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: _ The attached document is a report on the exchanges of
views which took place-underfthe'auspices of the Development
Assistancé-Committee.(DAC) of the OECD between aid evaluation .
experts at Amsterdam on 27th, 28th and 29th June. It has been
~ prepared by the OECD,Secretariat. The document comprises:

1. .. An introduction summarising the discussions of the
experts on defining the evaluation framework, problems of

method in aid evaluation, procedures for evaluating the social
and .institutional effeCts.of'aid,'the_organisation.of_evaluation
by aid agenciles, participation by developing countries in ' ‘
‘evaluation work; BT : : :

o, An annex: on thejorganisation of evaluation in the various
agencies responsible for development assistance (Annex I); 3

3, Two annexes givingjihe'documentation used as a basis for
,disgussion'at the Amsterdam meeting of experts (Annexes 11 and -
IIT}s - e : T S ,

':4.__-'_TheniiSt of partigipaﬁts,ét the meeting of experts,, o
L The 1973 meeting on aid_evaluafian held in Amsterdam was .
the follow-up to a meeting on the same subject held at Wassenaar -

D in 1970.. These two meetings of experts under DAC auspices were

:ﬂh'- - made possible thanks to the invitation of the Government of the o

S -Netherlands.' ‘ : S e

wy.- .  mhe opinions expressed in this document do no% commit
the Member_Governments_of_the'OECD.' R :
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I. INTRODUCTION

1. - The contribution -made by aid to the process of develop-
ment is a highly elusive factor, which needs constant re-
" examination and re-assessment, ~Both the donors of aid and
the recipients recognige this, and in recent years, they have -
 shown a growing interest in seeking systematic methods whereby = -~
- ' ald programmes’ and aidnfinanced'projects*canibe“analySedﬂand Lo
~ their effectiveness evaluated. To U e e e e A S

LV 2. - The essential purpose of undertaking an evaluation of
an aid activity is not to re-write history but to improve aid
- operations ii . future. By examining the contribution that
. Bu aid~supported project or programmeé has made to the develop-—
. ment targets of the country concerned, both the aid donor”and
. the recipient should be better able in the fubure to make the
appropriate choices among: alternative development possibilities.
‘Indeed, some people feel that the very calling. into question
of past development choices is:so valuable an exercise as to -
. constitute; of itself, -one of the principal purposesg of. . .. -
evaluation. —According to this view, project selection is.
_Jjust'as”impdrtant"as?proje¢t{design.or_prdjectrappﬁaisal:ﬂfi
: Finally;;evaluatidn”offersrbothﬂdanorsfand*recipiéﬁtSane,ff
-of the ¢learest ways of identifying the constraints to the . _
effectiveness of aid and of development activities generally, -

‘that would otherwise Tong -remain unrecogniséd.

special interest to the Development Assistence Committee of the
_OECD.  This Committee (the DAC) is a forum where the Member
- countries of the.OECD, who are donors of aid’, - meet togebther.
with a view to securing an expansion -of the tobal aid resources
0.be made available to dsveloping countries, and to improving

3. The evaluation of development assistance is a subject of -

the appropriateness and quality of the:ald provided, - -
Evaluation can be a most valuable tool for improving the
‘effectiveness of the aid effort. . The DAC has, accordiangly,
made work on evaluabtion an important aspect of its overall
concern to enhance the quality of aid and make it more .
responsive to changing needs and experiences: . .

=P 4y .. As!part-of This work, the DAC -in October 1970, at the -
|~ invitation of the Government -of the Netherlands, organised a -
., B=day. seminar on-évaluation, at Wassenaar, near The Hague. -

“The purpose was .to examine gome -of the more important problems.
-involved;in;evaluating,developmentAaSSistgan,Abqthﬁproblema; :

- of method and of .organisation. - Specifieslly, the Seminsr

F\,;

congidered the problem of evaluating the results of an-—-aid -
activity (as distinct from its implementatiop), the various
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- methodolegies that might be used and the relevance of

- evaluation Tesults to overall aid policies. It devoted
‘particular attention to the special problem of evaluating .
technical assistance projects and to the practical gquestion of

" the most appropriate organisation of evaluation work. - It also -

- ‘considered. the operational problem of how to ensure that
. ~ evaluation results are effectively utilised in order to be
Z taken into account in the framing of future aid policies and

H approaches(l);

5. . In'%he relatively short periéd that has elapsed since

[

E

 the Wassenear Seminar, bthe whole concept of evaluation has become’

“much more widely accepted, and the approach to it much more
~-institubionalised and systematic. One striking sign of this

- is the large number of aid agencies who have now set up special

o anits with evaluation responsibilities. Whereas evaluation
7 " studies used to be undertaken ad hoc, by a variety of bodies -
and’ for-a variety of purposes, they are now often congidered
an integral element in the agenéy's approach to its task.

The .purposes. sought by an evaluation study have become much’

more precise and more directly related to -special aid problems.. -

4id 'agencies may be concerned with improving their project

- menagement, with questioning their criteria for the allocation.

- of resources or with uncertalnty about their approach ‘to
| development in particular sectors or circumstances.
in short, has become much more functional.

6. 7 Undoubtedly, the growing importence atbtaching to
evaluation work has been due very largely to a gathering seénse
of disappointment with the resulbs of aid and to the realisation

- that the problems to be solved and the means to be used to -
promote development are becoming increasingly complex.. The

~ experience of the .past, therefore, an analysis of past successes

- and setbacks, seemed to offer a valuable source of information
_ forfthe_future. : . S - x e

-3 7. . The DAC, wishing to examine how the role and tédhniques-j 

of evaluation had evolved since the subject had been digcussged

.at Vasgenaar in 1970, held a follow-up seminar in Amsterdam in *
June 1973, again at the invitation of the Netherlands ‘Government.

Some, 35 people participated in .the three days' meeting, drawn

' primarily from donor. aid agencies and multilateral organisations, .
-together with some representatives from developing countries(2). N

- All the participants. were officials directly involved in
eValuaﬁlpn_work;in-their respective services. .- S
. i | R | S 11;;(.

(1) For the results of the discussions at the Wassenaar '

_Semina;, see “Evaluating-Development Assistance”, OECD, 19715:

(2) A 1ist of the participants is given in Anmnex IV,

‘Evaluation,

e

o



—> 3. The subject of the Seminar was divided info three ... - -
sessions: presentation of a nﬂﬂber'bf'évaluatié“”Césé;stu&ies;
' the”organisationﬁand*management,ofmaﬁaluation;g¢and future . .
' 4possibilities;of;co~ordinating,evalﬂafiongoperations,g Four.
caseéstudiaSywere,presenﬂed-ﬁa;illustrate_the@aims, nethods,
: prOblems%andgresultstofrvariou@;categoriesaof.evaluatipn.- Mo
- . of These were,examples'Qfﬁevaluatiensﬁon a 1argg,scale=—;tha
" World Bank's. evaluation of all its operations in Colombia(l). .
and U.S. AID's evaluation on a world-wide scale of ibs "Food
1_1-qfOnfPeace;Programme?(E).,."ThehotherthO,studieswereof.ruxal
developnent projects.. - Oue,;prgsemﬁedahy‘Fraﬁcégyéoncernegsaﬁ
prﬁjeCtiin;theacocoa—produéingareaiin'%he'Spﬁxhgcamerounng . _
_ (ZonesnddAotions:Prioritaires,intégrées;QU;ZAEI)(§)qn1The other,
~ .presented: jointly by the Swedish Aid Agency (SIDA) -and the . .
'"Ethiopian,management;bfxiheﬁ-Eﬂﬁectq concerned a multi-purpose
pilot operation in Ethiopla ?the Chilalo Agricuvltural "o - =
' Development_Perect-or“GADU)'4).< - - o

B _ re¢ei&éd from aid agencies o a quesﬁieﬁnaire;prepared~by'tbe\T
_ 1_@? Secretariat;of:the DAC'regarding~their~respective;evaluatidnk

9"TI:“Inta&ditidﬂ;i%h$ Sémiﬁﬁf;ﬁ§dfbéf§ré‘themﬁthéiréplies '(

: ;'“.;10.,?q;The;paragraghs which: £ollow give.a very ‘brief summary-oi_'
' ;.the;principal ppintsgregarding“evaluaticnﬂmetho@ology'and: e
- organisation to emerge from:the -discussions in Amsterdam. --. They '
- are -intended primarily to seTVe a5 an introduction to some.of -
 %he material prepared forathe*Seminarfwhigh is-included in this - -
‘document in Annexes I and II. - e e e

(1) ™iordd Bahk”cpefatiaﬁsfin"sgiombiaﬁf,“gﬁfevaluatigﬁv;.""
S May, 1972;;_;Genfid@ﬁtial;report;,;;'_;f o Lo

ffz)?ﬁFQQdmfotheaqe; ;An;Evaluétign of PI~480 Title I1. . L

-meolumeII:_,A_Gldbal Assessment;of‘the.Program?,'July,;19?2,

Lo (3) "Happort de synthise de la migsion 4'évaluation des Zones.
- ;dtﬂctiqnslPrioritaiyesIntégréqs;@uVGentreeSud_GamexounW, -
-*juin;19?2."SlcrétariatﬁdeﬁataUX-Kffai?es;Etrangérea_:~ s

- r -

Y _ fdf _chargé de la Coopérabion.:

(4);ﬁ¢hilalq Agricﬁifﬁral Eé%élqpﬁénthhit“;-bfpchnﬁé:éaitéé-”
par:la SIDA (Swedish Intaxnational-Development-Agenay),Iu
-"%aster Plan for the Evaluation of CADU", octobre 1972, -

 (5) Given in Amnex I..
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II. - DEFINING THE EVALUATTON. FRAMEVORK

~11.  In planning an éevaluation study, the.first step must be
to- select a framework. for the enquiry as a function of the -
~ particular questions the study is expected to. answer. Thig
- framework may be of various kinds - 2 global framework, a . -
- country framework, a prOJQCt»frameWOrk“or;a}donor%agency~;g'
Cframework,. 0 e T S TR GEeR o

"12;‘“,ﬂThe global frameﬁork:makesiif‘poéSibié to;place“atEOuntry

:longaterm?déveIQPmént;prospects'in perspective, and thence to
assess‘thegcontribution-madeytowards“their'achievement'by.the

~ "aid provided, ' :Bvaluations of this kind, however, are not

common, partly because of their ambitious ‘scope. and partly also

permit valid asséssments.

'because*ofathe'difficulty“gﬁzfipding:sufficignt?overallfdataiﬁo

15. - Evaluations within a country framework provide & surer

- basis for réview, though' 'thége to0 may be very ambitious, if.

-~ they cover the re-assessment of many different aspects of. the
'aid’prOCeSS-infaniVQn:couﬂtry‘cver a lengthy veriod.. The:

World Bank's evaluation study of 20 years of Bank- operations. in -

a

@

! s_‘ '

~Colombia is the outstanding example of evaluation of this btype.

The  study made it possible»toridéntify_the*&eVelopmentjproblems.
specifie to the country concerned, to question the choice of

V:«projecﬁs'finanoed,_to;analyse’the various comstraints to . . .
development (leiﬁidal,!institutional,‘iﬂdustrial,»for_example),;

and to arrive at a better understanding of the interdependent

relationships between sectorsfand~betweenaprojects.i-xThe>W0rldg

Bank study. was concerned solely with its own activities in

‘Colombia. The country framework could, however,-be:especiallj7.~"
- useful if several donors werévto'cdaoperate-in:evaluating the '

total foreign aid received by a particular country.: . -

14. - There are, however, certain difficulties in using the
country framework for aid evaluation. Firstly, it might be
politically delicate as far as the government of the host -

ecountry is concerned. Secondly, it would probably involve

- concentraving: the evaluation resources of the aid agency on..

the-evaluation of a single ceuntry. Thirdly, it might tend to

. encourage an overall look at .all the projects financed instead

- of an in~depth analysis of particular activities of major
importance.  Finally, and most important of all, it implies a

tendency to ighnore all other resources of investment in the -

country, other than those contributed by the aid ageney .

- concerned. T e T

15. - One advantage of the project framework (the_ZAPI Project

in the Cameroon and the CADU Project in Ethiopia) is that it
differentiates between the "monitoring" function, concerned

- with the carrying-out of plans on schedule and within the

~ budget, and "built~in evaluation, which asks about the effect
‘of the activity while it is in progress, and whether pleans

need to be altered. Both monitoring and evaluation are part -

of the overall responsibility of project management.

& Do
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. 16. . The immediate purpose of svaluation within: the agency = .

. Fremework is to report to the authorities responsible. for -~
financing the aid- activity, on the.use made of’ the funds
allocated to it. - This is wmot, however, necessarily incom-.

~patible with the other.aims of evaluation, v In particulary,:

. ageﬁcyﬁevaluationfcan'prOVide—a“basis-fbr»inter-country‘comg- .
parisons: and a reference'for_ﬂefiningathe'£ramewbrkjfor sub=- - .
sequent- evaluations to be undertaken in depth. " The United
States' evaluation-o£=itS$Féod-for=Peace=Progranne(l)*‘ SR
jllustrates some of the difficulties involved in attempbting an
evaluation“of“QTWidespreadﬁprogramme;-'iThis exercige had been

‘undertaken-in~6rder-to"provide-thé;Uﬁited States:Budgetary -

- Authority with aﬁgdharentvdefeﬂce*ofkaifpequéntlyfcriticised5-;‘

 programme. -Because of the difference between the recipient -
-countries'involved,‘theistudyfineVitablyﬂbecamersdméwhat-"“
impreSSionistic,=in“spite-efién=eff0rt*tcéa3k'comparablé- o
questions, - Nonethelessy thepGValuationidid-result«infqhanges ,
of emphasis on the Programme's priorities. S

| III. SOUE PROBIENS OF NETEODOLOGY -

(1)  Eveluation Oriteria -

B Y -The’choice»of-evalﬁaticn'ciiteriairaigesndelicate'_ A
 problems. One is that the targetsTOf'aidfprOJécts'andAaid-%i‘,~
programmes. are constantly being modified in response to ' :

changing conditions in the”¢ountryﬁconcernea;gwjmh@fﬁyaluator;\__:=
therefore, is faced with a choice, namely, should he take as
his- ¢riteria the goals establiSheésaﬁitheﬁtime'thétproject or
' ‘programme-Wasgfirst:designed, or 8¢ they appear -at the time of -
- the evaluation? - One view is thal as circumstances change,
new targets should be chosenj_réflecting=the?currentiecbnOmic s

.- and social ebjectives:A-evaluationsgiafter=all,jare”intendedW;'

' essentiallyftofenable-aid=agenciQS‘to_reeorientitheirf1‘0;“;*_'

. cdmmitments-in~a_given'countrykﬂﬂﬁthe light of that country's
curreént objectives. ”Thisgimplies,_hdwevér,?that}thefaid‘- o
agency would be aware of the process-Of‘change~whi1e it is -

- actually in progress, bub it is not always easy either to B
fdreseefor]tolassess-theievolutionary forces currently at work
in a-spciety.":Somerevaluatidn_expertsj"therefore,~také the

'_opprihgrvieW'andﬁareiof'theopinidn'that*pfbjeatsfshduldwbé:nﬂil:
evaluated on the basis of the critgriaiChqsdnfaﬁ_th*time the'—'

financing decisions were made.

6.  Another problem in he selection of evalustion

- eribteria is the lack of precision regarding the goals set for
aid projects and programmes. These -goals are often couched. -
in very vague terns, e.g8., "to promobte tHe ‘economic- and social
. develcopment of a given region“..'éSometimesﬁthey-do#hot even
correspond ' to the action, in fact, undertaken (e.g. "to increase
production” whereas the real aim was to_improyE-régional,‘-i;”' o

(1) “Pood for Peace: An evaluation of PL-480Title IT, Volune I:
A global assessment of the program" July 1972.- :Report - -
submitted by the U.S. AID, - " - "Evaluation of Food

for Peace". Sl - S T

e —————————E



balance in Ancome- dlstrlbutlon) - Because 0f this- amblgulty, _
evaluaﬁigns;often +terd- to analyse +the immediate results of pro-
. Jocts mednly in- terms of oubtpub, and fail to.consider what ccn—
~ tribution: the projects mey have made to the broader. goals,
i.e., social, regional and national development. The. ..
' evaluatlon of - the-CADU project provides an illustration of thlS
problen. . There;" the evaluabtors.had to begin by identifying '
. the original. intentions of the sponsors of; the pro;ect flve
'years after the proaect had been launched a2 RERTE

o 19. 7 Evaluatlon should seek to determlne whether the targets
of the particular -aid activity could have been obtained by

- In partlcular, it should try.to find out whether the same R
. objectives could.have ‘been achieved by local efforts, The -
. study by the World Bank of its- operations-in Colombia .concluded -
that.no-significant ‘substitutions had occurred between foreigh .
ald to the public sector and local public-sector savings. . The
evaluation of the U,S. AID Pood for Peace programme took some
account of the local resources that:.could have been substituted
- for this programme; it did not,” however, include also the con-
“Bribution of food aid deliveries in the..form. .of. grants, nor &id
it take into account such secondary results as the Possible o
- impact of the programme on.agricultural productlon and produc-;
- bivity, nutrltlonal standarﬁe, et . e L

(11) : Cheice cf Act1v1t1es to be_ Evaluated f"e'

20, The questlon of what should ‘be eveluated is one- on whlch
there. are: many differen¥ opinions. - .The World Bank eValuatlon '
o unit, for exampley has not reached any definibte view ag.to . -7
- whether it is preferable to- evaluate_past projeets, the .
results of which are clearly -visible, but which had usually
been chosen on ‘the -basis -of. crlterla no longer generally -.
applied, or more recent projects, which are. harder %o appralse
bubt are more typical of .current Bank pollcy. The - tendency, -
'however, is to concentrate on more’ recenu progects._ﬂ;r- .”'"

21, - If the evaluatlon is concerned with the actmvmty of the
-~ aid donor, it has bto be decided how much of the donor's - o
- . operations .are to be. -evaluated and in what degree of. depth. ‘
 The World Bank and .some bilateral donors have evolved a .two- -
fold system consmstlng of regular reporting on- projects by .
the operating departments concerned, followed by 1n—depth -

: evaluatlon of certaln selected progects. < ,

22.;; Ideally, proaects should be programmed in such & way o

" +that the type of information useful for subsequent evaluatlon
could be gathered,. automatically,. by regular reporting, at -

- various stages. throughout, the project's 1mp1ementatlon.f wIn-

" practice; hcwever, -thig tends to impcse a considerable burden..
on both the financial and personnel vesources of the. aid agency
and the management of the project. Those in charge of the~ GKDU
project, for example, found that the data required for aid
evaluation needed o be. much more far-reaching than that
required for project menagement. (The same is likely to be
true of the data required for ex-ante proaect appralsal). s

means other- then-the particular project or programme evaluatlon.‘”*
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Probilép 'of Indigaboms . h e il

- {3ii) . The.
23, _'The?needftofplace'eValuatioﬂs~o£“spe0iTi§<activities'5
into a perspective pf”avsrall'development by country -or by
"aegtor3%rEQuires‘newfmetﬁods'of_anéxyéisa_ A psrbicular -
i'"problemfhéreiiSftQ*tryﬁto=de£iné:strubtural indfcators, which
-_would‘maké*itﬂpossiblelto*follow the progress of the *system"

24, = The problem of indicators is particularly difficult in
; 'thgfdasé“&fhevélﬁating‘projectsjwiﬁhfiﬂstiﬁutipnal?of4590131:-f
*gdglgg%aﬂﬁ"natébly,:technical-agSistahgeVactiVitibsrmﬁﬁltfiS}_"
difficult to express non-economic targets in-quantitatvive-’
 Yerms.. Consequently; it is still more difficult o quantify
" %he- exbent to which these targebs may or may -not have been'
~achieved, IMuch more ‘work needs to be done, therefore; to -
' .£indfSatiéfabtory?indibatdis%ﬁ_*AiB!sisclytibnftOJtﬁis?prbblém
-in-the case of its teéhnibalféséisténceaPTOgrémme;*isﬁfdﬁ1*

¥with¥iﬂbﬁﬁs;ﬁdﬁtputsyand1bbjecﬁiﬁésgisuitabletfor“ana1§$is;?=
exp:esseaiby-meaﬁs}oV-indicators;éstabliShédFExaéhﬁélf?%@therl

aid agenciés simply apply:less formal empirical-methods: for S
evalﬁatipgfthéir;te¢hniqa1“aésistance“activiﬁiés%j Sl

25, ' Por both capital and technical assistance projésts, ome =
element of vital imporbance in the evaluation;mgghodology-ig;
frém'evﬁiuatingfafprojectffivé*yearsgaf%ef“itéfiﬁ@ieﬁeﬁﬁ&ﬁioﬁf-‘

" or twenty years after; - Olearly, therefore, any evaluation . .

- study must make elear, at-the outset, the time< ramé-used in -

‘calculating the project's probable impact.’ S

26.° -"In %heary;athefimpact?dffakprejectfsﬁcﬁld*béiaﬁléﬂﬁo#be,
expressed-in terms 'of a’refefeﬁcé“éituatibn;?i;etfa?siﬁuatian

which?;theoretically, would have existed had the projedt mot-
been implemented.  Sueh a situation, however, is hard to = -
define. szcmétimes4witwiéddéneﬁbywchodéing;testﬁazeaé_nct-=
gnd then'£o11owing the progress of
: ateas,

thithat of thé projéct area.
% "0

‘beginning of a PO

. gtill suitable as
. L Qi - t F re

~xamine each activity in the Sontext of & "logical’ fremework"(),

fhe bime—frame used, - Very different results would be obtained




. s .

Iv. __'EVALU1TING.THE'SOCIAL;ngf;msm;mq$;pmg§ggsﬁﬂq$s OF AID

27« ;. Despite -the progress made in evolving evaluation -
‘techniques, little evaluation is attempted .of the social .con—
sequences of aid. Partly because of political constraints,.
partly because of the poor qualivy, to date of. the evaluation *
instruments, priority. -in -evaluation.has been Jargely given, .
“hitherto, to examining the economic impact. of projects,:even,
-where. the projects themselves contain important social targets.

.28 oo Up: t131d now,- eveluation teams have rarely included . -
- sociologigts,: __ ca evelopmnents in. the
- field have not.produced any functional guidélines with.which:
to: assess- the complexity of social development.. :Sociological |
research-has usually implied in-depth studies which: take a long.
- time: and, are not suited either to the needs of aid agencies .
- seeking results of operational relevance, or. frequently, to -

- The sPyle:of the aid projects themselves. 4As aid activities,

., however, are coming increasingly to.stress such broad develop~
. ment goals as assisting deprived: populations,improving:heaith -

and;education, redistributing . income and even changing ... ....

- btraditionsl.customs; end attitudes, the need: for developing K =~
scientific instruments. for measuring the éffectiveness of aid

- in helping to ‘achieve these goals will clearly become IR
-~ odnereasingly greab. . o o o o s a0 e

o 529,50 Anallied.problem is the evaluation of the. extent to -
. which aid.activities. help to.support institutions.-in the less

- deyeloped, countries. ;- The methods for evaluating the. . . -
"insFitution building! aspect of aid still tend t0 be very:

: kargely, no doubt, because developments in. their -

rough. The United States has.done some work to identify the
salient characteristics of institutions which have proved
. effective in developing countries, and is trying to devise =
- indicabors. for progress which.could be used by its field . .. =
MISSIONSs o ol o e o h hme o enioaodoeloo ol

30. ~ Since the purpgse of undertaking evaluations is, to.
-guide the.ald.agency in its future operational work, it ig. .
- obviously of the greatest importance that.evaluation studiés
- 'be organised in, such a way.bthat their.results will have the .

maximum possible impact on fubure aid policiés.and implement—. - -

- .ation.  One way of achieving this would be to include in =
- the evaluation team some of the local or central personnel =

from the aid agency responsible for implementing the pro- . .

gramme, U.S. AID usually does this. . Other agencies favour -

assoclating with the evaluation team people from outside,-who _
‘nay be better placed to make objective evaluation-of poliecy. -
Too nmuch reliance on outside consultents, can, however, be a =

danger as they are likely .to be unfamiliar with the aid .

agency's policies and the practical problems with which it

has to deal. S ' S - e
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.51: " Whatever the composiﬁion of fhé,evaluaﬁion team,

liowever, the importent thing is the need to establish

" satisfactory institubional links between the persons in the aid

agency responsible for evaluation work and the other services:

of the agency. . In particular, it is desirable that there

"_?5hou}d'be”}inks betweem_t@e"eValuators‘and;-

.__ (i):%hegbifiCials résp9n§ible for allééating aid‘ré56ur§és§

~ proposals; ... . ¢

'iftii)Ithe'éfficiéisvrespOnsiblef&rlappraisal of new pfﬁjeét '

]

_'(iii)“théidfficialsAreSPSnSible for project operations.

' The World Bank's study on Colombia is a good'exaﬁpie of this

“kindbof:liaison.,'-Nottonly;was‘the_final;repqrt the'result_of'

very. thorough discussions with the operational departments, -

but the evaluation division subsequently carried out a = -
systematic follow-up on ‘the actions taken to implement the -
report s recommendations. e e S R

32, One impértent factor in establishing the nécéssary.: .

. working co-operation between the evaluation unit and the rest
. of the aid agency is the locabtion of the evaluabion service in
_“the“agency{s'organisational'hierarchy. Several aid. agencies,

- recognising this,lhaVe'acco:&ingly.located their evaluation- '

- whit at -a. level close to top management, where 1t enjoys a.

 considerable degree of autonomy and is in a position. both to

. .channel its findings as feedback %o the relevent agency - - -
. serviees and to review The use made of it in future policy- .
' fdrmation;and,operatiéﬁs R . S

35.  Tdeally, evaluations should achieve s compromise

Pbetween the independence and objectivity of the judgements

made and the need to get those judgements accepted by the
various perties involved - which means not only the aid agency
but: the recipient goverament. and the local entity responsible

for the activity in gquestion. . Thig implies -cerbain problems

in go far as the composition of the team is concerned. . TFor .

example, .can a rTeport be truly .objective if members of either
the host government .o : the. body responsible for the projeet's .

fresponsible,for.the.bpeﬁationloi'th_ projectfmay.also;diminiShf

objectivity. Outside. consultants probably offer the maximum
chances of objéctivity, but their findings-and recommendabions

are likely to be more difficult to use as feedback into the

egency's regular policy-making and operational machinery. = The
Japanese ald agency is currenbtly trying an interesting _ '
solution to this problem by having 1%s evaluation missions .
headed up by a person from the private sector, an arrangement
which both introduces a judgement external to the customary
attitudes of the agency and facilitates relationships with - -

- Japanege invesbors in The developing countries.

 preparation of the firial report?  Similarly, the inclusion in
‘the evaluation team of officials from the aid agency - '
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 VI.  PARTICIPATION OF THE DEVELOPING COUNTRY IN EVALUATION
-1 e A

34, It is generally recognised that the host country should
itself take part in evaluation of its aid-supported asctivities:
Ideally, it should participate in all the various stages of -
evaluation work (decision to undertake the study, definition
of its purpoése, implementation, preparation’ of comclusions’ _
and recommendations).  Such participation would, in many ways,

. assist the task of the aid donors by making it easier for them

"to keep track of the evolution of development targets and
values 1in the less~developed countries, help to prevent them .
from consolidating obsolete structures, and more generally, -
“bring to evaluation deeper understanding and perspective. -

- 35. + -In practice, however, the participation of developing
countries in-evaluation zctivities has been relatively small,
- partly because of The difficulty of finding the necessary . .
gualified people available at the timé required(l). A more - -
serioug difficulty is that evaluation results are often . - .
critical of the policies of the recipient country.. The World
- Bank's aim in Colombia, for example, had been bo make an - -
assessment of the Bank's contribution to the solution of the

raised such delicate issues as land reform, the economic ~
efficiency of small producers coupared with large enterprises;
government-tax policies, etc. Some donors feel that this
problem might be circumvented by including in the evaliation -
report alternative options and recommendations and making it’
clear that the initiative for decision lay with the government .
concerned. Others favour simply accepting the development
targets of the govermment as given, and coacentrating the

country's development problems. . The final report, gecordingly, ”

‘ achigviﬁg~cf7these.tgrgeﬁs;u_f

evaluation-on *the contribution of the particular project to the

36;* 'ZIn;geﬂeral,*itﬁis:td'be‘hopedjthgﬁ-evaluatidq'w111 ’
increasingly be undertakeén by experts from devéloped and _
 developing countries jointly.  In the last resort, it is the

B

developing counbtries who usually finance most of the cost even

of ‘aid=supported projects, and it is they who must often
execube many-of the recommendations emerging from evaluation

. reports, - It is further +to be hoped that the donors of aid =~
will encourage the developing countries, by means of training -

in evaluation technigues and, possibly; also, by some financial =

assigtance, to undertake evaluations themselves, not only of
_thelr aid-supported projects, bubt -also of the development
projects that they finance out of their own resources.

(1) A good example'of'co—operétibn between the ‘donor and the
host country-in an evaluation study is the evaluation of -

the CADU project in Ethiopia. . -

-
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Informatlon suppllea by ald agencles in “eply to a DAG
guestlonnalre on the organlsatloa o1 thelr evaluatlon WwOork 7‘.'

A US T R A L I A

1. The follow1ng answers relate exclu51vely to Australla s .
proaect a551stance. _

R ;I." LISTING OF EVALUATIONS ACTUALTY PERFORMED

2, To date, no evaluations have been completed " Plans for
- five are being develqped aad w1ll be. carrled out over the next

"[“twelve months._

. kunowledge, carried out evaluabtions of specific Australlan aid

' ;II_ PRESENT ORGANISATION

S, An, aid review sectlon was establlshed two years ago

- within the Aid Branch of the Department of. Foreign Affairs.

‘In general, it is responsible. for appralsal work on gelected
‘major projects, and for the evaluation of projects already
undertaken or completed.  The establishment of this section
consists of three officers although, due to staffing shortages,

R 1s at present manned by only two. _

4; - As noted above, no evaluation of projects has as yetb
been completed, the section having been fully engaged on
appraisal work to date, The intention is to make the fullest
possible use of evaluations in the design, appraisal and

: 1mplementat10n of future nroaecus.

5. | The Research School of Pacmflc Studles in the | 5?'
Australian National University devotes attention to the 1mpact
of aid in developing countries, but has not yet, to our .
projects. . In 1971, the Australian National Uﬁlver51ty organlsed f
a; conference on a1d proaects in Thailend. -

IIT. | FENCTIONING OF THE EVALUATION PROCESS

6. The 1ntenulon is that the ex~-post evaluatlcns to be _
- carried oubt in the future will cover a representative sample of
Australisn paid projects. The nature of these evaluations _
will depend on the characteristics of the project in question.
In some cases, such as road projects, there will be a need for
several studies to be carried outbt at suitable intervals after
- completion of the progect. As to built~in economic evaluation,
our projects do not contain provision for this in a formal
' sense, but a. system exists for periodic technical reporting.
and accountlng during the currency of particular pro*ects.
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7 The eValuat1ons w1ll be carried out by central _
administration personnel with appropriate technical and

_economic training and experience.. In ¢ases where local o
mission persomnnel have appropriate expertise and can be- spared _
from other work, it.is intended to nske use of them for . -
praticular reviews., In addltlon, consultants may be angaged
where necessary. '

_8,, ' Local auxhorltles in reclpleru_oountrles have been o
reguested. to paftloloate in evaluations &5 . & 301nt exercise.
" Their. oo—operat on ig also being sought in plannlng the
- ‘evalvpations in crder to ensure that. they cover pomnts of
Q5pe01al 1ntere5t to tne re01p1ent couﬁtrles.

9. A procedure for the dlssemlnatlon of the reSUlts of
evaluations has not yet been worked out, but the general alm
will be to ensure -that the evaluatlons are ‘available to all-
officers worklng 1n the aid fleld to whom they would be

elevaﬂt. . _ ,

'Viv;' METHDDOLOGY

',lO. * It is 1ntended o use = formal methodology to the
extent that is compatlble to the'variety of our aid. progects.
The essential link between the appraisal  and the evaluation
process will lie in. the fact that both operations will be
. carried out by the aid review gse¢tion. Methods for
evaluation are being worked out in the 1light of the "OECD 1969
- Manual and subsequent. OECD papers. We will be. concerned in =
- gomé evaluations. %o assess the impacl on localities as well as
“oversll economic affects. There will, no doubt, be a need to
- modify particular’ methodologles to cope w1th the pecullarltles’
- of partlcular progects. '

T '.PURPOSES

S1l. The alms of eaoh evaluatlon will be:

'_;(a)5to see whether'the proaect ‘has been morthwhlle 1n termso
9#~uqof 1ts agreed obaectlve e . : :

_(b)}to obtaln max 1mum lnformatlon for the guldance of both
~ the’ reclplent and donor countries; _

" (c¢) " to pinpoint any possible 1mprovements whlch mlgnt O
""" ensgble. a similar project to be carried out more-
efflolently or economlcally 1n the future.

In brief; the purpose in carrylog out evsluatlons will be to
make a balance in-depth asgsescment of all aspects of a

. completed project in order to measure its-degree of success
and to draw lessons which will be of beneflt o both the
recipient and donor country

VI. RESULTS

, 12." The first results of our evaluation work should becrﬁﬂ..
- availsable 1n the course of the next year. :

IR e
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I. 7 PRESENT ORGANISATION' 5,

1. | Under . present legislation, development aid activities

- come under. the relevant Federal Ministries, whose work is co-

- ordinated by an -"interministerial committee". In view of-

- This orgenisatiohal patbern the evaluation of development aid

activities, which is usually dohe by the specialigt Ministries

. responsible for the particular activity,tends to be oriented
-tqwards.gpecia;isegjgeqtogs‘and_projeags L e

II..  FUNGTIONING OF THE EVALUATION PROCESS

2 - Evaluation is part of thé work of monitoridg the project
~and does not only deal with the financial side of projeet =~ -
implementation, but also assesses (qualitative monitoring of
the project) to what extent the promotor of the project (who is -
bsually.a private body in the case of technical assistance: .
projects) has achieved the dévelopment policy objectives laid

dovm by the competent Federal Ministry. . The results of this

. qualitative monitoring of.projects are the:basis for the ex— =

. post evaluations made by the specialist ministries of the .. .
implementation of projects and thus provide ¢riteria for ..
- assessing proposals for new projects, .. . ... . o

-3, o So,fér3oﬁ£3i&e bodiesféuéﬁ-aé-uﬂiﬁéféitiéﬁlhavéAéeldom o
. been called in to make' evaluations and it is only when @ =
arranging programmnes for study grants that the specialist -

ministry seeks the opinion of university lecturers. ,
IIT. METHODS = - | |

4. The interministerial co-ordination committee, mentioned
above, igsues general directives as guidance to the special
Ministries, but otherwise the latter, when drawing up a - = ..
~econtract for a project, find the detailed criteria for later
evaluating.its implementation by studying its development. _
- policy conbtext, including, if appropriate, the directives from
‘international organisations. — Before projects are undertaken
which require heavy capital investment, experts are usually
sent to the proposed site of the projéct in order to advise .
the specialist Ministry on what development poliey objectives
to adopt, thereby providing the main evaluation criteria.
When projects.are carried .out in closé co~operation with the -
local authorities, their implementation is evaluated in
agreement with these authorities. B
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IV.  PROBLEHS
5..  Apart fromw general principles, the'criﬁeria'forf..

.evaluating'development-aid naturally vary widely from‘sectorfto'
sechor and from project to project, and in this connection it

would be highly desirable %o establishguniform.standards to the:;;wi_

extent that an improved method of evaluation might also lead
. to better programming and improved,executipn_of-@eyelopment,aid"
projects. Tn the light of experience of evaluation methods,.

evaluatibn at headquarters is to:be preéferred to decentralised

evaluation, if only for reasons of expense, and steps should
‘be ‘vaken to ensure that theﬁfindings_frOm,evaluating_on-going-
. projedﬁs'aretcommunicated-régﬂlafly»toVthe‘prdgramming'and' o
. operational bodies. ‘.~ T s B
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'BELGIUM

'”‘i;-{ OR&ANISATION

1. (a) The'ﬁamlnlstratlon de-da CooPeratlon au Developpementu .
j(Development 00—operatlon Adninistration) was reorganised at
the .end of. 1971, Headed by an Admlnlstrateur Général, it

- comprises two directorates, one for programmes and’ operatlons,

. and one for administration, as well as a-new department the

- "Inspection Générale chargée de l'Evaluation et du Cantrole"
- (Inspectorate~General for Evaluation and Review), which is
attached directly to the. Administrateur Général. The . -
Inspection Générale has a sbtaff of three.

2 (b) The Inspectlon Generale is in constant touch with the
© bwo Directorates-General, which supply the basic information
" required for the work of the Inspection Generale, which in turn -
" informs them. regularly of the results of its work. The -
- Inspection Générale tries to maintain and strengthen these
- important flows of xnformablon. :

(G) Io should be added that the Inspectlon Générale makes
both ,progress evaluetlons (of on~going projects) and ex-post
- evaluatlons., x-ante appraisals (of appllcatlons) are nmade

'_by the Dlrectlon Generale des Progrummes et des Opératlons.

IT.  FUNCTIONING

4, (a) The Inspection Générale makes its evaluations sometimes .
~at the request of the lMinistér responsible for development co- -
 erra sion, sometimes at the request of the Administrateur .
General, and sometimes at the request of a Dmrectorate—Gene;al.-

5 (b) It may be useful to mentlon nere

- thsﬁ in 1972 aid in the form of personnel 1ncluded some |
5 OOO persons worklng in the fleld o

. . that in 1972 Belgium was host to more than 2,500 holdersifj
of study grqnts,r and- _ _ R

- that 1nte rated pre—lnvestment proaects are relatlvely _ :
: numerous although for only llml ced amounus). . oo

‘It should also be mentloned that in 19?2 expendlture on
- personnel and study grants was three times as hlgh as on
: progects.. _
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The Inspection Générale has, therefore to take accoliv
of the patbern of Belgian aid and to noke a compronise between
the limited resources.available and the large aid effort which

Belgium is asked to-provide. o B

. 6.(c) With regard to aid in the form of personnel, the
Inspection Génersle cennot of course monitor each of the 35,000
or so-field officers. It, therefore, proposes to concern
itself with all-those who are not working on projects, = -

..classified by country and by sector. . For thls purpose, with

"'fhe help of the aid co-operation missions on the spot, 1t.will.

try to collect data on such factors as: the importance-of.thé

sector, the nature and importance of the work, the training of -
.lpqalqcounterparts,_ﬁhe prospects of relieving the officer, etc.

With regard to holders'of,étudy_grénts,viﬁ[hasﬁségt‘out
a gquestionnaire Yo those who are finishing their training =~
‘courses in Belgium, ' ' ST N

. In other words, in the technical_assistance'fiEl&, the
-Inspection-Géﬂérale'is.trying_to obtain information helpiul for
-evaluating, by sector and/or by country, Belgian aid pro-

) .

. grammes in- respect of provision of experts and training.

_ . With regard to integrated (pre-investment) projects -

- involving simultaneous provision of experts, study grants,.

. "equipment, etc., their project leaders, who already submit

. regular techanical reports, are to be invited to answer some ten

 general gquestions (on the objectives of the projects, co-" :

.ordination with other aid ‘schemes, progress made  bowards .
achieving the'objectives,-difficulties_enpountered,jposSible
reorientation of the plan of work, possible additions to the
resources earmarked, etc.). = .

. The Inspection Générale is also preparing some special =
. guestions for particular-aid;sectors_(agricultural development,
industrial deve;opment, rura1.development, etc.).l T

The intentidn-is-tb iﬁcite project leaders to make their
oing evaluations and so provide. useful data for sub~
evaluation studies. - =

. sequent

Lt this stage the Inspection Générale is not dealing -
with invesbment projects (buildings and roads), of which there
are not many, nor with bilateral'loans,_which.are-essentially_ |

programue loans and not project loans.

7.(d) Some evaluations were made in 1969 and. 1970 by'éxperfs |
outside the Administration. ' R . ' o ,

R The Inspection Générale is now trylng to organise the
- gystematic. collection of datba threough central government o
 departments, ald co-operatlon missions in the field and project
leaders. .1t plans at a later stage to make its own ' '
" "evaluations, most probably with the help of outside experts.
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8. (e) While %he Inspection Générale inte nds- to discuss

- problems raised by a partlculsr programme or project with 1ts
- colleagues in the Direction Générale des Programmes: et deg
Opérations, with the aid co~operation missions on the spot
with project leaders, ete., it also intends, on its own
-respon51b111ty, to . draw conclusmons and make recommendatlans.

‘ It considers- that its partners in development ald work -
are unable to find enough time for evaluation exercises-
- (becaude of operational pressures) and are also technlcally and .
- psychologically “committed" to the schemes they hsve planned or o
are admlnisterlng or carrylnm out.‘ , -

9, (f) ‘The  problenm of meking 301nt evaluatlons (w1th reclplent
country authorltles) has not yet arlsen at the present stage
Cof-i%s work.\ ‘ _ _ )

| III. | METHODOLOGY

-10. "+ At the preseat stage in its work, the Inspectlan |
_Generele 1s proceedlng on emplrlcel llnes. ' _ :

: Hewever, it is moving towards a more’ methodlcal approacng -
- as may be seen from the (provisional) material it has complled -
such as models for reports, general and special: (sector)
'quesﬁlonnalres. _

It is trying to create a llnF beuween exeante appralsal

and its. own work through a pregect index containing information = =

to be supplied by the programming and operational suthorities
on a number of- ba81c points (obaectlves pursued expected
resulbs, etc.). _ _ , :

Thls ralses two klnds of dlfflculty

" = Hechnical (1t is dlfflcult to flnd rellable 1ndlcators :
for each of the main aid sectors) _ _

_ ~ psychological. (the operatlonal staff, both at head- _
quarters and in the field, do not Wlsh to spend too much tlme
on reports and questlonnalres).' , o

: Nsturally, if too much tlme is: spens explalnlng one's
"actlons no time is left To act. | B _

The problem is how to steer a mlﬁdle course by puttlng
only a few questions, but the rlght ones, Yo those doing the
work. _ _ : o e

- IV, AC”IVITIES

12, ¢ The Inspectlon Geaerele has not devobted all: 1ts energlesrf‘
o preparatory work (mentlonsd under II(b) and II(G) ebove)

It has already nade en 1n1ulel valuatlon cf Belglum s :
co-operetlon in non-university teschlse in one of the countries
in receipt of Belglan sid.
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: The findings of this evaluation no doubt contributed to
the change in Belgium's co~operation policy in this sector .. - .
(towards more concentration on priority levels) and helped to
establish more regular contacts with a number of Belgian sbtaff
oh the spot. o e S T

-~ %he whole field of Belgium's co-operation with anmother -

*7 pecipient country and this has led 1% to point oubt certain -

 failings in the preparation and execution of Belgien aid
schemes. . ' ' ; ' LT

In addition, the'Inspéctioh‘Géﬁéréle was asgked to survey: .

, . Following the reactions by the .Central Govermment and - -
aid co=-operabion missions in the field to these evaluation -
experiments, the Inspection Générale was asked Lo study two

procedural problems: I o . o

—.as'regards-recrﬁitment df did co»operation_pérsbhnelir
- as regérds purchase -of equipment for ihtegratedfprojects, 
o The Inspectibn‘Générale‘made a thorough Studykof the o
relevant texts and put forward suggestions for sdapting them.
_as. required for effective co-operation. T R
- Tn this the Inspection Générele was no doubt over-. -
stepping the limits of evaluaetion work, as it did not stop-ab

checking the effectiveness of Belgian prograumes, but went on-
%o seek and put ferward solutions for %hejprdblems-it-had"

discovered,
V.  DURPOSES R L
13, On the whole the.evaluatioﬁs médé by the Inépéction‘:'

. Générale have led to conclusions which, although sometimes.
 eritical, have always been constructive. : S

At the outset the Iﬁspecﬁion-Générale concentrated on
~ Belgian policy in a particular sector (non-university teaching)

wi-gn@--on-menagement-problenms.. -

In both cases it had two aims in-vieW:n“

) - to seek bto improve future aid operations by profiting .
from.past experience and E - '

- o contribute to a better use of public funds.

_ Similarly, the Inspection Générale intends at a later
stage Lo look at prograrmmes and projects, but only after having
collected certain basic data, some of which were (or ghould
have been) collected during the ex-ante appraisals (screening
of applications), while others can be provided by field staff.
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- These evaluatlons w111 normally cover on—g01ng : ,
'operatlonSf(evaluatlng -an on-going scheme or a scheme whlch 1s
comlng to.an end and should or should not- be extended) c

On thls basis the Inspectlon Générale was asked to

- evaluate all- the aspects of a proaect which will come to an end ‘n'

in 1974 with a view to -deciding, in the light of experience. and
~the results achieved; whether an . exten51on should be anv1saged
-and 1f so, in what fonm. L . _ SR

VIL RESULTS

-14._-. The Inspectlon Generale is a new admlnlstratlve unit
carrylng out a new task whlch 13 ‘both 1mportant and complex.---

: It has had to carve out a place for 1tself in the .
~administrative system and work out 1ts -own, approach to
evaluatlon..“ : : : S _ .

R It has Stlll some way to go in both these respects, but

_ after worklng for some fifteen months it has conbtributed some

. new thinking as regards both co—opera tion pollcles and. ald
‘management see IV above).a;~ :

' Many of the ideas and recommendatlons in the InsPectlon
'"Generale s reports have -been -decepted and implemented :
(although it. has nob always been given credit for them) and

. ibs constant search- for more rational and better planned pro—j-
-'cedu;es helps to create a construcﬁlve atmosphere. :

: In conclu51on, while the Inspection Générale proceeded
-somewhat empirically during its running-in period, it achleved
positive results, although they may ‘be dlfflcult to quantlfy

because they are lndlrect) _ e



- 21 - -
‘ Annex I

CANADA

I, BAGKGROUND

- 1. rAn Operatlonal Rev1ew DlVlSlOﬁ wa.s establlshed in CIDA
. in September 1970. The prime objective .of the Division was to
.- provide CIDA management on behalf of the President, a systematic,
=i ‘continuous 1ndependent management review and appraisal of the-
~ Agency's. activities with respect to the adequacy and
effectiveness. of Agency policies, plans, management controls
‘and operational methods used to transform Canadian resource.
rlnputs into development assistance outputs. From its .
o inception - in 1970, until January 1973, the Operational Review h
Division was employed primarily as a special Task Force,
. charged with integrating the Agency's planning and 0peratlons'
. functions together with developlng nethods d931gned to - 1mprove
_overall management w1th1n the Agency. : _

20 Organlsatlon and respon51b11ty changes arlslng from Task
. Force activities brought about increased delegation of - .
~responsibility and approval author ities to country programme
- managers, together with heightened emphasis on accountability.
To provide management with objective information on project
- development and ilmplementation, the Operational Review Division
reverted to its prime role, and commenced active review
~operations in February 1973. At the same time, an Evaluation
~Division was established within the Policy Branch of CIDA, '
" charged with the. respon51b111ty of providing management Wlth
objective information on the effectlveness and utility of
. CIDA's policies and programmes, through country studies and
~ evaluations of the socio-eéconomic impact of Canadian assistance
~ on recipient countries' progress towards attalnment of thelr
“Jdevelopment obaectlves.

‘5@"" Operatldnal Review and Evaluatlon progrﬁmmes “have been |
approved for the current fiscal year and the results of these =

s first Pvalua+wnnq will. be“avallable w1th1n thamcomlng year.ju

II.  PRESENT ORGANISATION

4, . .Because evaluatlon is essentldlly an on-going function
~ of management it is not, therefore, the sole prerogative of
.any one division in CIDA and thus the Ope;atlonal Review and
Evaluation Divisions have been assigned spe01flc responsibilities,
“on behalf of management for certain aspects of programme and
project review and evaluation.  These two divisions are
organisationally located in two separate branches of CIDA -
Operational Review reports to the Vice-President of
Administration and Evaluation reports %o the Vice-President of

. the Poliey Branch.  While some overlap in function has been
identified in the activities of ecach.Division, CIDA's operating
methodology has been developed to accommodate multl—dlsclpllne
team operations in sudh instances. : :
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5. Toe follow1ng simple but basic distinctions may usefully
be drawn between the role and responsibilities of each Division.
Broadly speaking Operational Review compares project appraisal .
objectives, targets and purposes against actual results to see
if the project objectives were/are being met, It further
- appraises operational processes to determine compllance with
existving management controls and regulations, and develops
indices designed to measure the efficiency and effectiveness
.of CIDA's management and operational procedures.  To do this,.
Operational Review has adopted the U.S. AID approach and has '
modified that agency 8 methods to meet CIDA'S needs. S

B The.Evaluatlon.D1v151on on the other ‘hond is 1nvolved in’
a much brozder ana1j51s of the socio-economic impact -of CIDA's
aid efforts in a given country. This level of evaluation is -
more comprehensive than the one previously described and is
concerned with questions whiech go beyond the examination of - =
- efficiency in terms of effectiveness, This level of: ' o
evaluation deals primarily with the consideration of programme
relevance in terms of the overall development requirements of
the recipient country. It is also concerned with the
effectiveness of spe01flc programmes in dealing with the
,prlorlty developmental problems of the recipient country. S

7 - " Both divigions have limited eetabllshments, w1th the:
planned strength of the Operational Review Division. totalllng

" gix officers and three support staff and the. proaected full ;;,1.'“--

time strength of the Evaluation Division established av flve

 officers supported by administrative personnel.

N EﬁNCTIONING OF THE EVALUATIOH PROCESS f'

- .8, Operatlonal Rev1ews conducted by CIDA are performed in

accordence with an annual audit plan, prepared by the Operatlonele__’

Review Divigion in-collaboration with operating management. .
- In preparing the plan, consideration is givern to such factors.
© as the Ttotal approprlatlon for a project; a balance of projects
_between countries and between sectors; evidence of performance'
in need of improvement; ‘areas where problems are known bto

exist or have existed; +the state of project development, and 5} -

- . the selection of a representatlve sample of Ganadlan ald
-_proaects.

g, . The Evaluatlon Division is selectlve also in the ‘tasks. ;
- it undertakes., - The’ upelelC nature of the btasks performed by =
“the Evaluation Division are pre-determined. prlmarlly by the .

f.lrequlrements of Senior Management as well as by the require-

ments of  the programme and operating areas within the Agency.
Programme problems, with respect to sectors and policies under

"~ consideratlon may be relatively Speclflc, but the approach to

their exsmination - is wide-ranging in terms of the concepts and.
methods -employed 1n evaluation. The work of the Division is
orilented towards the possibility of introducing improvements
and innovations in CIDA's policies and programmes to help
ensure that an evaluation design -is bullt into the procedures
for forleatlne programmes and projects. : :
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10. The ‘work. of Operaticnsl Review end BEveluation is
carried out by btask forces with active participation by pro-
- gramme managers, mission staff, and representatives of the host
. countries. These bask forces are augmented by consultants and
experts from universities or institutes,; as required. .

1. 11,  The findings of the reviews and evaluations are discussed
N - at appropriate levels of nanagement within CIDA. ~ The final '
B o reports are classifiedzasuconfidential.and-their'distributign :
is restricted to the Agency and those  6rgenisations participating
in the reviews or evaluations concerned. 1t is intended tha o
through -joint participation by operations managers and . -
~evalQatOrs-in?the'variousAevaluationnexercises, that the
results of the total evaluation effort will be fed inbo the

»

planning.and_decisiOn-maklng apparatus of the Agency.

' IV. . METHODOLOGY

.f;:12. ",VTh§ Operational Review Divisiﬁn;emplo&s multi-disciplined
terms, e.g. (Engineers, Economists, Sociologists, Pinancial -
Managers and Sectoral Specialists).headed,byjprqfessional‘-

. operational auditors and supported as requirec by officers- . ..
. - seconded from other CIDA braanches or divisions and occasionally e
by consultents with. appropriate specialised -skills. - -This

. Division has adopted the U.S. AID formal methodology for.

~ evaluation and has modified this system to meet the particular

- needs of CIDA, Several officers from -this Division have

- received training in the United States through seminars given

. by the U,8 AID Evaluation Division and a training cadre from

© - that Agency has visited Canada and conducted seminars for CIDA

- staff members. R o

“~ .13,  The Evaluation Division has not yet developed a formal
methodology for evaluatlon purposes but is currently experi-
‘menting with several evaluation systems protovypes. R &+ S
practice, it has been found that a variety of approaches and

~ combinatilons of technigues have been appropriate, rather than .
- the' application of one specific method. SR

M— = ffIn:ihé:pran%igai—ergaﬁisétiongoigevaluationprrk we feel
the following points are most important:. T . -

: “;‘thE-estéﬁlishing_of sultable criteria for the selection. _
- of areas for evaluation, and determination of the methodology =
to be used in the areas selected,- o o -

. = the willing co-operation and active participation of the -
“units whose work is being evaluated, since in a large part the
- effectiveness of the evaluation'programme.Will depend upon the
support of operating management, S _ _
. - the selection and recruitment of evaluation teans
possessing the necessary skills, knowledge and experience in
. ~evaluation technigues and development asgistance programme
. administration, , . : - ‘ ' _




oy ..— ,

- tge 1nvolvemeat and. partlclpatlon of - host country
- representatlves add members of the m1531on staff.

. -'PURPOSES

‘15; fOperatlonal Rev1ew and Evaluatlon DlVlSlonS have been

"'*establlshed in CIDA to provide management with objective and

timely information on the management, effectiveness, efficiency
and utility of CIDA's pollcies, programues. and progects, ‘through

E proaect reviews, country studies and evaludtions. '~ This-kind

"of objective appraisal and conclusion is considered essential
to management  at -all levels in order to maximise: 1mprovement 1n
the development, management and' evaluatmon of current and "
future proaects and programmes. REREE . S sl

VI,  RESULTS

16. Although Operatlonal Review and Evaluatlon DlVlslons

"* have become-operational only within' the past gix months, some

- féedback and- conclusions have already been obtained. Ve -~

expect that the results of analysis of our initial operatlons o
- will be- available within theé new year following which, we . will -

-be in a Better position to make these flndlngs avallable for

' revlew and dlscu531on. L o , _
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I - PURPOSES ' e

. - : N e wtat A RN - r [T -
l:--_'*Iﬁ;acéprdancé*Witﬁﬁtﬁegregulationsfgoverniﬁg'the -
- Commission's fuﬂctiéﬁSwwith?fégéfdito*éd-dperatidnmwith'the
Associated States, the Commission keeps ‘itself informed of the
terms end conditions on which aid financed by Tthe EDF(1) is used -
by-the recdipient countries. - TIn. ordér to do . this it has been

,makingjexépqst%evaluatibnsiglnﬁé51967*p£~p:djecﬁs.which the

Commumity has helped to Fimemoe. - |
.2, The purpose of these é‘aluéfioﬁs'is;tO'éﬁsure-that-aid _
as effectively as~pqssiblé;t§imeet(the;develbpment¢: _

" ig used as effectivel 088
© needs-of thgvreclpient-cauntriesﬁ ae

31‘_f“ﬂThi35S$gﬁementnmay“%é‘ﬁeéarded‘asmérély desdriﬁingwa
upxinﬁiple"of*gdéﬁ*manageménﬁ§ﬁbut{it‘covers the different = = .
vpossi%;e;motiVés;eramakingﬁevaxuation_studies.~-ThéfCommission, -

'givéﬁ?ﬁn3priority.togaﬂy~ofith£setmotivesxand,-in'?

However,
cthsiﬂé-a_prqjedt3ﬁbgeValu&ﬁe;Vit~may at most be swayed by .
the desirability of studying-the problemslraised.by'aiparticular i
project or commonly net with in one aid sector or another, - s
-_This*canceptidn¥6£Févéluatidﬁ'ﬂqthﬁly-treats the evaluation -
Cand anitOfinéibffﬁerecﬁs o differing im degree, but also _
fmakes;g“tadiQaI"@istinction?between these two activities based
“on thé different aims they pursue. . v oo |

K

4. Ta'practice the Comsission expects e evaluation to
emaBIE 1t Tos -t 0o
.-”‘;TfindfouﬁfqﬁicklyWhatadditional-rGSOurces9éndmeasures"._p;
“may be reguired to achieﬁe;the*objectivesTassigned;to-eaéhwq S
project; & SO SRR T ST e T e

- - draw the condlusions.wﬁich may help-in s%eeringrthéfu
”Qcmmup;Ey?s,aidfanﬁfimprovinghthew@lanniﬁgicfithe:prmj@pts-iﬁ

| IT.  PRESENT ORGANIBATION 1

“5,(1) Several coﬁrseS“are*f01lbwed-inﬂcaﬁrying-outaevaluations,' o
.inclu@ingjan*examination_Of”the prdjectjbefore4or;after-its.
complétion~and‘an'aﬁalysisVof”the project or the sector: of

activity concerned. T TE LD e

(a) At regular intervals the Commission collecfs information
o on. completed projects through the EDF delegate R
:-qcbhﬁfolleTS‘and1th@;téqhnigal~controllersfin ‘gach. ..’
. Assoclated State.” Some projects have also been .

" ‘ekemined on the gpot by Officaals%of]theﬁGommiSSion-'_f

(1) Eﬁrb?ésﬂ”DeVeldpmenﬁ Pund. *"ff*'f'.;-rf. . }//
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(b) In addition to the zbove procedures, the Gommlssion
“has arrangements. for evaluatlng a number- of on-going
projects whosé effects” appear only” graduslly as’ the
projects advance (e.g., multi-annual rural modernisation
programmes). These arrangements should improve the
follow-up action on projects by enabling them, if :
necessary, to be reoriented in due course and by

: observing the interdependence between the technlcal,_f

- economic and . socigl polley oPtlons whloh arise as a
?eproaeot proceeds.;, U P o S S :

(c):In sddition the. Gomm1351on has studles in depth madeja-f
- by expexrts or'sPeciallsed ageneles -of ., partlcularly .
~ important projects carried out in .the same sector. ‘of -
. aot1v1ty by dlfferent Assoclated States.

6.;. - With. regard to sector studles, 1ﬁ is. the function of the
specialised sector and aid co-ordination service to consult the
competent project programming, organisation and implementation .
authorities and advise the Directorate-General which sectors
to examine and how to. proceed (ch01ce of experts and their.
" terms of reference).  Thab.gervice then follows the. progress o
of the:studiesg, assesses their results.and draws. practical con~
“clusions for improving principles and practice in prdject .
evaluatlons and for - guldlng development 3551stance pollcy._;

(2) All the reports written when maklng an evaluatlon
: (reports Dby delegate controllers, technical controllers, aid
- missions and oubside consultantss are . dlstrmbuted to the com-
-petent economic and technical services and to. the .specialiszed -
service for sector and aid co-ordination. If corrective

. measures are required to ‘make a project function properly,,,

" these will be decided on the basis of consultation between
+these different services and the Associated States concerned.
Moreover, evaluation missions-are only sent to the site of a

. project with the prior consent of the State involved, and .
-representatives of the competent local authorities often '_, :
accompany the offlclals or. experts from the Commmssmon on their .
fleld trlps.‘, : _ S e e e S :

‘ 8 (5) Every year the Dlreotorate-General for Development and
- Co-operation draws up a report for the Council of the _

- Communities on the way in which the aid granted by the EEC -

" under the two Yacundé Conventions is being distributed and used.
~This report summarises the results. from the projects examined
Quring the year and, after. approval by the Commission, is '
distributed to the Member States and to. everyone in. the o
-Dlrectorate—Generel who is lnterested , L

IIT. - METHODS'

9.(1) - The- 00mm15510n supplles the pro;ect evaluatlon staff

*ﬂ. ' and experts on the spot with checkliste showing what information

Y _ is to be collected and. what studies are to be mede in each :

\\\ : ‘sector of activity. These checklists are drawn up by the
specialised sector and aid co—ordlnatlon service 1n co--
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operation with the project organisaiion and implementation _
services and are periodically updated follpwing the completion
‘of. evaluation missions by the Commisgsion's officials.- So far
Qhedklists-havefbeen'drawn up for the following sectors: R

- road projects;

"f,-"*. village and‘rurai Wéter supplies; .

.teaching;
- livestock fapmiﬁga'
- farm irrigation.

- 10. . Along withjthis_work‘of;standardising methods, efforts
" are made to standardise the project appraisal methods leading
"up*tO“pr0posed'financing*séhemes for use by the services which
process project applications. - - S D o : g

11, It is not the purpose of these checklists to act as a
‘prigid mould for.evaluatious, which would .be self-defeating,
they are mainly intended to prOvide_a-logical.frameWark-and
flexible working tool. . e

__12.(2) The practical organisation of evaluatibn work raises & .
many problems which must no doubt vary widely depending on the
- setting in which the work is done. - o T c

T T Thé:mést imporﬁént'éf'these problems‘is probably[where‘
‘_to‘place:eValuation-in”the 1ist_o£_tasks'to~be_done;~- S

Cl4. ‘Within the GommisSibn evaiuatioh work is at present
largely done by using machinery devised for other purposes
- (in particular the technical. inspection of projects). =~

15, ‘Thanks_tO'the orientation and co-ordination work done

by the specialised service whose functions include dealing -with
- these problems, improved results are being obtained from this

: ;garraﬁgemenﬁfmbu$éitecannOt;ﬁadiealiyiﬁuﬂe:the:vari&ble-qualityJ%-
“of ‘the basic investigatibns;r TR - R

Iy,  LISTING OF EVALUATIONS AGTUALLY PERFORMED

16, . It follows from.the foregoing that the evaluationg made .
so far have been mainly rough ex~-post exeminations, dbut owing .
%o their lavge number thesé examinations provide plentiful
" material for the summary reports which'are made each year and

" have been published regularly since 1967(1),__ Lo

(1) Reports by the Commission to the Council of the Communities
on the ways in which development aid is utilised. R
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- 17. . . The information collected by the.above method is wide,y
~used for the summary secbtor reports written from time to time
by the Commission's various-services.. ' The necessary studies
‘have sg;fap;been%made‘With~the;help_of;some-outside.consultants:_
- and have included: _ . S

- road infrastructure projects in 1969, and =
- teaching and_fraiﬁing”prqjeéﬁsmiﬁ"19?0; |

while current studies are COndéntrating on evéluating'agficul— -
tural development projects. SRR RS S

V. RESULTS

184 < It should be mentioned-at the oubset that these rough ex- .
' post evaluations have led the Commigsion to take the neeessary
.Steps, -or bhave them taken by the Associated States,. to improve
the operation of certain projects _or to preserve certain. - -
Cdinvegtments. o o , S R

19, cApart.from these resulbs, which are part-of the "follow-.
~up®-of projects, ‘a maturing period has to-elapse before . :

. evaluation work bears visible frult, although sinee 1967 . .~
' results have undeniably been obtained, among the most important
of which are: . .- . . . . e g R

: - the declaration made by the Community at:the meeting .of

- the Consell d'Associatbion CEE/EAMA (Joint EEC/EAMA(1) Council)
held. in Tananarive on 22nd April, 1971, to discuss the . :
%ainggﬁanqe-andyoperation*offinvasﬁmant,prdj@cts.finapéed by
the 3 T L T - - o .

~ -.= the resolution on the -gemeral. orientation of finsmeial =
and techni@alecafoperation-adppﬁe¢-hylthe‘Conseil-dfﬂssggiation :

at its meeting in October, 1972.

20.(1) The declaratior made by -the Community in Tananarive was.
due. to the discovery that. some of the Associgdted States were
having real :difficulty: in mgintaining -end operating investment
projects financed by the EDF which were. of ‘strategic importance

“for their development. To help these countries to cope with = .

“the difficulties the declaration: gtated that in certain . . .
circumstances the Community might intervene, either by training

-local.personnel to maintain: and opercite the projects, or by -
‘providing technical assisbtance to-improve the organisation of

the services responsible :for operating and looking after then, .
coriby providing equipment or maintenance supplies. — In-addition,
provision is made in exceptional -gases for. the Community to - .~
‘contribute Yo financing major repairs to infrastructure projects

-g(i)-ftafs.ﬂfriéaiﬁs'etEMaigaqheszssdciés;‘ﬁ7'
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financed by the EDF and to mesting certain operational
expenditure for helping to launch an invesiment project(l).

21.(2) The resolution adopted by the Conseil dtAssociation in "
October, 1972, acknowledged the need o adapt teaching to local
situations and development requirements, which meant concen—
 trating on vocabional. training and regionalising the work in
o this connection. - The resolution also included some of the
- conclusions with regard-to the design and utilisation of school
. buildings which emerged from the.evaluation of completed =
. projects. B ' : : BET

22, ..  In the second part of the orientation resolution the
 Conseil d'Association took.note of the declaration made by the
Community'in,Tananarive-regarding the maintenance and. operation.
of investment projects financed by the EDF. -~ - o - o

- 2%.(3) Apart from these pronouncements reflecting modifications -
. in development aid policy,-evaluations'have.produced other L
. equally important results whichhave been legs directly visible
‘or have been scattered throughoul the different stages in- =~
" screening, preparing and implementing projects. .

o4, . With regard %o project design, a major requirement has
beep,toAdistinguishiclearly'betweenfbbjectives_and resources
so as to be able to fit the latter: to the former as well as
possible and this has led to paying special attention to the
physical and human characteristics of the environment into .

. which each project is,to'be.integrated;-*'This.means-that_the
design of buildings and equipment, often regarded as serving -
only to keep down investument costs, must be viewed more broadly -
snd be based on a rational approach which seeks to fit the - '
project into its own environment, whence the need to orgamise
prior consultations with its fubture users, bo link training
schemes with the relevant projects and, in choosing equipment,
t0 remember the constraints on its ugse (maintenance require-
ments and human skills). ~ With regard to teaching, project
appraisals should pay speclal attention to examining the

_ teaching system in which the project is to operate and to .

““assessingmthe“systemLs~ef@eetiveaéSSmasmamméﬁium:fnriﬁevﬁiQPMQﬁﬁfi::t*i

E 25, ° Another important quéétion for project analysis is
. whether the operating expenses following the completion of an
investment project are within the budget resources of the -

recipient country.

26. In sppraising social development projects increasing :
attention is being given to the problem of recurring expenditure.
While a theoretical approach makes. it possible, in some = . _
circumstances, to determine the optimum combination of capital
expenditure and operating expenditure Ior a given project, the
conclusions will have no operational value in so far as the aid-
giving authorities provide distinct sources of finance for '
These two classes of expenditure and as the reecipient counbtries

(1) In this connection two financing decisions were taken by]the"
' Commigssion in 1973 relating to the maintenance of asphalt
roads built with EDF funds. - —
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| aré‘nqt-aﬁléfﬁb~mQQtﬁﬁhe opéf5%ioné1féxpén&ifure'whéﬁuit'isf'l
one of the forms of matching aid they must supply. . - Drawing

oon.its own experience the Commission specified the terms, in
- iits declaration in. Tananarive, on which it was preparéd to .

give exceptional -aid to countries which, due to their special
diffieculties, were btemporarily unsble to meet themselves the =
- expenditure resulting from investment projects financed by the
EDF, but project appraisaks are now paying more attention to:
- the effects of such projects on the public finances of the - .-
- country concerned., - . . - - S S s

27+ Moreover, experience gained in carrying out projects has

- led the Commission to try, in planning projectsy to give the. - - -
. EDF some freedom of action, so that the projects may not be _
prevented from operating because the recipient counbtries faill" -

To provide the additional finance they promised. . .

'28. . Tastly, the experience gained has made it clesr thatb. ex-
post: evaluations: by themselves ¢annot yield the desired results

. When the effects of the projects ¢an only appear gradually .as

‘implementation proceeds and especially when the projects R
‘concern rural development,  Implementation of the latter e
projects must be checked regularly and, if possible, continuously,
not- only- from the technical viewpoint), but also from the economic
and social viewpolntsy by always relating the development of

the project to:the economic and social objectives it has to. - -
- ‘achieve,: -Only in this way is it possible, if need be, to Tem. .
- examine the resources employed or %whichacannot be excluded) to.

"_reVise-the original objectives. . Such. is the purpose of the
aevaluatipns}wbich'the”GommissionyhaS'now‘startedito_earry out

on a number- of on-going projects. - . -
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‘1, ©. -The French government departments concerned with aid to
the developing countries can undertake evaluations.of ther. = -
activities for which they are responsible.” . .- ' e

2. ””§he f5i1bwing'fépliés'refér:to‘the ﬁork-bf‘théj”
Secrétariat 4'Etat aux Affaires Etrangéres chargé de la

" Qoopération. (State Secretariat for.Foreign Affaires with

responsibility for Ald Co-operation), which has carried out ' .
most .of, the evaluabions.made in recent years by the French aid-
administration: = These have concerned for the most part . rural -
develgpmant-projectsﬁinvolving-both technical and. financial .
assistance and the present reporﬁwis‘1imited;to;thesé'projécts,-

I LIQE;QEFEVALUATIONSjUNDERTAKEN;INﬁTHErLAST:THREEfIEARS’}":'

3, = Integrated development,programmleor,the,savannafarea in
North Togo-- aﬁdi&gantic¢study;~,hThis;global<integraﬁéd1sqheme .

- for ruralxdevelopmentfaims‘atiincreasiqg production by community
,developmentﬂan@;disseminatfon of improved techmiques: . . e =

:n%.inﬁfqéu¢£ioﬁ éﬁd épﬁéad_¢f Seédﬁﬁféﬁectioﬁ“iﬁ_ﬁdfﬁh $8gd;-_ 3

.;fmhéjY55assieﬁaféﬁgfp;dject’(ih'caméroén)if'é#aiﬁaéiaﬁk¥P'

" mission. This is an experiment in developing the agricultural .-

“potential of an_underpopulgte@-aréarby}méags;of.théfseﬁtlemeﬂtf
- of population. R . L

- . Mission for evaluating the zones for integrated priority
actbivities (ZAPT) in South~Central Camerocon. - In ‘these zones .

. the setting up of new structures and: the wide range of . . .. »

activities -concerning the peasant population'are,td”help'ﬁhe a1‘
pessant farmers to achieve economic growth which would “both '

- increase personsl income and enable the local community to meet

'f;;jﬁ{the%reeurying;expenditure;reqnined%ﬁpr;;nygsﬁments:inqucal;1;__]jﬂj_i

projects.

. Review and évaluation of the ionitoring lesdership ... -

 trdining progrsmmes .for the RegibnalHDEVQLOPmen$30££ipes-inﬁ;_; -
Ouagadougou, Koudougou and Kaya.(Upper Volta) - this.study 1s...

UNAET WAT.e. .o e e e s

;'II.-'*_EBEssﬂg.anﬁmstTidﬂ“,f;;__ o

(1) ¥ng is in charge of evaluation?.
L. “No department ig specially responsible for evaluation .. -
and this work comés under the technieal department dealing with
rural_development_operations,(Département du Développement o
Rural de la Directlon de 1l'Aide au Développement) together with
& department responsible for general economic studies (Bureau
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des Programmes de la Direction de 1l7'Aide au Développement).
The evaluations cover rural development operations coming under .
one or several projeets wholly or partly financed by the Fonds
dtAide et de Coopération (FaC),. ' o S o

5:. . Thege studies are generally qarriedcout at'the'requestnuj;
-of the government concerned. - Sometimes the Becrétariat da'Etat

- has taken the initiative, but the evaluation has always been

carried out in agreement with the government concermed and in ..
-co—operation with-it. - - EEL A T L A SR

6, - The evaluations usually deal with major projects. = Their
purpose may be simply to evaluate one particular part of an
operation, or to angwer questions on its further development..
They may also be undertaken because the country concermed .
intends- to apply to another source.of finance for extending . or

merely continuing the operation.

(2)@_vaiﬂkégwithidther'Sefvicéé of'théfagéﬁQyUCOﬁcerped_:

L _There is no forial distinction befween-thefauthorities '

. responsible for aid programming, project planning, project

"fappraisal"and'project*implemeﬁtation.'v As there is only a
small staff at the head office of the Secrétariat 4'Efat aux ‘-
Affaires Etrangeres chargé de la Coopération, there is no -

  wdif£iCulty in disseminating the' findings of evaluations, so
, that the latter are duly taken into account, especially in
_ ,qrientingﬁthe projects and also in-planning new projects.

© III.  FUNOTIONING OF THE EVALUATION PROCESS

ri(l)j :Is_there‘a Systematic proceduré?f'

-8y - There:is a growing tendency to provide for systematic. . -
- evaluation in the course of project executions. - The procedure
is not formalised, bub.tends to be included automatically in

- (2) ©Who performs fﬁé‘évalﬁatian_x

9. The loecal representatives of the Secrétariat d'BEtat aux
 Affaires Etrangéres chargé de la Coopération, i.e, the“aid co-
. operation ‘missions, keep track of the use of PAC loans to -
. recipient countries, but their staffs are not sufficient to " .-

~ permit them to keep a close watch on the technical progress of =

aid operations. However, the aid missions .co-operate informally
in making evaluations and in particular, inm collecting the

information required.  Evaluations have been and still are, .

- cearried out mainly by outside consulbants, bub recently a

- normally composed of annagrdnomistg'an'economisﬁ,and'a--
sociologist. SR T e B =

~number of the agency staff has often joined the evaluabion teamgﬂ::
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. 10.  The expérts chosen for making These evaluations have
. ugually a wide experience of the problems involved. - Their :
" terms of reference stress the objectives of the evalustion -and.
" +the results which it should yield,; rather than practical o
. working detalls. - : o e :

11. - Project evaluabion is included in the syllubus of the
Centre de Perfectionnement pour le Développement de la

Goopération Economique et Technique (CPDCET), but the R
' Secrdbariat d!'Etat Goes not provide any training in evaluation
workras such; ' ‘ R : , , : :

12,,,  The;pédplé“responsible for-carrYing out pfojects are’
glways closely associated with the relevant evaluations,; but -
are nob in charge of them. T LT T

3

1%, ~ The authorities of the recipient country are always .
~ associated both with the decision to make an evaluation and
. with the procedure, (see IL(1) above). Whenever possible,
‘an official of the local government is included in the
_evaluation team, but it must be admitted that in this respect
~  co-operabion has never been very close, one of the obsbacles -
" being the fact that the experts making the evaluation complete.
their work on the basis of the information collected and write .
their report once back in France. - . : ' :

Association of recipient countny

© IV.  METHODOLOGY

¢SRS Is there a‘fdrﬁai methbdclogy?-

14, - As there is no really satisfactory method of evaluating.
“development operatioms other than industrial projects, the '
Secrétariat d'Etat aux Affaires Etrangéres chargé de la

Coopération does not insist on any particular method. However,

the method of ex-post evaluations generally used by French
‘experts experienced in this kind of work is based primariliy on

the study of the "results" generally expected from the project . -~

;(2) ' TImportant probléms-

15.  Experience has brought to_ light one vital point in
organising evsluation work, namely, the need to include a
sociologiat in teams evaluating projects whose results are
widely diffused, such as most rural development operations.

16, The experts must spend sufficient time in the field, a
good averase being from one to two months, depending on tThe

- importance and scope of the project. Longer stays do not -
overcome the main obstacle in the way of this type of evaluation, .
which is the difficulty of collecting socio-economic information

on rural life. Only by improving the collection of this
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information will it be possible to measure the benefits of
rural development projects, to study how these benefits are .
distributed among the different beneficiaries (farmer co- -
operatives, development associations and/or state marketing
companies) and to6 study the effects on the overall living
standard of the population. Obtaining these data, on which
- the effectiveness of evaluation depends, involves difficult =
problems of methodology and practical approach., = g

V. RESULTS
17. = Since evaluations are carried out under thé‘aﬁthority

- of. the responsible bechnical department and since.the country

which benefits from the project is always given the evaluation
report, there are no special obstacles in the way of making =
- bse.of the findings. ~ Evaluations undoubtedly do much to o
improve understanding of the soclo-economic problems raised by

rural development operations, and in planning new projects,
- account. is taken of the successes and failures which ° ST
evaluations have revealed in projects of the same kind.
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GERMANY

| Términolqur_;‘f

1L, Tn the context of Germany's system of development. .
. assistance, "evaluation" covers a variety of activities which. .
. can bejdistinguished-from.eaoh)other‘as.follows,ﬂdepending on:

. (aiﬁ

LR

Whether they take place before, during or after a given

project programme, ebc.;
| ~ (b) whether the, object is a single project, co-ordinated
| ' ‘measures such as regional’ developing, sector assistance; .

- developing: country programmes with the participation of.-
- a donor country etc., or the sebbing up of a complete
programme’ for e given country, or the working out of keys
uﬁu'for.thg.distributipniqi-assisﬁance-among'several R
.. recipient countries; - . - o . .. S

(¢c) whether a comprehensive evaluation is to be made or one
: -dealing with speeial aspects only; Pl

(@) which agency or department within the development aid. -
administration, and in particular to which level in the
“hierarchy, is responsible for carrying out or com- .
‘missioning the evaluation (including commissioning of
external agencies); - - . o

" (e) whether work is to be'or,has"beeﬁ:direcﬁly_65 iﬁdiredtly*i
.+ ‘financed by the Federal Govermnmeént. .~ .. . - -

5, The following may serve as examples of the variety of. .
work covered by the term “evaluation®: S '

B. .. =~ project asppraisals, checks on the progress being made
W on-projecte-(monitoring-reporta, checking correct -applicabion
of aidg, review by the Reconstruction Loan Corporation on - .
. completion of capital aid projects, scmetimes with the: help of
externsl speecialists, and reviews by the "Deutsche Revisions-’
und - Treuhend-AG" under the,auditing;:egulatiOnS'goVerningfthe'_ _

Federal Budget; -

-~ project appralsals, monitoring and sssessment of project

success. in. the case of technical assistance; this work is done

. by outside experts or groups of experts either with or without

participation of the project units in the Ministry for Economic

Co-operation, the Federal Agency for Development Assistance or -
the Deutsche Fdrderungsgesellschaft fiir Entwicklungslénder

(German Developmeﬂt Gorporaﬁion.for_the'Developingncountries);.
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- - observation of the effectiveness of aid by ._ I
representatives of bilateralffriandship societies in Germany; . .

~ ad hoe evaluations in emergency situations;

- inspections and auditing checks on development aid |
measures by a special section set up for this purpose in the
Federal Ministry for Economic Co-operation; -~ = S

< =.evaluation of technical assisbance in the broadest
sense in the context of budget regulations, carried out either .
by the cost appraisal unit in the Ministry for Economic Co-'
operation or by representatives of the Federal Audit Office;

- -= analyses of demand and capacity, studies on the conditions
of development assistance, analyses of the indebtedness of '
developing countries, assessments of the development policy .
-strategies of other donor countries, studies on the evolution

. of development policy concepts and their translation into R
medium and long term plaxns, and. analysés of global -development

-_%roblems-byﬁa section in the Ministry for -Economic:Co~operation -
\possibly with participation of external bodies); - .

- project enalyses in developing countries with a view to

'”Hdeveloping and co-ordinating sectoral promotion, checking and

 evaluation eriteria in connection wit

- concepts, especially standard project types. -

I. . LISTING OF EVALUATIONS ACTUALLY PERFORMED -

h. the working out of model

3. In view of the variety of evaluations carried out in the
~ last three years under.the above headings, it does not seem
-~ practical to name them all in debail. . Evaluation reports are
- wsually of a confidential nature and eannot, therefore, be made
- available. to outside bodies. T T T A

II.  PRESENT ORGANISATION

© (1) ¥ho is iﬂ;Chaféeféf evaluationg? {3“5-“'“"7“

- 4. As has been made clear above, evaluations' are condicted
by a wide range of agencies.. However, in September 1970 a -
section was specially set up within the Ministry for -Economic
‘Co-operation %o examine development assistance. ~ Its present-
‘tasgks have been laid down as follows: . :

. w'ad hoc investigation of German official aid projects
. and country programmes in order to produce information about
-eritical cases and to help: in the preparation of suggested
solutions; - - R - = i

_'j-;;anaiysis:df;the:aétual-courée of projects iﬂ-comparisdnﬁ:
with regional and technical targets from the points of view of

| - general policy, development policy, administration, procurement,

‘personnel, sector schemes and the public and private sectors of
the economy concerned. . ' SR ' : _
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5. Evaluatlons are carried out by the follow1ng sections.
within the Mlnlstry for Economlc Go-operatlon an& by the

B ,'following agencies:

xy = the sectlon mentloaed ebove ‘which deals with thé basic
© ‘gims of German development pollcy and w1th medlum and 1ong
_term‘plannlng, : S o _

: * = The reglonal sectlens wokang wlth the sector sechbionsg .
in the case of country programmes - other programmes and proaeCts,

: . the sector sections wo”klng w1th “the reglonal sectlons ‘
in the case of ‘sec¢tor analyses designed to help set up, ’
technlcal strateglee, model cencepts and standard proaect types,

» .~ the 1nst1tut10nal sectlons in the case of ald prov1ded
. by the German Voluntary Service, the chnrches, polltlcal ‘
-foundatlons and other bodles,_,; , e

: .= t%he Federal Agency for Development A581stance in its "
_capaclty as sub31d1ary body to the Mlnlstpy w1th respon51billty
Q'for Special aspecus of proaects? L _ o , :

_ A- the Germen Development Corporatlon for the Developlng
Gountrles, with special respon51b111ty for procurement and :

""~7persunnel questlonS‘”j

o -~ tlhe Reconetructlon Loan Corporatlon in the fleld of |
"capltal ald, sometlmes speclflcally called in by the Mlnlstry,

.= the Mlnlstry 8 xnspectlon sectlon (1nspectlon and
' audltlng) as mentloned above. . : o

"f;(a)f_ Links. with other serv1ces

-’6;"f ‘Evaluation results ge %o the unlts or agencles B P
-responsible for translating them ‘into gction.  They have to h
decide how far to adopt the- suggestions made. Evaluatlon i

=== poports- and their results are- notfautometlcallv blndlng on. them._,pﬁg_

 III.- FUNCTIGNING OF THE EVALUATION PROOESS

(l) - Decision to undertake en evaluatlon

7. - The declslon whether to carry ‘out an evaluatlon is in
principle made by the institution or body responsible for the:
field or phase of implementation concerned. In principle, -
. provision is also made for. -evaluating - eurrent or .completed
- projects and programmes. ‘However, no btime" ‘scale for these is
"1sid down in advance, Otherwise, Tthe procedure follows The
scheme described sbove in the . case of capital aid and technical -
assistance, consisting of differing types of evaluation at.
. @ifferent 1mplementatlon stages. . .

.



- 38 -

Annex I.

8. ‘The extent to which development agsistance is subaected
to eValuatlcn varies. from stage tol stage. .New progects/ :
programmes are always evaludted in advance, whereas schemes

- in progress are as a rule evaluated in some form or other at

- least every two years.  Only a few. comprehen51ve country : -
evdluations have been .carried oub so far with a view to settlng
up country programmes., =~ The labtter have not yet been evaludted,
Qulte a number of ad hoc evaluations also prove necessary

_l(a)‘ Who_performs the evaluatlcns?

9. . As already mentioned abcve, evaluations are comm1551oned
- by the Central Administration for Development Aid,  As far as
possible,: representatives of the. central admlnlstratlon o
participate in these evaluations. Local missions in the
developing.countries, of the kind run by the FAC, the EEC ‘
;Development Tund or U.S. AID, are not available. to the Federal
Republic, ‘The German pereonnel Worklng in developing countrles
is under. obligation to co-operate in and provide full
1nformatlon for evaluatlons. _

‘:10. " So far, representatlves of the Gentral Admlnl stration =
-have not been speclally trained- for the evaluatlcn of develop—
ment ald progects.é: K ‘ o _ R B

:11. ' 'In the case cf‘technlcal a351stance, consultants may be
called in to help with evaluations, as well asg experts or’ =~
groups of experts provided by universities and institutes and,

| ,occa81cnally, experts. engaged on progects in developlng countrles.__

12, With regard to proaects in. the develcplng countrles,

- evaluations are carried out by the people responsible for the
preparation and 1mplementat10n of them. The gbové-mentioned

inspection section in the Mlnlstry for Economic . Co-operatlon,

- which can only deal with a maximum of 8~10 projects a year, is
one excepbtion. . Another exceplbion, in the case of capital aid, -

-is the Recoristruction Loan Corporation, where. there are two

' separate departments, one. for preparation end . 1mplementatlcn _
and another for. evaluatlon, with the 1dea of maklng 1nspect10n,

" independent. _ _

(5) Asscclatlon wlth re01plent countrv

13. ©  In the course’of the eveluation process, close contact
is maxntalned with the authorities in the developing country

. concerned. . In some individusl cases, it has been possible to -
- involve representatlves .of the deveéloping country directly. -
In the majority of cases, partlclpatlon has been restricted o
- discussion with the competent agenciés in the déeveloping
_country of the fea51b111ty of 1mplement1ng evaluatlon results.

"(4)' Gentralleqtlon and dlssemlnatlon of evaluaulon flndlngs.;_w

14, The results of evaluations ‘are sent to all the agencles'

and institutions involved in the projects/programmes concerned.
So far there has been no assessment of all evaluations by a -
_551ngle central agency. :
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. IV. - METHODOLOGY |
o Existence 0f‘a_f0ﬁmal methodology |
15. Presently available German and international publications

on methods are used as a basig for evaludtions.  In some cases,
‘ - the experts_commissioned'to-con&uct egvaluations are given
1+, . specilal instructions. The documents available only cover

 some of the sectors which may be dealt with. . . .

"y 16.  Ex-ante appraisals are taken into account when making.
. ex-post evaluations. The method in each case 1is basically
- gimilar, with the exception that ex-post evaluations also -
.compare targets and results, investigate the causes of dis-
‘crepancies ‘and draw conclusions from this. o

-(?-)' - Important problems

17, 'Inldur'ViéWi'fhe most important'points in- the practical
organisation of eveluation work are: = o _

. 1. the finding of suitable groups of experts;

2. the central collection and assessment offﬁhe;results o
© of all types of evaluation; e - o
'3, the translation:of evaluation results into concepts, .
strategies, standard project types and the readjustment -
 of current projects and programmes to actual requirements;

'4._fhe”creétion'of'indepeﬁdent machiﬁery'to donduct
' evaluations which would cover more of development

assisbtance than so far. -

V. PURPOSES

18. Eveluabions are always aimed st bringing about improve-

" ments in the prevailing situation. “This may relate to the -
. project or programme itself, %o feed-back in other fields or -

ev@ﬁ;¢éga;@é;é@;enxgﬁiﬁﬁ;gijdéﬂEib?mﬁniipQliéﬁ;eefg%#;$e£mstﬁT;:JT_ﬁ
‘and conditions of aid, sector approaches, concentration on ———
‘regions). ' R . " e

19, - Evaluations of technical assistance projects during
implementation have usually Dbeen initiated in crisis situations.
This is not true to the same extent of capital aid, a sector
 where evaluations have been carried out more as a matter of
routine. Studies before and after projects/programmes have

- other motives. : : : s '

yI.  RESULTS o | | .
|  The following may be cited as examples of evaluation,'f
“results: | . , _ .
1. A re-definition of the principles on which technical
' assistence and capital aid are baged; o
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'.20

Adguetmcnt to the actuzl needs and cupabllltles of

- developing countries, including almost total abandonmentf

of earlier insistence on developing countries' -own ,
cantrlbutlons concentrstion on the sectors and areas
AN developlng countrles moet requlrlng ald etc.,_ K

. Development of properly adgusted strgtegles,,-ﬁ'

Inprovement ef crlterla for determlalng the dlstrlbutlon .
: of total development aids :

Improv1ng the preparatlon of progects and programmes,f‘--

Organlsatlonal 1mprovemente to the development aid
- machinery, as. well as 1mprovements to the 1@iormat10n
system, _ - o ,

Introdu01ng greuter clarlty 1nto the'ald system to the
beneflt of rec;plent countrles.ﬁ; . . D
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I. LISTING OF EVALUATIONS ACTUALLY PERFORMED
1. 1. _" Japan has up ‘to date carrled out ex-post general
I} . evaluations for financial or technical co—operatlon groaects in
" the follow1ng re01p1ent countrles (once in each case _

FY 1968 Indone51a, Kerea, West Paklstan, Indla B
(prellmlnary) . , B

' AE:FY;1969 East Paklstan, Indla, Talwan T
‘FY 1970 Thalland Burma B P:‘J S
EYe1971 Phlllpplnes, Malay31a -

o ?3,1972 Indone51a, three Afrlcan countrles (Kenya,_;
S .Uganda, ngerla) -

‘The reports on these evaluatlons are’ avallable only in the
Japanese language. v .

2 . As for evaluatlon of technlcal co—operatlon, the Overseas. a
Pechnical . Co—operatlon Agency (the OTCA), the 1mp1emenu1ng '
agency for government-level technical co—operatlon, carries oub

. its evaluation work by sendlng teams snpnually Go tThree to five
gountries in. co~operat10n with or under the superv151on of the

: Mlnlstry of Forelgn Affairs. . : .

' 51'7 . In addition, the OTCA undertakes “the follow1ng eValuatlon
'“programmes at home from time to ulme.:_

(a) Evaluatlon by sector or by course on tralnlng programmes.'

'(b) Oollectlng comments on the tralnlng courses from the :
S ——— 1'\3_1"1 lr-nr;,-mtcz- S —— : F

_(d) Rev1ew1ng of direct and 1nd1rect effecbs of experts
' servmces through meetlngs and reports by experts.»-

IT. =~ PRESENT ORGANISATIOV

[@B) Who 1e in charge of. evaluatlons?

4., In the Ministry of Forelgn Affalrs there is no lelslon
which is engeged exclusively. in evaluation work, but the.
-Planning Division of the Economic. Go—operatlon Bureau organises
and dispatches,as approprlate survey teams for evaluatlan of
overall economlc co-operatlon programmes.
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'5, . The evaluation of technical co-operatlon act1v1t1es is
- carried out by the Firgt and the Second Technical Co-—operation
_ DlVlSlon of the Economlc Gomoperatlon Bureau and the OTCA.

-l(e) ‘ Llnks with other serv1oes'

6. Evaluation study covers questﬂons of various stages from
.plannlng to operation of each project and the flndlngs from

these studies have been serving es useful reference to plannlng,f7'

A-ante appraisal and operatlon of future projects. -

(3)-' Do other 1nst1tutions perform evaluatlons?

7. . Buch aid im lementlng agencies as the Overseas Economlc
- Co-operation Fund (OECF), the Export Import Bank, the OTCA,have
been carrying out as necessary evaluatlons on their respectlve

proaects. ‘ _

_ 8. - - Begides these agencles, the Instltute of Developlng :
Beonomics, Nomura Research Institute of Technology and Economlcs,
. International Management Association of Japan, institutes of
“various universities carry out evaluations on their own or by
comm1551on of the Government

III.' FUNOTIONING OF THE EVALUATION PROGESS

 '(1) Declslon to_ undertake an evaluation :

S PO There are no establlshed clear criteria for evaluatlon.
Evaluation is carried out on these countries where there are
substantial numbers of projects already completed or under
operation, in order to have a firsthand look into what con-

© . tribubtions our econonic co-operation has made or is making to

the -social and economic development 6f each recipient country _
and what problems are involved and thereby to derive 1ndlcatlonsf'
- for the future orlentatlons of our economlc co-operatlon o

' programmes. S | '

10.  The evaluation of aid prdgrammes has not as yet been
fully institubtionalised, but has been carried out ever since
FY 1968 with evaluatlon teams dispatched s few timés every year
- to the recipient countries as decided bJ the Dlrector-General

' of the Economic Co-operation Bureau. _

- 11. It would be de81rable if evaluation could cover all ald
programmes, but at present for reasons of financial and other
conetralnts, we carry out evaluations on .a. selective basis.

12, ' Evaluation is carried out on a country by country basis
- and malnly on progects. It is planned to contlnue to dlspatch
'two or three teams a year in the future. -
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13, The gbove explanatiQn;aahberns;evaluationw%eams sent by
_the Governument, the mission of which naturally includes an

" evaluation survey on techniéal co-operatiom. - Begides, there

- are - evaluation’ teams gent jointly by the Ministry -of Foreign
Affairs and OTCA o by the OTCA under the supérvision-of’ the

 Foreign Ministry. The Ministry of Foreign-Affaivs also studies

: * the actual state of technical co-operation undertaken by other

1 - - developed countries so as to compare. 1t with the one carried

. out by the Japsnese Govermment. ' - " T |

'-7"?f'*i#i}-5”Aé'étﬁ%éd'dbové;xthefQTCA has~beénﬁseﬁding-teams
annually to‘three“tdffive-countries*and_plan8<td‘increase _
gradually the number of countries to be subject to evaluation
uinwtheuﬁuture;g4!m:am;,;;nﬁegs~w;%;;%__mh; SR '

915, o With regard to timing of%gvaluation;?couhtries-whérg a

.. Gean Shouldfbe;Sent,'subjegt'of‘evaluationg ete.y the Ministry

2 “of Foreign Affairs and OTCA decide through consultat ionm. . i
In carrying out evaluatiom, questions ave carefully ‘selected

16, The evaluation of the group training courses-in 1972 - -

was carried out based upon_a kind of checklist, as are the
cases with the evaluatibnsﬂbfgbtherﬁﬁraininggﬁnﬁESeshand

: sepding-of,experts. ) _ S

j?1(257‘_1--':'&111?-rp_;—':ri‘prmfsl;thfa--e:v-raiﬁ@tf?:‘i.bns?f'._f"‘-? L

17.  An evaluation team is usuglly headed by a prominent -
3person?commissioned from outside for his interest and command
-offknOWledgerf-the]BOOno'ibfcdeoperation field, and is com-
~posed of officialé“and-persoﬁnelkofﬂthe'Hinigtry of" Foreign

Affairs and ‘other ministries, agencieS‘andffésearch\inéti%ute55_

but”in*sbﬁe_Cases'evaluatiOnwworkfis”bbmmissidne&'gniirely“to

private research institutes.

18. Japsn has no local mission specilalisged in economic co—
~ operation, and members of our diplomatic.miSSions_overseas~are,“
in charge of aid matters, except that, in respect to Techniecal
f“ﬁ?ﬁ0§9ratiﬂﬂq$OVé?Séésiéiﬁiéﬁgzp :ﬁhhjﬁmﬂﬁian@%ﬁhgféapaﬂmel¢¢~a-~msfw
“Overseas Co-operation Voluﬁtee?SJaréjﬁuhgtioning;Undér7thé.'

'SuﬁérviSion'of"the*diplbmaﬁic‘m§SSithffthe’OEGF"and~thE:E2pbrt— ;f

Import Bank, implementing agencies for government loang, have
‘also overseas offices.) | o |
19,  No particular;trainingﬁisfgiven~tb evaludtion.teams; V'
“put they receive briefing before their departure from. govern~
i menﬁ_officials:concerned;’persbﬁnelgof'ai&”implemeﬁtingr o

" agencies and firms who participated in the project.

- 20, ' -Research dnstitute staffs sometimes participate in”

evaluation teams as consultants.’ There is'no specific-rule -

which requires officials in charge of the Ministry of Forelgn

. Affairs to do evaluation work, but in practice officials in

" charge are sent overseas as necegsary for spot-checks to see
the progress of work, effect, etc., of the project.
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(5) Associatlon of reo;p;ent countrx

21, At ‘the request of our dlplomatlc m1551on, the. authorlties
of the recipient country co~operate in making itinerary and
other arrangements for survey spots, etc., for an evaluabtion
team and hold meetings Lor the exohange of views as well as

22. Ag for the OTGA, it regularly holds an annual meetlng
for exchange of views and discussions on questions of evaluation
of technical cow-operation. and others, between the representatlves-.
of the main office and the.overseas offloes. : S :

(4) Centrallsatlon and dlssemlnatlon of evaluatlon flndlngs

2%. . . An evaluatlon team;after returning holds a meetlng without

delay for reporting the results to persons concerned and later
 submits. a detailed report which will be printed and circulated
to the ministries and agencies concerned, and the Dlet as . well
as for use of the general publiec. . - - . o :

IV, rmmono:uoex

' (1);: Ex1stenoe of a formal methodol gz

24, We do not have any partloular form of methodology of .
evaluation, and methods of evaluastion and reportxng are left to y
- each evaluation team, but a certain pattern ig belng made on the -

' rpast practmces of evaluatlon work.,

25. .~ The evaluatlon team makes oheckllsts, questionnalres,'
etc., according to its own principles. - .Usually these vary
.according to sectors. There are no direct links between exhante
- appraisal and ex~-post evaluatlon methods, but the results of an
_'ex—ante appralsal are always taken into con51deratlon when an '

- ex-post evaluation 1s oarrled out . . :

‘,'(2)_ Important problems

'26. Ve feel the most 1mportant p01nts in the practioal
organlsatlon of evaluabion work are the selection of country
and project to be subject to evaluation, tlmlng and balanoed

-;”comp051tlon of the evaluation tean.

2? As for technlcal ‘co~operation in partloular, 1t goes |
without saying that fthe key point of the survey should be

Mf.focused upon how. effeotlvely Yechniques and know-how have been

transferred as a result of each technical co-operation. In
this connection, it would be one of the most difficult problems
how best to debermine the level of btechnical oo—operatlon,
_geared to the level of indigenous techniques, the sbtage of.
economic development, etc. of the reclplent country.r :
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(%) Choice between various types-bf:évaluation
" 28. Considering our experience infeconomic‘co—operatidn~and f_

the present frequency of evaluations, we think selecbtive
coverage in greatergdepth~of-scme-projectsuhas.had the best .
- cost—-effectiveness ratio. o : ' - ' o

.- V.  EURBOSES | |
_ 29- '-'in'dur view the prihbipalﬂpurposeiofTeValuationiis td .
. determine new policy orientations and to draw on past experience

to enhance the success of future projects or programmes. = Our

evaluations have been carried out putting particular emphasis
on the:former-objective.' B - -

VI. - RESULIS -

30. ','?hoée problems whidh_ha#e‘émgrgédias;a result of

evaluation work have served to provide materials for review and
improvement, leading to various aftercare measures of the pro-
ject concerned and have also been of great use for the formu-
lation of the general.policy,of.ecdnomicvco«operation.
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TEE NEPHERLANDS. -

- Introduction -
1. _A*shdrﬁ9inﬁréductory deScriptioﬁ of Dubch deveiopﬁent]
- co~operation policy and of the organisation in'charge of co=-' .

B operation will make it easier to understand the Dutch system,

,Sinee:both%the"evaluationuactivitiesuand*the:manner in which
they are organised. srise logically out of them; . =~ = -

I.. .  DUICH DEVETOPMENT CO-OPERATION POLICY

2;:'.; Dutch policy in general is directe&;aé far as possibie”'
‘towards the realisation of the objectives laid down in the:
Strategy for the Second Development Decade of the United - .
- Nations, -and the.implementation of ‘the recommendations worked
f~}eutkbyjthsﬁDeyelopmentHABSisﬁanéeijmmitteé-éfithe OEGD,~;-  
_%;ff' ,Tﬁé'fﬁndémehtélgféé%ﬁrés of Dutch,po1icy-oh“bilaﬁeraii
- co~operation with developing countries are (in accordance with
~ international guldelines of development strategy): :
L ~- the cbncentfationléf co—operétibn on a certain number
of "main'target“ countries; - ' '
- the programming of ai&-Over'a'period_of‘foﬁr years, on

 the basis of the allocations established for  the target
- .comtries for that period; L S o '

~ the assumption that the developinz count itself is _
responsible for fixing priorities in respect of the expenditure
- of the funds nade available and the orgenisation and '
- implementation of projects. - B :

4. . - Each year the Netherlands holds commitment and
expendibture talks with the developing country in which the o
~ expenditure of The funds allocated for technical and financial
- co~operation is discussed on the basis of the developing _ :
- country's priority proposals, the potential of Dutch aid and in -
the light of experience gained in completed or current projects.

5. Against this background there are various forms of s
evaluation in commection with Dutch development co-operation.
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6. 'Firstlyglthé_evaluation'that takes place.atrihten;

netional level, i.e. the Review and Appraisal of the UN-Strategy
for DD-II and the national investigations are carried out by the
Development Assigtance Committee of the oEcD(1). - o

e ;As far as the Nethe:léﬂds is concerned, theSéJforms of
evaluation are significant for two reagons. On the one hand,

:_“" evalustion results might lead to a'reappraisalnof}theipolicy;
*7 . pursued by the Netherlands; on the other, the Netherlands is
' requested in- the conbext of thiskinternational;appraisal'tq;_-

practical application of the policy objectives can be assessed., -
- Steps have to be taken within the Duteh organisation %o '
provide this information. - - C e

. . state the nature and extent of aid provided so that the -

S Ba s As regards forms of international evaluation and -
appraisal, it should be noted that the appraisal of Duteh
- finanecisl 2 d technical assistance is partly based on reports -
- by the World Bank and the discussion of project proposals by
. congulbative groups and consortia of the World Bank. . ¢

'9..-: 1In the conmbext of.multiQyéaf-ﬁrog:amming it~is'iﬁﬁended;;j,
-in_close-00-0pe¢ation;with'the govérmment“of.theirecipient,' B
country, that the commitment and expenditure talks to.be held
at the end of 1973,ghould take the forn of a mid-term review

of the position an@_role_of;Dutch technical and financial
- assistance in:the:development,effortgof the country concerned
s in the -fremework of its development plan. e
10. . The review will cover a number of points, ineluding:
o '1—7ﬁhe'rafeﬁat‘WBich-aVailabié.resoufces'éfé exhausted by .
__ the;expedtéd-aid”reéuirémént,fofil9?4fandfl9?5.” -
1l. - Thirdly, there is the evaluation of.projéc£3'caffied'.
- out in ?he-framework of bilateral sechnical development co-
- operation, the general being to enhance the

—gPficlency-ot-Fhe--Dut cﬁganisatipnﬁamﬁﬁﬁﬁaiﬂerease%$hegm.~+_TmMM .
effectiveness. of project activities. - In view of the emphasis =
- “1aid in Dutch policy on the  developing country's own respon- S

sibility for the spending of the aid funds allocated and the

(1) The importence -atbached by the Netherlands to evaluation: .
- ;is\reflectedyinter-alia‘ingthe,recommendation on the
. Bvaluabtion of Duteh Development Aid subnitted in August

1972 to %The Minister without Portfolio in charge. ol

" Déevelopuent Co-operation by the National Advisory Council
- On Aidfto_Lesereveloped'Coumﬁries;and,.by_the_fact'that- L
‘the Netherlands has twice made 1t financially_possible for -

. - %he OECD -to. organise a meeting on evaluation.
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_organlsatlon and 1mplementatlon of proaects, 1t is also ,

-~ assumed that it is the developing country that is: reepon51ble
in thé first instance for the evaluation of projects. -
Consequently, the effectiveness and significance of projects
will have to be evaluated in close co-operation with the

f‘edeveloplng ceuntry on’ the b381s of on—the spot anestlgatlen.

'.12. S Ine addltlon, in the context of superv131on of the'f*

o progress of projects by such means as reporting, there is the

- usual feedback of information which enables desk analyses of .
. the effeéctiveness of ‘the Dutch organlsatlon and the progress of _
projects to be carrled -out, S

LI, _' ORGANISATION OF DUTCH DEVELOPMENT C0-OPERATTON

‘13, A1l matters: cencernlng development co~operat10n come
- under the Directorate~General for~Internatlonal Go-operatlon of L
'the Hlnlstry of Forelgn Affalrs. - : - o

: gl4 _ Wlthln the - Dlrectorate-General there is a Pollcy Plannlng

- Section and Advisory Council Secretariab, which is respon51b1e

- 'for studying and analysing the general policy of co-operation -

- with developing countries &and for framing proposals for the
'pellcy to.be pursued by ‘the Netherlande._ , _

15, The Pollcy Ilannlng Sectlon and Adv1sory Councll
T'Secretarlat‘s dutiés include the co-ordinmation within the
Directorate~-General of matbters related to the Review and
Appraisgl of the UN Strategy DD-II. The handling of all

';'A_matbers Trelated ‘to teéchnical: a331stance to developing countrles-s

and the co—ordlnatlon of the various forms of this assistancse

. are the duties of the Technical Agsistance Department. The -

Financial and Economic Co-operation Department deals with and

 co-ordinates all matters related to financial and economic

-assistance and all matbters pertaining to the national

'7:1nvest1gatlons carried out by the Development Assistance

Committee of the OECD. - "The Young Volunteers Division is in-

charge of the handllng, preparation and implementation of all

activities concerning the posting of young volunteers.  The. .

- evaluaticn of technical assistance, financial -and economic .
- -assistardce and the aid provided. by~volunteersare'the -

o respon31b111ty of - the above departments. IR

'Replv to guestlonnalre

16.  2iThe follow1ng reply %o the. questlonnalre on evaluatlon

only concerns the evaluation of -feehnical assistance. act1v1tles="'

by the Technical Assistance Department. As finane¢ial
assistance in the past was mainly granted in the form of pro-
gramme agsistance ‘and capital goods ‘which function in a wider
context for which -the Netherlands is nobt responsible, ihe
Finsncigl and Economic Assistance Department has co-ordinated -
assistance within the comsortia and consultative groups of the .
World Bank, and based its appraisal and evaluatlon largely on
reports prepared by the World Bank _
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17. Since technical and financial assistance in development.
co-operation projects is becoming increasingly integrated, morse

. abbtention will also have to be paid to the evaluation of !
financial assistance. o - R

177, LISTING OF EVATUATIONS AGTUALLY DERFORMED .

18. - A systematic evaluation of projects which are being.
 implemented in the framework of bilateral technical co-operation
“is being prepared. It started with the standardisation of the.
schedule of operation and progress report and the developument .

of de-briefing procedures that would provide the inf ormation

needed for evaluation. A% thig stage the Technical Assistance

Department mainly evaluated technical co-operation by desk

analyses of the progress of projects and-administrative pro- . -

ceduTes in the Dutch organisation. In addition some projects.
have been eveluated in the past year to ascertain on the basis.
. of an investigation carried out by teams on-the—-gpot compoged
. of experts from the Netherlands and the recipient country
whether the.objectives have been attained, the gpecific aim ..
" being to lay down guidelines for a second stage or the follow-
“uwp of these projects. . R : o _ R

19.. | The evaluation reports drawn up in co-operation with the

recipient country are confidential and may not be divulged = -

without the permission of the developing cownbtry. &

IV.  PRESENT ORGANISATTON

(1) __ Who'is'in”chafge of e&aluationé?

. 20. The Teéhnical Assistance Department is in charge of the .

" orgenisational (i.e. managerial) side.of the technical o
‘agsistance programme. Technical advisory bodies supervise the.
technical ‘side. - Communication with the bodies in. the develop-

- ing countries which are,responsible-for‘technical.conoperatian a
and with the Dutch experts is handled through the Netherlands
diplomatic mission in the country concerneds, '

Technical Assistance Department.. . S T

SPL T here is no- Separate-evaluation unid

22. I+ is the task of the Policy Section to work out and
 adapt evaluation policy and evaluation ingtruments in the 1light -
- of national and international scientific . end political develop~.

ments, and if necessary to advise on changes in policy. The
~evaluation of technical assistance programmes is one of the

duties of the divisions responsible for the management of the

programmes (for actual evaluation see under V). : .

2y LinkSTWith other services

23,  In this system the Policy Section of the Technical - -
" Agsistance Preparation and the Technical Assistance Implemen—

tation Divisions, which are responsible for programming project
degign snd appraisal and the implementation of projects are also
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responsible for their share of evaluation,  Evaluation is -
Qrganisedfinwclose_consultation"between'the1Seption3*the~ Co
Divisions and the technical advisory bodies. ~This system

- enables evaluation results to be fed back to the appropriate
Sections and Divisions of the Technical Assistance Department

and to-the'techni@alfad?isOry:bbdiesuﬁhich,supetvise the - =
Technical side of the projects. _ ' . | ‘

(3).- sDo:other“institutibnsfpéfformﬁevaluétio#s?

24, Various bodies in the Netherlands, such as universities
and other institutions, play.a part in development co-operation,

elther by studying the development probleni in the general

- sense or by being directly involved -in the implementation or

Technical. guidance of projeets. - 'TheyﬂhaVefﬁptuyet_COnCentrated.
on- evaluation. . Preparatory discugsions are now in progress

with-some’ institutes which include consideration of %their role
in the evaluation of projects. - . T e R

V. ~EUNcéIQNING_QF THE EVALUATTON PROCESS -

(1)  Decision to_underfaké an evaluation

~ 25y "Who takes decisions ‘on the carrying out of evaluation -
depends:. on the nature of the evaluation.  For an analysis of
Technical Assistance’ Department procedures or g ‘desk ‘analysis’
of the progress of a project on the basis of reports and/or -
de-briefing of experts the decision is the responsibility of -
the Technical Assistance Department. In addition, the . ..
- technical advisory bodies or the bodies to which the implement .
~ation of a project is entrusted may decide to have a desk
analysis of. this Kind carried out. - Lo

26, - ‘If:the evaluatibn'iswcarriedwout-oh-the basis of an

- On~the-spot investigation, the decision is taken by the -

. recipient ‘country, even if the initiative for the evaluation
comes from the Netherlands, < -~ -+ w0 Jooo 00 0

- 27. Current projects are now being evaluated at regular =
intervals in the context of the progress supervision of projects
on the basis of the reports submitted by the Dutch experts:
The method adopted is discussed in Section VI.- S L

28, A builte-in systen of project evaluation ig being <
developed tn&er¢which-there}willfbe'an‘annualfevalgation*cf' a :
~current projects in collaboration with the bodies invelved in - R

the projects-in the,developingfcountry andiﬁhéftéchpiéali

advigory bodies. =

C 29, It is expected that initially the annual evaluation

will concentrate on projects so_ that they can be addpted.

Later, it is expected that the evaluation-information obtained’

~will be an essential contribution to the commitment and -
expenditure talks held annually with each "main' target" country
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: and also for the mid-term review programming.in close -co-operation
| with each recipient country.  Nothing can be added at this o

i stage as regards the-Iurther;effects_cf,the_evaluation'results.
‘The results of the built-in evalustion could possibly lead to

the identification of specific problem areas in respect of co-

- operation in a sector for which a more thorough-going investi-

. ‘.f-gation'would be Worthwhile.
| (2) Who performs the evaiuatiphs?‘
- 30. _ Desk snalyses of fhe'prbgréss oflprojecté'are carried.

out by the Technical Assistance Department, in collaboratien
 with the technical advisory bodies, on the basis of information
received from the reports of Dutch experts . and reports from -
short missions. - In some cases projects are evaluated on the-
basis of on-the-gpot investigations by combined teams of -+ . -
 experts_from,the_Netherlands.andjthe_recipient'country. ~ The
Technical Assistance Department, advised by the technical —
. advisory body, chooses the Dutch experts for the evaluation
“team and lays down its terms Oijreferenceain'consultation_with o
the organisabtion in the recipient country and makes documentation -
- material-on-the.project-(reports, etc.) available: o the team. .

31, __The-develbping”countrj gives permission for the . -~~~
- investigation, helps to draw up the terms of reference and -
nominates its own experts for the evaluation team. . When the.
‘sanction of both sides has been obtained, the team's report is
incorporated in the. proposals for the second stage, follow=-up -
- and/or completion of the project. RRE AR

B2, - There are no local missions in the Dubch organisation..

~ Especially in the "main target” countries, policy 1s designed
so that special divisions wibhin the Embassies can co-ordinate
and supervise development co-operation asctivities on the spot. -

33. ‘Dutch personnel involved in evaluation do not receive -
any special training for. the purpose. Courses were started
recently for the staff of the Technical Assistance Department;
—they-are-designed.to-improve.the staff!s knowledge of 1
-principles of network planning in connection withthelr
of supervising the progress of projects. SR

34, So far, consultants have not been used in evaluation,
- but it is being considered; special bureaux would be set up
for the purpose. . ' : -

- 35. Project personnel participate in evaluation by pro-
viding information on which the evaluation is largely based.
The experts who carry out the evaluabtion investigation on the: _
‘spot have usually been involved in the appraisal and/or progress :
supervision of the project at an earlier stage. R =
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i AB) - Assoclatlon of reclplent countrv -

BRSO As stated above, Duteh” POllCY 1ays stress on- the e

“developing country's oun respon51b111ty'for the expendlture of
Putch funds allocated for a period of 4 yearsi- A consequence'
‘of this policy is that it is essential for the developing - o
. counbtry to evaluate and for evaluation résults to be fed back
%o the relevant bodies in the. developing country. The desk .
analyses carried oub in the Netherlands on the basis of :

-+ information provided by Duteh experts are of limited 31gnif1—

cancé for the very reéason that' the developlng country does not
contrlbute any'lnformatlon 1tself..- - o .

5? The 101nt evaluatlons of progects on the ba51s of :
_ nythe-spot investigations by combired teams are- always carried
out .with the ‘approval of the developing country and with the '
- active participation of the developlng counbry in drawing up
- the terms of reference, carrying out the investigation- and
‘drawing up the ‘evaluation: report. = In fact, ‘however; the

: . initiafive in this form of evaluation still rests wWith the o
';Netherlandn, which" usually takes the initiative in® the

evaluations and plays a predominent part in ‘carrying out the
1nvest1gat10n. Another form of joint evaluation is being

- developed in the commitment and expenditure talks between the

Netherlands and developing countries, the comparing of notes
on technical - co-operaticn in current or completed projects
figuring 'largely in the dialogue on the spending of the -

 'ual1ocat1on.; It is regarded as a good thing that during the -
- congultations with some of the Target countries recently the

‘developing countries asked that special attention be paid to
- the evaluation of projects and advocated the reserving of L
*. funds 'from the allocation for the purposeée of project evaluation.

7-”These forms of joint evaluation show that frequent dialogues

.- are necessary to create the atmosphere of trust in whlch frank
talks can be hnld , _ :

(4); Oentrallsatlon and dlssemlnatlon of evaluatlon flndings :-f
_'58. - As stated above, a- systematlc evaluatlon procedure ig :
now being developed ‘Particular attention will be paid to the

central processing of evaluation information and the dis-~
-semination of results to the organisations within and without _
the Dubeh: organlsatlon Whlch are 1nvolved in &evelopment co-"
operations , : R

VI. I.TE:THODOLOGY

Kl)'  Ex1stence of a formal methodologv

.59  " The evaluatlon methods used vary accordlng to the nature
and purpose of the evaluatlon., L : T :

40,  BEvaluation designed to 1mprove the efflclency of the

organisation of the Technical Assistance Department is carried
~out on the basis of procedure analysis and report analysis. _
An example is the comparative analysis of the time involved in S
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recruiting and assigning experts and in supplying equipment
' carried oub to pinpoint the bottlenecks that delay the commence=
ment of the implementation of ‘projects.  The progress of a pro-
. ject is -supervised on-the basis of the working schedule, the -
 veports and the de-briefing of experts. - I1f difficulties are
- encountered when carrying out a plan, and it is necessary %o
~. . amend the set-up of a project, or they are encountered when
"~ completing the first stage of a project, an.on~the-spot = -
: investigation by a team of experts is arranged in consultation
- ‘with the recipient country with a view to establishing guide- -
lines for a modified scheme or for the extension and/or com-
pletion of the project. . -

o 41;. ):ﬁart1y-£b_enaBle-the;néceéééfytiﬁférmation tosberdbtained,-
' g standardised form of working schedule and reporting has been
invroduced in the last few years. This has enabled projects -

- -

. %0 Dbe deseribed in a uniform way, snd systematic information on.
._p:ogregsjtq‘be obtained_every‘thr93~months, o Lo

42, Experience has shown that a quantitatively and gualita~
. tively wverifiable definition of activities and objectives and
formulation of the assumptions are needed ab the beginning of
. the project for built~in or.ex-post evaluation of the results
" achieved.  The progress reporis should fit in with them.

f#},; _fTﬁefstége’haélnot:yeﬁ-beénfréabhedfaf:Whidh_the working
“schedule and reporting have taken on'the.form_requiredffor

| evaluation activities. = -

44,  Information is also obtained by de-briefing experts on

 leave .in the Netherlands or back after completion of their
'assignments.g”-Afde—briefing.questionnaire_with %50 questions
for'the.deﬁbriefingﬁof;experts-ié-prbving'difficult to use in
-practice for administrative reasons, particularly in the pio=-"
cessing of information. On the other hand, a disadvanbage of
limiting the scope of the questionneire is that the de-briefing =
will not provide enough relevant information for the organisation.:

S5 he development 6% checklists per:sector is congi
_ essential -for both appraisal'and'later‘evaluation;rparti
‘.. . for the drawing up of terms of reference for the on-the-spot
investigations. It is also felt that reliable indicators: . .
(criteria) 'should be devised to evaluabe the objectives and the
‘activities to be carried out. . Checklists are being prepared -
but have not yet been used. L - o A

46. . -The methods now being used in ex-ante appraisal and ex-
post evaluation of projects do not vary -in. structure. - In both .
' ‘cases a team of experts carries out an investigation on the - -
‘spot, ab least if not enough information is available in the
Netherlands. = - - R ' ' -
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-(B)ﬁi' Iﬁpbntant problems R | | o
4. . In the Technical Assistance Department the following -

- points now have priority as regards the organisation of . :
evaluation activities: - - - o . oT ooraol .
= 1t is essential for evaluation that a quantitatively- = -
and/or qualitatively"verifiable-definition;of{progect;objective%“j
and structures. be available as a basis.  Reliable indicators . _
(Qritﬁ?iaaameasurements).and—adequatefbackground?infnrmatioh.}: ;

. nust be at hand for the purpose.

~_ FYor an on-the~spot evaluation investigation it must be
'posSiblewt0¢ﬂall”uponfeXperts;with.experienceain?thezfield’of:
evaluation who-are-not directly. involved in the project. ' :The
advantages and disadvantages of- promoting bodies specialising
in evaluation should be considered, - . = . Tal g oa o
-~ = 'As regards Joint evaluations, special attention should
be paid to-the encouragement and support of evaluation ' = ...
activities by and in the:developing country. "The. Netherlands
is:endeavouring. to link up with evaluation:ageneibs already .. .-
operating in the developing country. - R

- Important féc%érs”éfe:feiﬁ-td'ﬁe'éb#dfdinatioﬁ’and o
exchange of experience and knowledge of evaluation with other ' -

-+ donor cquntries,cinternationalforganisatiqns'and,the’organisa~h'

tions in the developing countries (e.g. in preparing indicators,

obtaining background information, etec.). Terms will have to e

be-gbandardised.: -~ - T S e

: - =Lt ds important for evalustion and -other :project infor- .

- matlon processing to be automated so that:it can be used in =~ -
policy decision-making and for information purposes: el

VII. * PURPOSES

48.  The main purpose of a built-in or ex~post evaluation is- =

,to-assess.thenresults~by;analysingztheimain;%ottleneCKSJin s
- connection with appraisal of:a second stage, and/or-the follow="
up of a project. = The results show if the project needs - L
‘adjusting.and can be helpful when considering albternative ‘means,
devising ways of making more effective ‘use of funds and "~ "
weighing. of priorities.: They also.play a part in policy -
formation. o ' SRR A R LT

49, . . The evaluation studies carried out were largely prompbed .
by the need to establish realistic priorities for the further =
- use of funds from the allocation in consultation with the
'developing country. A LTI e e
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 VIII. -RESULIS

50. .. The evaluation of projects by the Technical Assistance
Department is not yet at a stage which would enable specific N
“information to be provided on the impact of evaluabtion results
“on the organisation's work. Generally speaking, Dutch develop~
ment co-operation policy, which has developed .on the basis of
v international reports such as- the Jackson Report, came about
¢ pertly in the light of expérience gained from development aid
.~ . in’ other countries, ~The granting of allocations to target -
" countries over:a period of years has led on the one hand o
the-institution of financial programming and on the other %o
. annual consultation on the expenditure of funds available for
. technical and financial-assistance. - In’ this schems-of things
. - there ‘arose a clear néed for the development of an evaluation
gystem so that the experience gained in completed co-operation --
- activities could be incorporated in further planning. - The
' intensifying of evaluation has a direct influence on the
- " organisstion's work in-that it accentuates the appraisal.
-~ stage, specifies project objectives and stimulates the -
~ systematisation’ of progress supervision. - S
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,S'w EFD-E'N“ :

I, EVALUATIONS ACTUALLY PERFORMED };;l,r”jjf“ B

_ l.k' A blbllo raphy of the evaluatlon studles recently per— ‘;"
formed in SIDA {Swedish International Development Agency) is . |
availsble on reguest from SIDA . A few of.bhese .studies have
" been carried out by SIDA personnel,. a higher number by con~:: -
sultants employed by SIDA, ‘some by the staff of projects: con~

cerned (especially the case with builb-in: evaluatlon); and,
'flnally, gome. of the: studies have been made by other agencles.' -

:I;’ PRESENT ORGANISATION

'_(1)- Who is dn charge of evaluatlons?

2. _ There igs an evaluatlon unlt w1thln the Research DlV1Slon
of SIDA, ~ The interest for evaluation matters dates some years

back but the unit was not established uatil 1971, There are
- four profe331onal posts with the unit (at present two vacancies).
Furthermore SIDA has "Development Assistance Offices" (SIDA-DAQ) -
in seven recipient countries and at four of these there are -

o "Plannlng and Evaluation Offlcers“ since a year back.

'_5. , The evaluatlon functlon of SIDA is thus very new and we.
are stlll daveloplng our worklng strategy. : :

b, The main respon81b111tles of the evaluatlon unlt are:
to assist in the planning of SIDA's development support (in o
accordence with SIDA's Manual of Support Preparation  which was -
prepared in 1972), to give advice on formulation and analysis of
project goals, to design systems for evaluation, reporting, or
other follow-up activities (including systems for built-in- -
evaluatlon in connection with SIDA supported projects or pro-
rammes) to teke part in extermal or special evaluations.
< approx1mately equal to "intensive special reviews"), to complle‘.
the experiences from projects or the overall assistance to a - _
country, to prepare terms of refereace and hlre consultants for
evaluatlan studies, etbc. _ _ —

(2 Llnks w1th other services

5.  The evaluatlon functlon in connectlon with SIDA supportedr
projects/programmes varies. substantially from case to case. o
Sone QSSlstance,:e g, in the form of budget support to a-
country, is generally not subject to any evaluation malnly
- because it is impossible to isolate any effects of the Swedish
‘contribution. Ags an example of this could be mentioned the
Swedish import credits to India. In other instances there .
nay be a provzslon in the agreement bebtween the two governments e
‘that there should be a system for built-in-evaluation or that
external evaluation should be carried out at certain agreed
upon intervals. -
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6. -~ When SIDA is toking an active part in the designing of
a rather complex project we try to give rather much emphasis
to evaluation. The greater the risk that project aims will ~
not be atbained, that the original target group will dot Dbe
-reached,. or that unforeseen side effects will occur, the
stronger the need for an evaluation system as a tool for
improving the management of the project and the steering of -
activities, Por this‘reason SIDA has stressed the need for a
built~-in evaluatlon systen at such comprehensive rural develop-
‘ment projects as CADU in Ethiopia and PACCA in Afghanistan.

7. . Although-there is a strong interest from SIDA's part.
(and also from the part of Parliament) to see the effects of
the Swedish assistance this is. generally not the subjec¢t of
evaluation but rather a positive "spin-off" effecl. The main
purpose of evaluation is t¢ improve the project managers' :
implementation of the project and improve the design of future
ptojects rather than to show the Swedish authorities and bax-

'u'payérsfthe_result'of the_Swedish;assiStanqe.

(5)5'f D63¢ther'institﬁtiéns ﬁefﬁorm evaluatidné?;

8;]';; There are'éome,insﬁituﬁioﬁé'dutSide'SIDAnﬁarﬁlj_involved:_;;
in the evaluation of development assistarce. .. There are a few .
Goveramental bodies (mainly the Natiomal (Swedish) Audit Bureau,

the Auditors of the Swedish Riksdag/Parliement, and the Swedish- -

Agency for Administrative Development) looking into the
effectiveness of public agencies, to which SIDA belongs. .. -~ . .
Thereby they occasionally try to follow up the "effectiveness .
of the Swedish aid" in the field, Universities may also carry = -
out ‘evaluations, either as consultant, e.g. hired by SIDA; or .. .-
on their own, e.g. as part of their résearch programme. . ... . .

ITT.  FUNCTIONING OF THE EVALUATION PROGESS - |
<1>’-“_DeciSion-tO‘uﬁdertaké?an eValuationf ”
9. ~.The.réSponsibility“for,evalﬁaﬁidﬁjof‘projects”¢r proﬁV

grammes supported by SIDA rests with the recipient. countries,

ivesstheir executing agenc;

or ~the ministry -concerned,. . -SIDA. .

tries to avoid to decide o its own that evaluations should Ba

carried out, which reflects the fact that SIDA is not carrying
out. any projects bubt only giving support to projeets. - - o

10, ~ Naturally, however, the decision is -most often taken in
consultation with SIDA. In many casges. the agreement between
‘the two governments specifies that evaluations should be done.
In other cases SIDA might. very well suggest an evaluation bub

not decide to do one if the recipient country does not ‘wish so.

11, A common case where evaluations are suggested is when an

agreement pericd is running towards its end and a decision should -

be taken whether to continue the project (and the Swedish
support) or not and whether the project design for such a con-
tinustion should be changed. ' : B
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12, = The second part of the guestion aboutb the. degree of =
coverage of the ald programme submitted to evaluation in. the |
- future, cannot easily be answered since the responsibility.
- rests with’ the reciplient countries. ~ Génerally built-in- . .
evaluation 1ls preferred by SIDA, . (It has been stated above
that SIDA regards evaluation as & management tool aiming at . =

~ increasing the effectiveness (and efficiercy), of the project by .
giving the project Implementers the information-necessary for -
_Steering the project towards higheér goal~fulfilment). . .We hope .
“that more projects/programmes will see évaluation as an - .
. -integrated component of the project in the future, and we feel
that, the responsible authorities in the recipient. countries

- are becoming increasingly aware of the value, of a well adapted . -

‘evaluation system. . — .

13. ' Most often evaluations'are carried sut by outaide oo
~ sultants, often a team agreed upon by the two parties concerned
(e.g. a four man ‘team, two gelected by the host country ministry
and two selected by SIDA.  The latter two.do not need to be -
Swedish). There is-no policy ‘sbabing that SIDA ‘staff could"™
_not carry .out external evaluations or take. part in such teams.
"It is not very. common, though, a5 a result of a certain staff .
sage. . The "Plannifg and.Evaluation Officeérs” at SIDA-DAO
carxy oub evaluations themselves. . Usually . .
80 but they 4o assist in.selecting con~

erms of reference, and giving sérvice to the

. It has been mentioned above that SIDA prefers built-in- .
- evaluation when feagible. =~ In such cases the project staff = .
- themselves do“the evalustion work, but the "P., & E. Officer"
cen give assistance when .desired, . The project staff may be . -
~directly responsible for-the impleméntation of the project or
- they may be “advisors,ﬁoﬁtheﬁprOJeqt,managementﬂ,;gnﬁnyhowgLj~ _
- BIDA believes that in«built-evaluation can provide very valuable
information to the project management on a .continuous basis and
the “very fact the evaluation is carried out by the project's
oown :staff increases the likelihood that .the findimgs will be
tinued activities. . . .. .. . .

TS

(3) " Aesociation of wecipient cowntry

15.  SIDA tries to engage the host government agency for the
-evaluation work and does ugually nob Wish %6 carry oub T

evaluations. of its own.,, If the hogt country so wishes SIDA ..

i's prepared to administer the evaluation work, more or less as

‘@ service, . N

LI
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(4) _.Centralisation-an&-dissemination~of-GValuatiQn.findings
16. -—erﬁtralisationAand dissemination Of‘evaluation-findings

are the tasks of the evaluation unit at SIDA~-Stockholm. . Due
to staff shortage and compebing needs oo little has been done
~in this field so far. - - Our intention is to increase this.

- gervice in the immediate future.  The unit publishes a ..
bibliography of evaluation studies annually and a small Di-
monthly leaflet (Swedish text) summerising the contents of an

 interesting evaluation study. oL :

IV. . METHODOLOGY. - -

(1) Existence of a formal methodology

7. No formal methodology and no standardised "evaluation-
 sheets" or other facilitating devices are used for evaluation
- purposes.  So far we have not been supplying. evaluators with ‘
-evaluation manuals but we do have some -material - of methodolegical .
. interest available which is distributed when: deemed gppropriabte. .
There is.also- the above mentioned SIDA's '"Manual:ef Support .
_Preparation" which contains some of the SIDA's-viewpoints on
“evaluation. We are presently working on a general master
_gysten for built-in-evaluation of agricultural projects largely-
- based on the. system elaborated at the CADU project, and we have
- ‘gome rather vague plans of compiling something similar for -
. educational projects. . . - o - S s o

~.18: -~ The starting point for both ex-ante and ex-post - -
. eveluation are the goal structure and the purpose of the project.
In both cases. emphasis:is- given to-possible positlve: or negative
.f_sidereffegts'oféthe,project-with'particular attention to income

‘distribution snd social effects.

i(Zj-“; Importaont problems

. 19. . Very important issues to be considered.in the evaluation
are: identification of the needs that the project should - '
. satisfy, formulation of goals and purposes and analysis of .
. between goalsi.analjéis of externa actors Inf

~identification of side effects, snalysis of goal attainment
end means of improving i%, etc. S R

20. Evaluation is mainly considered as a management tool to.

" give steering impulses and a problem of great importance is how
to utilise the findings in the most appropriate way. How
“should findings be presented to government or project managers

. in order to really improve ongoing projects? - -
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5,d(3);jg GhoioeibetWeenhvarious tvpesfof eveluation

21, Bullt«1n~evaluatlon -in general seens to be more

effect1Ve than external evaluation.- The system working at

CADU is a good example. No attempt has been made to calculate
any cost/effeotlveness, however. - -The more ‘innovative or . .
- experimental a project  is, the more important a well developed

_ evaluatlon system.aur-- ‘ _ R S Lo

V.  DURPOSES
22" It is diffloult to give a simple answer to the queetlon
about principal purposes of evaluation. - To the purpose. of

. "ensuring a higher profitability of official aid funds" we. .
would like to add "1ncreased effeotlveness of scarce re01plent '

country resources" .

..23 In the past 1t geems that evaluatlons have been prompted

by the meed for information on project effects when decldlng _

‘whether to continue the Swedish support to a ‘project for which -

. the agrieement period is ending.  .Today, however, we view - - -

- evaluation more as a means- of 1mprov1ng the- 1mplementatlon of
on—go;ng progects. R . .

o vx. S RESULTS

24. : The main results of SIDA sponsored evaluatlons have been

improvements of on-going.projects (e.g. the CADU—proaect), '

improved: knowledge of erucial factors for . .the success/failure

of projects in the same field ag a project already evaluated,

. improved design of new projects, better awareness of the _

. importance of good project preparation and goal analysie, aware-
ness of some of the risks in. proaects almlng at economic develop-
ment (e.g. the risk that economic growth in a rural oommunlty

may lead to widened income gaps), etec. f;gd_e-,. L

25. More stress than before is ‘now given to proaect appralsal
1nclud1ng 1dent1flcatlon of possible 51de—effeots.,“ :

26, It seems that the reclplent countrlee are gettlng more .

;=1nvolved in and accepting more of the respons1b111ty for the

- . ~evaluation of development projects, and it is now not rare that
rlnltlatlves to an evaluation study come. from the host oountry.
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SWITZERLAND

Note by the Service de laiGdcpératibn Techniggg;§5§§§g'iﬁ
(1)'i e

' Evalustion in the field - Organisation and Methode"

I.  BACKGROUND AND PURFOSE - ,
1.  7,:The.Service;&eﬁla Codpéﬁafion TeéhniqﬁéyhaSIdecidEd‘toi

evaluate development projects while they are being carried out,
at a time considered suitable by the parties concerned, and to
have the;evaluatiogs;made'independenﬁlj_by outside experts.. '

2, Evalustion would have the following aims in view:
(a)jto,assess'iésﬁlts ééhiéved,ihaving:régérd.to the targets
set anﬂ‘ths“requi;ements,to be met; SR T

'(b) to'assess the soéio—écoﬁdmio'impact,'ﬁtiiiﬁy'énd' o
. ‘effectiveness of an integrated project seem in its .
. regional and national context; -~ =~ : S

(o),to:propoée adjustments br;pdssible followaup-actibn_for‘

(d) to learn lessons for éiﬁilab'futureayrojectsltd_be:
- undertaken by the Service. - R

«  The main features of Switzerland's co-operation in
development aid for the developing countries are to be found in
various reports by the Federal Cowncil to Parliament on the =~
subject.  Taking them as their starting point, the operational
departments are working out general, geographical or sectoral
criteria for facilitating the selection of projects and their
views reflect general policy as seen through these documents.

The subject for an ovaluation is usually a development—
project or- oup-of.projects,involving-similar"activities._
Each_prgject‘is.treated as a whole irrespective of how it is
financed. - - LS =

5. Evaluations cover everything connected with the project
_ without exception and are a combined assessment of the con-
* ception, planning, launching, implementation and supervision
of the project. - k . '

6. - Eveluations must befdbjéctive and_théreforé'baséd,an
facts and on expert opinion which will stend up to test.
Written reports are assembled;to suppoxrt then.

(1) This Note 1s a working paper of thé'Servicé‘de'la_ o
Coopération Technique and is not in exactly tThe same form-
as the other reports in the Annex. : o ST
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II.  EVALUATION stszoms

:___(1)-.-'The MlSSlon _
| '(a)glr:Who-

. An evaluator should be a. haghly quallfled expert who can
analyse the technical snd- ecopomié--aspects of -a-project-over

erforms the_evaluatlons? ;;.QLAQ;QQ”Mf".

- time (covering the past, present and future) and draw the

correct conclusions and recommendations. 'He should have a .~

gtable personality and experience of developing countries and

. these:gualities. should, in case .of. doubt, take precedence over: -
a speclallsed knowledge of the seotor. ;?q 7 saeil L e

8. .- In-wiew of the dlffleulty in. flndlng'aa expert comblnlng

all these gualities, evaluation work is given as far as. p0551b1e

o 1nterpreter.

to a specialist 1nst1tute with the necessary expertsjor.to an,
© ad hoc multidisciplinary team.  The number of axperts engaged
- depends on 'the specialities involved;:. the ilength:of -the task
and the scale of the project..: In such:cases one. of the
: evaluators assumes overall respon51b111ty for the m1351on.‘ ,;

e 9.- T Hormally all the evaluatoas should work on the same
'H'proaect at the Same tlme. R _ SRS U B RS s

104 The~evaluators should have. a:hnowledge of -the language
of the oountry they visitb, unless it -is.a. Jdanguage known to
few of us, in whloh case they should be aocompanled by an e

(b)-' MlSSlon procedure | o i o
| ll; : The m1851on should be sant at a tlme of year when the

'Zcondltlons for working on the. project and. getting ‘results. from
‘"1t are - average, is e., nelther Foe favourable nor too dlrfloult

.12;f]a-The evaluators are brlefed'for‘ helr m1351on by S

e studylng the varlous reports ‘on the subgeot U e

W”_;fthorough dlsou551ons w1th the offlolals ln,charga of T
- the- projects and with the: head of the operatlonal ::
-department in Berne, _ ,a-f:sw-*

o= discussion with: the experts Who have returned tox
- - Bwitzerland after: partlczpatlag 1n the 1mp1ementatron
... of The projects;. o B A R S B RIS

~ discussion with organlsatlons in SW1tzer1and Wthh havei-ie
useful 1nformatlon on. the seotor and-. type of proaeot .
. conecerned ;. &:;a_ FOT ,,4 IR s ,o_qm, ek

- attendance ot a Scminar for brleflng ‘on ovaluatlon

- mothods (organised.by the Africon Institute.at the-
roquost ‘of the . Evaluation Sorv1co), when it .is.a flrst
mission. The Institube should be givon .defails of The
intended mission and of the evaluators' terms of
rcference and curriculum vitae.



- Annex I

_15 Another purpose of the brlerlng is to ensure that
different evaluatlons are mutually oonsrstent and have a. commen
ba31s. :

4. A mission should spend enough time in the fieid'in order.
“tos : o ‘ S . o

- - be briefed by the Swiss diplomatio'representatives;
. . - be 1ntroduced to Sw1tzerland‘s 1mmed1ate partner

3_4 evaluate each pro eot (taklng from 5 %o 10 days, dependwng
on its oomplex1ty

-~ vigit similar proaeots as far as possible;

- be- brlefed by other. sources ‘which the evaluators E
—-rcon81der ‘useful for assesszng the proaeot. o '

-_15 - . The best use can be made of the tlme avallable, if the ,
‘- mission has a tentative programme, bub the evaluator should be
free to alter 1t as requlred by the work.r ‘ :

.-16 | Evaluatlon migsions should be planned long enough ahead
- for the evaluator to prepare the materlal mentloned under
'lheadlnv IIT. below. . 4 .

517 - Evaluators enjoy the 1ndependenoe requlred for expr9551ng

. their own opinions and the Evaluation Service's staff and the
personnel in the field only take part in their discussions- with
Switzerland's partners if the evaluatlon m1351on leader w1shes :
them to do SO0. .- S :

18, When in the fleld the mission should do nho more than

oollect the information requlred for its evaluation and take
“ecare not to cause frlotlon or unfavourable reaotlons to the
- project.

19, . The terms of reference of the nembers of an evaluatlon.
ﬁmlss1on w1ll 1nolude the~ p01nts made- “in-the- present Note.

- (2 Inlormatlon

19. The documentatlon supplled to evaluators should be -
1mproved and better grouped in the files; . gub-files should be
introduced . for major documents. In order to lighten the
evalustors' work the files should be ‘better arranged and include
periodical progress reports on each project, starting with how
it began and ooverlng the perlod up to the grant of the first
credit. - , S

20. The staff in Berne respon51ble for oarrV1ng out these
projects ‘should make interim reports covering not only the
. finanecial share of the operations, but alsc a progress report
based on perlodlo and/or final reports from the flelo stafl-
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_'_-and on de01s1one taken by ‘head office. ~ These reports should
" be drawn up in the same form as the perlodlc reports rendered
by experts._’, _

'21. ' The final reports by the respons1ble ozflclals in Berne _
should also be fuller and in the same form as the final reports

. which experts have to render. VWhen a final report covers only*™

a phase. of an on~-golng project, 1% could be shorter, but must.
cover in detall the obaeotlves and partlal results achleved or
planned.,;_ ‘ : L .

22, Development ald staff employed as co—ordlnators, attaches'g

llop the 1like in a’ developing country should. also write. brlef

Cannual reports on each aid scheme they. superv1se.

23, Proaect 1eaders and other sta I should have to write. .
- their reports in the forms prescribed by the. Evalugtion Service
in March, 1970, i,e. they should themgelves write a comprehens1vH
report coverlng and- enolos1ng the 1nd1v1duel reports from - -

.members of. their staff. P Lo R :

-':24. : At ‘the beglnnlng of hls report B proaect leader should

"]»deal with the plan of work and define ‘the criteria and

‘indicators he intends to use, the returns to. be kept and the--

nethods he will apply, after which the suthorities in Berne or,

- Af approprlate, expert advisers to the Evaluation: Service in
Switzerland should comment in writing on the réport.  This

~ system would enable the operational staff to assess their own

. work &nd make evaluatlon m1551ons by outs1de e'perts more

‘,;effectlve.

(3 EValuetlon reports

{25. - ..0n thelr return to Sw1tzerland the eveluetlon mlsslons
-should, if necessary,: obtain additional ihformation 'and_then
. write their reports, which should be trensmltted to the:.
_.Evaluetlon Serv1ce, as follows: _
(1) a prellmlnary report w1th1n from 2 to 4. Weeks, and '
(11) a flnal evaluatlon report 2 weeks 1ater.

26,  Between these two dates a" meetlng is to be held in Berne

" between the eveluators and the interested departments in -

‘Switzerland to. study the prelininary report with regerd bto its -
“form and the. cerrectness of its facts.. . If at all possible,’
the proaect leadér in the field takes part in this disecussion
end, in the case of a 301nt evaluatlon, the meeting is attended .
by representatlves of-the various parules ooocerned. :

27 : Account must aleo be taken of the views. of the Sw1ss }
diplomatic mission, to whor  the prellmlnary report w1ll have
been duly sent _ S . : :
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28.  As a general rile the eveluation report will include the

”f0110w1ng chapters.

o A;'  5In+roduct1an
:(l)‘Terms of reférence;

(2) Gonstralnto and 11m1tatlons of the evaluatlon exercise.

ﬁ.B.-l"-mhe pronect or groups of pr ojects evaluated and its connﬂ"ti

(i)-Brlef presentatlon of the proaect and 1ts eCODomlc and-
.'-.soclal background

(2) Rev1ew of the. economic and social condltlons 1n the.

- recipiént country as they affeet the project, p01nt1n
out the overall options open to the authorities in the-
‘reciplent country as regards the nroaect and its fuuure-
-course,,_ , o . :

(3) Resul s ‘and effects of the nroject to- date, Wlthout

77 peference 16 objectives and resources and without any
value judgment (i. e. as they would appear 1n a.
photograph). . _ :

6. . Evaluation
-.(1)_Adaustment of obgectlves.:'“

-  + val1d1tJ of the scheme and of 1ts orlglnal overall and
"'wstage—bymstage obaectlves, g _

- readgustment of ooaectlves crltlclsm of changes in .
obaectlves up to the tlme of e\raluatlon1

(2) Adequacy of resources: are they sufflclent for achlevlnr
“the planned dbaectlves7 g

< types of action 1nvolved-i.,'

'T“f“f;TPlace“an&'Settinéy“ifn7¢~m~”;mw_mffffugfgff}ﬂﬁfﬂ?fﬂ[??ﬁffﬁf?iﬁ
T - personﬁ§l§ 
~ equipment;
- méthods and teChniqﬁes;{-
1”5_duration'pf,project; |
_ . any other poiﬁt;; {
(3) UsefulnéSs'df project:-.

|~ results compared with objectives;
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(4) Effectlveness.
- results compared w1th resources, 1ncludlng an . estlma
- of the cost-benefit ratioc for the parties directly
concerned and for the local or regional community;
- reasons for 1neffectiveness,t.a o

(5) Independence°

- = in respect of management (degree of eelf-management
- possible in the project); :

-~ in respect of finance (ablllty of the proaect to
finance itself or be financed by the offlclal partnels
of the reclplent country), -

(6) The proaect's 1ntegratlon and 5001o—economlc 1mpact
This item sometimes overlaps with the precéding items;
it involves assessing how the project fits 1nto the '
soc1a1, economlc and general context : -

D. Conclusions and recommendatloas

‘ (l)‘Gonclu51ons (or summlng up of the evaluatlon),‘

{2) Any proposals for modlfylng the proaect evaluated or fo*;_
: follow-up action; _ , _ :

: (5)'General recommendatlons regardlng the type of progect -
- evaluated and lessons to be learnt. - : : :

(III.. -'“VALUATION METHODS AND CRITERIA

29, The basic criteria for each evaluation are given in
‘On pter III of the evaluation report  (see above).f-, _ .

50. Starulng from these basic crlterla, the evaluator or
evaluation Geam leader (together with his colleagues) decides
what specific criteria to apply to +the ‘project in question and
draws up the indicator matrix and the survey questionnaires he-
intends to use for evaluation in the field. - "The. questionnaire
.for the project leader or manager must be sent to him early
'enough to enable him to complete it before the. evaluator
arrives. The Evaluation Service's approval is required for
these working papers and for the proposed method for conductlng;
reclplent sSurveys. _ , _ '

551. “As far as possible numerlcal 1ndlcators ‘should be used
$o enable the results to be quantified and so make the assess-
‘ment more obaectlve. - ‘ _ S
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32,  In future the Evaluation Service will gradually introduce
the use of standard matrix forms containing the relevant o
 indicators in order to make it easier to plan and evaluate .
- projects, to achieve better integration and to facilitate .
comparison. : , o ce o

33, It seems to be more difficult to make a rigorous and = .
scientific analysis of the cost ‘and benefits of each project, .
. the more .one wishes %o relate the project to outside ecoromies,
<. ‘but one must as far as possible ascertain the overall or .
differentiated cost-benefit ratic by using the matridées and
‘indicators mentioned in the preceding paragraph. . .. . .

34, 'Evaluatieﬁs.wili also gain in-clérity'én¢=¢ompéréﬁilifjﬁ' |
if the same wording is used in the different reports, hence the
need to build up a suitable terminoclogy. e

IV,  JOINT EVALUATIONS N L
35; ' Evaluations are normally to be made by'a”teém_ofk

independent evaluators chosen jointly by the partner in the
-developing country and by the Swiss Technical Cow~operation .:.
Service. . The team must submib one single evaluation report. in .

the form described in this paper.  If appropriate, the two
portners may, instead of jointly choosing a team, agree to :
.zg?mission?a specialist body or ad hoc -team of evaluabors to do
~the work. . =~ J P B e T '

%5, _ When an ex-post evaluation has to be made after the =
oubside aid team has left the country, the joint type of .
evaluation described above is the only possible method, as it is
also when the outside aid bteam is still in the country, but the .
project is managed by nationals of the developing country or . -~
jointly by both partners. If the project is managed by.a =
Toreign team of experts, a joint evaluation is still desirable,-

_ but if special circumstances make it inappropriate or difficult,
s unilateral evaluation must then be made in agreement with the.
other partner. y ' ' o : ; :

%7. = When a contract is negotiated for a joint evaluation, it .
~ should lay down in as much detail as possible the objectives of
- the joint evaluation, the allocation of %asks. between the .- . - .
experts and the procedure to be followed by the mission.. As a

rule the cost of the mission should be met by the two sides,
external costs being debited to the Evaluation Service and local
costs to the partner country, but the full cost may in certain |

‘circumstances be met by Switzerland alone. '

38. In the.case of a project sponsored by.a Swiss or inter- -
national institution with Federal Government financial backing,
 thege bodies should be associated as closely as possible with -
the evalustion, possibly appointing independent - evaluators of

their own as members of the joint evaluation team. - -
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ngiﬁﬁiﬂQRGANISATION OF . THE EVALUATION AND UTILISATIOW OF ITS
(1) Role of the Evaluatlon Service FE T | i
39. The Evaluatlon Serv1ce programmes evaluatlons in the o

field, bHaking-account of the :views .of the operational'departments -
and .also-of the reésponsible Swiss ‘or international. 1nst1tutlon :

:,__when the Federal Government 15 giv1ng flnan01alrsupport.-

- 40, The Evaluatlan Service organlses and superv1ses'the
-evaluatlon missiong in the- field and s€es - that the. procedure
described in this paper 1is followed. " As soon #s the final
- evaludtion report is received, the Evaluation Servioe advises ﬁhe
-Deéegate -on .the action to take to ensure that the best use 1s T
ma e of it. - ; g o

41, . Ag part of its work the Evaluatlon Servlce shOuld VlSlt
- the project at an appropriate juncture and will usually send a
~member of \its. staff for this:purpose.a few days before the

© - evaluation: team arrives., When doing ‘go it may also: inform: the
- project: leaders -and . Swmtzerland's ‘pariners regarding the: o

- j7-ob3ect1ves of. the: evaluatlan and may. propose adgustments to the '
-_m1s51on s prellmxnary programme.,. T ‘ g .

:7_42.: In the case of a Joxnt evaluatlon where the Evaluatlon >
_nerv1ce is respon81ble for negotlatlng with Switzerland's various
partners; the visit referred to in the preceding paragreph will
coincide with the arrlval of the m1551on negotlatlng the 301rt “
‘jevaluatlon.~w,- .4,{,_. . e , LR _ oo
43. k From tlme to tlme the Evaluatlon Serv1ce should draw qp
*memoranda containing the 1essons and general lnformatlon der1Ved

- from evaluatlons in the fleld - S Gl

 (25fl'JTasks of the operatlonal deg tmeﬁtg ihfcbnﬁéctiép withltfﬁf.
e vevaluatlon WOTK: _ B N ay;x;:?*f- o

44,  As the aim of evaluatlons is to make ald schemes more . .
effectzve, the operatlanal departments must be associated: with . -
them, - Their views are required for programming evaluation "~
nissions and selecting evaluators and they themselves may. even
" be the promoters. or instigators of evaluations.  They help to .’
- brief. evaluators by supplylng all..avallable 1nformat10n, whlchéh

the oneratienal personnel in the field. will:then -extend and i
deepen:: - This personnel will have to examine the project: from'tf'
- all angles and they may compare their view of the problems. with -
. the view of independent specialists. After the evaluators

have returned home, the preliminary evaluation report will be .
. 'subnitted by the Evaluation Service to the- operatlonal depart—.,_
- ments and project leaders coacerned, - o2 o
Next, the final report is submitted to: the operatlonal cihepax"b—-‘c
‘ments together with the Evaluation Service's proposals, after
which a meeting is arranged between the Service and the depart—
ments to agree on any necessary adjustments and follow-up action.
Minutes are kept of this meeting recordlng the d60151ons tuken.
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45. The operational departments must thus be kept associated
. with the work in anvgtmqsphgpeMggmmuxual,gpggrétanding, in order
. that evaluations may yield useful results. ' .

46 When loans are proposed for a project which has-been -
evaluated or for similar projects, the operational departments
. should take account of the adjustments; follow-up action or

lessons resulting from the evaluation. ~ e T L L

4T i''I-;s'.te:é;'_1:]:m'e'.ope::'e.d'.ion;;i_"_}'_&(lep:511::'-‘1;;1"1'3'1;‘;'.4;:“&;<ﬁge’f,ﬁr‘:f':'s-u.i'\-:u'11.‘42;31-,’i;ﬁ_e!..:;-_';3;- o
'*'other?ofathe;evaluatorS‘for;consultation,‘when,heuwilifgot,dg\'f
'.:evaluatipn:wﬁrk, but will act as:an:oPg:ationalfadvisgr;g}: e

48, Indirectly thesé evaluations in the field provideé the
~operational staff on the spot and the operational departments - -
- with effective technical support which can only serve to .-
 facilitate the project. ' e SR RO
 VI.  DISTRIBUTION OF EVALUATION REPORTS -

39, " Evaluation reports sre confidential and:are distributed
. only inside the Technical Co-operation Service, unless the.: ' .
. l1atter has derestricted them. ~ A copy of the final report is

" Yorwerded automatically to the Swiss diplomatic mission concerned.

If the projeéct is sponsored by a Swiss institution, the latter's
agreement also is required before. the report may be distributed, -
~ and in addition the agreement of the recipient country is - -
required if it is a joint evaluation . report. R e

R ¢ Wheﬁ”afrépoft is tbiréﬁain;claséifiedﬂ"bonfidanﬁialw':a_
indefinitely, the Evaluation Service should meke a summary of

- it for distribution purposes.

51, The circulation list for reports approved for distribution
includes the Federal Government department concerned, the '

; ' official Swiss committee and boards deali gawithudevelopmentfaid‘- -

questions, and the Swiss public or private institutions-and - -
© institutes which take part in aid schemes.  ~The reports are

‘motes should be compiled.
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' General Comment . ' . uz=_~il B S T A o S

- 1. -iWe would-like!to.emphasise that in ODA (Overseas Devélop~
ment Administration) a great. deal of what must surely be called
"evaluation" is carried out purely as a by~product of on-going
aid administration:work...-For example, various experts from
.ODA;;economistSras;wellfasaengineers,.é‘ctors,uagriculturalists;_
~sociologlabs,: étc.,. are constantly visiting developing countries,
and although they are mainly concerned with new aid projects
They wilialways. take whatever :opportunities arise.of. finding -
out:how:past projects are getting on and, if possible, visiting
them, There will seldom be time to-carry out .a. debdiled:: ... I
evaluation and often only a guick impression can. be obtained, :
but. in the context of the constant monitoring of affairs in .
developing countries receiving U,K, -gid that dlseo '‘gées - on, the: .
results can often be quite accurate. ~ Moreover, there is-
"constant. feed-hack" ag. the people concerned-are heavily e
involved -in-current aid.activity: - In shors, whilst the Ysebt-+..
- piece":evaluabion by people trained and appointed for this task’/
.-clearly-has ‘an -important .place, especially for the more:.cémplex . -
. projects, -1t 1s.by no:means  the only kind of evaluation. . =

- activity and probably not-even the most important. . - It will- - -
always be too -dime-counsuming-and expensive . to carry out. detdiled
evaluations of this kind -for aXl projects,-and the process .of - .
constant "follow-up" of projects, in an’informal but informed
- way, is likely to remain the jprineipsl means by which the - :

lessons-of the past are.applied. to the present and the: future.. -

- 2. ° During the last'three yedrs most-of the evaluation-~ . '. . -
- gtudies: in. the U.K.: on:the:capital ‘'side have been carried.out. .
by workers in- the universities rather. than in the ODA. 6 -There
~ is a Yist of seven project:studies undertaken by pegple from- - -
© Nuffield College, Oxford, under the: supervision of Professor.. - . .
. Iittle and Mr. Scott in the bibliography to the OECD booklel .- -
"BEvaluating Development Agsistance”.” These Werejcarrled,ogt :
largely to test the Little/Mirrlees method of project appraisal,.
We have not completed many evaluation studies in the ODA and -
most of those listed in Dr. Cracknell's contribution To the
forthecoming seminar are projects that have only recently been
. commissioned, o , S A ' :

3, - On technical assistance there has been more work within
- 0DA, The studies completed within the last three years are:. -
(i) Two special reviews of the procedures fc; br%efing
technical assistance experts and for monitoring the
progress of their assignments. - :

(ii) Two spot—chéck studies of Teacher Vecation Courses.
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' (411) A special revicw of the Councowealth Teacher Training
= Bursary Scheme. e et |

© . (4¥) A special review of U.E. assistance over the last five
~~ -years %o the Middle East Technical Institute. .
o ':(v)_Aﬁsectof*revigw“offéssistanqe_tO“eéﬁgatig@ $n°India;1.;_
R (vi)ieenexél_revieﬁéof‘ménpéwer‘éssisﬁancé{t6 Kéﬁyé,_ﬂgénda;
<. . .. 'Malawi, Zambia, Botswana, Liesotho, Swaziland, Nigeria,
R Sispgg;hgo;&,fand_ﬂalaySiaﬁf“-'if_ IR e
There are also builtin and on~goihg eﬁaluaﬁidﬁ;procédﬁxes;5953
covering a growing proportion of U.K., training activities.. The
_ results of these and items (i) to (vi) above are internal
- documents, -0 - S e T
. II. . PEESENT ORGANISATION | -
(@) Vho is in char e of evaluations? . .0 .- tnlollan

S 4, There is as yet. no special unit "specifically.in ‘charge .
- of evaluation work". Activities on the capital aid side are co=
X ordinated apd frequently stimulated by a senior member 'of the = -
. Beonomic Planning Staff. On technical assistance ‘the Manpower
. Planning -Unit performs,a-SimilarrroleaﬂifIndividualwsubject-.ff-'
_.-advisers~andfaﬁministrativ@xdbpa:tmentsTare.ﬁreeithmountfﬁheir.-
. own evaluation exercises'ge-they see fit, . EIPR A

”'=f2)='f”rinksﬁwith;éther?éérvices C

5. .Appraisal and evaluation are linked across the whole of -

QDA ‘assistance through*the~major'role-of‘the;Economic:Planningﬁ

Staff in both areas, The 1link is particularly strong im ~ ~
. feehnieal assistance where both functions fall +to the Manpower
 Plamning Unit. - The link %o jmplementation is through the ..
-advigory relationship of the geographical economists with the . -
. majol departments‘administeringiprojects‘andfprogrammes; : e

- 6. - --As mentioned ‘above, most of the project evaluation work. -
- go.far carried out in the U.K. has been done by Nuffield
- College., We are now comnrissioning evsluation studies to be-
~carried out by a number of oubside agencies mainly university -
departments. For example: " ' C e A

© . (a) Amajor study is proposed of the impact of the new -
- " past-west road on the Terai region in Nepal, to be-
'?ﬂcarried-aut_by:a'team-of'workersffrom thevaerseas- .
- Development Group of the University of Bast Anglia.
" (b) A men from Brunel University is about to leave for the
 British Solomon Islands, where he will spend four months
evaluating a road project. ' T - :
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(c) A Gambrldge economist is at present in Kenya looklng at
1and settlement proaects. _ IR S DAY

(d) An economlst from the Unlversity of :Bradford. is shortly g

 going-to-Malawi to look at housing projects there. ; e
. A number of other research workers’are ‘helng:. employed on,:-f' o
1ndiv1dua1 contracts to undertake partlcular studies. \ S
7. on the technlcal assmstanee SldE@ the study of technlcal-

assistance experts by Professor McBean of the Unlverszty of .

- Lancaster is still awaited. The Institute of Development =
Studies, University of Sussex,-has recently. completed a study ';-_

of the- role of economlc adv1sers 1n LDGs.;,u g

8. The Overseas Development Instltute has been commi551oned.i
to evaluate U.K, country ald programmes to 2 number of Southernu_
~African countries. LT U

[ B e LI LRSI

'III.  FUNCTIONING OF THE »EVAI—:UA:TION PROG'ESS» | _;'

.(L) Declslon to undertake an.- evaluatlon
'9. }- Untll recently evaluatlon exerclses hsve 1argely been

-”nounted in response. to -ad hoe pressures or. where the opportunltles
for learning  from experlence were particularly obvious. . The STt
ODA is-now moving towards a-more -systematic approach,under .
- which evaluation resources will be concentrated on. those areas

- which appear likely %bo yleld the highest cosb-benefit ratio,
. with benefits measured in terms.of Tthe subsequent 1mprovements
in the allocation of ald resources._ ' _ _

©10... For all maaor capltal preaects we are trymng to "bulld-ln“*
t;prov1s1ons for evaluation at the same time as. projects are :
- approved and the finance made: available. .- The problemis. that

it is:one.thing to "build-imn" such arrangements, but. it ds. o o
_quite another matter -to ensure that they are iun-fact carrled

out, and -as much of the responsibility for. this inevitably..
falls on the developing country the chances are high that the .
data required for bBuilt-=in evaluation will not be: collected.
" Most of the major instruments of téchnical assigtaiicé also have .
built=in. evaluation :procedures.  Por technical .assistance .
experts these take the form of. evaluative reports, for: trainees -
. there are reports from the trainee's supervisor: -and, increasingly,.
from the trainee himself and his superior g year or so .after hlS i.
‘ return; for the supplementabion programmes there are .annual . Y
reviews with the recipient. Wide ranging manpower reviews oan
be expected to conbinue to be held aboul every three years,
“with all major recipients of manpower aid.:  Sector.reviews are
- 1likely to be increagingly common in ‘education and, pos51b1y
.agrlculture.~ At the country level the annual pollcy papers :

' have a. grow1ng evaluatlvs oontent ' ‘
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(2) - Wno performs the evaluations?
11. Evaluations are carried out: by whoeVer seems to be the

- most appropriate person. 8o far most of the larger studies
 have been undertsken by outside people usually from universities,.
but: 1ncrea31ng1y we are pvepared +to d6 them ourselves and also
: : to commission consultants. - Proposals for increasing: ODA -
I-  evaluative capac¢ity in respec¢t of technical assistance are -
-7 currently under consideratiomn.: As the newly established
_ " 'Development Divisions get undér way, they will no doubt take on
- - the responsmblllty ‘for moré of the evaluatlon projects. in their
-+ areazs. - In this way, the" ‘Development Division in the Caribbean
“has taken “the initiative in ‘organising evaluation studies of
projects in the West Indies. . Similarly, the Developument
Divigion in Bamgkok will be ‘responsible’ for the evaluatloa of
- a crumb rubber faetory in Indbne31a. '

2. ODA personnel 1nv01ved in ths Work have. not recelved

. formal training in evaluation except for one senior member -of
the Economic Plannlng Staff who has attended the US AID tralnlng
course on the - evaluaulon of technlcal a851stance.j '

(5) - Assoclatlon of reclplent country

15. In capltal proaect evaluatlon there has hltherto been-.
,  very 11tt1e direct association:-with the recipient at the :
- working- level - beyond approval of the study.- In the case of
- a major study of the Terai road a positive attempt was made to
~encouriage "the Nepalese to participate in the carrying out of o
the exercise but the Nepalese are under such pressure that they
are- unllkely o be able to spare anyone for these‘purposes. o

14, On the technlc l a551stance 81de, the bullt- .
guestionnaire procedures for trainees are devised -in co- -

~ operation with the recipient, and the results shared with the
recipient government Similerly the- manpower reviews are -
joint exercises with both parties scrutinising experlence over
the previous year.. ‘The one or two-evaluation exercises ‘that
“have -examined assistance to partlcular ingtitutions have taken

g--gimiler. -LOorfe.-«-Fer-other-exereiges —esGw-sechor- stualeuw— s

the curtent™ practl ¢ is that the recipient 1s madé aware of
“the oubcome, bub ‘is not 1nv1ted to partlclpate in the evaluatlve S

process.f
~(4) : Centrallsatlon and dlssemlnatlon of evaluﬂtlon fxndlggm
~15. The process of 1nst1tutlona11qxng evaluatlon is- only

Just beginning. The main ODA library is a dep031tory for all :
~ reports and the normal channel of communication for disseminating
- - findings that affect the administration of aid is :the "Office
Procedure". - ‘4 number of semlpars on evaluatlon have been held
in key: departments. .
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IV,  METHODOLOGY

_,(1)'J Existencs of a formal -methodology.  ; -

16, = We do'not have any. formal methodology -for the evaluation
. of cepital projects, but we have our-Guide to Project Appraisal,
which sebts out our basic- -ideas on project amalysis and 1is SR
therefore of great value for those who work in the field of
evaluation. At present we - have not had enough-experience of
evaluation work to enable us. to prepare a similar guide to pro- o
. jeet evaluation, dbut in .due course if this work gathers momentun
. possibly we mey feel the need for something of The sort. - The
. studies carried out by Nuffield College of -course show a very
cintimate link between project appraisal and project evaluation,
which is understandable. bacause they were carried out largely
t6 check a new appraisal method. ~ Howevery; with the projects
' that we are now commissioning we are not trylng to fix ‘oo _
v.pigid guidelines for the work and we prefer to leb the research
~worker follow the course that seems appropriate for the project
17.  The situation is to some exbent similar with regard to
technicel assistance. - Bub though there is -again no Tormal .

. manual of evaluation the Manpower Planning Unit is developing

sysbematic approaches to the different types. of evaluation with -
" which it is concerned, Thus, for example, the approach To

nenpower reviews is largely standardised; ‘there is progress in

" the game direction with regard to education sector studles;

' gtudies of assistance to educational institutions draw heavily

‘on -American work on institution building; and ‘the approaches
taken to the evaluation of training activities share a common .
~ conceptual base. The major link between ex-ante appraisal
and ex-post evaluation methods is that in general both share
‘the same criteria. - L _ ‘ o PR -

 (2)i'- ImP0rtan# problemé, .

- 18. = For the U,K. the most important current problems in the
| organisation of evaluation work concern firstly, the amount of
‘resources that it is appropriate to devote to sueh work; and
- gsecondly, the balance .to be struck between on the one hand-
regarding evaluation as. a part-time and rather ad.hoc process

o For all departments with the occasional use of outside .

consultants, and on the other, establishing a separate_specialﬂ :
 evaluation unit and building up a full time staff solely con- -

" cérned with evaluation.

V. = PURPOSES
19. We have given top'pribrityfin oﬁr,éVéluatiQnﬂwdrkldn‘the'T

capital side to the first of the purposes menbioned here:

trying to improve the quality of our project appraisal work.
This seems to be logical in that the ODA tends to have only a
limited responsibility for projects once the capital phase has’
been implemented. Our main concern, therefore, is to see what
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lessons we can learn to enabiezus to improve the guality of uur.
future appraisal decisions. We also have in nind the need to
avoid the waste of aid funds that can-be caused by bad projects.

. 20. Technical assistance evaluation has also been mainly
‘concerned with drawing on past experience in order to improve
. figure allocation decisiouns. The aim, however, has not:been
' confined o improving appraisal methods at the individual
activity level. The balance -of activitles between and within
. gectors has” sometimes been of greater concern. = A% other times

‘the interest has been in testing the development hypothesis on
~ which the assistance is based.  This las¥ type of objective 1is
‘1ikely to grow in importance as .a larger proportion of technical
 apsistance goes to projects which are deliberately experimental

in nature.

' YI.  RESULTS

21, . Bince we have made much more progress in the evaluation
. of our technical assistance programme than we -have with The
~evaluation of capital aid projects, there has naturally been -
far more feedback on the T.A. side. Whilst it is difficult to-

identify changes that have taken place as a direct result of

' the evaluation work that has been going on, there has been a

- ‘consbant process of gradusl adjustment of technical assigtance
- procedures and of objectives in the light of the various - -
-~ evaluation reports vhat have been prepared over the last few

- years. On the capital aid side the current technigues of

- project appraisal have been influenced very much by the results

.~ of the various studies carried out by research workers at '

~“ Nuffield College during the last two .or three years. . However,
.there;have“aSjyetubeen'too:few‘project“evaluation reports 2

availsble within the ODA for there to have been much feedbeck

~from that source.
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1, AID Missions and Buresus are empected to. eveluate each )
- of their. on-going non-capital assistance proaects annually.

In addivion, Missions .and headquarters perform a number of
“special evaluations .of projects, subsector and sector country

-~ programmes, and assistence problems and technigques., ThHese .
‘Tange widely in scope .and degree of thoroughness._ They: vary

o in number from qbout 50 %o 70 in any. glven year.:

II.. PRESEHT ORGANISATION

(l)r , Who is in charge of evuluat10ns9

"2; _ A central Offlce of Progremme Hethods and. Evaluatlon aes',u‘

- the functions of 1nnovatlon, co~ordination and support.. - -
Specific évaluation’ actlvitles are largely the responsiblllty
" of individual country Missions or AID/W offices. charged with
- direct supervision of spe01flc programmes., - AID/wrofflces ’
- sometimes initiate evelue cions - comparlng experlence 1n several
~countries. . e : , -

5;:ﬂ' Wlthln each countrj M*551on, a de81gnated evaluatlan

officer plans the Mission's evaluation activities, and provides
‘the methodological assistance and support required by IMissiony - -
reonbractorand host country staff. Fach Regional Bureau hag an: -

evaluastion officer who supports. and co-ordinabtes both head-
quarters and fleld evaluation activities in his respec»lve
geographic area. Staff Bureaus in AID/W heve evaluation -
officers who perform functions similar to those of Mission

evaluation offlcers for research and other proaects operated by-f.

the Bureau.

(2)  Tanks with other services

4. Evaluation links to other functlons of the Agency
because evaluations are conducted under the dlrectlon and wrth
The part1c1petlon of the declsion makers.

f5_ " For non-capital project a551stance, there is a2lso a

procedural link between the design, implementation and evalua- o
tlon stages. The scme Logical Framework Matrix, (a strucbured L

summary of a project's objectives, internal and exbternal
casual linkages,. consbtraints and measurement 1ndlcators), is
. usged as the basls for planning and approving a non-capital .
proaect, to oversee implementation and finally %o clarify and
re~examine the original design as a necessary prelude to =

- evaluation. The eveluaulon determines progress btowards the
planned objectives, relying on progress 1ndlcators formulatc&
in the. loglcal Iramework : S _
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(3) - Do btherfinstiﬁutionsncbﬂdudtié#aiuatians% S

B 6.._l;»A”number*of;universitieSuand\privaﬁehfoun&ations-conduct

o independent'researdhtoﬂ'deVelopmentipndbléms}gbuﬁhdo'not;‘f-
-generally,COQduct‘indepegdent.programm@éevaluatioﬁs;;fﬂThe .
Overseass Development Council does some evaluations, but this is
aimed at United States aid in'general rather than speeific ..

. activities., llost programme evaluation by universities and

_ private orgonisations ‘i usually done .on contract to. AID or °

- . concerns AID-financed activities for - which they are the - =~

 implementing agents. 4. T R LS S

III.  FUNCTIONTNG OF THE EVALUATION PROCESS I T

() fDecision to undertaké?&nﬂevélﬁétiqnf}?':“}J e
7 ‘ The'decision tha' éﬁnﬁéidevaiuaﬁions;ﬁbuldibé'ﬁé&ﬁired'
for technical assistance and certain other non-capital projects
was made in ATD headquarters, with agreement by each:of the.
.. geographic bureaus. ' o L o .
8, A péra1lé1TproceBs:hasﬁﬁééﬁ-devél&ped;férECaﬁifalmz'wi
assistance and will:be'field,teste&_soon;af'This,processAsetsj

,out-criteria-by‘Which:Missions-would decide whén to ewvaluate,
‘such as c¢hanges in conditions or policies, but suggests that an.
- evaluation’ should occur aﬁ'about-the?halfway;pointQinva,project.
9, " .In addition to periodic evaluations of projects, Missions.
may decide to do. a special evaluation of a -sector or scome other '
aspect of their prggraﬂme;..-AID/W-may.alsoiinitiateqevaluations.,
 These would cover a ‘group of comparable projects, ox an . E
_assistance technique in several countries, sand would ‘be aimed
at providing guidance on some general question of programming

' or operations.

10, = Our.experience thus far confirns the need for complete
and periodic coverzdge for most on-going AID activities, to: -
measure progress: and. to re-assess relevance. - Special, in-depth
ev&iuation%m&ywserveéaS#awﬁellow;upﬂorwsubstituﬁ34formxhef~.
simplified_requiredﬁevaluatiOn;:aI%hough‘rregubﬁtiy these
evaluations look ‘at a different type of problem. . &4 -hoc - -
- ' 'coVerage‘is,more{suitable;whereﬁthe-objectivé*isrto derive~
: A transforable lessons from completed-projects, touconduet .
" evaluative research on policy and programme issues, and to
examine the effectiveness-of aid technigues.. .. .- S

“(2). -‘WhO”ﬁgyfofmé'%he“evaiﬁatidﬂé?fﬁ,

C11. fSpecific'evaluation¢activities(are largely the . - _
reSponsibilitynofgiﬁ&ividualeissith'andsthose“AID/W offices
charged with-direct supervision:of specifié¢ programmes. Usually

. these evaluations involve several people in the Mission, - '
including the project personnel. In .any case?nthe gtaff wor

.on évaluation is reviewed in a formal Director's:Review.. - -
Respongibility is so placed.to,increase‘therprobabilify that
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evaluation findings will be dlrectly -and promptly translated _

1nto oorrectlve actions., The heudquarters respon51b111ty is |
to assure.. that evaluatlon act1v1t1es are planned and - effeotlvely

~ carried out. .. Consultants are frequently used, partlcularly

©in special evaluations, -where. spe01allsed knowledge and
supplementol manpower are required ,

712, - All AID fleld m1351ons Were glven tralnlng in, tae _
concepts and application of the new non-capital.design and -

- evaluation (logical framework). sub-system during its 1nstal—

lation durlng December 1970~-June 1971. A formal tralnlng Pro-

is offered to Mission and AID/W personniel six times a year.
Representatives of other bilateral donors, multi~lateral .
agencies, and some reolplent countriés’ have also partlolpated
Cotin these semlnars ang: are weloome.- . R

'(35f5 Aasoclatlon of reciplent oountry

S T AID policy is to encourage ‘the co-operatlng oountry to
assunie ‘the ~leadership in planning, mansging ;and:evaluating
_+development proaects and programmes which are flnanolally
.agsigted by AID. . The.role of. the co-operabting country in
~ evaluation will vary according to. bthe availability of its .

“ﬁ.fpersonnel, ‘the nature of the project, etc. In. some cases,.

.8taff work is collaborative. In other cases, formal review

o gramme in project design and evaluation, of one week duration,

'sessions are conducted jointly. . To increase staff capability,

':LfAID missions. are. attemptlng t0o traln co—-operating country
~ipersonnel -in ‘evdluation methods and are ailso adapting pro- -

. cedures in order: to -increase. thelr 1nvolvement xn the L
ﬁevaluatlon PTOCGSS._w'= : S e o

‘(4)-d[ Gentrallsatlon and dlssemxnatlon of eValuatlon flndlngs L

.14, The AID/W reglonal and staff bureau Evaluation Offlcers,'

Sas- members of:the Agency-wide Programmne Evaluation:Committee

"-(PEC), neet bi-weekly to. exchange information concerning. actual -

 evaluations and methods. - PEC members are responsible for .
- disseminating. suech 1nformatlon within -their own buresu and.
country Misgions.: “The central Programme Methodsand :

- Evaluation Office periodically issues ‘guidance. meesages:and

case studles on evaluatlons or evaluatlon teohnlques. s

' 15 Evaluatlve materlals are collected 4n & oentral
.'rep051tory called the AID Reference Centre (ABC), where they

are. oatalogued and available: to-all personnel: -These naterials

are included in the series of annotated bibliographies on
~ various fields of development: assistance; issued periodically
by . ARC., - The non-capital design’and. evaluation sub-system

* ‘represents a special case — it is. a project specific methodology o

designed for direct and immediate: feedback of evaluabtive
findings into.replamning. I1ts report formatb. has 1ittle transfer
value for other projects. Consegquently: the reports. of grea’ est
potential use are those resulting from special evaluatioang,
including those initiated by some headquarters office.
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'IV.  METHODOLOGY

-(l)i' Etlstence of a formal methodology '

167 A formal methodology is spec1f1ed for the evaluatlon of‘

progress and for the consequent preparation of the .annual o
Project Appraisal(l) Report. (PARB for non-capital assistance.
A msnual and works sheets are provided, the Project Evaluatlon

Guidelines and Project Evaluation Workbook respecblvely.-_ A

standard, 4—page reporting rormat which constitutes the PAR is:

.also prov1ded -Although there are no required methodology or_” o
“forms for carrying out and reporbing evaluations other than =

non~capital project evaluatlons, the logic of the gystem is.

':'often adapted and applied to special evaluations on a case by
- case basis. In addition to the specific guidance on completing

the PAR, the overall AID evaluation sysbtem and the concepts on-

- whloh 1t is- based . are. descrlbed in. AID's Evaluetlon Handbook

19, B ”he non-capital de51gn and evaluatlon sub-system is not
- differentiated by sector, though the progress indicators.

selected as the basis for measuring project progress w111 :

=._d1ffer from project o progeov and sector to sector.

18., The 11nk between —ante appralsal and exypost

;”evaluatlon methods is descrlbed above . in Béction 1z (2)

LE)'i ‘Choice between various tvoes of evaluatlon

19 ' AID'S evdluatlon system, as brlefly deSCrlbed in

"Section III (1) above,: 1ncludes several approaches tallored to -
~gpecific needs. - .

.20, We haveefound thus far that the effectlve maﬂagement oP

project level assistance requires a system of complete and

‘periodic coverage with 51mp11fmed but rigorous evaluation. ..

The cost~benefit ratio is made most favourable by the use of
knowledgeable project management staff as evaluators.. “This.

B -gellulnates briefing and familiarisation costs, assures dlrect'
—-—Feedback;-and-integrabtes-the - planhing,--implenentation..and :

: evaluation functlons. Tnsofar as special studies areé concernoaa_'
- and this same point is true also for evaluative research, their

cost/effectlveness is dependent on the extent’ to which their
findings are useful bto management in improving the particular
activity or the direction and operation of other present or

future activities. They should be selected for and planned

to meet specific de0181on-mek1ng needs. ~ Parvicularly long and -
exhaustive studies should be used only for formulation of -

- major policies.

(1) The word "Apprals 1" in Proaeot Appralsal Report (PAR) is

in conflict with general OECD terminology. We use it in.

 this instance to mean evaluation:of progress bLowerds
planned bargets because AID already had another report
with the initials PER and hence we avoided the title.
Pr03e0u BEvaluation Report. The more normal use of the term

"oppraisal' is, of course,-uo desc“lbe the review »f a
-'proposed orogeot. : )
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V. ~ PURPOSES

.21, -  The ultimate incentive for doing evalustion is to
- facilitate the greatest possible.-development impact in the most -
efficient manner.  This includes getting the greabest possible
impact for a circumscribed level of funds ~ or determining-that -

-~ no significant impact is possible with the amount available.

- To this end, evaluation aims simultaneously at a set of
- purposés: nmodifying the design of unsatisfactory activities,
"~ improving ‘implementation, devising new albternatives to assure
- .suecess and/or greaber efficiency, drawing on past experience
- to improve planiing and implementation, determining new policy
- orientationsy etc. - Certain types of evaluation may-be more

"'direc%iywprOmpted‘by“one?type'df-purpGSe_than another..  "~For

. “ingtance, an’ annual progress evaluation for a technical: ‘
- agsistancée project may focus primarily on improving design, =

- impleméntation and éfficiency while a special comparative . -

- revaluation of a group of similar projects might aim at o
“developing new approaches or policies based on experience. .

22,  The design andsimplémeﬁféfibh*offmostﬁAID projects -

" evaluated have been positively modified in some way, and a -

- better linkage established between individual project
objectives and programme goals. - Design and a i
. and procedures, as indicated above in Section IL (2), have
improved as-a direct result of instituting the evaluation - -
system. Changes have been made in some overall programming

appraisal criteria -

policies and aid criteria as a result of special evaluations =

and sometimes from lessons learned from regular project
- evaluwations. o - B ST

'~25;"'7The evalﬁatidn pﬁdCeSs?itself”has emphasised the need

- .and-provided a means for closer collaboration -on deésign and =
- evaluation matters with recipient country personnel, ' Several

. countries have asked for assistance concerning their own
planning end management. - - o oo SRR IR
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I. EVALUATIONS ACTUALT; Y PERFORMED

: 1. In the past three'ﬁears the;IBB‘has carried;qnt ex-post
evaluations of education, colonisation,. agricultural credit and
- agricultural marketing projects in several countries and .

irrigation projects in Mexico. =  The Bank is currently involved

~in an evaluation of irrigation projects in a riumber of countries

II. PRESENT ORGANISATION

2. ' ‘The Bank has ﬁo_ﬁhit:ﬁithfresponsiﬁility foi eXJPOSt
. 'gocio~econompic evaluations. A Unit in the Bank (the Group of
‘Controllers) is charged with evaluating Bank operabing pro- = -

. cedures, which somefimes results in a fairly exbtensive analysis -

" of the outcome of projects (e.g. the education study).  The
Econonic. end Social Development Depatrtment, however, is the

" unit primarily interested in the socio-economic impact of pro~" -

Jects for the purpose of development strategy.

'3,  'The Bank has no formal mechanism to link evaluation to
other functions.  Nevertlheless, the results of full scale .
studies, such as those 'in colonisation, agricultural credit and
marketing, have been inbegrated into policy papers. These _
‘documents are distributed and discussed throughout the Bank in

an effort to improve the selection and design of fubure projects.

'III.  FUNCPIONING OF [HE EVALUATION PROCESS

4. The deciSibn t0'undertakekan]evalﬁaﬁiqn;in'afparticular”
‘arce iz generally motivated by one of two considerations. -

- Some eveluations, such as the colonisation study, Tesult from .

an awareness that cerbtain types of projects are encountering -
 serious difficulties and Bank menagement wants to kmow the
reasons for thesge difficulties. - In other cases, e.g. agri~ -
Thura arke‘bmg,theflelde > lending--is.new and.he Bank .

is inberested in expanding operations on a rational basis.
5,  Thé Bank hires specialised consultants for its com-
prehensive evaluations to provide -an independent view. At the
same time, Bank staff actively supervise and participate in the
 evaluations %o assure that the oubcome is in response. to the
Bank's needs. - S e T R

6. - Local authorities and personnel ave consulted extensively
by Bank evaluation feams. - - : L -

3
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- IV. METHODOLOGY

(1) Ex1stence of a formal methodologv

7 The Bank has no Fformal methodology for evaluatlon.

Approprlate methodologies are developed for each case, as are

questionnaifes for the ultimate beneficiaries. ~In every

instance projected project results in the ex#ante appraisal are

compered with actual outcome. = As discussed more fully below,

. the ex-post evaluation also employs evaluatlon criteria not -
41noluded in the 1n1t1a1 proaect study : _ _ :

"_(2) Imnortant problems

8. . 1t is relatively easy to evalua*e the flnanolal and
adnministrative aspects of projects (compliance with conbractunal
'prov151ons, physical pProgress, . dlsbursements,_eto.) and -thé Bani:-
does this rvigorously.  This type of follow-through is Ffunda- .
mental, but does not provide the information needed Yo évaluate
1mpact Ain- terns of .socio-economic obaeotlves. A major. probLem
is that financial and personnel resources are. not edequate forf
more oomplex soelo—eoonomlo evaluatlons._ . :

9. . In addltlon to .the resource constralnt the Bank's
experlenoe “in evaluation hasg hlghllgh sed. 31gn1flcant problems
intringic to ‘the evaluation process itself. = The evaluation
of various projects freguently identifies. where and why
objectives have and have nét been achieved, but does not pros lde
the recommendations needed for Bank de01510n-mak1ng and for the:
" Bank's dealings with country officials. = This may be due to
the failure to identify solubtions to.-the problems emerging -
from the study or to the practical impossibility of remedles
'proposed,ﬁe,g._the recommendations regarding- sub—lendlng
interest rates in the agrlcultural credit study.

10. | Anotherfdlffloulty in ex post evaluatlons is the 1aoL of
base~line data for. comparison. The examination of data abt .
- only one pomnt in time is of limited usefulness.; ‘Part of this

- problen is due. to the narrowness of the ex-ante. evaluatlons, ‘
which utilise almost exclusively rate of return and/or benefit/
cost evaluation criteria. In the rural development field, for
example,.there is a need for the initial project analyels to o
include benchmﬂrk datd snd objectives related to income, . =
employment, and other development con51derat10ns.

11, Although a great deal of con51deratlon has been glven to
the dlffloultv in devising an appropriate methodology for

'-__evaluatlng teohnlcal assistance, the problem gtill ELlstS.

(%) Cholce between various tvpes of evaluatlon

iz. Evaluatlons with the best results have 1nvolved a fairly
complete, superficial coverage with a simultaneous in-depth
analysis of a few selected projects. (Por example, coverags
1nvolv1ng around 15 progeots, of Whlch 5 or 6 are selected
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for more detailed study),\_*More extensive, in-depth coverage'
is likely bo create excessive costs in relation to benefits.
Projects in many sectors involve one or more -institutions and
thousands of ulbtimate beneficiaries, who are reached through

expensive sample surveys. . The costs, in terms -of both .
necesssry financial resources and time, must be weighed against
the freguently limited value of information obtained through
the surveys. -~ The results of surveys are often diminished by
poor: survey design (in‘turn‘partly-the'consequence-of‘inadequate
benchmark information), and. the fact that sometimes the . -

. necessary information simply is not available. - A possible .
slternative would be for the Bank to make a modest -contributiocn
to a local university, which -eould contribute- to the field.
evaluations effectively and comparatively inexpensively.

13,  The purposes of Bank evaluations are referred to in. -
IIT (1) above. ‘The broad purposes.are to improve the Bank's
contribution o development (i.e. better project selection, -
modification of project design, more sensitive and flexible
policies, ete.) and to improve operating and adminigtrative
procedures. - e S

14,  In conclusion, the Bank should probably develop three. -
basic types of evaluation: (1) the first should be an -
evaluation of administrative. and operational functions to -

improve internal operating efficiency; . - (2) The second should
be an expansion and institutionalisation of the soclo-economic
evaluations currently undertaken.. -Evaluations of this. type
should incorporate major existing constraints under which the
Bank operatbes, e._'.'g.,'-_s?aort.c"t:i.s_1::11:0semen.’b'p_eriod.s,_su.'_b»-_1(5)&113.._= o
interest rate restrictions; local cost limitations, etc. so as
to make- the vesults more realisbtic to immediate-applicationi:
(3) A development Bank such as the IDB should also devobe some '

~of its resources and talent to a broader btype of evaluation.of
what the Bank is doing and what it may do To increase its .

- effective dimpact on the social and econeonic development procesSs.
'Such studies may range beyond the.comstraints mentioned above

-vanahshéuldibezﬂﬁéigné&ﬁiiﬁﬁsuchja:wayﬁaswtoﬂaffect3polieiesain»www»;u
the longer Tun. ' T S - R SR
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‘.Iao;~
.  In the model of an investment bank the World Bank has I
4raditionally given great attention to the viability of the pro- -

1.
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- jects it supports and it has normally taken a much gtronger
interest than the typical ccmmercial bank in fellowing them up.
After approval of a loan,. the Bank follows projects by means
of a supervision system which consists mainly of periedie field
visits by headquarters staff and analysis ef data.about project
progress regularly submitted by the berrowing entity. . Super-
vision is carried out entirely by the -pperating departments ‘
‘which were responsible also for original preparatien and = -
' appraisal of the projects. Semetimes supervision ‘has tended
" to be rather perfunctery or toe narrow in scepe, but at its
" best it has provided valuable technical advice to the berrowers
~‘and assisted them in negotiations with other partlies as well as.
. providing satisfactery centrol ¢f expenditures out ¢f Bank.
funds. - Moreover the supervision system has resulted in the-“

experience of earlier projects being brought to bear to a con—-_:*

- giderable. extent in. the preparation and appralsal of new.
projects.. : :

: P '_‘

However, apart from some recent exceptions, active

- project supervision has very seldom been carried beyond the

stage at which leoan disbursements have been completed. = Where

-~ thig has been dene, mairly in cohnection with fellow-on- loans
~to- the same entity, full analysis has nnt been made. of the
extent to which all the various objectives of the original

‘project were achieved, the reasons for. departures and the

- effective economic’ validity of the investment. In the mid-
. 19608 a thorough review of the Bank's supervision system led to -

“the coreclusion that a certain amount of work.of this type, on
- gelected prnjects, would be useful, mainly for the purpose of :

“helping to improve the methodolegy of investment appraisal.

A small programme eof this nature was initiated in the Bank's

“then Eesnomics Department. The first result was: the well-

o known study by Herman van der Tak and Jan de Weille,

- of a Read Preject in Iran," completed in 1967 and- publlshed in -
-1969(1). The same programme eventually resulted in a number -
of other studies on individual’ progects which appeared 1n

© - 1970-72(2).

(1)

World Bank Staff Occasienal Paper No- 7, PUbllShed by Jehn
Hopklns Press, Baltimore. : |

Principally: Richard Manning, "An Economic Evaluation of
Irrigation Rehabilitation Projects in Mexico" (IBRD Report

Ne. EC-180, September 1971); Arturo Israel, "Reappraisal of
‘& Railway Proaect in Thailand" (IBRD Working Paper No. 132,

1972), Graham Donaldsen, "The Consequences of Farm Tractors

in Pakistan: An Evaluation of IDA Credits for Financing +the

Mechanisation »f Parms in Pakistan 1966-70" (1973); Paul
Duane and Deepak Lal, "Reappraisal of the Purna Irrigation

Preject in India" (1973) The first twe have been publlshed -

in -¢cyclostyled form, tinder the refersnce numbers z'ven,
while the last twse remain at present at the avaft rvage

"Reappralsal
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3. Iate in 1970, after considerable deliberation,. the

~ President of the Bank decided to set up an Operations Evaluaticn
unit whose sole function would be to evaluabe Bank operations,
in the broadest sense. The new unit was to be located in the

. Programming snd Budgeting Department which acted in many ways

ag a kind of secretariat for the President and which, although

no% responsible for operational work, was nevertheless heavily -

involved in the programming and planning of the Bank's fubure

- operations. The aim wag to provide a more systematic and

__comprehensivexreviewfof Bank operations and their contribution
4o development than had been available in the past, in order to
‘meet two needs ~ the need to learn as nuch as possible from .

" experieance and the need to demonstrate accountability for funds

utilised., It was envisaged that it would take five years of
 experiments %o develop sound procedures.  The experiments -
. gtarted in Jenuary 1971 with two efforts, one a MAJOT COHDEE-~
hensive study of 211 that the Bank had done in connection with
- the development of Colombia since the start of operations in-
1943, and the other a more limited one of the extent to which
' loan objectives had been achieved in ten power utilities to
which the Bank had been leénding for a number of years.

s, 0 At the sdme time as this evaluation work was getting _
' started the Bank was giving greater emphasis to regular project . -
‘supervision. Increasing amounts of manpower were devoted to .
it. - lMore importance was attached to regular gchedules,
‘providing for supervision missions every three months or six
months as the case might warrant. ~Efforts were initiated to -

" express more of the agreements reached ih loan negotiations and

- project objéctives in the form of quantitative targets against.

' 'Wwhich actual performance could be closely measured during project

. supervision. Monitoring systems to generate information _

- reflecting the exbent of achievement of these targets began to
be establighed in a more elaborate way. - Atbtenbion-began to be
focussed less exclusively on the sheer progress of construction
‘and of loan disbursements. Another improvement was to reintro-

duce, as a standard practice, preparation by the operating -

- department, upon completion of disbursements, of Project

Completion -Reports. analysing. as far as possible ab that stage,

the exven? 0f'achmevemenﬁ”df“pf@ject“objectrve53mprOBiems. S
encountered snd the lessons that project implementation yielded. '
5. j~Even'ﬁhé'more-sysﬁematic'evaluationnwork~has‘not*beengQ
* confined ¥o the special unit in the Programming and Budgeting
Department. It was from the start explicitly recognised that
gome work of an evalustive nature would continue to be done by
the central economic staff of the Bank., Methods and approaches
for solution of economic problems would often be the subject of
- %their studies, and analysis, full or partisl, of experience -
under ‘past Bank-assisted projects could be one useful component
of such studies. A case in point is the African Rural
_Developmentpstudy-which the Banlk's Economics Department has had
underway for a year or s0 as,a'means'to,imprpve-Understanding :
of, and develop better approaches for coping with, the whole
problen of poverty in rural areas; this study consists nainly -
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of ex-post reviews of a number of progects 1nclud1ng, among

. those which were financed with assistance from the Bank, the -

-Lllongwe Project in Malawi and various agriculture credit pro~
Jects in Kenya. Evaluation work essentially. oriented to -

‘1mprovement of .analybical methods and approaches has also been :
- underway in some of the technical operating departments, - For
 instance the DFCs Department has a programme of Special Studles o
- involving intensive cost-benefit. analysis of quite large s
- samples of industrial projects financed by IBRD loans to
developunent banks in various countries and designed in large
part to help the banks to improve their own project appraisal
techniques.  The Education Department ‘has put, special: emphaals _
on the need to develop better methods of targetlng and measuring
qualitative improvement in education systems via the financing '
~of projects; a small review of a recently. completed project in
Ethiopia has been carried out and further rev1ews are env1sagea :
under a speclal research project. : S

II. - THE OPERATIONS EVALUATION DIVISION

- 6. By contrast w1th the studles Just desorlbed the work of -
' the Operatlons Evaluation Divigion in the Programming and
- BudgeVing Department is designed only 1n01dentally To improve -
-.analytical methods,  Its first purpose is to assess, from an . .
- independent stance within the Bank, the performance. of the . Bank _
and the extent to which the objectives of individual Bank = .
cperations have been aocompllshed Second, it is intended o }f_
identify any patterns of ‘problens arlslng,'so that Bank’ pOllGles,
 practices and procedures may in the fubure be. Aimproved. Third,
-1t is intended to 1dent1fy and develop speclflc suggestlons for
,ﬁsuch 1mprovements. - : . - ,
e The DlVlSlon s programme of studles is Worked out
,dlreouly with . the senior management of the Bank. - Follow1ng
the Colombia and Power Reports(l), which were discussed in thej-\
 Bank's Board in ‘the middle of 1972, the D1v151on starued a. new
. programme 1nolud1ng quite large comparatlve ‘evaluative gtudies
of highway projects and of lending to DFCs, each in a few ' )
selected: countrles, and a number of briefer reviews oif _
individual’ projects in. various sectors and . countrles, most of .
. then completed about. five years ego. - This programme is. L
nearing completion and a number of individual project studies
. have .slready been. 1ssued(2) . The programme for the coming S
- fiscal year (1973/74) envisages further comparative studies of -
projects in. different countries and also a. start on a new type-'~
of, study, nawely a standard audit, aboubt one yeaxr after. _
'completlon of- loan dlsbursements, of the extent of achlevement '

_(1) Bank Operatlons in Oolombla ~ An Evaluaulon“ (May 1972) and_
: "Operatlons Evaluatlon Report Electrle Power" (March 1972)

_(2) "Summary Audit of Costa Rica. Flrst nghway Pro;ect" (Ootober-.
- 1972), "Audit of Early Power and Telecommunications Lendlng
50-ICE (Costa Rica)" (October 1972), ""Summary Andit of Firs
Trinidad & Tebago Power Project" (January 1?75), MAudit of

. Botswana First Highway Proaect" (Aprll 1973 o
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- of project objectives and of the reasons for shortfalls. It
.~ 'is now planned to subject each project financed by. the Bank to
.« guch an audit, beginning with those for which lozn/credit dis-
. bursements were completed in FY 1973; +the extent of such study
is expected to vary greatly among projects depending on the
complexibty of objectives established and the problems that
- arose in execution. _ The two main evaluation studies for the
- | coming fiscal year are reviewsof past Bank lending for agri- .
:  gulture credit to farmers and renchers, and a study of the
extent to which managerial and technical innovations introduced

"+ " in Bank-assisted projects gpréead beyond them (so-called "spread” =
of "demonstration" effect). = e : I
- 8. . The'DiviSion'sﬂwork_progrémmé.is,carried'out eﬁtiréiy

by the Division's full-time staff and periodic consultants,
- excepbt that members of other Bank departments sometimes con—
“tribute a few weeks or a few months for a special assignment.
- However, care is taken to ensure that a project is never I
- . reviewed by anyone who was clbselyrassbciated‘With.its origina1_
. appraisal or preparation in the Bank. On the other hand, _ _
. considerable effort is naturally made to discuss projects and - -
 the evalustive interpretation of them with those on the operating
. “side of the Bank who were.concerned with them, and ‘the comments
of the operating departments are solicited and carefully o
. considered before finalisation of any report. The Operations
Evaluation Division now has a permanent. staff of some 23,
ineluding about 8 professionals, 9 research agssistants and
6 secretaries; about half the manpower is devoped to
individual project studies or audits and half to major
evaluation studies. The Division recruits specialised.
individuals as consultants and has also contracted a number of

- studies - principally concerning,projeCt'impact.in'smallfregions '
-~ with research institutes in the developing countries where
- projects are being studied. These links with local reseaxrch-
 institutes, which have worked with varying degrees of success,.
- have beenfthe”prin¢ipalfmeans-of,active_involvement of .
‘borrowing countries. in the Bank's evaluation work, although all
studies and the plans for them are naturally discussed -quite

fully at an éarly sbtage with the responsible ~CGovermment

9. .  The Division has no agreed formal method for carrying

" out its various types of review. ~ There is rather a baslc set ;
. of guestions and experiments which has been made with a veriebty of

- different ways of approaching answers. Imsgination and
_ éxperimentation remain the key ingredients. L .

10. = The principal guéstions considered can be listed in -
‘ascending order of complexity. They apply equally to capital
' projects and to Technical assistance projects (which for the
Bank means mainly plaoning and institution building components
‘of capital projects): S o S _
" (1)  Implementation: Was project fully completed, on time,
 «nd within cost estimates? IR - ,
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(2) = Compliance: Did borrower, Government, consultants,'ebc.
. comply with loan’ covenants and related agreements and

-.econtracts?  f o S . . .

(3) f;fFlnanc;al Performance of Borrower" Here_tergetsfor.profu._
8 'fr,aectlone been fulfllled? ST _1'¢“,_ '.fjfj-;-

(4) ' Institution Building: “Have agreed or expected reforms S
: -‘ff.ln pollcles and structures been carrled out? e _.s.-
nr(5) "'Economlc Analysrs " Have- appralsal proaectlons‘on ;'. |

markets, outpubs, costs, etc. ‘been” reallsed?

'r(6);5’_Economlc Reappraisal: How does- the progect compare i
~_retrospectively with -what would have happened had it -
~ not been undertaren or had scmethlng else been done? L

(7 .'Bank Contrlbutlon What dlfference dld the Bank make' 3
e to the prc;;ee'l:‘P S __‘
.- Bach of these questlons abcut achlevement or obaectlves and the-
corollary ones of the "if mot, why not?" type may be treated”
either narrowly or broadly, concentratlng attention mainly on
the individual project and the executing agent or, at the other~~
extreme, trying to see the project to - the greatest: p0551b1e
extent in its’ full country,context.- ‘Thé brigadth of -conbtext
chosen also affects the range of altermatives env1saged in con~ . .
sidering whether’ orlgrnal proaect obaectlves Were the best they,-
'Hcould have been._ ; ‘ o _ T

1T, Whlle-theseequestlons have been the main ones pervadlng
T our work we have grouped Bank: oPeratlons in -different ways, An.
different studies and ‘this has naturally resulbed in varyling “
emphages, . - For instancé, the grouping of’ proaecte by country -
Tends to concentrate attention on matters such' as project.
‘selection, lending strategies, inter-relations between lendlng
activities and policy advice, .institution bulldlng efforts. ;;,;
Grouping of proaecte by sector, taking ‘cases in. ‘different
countries or regions of the world, focusses attentlon more on o
~technical issues concerned with that particular type of 1endlng,'
- including specific lmplementation and compliance problems.- PRI
. Belection of projects for study according to gsome guiding theme,;
-guch ‘as the demonstration effect mentioned earller, nabturally .-

”"'.concentrates attention on the theme in’ questlon. . “When we

intend seriously to review ingtitution bulldlng achievements we - -
find it essential to cover the whole series of loans made by the:
- Bank. to a pertlcular entlty or sector 1n a country._' '

'12.2: We heve not come to any strong conc1u51on ag o the

- euperlorlty of one way of grouping projects over others, it
depends in part on the issues or aspects which it is desired. to-

. emphasise. From the cost point of view country: studles have a
marked  advantage, malnly'because all the overhead of country
- background "for each project is eommon; linked studies of '
projects in dlfferent countries are, on the other hand,
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partlcularly costly and dlfflcult bo manage, because of the o
multiple country backgrounds to be covered, logical problems,
and time required for contrast and comparlson.‘ Including gll

~ costs such as offiée space and staff benefits as well as

salaries and travel, the Colombia. study- cost about $660,000. -
Part of this was spent on a deeper réview than is nnrmai _
possible of the country's overall situation and the Bank‘
relations with it; dividing the total costs, however, by the
number. of" proaects covered fairly fully (55) yields an average

~of $20,000, . - Our individual project studies; which have
' ,generally been less inbensive than those underlying the Colombia

report, have cost between $10,000 and $30,000, depending on - .
complexlty and technical expertlse requlred ~Total expenditures
for the Operations Bvaluation’ Division have been running a :
little under $700,000 per yesr, or about O 6 per cent of the

‘Bank's- fotal admlnlstratlve budget.

III. ‘Fomownuza TO EVALUATION STUDIES AND RESULTS

13, - All the reports of the Operatlons Evaluatlon DlVlSlan

try to draw lessons or conclusions relevant to fubure operatlons

- of the Bank. These are naturally given most prominence in

larger scale studies where sufficient projects have been covered
to warrant the assumption, at least tentatively, that the con-
clusions have broad applicsbility.  The conclusions of"
individual project studies will need to be reviewed, assembled
and -assigned priority after a number of such studles have been

‘done. Only then will 1t be p0531ble to follcw up thelr
.1mplementat1an. ‘

14, It is too early %0 be at all deflnltlve about the effect L
of the Bank's evaluation studies. In some quarters they have

‘been. received well and in others quite badly, but even when _

recelived badly they may have had significant effect-on -

operations. Evaluation studies are naturally only one source,

among. many, of ideas about needed changes in- policies and’

- practicess  ~Hence even when changes are visible it is hard t0

1dent1fy exactly the role of the evaluation report. - Neverthelesq 
it is quite clear that the principal reports produced so far _

- -have. had.some -effect, not in changing basic-directions but

rather in reinforcing and acceleratlng existing trends, at’
various different levels.- for instance) plans for fubture

-lendlng to the entity in question and the emphases to be made |
in such 1endlng, areas of concentration for operating depart—‘
cment migsions and p0551b1e advice to counbtry; orientation and.

policies for research in connection with Bank policy, for
instance on land reform and various policy guestions in the
electryric power field; 'and, more generslly - possibly most
important and least 1dent1f1able - operating department
personnel taking account of the lessons derived in evaluation
reports in the execution of day to day lending adminisbtration.
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15. _ In. a few months' time it may be possible to be more con-
elusive ag to whether or not evaluation report recommendations
are having any effect on Bank practices.. Under the follow up
procedures . established for the main reports, the operating -
departments are requested to prepare,.following Board dis-
tribution of each report, detailed responses outlining what
_they are doing or plan to do in implementation 'of each re-

commendation or,- -if they do not agree, the reasons for such

disagreement. These responses are discussed with the Operations'ﬁ'

. BEvaluation Divigion before being finalised, so as to make sure
that . there are no problems of sheer misunderstanding. - About =
., one year later it is. the responsibility of the Operations =
‘Evaluabion Division %o prepare a repori to management going .
over each and every one of the original: recommendations and
commenting on its fate, the extent of implementation and = - -~
further action needed. Discussion of recommendetions with the
operating departments has been a sigiificant part of our work.
- during the past year and preparations of the proposed 'closing
~reports' on the Colombia and Electric Power evaluation reports.
-~ will be importent jobs during the coming year. T

. IV. ., CONGLUSIONS AND SOME DILEMMAS

16, - - Now aboub half way through the five-year pilot period we.
feel we have defined reasonably well the questions that need Tto
be. answered and we have gained experience in trying to answer-
 them for projects and other operations in a fairly wide variety
of fields. We have not, on the other hand, reached sbtandard
procedures which now need only to be applied to a larger sample
of Bank activities; . the programme remains experimental in. - -
nature. o e ST e S

17, A perennisl dilemma in-the selec¢bion of projects for

-evalugtion is between older ones, on which there is sufficient
operating experience affer constructions. that results can be -
fairly fully and categorically defined, and newer ones, more

", representabtive of current policlies and procedures with regard

- to project selection and appraisal; +to exaggerate slightly, -
studies: of older projects may leadd to results that tend to be
irrelevant, however definitive,; while studies of newer projects.
may lead to results that are highly relevant but still quite ..
- disputable., -0Older projects can also be. very costly to study-

due to.difficulties in digging up the data. . On the whole, our .. -

tendency has been to move toward more recent projects,. among . 't
those for which loan/credit disbursements are fully:.compléeted."
Early project-benefits, which anyway often dominate in dis-

counted cash flow anslyses, can generally be defined within .-

a year or two of completion of construction. '

18. . With the recent decision to provide the Execubive. .-
- Directors of the Bank with an audit report on every project _
within a year or so of final loan disbursements, we are moving
towsrd a comprehengive integrated system. . To the early stages

-~ of the "Project Cycle" - identification, preparation, appraisal

"and loan negotiation - post-construction additions have been
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3-,'made'insthﬁuform,OfﬂﬁhefstanQagd_aﬁQittanﬁﬂpossibie;subgeQuent
evaluation, while the.key middle stage of supervision during - .

constructionfisgbeins;Subst@n#iallnytrengthéhed,bngreatér;

. emphasis on it in manpower allocation, by introduction of

bwilt-in mohitoring Systems. and by institution of the Project

Completion Treport. It is. envigaged that.the monitoring data ..

A

together with. the Completién Reports will be drawn on heavily.

Jespordising ite independence.  ‘This.in turn will leave more

»

' soas to bring down the cogts of the standard audit, without .

" resources available for evaluation studies, while the Operations
Evalustion Division's responsibility.for the gtandard audit = -

will help it to identify projects and topics that most need to
be taken up in evaluation studies. T . '

19.  Probably the most difficult problem which confronts the

‘_Bank's evaluation effort is in the treatment of institution

building objectives. Management improvement is often given

.great emphasis in connection with Bank projects and management"

deficiencies often take a large part of the blame for dis-
appointing performance of projects. - But we have not yetb

- succeseded in coming to grips in a satisfactory way with .-

- management and organisational problems. From analysis of the
past it should be possible to come up with rather specific
3deas as to the roots of the problems and how they night have

. . been overcome., But we are faced with a great paucity of

methods, techniques and analysts for coping with these-problemsg

20. ~Although to some degree a byhproduct'of the overall
effort, the suggestionswhich emerge regarding possible

improvements in Bank policies and procedures are obviously_in

. our opinion very important. = Equally we are concerned that
they should receive full congideration. But we are not at

all sure of the point to which i% is appropriate for the

| Operations Evaluation Division to develop them. Ieaving them

in general terms may stimulate the opersting departments bto

develop betber specific solutions themselves; preparing them

~ .in fuller detail, on the other hand, can yield a paper on which
. immediate discussion can be base agains i

c¢h progress

—inachieveme
is that many of the recommendations in the reports that we

. .have done so far wexre not sufficiently precise or fully
‘developed and have as a result been guite often nisunderstood.
“Hence we have been elaborating some of them and our general
“intention is to -develop important recommendations in greater

o an ...... 'b e mea: Sured-l

ur-conclusion.-o-

operational detail in the future.

21.  Another problem which‘we-donfront in all evaluation work
is to get the right balance between breadth and depth.
Whether the principal purpose of the gtudy is accountability

or derivation of lessons for fubure application, it is
Aimportent that the underlying project base of the study be
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isufflciently large that- reeders cannot easily ‘discount- the con-"'

‘clusions on!'grounds that the sample- is biased or: unrepresentative."'

- On the other hand coverage of a very: large number-of” progects
nay. ,51mply lead  to’ superflclal ‘treatment of them ally -~ -Wé-are
constantly’ strivnng “to develop” approaches which ‘gnabie adequate

}.empha51s on' a few projects which raise important’ problems ‘or-

 seem likely to yield important: 1essons, ‘while at 'the samé time %
coverlng,,w1th briefer studies, a much larger number of" progects,.
this seems the most productlve allocation of the- relatlvely
small amount ‘of menpower which it is worthwhile devotlng to
,evaluatlon and audlt functions.,'f; e L L .
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UNITED STATES AGENGCY POR INTEENATTONAT, DEVELOPMENT -

Evaluation of Food for Peabe-Gfant-Programmes ,

 NATURE OF PROGRAMME -

N O Since 1954, the United States has devoted food for .

-disaster-relief, food-for-work projects; and to combat mal- . .

nutrition in epecial’ feeding programmes Ffor -children and other

needy persons under Title II of Public Law. 480, luown as the

Food for Peace Progremme. Much of the food is distributed

 through voluntary agencies such as ¢.A.R.E., Catholic Relief
Services and Church World Services, e o

 PURPOSE OF EVALUATION

2, '.!fAnnual'pfogramﬁe~reViewssof%Title7II'had'déqﬁrred:as :
part of the budget process. ~ITn" gome individual -countries,

specilal studies abo t the nutritional or developmental ‘impact.
‘had been undertaken. -~ In 1971, the Agency for International

Development decided to undertake a worldwide evaluation of the =

' programme. Several factors were involved in this decision:.

(1)..  Budget constraints and compefing'priorities for funds
o led to questions about the true value of the Title II -
- programmes; S e LT

“(2) - The diminution of available cdmmodities.created'ﬁrbblems

- of choosing the best uses for an increasingly limited
resource; - . o § L
(3) g avoid continuing dependency, it was imPOrtaﬂt:ﬁol"
‘ : exanine what steps were being taken Dby the -host

"*governmegtsﬁto»assumeﬁﬁflierwrespQﬂSlbiliﬁygiorﬁmeaﬁiﬁgu

‘their nutrition probléms and how soon the U.S. could
withdraw from its role. = ST o

SCOPE OF WORK

3. A very detailed set of gquestions was developed that asked
Bywhether best obbainable results are being achieved with the
Title IT foods; and if noty why not, and what changes should
be madé to improve performance.” ~The areas for study included
‘such subjects as: examination of AID policies and priorities,
implications ‘of dependence on donated commodities, economic - _
impact of work projects, programme adwinistration, host govern~
ents' interests and attitudes, and the relationship of pro-- '
grammes to national goals. The scope also included a ve=
- commendated work plan -and suggested eight countries to study.
These countries covered various types and sizes of programme:
and of voluntary agencies. I ' = . '
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E SELECT TION OF L".TA_JUAF“IOH AGENT

4, © The evaluation was placed under contract to a flrm , -
- experienced in economic studies and knowledgeable in the use of the
" ATD evzluabion system. - The decision to use a contractor was pre—_'
dlcsted on three oonslderatlons.‘ C : ?
(1)  Achieving comparablllty among eveluatlons of programmes
.. - in geveral countries reguired that the same people visit -
several countries. Not enough AID personnel: could be
spared from their regular work for a long enough perlod

L

ltE);4  A contractor could 31mp11fy admlnlstratlve problems such
L eB arranglng for travel and - edltlng and prlntlng a -
- report, . and - : : e : _

N (3)f;5_1t was hoped | that an outslde v1ewp01nt mlght 1n3eot
: . greater obaeot1v1ty and - perhaps more orlglnallty in .
approach to the study.. _

B However, one or two ATD staff members were 1nc1uded in each
- sbudy team in order:to expedite acquisition of historical
- material, facilitate relations with field missions and co=~.

| ' ‘opérating govérnments, provide a sénseé of. operational realltles

' ..to outside experts and prov1de for follow-up. Ths e mixed
- beams worked - qu;te well, - . : e

ZIMETHODOLOGY OF EVAEUATION

5. o A serles of brleflng were held 1n‘Wash1ngton and New :
- York with AID officials and officials of the private organisations .
~ which manage the food programmes. Then two bLeams of Tepresen— o
. tatives of the contracting firm visited two countries-each, For

" each country, a different AID officer from Washington 301ned
them. The field teams spent approx1mately one month in each
country. The beams inberviewed US AID mission officers, -
representatives of the gponsoring organlsatlons, and host -
government officials, They vigited numerous proaects. They o
also examined documents. Although the questions came from the
- scope of work, the teams had to discover sources of data in )

- gach country. They also worked with each Mission bto prepare a -

- logical design of the country programme in matrix form. Then

- a draft report was written and discussed with the Mission.

Director. This process tooL’about three or four weeks for
ach countrV.[ P SR o . :

6. . The two teams then returned to Washlngton for rest d1s~""n

' cussionsiof’ findings with AID: headquarters, briefings on the

- next two. countries each was o visit and consultations ‘between
- themselves on ‘echnigues involved. In. addition, the draft
country reports were reviewed by a panel of speolallsts - .
recruited by Tthe contracting firwn for bthe purpose of. testbing
- assumpbions and refining technlques.m Tentative hypotheses
- were. developed for testlng in the next seu of. oountrles. B
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7. . Upon conclusion of this phase the two tesnms returned to

~ the field, completed the other four country reports and then - -
- came ‘back to Washington to prepare the‘worldwide_report;,-'

RESULTS OF EVATUATION = -

B | 'Thé‘cdmpleted study contained a number of .policy and

_ operational recommendations that have been to a large extent

reflected in guidance issued by AID headquerters on fubure .
programming. Recommendations included such matters as placing
increased emphasis. on nutrition education along with food dis-

“tribution, encouraging host countries to prepare food and. .
nutrition plans, and giving priority to recipients in special

target groups especially pre-school children and lactating

- mothers. QFinally,,there_Wera,suggestions_on'imprOVed gystems
~ of daba handling. ~Another conclusion was that food~for-work

projects were generally making a significant impact on the

should receive more emphasis,

“economic and humen development in the recipient countries and
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OVERSMAS DEV*LOPHENT ADMINISERATION

_ (Uhlted Klngdom) , :
Some Problems in the Organlsatlon and CarrVLQg_out _
| of Ex~Post Evaluatlon Activities - S

--INTRODUUTION

Cde - The purpose of thls paper is to dlscuss some of the .
- problems connected with the organisation of ex~post evaluation
- work, and the’ dlfflcultles likely to be encountered in trying

to get an evaluabtion programme under way. It does not deal
~with many of the basic problems of evaluation which have. been .
covered already in the OEGD booklet YEvaluation Development '
A581stance" 1 : _ _ ,

sTY?ES OF EX-POST EVALUATION

2. There are several distinct types of evaluation activities, -
- and. as the problems are different in each case it is oonvenlent
o deal with. them separetely. They are: -

(a)f' ;0verall;- evaluatloa of overall aid policiesg.
. (b)  Sectors: evaluation: of sectors, ¢.g. eduoatlon, agrl-r'
' culture, power, etc.,

| (o),-~ Aid- Inetruments. _evaluatlon of partlcular methode of
- giving aid, particularly technlcal assistance, e.g,. ;
;trulnlng Programmes, salary supplementatlon ‘schemes, eto._

;;(d); f.Gountry. evaluatlon of all proaeote financed by an ald
' agency in a partlcular cecuntry or reglon,

I(e)"' Proaeot evaluatlon of spe01flc proaects, usuall;
- capltal ald _

'3,  Pype (a) evaluatlons deal with main aid policies and’ are -

- rather different in scope and method. from the others. Types
(b), (d) and (e) deal with either capital aid or technicsl

. assistance projects. ~Type (¢) are concerned mainly with'

- technical assistance. o o

4, . The ternm "ex~post" evaluabtion has been used to emphasise
- the distinction between appraisal, which is ex-ante, and
evaluation which is ex-post. But ex-post what? Surely not
the whole project, since meny projects have ah indefinite 1life
and do not come %o an end, e.g., roads. DPresumably then the
~term implies ex-post the implementation phase, e.g.. in the case
of a road sonme time after the road itself has been coumpleted.
Thus the monitoring of the implementation stage of the road is

. not evaluation, but the monitoring of the build-up of traffic

‘would be. We return to these dlfflcult problems of Timing. ~ater.

w
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'TYPE () - OVERALL ATD POLICIES

‘5, This type.of evaluation involves taking stock of overall

aid policies and programmes so that puidance can be given as

. to the extent Lo which they are achieving the objectives in

6.. - There is a fine line of division between evaluation work

~of this type.and general policy formulation .and review, and it
- is certainly closer to the latter than to ex-post evaluation.

as generally understood. . The form of organisation adopted for
these macro evaluations is therefore likely to be different

- from that of the. typical evaluation unit. The most appropriaté_rff
is-likely. to be a smell high-level policy appraisal or - TR

evaluation unit located towards the top of the hierarchy at =
senior management levél. A good example.is the Operations

' Audit Division in CIDA, the Canadian Aid Agency, which in spite

of its rather unfortunate title is more a policy evaluation

- unit than an Audit Department. ~~In the ODA, however, we have
“nothing guite like this, although from time to time special .
. committees are set up called "Programme Anslysis Review -

Committees" (PAR) whose task is to take sbock of policy in

N selected fields. = The need for a regular review‘and'evaluation'

of broad lines of policy is now widely accepted, but it may
seem t0 be stretching the concept of "ex~post evaluation!

rather far to include activities of this kind under that
 heading. o T T R

TYPE (b), SECTOR EVALUATION
7. | A less comprehensive type of eVaiuaﬁion,.although it is
still wider in scope than project evaluation, is the evaluation

of  sectors. The extent to which aid agencies are likely to

" adopt this approach will depend very much on the kind of aid
they give.. If their aid takes the form of sectoral loans,

which tends to be characteristic for instance of the ald given
by US AID, then it is likely that they will be attracted to
sectoral evaluation, snd the United States has produced a

~ number of very interesting and valuable studies of this kind.

My

=Ihe-tecent-T

tudy-of-power-projects-is-an-outsbanding - g

example of a sector evaluation, although it was geared very

“-much to- the needs of the IBRD as an aid agency and the method
used was bto evaluate a number of projects in the power: sectors
of various countries. ' _ o

8. In the ODA we have not hitherto devoted much attention- 
t0 sectoral evaluation, except in the sphere of education, and

just recently in agriculbure, probably the main reason for this,
~ on the capital aid side, is that we have concentrated our aid .
~on individual projects and in most countries we have not pro-.

vided a sufficient number of projects in any one sector to. .
justify the sectoral approach, - On the technical assistance
side the main reason is the very practical one that until ,
recently our statistics were not organised in this way and we

had 1ittle data on how our technical assistance was distributed

between sectors.
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9. In the fleld of sector evaluation there may be

differences between the approach adopted by an -aid agency -
* - looking at its own secbor aid programmes on the one hand, and a
developing country evaluating its own sector investment on the
- other. = An aid agency will be respcn51ble for only part off the
investment in any one sector, and is likely to be more - 4nterested
in. how its specific conbribution is used than in the sector as
a whole. The developing country on the other hand will be
interested in -the sector as a whole, and indeed is likely also
"to be very. 1nterested in thet sector £ 1nterrelatlonsh1ps w1th
other sectors.‘ _ - : :

TIPE (g) ATD INSTRUMENTS

'10 Not unnaturally aid. donors are partlculerly concerned tc'_
evaluate the success of the' various instruments they use as aa :
vehicle for aid = partlcularly in the field of technical
assistance. - -A good exemple is the US AID study of their Aid -
Participant Tralnlng Programme which wasg carried out on a global
basis. In. the ODA we have completed and are still carrylng
out, a number.of studies of varlious aspects of -our technical -
a331stance programme, and a glance at the blbllography in the -
OECD bodklet mentioned earlier suggests that this is a common-

" feature of the evaluation act1v1t1es of other donor countrles.‘.-
-The U.K. studles 1nclude. D : , . _ L

(1) Pour studies of various aspects of the wcrk cf experts . -

sent abroad on assignments of up to 3 years. _

(ii) Two studles, commissioned by the ODA but undertaken by
outside experts, on the U.K. tralnlng programmes for.
Ghana ‘and Paklstan. _

'(iii) Two studles of- Teacher Vecatlon Ocursee.

fiv) A study of the Overseas Studente Fees”Award Scheme (OSFAS)

-(v)_A study of the effectlveness of tralnlng programmes 1n

- the U.K. This is being approached in. two different
ways, by contacting the returned students themselves
(ngerla and Kenya), and by contacting the students!

- superiors (Sri Lanka, India and Thailand), so that we

can’ judge which method is more effective. - Questionnaires
‘are-also being seént to participants on- spe01al courses
in the U.K. before their courses end.

i Although not cnly ccncerned w1th evaluatlcn the manpower

reviews carried out by the ODA's Manpoweér Plannlng Unit have a
substantial evaluative content. = Such reviews have beemn - .-
carried out for most of the maaor technlcal aselstance K
recipients. : : S _ o

-
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' COUNTRI EVALUATIQN

1z. An alternatlve +0 sectoral evaluation is the country
- evaluation, i.e., evaluating.aid policies and projects for oné
_ particular country or region, The World Bank report on their aid
. Colombia i5 ‘of course ‘the obvious example, bul there are others,
ineluding N.H. Jacobyvs:study -of UiS.:aid vo- Taiwsdn., In-the
ODA we are currently financing ‘a ‘study of U.Ks aid to a ‘number
" of countries of Southern Africa.  This area was cgrefully
- selected beécause it is oné .of the few parts of the world where
U.K. aid is- sufflczently important for 1t %o have a substantlal
impact on the country's whole economy. - More usually, our -aid
represents less than 10 per -cent of a country's tob new invest-
‘ment each yeaxr, and it would therefore be v1rtually impossible
to isolate the impaet of -our aid'from the country's own invest—
ment -gctivities. - It is for this reason that the: country ot
_approach hardly seems likely to figure promlnently in the ex--.-
- post evaluatmon act1v1ties of most amd agencles.u- " ‘

13, One 1mportant feature of the ODA's ald admlnistration is
- the. system ‘of ‘"country policy papers”. These set out-the -
basgic lines of aid policy for each country. Although there -

has not hitherto been much formal evaluation in them the con- '~

text dis increa51ng and is 1ike1y to be more 1mportant in the
--fnture. S

' N‘PROJEOT EVADUATIQN

14;~~ Thls is ‘the most usual type of evaluatlon 80 far as
capital -aid is concerned. A few projects with a mainly . - - o
technical sssistance context would also fall 1nto this category, o
such as the ODA's current study of The various types of ‘aid .
being given to a university in West Africa. In most cases,
however, technical agsistance “progects" would be too small to.
justify ‘evaluation individually. -~ Indeed -the OECD booklet -
Epage 28) takes the.view that an individual expert sent to a -

X bry 'o advmse does not constitute a "progect"‘“

_thelr techniecal a351stance on g "progect" b351s, u51ng teams '
" of experts working ‘sometimes ‘for extended periovds and following
- a carefully drawn up 'plan. - The US ATID gives a great deal of
technical assistance in this form, and-it is therefore not =~
surprising that they have gone further than most people in .
evolving a methodology of evaluation for- technical assistance
projects. - They have a very valuable contribution to make in-
this aspect'of ex-post evaluation work, -and many- .6f the idess:
and techniques that they 'have evolved may prove equally useful
in the sphere of capital aid evaluation, By the same- token,
some -0f the thinking that ‘has been going on in recent years in
relation say to socigl accounting techniques, and in- partlcular
the Little-~Mirriees approach, may also prove relevant in the . -
f£ield of technical assistance, and we know that the US ATD haxe‘
been” trying recently to take account of some of these new -
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“ideag in their own techniques. However, in what follows we -
must necessarily concentrate attention on capital aid Simply =
because:our -experience in the U.K: in the -gvaluation of ot .
‘technical ‘agsistance projects is so-limited. .- = .o 0o

'appnoaah"is~1imitedste;oha‘particularmprojeaﬁ,hthaﬁ:iﬁ;is;‘vgif g
neeessarily simpler or cheaper than-sectoral -or eountry . . .
evaluation, - The very fact that-detailed figures of ‘inpubs .
and outputs are cbtainable means that a great deal-of very ..
 exacting - data collection may -be necessary, and since the cost’

- 'of this work will inevitably be compared with: the cost of the

;u_particular“project-under_investigation,fra%hen than with-the-. -
. ‘generality of projects of the. same type, there is a real .risk.
- %that the cost.of project evaluation may seem to outweigh the

7'benefits.uw‘1n-the U.X.. we have probably moved further along.:
- this particular path than most obther countries, but go faxr the
- studies have mostly been conducted by Nuffield College, -Oxford, .

. rather than directly by ODA (see bibliography to the OHECD

- bookletX1): One reasson why the U.,K. has done: so much research'
' in this direction is that the Little-Mirrlees approach to:pro-
ject appraisal was evolved -at Nuffield College, and:a major . .. -
-;objgctiﬁpaofethese;evaluationqstuﬁieSxWas;to;act;as;a-kindfoi;
test bench for this new method. . .For - this reason. there is a-..
great deal of emphasis in their reports on the problems of .. -
evaliuating particular items of costs and benefits, and the - _
‘difficulties of shadow pricing, risk analysis, &and discounting.
There tends to be relatively_less'éﬁ%éﬁfiéﬁ“ﬁéid“ﬁb”ﬁﬁé'ﬁidﬁﬁ"”
aspects;o£ the,prbject@as.part;pfﬁﬁheapattern_Qf.devalnpment;=ﬂ
- in the sechor as a whole, and.in particular there is .seldom . -
* much abtbtempt in these studies To evaluate social factors and .

Sxbermalities.

36, The relative lack of. abtention hitherbo o -soeial . - .

factors and environmental: factors in most: project studies ds a
deficiency we are .very.conscious of, and which we are ‘trying = .~
%o ‘do -something about -in studies that-we are now commigsioning.

© Por insbtance, we are aboutb.-to commission studies of new road -
.~ developments in Nepal and the British .Solomon Islandsy. which -

" will be carried out. by people. trained as socio=economists, and
we are -also hoping to commission a study.of -Belmepan,: the new -
capital of British Honduras, which will be.carried.out by a .-
sociologist, and . in which social factors will play.a more . - .

- imporbant role -than purely -economic ones. - We.can. th refore ,

elaim -that we are trying to adjust the imbalance that may be . -~ -
detected in the studies carried out go far.. . A diffiewdt . o~
' problem that we have encountered: in this. context, howevery 1ls.
 Yhe -severe. lack. of people in the UK. who have the-required .
- gkills in carrying out:socio-economic studies. .. lMost sociolo-
- gists in the U.K. seem +to be: biased on the side of -social .. -
anthropology: and their interests lie rather more in:the. - -

 .direcﬁionﬂbf;the'historical‘development&of.communitiesjand-Scﬁietif
from'the:cultural:point;ofrview;rthanzincthg‘social,aspects-of: 7

(1) "Evaluating Development Aséistance", QECD .publication,
January 1972, . ' ' o ‘
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economic development. We have recently persuaded a young - ..
social anthropologist to carry out an evaluation study of
banana growing in the disland of Dominica in the West Indies,.
' znd she has shown considerable success in adapting her training
to the requirements of this assignment. .. -~ - =7 R
-17. - In addition to social objectives, projects often have -
-+ important underlying*political:pbjectives;,,nbtwneoessarily-the'
 crude one of simply earning votes for politicians; bub.often -
- more subtlefobjeg%ives“like-enhancing-political‘s&ability,g;:j,
S reducing-a_sense-of31301ation of remote regions, and: fosbering
_ 'racia1 or tr£bal'harmonya”-'HOWﬁdoéS'one'evaluate the. degree. -
R of'SugceSs:in'aqhie#ing=objectiveb of this kind?  Can economists
even be expected to evaluate politieal factors? - How does one .
.~ make allowance for the fact that politicians are likely to look
' for'quick_retprnS'from'prOJects*(e:g;‘beforeithe next election)
and_may'instindtively;adopt-a-higherirate;Oftdiscount-than-the

" gconomist?

= " These problems of the socisl and political ocbjectives
' that may underlie the economic .ones are very difficult to.
- resolve, . R . ~ Phmeeas

FINDING THE RIGHT KIND OF ORGANISATION

18.  The problen immediately arises in any.aild agency
- attempting to carry out ex~post evaluation work, or indeed in
. any developing country, as to whether a special: ex-post _
. evaluation unit should be established, or whether this work can
'”be-inﬁeg:ateﬂ_with'thefexiStingiorganiSation:: In many aid
agencies special exX-post evaluation units have already been
" established. . In CIDA, for ingtance, there isia Directorate,
. under the Vice PreSident‘for'Pdlicy3'which~isnresponsib1e for
 svalustion work, This is of course quite distinct from the
-~ Operations Audit Division mentioned easrlier; and looks at =~ -
' evalustion from the project angle, The US AID have also set
_up a special organisation to deal with ex~-post evaluation work,
__.but, their activities are confined mainly to the evaluation of .
CoctnTeal anslebance s o M ekt

" 239.  -'In the ODA we have adopted'different'prQCBduresnaccording_
- 40 whether we are dealing with technical asslstance or with _
_eapital aid. In fact, there‘is.a'major‘differencercf approach -
which runs right through the organisation of the ODA as between -
technioal assistance. and capital aid; and we suspect that the
game is probably true of most other aid agencies. _ For similar
asons, it seems %o us very likely that the form of
organisation which is adopted for evaluation of technical
agsistance is likely to be'different_from‘that-whichvis e
appropriate for capital aid, from the aid donor's point of
" view at least. Other factors may apply in the case of a
' developing country setting up an evaluation unit for its own
purposes. =
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-VTEOHNICAL ASSISTANGE

20, . ODA has had a. lengthy, elbelt 11m1ted, experlenoe of
' organising for the evaluation of technical assistance. Each.
- department has been expected to regularly review the. effective-

. ness of activities as part of normal administrative respon~ =~

 sibilities. . Departments-have from time to time thought it . .-
-necessary to mount: speeial- evaluative exercises,. - Other ;e'}p' _
 studies have been prompted by Finance Department and. the o s -
Economic Planning Staff out of their more general: oonoerns for, '
_respectlvely, financisl control and the economics of the.aid .
programme., Most recently the Manpower Plannlng Unit,. ﬂraw1ng
on- experlence with- the .appraisal and programming of technical .
a531staace, has become the maJor catalyst for: further studies."

2L, Slgnlflcant beneflts have- and are belng obtalned from

" the exercises mounted in these various ways.. -Nevertheless, .
present orgemisational methods are recognised to have partlcular
d;sadvantages. : The problems include: .

(1) lemlted Plannlng and co'ordlnatlon ;;?;;:;

Most special evaluation studies or procedures are <.
reactions to ad hoc pressures. Few, if any, have arisen
from surveys of the whole or - a large-part -of technloal
assistance, and attempis to identify key oqntinulng

: 1esues or problems.: R S

(4i) -Weak Methodologx

-Beoause most studles or. reportlng systems have been ;

- .-~ mounted by the ‘departments or advisers directly con~
. cerned and’ there has been little attempt to draw on. |
outside expertise, methodology has been ‘extremely varled
in'quality. There has been a fairly prevalent e

- assumptlon that anybody can "evaluate" R

*-(iii) Slow and Partlal A--lloatlon
Even where evaluatlon studles have been recommended
their mounting has to compete with other departmental . -

.. respousibilities. - Pressures of day-to-day admlnlstratlon_
. .can lead to: contlnual postponement or the undertaking
of very restricted exerclses. - o o :

"Where reportlng systems or: spee1a1 studies are seﬁ up
" the departments -concerned often find that they lack the
- time or ‘the skill to-analyse .the ‘results and to dls—" *
gseminate -them to those respon51b1e -~ 6ften in other =
‘departments - for the relevant pollcles. " If evaluation
atudies are nob used, not only is the time and effort of
all involved wasted, but nothing may be learned gbout
the merits or demerits of the evaluatlon method or approach
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. (V). CAn Iﬁadeguate MemoryA

' The findings of many evaluation documents and reports
"' pgpidly disappear from sight. This is not so much the .
result of deficient procedures for storage and retrieval
‘of inportant reports (there is a procedure for all such e
documents to go to the Library), as of the fact that no.
' one department or person has .a specific responsibility
© for ensuring that the experiences. of the past are built =

'ﬁ;‘On'cumulativelyg'and are not simply repeabed.

22,  In view ‘of these problems with present methods of
- menaging evaluation, thought is being given to the costs and
- ‘benefits of establishing a central evaluation "unit! with =
responsibility for: . . - _ ! W

(a)  +Improvement of the present reporting procedures on the
Mefficiency", "effectiveness", and "significance" of teclnical
-assistance activities. R P : R

E (b)f;' Gollecting;_prepafihg;_anaining,;tranS£érriﬁg and
. storing U.K. experience with technical assistence activities.

" (e) ' Developing technical skills in evaluation, and providing
technicsl advice to departments or organisations within the
B§§§§Sh aid effort that wish to make their own evaluwation -
studies. ST | OVR gvaLmeaet

 (&)':'ngrvejing oﬁher daﬁ¢rﬂ¢ﬁperi¢nQé_with evaluatibnﬂétﬁdiesQ =

(&) . Providing advice to recipients on the evaluation of
~ bechmical assistance. . v o s

‘Should a decision be made to establish a central evaluation
 staff,its location within ODA is likely to reflect. the con-- .
“wviction that learning from experience needs to be treated not

‘as an end in itself but as onme element of the planning cycle.
Logic would suggest attachment to, or the closest associatlon -
‘with, the Menpower Planning Unit, which is ODA's main source

_of advice on the planning of technical assistence. . .. =

23, . Against the benefits of a central unit-have to be placed

" the costs of the extra staff involved and the possibility of an -

' undermining of the sense. of responsibility of executive .depart-
_ments for continuelly reviewing their own progremmes. It~

would Pe useful to learn how. other donors have weighed the . .

‘costs and benefits of establishing a central evaluation staff,
‘as against strengthening executive departments.,  Where-a .

‘specisl evaluation department has been established, what, . - :
ex-post, have proved to be the advantages and disadvantages? . -

- More generally, what proportion of aid resources do other -

~ donors think it sensible to devote t0 ex—post evaluation
purposes, and how have they reached their decisions?
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'GA'_DITAL ATD .

24, As to the: evaluatlon of capltal ald proaects, our. R
approach so far has been rather different.. ‘We have approached
- the problem with no preconceived ideas and haye adopted a
 yariety of methods as seemed appropriate abt the time. = It was
‘decided at an early stage that staff résources were insufficient
to enable us to do much detailed evaluation work by ourselves,
" and that it would be necessary to commission studies by outside
agencies. = We algso felt that this might in fact lead to better
results in that we would be able to select people who had the .
particular skills to evaluate projects of particular kinds, and
- also because in some casés it may be easier for a university to
conduct an evaluation study than for ourselvés.  Thus; although -
‘we have carried out a few studiss on a small scale, malnly s6 :
that we can acquire expefience in this kind of work, we have
not set up a special project evaluation unit and the work has
. been handled so far by one Senior Economlc Adv1ser who spends
‘ 'about 3 thlrd of his time on it. T o

25.  In cases where we feel an ex-post evaluation can yzeld
results of direct relevance and velue to our project appralsal
work, we are prepared to commission such studies directly, I
.using our .own sources of finanece, In other cases, where we.

- feel the project mgy be of value but it is more ‘difficult: to
argue that the results are 1ikely to improve our project
‘appraisal work, we have "inspired": appllcatlons for funds to
those organ1sat10ns that finance university research. Sone of
the projects that come into this category are small. {one

7_1nvest1gat10n for instance will be carried out by = postgraduatenf'

student working for only a few months), and a few are very

. large (one study at present ‘being considered would cost sevérai

tens of thousands of pounds and would involve a team of up to
‘six people for periods of about three years). - So.far we have
commisgioned studies by individusls or by unlver51ty teams, bub
we are prepared to use firms of consultants when thls seems to'

'.f”be the approprlate channel. L

lOHOIGE OF PROJEGTS FOR EX—POST EVALUATION

26, In choosxng projects for ex—post evaluatlon we have agaln'fvf

*adopted a ‘very praguatic approach._ The range of choice is =
indeed, remarksbly small. It is necesssry to find projects S

| . that: have beén " completed long enough to- Justlfy ‘ex-post

.~ evaluation, which means at least a year or two after the con-
gtruction phase ‘has been completed - are in acountry where ex~

..f-post evaluatlon research is acceptable (a diminishing number),
- and are the " types 6f project likely to prov1de useful lessons -

- (projects may not be worth evaluating if one 1s_ never llkely to
be involved in another project of the same kind). - It is pre—
ferable to £ind progects for which some 1ﬂlblal appralsal of
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costs and benefits was made, so that a "bench-mark" is avallable,-
but all too often one finds that virtually no project appraisal
of any significance was made if the project was appralsed T
before about 1965.

27, - The OD4 has recently comm1851oned or "inspired" proaects
in the following sectors, most of them elther Jjust startlng or -
still in progress. ‘ _

| Roads (4) . 'FNepal ‘British Solomon Islands,v
, . SR T~JDom1nlea, Sierra Leone..\: |
eUrban Development and o .zBrltlsh Honduras, British. Solomon -. 
Hou51ng (5) R Islands, Zambla and Kenya.:ﬂ_; -
: Hospltals (2) ‘“{ Ve'rj}fe.St Kltts, Barbados. |
. Ports @ o _‘Seychelles,- Barbados.
Irrlgatlon (1) | ;i~efFeleys;e. | '
 Lnd Settlement (l) . Eenya.
Agrlculture (l) . -7ﬁe'r‘ Doﬁiniee;
Industry;(l).. wf::”.-".(ilndoneeia. ‘
-Aiffieidegfij - e'e-e;'“f5Br1tlsh Virgln Islands.
Food- Ald (l) ';--; o Malawi.
‘ Water Supplles (l) 'W5f~f3Maur1tius.'*'“.d

28. - The dlfflculty of flndlng proaects sultable for exapost
_evaluatlen has turned out to be very much greater than was -
“expected, It seems that even one's own colleagues, who could

surely be expected to appreclate the value of- exypost evaluation  ~

work in improving the- quality of our 2id programme, often flnd
mlt easier tofthlnk of regsons why a proaect_ls not suitable"

-No-doubt -they have-very much-in-mind. the -

1mpact on.the developing countries they are reepon81b1e for' of
- university reséarch workers asking awkward questions on projects

that were completed some yedrs ago and have passed into hlstory. y

'Increa51ngly weé are Ffinding it very difficult: to ccarry outb :
reseédrceh in developing countries and research in the field. of
ex-post evaluation  seems particularly difficult since it has
very mmuch a "past historic" feel about it. Moreover, there is
always > the fear that the people in the developlng -country con-
cerned: may suspect that ODA is trying to pour-salt -on old .-
wounds that ave best left to heal. " If theée evaluation hlgh— :
lights past errors of judgement is this likely to help the aid
cavze? In any case a lot of water has flowed under vhe hoidge,
and we rnave all learnt a lo% gince the early days when we made
nigtake:, so what is the waﬁi oi underjlnlng past deficiencies
that we have now corrected? Our experlence to date suggests
that however deeﬂwable i may be Lo involve the recipisnt



Annex IT

3_country fully in our plans for ex~post evaluatlaa? they are
seldomn enthusiastic and in the- end we are merely grateful for
their acqulescence. e G “on

THE TIMING OF EXéPOST EVALUATION WORK

I

29. . The question of “the rlght tlmlng for ex-post evaluatlon -
studies has already been mentioned brlefly., It is a very

- difficult one. If the project is a major road, for instance, -

" when does one decide to evaluate it?  If one waits until the .
whole road is finished, some parts of it may have been open for -
" a year or two and it will then be impossible to establish the.
"without" position. Bubt if one starts too early the project

may have %o be spread over too long a period of time for it %o

be acceptable to outside research workers. - Moreover, if the
project depends upon a gradual build-up of traffie, as a road

- cerfainly does, and this would be true also of porlts or air-
fields, one ig likely to finish up making almost as: many. pro= :
jections in the "ex-post" evaluation as were necessary in the
original zppraisal. In this connection it is nobteworthy that:

- construction costs are seldom the most sensitive variables in.

" these projects, and that in fact it is precisely the rate of -
build~-up of traffic that is generslly the vital varlable.

‘What is the right policy in these circumstances? : Do we have
to envisage ex-post evaluation in several phases, the first

- being say at the completion of the capltal phase, the second.

- say after two or three days of operation, and the third say o
after the progect has been operated for ten years? : LT

30 This line of thought is brlnglng us very close to the
problem of the relationship between "monitoring" and ex—post
- evaluation. What may be required in the case of many. progects
is some better system of monitoring progress on a centinuous -
basis after the completion of.the constructlon phase rather
- than a "seb—plece“ evaluation at one point dn time.-: Perhaps.
we need o take more care in tiying to agree proper arrengements .-
~ for the eventual monitoring of. the project,. with the host -

- country at the time when the original loan is being negotlated
In the ODA we made such an arrangement in relation to a major .
port proaect where: we tried to. ensure that data would be. :
collected on the inflows and outflows on &a. comparable basis to
the data used- for the original project appralsal,h The Port: _
. Authority agreed to our suggestions, but in actual practice it

- has been found that they have not taken the necessary steps to
-ensure thé data are collected in this way, and it seems that
‘unless. considerable pressure is brought to beur these arrange— L
'ments may well break down. e : '
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Koﬁfcapifal Project ?1anhihg,éndpEvéluatiQn'ﬁethoaolqu

1. This is a summary description of fhe AID methodology'for'
- -planping and evaluating npnrcapital_projecﬁ55  *It includes: -

'_4,Eléﬁénﬁs_of the ﬁethdddlogy;'_ f
#-Ghara¢teristics.énd_iimitatipns; "
- 3efinition of terms. -

~ The logical structuré-bf-a develbpﬁenfipfOJéct diagram; ,

ELEMENTS OF THE METRODOLOGL

(1) = The Iomical Fremework
“ 2.,  The key element in projest'planning“and eveluation is the
. establishment of a logical‘framework‘for;theMprpject which -
(1) defines project inputs, outputs, purpose, and higher goal
in measurable or objectively_verifiable_terms; '(2) hypothes ies.
-~ the casual (means-end) 1inkage’betweenjinputs, ouﬁputs5:pur;ose,
- and goals 3) articulates the assumpbilons {externsl influences
:gfandvfactors)'which will affect the casual linkages and (4).
estbablishes the indicators which will permi® subsequent meastre-
ments or. verificabtion of achievementﬂOf_the‘@efinad outputs,
purpose, and goal. ' o L B PR

%. - The logical framework is primarily_a-projeotfplanning
device. It also is used for re—examination of the. original .
design of ongoing projects as a necessary prelude o evaluation,
i.e., it sets The stage for determining end validating whether
~or-not-the project tputs..ar eing;pppﬁuced,.whéthgr these -
- oubpubs in fact are serving to- c=‘eve@ﬁhﬂwproaééTTﬁﬁfpnsegﬁBxﬁk
- finally whether this achievement 'is naking a signi
tribution, as planned, to the higher order goal..

4, -The'1ogical.framework1also:establisheddthe'practical

- 1inits of responsibility_of;projept managenent.  Articulating
the projsct planning assumpbions in“exPlicit”and.ope:ational _
terms permits o clearer separation between manageable inberests
‘and those factors which appear o be beyond the control of the

_ project;management~team;,'-The inputwté#ou$puﬁ:level is largely .
‘susceptible bo nanagerial control with relabtively few uncon—
+trollable external factors. At Tthe outputét07PUrpoSe'1evel,,
the possibility of nanagérial control decreases while external
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factors become. ‘more 1mportunt. At the purposeuto—goal =efes"
the ability of project mafagement to control events usually iz
further diminished. = In evaluating project progress, it is
_necessary to examine the original planning assumptions about-

-~ the role of external factors and to validate ‘the hypotheslzed

" means~end 11nkages.

(2)- The Evaluatlon Process

5. . The re—eﬁamlnatlon of progect design is followed by an
evaluation process which assesses (a) the performance of all
input fac¢tors (personnel, commodltles) and all action agents
- (contractor, other donor, host country) and (b) actual
quantitative and qualitative progress toward outputs, purpose
and goal. Guidelines, advisory material and worksheets have_'
been. developed for this purpose

(5)_“ The Evaluatlon Review

- 6. The evaluatlon prooess culmlnates in a group lnteraotlon
. ained at reaching sound evaluabtion conclusions and deciding
fubture actions. Formal reviews include such people as ‘the
Mission Director, contract party chief, lMission Program Officer
- and Project Officer, representatlves of the host country and
othér donors. ' The review is designed to be & collaboratlve.-
and oonstruoulve effort, not a JudlClal 1nou1ry, replannlng,
net’ reorlmlnatlon is the 1otenb o t , _

‘f(%)A;' The Mlsslon Evsluatlon Offlcer

7. The prooess is gulded by a des1gnated Mission Evaluatdoi
'Of¢1cef who helps the project managers dnalyse the progect L

within the logical framework, organises the group review and -

assures follow up on declslons and actlon ass1gnments.'

'@(5) f The Evaluatlon Report

s8. o Flnally, the. MlSSlon prepared for AID/W a Proaect : .
- Appraisal Report (PAR), a low-cost by-product of the eValuatloL‘
process . whlch shows AID/W Whether rlgorous evaluatlon has - = -

_ooourred

| _GHARAOTERISTICS AND LIMITATIONS

-9.,"' quluatlon is 1ntended prlmarlly to produce. replannlng,-

codies,y project planning, implementation, evaluation and re-

. planning constitubte a contlnulng process which ends only when
the final planned result is achieved. To achieve the most

‘direct and immediate feedback of evaluatlve findings, evaluatlon”_s

is done by the action pérsonnel, including the. ATD project
cfficer, the host country progeot dlrector, and oontract ﬁeam

 memoers.
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10. A1l aspects of project plamning (i.e,, the formulatiocn
of targets, casual linkages, indicators and assumpbions) are
defined by the project plamner and are project-specific.
Similarly, the degree of rigour and the level of effort in
collecting and analysing data for the evaluation are determined
by the action officer and are project-specific.- -

« 11,  The methodology does not assure that the project is

v opbimal, i.e, that the project directly addresses the most -

' - ‘eritical constraint to goal achievement, and is the most :
- effective meansfor overcoming that critical constraint unless -

- the evaluators choose to explore alternative approaches.

12, The methodology is ethically neutral. It gives no.

- guidance on guestions of equity or benefit incidence such as

" equitable income distribubtion, employment opportunities, access

_ to resources, popular participation in decision~making and in
the fruits of development projects unless. such aspects have
been explicitly included in the statements of goal or purpose.

13. The methodology is programmatically and technically
neutral. It gives no guidance on proven strategies and =
. techniques, cost and feasibility of replication, effects on
ecology, concentration on key problem aress, reliance on the -
private sector, etc. B y R PR .
14, The methodology permits, but does not .require, cost/ -

 benefit and cost/effectiveness analysis. R

15. The logicalﬂframework'matriﬁ can be modified by the
~ user for special circumstances, e.g., one oI more horizontal
_rows can be added to provide for intermediate subsectoral
goals. . . i o Lo ' : co

DEFINITION OF TERMS

;.(1) ' Proﬁéct.Outputé

16, _The'specifically iﬁteﬁded kind of résults tas opposed

magnitude) that can be expected from good management .

puts provideds: _
- o " Exsample: Manpower, training, madhiﬁéfy and building .
- materisls (inpubs) can be managed to produce an irrigation

. network, trained operational staff, a water utilisation

~ schedule and a user rate scale (outputs).

(2) . Project Purpose

17, . The primary reason for the project, i.e,, the develop-
ment which is expected to be achieved or the problem which is
to be solved if the project is completed succesafully and ofi -

: Example: . An irrigation network and assoclated facilities
and services Loubputs) are intended to produce increased pexm -
hectare yield (project purpose). : ‘ SR
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(3) . Goal, Bector/Programme Goal .

8. Théférégramming”le#éiibéchd.the project purpose, i.e.,
- the next higher objéctive o which the project . is intended to
econtribute.. L L L -

' Exesmple: Increased pér hectare yield (project purpose) .
is intended Fo result in expanded exports of agricultural =

crops (sector goal).

(4) _f‘AésﬁmﬁtiOnS-'

©19. A situation or a condition which must be assumed to = -
exist if the project is to succeed, bub over which the project

management . tean has little or no -control,

o - Example: Increased crop yield-(prOjecﬁmpurpose) will
' contribube To expanded export of agricultural crops (sector.l_
goal) only if price and market conditions are favourable

%assumption); _ S - |

 (5)  Objiectively Verifisble Indicators

'”QO;ﬁv}'PreaéSﬁablishedfcritérié'br‘measﬁres,of_an‘eﬁplidiﬁ and
specific nature designed to provide objective assessment of

- project progress. Progress indicators should be objectively

stated so.that both.a proponent of a project and an informed

5 o

skeptic would agree that progress has or has not been as,plaﬁﬂed;'

Pre-establishing objectively verifiable indicators and targets
helps focus discussion on .evidence. rather than opinioms. - '

(6)  Tazget | -
21.  An indicator with a magnitude to be realised at a |
gpecific date; an explicit and objectively varifiable measure-
‘of results expected., - The term target is used at the output,

. purpose and goal levels to show the kind and{magnitude:of-antif -

cipated results.

’(7)ﬁ,l_?fEJECffLinkages :

22, (a) Théré is a causative linkage'betWeen prbjeqt o o
—oub uts‘girrigationgnetwork)-andﬁthe_ultimate project purpose:-
Toproved crop yields).. The outpubs must exist-before the

. _purpose can be achieved. - The existence of the outputs does

not however guarantee that the purpose will be achieved.

- Factors oubside the project design (farmer attitudes and access
to credit) may prevent achievement of project purpose. . Thus

the causative relationship between project outputs gnd purpose

.. must.be stated as a hypothesis, the external factors

 (assumptions) must be explicitly identified; ‘and evaluation
‘must then :verify whether. or nqtftheuhypoﬁhesiswwas_realised,
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(b) Similarly, there is a causabive linkage between
project purpose (improved crop vields) and progress towards a
higher sectvoral or programme  goal (expanded export of agri-~.
cultural crops). The achievement of project purposs does noi¥
guarantee that the goal will be reached. - Pacbors oubside the .
project design (price. and market conditions, spoilage and -

- -oTher losses§Fmay'prevent-planned,ppqgress towards the higher
goal. - Thus. the causative relationship between project .
purpose and higher goal must be stated as a hypothesis, the .
j._external,factors,(assumptions) identified, and the hypothesis
~validated. - o i o : o - o

.. . (b) These linkages should also be proportional as well
a8 causative. = Thus, the improved crop yields will mean little
for export earnings if they occur in a relatively small area.”
- Anialysing a project in terms of means-end linkages may high-
1ight a lack of realism in the original plans, 1.e., a dis-
__balance'between;modest'means:and’grandiose‘targets.-.ilt“is
. important to determine if the means are sufficient in quality
 and quantity to produce the desired end product, oo
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| OHE TOGICAT STRUCTURE OF A DEVELOPMENT PROJECT
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B.5. AGENCY FOR INTEBNAQIONAL-DEYELOPMENT.

' DERINITIONS CONCERWING SECTOR ANATYSES AND EVALUATIONS

PROBLEN

Partly as a result of the gap be

1. . Analysis of development Pfoﬁlems.a@d.therﬁlanniﬁg of
~ development programmes has tended to consist of macro-analysis
(the national economy) or micro-analysis (individual projects).

tween these two levels of _
nt results of many small pro-

Sects, whebher capital or technical assistance, have freguentiy

11y hoped or different from what was..

planned. . Together, the projects often did not. serve to

*

which.cannot easily be amnalysed

- levels. . Minally, one of the mo

‘Temove comstraints to development in a. given part of the .,

at either the macro or micro
st difficult btasks in evaluating

project results has been to. establish causative connections

- 2.. .. For these reagons, projec

- between schievement of project purposes on the one hard. and . .
_.progress btoward broader strategl
Projects were frequently designed to maximise the internal
- pote of return or private profit
_ Yo general socio-economic conseguences.

¢ goals on the other hand.

and gave insufficient regard

t persomnel .of both host and

-donox'organisationsfhave,experiencedlgnawingfdoubts.aboutg

whether their efforts had any la , :
‘searching for better ways to plan and evaluste. .

. DEFINITION OF SROTOR

sting importance and”hsve béguﬁ

of projects in a broader perspec

: 7_egon0my,5 Moreover, the growing concern of development agencies S
- with employment snd income distribution effects poses questlons

tates the seleetion and design
tive so. that previotsly miszing

factors may be taken into agcount.,  The unit of analysis is

called a sector, which can be de
a project but. smaller than a tot

fined as something larger than
al economy. Seen in this

operational context, sectors may be, but are not necessarily
the seme as traditional categories for economic analysis and

_sbatistics such as agriculture,
Frequently, the part of the econ

as large as a traditional statis

the:prachical spproach for both
: purposes_may-be_to-look;atlan_ur

production ~ including denmand, m

. pather than at the subsector of

culture. At the seme Time, the

industry, btrensportation, et¢.

omy examined -may not even o2

tical. sub-sector. - For exaimplie,

analybical and opsrational
gen®% problem such as rice L
arketing, price structure, elc.

agronomy or the ssctor of agrl=

“part of the economy Leing

exsmined should be large enough thabt 1Us pericrmance affects

+the total economy.

B ,:¥Sﬁﬁ55&eveibﬁﬁéﬁ%¥ﬁléﬁﬂébé#éﬁé&éﬁdéavﬁﬁringitbtdevise;an*ﬁfw;»;
analytical approach which.facili

-
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4, Although a‘"sector" may be smaller than & tradltlonal
statistical catégory, an anal¥sis day §till go béyond such a

category in order to include elements which influence the
functioning of the sector. . Thus, an examination of rice pro- .
duction might: include . farm~-tosmarket: voads.  If:one considers
this functional approach, a "sector" may be re~defined as a
part of an economy susceptlble to a "systems analy51s", a set

or network of systematlc interactions. . ,

DEFINITION or SEOTOR ANALYSIS

5. Sector analysis is. effort to understand +the relatlon—
ships ‘within the part of ths economy being studied and between.
 that pért and other parts of the econony. Seotor*analys1s

- attempts to identify the production elements, consumption
~elements and the market channels which 1link them; as well.as

the roles of individual entrepreneurs, the government and other
institutions. After &éscribing the’ dynamlcs of the sector, -

- the analysis then tries” to predict direct or indirect’ changes

- within the sector which would result from alternative courses
- of action. ~ Ideally, such a description of production functions,

relations hlps, ete.’y should be guantitative so that decision- :
- makers can grasp the relative:- 1mportance of the various .

. elements at each’point in the process. The aim of a sector’
ana1y51s is to identify 51gn1floant problems which might be
golved by mensgeable, 1ntegrated programmes or groups of
_proaects._ ' o

'METHODOLOGY OF SECTOR ANRLYSIS

i

6. The various approaches to sector analysms may be ranged L
along a scale. At one end, is a short-term assessment of the
general situation by a team of experts who vigit for a brief
period, examine available documents and- data, ' interview people,
and vigit a few areas.  Next on the scale is what might be
called an institutional review, wherein thé relatvionships of
the supply of inputs and produotloa of oubtputs are carefully
traced, with some effort at quantification.  More.sophisticated.
. are_varlous econometric approaches,. 1nclud1ng input-output
‘ianalyses, linear programming and- simulated economic models, -
Sometimes, ‘strict constructionists confine the term: séctor -
‘analysis. to these econometric appreaches, using terms such as
sector study or assessment whloh ﬂo not generqlly requlre ,‘_

computer appllcatlons._

_RELATIONSHIP OF SECTOR ANALYSIS TO SEGTOR EVALUATION

7. If "evaluation" is deflned narrowly as the assessment of
progress or results (contrasbed with-a judgment about feasibility -
. of a potential activity), then sector evaluation assesses pro-
gress in solving identified sector problems and the:contribubtion
~of development activities. to that solution.  Such'a judgment
nay: comne. 1nd1rectlj from & sector analysis which comcludes -
that a project is 1mportant for unlmporuant) although uhe
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snalysis did not examine the performance of the project. -
Tndeed, the wide~angle ‘lens of a sector analysis may be the

only practicable way to inspire programme managers to agsk ,
geriously questions which shoild be a part of evexry -project .
-eveluation; namely, "Have T selected the right project targets?”
or "Would the.cancellation of thie project make any difference?” -

' 8. Beyond these indirect evaluative findings, a sector

; analYBiS.can.providemthe‘undenpinning,ﬁnr subsequent evaluation

r because it can provide both .a specific .statement of a sector
goal and also'baselineQﬁata-from,whighuangress.tewarqsiﬁhat
‘goal can be measured. o o s
METHODOLOGY OF SECTOR EVALUATION . - . '

9. ‘Sector evaluation examines firsd whether the sector
“performed aS'planned_(hoped?). This overall performance pro=: -
bably has a gestalt or synergism in which the whols “is- greater " -
than the sum of the parts, partlyxbecausegthe_papﬁsviqygqact"-_.
with each other and also because the gector usually includes .
aspects which are not directly addressed by any -planned: develop-
ment activities. Such a holistlc evaluation would -attempt to
 answer a single key question such as: "Tg increased agri- =
cultural~produqtion_beingsmarkeﬁed?“3aoraiﬂAxﬁithﬁuﬁkillwﬁeeds .
of the economy being met?ﬂ;chn-importan$¢aspacﬁ_of,thig.total -

- evalustion is an effort to determine the effects of the develop~
ment .activity on the unemployed and /the. rural poor = the . =
.Fbenefitaincidenpeiﬁgg_Thisﬁiinal;questiqndreflegﬁsgagqefinition‘
of development as,improving;theﬁgeneraluwellgbeinquifpe0ple, L
‘pother than merely the increase of production. The methodologies =
for answeringumostﬁoiuthese;guestiqnsaara;generﬁliyvthose.of the
" economist. e Ranationsom e, e crTaUte -

10. Beyond this overall evaluationy. itrds probably. necessary
that the various development activities in the gsector {which may
involve. several donors). be evaluated Andividually... .Even if the
overall progrQSskwasusatisiactorygéplaﬁﬂerSmmayawantﬁtQ consider
whether*somegindividual-activities.areymaking-anyfoqnpribution.

' fﬁxdtaiﬁgrﬂgrgssﬁwﬁgggpsatisﬁaeﬁenye¢$hewﬁﬁaluatorgwant§”to'
congider how the mix of activities might be modified.

< 11.  The methodology fov evaluabing individual: activities _
- depends upon the nature of the actiﬁiﬁ#ﬁ””iIf”fﬁéféWWéfé‘planned'
policy;changes;ﬁthe\evaluatiqnalooksaatmwhether;#hayaWere:” e
adopted and. attempts to determine their influence,.. . I1f there
were commodity imports,.th&.evaluatibn?lookﬁgaﬁxﬁhetherathese
imports have overcome shﬁrtages“ordhave:damp@nqdfinflation or
whatever purpose the imports were planned to serve. “Capital

- projects: can be evaluated to see wﬁether.they»ame:ﬁerving,their
;pumposer(e.gujﬁis»electricﬂpower,being used for irrigation _
pumps?)'asfw91l~as¢their‘cost/benefit;experienqe-}mumachnioal_'

. assistance projects are similarly evaluated: to. see.whether
planned outputs were proﬁuced,and;then*whethgmaﬁhese,outputs
‘served to achieve the purpose of the project. R -
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DOCUMENTATION FOR AMSTERDAM MEETING

"'ﬁ"Bank Operatlons in Golombla.' An Evaluatian"

:Confldential Report submitted by the IBRD - May,vi9?2. :
: j-"J&‘oud for Peaee An evaluatlon of PL~480 Title IT |

" Volume Ones 4 global assessment of the program"'r“r-"
July 1972 « Repert submitted by the US AID. ,

" "Evaluation of Food for Peace Programs"'

Paper prepared by the US AID... ;ﬁpm,mgwwrgm;fggﬂfﬂﬁﬁ[ﬁf

**pEvaluatlon of GADU proaect

L GKilalo Agricultural. Development Unit (capu)"
"1Brochure submltted by SIDA, Sweden,_ .

'““?—-"Master Plan for the EValuatlon of CADU“ October 19725

L L 'Repor'b subm:.’bted by SIDA: Sweden,

'_"ef"Small Farmer credlt in Ethaopla": Report submltted S
by US AID < AID Spring Review of Small Farmer—Credlt,:'*

“7:;Volume VIII February 1973, No. SR 108,

'fa*"Deflnltions concernlng ‘sector snalyses’ and e
' evaluatlon“ Note submltted by US AID,

f"*_Q_Evaluatlon of ZAPT proaect

. "Rapport de synthése de. 1a mission d'évaluatlon dgs Qli~'p'

Zones ‘d'action prioritaires integrées-(ZAPI) du

- Centre~sud Cameroun”, dJune 1972. - Reportpsubmltféa bY,Q- o
" the Seérétariat d'Etat aux Affalres Etrangeres charge'h .

de la Goopération.~r

r documents Hﬁi:f

- "Byaltiation du centre de formatlon de cadres pour le
- développement créé par 1'Institut panafricain pour le-

- développement (IPD) é Douala, Cameroun', Novambre 1972;f S

" Report submitted by Switzerland.

'-_'"Evaluation d‘lnstltuts de: formatlon de cadre moyens
- du développement: Evaluation du centre d'études -

“économiques et sociales- d*Afrique Occidentale. (CESAC) |

- & Bobo Dioulasso, Haute Volta'", November 19?2.-,
“- " Report submltted by Switzerland. o R

- "Evaluatlon sur le terraln. Qrganlsatlon et Méthodes“;

Mai 1973. Report submitted by Sw1tzerland

R 2 (A
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PART III of Meetin g

“The planning and evaluatlon of nonpcapltal development
*j;jproaects Note sﬂbmltted by the Us: AID. .

“"Some problems in ‘the organlsatlon and carrwlng out of
 ex~post evaluation activities". Paper prepared by o
-efDr. Gracknell of the U’K. ODA.

,;"Replies to the questaonnalre on aid evaluatlon .

s;"Paper subm;tted by the UNDP- for the OECD meetlng on ald
. evaluation policies and procedures” in, reply to the |
_questlonnalre on aid evaluation. N '

- "BEyaluation and assessment of UHESGO actlvitles.
Paper submltted by UNESCO, 2%rd March 1973 - 92 EX/9.‘

‘,:"Ethost eValuation in the Inter—Amerclan Development
B Paper submi itted by the InternAmerlcan
Development Bank, June. 1973.. : ,

 ~ﬂ"Summery of replies made by aid agencles to. the pr1n01pa1_.."
-?jqnestions raised in the questionnalre on aid evaluation”.

' “Eva1uat1ng Development Assietance OEGD Publlcatlon,
;wJanuary 197 - T

PART 8 of Meeting

: Operatlons eValuatlon report - Electrlo pow
Report submitted by the IBRD - March 15th, 1972 R72—55

'-:"Domestlc wabter supply development in Maurltlus"
Study submitted by the U. .,ODA. :

'“Thailand soil fertlllty researc Report submltted
-..by the. UNDP. - August 1970, DP/SF/BlO/THA—14 DP/450/THA-14 .

 wppaft bibliography on evaluation studies of proaects;itm4i5”"
programmes gupported by Swedlsh ald" Document
_submltted by SIDA, Sweden. .

- "Manual of ‘gupport preparation“. Publlcatiqn sdbmitted '
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At the meeting, the follow;ng documents ‘were clrculated

to. alllpartlcipants. _

- docunmentation for the Seminar.
from FAO, Rome, and: UHIDO, Vienna,.o

' “Exqpost Evaluatlon 1n the Economlc and Soclal Developm&nt
. Department". | Report submitted by the Inter-Amerlcan :

_”Development Bank, June 1973.,w.‘

"Report to the Executlve Dlrector'_ Evaluating the :
Evaluatlon" | Report submltted by UNIDO, March 23rd 1975

e

The follow1ng documents were included amongst the general
They are avallable, on request,

© "Guidelines for evaluatlon of technlcal assmstance for
-~ .rural develoyment" 1 Note by Evaluatzon_ﬂerv1ce, L

- FAO, Rome. -

"."Evaluatlon of thirtybfour EAO/UNHP area develoPment =
projects”. - Prepared by the Evaluation Serv1ce, EAO, =

Rome, 30th Aprll 1973, WS/D85OO._V

o "Beport on the evaluation- of selected act1v1t1es of
‘United Republic of. Tanzanla"

" UNIDO -~ Evalusation report:
-Report. submitted by 0, Vlenna - ID/B/125/Add. 3y

- 22nd February, 1973. -

_ "Report on the evaluation of selected act1v1t1es of
UNIDO .~ Evaluation report: Indonesia", Report submltted

by UNIDO, Vienna - ID/B/123/Add. 1, Sth- January 19?5.
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LIST OF PARTICIP&NTS S

. " DAC MEMBER COUNTRIES

::rjAUSTBgDIA-

 AUSTRIA
~ BELGIOM
' CANADA

PEDERAT -
~ GERMANY -

© JAPAN

- MR. M. J. DAN, Gounsellor (Development Agsistance
" and General Effairs), Australlan Delegatlon to

‘OEGD, Paris
- MR. H IND, Dlrector, Federal Ghancellery, vlenna

ijR. BITTREMIEUX, Inspecteur Général, Bruxelles.
‘MR. BIDDISCOMBE, Operational Audlt Finance and

Admlnistration Branch, CIDA

MR.'-C." VAN DER VAEREN, Chef de Serv;ce Speclallsé
~1Synthese et Coordination, Bruxelles _

ELORME, Bruxelles

'”'f.MR. T, MOODY, Reséarch Fellow, Institute for:

Development Research, Copenhagen

" MR. J.‘BONNAMOUR, Adjoint aux Chef: du Bureau des
‘Programmes; Secrétariat d'Etat aux Affalres ' :

-ijtrangeres.
MR, M. BUISSON, Chef de Service a 1a Calsse Central

de Goopération Economique, Parmez‘

SR - MR. BOKERMANN ;. Federal Mlnlstry for Economic LN
'REPUBLIC ori;- | S

- DR. W. V0SS, Kredltanstalt fur Wlederaufbau,‘ o

' -Frankfurt. '

*}MR. ‘P 'MURASE, Research Staff, Internatlonal o~

o-operation, Bonn

operation Division, Economic. Co-operation Bureau,‘
Ministry of Foreign Affairs, Tokyo N

 NORWAY
. SWEDEN .

 UNITED
- KINGDOM

A= MBra- 51KBAMER, Dlrector.,International ,,,,,, Technical
*. Assistance, Ministry. of: Foreign Affairs, The Hagu:

| SWITZERLAND -

. - MISS VON METZSCH, Internatlonal Technical A851etanc"

Department, Ministry of Foreign -Affairs, The Hague

MR E. “JENSEN, Director st NORAD, Oslo.
MR, o. 'BERGMAN, First Secretary, $1D4, Stockholm
MR.. L. DE BATTISTA, Chef du Service “Programme,

&valuation et statistique' de 1a coopération

ﬂtechnlque, Département pollthue fédéral, Berne

DR. HEALEY, Dlrector, Internatlonal Economics .

Division, Overseas Development A&minlstratlon, Lonc'

DR« CRAGKNELL, Senlor Economic Adv1ser, ODA Londox
. MR, SMEE, Head, Manpower ‘Planning Unlt, ODA, Londoz



UNITED
~ STATES

MR. R L. HUBBELL (Chairman), Coordinator, Programme _:
Methods and Evaluation, Department of.'State,- Agency O
- for International Development Waehington R

o ffMR. H.' TURNER,. Deputy Coordinator, AID, Washlngton

IIv INTERNATIONEL ORGANISATIONS

MR WILLOUGHBY, Chief, Operations ‘Evaluation j; e
_Division, Programming and Budgeting Department, =
e Washington : RS , ‘.‘N;;'

IBRD

. TNDP

CONEDO -

INTER-

. AMERICAN
DEVELOPMENT

BANK -
ASTAN -
'gBANK

MR. BLAXALL Deputy to the Director, Programming

"3and Budgeting Department Washington .

MR. ISRAEL Operations Evaluation biv1sion,‘;

Washington

"MR. D, MADDEN, Gontroller

~

-+ MR, 'SFEIR," Assistant to Direotor,
.. operation Division, Member of the Evaluation '

- Committee. - .
*MR, -N. BODART Div1Sion of Eduoation Policy and

.Planning

" MR. N.P. RAMAN; Chiof Programme Analysis Officer,' S
Programme Polioy Divisien e , . .

Technical Coee

(RS

MR, P.. IRANETA Deputy Manager, Economic and Social

’Development Department

'-s[f.”MR. &.-HENOOK KIFLE, Project Directer for CADU, TR
. 'Addis -Ababa; Ethiopia S s e

| .at-DR K NAKAGAWA, Senior Economist, Manila ';_,f‘
'DEVELOPMENTj:? : S . o

P
RECUE N YA R

"MR. T. KIVANGC,- Assistant General Director,

.State Investment Bank, Ankara, Turkey

. MR, D. PASTORE Instituto Torcuato dl Tella,‘-7__
‘-CBuenos Aires, Argentina ) el

% “MR. R.. VENKATANARAYANAN, Deputy Secretary,

- OECD-
- .CENTRE -

: Department of Expenditure, Ministry of Finance,:'”"
':C*New Delhi o o . R

MR, BROWN; Principal Administrator
DEVELOPMENT A



OECD o
SECRETARIAT

¥

'MR. A VINCENT Dlreotor, Development A581stanoe

Dlrectorate

MR. H. FUHRER Deputy Dlreotor, Development

. Assistance Dlrectorate

MRS, A. DE LATTRE, Pr1n01pa1 Admlnlstrator,_

*Development Assistance Dlrectorate

MR. P. CASTELLA, Consultant Development A551stance'
Dlrectorate )
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