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The Project
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Evaluation

A. Evaluation is an effort both to document what happened and to determine why it happened. Ideally a project will be designed to determine these causes and effects, and therefore thinking ahead about evaluation is an integral aspect of the original design.

Evaluation includes both financial auditing to ensure that funds were used for project purposes and postassessment of results, which includes examination of the effectiveness of the project in attaining its goals, the impact on sectoral, regional, and national development, and the degree to which goods and services are made available on a continuing basis through normal administrative channels. Substantive evaluation should include assessment of the distribution and permanence of results, the costs of benefits produced, and the impact of socioeconomic, political and physical side effects. Effectiveness of output and technology diffusion and adaptation and the degree to which factors external to the project influenced results must also be examined. An exhaustive evaluation would determine factors at teach stage of the project cycle that contributed to successful completion and pinpoint problems and deficiencies to improve future project planning and design.

Criteria for Evaluation

The most frequently used criteria for judging a project positively or negatively is to determine how closely it accomplished the original goals of the project and whether it does so in an efficient manner. Obviously it makes sense to be concerned with efficiency and whether the resources of a project are better used in one place than in another. It is also true that efficiency is often used as a criterion because of external pressure from political leaders or donors and because economic measures are often the easiest kind of information to acquire. The cost-effective use of resources is a crucial aspect of any evaluation, but for several reasons efficiency needs to be supplemented with other concerns.

Implementation: Discussion Points
A. Design and Implementation

1. Design involves deciding activities and tasks and assessing the human, financial and material resources available. It also involves establishing targets to be achieved.

2. There are a number of implementation problems that are related to design:

a. There is a failure of designers to select good (measurable) development indicators when they set goals.

b. The design fails to provide adequate resources (either financial, material or human).

c. There is a failure to provide capability for data gathering and monitoring.

d. There are differences in perceptions about project objectives among different critical actors at the design and implementation level (lack of agreement problem).

e. The project was not designed appropriately for local conditions (possibility of problems if foreigners involved).

f. There was inadequate forecasting in the design.

3. In summary, projects are often designed based on preconceived notions rather than on situation specific analysis.

B. Implementation and Operation: Supervision, Coordination and Control

1. Key: Assignment of tasks to organizational sub​units and ensure that resources are available.

2. Project managers must create effective requisition and procurement systems and develop training systems.

3. Tasks:

a. Inventory, Supply and production

b. Inspection

c. Evaluation of work performance

d. Examination of physical construction

e. Writing of Progress Reports

4. Overall: Development of Internal Control Systems.

a. Evaluate Performance of Project Activities

b. Ensure that outputs will adhere to preliminary plans and specifications.

c. Monitoring—See if resources estimates were correct, information needed was available and whether equipment and supplies were adapted to local conditions and needs.

d. Feedback- Used to correct design deficiencies during operation.

i. Adjust resources

ii. Modify objectives

iii. Modify time involved

5. Problems

a. Political interference or withdrawal of support.

b. Changes of Policy or program objectives.

c. Failure to evaluate contractor performance or inspect quality of work.

d. Failure of record keeping.

e. High personnel turnover.

f. Tensions between foreign and local project personnel because of language and cultural differences.

Program Management and Sustainability
The overall thesis of this paper is that donor intervention to improve management performance at the regional level will not occur without a sustained commitment to institutional development, particularly for educational and training institutions, which is unencumbered by the unrealistic time bound constraints in the project cycle. As Jon Moris points out, the time phasing provided for in donor project documents "is hopelessly unrealistic."

For the LDC project manager, there is much that can be utilized from donor rhetoric towards development. For example, an LDC program manager need go no farther than the basic premises of the U.S. Agency for International Development. (AID). Institutional capacity building, the program manager could argue, must start with a serious commitment to the Agency for International Development's four pillars of international development.
These are the agency's commitment to a policy dialogue between the public and the private sector; a commitment to real technology and skills transfer from more developed states to lesser developed states; a firm commitment to an expanding role for the private sector in economic activities and a concern for the institutional development, capacity building and sustainability.

Of all of the four pillars, sustainability and replicability are the keys to a successful design, implementation strategy and assessment process for technical assistance. Of critical concern to LDC managers must be the ability to insure sustainability of project and program benefits beyond the limited time horizon of the donor's direct involvement.  Increasingly, donors such as AID and the World Bank see the project is' a pilot, for the self-sustaining activity, financed by the host country, which follows it. LDC managers are more likely to see the project as an integral part of an already existing program. Thus, the project should be designed to allow for on-going assessment by both the donor and the host country.  LDC donor managers are often painfully aware that donor-sponsored project interventions do not yet successfully pursuing these goals.

Factors that affect sustainability

An institutional analysis of the environment of the donor project is critical to an understanding of the prerequisites of sustainability.  It is important to understand the social, economic and political framework within which the development intervention occurs. From the perspective of the LDC manager, it is critical that all donor/host country project design, implementation strategy and assessment documents should reveal both donor and host country contextual factors that may impede successful and sustainable intervention. Such an analysis must assess key stakeholders concerns and interests in the final product of the intervention and a strategy for a replicability effect of design activities within the host country and a strategy for successor activities after the completion of a project.

To begin with, one must be cognizant of the unique institutional development problems faced by the host country and the donor in the design and implementation of effective technical assistance activities in the area of development management at both the regional the national level. In many LDCs, particularly in Africa, economies of scale preclude the development of a full complement of national level training and educational institutions. In the African case, there seems to be little option to a strategy which targets the development of regional educational and training institutions as centers of excellence. This replicates a pattern of institutional development which was successfully applied to Latin America and Asia. Needless to say, this makes life all the more difficult for the project managers who have to deal with the vagaries of the policy process at the regional level.

One of the more successful institutional development interventions was that of the Rockefeller Foundation. From the beginning, the foundation focused upon selected programs with clearly defined goals. In their university development program, Rockefeller's objective was to strengthen a few universities in Africa, Asia and Latin America and commit significant resources over a medium range of fifteen to twenty years to enable what Stifel, et. al. call a "critical mass" of technical assistance to be introduced. The Rockefeller experience illustrated the importance of "going first class" with a high quality intervention of highly qualified people.

Given the "economies of scale" problem, critical to a successful strategy of institutional development for Africa will be a successful human resource/ management development strategy targeted at those regional organizations which are essential to institutional development and development management activities. This is a strategy which is currently being implemented in the SADCC Regional Training Council through the creation of its Management Resource Unit and it is the strategy which is being adopted by the World Bank in its training program on Southern Africa.

From the perspective of regional program managers there are three phases in the successful design of an intervention strategy at the regional level:

1. The first step is to identify and evaluate the management systems, potential problem areas and management needs in host countries in the region as they relate to human resource development and organizational capacity. There are a number of approaches to human resource development which are possible. These are:

a. Training planning/ needs projections and their relationship to economic projections

b. Sectoral training needs analysis via established positions and job descriptions using establishment statistics as the basis for setting priorities.

c. Organizational/Institutional Development for the development of a non-quantitative planning capacity for in-country and overseas training. Ministry, parastatal and private sector training officers are the target here.

d. Orientation to skills and knowledge using formal training seminars, workshops, etc, i.e. formal institutionalized training.
e. On the job, small Unit/Action training using organizational development techniques.

The utility of each of these approaches has to be determined.

2. Following upon this, the implementing agent, using modern data collection and analysis capabilities, must be able to make appropriate recommendations and designs for management development and the improvement of LDC management systems.

3. Finally, the implementing agent must be able to properly disseminate its applied research findings to national and regional organizations. This dissemination is critical for the spread effect of lessons learned in project design, assessment skills.

All of this pre-supposes a satisfactory level of donor commitment of resources and a cadre of LDC administrators who can take control of the program. The failure to ensure the latter will necessitate the intervention by expatriate technical assistance personnel whose short-term contracts and limited vision will ensure that the intervention will have a project rather than a program structure.

Strategy for Sustainability

There are four prerequisites to a successful development management strategy of sustainability and institution development.  These are:

1. Development management activities must effectively capture the most productive blend of national, local and grass roots inputs into the program and project planning process. This includes a commitment by host country and donor stakeholders to a strategy of organizational and geographical decentralization which takes into account both local conditions and national priorities. Planning for such activities must include the design, analysis and provision of advice, to the donor and the host country, of management systems at the national and sub​national level that ensure the participation of beneficiaries and target groups of the target populations of the program or project.

2. Management training and human resource development more generally must be part of a strategy for public sector reform and privatization which defines both the proper role of government in economic and social development, and specifically in the education and training area, while developing a strategy for placing greater reliance on the private sector in such technical areas as food production, the delivery of social services and the marketing of goods, while at the same time insuring that the social costs to this privatization are limited. Management training and education must include an understanding of the policy reform arguments as well as their limitations.

3. Beyond privatization strategies, there must be a clear strategy for reforming central and local government institutions and organizations to make them economically accountable for their actions and to ensure that creativity, a sensitivity to market principles and an individual entrepre​neurialism characterize all sectors of the host country management system. Experience with educational and training institutions, in particular, suggests that there must be a financial and institutional autonomy from the civil service structures in order to ensure a modicum of efficiency in performance. Ideally, focus should be on autonomous, non-governmental but not for profit institutions which provide professional management education and training for all sectors, public, parastatal and private.

4. The key to long term sustainability of donor funded programs and projects, and particularly in the support for management training, is the developing of appropriate systems of cost recovery during the project or program period so that the activity can be sustained after the conclusion of the donor support for the project. Thus, a strategy of sustainability for these services must include the development of appropriate financial support and cost recovery systems that will allow the activity to continue and be institutionalized beyond the period of external funding. Effective recovery of recurrent costs is the key to on-going programmatic activity.

Constraints on Evaluation

In spite
of all the attention given to evaluation, organizations do not necessarily welcome or facilitate it and will often downplay or fail to use the information that monitoring and evaluation produce.

We can define four types of constraints:

1. Psychological.  Evaluations are easily seen as means of criticizing or gaining power over others. This fact alone is one reason for having the monitoring and evaluation system part of the overall project design, approved by the project management. Otherwise a manager will probably remain unaware of what evaluation can do for him and how it can serve his purposes.

2. Economic.  Good evaluation is costly in terms of time and money, and "more data" are not always worth the cost.

3. Technical.  Data handling often requires trained staff and data processing capacity. Time is a factor; information that cannot be available when it is needed is wasted. Finally, managers can only absorb and use so much information; if a study does not serve their immediate interests, it may well be consigned to a dusty shelf.

4. Political. Results may not only be threatening to administrators, they may also be politically embarrassing.
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Rural Development Tourism

For all these urban-based professionals, the major source of direct experience of rural conditions is, then, rural development tourism, the phenomenon of the brief rural visit. This influences and is part of almost all other sources of information. It is extremely widespread, with perhaps tens of thousands of cases daily in third world countries. In spite of its prevalence, it has not to my knowledge been seriously analyzed. This omission is astonishing until one reflects on the reasons. For academic analysis, rural development tourism is too dispersed and ephemeral for convenient rigor, not neatly in any disciplinary domain, and barely conceivable as the topic for a thesis. For practical professionals engaged in rural development, it is perhaps too near the end of the nose to be in focus. Rural development tourism is, moreover, a subject of anecdote and an object of shame.  It generates stories for bar gossip rather than factors for comparative study, and evokes memories of personal follies one prefers not to expose to public ridicule. In any case, self​-critical introspection is not one of the more prominent characteristics of rural developers. Yet it is through this rural development tourism, if at all, that 'core' (urban-based, professional, powerful) visitors see and meet those who are 'peripheral' (rural, uneducated, weak). The brief rural visits by 'core' personnel can scarcely fail to play a key part in forming their impressions and beliefs and influencing their decisions and actions.

Let us examine the phenomenon. These visits may be for one day or for several. The 'tourists' or visitors may come from a foreign country, a capital city, a seat of regional or provincial government, a district headquarters, or some smaller urban place. Most commonly they are government officials - administrators, health staff, agriculturalists, veterinarians, animal husbandry staff, educators, community developers, engineers, foresters, or inspectors of this and that; but they may also be private technical specialists, academic researchers, the staff of voluntary agencies, journalists, diplomats, politicians, consultants, or the staff of aid agencies. Differing widely in race, nationality, religion, profession, age, sex, language, interests, prejudices, conditioning and experience, these visitors nevertheless usually have three things in common: they come from urban areas; they want to find something out; and they are short of time.

Rural development tourism has many purposes and many styles. Technical specialists concerned with physical resources may in practice have little contact with rural people, and there may be little formality about their visits.  Others - those concerned with administration and human development in its various forms - may in contrast be involved in many meetings with rural people.  It is with these kinds of visits that we are primarily concerned.  It is tempting to caricature, and exaggeration is built into any process of induction from anecdotes which are repeated and remembered because they make good stories. There are also differences between cultures, environments and individual tourists. But it may hold generally that the older, more senior, more important, and more involved with policy the tourist is, so the larger will be the urban center from which he
 leaves, and the more likely his visit is to be selective and formally structured. The more powerful professionals are, the less chance they have of informal learning.

A sketch can illustrate the problems
 of such visits by the powerful, important, and distinguished. The visitor sets out late, delayed by last minute business, by colleagues, by subordinates or superiors anxious for decisions or actions before his departure, by a family crisis, by a cable or telephone call, by others taking part in the same visit, by mechanical or administrative problems with vehicles, by urban traffic jams, or by any one of a hundred forms of human error. Even if the way is not lost, there is enough fuel, and there are no breakdowns, the programme runs behind schedule. The visitor is encapsulated, first in a limousine, Landrover, Jeep or car and later in a moving entourage of officials and local notables - headmen, chairmen of village committees, village accountants, progressive farmers, traders, and the like.

Whatever their private feelings, (indifferent, suspicious, amused, anxious, irritated, or enthusiastic), the rural people put on their best face and receive the visitor well. According to ecology, economy and culture, he is given goats, garlands, coconut milk, coca-cola, coffee, tea or milk. Speeches are made. Schoolchildren sing or clap. Photographs are taken. Buildings, machines, construction works, new crops, exotic animals, the clinic, the school, the new road, are all inspected. A self-conscious group (the self-help committee, the women's handicraft class), dressed in their best clothes, are seen and spoken to.  They nervously respond in ways which they hope will bring benefits and avoid penalties. There are tensions between the visitor's questions and curiosity, the officials' desire to select what is to be seen, and the mixed motives of different rural groups and individuals who have to live with the officials and with each other after the visitor has left. Time and an overloaded programme nevertheless are on the officials' side. As the day wears on and heats up, the visitor becomes less inquisitive, asks fewer questions, and is finally glad to retire, exhausted and bemused, to the circuit bungalow, the rest house, the guest house, the host official's residence, or back to an urban home or hotel. The village returns to normal, no longer wearing its special face. When darkness falls and people talk more freely, the visitor is not there.

Shortage of time, the importance of the visitor, and the desire for information separately or together influence what is perceived. Lack of time drives out the open-ended question; the visitor imposes meanings through what is asked. Checking is impossible, and prudent, hopeful, or otherwise self-serving lies become accepted as facts. Individually or in groups, people are neglected while formal actions and physical objects receive attention.  Refugees in a rural camp in Tanzania said of UN and government officials that 'They come, and they sign the book, and they go,' and 'They only talk with the buildings.' A villager in Senegal said to Adrian Adams concerning visitors: 'Ils ne savent pas qu'il y a ici des gens vivants'
 (Adams, 1979, p. 477). Above all, on such visits, it is the poorer people who tend not to be seen, far less to be met.
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Project Identification, Formulation, Preparation and Design:
A. Concept - First Step- Identify a Problem

1. Issue- team identified, community identified, or pre-identified

2. Goal- goal of the intervention (Problem) must be identified

3. Key- organizational structure needed to accomplish goals.

B. Problem with Project Identification: Difficulty of doing "rational" analysis.

1. Lack of effective procedures for project identification,

2. Weak conceptual and operational links (and communication) between national planning system and responsible organizations and units.

3. Absence of a set of policies, strategies and procedures for a sector in which  projects are proposed.

4. Problem: No guidelines for project definition, preparation and assessment.

5. Key: need to develop skilled staff and field operations to carry out project identification.

6. Important: Formal and informal networks to undertake project identification activity.

C. Once identified, projects must be prepared and designed in such a way as to permit appraisal using financial, social, technical, managerial, and institutional criteria.

1. Clearly defined immediate and long-range development objectives must be established.

2. Must assess pre-conditions to project development.

3. Set preliminary development targets.

4. Establish need or justification of project.

5. Project identification document circulated and critiqued by critical actors.

� Excerpts from Carolie Bryant and Louise G. White, Managing Development in the Third World, Boulder, Colorado, Westview Press, 1982.


� The male-biased syntax is deliberate and descriptive. Most rural development tourists are men.


� Another problem is the cavalcade. The more the layers of hierarchy - international, national, regional, district,


subdistrict - and the more the departments and institutions involved, so the number of vehicles increases. This adds to dust and mud if the tarmac is left, and to delay even if it is not. The record is held by a visit in Indonesia to inspect a road being financed by USAID. Douglas Tinsley reports that there were 47 vehicles involved. Ferries had to be used where bridges were not complete. At one ferry it took three hours to get the whole procession across. But there was a positive side, one supposes. The christening of the road was substantial, and the visitors cannot have been too rushed in their inspection of the quality of the roadwork, at least near the ferries.


� 'They do not know that there are living people here.'
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Constraints on Evaluation





Poverty-focused rural development involves projects which are:

 

		Small

		Administrative and personnel intensive

		Difficult to monitor and inspect

		Slow to implement

		Not suitable for complex techniques of project appraisal



Donors remain impelled to prefer projects which are:

 

		Large

		Capital- and import-intensive

		Easy to monitor and inspect

		Quick to implement

		Suitable for social cost-benefit analysis


















