 
on the next line the FY and Quarter in which the evaluation was initially planned. If it is not included 

in this year's or last year's plan, check "ad hoc". 

http:A.I.D.IW


C. EVALUATION TIMING: If this is an evaluation of a single project or program, check the box 
most applicable to the timing of the evaluation relative to the anticipated life of the project or program. 
If this is the last evaluation expected to inform a decision about a subsequently phased or follow-on 
project, check "final", even though the project may have a year or more to run before its PACD. If this 
is an evaluation of more than a single roject or program, check "other". 

D. ACTIVITY OR ACTIVITIES EVALUATED: For an evaluation covering more than four projects 
or programs, only list the title and date of the full evaluation report. 

E. ACTION DECISIONS APPROVED BY MISSION OR A.I.D./W OFFICE DIRECTOR: What is 
the Mission or office going to do based on the findings, conclusions, and recommendations of the 
evaluation; when are they going to do it; and who will be responsible for the actions required? List in 
orderofpriorityor importance the key actions or decisions to be taken, unresolved issues and any items 
requiring further study. Identify as appropriate A.I.D. actions, borrowr-r/grantee actions, and actions 
requiring joint efforts. Indicate any actions that are preliminary pending further discussion or 
negotiation with the borrower/grantee. 

F. DATE OF MISSION OR A.I.D.(W OFFICE REVIEW OF EVALUATION: Date when the 
internal Mission or office review was held or completed. 

G. APPROVALS OF EVALUATION SUMMARY AND ACTIONS DECISIONS: As appropri-te, 
the ranking representative of the borrower/grantee can sign beside the A.I.D. Project or Program 
Officer. 

H. EVALUATION ABSTRACT: This one-paragraph abstract will be used by PPC/CDIE to enter 
information about the evaluation into A.I.D.'s automated "memory". It should invite potentially 
interested readers to the longer summary in Part II and perhaps ultimately to the full evaluation report. 
It should inform the reader about the following: 

* 	 If the evaluated activity or activities have characteristics related to the reader's interests. 

* 	 The kzy findings, conclusions, and lessons. 

* An idea of the research methods used and the nature/quality of the data supporting findings.
 

Previous abstracts have often been deficient in one of two ways:
 

" Too much information on project design, implementation problems, and current project status
 
discourages readers before they can determine if there are important findings of interest to them. 

* 	 A "remote" tone or style prevents readers form getting a real flavor of the activity or activities
 
evaluated; progress or lack of progress; and major reasons as analyzed by the evaluation.
 

In sequential sentences, the abstract should convey: 

* 	 The programming reason behind the evaluation, and its timing (e.g., mid-term, final); 

* 	 The purpose and basic characteristics of the activities evaluated; 

* 	 A summary statement of the overall achievements or lack thereof to date; 

* 	 A picture of the status of the activities as disclosed in the full evaluation report; 

* 	 An idea of the research method and types of data sources used by the evaluators; 

* 	 The most important findings and conclusions; and key lessons le.rned. 

Avoid the passive tense and vague adjectives. Where appropriate, use hard numbers. (An example of
 
an abstract follows; "bullets" may be used to highlight key points).
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EXAMPLE OF AN ABSTRACT
 

The project aims to help the Government of Zaire (GOZ) establish a self-sustaining primary health 
care (PHC) system in 50 rural health zones (RHZ). The project is being implemented by the 
Church of Christ in Zaire and the GOZ's PHC Office. This mid-term evaluation (8/81-4/84) was 
conducted by a GOZ-USAID/Z team on the basis of a review of project documents (including a 
4/84 project activity report), visits to nine RHZ's, and interviews with project personnel. The 
purpose was to clarify some uncertainties about the initial design and set future priorities for activi
ties. The major findings and conclusions are: 

" This well-managed and coordinated project should attain most objectives by its 1986 end. 

" Progress has been good in establishing RHZ's, converting dispensaries into health centers, 
installing latrines (over double the target), and training medical zone chiefs, nurses, and auxiliary 
health workers. Long-term training has lagged however, and family planning and well construction 
targets have proven unviable. 

e The initial assumption that doctors and nurses can organize and train village health committees 
seems invalid. 

@ User fees at health centers are insufficient to cover service costs. A.I.D.'s PRICOR project is 
currently studying self-financing procedures. 

@ Because of the project's strategic importance in Zaire's health development, it is strongly rec
ommended to extend it 4-5 years and increase RHZ and health center targets, stressing pharma
ceutical/medical supplies development and regional Training for Trainers Centers for nurses, su
pervisors, and village health workers. 

The evaluators noted the following "lessons": 

e The training of local leaders should begin as soon as the Project Identification Document is 
agreed upon. 

* An annual national health conference spurs policy dialogue and development of donor sub
projects. 

* The project's institution-building nature rather than directly service nature has helped prepare 
thousands of Zairois to work with others in large health systems. 

I. EVALUATION COSTS: Costs of the evaluation are presented in two ways. The first are the cost 
of, the work of the evaluation team per se. If Mission or office staff serve as members of the team, 
indicate the number of person-days in the third column. The second are the indirect estimated costs 
incurred by involvement of other Mission/Office and borrower/grantee staff in the broader evaluation 
process, including time for preparations, logistical support, and reviews. 

PART II (Pages 3-6) 

J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS: 
The following reflects a consensus among A.I.D.'s Bureaus on common elements to be included in a 
summary of any evaluation. The summary should not exceed the three pages provided. It should be 
self-contained and avoid "in-house" jargon. Spell out acronyms when first used. Avoid unnecessarily 
complicated explanations of the activity or activities evaluated, or of the evaluation methodology; the 
interested reader can find this information in the full evaluation report. Get all the critical facts and 
findings into the summary since a large proportion of readers will go no further. Cover the following 
elements, preferably in the order given: 

1. Purpose of the activity or activities evaluated. What constraints or opportunities does the loan 
and/or grant activity address; what is it trying to do about the constraints? Specify the problem, then 
specify the solution and its relationship, if any, to overall Mission or office strategy. State logframe 
purpose and goal, if applicable. 
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2. Pumose of the evaluation and methodoloev use. Why was the evaluation undertaken? Brdescribe the types and sources of evidence used to assess effectiveness and impact. 

3. Findings and conclusion. Discuss major findings and interpretations related to the questionthe Scope of Work. Note any major assumptions about the activity that proved invalid, including pcrelated factors. Cite progress since any previous evaluation. 

4. Principal rt.nmmendations for this activity and its offspring (in the Mission country or inoffice program). Specify the pertinent conclusions for A.I.D. in design and management of the acti%and for approval/disapproval and fundamental changes in any follow-on activities. Note any recommdations from a previous evaluation that are still valid but were not acted upon. 
5. Ltmo learned (for other activities and for A.I.D. generally). This is an opportunity to EA.I.D. colleague, advice about planning and implementation strategies, i.e., how to tackle a sirdevelopment problem, key design factors, factors pertinent to management and to evaluation itsThere may be no clear lessons. Don't stretch the findings by presenting vague generalizations ineffort to suggest broadly applicable lessons. If items 3-4 above are succinctly covered, the reader (derive pertinent lessons. On the other hand, don't hold back clear lessons even when these may se,trite or naive. Address: 

Proiect Desien Implications. Findings/conclusions about this activity that bear on the desior management of other similar a.'tivities and their assumptions. 

Broad action implications. Elements which suggest action beyond the activity evaluateiand which need to be considered in designing similar activities in other contexts (e.g.,policy requirements, factors in the country that were particularly constraining or
supportive). 

NOTE: The above outline is identical to the outline recommended for the Executive Summary of tfull evaluation report. At the discretion of the Mission or Office, the latter can be copie, 
K. ATTACHMENTS: Always attach a copy of the full evaluation report. A.I.D. assumes that tdbibliography of the full report will include all items considered relevant to the evaluation by the Missicor Office. NOTE: if the Mission or Office has prepared documents that (1) comment in detail on tffull report or (2) go into greater detail on matters requiring future A.I.D. action, these can be attacheto the A.I.D. Evaluation Summary form or submitted separately via memoranda or cables. 
L. COMMENTS BY MISSION. AIDIW AND BORROWER/GRANTEE: This section summarizethe comments of the Mission, AID/W Office, and the borrower/grantee on the full evaluation report. Ishould enable the reader to understand their respective views about the usefulness and quality of thevaluation, and why any recommendations may have been rejected. It can cover the following: 

- To what extent does the evaluation meet the demands of the scope of work? Does theevaluation provide answers to the questions posed? Does it surface unforeseen issues ofpotential interest or concern to the Mission or Office? 

- Did the evaluators spend sufficient time in ihe field to fully understand the activity, its impactsand the problems encountered in managing the activity? 
- Did any of the evaluators show particular biases which staff believe affected the findings?Avoid ad hominem di.t-ussions but cite objective evidence such as data overlooked, gaps ininterviews, statements suggesting a lack of objectivity, weaknesses in data underlying principleconclusions and recommendations. 

- Did the evaluation employ innovative methods which would be applicable and useful inevaluating other projects known to the Mission or Office? Note the development of proxymeasures of impact or benefit; efforts to construct baseline data; techniques that wereparticularly effective in isolating the effects of the activity from other concurrent factors. 
- Do the findings and lessons learned that are cited in the report generally concur with theconclusions reached by A.I.D. staff and well-informed host country officials? Do lowerpriority findings in the evaluation warrant greater emphasis? 
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Program Performance 
Assessment System Guidance 

Introduction 

he Bureau for Latin America and 
theC aribbean is engaged in a 

careful examination of its monitoring, 
evaluation and reporting (M/E/R) func-
tions. This appraisal draws on a long 
term Bureau commitment to evalu-
ation, and extends that commitment to 
program-level assessment to measure 
results. 
It has become increasingly important 

to: Ctheir 
oand focus resources 

for impact on key developmens 

poblems; 

Better measure and report pro: 

gram-level progress and impact; 

and 


* Use this information to improve 

(PPAS!
?ram erformance assessment system 

What isPPAS? - astrategic systems 
approach based on building an objec
tive tree. Itis planning for measurabil
ity. The system encompasses (1) 
strategic planning, by identifying pro
gram-level strategic objectives using 
an objective tree methodology, and (2) 
program assessment through, the 
identification of performance indicators 
(the means of verification). The build
ing blocks are program outputs and 

respective indicators for measur
ing progress towards strategic objec
tive achievement. This strategic 
systems approach has the following 
characteristics whereby it can help a 
Mission to: 

• Focus its strategy and concentrate 
its resources on key country de

program performance. velopment problems;Wit h declining resources and in-veomnprbmsreso and 
creased outside interest and oversight project assistance (NPA), and 

declningrces n- Demonstrate how projects, non

(Congress, 0MB, GAO, IG,and State)prjcasiane(P)adOM , G(Con res , O, I , a d Stte)policies relate to a program strat
of our programs, we need to assess es tt
 
and understand our successes and fail- • Place the emphasis on results;
 
ures, and also report them for external and
 
review and understanding.

To systematically enhance our learn- • Assess and report on its program.
 

ing and reporting, we are implementing
 
a strategic systems approach to pro
gram planning and assessment, a pro



Background PRISM
 
Establishing and focusing on objec-

tives is not new to the LAC Bureau. 
Previously the Bureau had a system of 
managing by objectives (MBO). The 
PPAS builds on the Bureau's MBO ex-
penence. The MBO system had defi-
ciencies: objectives were defined at the 
Bureau level, objectives were not built 
on a strategic plan or vision, there was 
no attempt to focus resources, the em-
phasis was on capturing data, and 
there was not always a linkage be-
tween the USAID program activities 
and Bureau objectives, 
The PPAS is a more bottom up ap-

proach. Missions establish their own 
respective objectives and indicators of 
measurement to address the Bureau's 
broader objectives; i.e., objectives and 
indicators are country specific. The 
country specific objectives are based 
on a strategic plan or vision for the 
USAID's program. The PPAS calls for 
focusing resources on key country de-
velopment problems and the emphasis 
is on tying results to objectives. The 
PPAS provides for linkage between the 
Bureau objectives and sub-objectives, 
USAID strategic objectives, and USAID 
program activities, 
In 1988-1989, the Africa Bureau, with 

Management Systems International 
(MSI) assistance, developed an objec-
tive tree methodology for program-level 
assessment. With the increasing inter-
est from Congress and others outside 
the Agency, the LAC Bureau embarked 
on implementing a system for program-
level assessment with MSI technical 
assistance. In 1990 CDIE/MSI teams 
began providing assistance to LAC 
Missions in identifying program strete
gic objectives and indicators. 

In April, 1991 the Administrator ap
proved PPC/CDIE's proposed Agency
wide Program Performance 
Information System for Strategic Man
agement (PRISM). The objective of 
PRISM is to strengthen operational
level performance information systems 
to provide better information on pro
gram results for more informed man
agement decision-making. It will be a 
system for agency-wide program per
formance monitoring. PRISM is ex
pected to indicate, at the Agency level, 
whether desired results are occurring 
and whether program outcomes are 
basically on track. 
PRiSM works in concert with and is 

based on the program performance as
sessment systems of the regional bu
reaus. It is designed to meet the 
decision-making needs of senior ex
ecutives from performance information 
reported by the missions. Based on 
mission reported objectives and indica
tors, PRISM will initially select about 10 
to 15 performance indicators for ap
proximately four to six key strategic 
objectives. These objectives and indi
cators will reflect the Agency's program
world-wide. 

In addition, CDIE, in its PRISM pro
gram, will continue to work closely with 
the Bureaus in providing technical as
sistance to the field. This will include 
developmEit and implementation of 
mission strategic plans, information 
systems and program assessments in 
accordance with each Bureau's system
for program performance assessment. 
The LAC Bureau program performance 
system is the PPAS. 
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Components of the 
PPAS 
The PPAS comprises acycle of plan

ning, monitordn and evaluation, analy
sis, reporting, management
d c sion-making based on results, now 
planing, afld etc.- the cycle begins 
again. 

PPAS COMPONENTS 

Sbp 6aSbUo2e 

Mauarw W"~O we. ro 

Ddma mmPsbnxkzr v4l a PPS Pion 

PPAS CYCLE 

&SO #JWN IWn" & E~kWM : 
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Stage One -- Bureau Planning: The Evaluation Of Stable, 
Democratic Societies. 

As indicted above, the LAC Bureau 
establishes Bureau-level program ob-
jectives and sub-objectives that pro-
vide a framework within which missions 
plan their development programs. 

hase LAC Bureau objectives and sub-
objectives are as follows: 

I. Achievement Of Broadly-based,
Sustainable Economic Growth 
a. Adoption of and continued aier-

ence to economic policies that promote
investment, productive employment
and export-led economic diversifica-
tion. 
b. A vigorous response by the private 

sector to a favorable policy environ-
ment. 
c. Accelerated opportunities for in-

creased participation in the economy
by the disadvantaged.
d. Preservatlon and sustainable use 

of the natural resource base. 

ll. The Evolution Of Stable, 
Democratic Societies 
a. Strengthening of competent civil

ian government institutions that will 
merit the confidence of political and 
military leaders, citizens and investors. 
b. Pluralism, tolerance of opposing

views and support for democratic val-
ues on the part of nongovernmental
bodies, including the press, community
organizations, labor unions and busi-
ness associations. 

Ill. International Cooperation In 
AddressingSpecificChallenges To 
The Attainment Of Broadly-based,
Sustainable Economic Growth And 

a. Formulation and implementation if 
United States Government strategies 
for dealing with issues of particular con
cern, such as the productioh, trafficking 
and consumption of drugs, terrorism 
and environmental degradation. 
b. Support United States foreign pol

icy initiatives that can benefit from 
A.I.D.'s resources and expertise, such 
as the international observation of elec
tions, the resettlement of displaced per
sons, and relief from natural and 
man-made disasters and epidemics.
Often the Bureau's objectives and 

sub-objectives are also the mission's 
program goals and sub-gnals, but not 
nece.& irily. Missions may choose to 
formulate their own program goals and 
sub-goals, depending on how high alevel their objectives reach and how 
close to achieving the Bureau's objec
tives. Should a Mission choose to de
velop its own program goal and/or
sub-goals, the Mission's program goals 
and strategic objectives should be di
rectly related to the Bureau's objec
tives. 

Stage Two - Mission Planning: 

A.Identifylng strategic objectives
and erformance Indicators: 
Within the framework of Bureau objec

tives, the USAID develops a Program
Objectives Document (POD) consist
ing of strategic objectives and program 
outcomes that are focused and con
centrated on selected development
problems of the country. Missions are 
encouraged to develop strategic objec
tives that cover afive to seven yeartime
frame, in consultation with appropriate
representatives from the country. In 
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______ 

Objective Trees to Assist in
 
Identifying Strategic
 

Objectives
 

,w 	 Graphic display of causes and results. 

w 	 Identifies necessary and sufficient elements to 
produce results. 

or 	 Identifies key management Why? 

questions. What 
else? 

_____How? 

~ 	 Strategic
Objective

F°m "°I 1 	 'm
_1r 	 1°

_ 

Program 	 [Program 

_ 

IPro gram 
Output 	 Output Output 

Sub-Progrmm 	 Sub-Progm Sub-Progrm Mub-ProramOWu 	 toutput Ott Output 
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the initial stages of developing program
objectives, until the objective tree 
methodology is fully understood by the 
staff, missions are also encouraged to 
invite Bureau, CDIE and/or consultant 
review and expertise. The methodol-
ogy, when appropriately app;ied, is 
conceptually rigorous, apolitical, and 
exacting of what is and is not strategic.
An external eye tends to improve appli
cation of the methodology. (The objec-
tive tree methodology is discussed in 
more detail ina later section.)
Part of this second stage and of the 

objective tree methodology is to de-
velop performance indicators to meas-
ure achievement of the mission's 
strategic objectives. Each objective 
may have one or several indicators. 
The number of indicators is dependent 
on the number needed to give an accu-
rate indication of whether the objective 
was or was not achieved. Indicators 
must measure performance and be di-
rectly linked to achievement of the ob-
jective it is measuring. An aid to 
establishing strategic objectives and 
performance indicators is the develop-
ment of program outputs and their re-
spective indicators of measurement. 
These program outputs are essentially
building blocks that lead to achieve-
mer!of each strategic objective. They 
are concrete, near-term results of 
USAID activities that are most likely to 
contribute to the achievement of astra-
tegic objective. The program output 

indicators measure progress made 
against the expected program out
comes. Theoretically, achievement of 
the program outputs for each objective
will result in achievement of the strate
gic objective.
The following graphic depicts the role 

of the objective tree in developing stra
tegic objectives and program outputs: 

B. Trackingprogram performance:
Also, inthis second stage, the mission 

is expected to develop a system for 
tracking performance, a program per
formance assessment plan (PPAP). 
The PPAP provides the framework for 
identifying, collecting and analyzing
data to measure program-level impact.
I is based on the mission's strategic 
objectives and performance indicators, 
and, therefore, should be carried out 
only after the mission has established 
its objectives and indicators. Though
this plan need not be shared with 
A.I.D./W, itis highly recommended that 
missions complete such a plan for the 
following reasons: 

• To guide information systems de
velopment

*To create a management tool for 
coordinating Mission Program As
sessments 

eTo contain information system de
velopment costs 

eTo determine how impact will be 
measured 

* To determine information sources 

Suggested Framework for Tracking Program Performance 

Data Institutional Baseline 
Strategir Performance Coledion Data Data-Start Target-End Actioni 
Obiective Indicator(s) Methodo.oy Source Date Date Office Comments 
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*To identify information gaps
*To assign responsibility for meas-

uring impact 

Stage Three -- Monitoring 

and Evaluation: 


In doing a program performance as-
sessment plan (PPAP), responsibility
for data collection isdesignated to the 
appropriate officers in the mission. 
Most of the staff make a contribution 
towards measuring impact. If multiple
divisions within the mission share the 
same strategic objective, it becomes 
even more impcrtant to designate re
sponsibility. The mission evaluation of-
ficer can coordinate and provide
oversight to mission data collection to 
ensure obtainingin conformancetimely and with theinformation relevant 
PPAP. 
Once the PPAP is completed and in-
formationsystems developed tod in-

formation systems developed to col-
develop information systemstomonitor

deveop nfomatinsstes tomontorand assess the progress and impact of 
its program. Program-level monitoring
and assessment may be the result of 
multiple evaluative exercises, such as 
project, NPA and PL 480 program
evaluations, and baseline, linkage and 
other types of 5pecial studies. 
For purposes of measuring program-

level performance or impact, it contin-
ues to be important to ensure that each 
project, NPA, and PL 480 program 
have well articulated minitoring and 
evaluation (M&E) plans that are imple-
mented. These activities contribute to 
achieving the mission's strategic objec-
tive and, therefore, can also contribute 
to measuring achievement of the stra

tegic objective, in so far that itdoes so 
at a more macro level of achievement. 
Each M&E plan should outline how the 
project or program is linked to achiev
ing a strategic objective(s) and how it 
will measure progress towards achiev
ing the broader program-level strategic
objective(s). Aseparate guidance will 
be forthcoming on the development ofproject, NPA, and program-level moni
toring and evaluation plans. 

Stage Four - USA ID 

Analysis,Management
Decisionsand Reporting: 

Inthis stage the information collected 
by this s a yzean used 
by the mission isanalyzed and used by
theimission aking n ee oecisions and ininascertaining whether or 
not the program-level strategic objec
tives are being achieved. The missions 
may wish to structure a formal review
of outcomes, findings, and results dur
ing its semi-annual project/NPA re
views or find sone other occasion tofocus on information generated. Infor
matiocn, once analyzed and reviewed 
should lead to improved decision-mak
s h iected dew roject
ing, which is reflected in new project
designs or extensions, project imple
mentation, action plans and program 
objective documents. 

Progress and impact is also reporteJ 
to Al DaW. The reportin is a partof the 
action plan that the mission submits 
annually to AID/W. Table 1 is the re
porting form to be used by each mission 
to report the prress and impact made 
towards achievin each of the mis
sion's strategic objectives. 
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Table IA: MONITORING THE ACHIEVEMENT OF STRATEGIC OBJECTIVES 

Country: 

LAC Bureau Objective and/or Sub-Objective: 

Mission Strategic Objective: 

:Perforance .1 :Base-line 

] :Indicator: UnitData 
... . ..... . ...one 

Target 

value::. 

. 

date 

Current Year 

ua 

1991 

e 

T992Target 

Source 

LAC loole 1A M~onitoring A&heiverment 



Table iB: MONITORING THE ACHIEVEMENT OF PROGRAM OUTPUTS 

Country: 

LAC Bureau Objective and/or Sub-Objective: 

Mission Strategic Objective: 

Program Output: 

rga... Base-ne . .. Target . Current Year 1991 1992 Target 

..... . ... ...... .. ... . l. te value date. ::va ..{. 
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Stage Five - Bureau/CDIE 

analysis and Reporting: 


Once the information on progress and 
results is reported in action plans to 
AID/W, on diskette as well as in hard 
copy, the Bureau and CDIE will use the 
data to analyze programming trends in 
common areas of endeavor. Because 
each mission selects its own perform-
ance indicators, some of which rr .y not 
be entirely quantifiable, the data annot 
be simply aggregated. We expect,
however, to be able to group similar 
data and thus be able to report on the 
status of our A.I.D. development pro-
grams. Trend analysis will be possible 
as well as the development of case 
studies. 
The reporting point for the missions is 

the Bureau through the reporting for-
mat designed for the action plan. The 
Bureau will share the data with CDIE 
for their own use. From the analyzed
data, the Bureau and Agency will be in 
a better position to make improved in-
ternal management decisions and to 
report to external interests the accom-
plishments of our program. 

Stage Six- Management
 
Decisions:
 

In this sixth stage, the information re
ceived from the field has been analyzed
and is used to improve decision-mak
ing at all levels of the Age ncy. CDIE 
will use the data to report directly to the 
Administrator and to the public on the 
results of our AID programs inthe field. 
The Agency policy office will also use 
the information to enhance agency
wide policy formulation, program plan
ning and budgeting. 
Bureaus will have their own purposes

for using the information to improve
similar functions at the Bureau level. 
The information, used as feedback, will 
then influence the LAC Bureau's plan
ning and programming. The Bureau, at 
this time, does not intend to use the 
information on mission program per
formance to make resource allocation 
decisions. Use of mission information 
for Bureau and Agency decision-mak
ing essentially leads us back to the first 
stage of the program assessment cycle 
- ureau planning. 
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BuildingAn Buildinga Tree Is a Process: 

Objective Tree h pfeona stf of e for ipeis responsib e, collectively, 
menting the mission's program. Active

As shown In the folJowing graph, an and equal participation In program
objective tree methodology is to build a planning tends to elict staff "buy-n"
ptogram with linkages between every and commitment to the goals and 
level that lead to accomplishing pro- broader strategic objectives of the misgram-level objectives. Each level con- sion's program. Unless there is mutual 
tributes directly to the next level. understanding of what the broader pro

gram-level objectives mean and how 
they were derived, there will be less 
efficiency and, therefore, productivity in 

USAID Hierarchy of Objectives 
LAC Bumu Orbisoh"sMSA10 

USAID in" (acflvo"d) 

NOT ALL OF AUSAJOS WORK WILL NECESSARLY FIT NEATLY. 

DOWT FORCE ITI 
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achieving the mission's program-level 
oFb tafw riiptontke im.n 

Is often fiult. Personal obecns 

and varying points of view are aired,
heard and negotiated until there is, for 
the most pait, buy-In. Staff are more 
likely to pull in the same direction,
speak the same language, and work 
more collabortively when a process of 
inclusive participatory planning has 
taken plac. Outside. neutrJ fadlita-
tion may be helpful. 
Because planning is cyclical, missions 

may want to build in periodic planning
exercises on a routine basis. Without 
continued review and adjustment,
plans (objectives and Indicators) be
come stale and no longer functional.With today's pace of change in the 
environment, this is more true than ever 
before. Information generated by the 
system for program-evel assessment 
should facilitate a continued, pedodic
sharpening and focussing of the mis
sion's strategic objectives over time. 

Identifying Strategic 
Objectives: 

A strategic objective is the result of a 
process rather than an action towards 
an end result. A strategic objective:

"Is within the manageable interest 
of the USAID 

"Results in a high level acxomplish-
ment associated with USAID ac-
tion 

"FoAses on results versus action 
oIs a worthy development under-

taking 
SLeads to impact in the medium 
term that Is measurable and which 
can be reported on 

Program Monitoring System 

Identification of Indicators to Measure 
Impact (Success) at Strategic Objective and 
Program Objectives Levels 

0 

-

Apq 

The emphasis Is on whether the 
USAID can significantly effect 
achievement of the objective, and on 
the measurability of that which is 
achieved. If the objective, as stated,
does not depict an end state and is not 
measurable as sated, itIs not a strate
gic objective as defined by the objective 
tree methodology. 
Justfiation for the selection of each 

strategic objective should be In terms 
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of the criteria for the decision. Appro-
priate criteria may include some or all 
of the following: 

Itis critical to the long-term growth
and stability of the economy and 
society;

* Itwill make a greater contribution 
to Bureau goals than alternative 
investments; 

"An opportunity exists for A.I.D. re-
sources and assistance to have a 
si9nificant program-level impact in 
this area; 

* A.I.D. has a comparative advan-
tage in the area, or is providing
critical assistance not offered by
another donor; 

"The host government is suppor-
tive and policies are conducive to 
change, or key policy change is 
the focus of the intervention; 

"	The U.S. has an overriding foreign
policy interest inproviding support 
to this area;

"	The opportunity exists to leverage
substantial resources from the 
government, private sector, or 
other donors insupport of this ob-
jective; 
. t supports initiatives promoting re-

gional cooperation; and 
" tsupports activities of the EAI 

dealing with policy reform, invest-
ment, environment, trade, and 
debt restructuring. 

Criteria For Selecting Objectives: 
"Should be short precise state. 
ments of the Impacts being
sought, rather than a detailed de-
scription of the means through
which results will be achieved; 
"Should be the most significant
results in a program area for 
which an operating unit is willing
and able to be held accountable; 

* Should represent significantIm
provements in the well-being of 
people and/or the sustained per
formance of an economy or gov
eminent; 

* Should be pursued through clear 
program strategies (a coherent 
program of projects, non-project
assistance, policy dialogue, and 
other interventions; 

oShould be within an operating
unit's manageable Inierest; 

oShould be amenable to substan
tal progressIn the medium (5 
to 7year) term; 

9	Should result from the achieve
ment of one or more shorter term 
(2 to 5 year) program outcomes; 

* Should reflect Agency and Bu
reau prioritiesin the context of 
country-specific opportunities;

9Should represent the most pro
ductive investment of A.I.D. re
sources given country conditions,
U.S. capabilities and interests, 
and the activities of other donors; 
and 

oShould be defined and pur.ued
consistentlyacross country set
tings to the extent possible.

0 
Examples of strategic objectives

might include: 
Farm income on small and medium 
farms from selected commodities in

creased by 20% by 1997 
Increased exercise of individual 
rights, responsibilities and repre
sentation by 1995 
Increased civic participation, and 
In reese ntatio n mnt 
lawful, representative government
by 1997. 
Non-traditional exports increased by
15% by 1996 
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Improved sustainable use of biologi-
cal resources in the Highland areas 
by 1997 
Increased use, effectiveness, and 
sustainability of family planning and 
MCH services by 1995 

Developing Program Outputs: 

The identification of strategic objec-tie oentifation oparallecoentigtives operates parallel to identifyingprogram outputs, which are the building 
locks to achieving the strategic objec-tives. Program outputs are: 

Toe.Por e, teutsoutpu aachievement 
* Those concrete, near-term results 

of USAID activities that are most 
likely to contrbute to the achieve-
ment of strategic objectives;

* Directly attribuable to USAID ac-
tivities; and*Suitable for monitoring and report- 
ing at regular intervals (usually an-
nually).

The program outputs, that lead to 
achievement of strategic objectives, 
are not a composite of the USAID's 
projects and NPAs. They are, instead, 
a conceptual identification of those dis-
crete areas of activities, carried out by
the USAID, that will collectively lead to 
achievement of the strategic objec-
tive(s).
If, in reviewing the program outputs,

they do not add up to achievement of 
the objective, an adjustment is needed. 
Either (1)the strategic objective needsto be redefined toV,be a natural result of 
the program outputs in their totality, or 
(2) the mission needs to reconsider itspormactivities to determine what 
program
fewer, additional, or different program
activities need to be undertaken to 
achieve the strategic objective. Adjust-

ments are made moving between stra
tegic objective and program outputs
until there is a logical sequence of 
events with a logical conclusion. 

SelectingIndicators: 

To monitor program performance, in
dicators are selected to measure 
achievement of strategic objectives 
and program outputs. At the level of 
strategic objectives, the indicator is anindicator of performance; that is to say,teidctrmaue culahee 
the indicator measures actual achievement or victory and is directly linked to 

of the strategic objective.
Identify what criterium depicts victory if 
the objective is achieved, frame the 
criterium to measure attainmont of the 
victory, and use it .as a performance
indicator. Each strategic objective may
have more than one performance indictr 
cator. 

Crteria For Selecting Program 
Performance Indicators: 

Should represent the most useful 
(relevant, objective, valid) di
mensions for measuring pro-
Should be clearlyand obviously 
lShod be clearan oviously 
articulated in the strategic objec
aticed 
tive; 

. Should provide convincing evi
dence that objectives are being 

9 Should achieved;encompass, whenever*Sol nopsweee 
possible, (gender disaggregated) 
program Impact; and* Should be practical, based on 
data which is already available or
esl banbei otstigeasily obtainable in most settings
and is affordable. 
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Indicators that measure program out-
puts function more as a progress indi-
cator, and is indicative of making 
progress towards achievement of the 
program output, which in turn contrib-utes to achievement of the strategichieutes emento a of he trat gic1997 
objective. This relationship isdepicted
below: 
In the selection of the two types of 

indicators, quantity, to the extent possi-
ble, the amount of change expected 
over a specific period of time. Specify,
also, if a particular segment of society 
is targeted. Therefore, quantify, focus 
and determine the timing of each indi
cator. 
Secondly, in selecting each indicator, 

consider how the data will be gathered,
by whom, and how often. Ater these 
considerations, is the indicator still a 
good measure of achievement or pro
gress? Finally, plan the data flow. 
Who willget the data, inwhat form, how 
often andfor what purpose? 

Examples of performance indicators 
are the following: 

as a percent of
Increased exports 
GDP by 1997 

agricul-Increase in non-traditional 
tural exports as apercentage of total 
exports by 1996 
Decreased public sector current ex-
penditures as a percent of GDP by
1997 
25% increase in voting rights exer-
cised by eligible electorate by 1995 

15% increase incitizen perception of 
improved due process under the law 
by 1997 

Legally established hectares of pro
tected areas increased by 20% by
1996 

Contraceptive prevalence rate increased from 27% in1991 to 32% in(disaggregated for urban/rural 
couples)
 

Decrease in infant mortality from 
71.4/1000 in 1991 to 66/1000 in 1997 

10% increase inaverage promotion
 
rate of pnmary schools (disaggre
gated by gender) by 1995 

Examples of program outputindica
tors are the following: 

25% decrease in number of pre-trial
detentions by 1994 

Mert promotion and selection of ju
dicial employees by 1997 
Increase in tax revenues as percent
of GDP by.......%by 1996
 

Increased ppdvate investment as percent of GD b:y .. % by 1997 

15% increase indomestic savings by1996 

6,000 hectares of land reforested by
1995 
More than 100,000 hectares of forest 
under sustainable management by
1997 

Increase from 24% in 1989 to 50% 
use of ORT in children under five 
years by 1995 
Reported incidence of diarrheal dis
ease decreased in children under 
five years from 350,000 per year to
270,000 per year by 1994 
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P m_______ 

Tracionally USAID's have, for the 
ost ltaged projects and pro-grmat parLmanaged speicd~s iid 

Withthera dvenof ithnegic bjetiveos, 

* Partidpate in Identifying perform
ance and program ou Inda
tora; and 

* Report on the status and Impact of 
strategic objectives.M*,nagement of the program to 

,rNeve dearly defined and measur
respons alety for achievement ofech Pble results, when shared by multiple

bnoffices,often rfriresgreaerattentocuonres greater otentinobjective Is often mutuadly shared by to wicomn 
several offices within a rnssion. Ithas 
become, therefore, incroasingly more 
important for each person within the 
mission to know, understand and a--
cept responsibility for their contribution 
to the achievement of a commonly
shared strategic objective 

Foreach memberof the staff to accept 
responsibility with commitment, itis im-
portant that each: 

*Participate inidentifying and moni-
toring strategic objectives and pro-
gram outputs; 

commurilation and coordnation 
among offks. PAssions may need to 
ensure that either forma or Informal 
arrangements are made to encourage 
and support increased communication 
and coordination. To facilitate latera! 
relaions, the son may plan special 
committees, monthly jont staff meet

gs, brown bag lunches. jointly pre
pared status reports to the mission 
director, or other similar types of ar

rnation ta s ensure that 

SOME STRATEGIC OBJECTIVES WILL FIT CLOSELY WITH 
OFFICES -OTHERS WILL CUT ACROSS BOUNDARIES 

IZ 

SMRTEGIC 
O13JECTIVE 

ONE MULTIPLE ONE 
OFFICE 16 OFFICES OFFICE 


