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PREFACE -

. The idea of the course on Education Project Implementation,
Monitoring, and Evaiuation is based on the experiences of several
project managers, evaluations of a number of education projects,
and the fate of several education projects in the country. It was,
however, during the workshops on Project Planning and Costing
organized jointly by the Planning Commission -and Economic
Development Insfitute of the World Bank (August - Sept. 1979)
and the workshop on - Planning and Appraisal of Educational
Projects organized by the Pakistan Institute of Development
Economics and the Project Planning Centre for Developing
Countries. University of Bradford, U.K. (4800) that the problems
of project plaﬁning and implementation became subjects of
concern to both the participants as well as the leaders of the
workshops. It was felt that there was a need for an extensive and
advanced level training course for education project planners and
managers. The Institue of Education (now the Faculty of Pedagogy
Literacy, Adult and Continuing Education) of the Allama Igbal
Open University, undertook to prepare the course as part of its
Master's degrec programme in Educational Planning and
Management. A‘proposal in this connection was prepared by the
University and under an ODA (Overseas Development
Admunistration of the British Government) assistance programme
an arrangement was worked out for cooperation between the
Project Planning Centre for Developing- Countries (IPPC). -
University of Bradford, UK. and the Allama Igbal Open
~ Unmiversity for development of -the course on "project
impementation. monitoring -and evaluation”, Mike Vciwch of the
PPC who had been associated with the Planning Commission in
connection with the review and improvement of the sectoral PC—
1 forms, visited the Untversity in December, 1981 and-April, 1982



under the ODA assistance programme and drafted a plan for the
course in the first phase of the course development.

In the second phase, the work on the development of the
course began at PPC in March—April, 1985 with the develépment
of a detailed synopsis of the course and collection of material for
the course. Stephen Noheriv of the PPC was appointed to assist in
the development of the detailed plan of the course, and writirig of
the course units. Development of the plan of the course and
selection of material for the course was preceded by review of
project implementation and evaluation, in both developing and
developed countries of the world in general and in Pakistan in
particular. Problems of insen ice education and tr_éining, and scope
and limitations of the distance learning system were also discussed
in detail. This exercise aimed at making the course practical and
relevant to the jobs of project planners and managers.

In view of the fact that most project planning and
management terms, concepts, and t:echniques used in education
owe their origin to economic thoughts and industrial concems, they
need to be adapted to education projects. The terms, concepts and
techniques of project implementation. monitoring and evaluation

-were, therefore, carefully selected and translated into education
’ terms, and then illustrated by examples of real projects. .

Since. the conception. of the idea of this course in 1979.s0
many people have contributed to its.development that it is not
possible to name them all. However, it was Dr. Ahaukat Alj
Siddiqui. the then Dircctor, Institute of Education, ‘Allama Igbal
Open University, and present Dean of the Faculty of Pedagogy
Literacy, Adult and C oniinuing Education, who approved and took .
personal interest in the development of the course. Of course, if

. ,
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was the financial assistance of the ODA and the efforts of Mr,
Alec. Fleming, British Project Team Consultant at this Umvermty
who contributed to turning the idea into a reality; But it is Mr.
Stephen Doherts presently associated with Industrial Training Ser-
vice Limited (ITS) "Arca Office Leeds, U.K., whose name will
always be with this course as expert. designer, consultam writer
and reviewer of the ¢t

M. ATHAR KHAN



INTRODUCTION

It has been realized both by the trainees and trainers that
most of what 13 lcamt and taught during a training or an
instruction course in educational planning and management. like
many other similar programmes, is not applicable in practical
situations with the result that a larger part of the knowledge gamned
and taught remains unutilized. Besides other things one factor
mainly responsible for this situation appears to be interest in the
methods of learning and teaching. In these courses a lecturer or
writer of course-material takes it for granted that the reader or the
student fully understands the concepts and the terms which are
used in his lecture or writing. It is a matter of common experience
that in 80 to 90 per cent cases, students and trainees do not have
standard concepts of the terms frequently used in writings, lectures
‘or discussions. It makes communication defective and the learning
becomes intrans-furable to practical.situations. Also most of the
terminologies, concepts, tools. and techniques used in educational
planning and managerient are the ones taken from economic and
industry etc. and do not in many cases directly relate to education.
The course is therefore, designed to give readers a clear concept of
a term or concept, translate them into educational context and
illustrate them with the examples of their uses in various types of
education projects.

For illustrations the authors have depicted the actual projects.
of the country's education sector. However to conceal the identity
of certain projects sometimes the names of the projects have not
been re-vealed. Instead. false names have been used for reference.

As shown in the Figure 1. the units of the course are linked
together to form a unified whole. They are presented: in a
developmental sequence. The purpose of the course is not to
provide a package of teaching and learning material alone in
project implementation, monitoring and evaluation. But the aim is



also to provide the students v o guirdc or a hand-book which
they can use for effective project planning-and management.
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This book contains units regarding:
The Project Management
Projeél Appraisal
Strategic Management of Development Prdgrammes—l
Strategic Management of Development Programmés—H
Monitoring and Evaluation of Projects-I

.

Monitoring and Evaluation of Projects-I|

Summative Evaluation-Evaluating the Impact of the
Projects ‘

Case Studies Illustrating Summative Evaluation of Selected
Education Projects

Threshold Analvsis of Projects
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OBJECTIVES

s
i

After having gone through this unit, the students will be able to

I. °  Definc and explain project management.

2 Understand the history of project management

3. Identify various characteristics that an effective project manager must
possess '

4. Explain the growing need of better project management specially for

~ educational projects,

5. Describe different Management practices.
6. Elaboratc different elements of Project Management process

7. Identify the project management functions






PROJECT MANAGEMENT

L. Project Management; definition

Project management is defined as managing and directing time, material,
personnel/labor, and costs to complete a project in an orderly, economical manner and to
meet the established objectives of time, costs, and technical and/or service results. Project
management is the application of knowledge, skills, tools, and techniqués to project
activities in order to meet or cxceed stakeholder heeds‘ and expectations from project.
This definition not only emphasizes using specific knowledge and skills, but also stresses
the importance of Vthe people involved in prdjecf management. Project managers must not
only strive to meet specific scope, time, cost, and quality goals of projects, they must also
facilitate the entire process to meet the needs and expectations for the people involved in

or affected by project activities.

Project management is defined as managing and directing time, cost, personnel,
and other resources to complcte a prOJect in an orderly, efficient and economical manner
while ineeting he timing objectives, staymg within budget and obtaining quality results.
Project management is knowing where you are in a project and managing changes when
problems arise to achieve successful project goals. Project management has established
itself as an independent profession. A person successfully completing the certification
program is gqualified as project management functions known as the Project Management

Body of Knowledge (PMBOK)

A successful project using the project management approach will consists

of three stages:

Planning: understanding what work has to be done including identifying ‘th‘c
individual activities a.nd necessary resources to complete the project; then
developing a plan of action in a logical order that can be displayed gr%phlcal{y

as a projeci-planning diagram (or network).



.. Scheduling validating when the work activitics nced to be done. This stage
detai] the time allowed for the project and each activity when they are to be

started and completed.

) Controlling: monitoring (or tracking) progress of the project as it gets under
way, analyzing performance, then resolving concemns. [t also manages status

reporting.

Management Practices
Several significant management practices are instinctively used when applying
project management methods. We just require a modest understanding of their

applications. A brief description of each of these principles is as under:

. Network analysis {also ealled graphic analysis) shows the plan of action
through the use of a graphic diagram (used in project planriing for preparing

the planning diagram).

. Management by objectives is a technique that defines objectives and uses a
disciplined method to measure performance against those objectives (used in

project planning and project controlling.). '

. Management by exception is a technique that signals the specific problems
requiring management attention. Studies indicate that management should be
involved with no more than 20 percent of the total project at any one time

(used extensively in project control).

Other management practices that are also very important functions of project

Management includes:



° "Cost minimizing: a procedure used to reduce the time required to complete a

project with the least amount of additional cost.

e Resource allocation: assigning resources required to complete each project
activity. Resources include personnel, labor, cost allocation (assigning costs

required to completé cach activity), equipment, and material.

¢ Resource leveling: is a method for scheduling the project activities to keep

day-to-day resource requirements even.

1.1 History of Project Management

The crux of project management and the projcet p[anning‘ diagram traces its
origins back to the 1850s, when students in logic and algebra used diagrams to show the
flow of logical problems. The military-minded Prussians in the same century developed
flow diagrams of tactical movements in the battlefield. ;fhey showed where their troops
would be, where the énemy troops would be, and how the battle would progress. In the
.late 1950s, U.S. Navy completed carly work in project management combining a project-
plaﬁning diagram with a computerized schedule. Working on separate terms, the projects
they used to initiate their studies had little to common. Both had the same objectives.
However to improve the planning, scheduling, and coordination of their projects, they
both recognized the need for imprdvecl planning and scheduling techniques to hélp

control their use of personnel, labor, material and costs of resources.

DuPont’s system‘ was called the critical path method (CPM) with its objectives to
improve efficiency, timing, and costs of the company’s engineering préjccts. This system
helped reduce the timing of many projects by one-third with significant reduction in
costs. Simultaneously. the Navy was devising a system to plan and coordinate the work
of ncarly 3,000 contractors and agencies engaged in'produ'cing the Polaris Missile for
launching nuclear warheads from submarines ( a consequence of the Cold War with
Russia). This system, known as the Program Evaluation Review Technique (PERT), has

been credited with helping advance the Polaris® development by two years.
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4" With the success of these programs cani¢ a proliferation of project diagramming

methods, including PEP (Project Evaluation Procedure), LCES (Least Cost Estimatirig
and Scheduling), GERT (Graphical Evaluation and Review Technique) and more
rebemly, PDM (Precedence Diagramming Method). Those that have surfaced as the more
popular methods are CPM (or ADM), the conventional approach, and PDM, favored by

software manufacturers.

These diagramming rﬁethods are replacing the bar chart (known also as the Gantt
chart), which has been the traditional approach to combining both the planning and
scheduling phases. For more effective control of projects, the project management -
approach, using network-planning method. separates the planning function [rom the
scheduling function. The planning function results in the network diagram commonly
called the planning diagram), and scheduling, based on the planning diagram, is a manual

or computerized calculation process.

~

2 An overview of Project Management

Over yearé of consulting and training in project management a nurnber of project
managemenf methodologies have been observed that would seem to differ from one
another. On closer examination it has been actually found that there are a number of
underlyiﬁg principles that are present in the more successful methodologies. From them
it has been fashioned a project management life cycle that was first published by Weiss
and Wysocki. Since then continued efforts have been made to compare this life cycle
with client methodologies. The result confirms the assumption of recurring features in
successful methodologies. More recently the project manéggment institute has circulated
their project management body of kndwledgc, PMBOK, which has an underlying life
cycle rem_zlrkably similar to the one we have adopted in our consulling practice. The one
that is shared with you parallels PMBOK, if your organization has a methodology in
'pIace; compare it to the model given here. You should be able to map your methodology

into this life cycle.
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2.1 Planning Process

. Planning, or rather, effective planning is painful. Planning doesn’t seem like real .
work. Projects are always behind schedule, $0 We are tempted to skip planning so that we
can get down to the real work of the project. Experience has shown that good planning
can actually decrease the time required to complete a project, even taking the planning
time intc account. Planning reduces risk and increases productivity by 50 percent. We
find it interesting that project teams do not have time to plan but they do have time to do

the work over again,

2.2 Goal Orientation

Every project has some speciﬁc goal. It is the agreement between requestor and
provider as to what is to be accomplished from this project, the deliverable if you will.
The goal tells us where wc arc going so that when we get there we will know it. In our
p‘roject managemenf life cycle the goal is bounded by a number of objective statements.
These objective stalements clarify the boundary of the goal statement scope the project.
They become the frameworks within which the entire project planning process is

conducted.

2.3 Teamwork

The tcams do projects. We have to escape the notion that an individual is singly
responsible for the success or failure of the projec':tt True, you can point the examples in
which the efforts of an individual brought the project to successful completion, but these
are rare events. In contemporary organizations the project team is often cross fuhf:tionalr

-and-spans organizational boundaries. : ‘ ¥

2.4 Level of Project Management _

The project management life cycle actually contains three cycles. Which cycle
you use in a give project depends on what management needs you are trying to meet.
Many organizations have defined a classification of projects based on such project

characteristics as risk, business value, 1éngth, complexity, and cost. The project profile
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determines the classification and classification defines the exlent to which the project

management methodology is to be used.

2.5 Defining, Planning, Organizing

This is the simplest and 1s concerned with getting the project going. There is no
follow-up on performance against plan. There have been encountered a number of
situations in which one persdn is singly responsibic for completing all project activities.
In such cases there is good value in planning.the project but limited value in
implementing the control and close phases. Here the project manager and client is the
same person and are interested only in laying out strategy for doing the work. Often this '
project will have to be planned in conjunction with one or more other projects. The iﬁtend
is to set a timeline for completing this project in conjunction with others underway. This
cycle is closely related to good management practicés. -

In addition to these threc levels, information systems organizations are beginning
to introduce a classification scheme for their projects. Projects are typically cIassiﬁéd
based on length, cost, compiexity, business value, risk, and other criteria. Four or five
classifications _ are typical. Each classification has required and optional initiation,
definition, planning, control, reporting, and clos;i'ng requirements. The alternative of one
size fits all doesn’t make much sense in today’s organization, where right sizing,

efficiency, and time to market are critical to success.

Advantages of the Project Management

Using project management techniques to guide and control the course of a project
affords more confidence in a successful completion. Value judgements are still necessary,
and the good result is still the-product of dedicated efforts. Most iinpor!ant to the success
“of project management techniques is the complete support of all levels of management,
especially top management. They must understand and accept with its underlying
principiss. Although project management requires effort, fJérticipation, dedication, and
cooperation, the resulting rewards make it all worth while. Advantages include the

following:
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. Aclear picture of the scope of the project forms that is readily communicable. It
clearly shows responsibilities of those participating in the project.

- Itis credible aid to familiarize new personnel on the details of the project.

- It forces those participating in the project to think it through greater detail.

- {t provides a means of accountability by assigning those responsible for the
specific activities that make up the project.

- It is an excellent way to define relationships among the major areas of
responsibility as well as among individual project activities.

- It enables to promote corrections to the project to meet changing or unpredictable
conditions. It evaluates strategies and objectives with the help of the project
planning diai_—;ram and the computerized schedule.

- It advances the professional development of the project team members through

training and active participation.

3. Project Management Process

The project management process consist of the following' management design
3.1 Project Integration Management

F;rojecl integration management includes the processes involved in coordinating
all of the other project management knowledge areas throughout a project’s life cycle. It
énsures that all the elements of a project come together at the right times to complete a
project successfully. Many people consider integration management to be the key to
overall project success. Someone must take responsibility for coordinating all of the
people, plans, and work required to complete a project. Someone must focus on the big -
picture of the‘préject and steer the project team completion. Someone must make the
final decisions when therc are conflicts among project goals or people involved. Someone
must communicate key project information to senior management. This someone is‘the
project manager. Good project integration management is critical to -providing
stakeholder satisfaction. Integration management includcs interface management.

interface management involves identifyimg and managing the points of interaction
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between - various elements of the projcct. The number of interfaces can increase
exponentially as the number of people involved in a project increases: ‘Thus, one of the
most important jobs of a4 project manager is that of establishing and maintaining good
communication and relationships across organizational interfaces. The project manager
must communicate well with ali project stakeholder, including customers, the project
team, semior management, other project managers, and opponents to the project. The
projec‘,‘t management is applying knowledge, skills, tools, and technigues in order to meet
or ex_ceed stakcholder needs and expectations. Project integration manag.ement must’
occur within the context of the whole organization, not just within a particular project.
The Wpr}( of the project must be integrated with the ongoing opcrations of the performing
organization. To accomplish projécl integration management integratidn management,
you must engage in project scope, quality, (ime, and cost management and human
resource, communications, risk, and pro}:urement management. Because it ties together
all the knowledgé areas, project intcgration management depends on activities from all
eight of the other knowledge areas. It also requires commitment from top management in
the organization sponsoring the project throughout the life of the project.

L

The main processes involved in project integration management include:

| T P;‘oject Plan Development, This involves taking the results of other planning

processes and putting them into a consistent, coherent document the project

plan.

2. Project Plan Execution. This involves carrying out the project plan by

'performing the activities included in it.

3. Overall Change Control. It involves coordinating changes across the entire

project.

14



3.1.1 Project Development Plan

A project plan is a document used to coordinate all project planning documents
and help guide a project’s execution and control. Project plans also document project
planning assumptions and decisions regarding choices, facilitate communication among
stakeholder, define the content, extent, and timing cﬁ' key management reviews, and
provide a bascline for progreés measurement “and project control. Plan should be
dynamic,. flexible, and subject to change when the environment or project changes. Plans
should greatly assist the project manager in leading the project team and assessing project
status. -

To create and assemble a good project plan, the project manager must pfactice the
art of iﬁtegration since information is required from all of the knowledge areas. Working
with the project team and other stakeholder to create a project plan will help the project
manager to have a good understating of the project along with a work breakdown |
structure and Gantt Chart. A large project involving a hundred people over three years
would have much more detailed project plans. it is important to tailor project plans to fit
_ the needs of specific projects. The plans should guide the work, so they should be only as

detailed as needed for each project

3.1.2 Project Plan Execution

Project plan execution involves mémaging and performing the work described in
the project plans. The majority of time on a project is usually spent on execution, as is
most of the project’s budget. The application area of the project directly affects project
execution because the products of the project are produccq.__during project execution.

Project integration managemeﬁt views project planning and execution as
interlined and inseparable activities. The main function of creating project plans is to
guide project execution. A good plan should help produce good products or work results.
What good work results consist of should be documented in a plan. and knowledge
gained from doing work éar!y in the project should be reflected in updales to the project

plans. Anyone who has tried to write a computer program from poor specifications

15



appreciates the importance of a good plan. Anyone who has had to document a poorly

programmed system appreciates the importance of good cxccution.

A common sense approach to improving the coordination between project plan.
development and execution is to follow this simp]r:: rule: those whé will do the work
should plan the work. All project personnel need to experience and develop both planning
and executing skiils. In information technology projects, programmers who have had to
write detailed specifications and then create the code from their own specifications
become better at writing specifications. Likewise, most systems analysts begin their
careers as programmers so they understand what type of analysis and documentation is
really needed to wrile good code. Although project managers are responsible for
developing the overall project plan, they must solicit inputs from the project team

members who are developing plans in each knowledge area.

3.1.3 Overall change control
Overall change control involves identifying, evaluating and managing changes

throughout the project life cycle. The three main objectives of overall change control are:

1. Influencing. the factors that create changes to ensure that changes are
beneficial to ensure that changes are beneficial and that project is successful,
project mangérs and their teams must make tradc offs among key projects
dimensions such as scope, time, cost, and quality. '

2. Determining that a change has occurred: to determine that a change has
occurréd, the préject' manager must know the status of key project areas at all
times. In addition, the project manager must communicate significant changes
to top management and key stakeholders. Top management and other key
stakeholder do not like to surprises, especially ones that mean the project
might produce less, take longer to complete, cost more than planned, or be of
lower quality than desired. ‘

3. Managing actual changes when and as tﬁey occur: Managing change is a key

job of project managers and their staffs, It is important that project managers

16



exercise discipline in managing the project to help minimize the number of

changes that occur.

3.2 Project Scope Management

PI’O_]EC[ scope management includes the processes required to ensure that the

project includes all the work required to complete it successfully, The first step in project

scope management is deciding on which projects to work. To decide on which projects to

work, organizations should review the organization’s strategic plan and then develop an

information technology strategic plan that supports the organization’s overall strategy.

Project scope management includes the processes involved in defining and

ontrolling what is or is not included in a project. It ensures that the project team has the

mme understanding of what will be the output of a project at its end and what PIOCEssSes

ill be used in producing them. "he main processés involved in project scope

nagement include.

3.2.1

3.2.2

123

Initiation. It involves committing the organization to begin a project or
continue to the next phase of a project. An output of initiation processes is
a project charter, which is a key document for formally recognizing the
existence and providing a broad overview of a project.

Scope planning. [t involves developing documents to provide the basis
for future project decisions, including the criteria for determining if a
project or phase has been completed successfully. The proiect team creates
project or phase has been completed successfully. The project team creates
a scope statement and scope management plan as a result of the scope
plannmg process, '

Scope definition. This involves subdividing the major project deliverables
into smaller, more manageable components. The project team creates a
work breakdown structure (WBS) during this process. A work breakdown
structure (WBS) is the main output of the scope definition process. It is an

outcome oriented analysis of the work involved in a project that defines

17



324

128

3.2.7

328

the total scope of the project: The WBS forms the basis for planning and
managing project schedules, costs, and changés. Good WBS are difficult
to create. Appmaches for developing a WBS include using guidelines, the
analogy approach, the top down approach, and the bottom up approach. |
Scope verification. This involves formalizing acceptance of the project
scope. Key project-stakeholders, such as the beneficiaries and sponsof far
the project, formaliy accept the deliverables of the project duriné this

process. .

! .
v

Scope change cortrol: This involves controlling changes to project scope.
Scope changes, corrective action, and lessons learned are outputs of this
process. Poor scope management is one of the key reasons projects fall.
For information technology projects, it is important for good, scope
management to have strong user involvement, a clear statement of

requirements, and a process for managing scope changes.

Net present value analysis is the preferred financial measure for selecting
projects. A positive net present value (NPV) is good, and the higher the
NPV, the better. Other important financial considerations are the projected

return on investment (RQT) of a project and payback period.

A project charter is a document that formally recognizes the existence of
a project. It must be signed by key project stakeholders to acknowledge

agreement on the need for and intent of the project.

A scope statement is created in the scope planning‘proces-s. This
document includes a project justification, a brief description of the
project’s products, a summary of all prc:;ject deliverables, and a staternent
of the project’s producfs, a summary of all project deliverébles, and a

statement of what determines project success.

18



3.3 Project Quality management

Project quality management is a difficult knowledge area to define. The
international organization for standardization (ISO). defines quality as * the wtality of
characteristics of an entity that bear on its ability to satisfy stated or implied needs.”
Many people spent many hours coming up witﬁ this definition, yet it is still very vague.
Other experts define quality based on conformance to requirements and fitness for use.
Conformance t¢ requirements means the project’s processes and products meet written
specifications. For exz;mple, if the scope statement requires delivery of one hundred
Pentium III computers, you could easily check whether the correct computers had been
delivered. Fitness for use means a product can be used as it was intended, if these
Pentium ‘computérs were delivered without monitors or keyb'oar'ds and were left in boxes
in the customer’s shipping dock, the customérs might not be satisfied because the
computers would not be fit for use. The customer may have assumed that the delivery
included monitors and keyboards, the unpacking of thé computers and installation so they

would be ready to use.

The main purpose of project quality management 15 to ensure that the project will
satisfy the needs for which it was undertaken. Recall that project management involves
meeting or exceeding stakeholder needs and expectations. The project team must develop
good relationships with key stakeholders, especially the main customer for the project, to -
understand what quality means to them. After all, the customer ultimately decides if
quality means to them and decides if quality is acceptable. Mahy technical projects fall
because the project team focuses only on meeting the written requirements for the main
products being prdducéd and ignéres other stakeholder needs and expectations for the
project. For example, the project team should know what successfully delivering one

hundred Pentium Il computers means to the customers

Quality, therefore must be viewed on an equal level with project scope, time, and
cost, if a project’s stakeholders are not satisfied with the quality of how the project was

managed or the resulting products of the project, the project team will need to make

19



adjustments to scope, time, and cost to satisfy time, and cost is not sufficient. To achieve

stakcholder satisfaction, the project team must develop a good working relationship with

all stakeholders and understand their stated or implied needs.

ik

Project quality management involves three main processes:

331
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Quality planning: It includes identifﬁng which quality standards are
relevant to the project and how to satisfy them. Incorporating quality
standards into project design is a key part of quality planning. For an
information technology project, quality standards might include allowing
for system growth, planning a reasonable response time for a system, or
ensuring that consistent and accurate information is produced. Quality
standards can also apply to information technology services. For example,
you can set standards for how long it should take to get 2 reply from help '
desk or how long it should take to ship a replacement part of a hardware
item under warranty.

Quality assurance: [t involves previously evaluating overall project
performance to ensure the project will satisfy the relevant quality -
standards. The quality assurance process involves taking responsibility for
quality during the project as well as at the end of the project. Senior
management must take the lead in emphasizing the roles all employees
play in quality assurance, especially senior’ rule.

Quality controk: It invoives monitoring specific project results to ensure
that they comply with the relevant quality standards while identifying
ways to improve overall quality. This process is often associated with the
technical tools and techniques of quality management spch as Pareto
Charts, quality control charts, and statistical sampling- These tools and

techniques are covered later in this chapter.
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3.4  Project Risk management

Project risk management is the art and science of 1dent1fy1ng, assigning, and
responding to risk throughout the life of a project and in the best interests of meeting
project objectives. A frequently overlooked aspect of pm}ect management, risk
management can have a positive imnact on selecting projects, determmmg the scope of
pmjacts and developing - realistic schedules and cost esilmates It helps project
stakeholders understand the nature of the project, involves team members in defining
strengths and weaknesses, and helps o integrate the other project management
knowiedge arcas. [

_lWhal is risk? A basic dictionary definition says that risk is * the possibility of loss
or injury“.' This definition highlights the negativity often associated with risk and
suggests that uncertainty is involved. Project risk involves unders;anding potential

problems that might occur on the project and how they might impede project success..

In many respects, risk management is like a form of msurance. It is an activity
undertaken to lessen the impact of potentially adverse events on a project. it is important
to note that risk management is an investment there are costs associated with it. The
investment a project is willing to make in risk management activities depends on the
nature of the project, the experience of management activities depends on the nature of
the project, the experience of the project team, and the constraints imposed on both. In

any case, the cost for risk management should not exceed the potential benefits.

The reason most people and organizations take is to benefit from opportunitics.
Even betore the introduction of computers, organizations took risks by introducing new
ways of doing things. Count Machiavelli in 1513 had insight into project risk. “There is
nothing more difficult to plan, more doubtful of success, nor more dangerous to marnage
than the creation of new system. For the initiator has the enmity of ‘all who would profit
by the preservation of the old system and merely lukewarm defenders in those who would
gain by the new one.” Machiavelli’s words apply equally well to ﬁew information

technoiogy projects.
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Several risk experts suggest that organizations and individuals strive to
find a balance between risks and opportunities in all aspects of projects and their personal
lives. The idea of striving to balance risks and opportunities suggests that different
organizations sand people have different tolerances for risk. Some organizations or
people have a neutral tolerance for risk, some have an aversion to risk, and others are

-~
risk-seeking.

3.5 Human Resource management

Project human resource management includes the processes required to make the
most effective use of the people involved with a project. Resource management 'inc_ludes
sponsors, customers, project team members, support staff, vendors supporting the project,

and so on. The major processes involved in hurhan resource management include:

3.51 Organizationai planning: This involves identifying, assigning, and
‘documenting  project  roles, responsibilities, and reporting
relatioﬁships. Key outputs of this process include roles and
responsibility assignments. Often shown in a matrix form, and an

organizational chart for the project.

3572 Staff acquisition: This involves getting the needed personne!
assigned to and working on the project. getting personnel is one of

the crucial chatlenges of information technology projects.

353 Team development: It involves building individual and group skills
to enhance project performance. Building individual and group skills

is also a challenge for many information technology project.
3.6  Project Communication Management

As communication is important on projects, every projeét should include a

communications management plan a document that guides project communications. This
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' plan should be part of the overall project plan. The type of communication management
plan will vary with the needs of the project, but such a pldn shoulgl'a]ways be prepared.

The main parts of communications management plan include:

2
A description of a coilection and filing structure for gathering and storing
various types of information. For example, if a project team member
attends a conference and brings back valuable information, where should
it be filed and stored? If a suppic: sends a new product brochure, where
should it be filed and stored? [{ the new product is used on the project and
might affect other areas such as accounting or engineering, how will that
new pro.duct information be communicated to these areas? Everyone
~knows it can be difficult to organize his or her individual work, so it is
imperative fo-develop and follow a system for filling important project-
related work for many people. In addition, several government agencies
require a detailed filing system and hold inspections to ensure their

instructions for filling are foltowed.

A distribution structure describing what information goes to whom, when,
and how. For example, are all status reports written or are some oral?
Does ecvery stakeholder receive every master schedule update? Do

executives receive different formats of status reports?

- A format for communicating key project information. is there a template
for project team members to follow in preparing written and oral status
reports? Is there a master list of all acroﬁyms and definitions, or do they
heed to be repeated on different project documentation? Many hours of
confusion can be avoided by providing templates and examiples of key

project reports. You will find several examples later in this chapter.
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The goal of project communications management is to ensure timely and
appropriate generation, collection dissemination storage and disposition of project

information. Projects communication management processes include.

4. Project Management functions

Since 1981, project management has established itself as an indepcndeﬁt
profession primarily through the cfforts of the Project Management institute (PMI). The
institutc has developed and supported a comprehensive project management professional.
(PMP) certification program that requires a qualiﬁéd candidate to be proficient in certain
altributes that include adhering to a code of ethics, acquiring adequate job experience,
and pqésessing specialized knowledge known as the project management body of
knowledge (PMBOK). PMBOK consists of nine management functions: scope, cost,
human resources, communications, quality, contract/procuiement, risk, and project

integration. These are defined as follows:
4.1 Managing scope

Managing the scope of the project is controlling the project through the aims,
goals and objectives of its sponsor.

4.2 Managing Cost
Managing costs required for financial contro! of the project, is accomplished

through accumulating, organizing, and analyzing data and reporting the cost

information.
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]
Managing (ime is planning, scheduling, and controlling the project to achieve the
time objectives. Time management and Cost management may form the very

~ substance of project management,

4.4 Managing Communications ’
Managing communications keeps information flowing among members of the

project team and management, helping ensure 2 successful conclusion of the project.

4.5 Managing Procurement
Managing contract/procurement includes selecting, negotiating, and awarding

orders and administering procurement of material equipment and services.

Persons just beginning to apply project management need only be involved with the

Functions that the mostly used: managing time, cost, and scope.

5. Management styles for Project Managers

51 Directing, Coaching, Supporting, and Delegating

There is a cycle that manger/subordinate relationships follow. It begir;s at the time
an employee begins a new job or new job responsibilities. While the pace of movement
from stage to stage will vary with each employee, each stage will be represented in the
building of the manager/subordinate relationship. Kenneth Blanchard in Leadership and
the One Minute-Manager {Morrow, 1985} explains this concept. His model is depicted in

figure 1.1

In most cases, when people first join an institution their relationship with their
manager is one of mentor and mentored. They are in a learning mode and close

supervision is to be expected. After some time and at a point where the manager has
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some sense of how a pefson works, how much instruction is needed, and how self
managed they can be. Begin to loosen their control and direct supervision and move more
toward a coaghihg role. The coaching role is offering advice, and suggestions, and
evaluating the outcome. Finally the transition to a supporting role happens. Here the
individual is operating quite indcpendently of the manager. Some decision-making
authority is vested in the person. At the last stage the person is vested with responsibility

for carrying out the objectives of the unit in their area of interest

SUPPORTIVE
BEHAVIOR
HIGH :
SUPPORTING COCACHING
Leader facilities and supports Leader continues to direct and closely
efforts of subordinates toward supervise task accomplishment, but also

task accomplishment, and shares | explains decisions, solicits suggestions,
in the responsibility for decision- | and supports progress
making with them

DELEGATING DIRECTING

Leader turns over responsibility | Leader provides specific instructions and
for decision making and closely supervises task accomplishment.
problem-solving to subordinates.

LOW
LOW o HIGH

Figure 1.1 Management Styles
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5.2 Situational Management Siyies

There are two scenarios to discuss: the first is the resuit of an initiative taken by
the subordinate. The second is the result of an assignment given by the manager. Figure

1.2 illustrates the point of this discussion.

When the subordinate approaches the manager with an idea for a project, the
question of commitment on the part of the subordinate is mute. Of course they are
committed. The relationship between the manager and the subordinate in this case is
clearly different from the case in which the marager suggests the project to the
Subordinate. While the subordinate may appear committed, there will always be that
question. Is the subordinate committed or is the subordinate merely telling the manager
what the manager wants to hear? Here the relationship between the manager and the
subordinate is much closer than in the former case. The manager will want to closely
monitor the subordinate, making sure that the project is moving along as requested. In the
former case, however, the manager will simply want a routine status report on how the
project is going. There will be little need to direct the work of the subordinate except to

make sure that the objective is clearly stated.

Task

o : The situation suggests the
PERSON | - management style to be used
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This relationship can change as the task changes, and will certainly-change from
one subordinate to another. For the project manager the challenge is to display even
handedness in working with members of the project team. Getting the project done on
time, within budget, and acéorgling to specification ts paramouhl for the prdject manager.
Having to deal with project team-member relationships is important only in that it

contributes or hinders project progress. ’
Ty

5.3- The Use of Projects for Motivation and Staff Development

Not everyone can be motivated. In fact, in most cases all the manager can do to
create an environment in which subordinates might be motivated and then hope that they
are. It's really like farming. All the farmer can do Fis‘pibk the crop to plant, the acreage to
plant it on, the fertilizer to use, and then hope that Mother Nature supplies the right
amount of rain, wind, and sunshine. The same scenario applies to the subordinate.

!
.

5.3.1 Challenge

Professionals have always responded to challenge. To tell brofessionals that
something cannot be done is usually all that need be said to get their creative juices
flowing. A solution will foltow. Nothing is more dreaded by professional to continue
practicing skills along since mastered. This is the ground on which errors are grown.
Being bored usually leads to daydreaming and lack of attention to detail. In any case
errors result. Being challenged does not mean that every moment of every day is spent
solving previousty unsolved problems. For example, spending only an hour or tWo ona
new énd challenging task is sufficient to keep a professional motivated throughout the

day.
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5.3.2 Achievement

Professional wants to know that they are progressing toward some professional
goal. Such is the case if their achievement is not only recognized but also followed with

another challenge. Success begets success, and challenge begets challenge.

5.3.3 Recognition

Achievement must be followed by recognition especially among a person;s peers.

Recognition does not necessarily mean dollars or promotions or titles.

5.3.4 Job Design

Since job is so important, let us look at job design for just a moment. Cougar has

identified five dimensions needed to define a job (see Fig.1.5).

CORE JOB DIMENSIONS

. Skill variety
. ‘ Task identity
. | Task significance
. Autonomy
o Feedback
.Figure 1.5 ’

Skill Variety

Jobs that do not offer much task variety, and hence opportunitiz to learn and
practice new skills, become boring for most people. In designing Jobs it is therefore
advantageous to consider bﬁilding in some task- variety. This may provide only'a
Jiversion from what otherwise would be a tedious and boring work day. On the other

hand, it might also provide a break in which the person can learn a new skill. With a little
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bit of forethought the manager can find opportunities for cross-training by introducing
some task variety for new skills development. Of course, the manger will want to
consider the risk involved in such actions. The person may not rise to the chailenges of
the new task or might not have the native ability to master the skills need to perform the

new task.

Task ldent:ty

People need to know what they are working on. This is espemally true for
contracted team members. Help them understand their work in relation to the entire
project. Knowing that their- task is on the critical path will mean a lot to their attitude and

the quality of their work.

Task Significance

Does it make any difference if I am successful? will anybody notice? Just how
important is my work to the overall success of the project? Am I just doing busywork to
pass the _time of day? They need to know if it makes any difference to the success of the

project whether they are successful and on schedule

Autonomy

Professionals want to know what is expected of them what are the deliverables?
They don’t want to hear the project manager tell the every detail of how they will
accomplish their work. Systems people are rugged individuals. They want to exercise
their creativity. They want freedom, mdependence and discretion in scheduhng their

work and determining the procedures they will follow to carry it out.

Feedback

Good bad, or .indifferent, profess:onals want to know how effective they are in their
work. Paymg attention to a professional is motivating in itself. Having something, good
to say is even better. When performance is below expectations, tell them. If you can
convince them that they own the problem, then ask them for an action plan to correct

their marginal performance.
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5.4. Project Manager vis-a-vis the functional Manager

5.4.1 Project Manager Objectives

The objectives of the project manager are clear. Complete the project on time,
within budget, and according to the customer’s conditions of satisfaction, that is,
according to speciﬁcétion. Staff development is not on the list! The only cases when staff
development is an objective of the project manﬁgcr occur when the project manager also

has line responsibility for the

5.4.2 Functional Manager Objectives
On the other hand, the resource manager’s objectives include deploy'ment of staff
_ to projects, and development of staff skills to meet project requirements. These objectives

pertain regardiess of the organizational structure.

5. 4.3. Conflicting Objectives

The project manager’s objectives and the resource manager’'s objectives

will often conflict. Part of the program for developing staff skills will occur through on-
the-jo.b training. Resource managers will look for opportunities to deploy staff to project
assignment that provides opportunities to learn new skills. In other words, less than
~ qualified staff will be assigned to project activities. The project manager, on the other
hand, would rather have experienced staff assigned to project activities, especially
activities that are critical to the completion of the project according to plan. They will not

be interested in being the training ground for professional staff.
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SELF ASSESSMENT QUESTIONS S

—

Define Project management in terms of the principles of management.
How is project management different from general management
List important skills and attributes of a good project manager

Discuss the need and importance of better project management in education sector
in Pakistan

Differentiate between the Project Quality Management and Project scope
Management

Critically analyze the functions of the project Management
Describe project integration management in your own words.
Name some projects in your area that have been completed recently or are now

under way. ldentify any four distinguished characteristics of the project
management of that specific project
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OBJECTIVES

After haviﬁg gone thrdugh this unit, the students will be able to;
1. Describe the history of projed appraisal
2. Analyse different aspects of the project appraisal
3. . Iidentify the limitations of the project appraisal
4. Distinguishéd between evaluation and appraisal

5. Apply the appraisal techniques to different educational projects.
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PROJECT APPRAISAL
1. Introduction

Project appraisal implies determination of the .worth of a project as an
investment proposition. It seeks to answer two questions:

i) - whether the project fulfills all the conditions to a take off, and ‘

ii) whether the performance scores attributed to the project by the

sponsoring system are optimal and realistic.

Project appraisal makes available data on the basis of which the decision-
makers can assign a specific- ran'king to the project under éonsideration in
situations of resource constraints. Looking forward, management systems also
development-oriented administration, have under consideration at any juncture of
time, a large number of projects. Resources being limited, it is not possible to
clear all candidates projects for imblementatiori. however attractivé individual

performance ratings of the projects may be a choice to be made.

Appraisal is undertaken to determine the strong and weak points of an
investment proposition, to confirm its technical, financial and socio-economic
+ feasibility, to identify implications, which it will have for the sponsoring system as
also for other systems with which it will have to co-exist. The idea is to make
available to the decision-makers a set of vaiuations that can be utilized to judge
the comparative merits of the project. This help to define thg precise role which -
can be utilized to judge the comparative merits of the project and to define the
precise role which the project can be expected to play in achieving the objectives

of the sponsoring system as also of the society.

The basic purpose of project appraisal is to provide such information to
decision makers, political leaders and aid giving agencies etc. as would assist

them in making investment decisions. Project appraisal provides data or
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information which implies decision makers to compare different projects and to
~ choose those that are likely to contribute most to development objectives.

Project appraisal is, in essence, a scientific decision making aid. Its

* strength lies in the adoption of systems approach, use of mathematical tools and
utilization of scientific methods for situation analysis. It makes the process of
appraisal explicit, which can be used to optimize decision-makers with
information, which can be used to-decision making in the field of investment

approvals.

2. Historical perspective

Way back in the aeons of history when man started using simple tools for
hunting and iater on for agricultural operations, he discovéred the meaning of
comparative value of investment opportunities. in the beginning all the resources
he had, comprised of nothing more than his time and his skill. He had to evolve
rational wa‘ys of judging the possible outcomes of different ways in which he
could invest his resources and fo make a co_mparative appraisal of various
outcomes. As civilization advanced, the availability of resources increased both
in variety as well as in sophistication. Side by side with this increase investment
opportunities alsé underwent a phenomenal change. New processes, new
techniques, new methods, new materials and new media were discovered and
perfected. The expanse of the canvas on which man could write his plans grew
almost beyond manageable proportions. The challenges before the decision-
makers became awe-inspiring. It became unavoidable for man to ﬁnd ways and
means of meeting these new situations. Mathematics and scientific methods
which had primariiy served scientists and technologists in the past were drafted
into the service of the decision making proéess. Programmed decision making
based on the use of analytical tools and techniques was evolved and put to use

. as an aid to the management process.
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As a formal technique project appraisal is of very recent origin. Till as late
as the middle of the current century, its main concern was with the financial
performance of investments. The "Capital Goods Mode!" developed by Walfer
Raunten strauch (1930) was the main tools used in the evaluation of projects.
_ Projects were evaluated strictly on the basis of their commercial profit and loss
ratings and the impact that they would have on the recorded status of the project.

Jules Dupuit developed his conceptualization of consumer surplus way
back in 1844. This concept was extensively used in Ffance fo evaluate different
investment projects. Though it took guite some time to be assimilated into the
technique of appraisal,. Dupuit's conceptualization paved the ways for
incorporation of external effects into the performance reckoning of projects.

The Flood Control Act (1936) of USA was another important factor which
contributed towards the growth of project appraisal as a technique. The Act
defined feasibility as a situation in which benefits, to whomsoever they accrue,
exceed the estimated costs. More or less parallel approach to project appraisal
were deveioped. These included besides the appraisal technical and financial

feasibility, an economic analysis in terms of benefits and costs. -

Project appraisai in the sense in which it is now generally understood,
owes its present form and content to the interest which organizations like the
Uni_ted' Nation (UN) and its organs and .specialized agencies like the United
Nations Industrial Development Organization (UNIDO)’, the Food and Agricuiture
Organization (FAQ), the .United Nation Education and Social_Orgahization
(UNESCO) and the International Bank for Reconstruction  and
Development(World Bank) have taken in its evaluation. Manual on Economic
‘Development Projects U.N. (1953) one of the first manual published on the
subject was prepared by the UN Commission for Latin America in 1958. The
manual was mainly concerned with the forecasting method. In 1966 under the
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agencies of this Institute John A, King Jr. published his work entitled "Economic

Development Project and Their Appraisal”.

The World Bank had gathered considerable experience in project
appraisal through review of proposals for loans to finance development projects.
It was felt that practitioners in the field for appraisal of projects could usefully

utilize this experience. .

The primary emphasis in appraisal in the early fifies was on technical
soundness, economic viability and financial feasibility. Compatibility of the project
with the overall economic objectives of the host countries was also considered
material for decision making. By the mid fifties most of the formerly dependent
countries attained independence and started looking forward with euphoria
towards a better tomorrow. Each country had its own ideas about modernization,
industrial development and economic growth. Each country had its‘ own value
system and wor_ldview.' A rational approach to comparative evaluation of load
proposals had to be devised which could besides be‘ing fair and explicit be

universal in application.

The broad approach enunciated by the world bank was to approve a
project not by comparing it with other projects but by measuring it against the
estimated real marginal rate of return on newly invected capital in a country. This
approach involved the examination of the intrinsif: soundness of the project as
also of all the circumstances surrounding it and the whole of the economic
complex of which the project would be apart. In practice it is.meant. "
investigating the project from five different aspects including economic, technical,

managerial, organizational and financial.”

As a result, the Development Centre of the Organization for Economic
Cooperation and Development’ (OECD) which was established in December

1962 started devoting considerable attention to the problems of resource
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transfers to developing cduntries and corfsequently to identification, formulation
and appraisal of projects. It v\raé observed that the lack of knowledge in
developing countries of how to formﬁiate a project in such a way that its potential
profitability be estimated was one of the obstacles in the path of meaningful

industrialization.

The L-M Manual selected coét-beneﬁt analysis as the most appropriéte
tool for evaluating the comparative merit of Projects. The objective function to be
‘optimized was expressed differently in the two books; L-M Manual visualizing the
overall impact of the project terms of free foreign exchange and the Guidelines
utilizing the current consumption function as the numerate. Both considered
prices obta‘ining in the market in developing countries as unsuitable for the
purpose of evaluation of projeets, both approaches took into account the spill
over effects and the tertiary effects of the projects. Both agreed that project
choice had consequences for employment, output, consumption, savings, foreign
exchange earnings, income distribution and other things of relevance to national
objectives. The objective of appraisal according to both approaches was to
assess the desirability of a project in terms of the consequences, which the
_ project would have on the overall objectives of the national planning effort.

-Economic Analysis of Projects was published under the guidance of the
World Bank in 1975. A comparison of this book with King’s book referred to
earlier bring out the changes, which took place in the approach of the World
Bank to project appraisal. The ér_nphasis during & period' of a decade from 1966
to 1975 was on growth objéctives almost to the neglect of the equity objectives.
Projects were appraised in term of the contribution they would make to the
maximization of output. It was eventually realized that at the margin all units of
. project generated income were not alike. The successful pursuit of growth
objectives under such a situation required that the distributional effect of the
project on consumption and investment be included in the overall assessment of

project’s worth. Similarly the compulsion of the equity objectives required that the
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impact which the project would have on’the distribution of income between the
~ rich and the poor be also taken into consideration. Attaching of suitable weights
to the benefits and costs accruing from the project in the form of consumption or
investment and to differently placed beneficiaries was suggested as the way out.

: . g

An integration of the L-M method and the UNIDOAapproach was attempted
by -John R. Hausen, a member of the World Bank staff in his book Guide to
Practical Project Appraisal. The Guide was published in 1879 under the
auspicious of the UNIDO. It attempted to establish a.framework that could bring
together the most important aspects of project appraisal including economic and
social cost- benefit analysis. Hausen also attempted to provide in the Guide a
broad framework within which project selections could be attempted. This
framework i_hcluded an analysis of financial profitability, measurement of
distributional impact, consideration of the savings impact and the evaluation of
the project in terms of merit and demerit gbods and services which it would
. eventually contributed to the society. A recent addition to the UNIDO Manuals on
project appraisal is Practical Appraisal of industrial Projects. The book has been
written by John Wass and deals with the application of the pri‘nciples of social

cost-benefit analysis to the appraisal of industrial projects in Pakistan.

'Rondenelli refers to the theories which are currently holding ground in the
filed of project planning and appraisal. The first one is based on Hirschmans's
principte of the “hiding hand.” Hirschman's view is that detailed planning and
‘preparation of projects is a nearly impossible situation and may even be dye- '
functional. Detailed analysis is likely either to lead to the elimination of projects
from consideration or inhibit “creative responses” which arise when
" administrators are forced to cope with unexpected' events. A hiding hand
compensates for time consuming detailed feasibility analysis, design and
appraisal. The second theory is based on the formal stance adopted the
international assistance agencies to the effect that effective implementation is
influenced by detailed preparation and appraisal. There has to be a prima facie
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assurance, it is argued to the effect that the project will generate the outputs it is
expected to produce before money is invested in it. The third theory is linked with
the principles of management science. It call for an extensive use of operations
_research, micro-economic linear and dynamic programming, PERT, CPM and
other scientific management aids for ensuring optimal aliocation of scarce
resources. Development projects must accordih‘g fo this approach bé planned in
detail, and planning must be undertaken with the help of mathematical logic.
There is a lot of commonality between the management science approach and
bank ability approach both believe in detailed planning of projects. Appraisal is
considered an essential prelude to the commitment of resources for a project by
both the schools. Hirschman's approach is an “action oriented” approach and is
beset with a lot of unnecessary risk, which the developing countries with scarce”
resources 'can hardty if ever afford to take. Projects have to be properly identified,
formulated and appraised before 'investmer.ut decisions are taken to ensure
success of the deveiopment effort. ‘ | F '
Literature, whether in the form of guidelines, manuals, articies of special
interest, or learned treaties, on project appraisal has in the recent past primarily
emanated from international organization, muitination agencies and donor
| agenciés and government organizations in industrially advanced countries. Very
littie has been contributed to the state of the art by developing countries
themselves. The main pre-occupation of the newly emerging independent
countries has been with planning at macro levels rather than micro levels. This is
probably inevitable in a situation where resources are touching the levels of hope
is playing hide and seek with the forces of despair, and where something is
neéded to be done quickly to establish the faith of the common man in the newly
established forms of government and leadership. Planning is the most
spectacular answer to the challenges of entire modernization ideology and hence
its appeal. The euphoria about planning has however, gradually given place to
the realization that pléns have in the ultimate analysis fo be expressed in terms
of projects and that the planning objectives have to be achieved through projects.
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3. Aspects of project appraisal

The projects differ in their nature and degree of importance attached to
them. Projects in social sectors are génerally extremely deficient in data that
could be used to compute benefit cost of the project. Non availability of data
emendable to quantitative analysis does not negate completely the possibility of
a thorough appraisal of a project. A project should contain all relevant data and
useful information to establish its need, feasibility and profitability. To enable the
decision maker to take a decision the project should be appraised from all
different points of view. Some of the important aspects of the project, which need
immediate appraisal, are given below. This will provide a comprehensive view of

the project viability, feasibility and desirability.

3.1 Technical aspects

_ It is concerned with the analysis of the‘ input and output of the project.
Before the implementation of a project, the technological requirements are
determined to the utmost details. This is a pritical function in the ultimate success
of a project. Technical appraisal of a project seeks to ensure that possible
,alternatives have been adequately considered and that the correct technical
solution adopted. The technical analysis of the project often involves examination
of the scale of the project. Certain facilities can work economically only on a large
scale and to establish such facilities on a more restricted scale may be misuse of
scarce resources. Jechnical appraisal must take into account the
appropriateness of location and layout of the project. The examination of
proposed location involves question pertaining to resources of raw material,
utilities, skilled and unskilled labor as well as market to be served. In the context
of education projects location may affect the. availability of students' teachers.
Location may also increase the cost of the project if residential and hostel
facilitates have to be created on a Ia.rger scale and if utilities are not available.
The layout of the project may be important from the point of view of future
examination. The examination of the work schedule and identification of likely
causes of delay form an important part to the technical aspect of the project
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appraisal. The work schedule must take into account seasonal or other variations
.in working conditions that might interfere with the project. The analysis of
estimated cost of creating the facility also form part of technical analysis of the

project.

3.2 Managerial aspects _

The analysis of managerial aspect is crucial for the success of the project.
There is no substitute for good management. Maost often good management
could make a poor project a success and vice versa. It is therefore essential that
the ability and technical know how of the available staff is examined and fair
. judgement is made whether they can administer the project br otherwise. It is
perhaps the most difficult one part because it is an art based on personal
experience and judgement. One of the main difficuities arises from the limited
concept of the role of management held by many. it is for this reason that
exclusive attention is paid to the dag} to day running of routine business to the’
utter neglect of some of the other aspects like marketi‘ng, {abor realigns, financial
planning and the like. Shortage of trained and experienced managefs is one of

the main reasons for poor results of development planning efforts.

3.3  Commercial aspects '

The appraiéal of projects from the commercial point of view is of particular
importance to revenue earring enterprises. The basic questions here are whether
adequate arrangements have been made for buying the material and services
required to construct the facility and for obtaining required material, services and
utilities to operate the facilities and market the output. The comimercial appraisal
also includes an evaluation of the market demand for the output and the
adequacy of marketing channels. This aspect of the project is related to the
marketing of the output produced by the project. Carefui analysis of demand,
identification of potential markets, the mechanism of marketing etc. are essential

for the success of the commercial projects.
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3.4  Financial aspects

fhe financial criteria is one of the most important criteria in investment
decision making. The financial aspects of the project are crucial in the .ultimate
decision-makings that whether a project should be undertaken. The financial
aspects of the project preparation and analysis include the financial effects on
various participants such as goVemment, private firms, etc. The appraisal of
projects from the financiai point of view also pertains primarily ta revenue
producing projects. There are two basic issues of concern for financial project
appraisal. The first is whether or not sufficient funds would be available for the
construction of the project and second whether the enterprise will be able to meet
all its financial obligations when it is in operation. The financial project appraisal
highlights the needs to adjust the structure and the level of prices charged by the
enterprise ,

S

35 Economic aspects

The economic aspects are closely related to the financial aspects. In
economic analysis an assessment is méde to determine the extent of
contribution of the project to the economy as a whole. The appraisal of the
economic aspect of the project involves benefit cost analysis of different technical
solution to arrive the one that gives highest economic return. In project appraisal
from an economic point of view, particularly that of revenue yielding projeds, it is
necessary to take into account the affect of fluctuations on costs of major inputs
and outputs, and some other crucial variables. A number of sophisticated
techniques are used in benefits cost analysis projects from an economic point of
~ view. These techniques are available in the relevant books on the subject.

3.6 Social aspects _
Social aspects are implicitly or explicitly given consideration in most of the
projects. This includes emphasis on social aspects of project such as

employment, distribution of income etc.
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4,

Limitations of the project appraisal. _

There are 2 number of shortbomings in the project appraisal techniques

described above and these should be fully recognized while using them as

decision making tool. Some of these limitations are listed below.

1-

5.

Quality of the project analysis depends on the quality of data and

" forecasts made about costs and benefits. Over estimation of benefits

and underestimation of costs are quite common to get the project

approved if the executing and approving authorities are different.

In view of the uncertainty about the future it is impossible to quantify
completely the risks though sensitivity analysis one way to examine ‘

strength of a project against future uncertainties.

The project analysis is a partial analysis where it is assumed that )
project will not change the macro economic wariables. Such an
assumption is not always true and if it does not hold the analysis based

on existing prices is not going to give a true picture of the project.

it is useful device where benefits can be qﬁantified projects related to

- education where benefits can not be gquantified "easily benefit cost

analysis has little to offer except going for least cost. Similarty project

analysis is a useful tool only if major part of benefits are quanu.able.

Project analysis is useful when there is a definite starting and finishing
points. It could not be used for on going services like hospital, -

educational institutions etc.

Project formulation and appraisal distinguished

Project formulation and appraisal are two éomplimentary and as yet

distinct - techniques. Both are concermed with the performance ratings of
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proposals for invéstment. of resources to generate additional goods or for
achieving some other specific social objectives. -Project formuiation precedes
appraisal in point of time. It is concerned with expressibn of a project idea in
terms of certain universal measures of performance. The idea is to ‘make
avaitable to the decision-makers a set of va.Iuations on the basis of which they
can undertake a comparative appraisal of various projects. The exercise is
undertaken either by the project sponsoring system by itself, or with the help of a
project formulation team, to identify the optimal performance ratings which a
project idea can acquire. There are always a number bf ways of impiementing a
project. Project formulation identifies the best manner of implementation within.
the resources of the project management system on the one hand and those of
the environment on the other hand. During formulation the magnitude, the
technology and the design, which will optimize performance, are identified
through a process of ciose collaboration between the sponsoring system and the
“formulation team. The formulation team coliects data and information, explores
various alternatives and presents these alternatives to the sponsoring system

with or without its own éssessment.

Decisions are continuously taken to accept one or the other alternative
and the project design is assembled on the basis of these decisions. Project
sponsoring sysiems do not have unfettered discretion at the formulation stage.
They have to operate within the constraints of real life project situations. They are
free to manipulate ce~ « n factors at will {the controllable variables) but they have
no control over other factors, which they have to acbept as given (the
uncontroliable variables). The pay offs from a project-can be affected both by the
controllable variables as well as uncontrollable variables. Choices have therefore
to be restricted to what the two sets of variables taken together will permit.
Formulation examines the outcomes of various combinations of étrategies and
the environment and presents to the sponsoring systems a series of options on

the basis of which the comparative worth of the project can be evaluated.
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.Unlike formulation, which is an exercise in systerﬁatic optimization
ppraisal is basically an exercise in analytical evaluation. OQutside agencies, -
vhich will eventually participate in the project may be as funding agencies, as
eneficiaries, as consumers of the project output of as suppliers of inputs want to
now how well the project will perform, how it will affect their own interests, how
vill it help them in achieving their own.objectives. Appraisal provides them with

1e means of securing the information, which they require.

Appraisal, however, is not an exercise in isolation. it has certain forward
nd backward linkages. If during the course of_appraiéal any infirmity is observed
1 the project design, or in environmental assumptions or in performance ratings,
e appraisal team does convey its views and observations to the project
ponsoting systems. App'rais‘at teams in fact do help project sponsors in
odifying the project design or in reviewing the parameters of project
rmulation, Appraisal establishes a communications‘ link between those who will
ut the project on ground and those who will support or, participate in or approve
s implementation it gives an opportunity to outside agencies and the decision
1akers to make their own assessment of the project situation and to know
recisely the basis of relationshipé which the project will establish between them

nd the project sponsoring systems.

In a situation of résource constraints projects have to be considered not in
olation but with reference to other competing projects. If there. are no
anstraints, appraisal of a well-formulated project is hardly necessary. In real life
tuations, however, resource constraints are always present. Projects have
erefore to be appralsed in order to determine not only their :ntrlnsm worth but

50 their competlt:ve waorth,

Project appraisal and cost-benefit analysis
Project appraisal is a muiti-faceted exercise. The backdrop for the

cercise is provided by the value system of the outside agency or for whom
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appraisal is undertaken. Eaéh exercise has to be tailored on the one hand to
match the scope of the project, which is being undertaken, and on the other hand
to conform to the decision parameters of the agency by or for whom appraisal is
undertaken. If the interest of the outside agency is purely financial, it is no use
undertaking an elaborate social cost-benefit analysis of the project. If the interest
is to know how a particular project will effect the unemployment situation -
spendmg energy in evaluating the socio-economic excellence of the project will
‘not meet the needs of the situation. All said and done, however, project
appraisal, as it is understood today is a total evaluation of the performance
ratings of a project. It covers the technological, the financial as alsb the socio-
economic aspects of the project and bresents to the decision-makers not a single
figure or numerical value as a measure of excellence of the projects but a set of

valuations which encompasses the total performance of the project.

The project has to be evaluated from the point of view of the relationship
which exist. It has té be judged from_the point of view of technological
soundness. The output of the project has to have a market. Project has,
therefore, to be appraised from the point of view of the marketability of its output.
The project has to provide adequate returns on investment. It has, therefore, to
be judged over effects. They give rise to spin effects. Besides, generating new
goods or services, project also serve ‘as means of modifying the existihg income
distributions in a society. The impact which in a society has also to be evaluated
to evolve a total picture of the project appraisal encompasses all the
encompasses ail the issues which are material‘ to decision making in project
situations. Cost-benefit analysis ié on the other hand only an aspect though an -

important one, of the appraisal exercises.

¥ 4 Project appralsal and mvestment planning:

Policy planning investment planning and project ptanning are the four
basic facts of the process of planning. Projects are the building blocks of an

investment plan. Project planning is concerned with the identification of the best
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possible manner of achieving certain specified objectives. Projéct formulation,
the project planning process, defines in clear and unambiguous terms the
purpose of the effect, which the effort will have on the project sponsoring system
as also on the 'economy as whole. The process does not confine itself to the
analysis of the technical feésibility or financial viability but transcends both
technologipal as wel -as financial considerations and evaluates the sum total of
the effect, which the project will have on availability as well as‘non—ava.ilability in

the economy. : : .

. Project planning' is a step by step exercise involving optimization
‘decisions regarding the scope, the magnitude, the tedhnology, the project
duration 'time, and resource utilization intensity in a heuristic manner, feasibiity
analysis, techno-economic analysis design analysis, financial analysis and social

cost-benefit analysis constitute the main aspects of the project planning, exercise.

Feaéibility analysis defines the scope of the project, techno-economic
analysis the magnitude and strategy designs analysis the duration time and
resource Uutilization intensity of the project. 'Financial analysis expresses the
primary effects of the project in terms of money and develops a profitability profile
of the project. The saocial cost-benefit analysis identifies and aggregates the
eftects.'whiéh the project will have not only on the project sponsoring system but
also on the economy as a whole. Project bl‘anning expresses the project idea in
terms of certain measures of performance, which are relevant to decision

making.

A deciéion to go ahead with a project depends not only on the assessment
of whether it would be advantageous for project sponsoring system to go ahead
with the project rather than doing' nothing but also on a comparison of the
performance ratings of other feasible projects. Investment planning takes stock of
all feasible investment opportunities and identifies the project mix, which'will

eventually optimize resource utilization in terms of the overall objectives of the
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planning corpus. Project performance data, resource estimates and the polic
. objective form the main information in.put for the investment planning exercise.. !
its own turn investment planning makes ava'ilable data for the corﬁpilation of the
resource estimates which are necessary for developing realistic goals and.polic

irrespective.

Project appraisal is the main tool utilized by investment planners t
evaluate the comparativemerits of projects of diverse purport.‘Now two project
.are identical in their scope, magnitude, complexity, performance ratings or impac
and yét projects of dissimilar characteristics have to be compared and ranked. |
resources are unlimited, the problem of ranking would ;wt be there, but it is ver
difficult fo conceive of such a situation in the present day world. Projects have t
be compared and ruthlessly evaluated in order to assemble an investment mi
which can best serve the purpose of achieving the objeétives of the plannin

effort.

Appraisal helps the decision-makers in applying a unifornﬁ yardstick fo
measuring the performance of various competing projects. It heips in th
identifying of the mutual dependencies of various projects gnd in the selection ¢
a project mix, which is consistent in it makes use of universal measures
performance _for project selection and provides an explicitly and verifiabl
acco'unt of the decision making process. |t provides data against which th
eventual performance of the project can be evaluated. It also provides :
‘reasonable method of ascertaining the real impact of projects and thus make

investment planning more realistic and meaningful.
8. Causes of project failure

Generally project failures are of following types:

4

54



8.1Time overruns:

Time overruns take place when a project is not completed according to
schedule i.e., when the time taken to implement the project is more than
the anticipated project duration time. Time overru-ns are the most
frequentiy observed phenomena in the déveloping_ countries. Completion
of projects on time is an exception rather than a rule.

8.2 Costoverruns: _ '

Cost overruns occur when the actual . ~<t of implementing a project
exceeds the project cost anticipated at the.time of the investment
abproval. cost overruns are an inevitable consequence of time overruns,
but even where projects are somehow completed on time cost overruns
are observed to occur. '

8.3 Performance failures: _

A project said to fail to perform when it does not yielld the
anticipated output 'in quantitative terms or when its output is not of the
anticipated qualit'y or when during normalized operations it consumes
outputs in larger quantities than what was anticipated at the time of
approval. Failure to produce rated outputs is quite a widely observed

phenomenon.

Performance failure has a deleterious effect on the profitability of
the project. Whenever, a failure occurs the anticipated resource flows both
| on the input side as also on the output side get violently disturbed. If the
cﬁanges are of sméil magnitude new equilibrium levels are soon
established but if the changes are large, irreversible processes are set in
motion which affect the'performance of the project all through its effective
life span. Projects form an integral part ofrthe economy. the economy
functions in a different manner with a project and without it. The annual
value added per unit of investment by a project undergoes a change
whenever a change in the performance,.or time or cost parameters of the
project takes place. The contribution which the project is antibipated to
make towards income undergo profound distortiens. Aberration's are
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introduced in the manner in which the economy is anticipated to function

' and a number of other activities in the ecocnomy are thrown out of gear.

Their area innumerable causes of pr'oject failures ranging from design
deficiencies to natural calamities, from political interference to non-
availability of inbuts and from red tape to war. These causes can be
grouped into three main categories, viz. environmental factors, design

linked factors, and implementation oriented factors.

8.4 Environmental factors

Environmental factors are matters outside the control of the project
management systems or matters about which the project management
system can do precious little. These factors may be physical, economic,
social, political, or administrative in nature. Out of the physical factors the
most important are natural calamities and environmental deterioration
caused by pollution or over exploitation. Unrealistic planning, shortfalls in
foreign aid, failure of infrastructure facilities to develop, uncontrolled
inflation are some of the important economic facts which can contribute
towards projéct failures. Chalnges in government, changes in
governmental policies, politicalisation of trade union movement, war and
internal disturbances, are examples of politidal factors, which have a

bearing on the performance of projects.

Administrative factors,. which can materially affect the per‘formancé
of projécts. include failure of institutional support, lack of coordination
amongst various governmental agencies, red rape, and bureaucratic
methods. These factors can be as critical to project performance as the
environmental factors. Design based factors, which have a direct beéring
on project success include wrong data, wrong assumptions, wrong

technology, wrong organization design and wrong analysis.
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8.5 Implementation oriented factors:
Implementation oriented factors which can lead to project failures may be
strategy- based, management style based or personne! based. These
factors become material at the implementation state of the project.
¥

Project appraisal techhiques

Broadly speaking any human endeavor, which has specific
objective as its goal can be considered to be a project. More specifically,
However, projecté are endeavors, whjch invdlve investment of resources
to develop facilities to provide goods or services. A project can éis‘o be
considered to be a scheme or part of a scheme for investing resources,
~ which can be reasonably analyzed and evaluated as an independent unit.
Projects consume resources in highly fluctuation volumes during the
implementation phase. Resources are also consumed by projects during
;ﬁhe operational phase for assembl'ing the project thrc-rugh-put‘and for

processing it.

In the process of project appraisal various techniques are used but two
are most important. | |
9.1  Benefit cost analysis .

The decision to invest in a project is made if the benefits can
reasonably be expected to be more than the costs. A project is accepted if
the benefit cost ratio is greater than one This is an extremely simplistic -
account of highly involved and sophisticated technique. The benefit cost
analysis can take various forms and a number of guantitative indices
which have been developed to help arrive at a reasonably accurate
estimate. There are thus techniques of computing internal rate of return,

private rate of return, social rate of return etc. The use of various
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10.

téchniq‘ues of.cost benefits analysis presupposes the ability to express

project costs and benefits in money terms.

9.2 Internal Rate of return

internal rate of return is defined as the rate of discount at which fhe
net present worth of the net cash flow (stream of cost minus benefit for
each year of the life of the project is zero. Internal rate of return presents
the rate of discount at which the discounted present worth of benefits

equal the discounted present worth of costs.

9.3  Per unit capital cost

- The simplest measure of per unit costs is the capital cost required

for creating a facility a seat in an educational institution, a bed in the

'Hospital, providing employment to a worker, providing potable water

connection to a housing unit, providing electricity connection to a turbine .
well etc. This measurement is obtained by dividing the total capital cost of
the project by the number of facilities proposed to be created in the

project.

9.4  Annual per unit cost 7

The annual per unit capital cost is obtained by determining
sebarately the capital recovery factor (annuai‘payments required to repay
the cost by the end cf its expected life) in respect of each investment item

and then adding them up.

Project as system
Conceptualization of projects as human economic endeavors or

complexes of activities yields useful but only partial data about the performance

score of projects. A more comprehensive view is possible by visualizing projects

as integrated decision making systems designed to achieve specific objectives.

Projects in this sense, are groupings of separate but interdependent components
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interrelated in their action towards a specific objective. They form a part and
parcel of yet another entity the project universe in which they co-exist with
' myrlad of other systems Projects denve their sustenance from the universe,
which has certain fixed attributes. These attributes taken together constitute the
project environment. The project can do precious little about it. For a project to
* subsist there has to. be an internal consistency between its various constituent .
“sub-systems, its resources and its objectives. There has also to be an external

compatibility between the project and its environment.

The :framework, the stracture, the personnel, the funds, the equipment
and the management style inter alia constitute the internal thresholds of a
project. Projects like other work organizations are distinguished from a crowd or
" arandom assembly of people by a legal framework, an organizational structure,
a set of goals and objectives, a code of ethics and compendium of methods. The
framework defines tr;e legally accepted forrﬁ which the project organization will
-tak'e. It identifies the ultimate decision making authority within the system as also
the pattern of ownership. The structure of the system lays down the levels of
authority and responsibility in the project entity. It also delineates the parameters
of various subsystems in the organization. It has bearing on the management
style of the organization and also its code of ethics and compendium of methods.
Projects vary in scope , magnitude and complexity/ the project work flow , the
way in which activities and events in the project implementation schedule will be
sequenced, the project technology, the way in which the project capabilities will
eventually be e.stablished and the methods of implementation monitoring and

control all have a bearing on the success of the project.

The capability of the project to derive adequate sustenance from the
project universe an its ability to survive the constraints of tﬁe project envircnment
are as material for the success of the project as:its economic or technological
feasibility. Systems approach enables the appraisal agency to have an over all
view of .the project and to appraise it not in isolation but in the context of the realf
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life constraints which the project situation will present as and when the project is
taken up for implementations. '

11.  The scope of project appraisal

Project appraisal, is a step by step process involving the following:

1 The threshold appraisal

2 Design appraisal

3. Cost-benefit appraisal =
4

Implementation plan appraisal

Threshold appraisal is undertaken to study the internal 'consistency and
the external compatibility of the project under consideration. Its objectives are to
| identify the constraints which the limitation of the project management system
and the attributes of the project environment impose on the feasibility prospects
of a project. The constraints are the hurdies or the thresholds, which the projeét
will have to negotiate during its life cycle. Threshold appraisal is concerned on
the one hand with the identification the thresholds and on the other hand witH the
evaluation of fhe chances which the project will have of successfully meeting the

limitations placed on its development by the thresholds.

‘Design appraisal is undertaken to evaluate the demand, the technology
the inputs and profitability parameters of a project. Project outputs in the form of
. gooas and services have eventually to be absorbed in the economy somewhere
or the other. Demand appraisal evaluates the absorption potential of the
economy or the target groups qua the output of the project. Technology appraisal
takes into account the direct cost as also the indirect costs of the strategy which
the project will use as the basis of its design and ascertains the optimality rating
of the project strategy. Input appraisal identifies the rate of the abstraction of
resources which the project will engender and seeks to ma@ch it with the trigger

levels of avaitability of various critical inputs. Profitability appraisa! visualizes the
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project as a purely commercial proposition and seeks to confirm fhé financial
performance scores assigned to the project. It also seeks to confirm the
offectiveness of the financial strategies, the operational strategy and the

investment strategy of the project.

Projects in general havé implications much wider than what the ﬁnant:ial“
analysis is able to portray. They do not only affect the fortunes of the project
management system but also the fortunes of many entity located outside the
domain of the project entity. Cost benefit appraisal evaluates the total impact
which the project will have on the economy. Some times even a world view of the
implications of the project is undertaken so as fo assess the impact it will havé on

the global economy.

Cost benefit appraisal is not an exercise is metaphysics. It is a realistic
appraisal of the project situation. Consideratian of a project as an isclated activity
does not reflect the real life situation. Projects have ramifications for other system
with which they co-exist. They abstract resources from the universe which could
be Lised in alternative use by other systems. They disturb the existing state of
equilibrium of resource fiows in an economy and seek to re establish it at a
higher level. Cost benefit analysis takes a total view of the project situation and

| evaluates the project from the point of view of the overall good it will do to the
economy. As has been noted earlier, implementation plans did not generally form
a party of the conventional projects reports presented to the decision makers. '
Once the desirability of implementing a project on the basis of threshold, design
and cost benefit appraisal is established it is usual to presume that the
~ implementation planning can be left to the discretion of the project management
system. The purpdse of appraisal of the implementation plan at the pre-
investment stage is noi to cramp the style of the implementing agency, but to
present to the aecision makers as complete and realistic a picture of the project

situation as possible.
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Investment decisioh commits the decision makers to an irreversible course
of action. While it is true that each and every constraints which will arise during
‘the implementation and the operational phases of a project cannot be visualized
and in the fact need not be visualized, it is necessary to provide information to
the decision makers on all the matters which are crucial to the. decision making
process. Project appraisal is not the decision making process it self, nor is it a
substitute for the procesé. It is only an aid, a scientifically evdlved technique. for

| the assessment of the total implication of an investment proposition.
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Self Assessment Questions

1. Definc the project appraisal. How it is different from the evaluation

2. Discuss the rolg of cducational planner in the process of project appraisal. .
3 Discuss the importance of project af:praisa] in the project cycle.

4, Critically analyse different aspects of the project appraisﬁl. To what extent

these are helpful in the finalization of a vizblc project.

S, Elaborate some of the echnigues being applied in the projeét appraisal.
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A WORD TO THE STUDENT

The concept of strategic management of development programmes
is comparatively a recent development in the management science. It
has been included in this course particularly as an aid to project imple-
mentation and monitoring. Originally the text was produced by the
International Labour Office, Geneva with the financial support of the
UNDP Inter-regional Programme as one of “its Management Develop-
ment series. As the titles of the publication and the units suggest the con-
tents relate to management of development programmes. But, it should
not lead the reader to thinking that it is not related with the course
which is a course about projects. The students of the Educational Plan-
ning and Management know that, in effect, when the programmes are
implemented they take the form of a project. However, while studying
these units the student should always keep in mind that the eontents of
these units have been written keeping in view a wide range of readers
world over. They were neither written with a particular reference to
Educational Projects nor was there a reference to the conditions of any
particular country. The student will, therefore, find that the strategies of
Project Management as outlined and described in these units have a very
general application to project management in many areas. The student,
of course, has to use his own commonsense and field experiences in edu-

cation project management to discover elements which are in common
w1th what is contamed in these units.

M. ATHAR KHAN
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OBJECTIVES

-Affer studying this unit you will be able to:

1.

2.

describe the concept and scope of strategic management;

use the strategic management in projeet planning and imple-
mentation;

explain the fundamentals of strategic management.
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INTRODUCTION

A wide variety of development programmes operate in the Third
World today. Governments and international donor agencies have spent
considerable amounts of money on them and are concerned about the -
viability and performance of many of them. Increasingly, it is being said
that their planning and implementation leave much to be desired. Even
those with the right technologies and enough funds seem to perform
poorly. It is not surprising, therefore, that “management” has been iden-
tified as a neglected factor. The realisation that technology, capital and
manageiment are complementary is an important step forward in under-
; standmg development programmes.

Unfortunately, little knowledge exists on how to organise and
manage development programmes. Traditionally, the focus has been on
~ the technology and economics of programmes, not on their management.
The bureaucrats and managers of programmes were left to improvise and
muddle through. Invariably, they ended up adopting the systems, prac-
tices and administrative processes common in government. No doubt,
specialised techniques and tools were sometimes borrowed to improve
decision making. Thus budgetary reform or new systems for recruitment
were sometimes introduced. But né over-all framework exists for
thinking about and planning for the management of development pro-
grammes.

This book is a modest attempt towards filling this important gap.
't presents an approach to the “strategic management” of development
peogrammes. The concept of strategic management developed here draws
* upon the current management literature and related disciplines, and de-
rives support from a recent international study of several successful
development programmes.! The meaning, scope 'and significance of stra-
tegic- management of development programmes are discussed in detail
in the following chapters; they are based on an analysis of the charac-
"teristics that the successful programmes shared.

In chapber 3, strategic management is defined as the inter-related
set of top management interventions which create the framework within
which operational decisions and actions are taken to accomplish the
goals of a development programme. To create this framework,
programme managers must pay special attention to four main influen-
ces on a programme’s performance. These are the programme’s environ-
ment, strategy, structure and pro‘cess.2 The essence of strategic manage-
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ment is to create a “fit” among these so that the programme gains from
their internal consistency or “congruence”. Strategic management refers
to the process by which top managers identify and influence these fac-
tors, and continually create a fit among them. If the operating decisions
and actions are to improve the performance of development programmes,
the starting point must be the practice of strategic management.

7 This book is written for programme leaders and managers first of

all. In a development programme, it is the leader who must initiate the

practice of strategic management. Only he or she can create the manage-

ment framework within which other members of the organisation can

operate effectively. The ideas and guidelines in this book are, therefore, -
addressed to the programme leader and the top management team.

Management institutions constitute another very important
audience of this book. Many of them have identified project and pro-
' gramme management as a priority area of the interventions in the forth-
coming years. They are keen to increase their impact on development
programmes by helping to analyse problems faced by managers, design
and apply more effective management and control systems, define and
introduce appropriate criteria of programme performance, and provide
various types of practically oriented training in programme and project
management. The book should provide some guidance both for practi-
cal analysis of problems faced by programme management and for
management training programmes which address these problems.

The approach to strategic management presented here will also
interest ministers and other policy makers, administrative heads of
ministries and planners who initiate and oversee development prog-
rammes. These people are responsible for providing the framework
within which programmes are designed and operated. When they do this
poorly, the performance of programmes suffers. Programme managers
undoubtedly need their support and understanding in order to practise
strategic management. Only when policy makers and planners under-
stand the implications of strategic management can they create the pre-
conditions to make it work. In this sense, the strategic management app-
roach is equally relevant to the political and administrative leaders and
technocrats in government who play entrepreneurial and controlling
roles in development programmes,

Our focus is strategic management; we do not explore the problems
of operational management that development programmes face, even
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though these are important, and programme managers do spend signifi-
cant time-on them. A discussion of operational or short-term problems
would have made this book too long, and information about opera-
tional management is available elsewhere. In fact, most of the consulting
and training programmes today are largely concerned with this class of
management problem, e.g. performance evaluation, budgeting, pricing,
ete. What is lacking is the larger framework within which these prob-.
lems can be more readily solved. Strategic management should, there-
fore, assist programme leaders to solve operational problems better.

Finally, a caveat is in order. Strategic management is not a panacea
for all the ills of development programmes. When the basic policies of a
country are in disarray, its manpower shortages severe, and its financial
resources scarce, it will not be able to get its development programmes
off the ground. If good leaders cannot be found, programmes will suffer.
When people are not motivated, their response to programmes is bound
to be limited. Countries differ in the degree to which their peoples are
result — or performance-oriented. This problem of achievement motiva-
tion is characteristic of many developing societies. It is a constraint
which should be considered in assessing the environment of any prog-
ramme. To put these matters in perspective, the pre-conditions for
strategic management are discussed in chapter 2. But the pre-conditions
alone do not guarantee good performance. Strategic management is
vital even when all the pre-conditions are met.

. The book has nine chapters. The nature and scope of development
programmes are explained in chapter 1. Chapter 2 examines the pre- -
conditions of performance in the public context, in which most develop- -
ment programmes are designed and carried out. The concept of strategic
management, its components, and their interrelationships are discussed
in chapters 3 through 8. The end of each chapter contains questions and
guidelines to facilitate a review of the concepts discussed and to help the .
manager apply them to his or her specific situation. In training pro-
grammes, teachers and trainers may wish to use these questions with case
studies or experiences of programmes. The concluding chapter 9 offers
practical suggestions for policy makers and programme managers on how
to put strategic management into action in the particular context of a
new or an ongoing development programme. :
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DEVELOPMENT PROGRAMMES:
CONCEPT AND SCOPE

It is nearly three decades since macro-economic planning became
fashionable as a tool of development in the poorer countries of the
world. Macro planning, also known as development planning, was expec-
ted to give a sense-of direction to national economies and provide a
basis for allocating scarce resources among the priorities for develop-
ment identified in national plans. Irrespective of their ideologies, many
developing countries, which became politically independent in the 1950s
and 1960s, were soon attracted towards systems of national economic
planning. The scope and sophistication of planning, of course, varied
considerably from country to country. Thus India formulated and publi-
cised a series of “‘five-year plans’. Nigeria adopted six-year plans, where-
as many other Asian and African countries have had three and four-
year plans.

Macro planning entails varying degrees of public intervention in
economic and social activities. Development plans consist not only of
patterns of resource allocation and long-term national budgets, bug also
certain strategies for developing different eéconomic sectors. The pace
and type of development of. agriculture, industry, education and other
social services are spelt out in the plan documents. Since the private
sector is limited in its capacity to raise the resources and is often regar-
ded as an inappropriate instrument to implement the proposed changes,
the State decides to actively intervene and manage many new develop-
ment activities. This is true not only ~f n{rastructure development such
as roads, ports, communication and nower, but also of certain catego-
ries of industry and critical support systems required for agricultural
and rural development, Thus irrigation projects, agricultural extension
services and common facilities for small industry development, to cite
just a few, are usually promoted under public auspices. Such public
interventions are usually termed “development programmes”.® A macro
plan consists of several development programmes, depending on the
public interventions being envisaged during the plan period. It has been
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estimated that in many less developed countries (LLDCs), nearly 50 per
cent of the annual budgets of governments are spent on development
programmes.? The development plans and programmes of LDCs, there-
fore, consume a significant share of their resources.

1.1 Promise and Performance

Though most developing countries have allocated significant re-
sources to development programmes over the: past two decades, per-
formance has not matched expectations. In some countries and in some
sectors, results have been impressive. But over-all, the performance of
development programmes is by no means encouraging. The impact of
development programmes on rural areas, where most people in the
- developing world live, has been dismal. Almost 20 years ago, Waterson
observed:®

With many factors accounting for the inability of most countries
to achieve targets in their plans, a question arises whether one fac-
tor — more than any other — is responsible for this inability. Until
very recently, it was thought that the key element in the planning
process was the formulation of an economically consistent plan.
While the importance of a well-prepared plan based on clearly de-
fined development objectives is indisputable, it was not generally
realised that a consistent plan does not ensure implementation any
more than an inconsistent one. When the plans they had prepared
were not implemented, planners trained as economists assumed,

and stil : 7
and still assume in some circles, that the failure to achieve targets
was mainly attributable to errors in computing and allocating re-
sources or to errors in basic data.

The widening gap between promise and performance has opened
the eyes of planners and policy makers to the limitations of macro plan-
ning. Planning was a useful aid for choosing development goals and allo-
cating resources. But planning alone does not ensure performance. In
many countries, planners have refined their methodologies and intro-
duced new planning models. But there is little corrélation between the
sophistication of planning and national performance. This realisation has
led some planners and international agencies to focus on how to for-
mulate better programmes and projects. A consistent macro- plan is still
practically useless unless the projects and programmes which constitute
it are well conceived and selected 6

-
~
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By far the greatest number of failures to carry out public sector
projects and programmes at reasonable cost in reasonable periods of
time are traceable to inadequate project selection and preparation.
Few less developed countries are fully aware of the necessity for
selecting soundly conceived projects with potentially high yields,
defining their scope with clarity, estimating their national curren-
cy and foreign exchange requirements with a sufficient degree of
accuracy, and laying down realistic schedules for their execution;
fewer yet have the administrative capacity and the potential will to
cope with these needs and, especially, to carry out plan projects
and programmes in accordance with carefully developed prog-
rammes of action.

"In the late 1960s, many countries began to recognise the impor-
tance of designing projects competently and choosing them carefully.
Project appraisal tools became popular in many planning agencies.
National and international organisations disseminated new ideas on pro-
ject appraisal and cost-benefit analysis through their “manuals”.! Atten-
tion thus shifted from macro to micro planning. Leading financial ins-
titutions, such as the World Bank, now conduct carefully project apprai-
sals before they lend money to LDCs for specific schemes, Country offi-
cials are trained to used the new methodologies and a new kit of tools
has been added to the development planners’ armoury.

Analysing the costs and benefits of industrial and conventional
infrastructure projects is relatively easy. Technologies are known,
demand can be estimated, and monetary calculations are not terribly
" difficult to make. But, with the growth of development programmes in
social sectors such as education, health and nutrition, many assumptions
of the new methodology have been called into question. Technologies
had to be evolved or adapted. Estimates of demand or public response
have generally turned out to be extremely misleading. Projects that were
considered viable when formulated and appraised turned out to be low

performers when implemented. Even industrial and infrastructure
projects, though carefully prepared and evaluated, have actually per-
formed poorly.

Thus, a new class of problem has been identified as responsible for
poor performance. It now seems that inadequate attention has been paid
to the implementation of projects and programmes. Decision making is
tardy and ofganisation arrangements for managing the projects are vague,
Even when projects were physically completed, too little attention was
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paid to getting them to perform well and to maintain the facilities. Many
observers have caiicd this set of issues “management problems” and have
argued that the widening gap between project and programme plans
and their performance is largely due to management failures. Unfortu-
nately, planners too often view implementation and management as
issues outside their purview. The dichotomy between planning and
implementatior? prevailing today in many countries reflects inadequate
appreciation of the interaction between the two. Planners are reluctant
to recognise feedback on implementation problems as an input to the
planning process. Further refinement of planning tools and models can-
not possibly make up for the deficiencies in implementation and manage-
ment.

This brief review reveals a gradual evolution in our understanding
of developmental processes and performance. The concern about
management of development programmes can be traced to the dissatis-
faction with the performamce of development plans and programmes.
This does not imply a rejection of planning. Macro planning, micro plan-
ning and public management are complementary, not subsitutes for each

- other. This book focuses on the management of programmes. What is
special about development programmes and makes them dlfflcult to
manage" 4

1.2 Nature and Scope of Development Programmes.

Development plans typically consist of numberous programmes
organised and managed by public agencies. Even countries without such
macro plans have many programmes managed by public agencies. Thus
development programmes are found in all developing countries, including
those who do no macro planning. Agriculture, industry, health, educa-
tion and housing are important sectors where development programmes
have been undertaken. The rice production programmes in the Philip-
pines, the family planning programme in Indonesia, the rural electrifica-
tion programme in India, the adult education (literacy) programme in
Tanzania, etc., are sectoral programmes, Programmes have also been
organised for the development of infrasturcture such as roads, commii-
nication and other public utilities. In some countries, infrastructure and
common facilities for small industry development may be provided
through an industrial estates programme. Many countries commonly
organise such programmes through agencies created by ministries or
departments,
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Sometimes, development programmes are organised for specific
regions or areas in a country. For example, irrigation programmes are
feasible in defined areas for physical and geographic reasons. Some
countries have programmes to develop backward regions with special
authorities or agencies to plan and integrate the different inputs and
facilities needed to promote development there. Venezuela’s develop-
ment programme for the country’s Guyana region is well-’known. India
and Brazil similarly have special programmes for their backward regions.
Sometimes, sectoral programmes which are nominally national in scope
may in fact be confined to limited areas. Agricultural crops may be
grown only in certain regions. Thus, the smallholder tea development
programme of Kenya operates only in 12 out of nearly 50 districts be-
cause tea cannot be grown everywhere.

The third category of programmes are multisectoral integrated
programmes. Some sectoral programmes for single commodities or ser-
vices integrate different inputs and activities to promote the commodity
or service under the same programme. Thus the Kenyan programme for
tea not only provides extension services, but integrates it with credit,
leaf collection, processing and marketing. On the other hand, integra-
tion may occur across sectors as in integrated rural development pro-
grammes. Though the scope of such programmes varies widely, most are
based on the concept that income-generating activities and social ser-
vices which enhance the quality of life should be provided simultaneous-
ly in order to facilitate sustained rural development. This programme
design calls for the integration of agricultural development with the pro-
vision of health and education, and related infrastructural facilities.
According to a recent UN report:

The concept of integrated rural development, and thus the resulting
programme configuration, is likely to be defined differently in
different settings and in accordance with the definers’ frames of
reference. Various definitions have been examined at international
meetings, and new ones have come out of such meetings. However,
th'ere appears to be no overwhelming evidence that fundamental
changes in definitions have been made. The current definitions of
IRDP, like the old, refer to the interface and mutual reinforce-
ment between social and economic development at both national
and sub-national levels, to the consequent need for comprehensive
approaches to rural development, to the importance of popular
participation and local decision-making and to the multi-faceted
character and breadth of the development process. Current defi-
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_ nitions, again like the old, refer to integrated rural development in ’
both substantive and procedural terms and subsume combinaiions
of purposes, strategies and outcomes in the definition itselt. How-
ever, the current definitions more explicitly identify the poor in
the rural areas as the principal clients, and more directly aim pro-
grammes at such specific goals as employment, increased agricul-
tural production, augmented income and equitable distribution
thereof and greater access by the rural poor io public services.’

Integrated rural development programmes are now common in the
developing world. In the Philippines, a new integrated rural develop-
ment programme is being carried out under the supervision of a cabmet,
sub-committee. Colombia has an Integrated Rural Development Pro-
gramme. Mexico’s PIDER is a national programme to-develop rural
. infrastructure. Many integrated rural development projects operate in
limited geographical areas.? .. | -

Some programmes which started as single sector projects later
evolved - into multi-sectoral programmes. This was the case with the
€ameroon Land Settlement Scheme which expanded intc 2 hrozd integ-
- rated socio-economic development programme, In many ccuntries, all
these different tvpes of programmes operate simultaneously. Thus in
Kenya, the smallholder ted development programme?eoperates along-
side the Special Rural Development Programme. Many programmntes
emerge as adaptations to local conditions, problems and needs. The
“commodity” as against the ““area’ approach, or “national” as against
“regional” scope do not necessarily represent right or wrong choices, but
rather options, appropriate in certain conditions, inappropriate in others.

Our threefold classification of development programmes can help
us understand the complexity and scope of public interventions. Secto-
‘ral programmes generally aim to develop a single commodity or service
nationally. Regional programmes also develop sectoral services, but in
sub-national (regional) areas. Inter-sectoral (integrated) programmes
focus on several sectors and call for a careful integration of diverse sec-
toral inputs. National integrated programmes exist but are rare. Sectoral
-and regional programmes are most common, with integrated inier-sec-
toral programmes gaining in popularity. ThlS classification, however,
helps little in judging the superiority or viability of a programme. Many
other things must be consuiered as we shall explain in subsequent
.chapters,



frrespective of classification, all development programmes are
“insicuments” of public policy and “intermediaries” between the bene-
fictaries at the grassroots and national or regional governments. Tradi-
tionaily, governments implemented policy directly through ministries
and departmenis without the “intermediation” of special agencies or
institutions. Thus tax collection, maintenance of law and order, etc.,
have always been managed departmentdily without creating separate
organisational entities. Development tasks, however, necessitate the crea-
tion of new instruments that can better acquire and process complex,
specialised and diverse inputs to meet the needs of specific segments of
- the population. This is the rationale of development programmes.

Development programmes are usually conceived at the national
" end operate through sub-programmes designed to cover different
. regions such as states or different functions and groups-of
scrvices, A rice development programme might have sub-programmes for
extension, irrigation, credit, seeds and fertilisers, each broken down
regionally. The sub-programmes in turn might be a series of discrete,
interrelated or sequential projects integrated into a relatively permanent
delivery  system. Programme implementation is expected to occur
through its location and service specific components which interface
with clients or beneficiaries where they live or work. Thus, for example,
agricultural or small industry development programmes may deliver their
services through units set up near the farmers or entrepreneurs through
out the region or country. :

The terms ‘“‘projects” and. “programmes” are often used inter-
changeably. Project orientation often dominates because aid agencies
tend to design and promote pilot projects or limited-area projects. How-
ever, major institutions such as the World Bank have been involved in
broader, ongoing activities. The development and management of natio-
nal or regional programmes to replicate pilot project results are usually
the responsibility of the governments. There are, of course, some
projects which are of a continuing nature, e.g., irrigation projects. Donor
agencies tend to be involved in such projects for a short or medium term.
Donors’ time perspectives, therefore, tend to be shorter than those of
-national governments, which have long term responsibilities to manage
such projects. Donors’ relatively limited involvement in larger pro-
grammes partially accounts for the comparative neglect of programme
management. Pilot projects and limited-area projects are to national
programmes what research and‘development (R&D) projects are to large

82



corpoxations. The products the corporations sell often result from R&D
- projects, but the corporations’ problems of managing commeicial
production and marketing of such products ave distinctly different from,
and often more complex than, the problems of managing their R&D
projects. Similarly, the management probiems of large development
programmes are different from those of the pilot projects which supply
the “products” to be replicated v prroarmmes The problems of large
programmes eise ditier from those of the smialler, sinigler time-bound
projects.

By neglecting to study the larger, naiional programmes, we have
ignored an important class of public management problems® This gap
must be filled, because the replication of project results oceurs almost
solely through the medium of larger programmes. The ultimate test of
the success of pilot projects is the extent to which they are replicated or
adapted nationally. The author of a study ot selected pilot projects in
developing countries once concluded that they were successful because
their technical findings were promising. Further investigations, however,
revealed that none of the countries extended, adapted or replicated any
of these projects. One cannot seriously attribute success to projects that
have failed this basic test of replicability!

Studies of development programmes and projects reveal a strong
sectoral orientation. Since most donor agencies &nd LDC governments
are organised sectorally, projects and programmes are dominated by sec-
toral technologies and contexts. Public management problems then
appear unique to each sector and cross-sectoral comparison and learning
is resisted. For example, few health programme managers know much
about agricultural programmes and what each could learn from the
other. Researchers follow similar paths, Developments in the theory and
practice of public management have consequently suffered.

Sectoral differences do require different management practices.! ¢
Programmes which provide direct and immediate economic gains should
be managed differently from those which do not. Entrepreneurs respond
eagerly to industrial development programmes likely to generate profits,
whereas illiterate villagers may not want to participate in a preventive
health programme. Programme management practices must allow for
such differences, but inter-sectoral ¢omparison is necessary to identify
which successful practices can be transferred and where distinctly diffe-
rent practices are called for.
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1o uuderstand better the nature and scope of development pro-
zrammes, four distinctive features are outlined below:

Folicy Sanction

Normally,.a specific legislative enactment precedes the ereation of a
" public programme. Thus an authoritative decision of the government
stands behind every development programme. The concept of policy
sanction is applicable even in countries without development plans. US
publi¢ programmes, for example, have appropriate legislative approval
behind them. In countries with national development plans, an executive
decision suffices, since the national plan containing the programmes has
legislative approva] Presidential decrees, acts of parliament, etc., reflect
formal authoritative government. decisions.

Development Focus

In contrast to regulatory programmes whose developmental impact
might be indirect, development programmes are expected to generate-
economic and social outcomes (measurable and immeasurable) consis-
tent with national development goals such as income growth and distri-
bution, and improved quality of life. Their tasks are such that the dis-
cipline of the market mechanism is rarely an adequate framework for
planning and controlling their operations. Development programmes,
therefore, fall between purely regulatory programmes at one end of the
spectrum, and commercially oriented public enterprises at the other.

Organisational Identity . . ‘

A development programme is an entity with its own organisational
structure, budget and personnel. Even a programme under the adminis-
trative control of a ministry or a government department has its own
organisational structure, assignments of tasks and responsibilities and
reporting relationships. Development programmes can thus be distin-
guished from temporary systems and short-lived experimental projects.
" They fre usually set up as authorities, boards, councils and other bodies .
with their own organisational identity. They may be fully or partly fi-
nanced from government sources: Some may be self-financing agencies.

Replication

A programme’s mission tends to be the replication or adaptation of
a ‘“‘developmental product™ or “service” over the entire country, or some
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of its constituent regions to benefit specified client groups. The develop-
mental services need not be a physical commodity; it mav he a system
designed to deliver 2 product or service inside a specified geographica!
area and detérmined by the techno-economics of the sector or sectors
and the existing geographic and organisational conditions Thus in a
health programme, the service is not the set of individual health services.
(which are, of course, of direct concern to the beneficiaries), but the
system designed to assemble and deliver them at the village, sub-district,
or district level. Similarly, it may be misleading to define the cuiput of a
dairy development programme as “supply of milk”; its service might weil
be a system to integrate services to produce, process and market milk to
benefit specified client groups. It is this system which a pilot project tries
to test, and a national programme tries to replicate and adapt it cver
large areas.} ! '

The “service’” underlying a development programme is either de-
veloped indigenously, or designed abroad and horrowed or adapted from
foreign experience. Borrowing or designing models from abroad is extre-
mely common among industrial programmes. Agricultural, rural develcp-
ment’ and social service programme designs are less easy to import. In
fact, such models may not even exist. The concept of the service must
then be developed indigenously. Whatever the approach, there is likely
to be an identifiable service that a programme attempis to replicate.

* Again, the nature and scope of the service might well change with ex-
perience. The needs of the clients may change, necessitating changes in
the service, Serious problems arise in large development programmes
when services are specified inappropriately or the service or output is
poorly understood.

1.3 Programme Phases

Policy sanction, development focus, organisational identity and
- replication characterise all development programmes whether sectoral,
regional or inter-sectoral. Pilot projects, experimental interventions and
“crisis” programmes rarely possess all these four features.! However,
development programmes which have all these features are not necessa-
rily permanent. Some have permanent missions, others are phased out
over time. We need, therefore, to examine their *‘life cycles”.

Life cycles of development programimes can be divided into phases

which sometimes overlap. The pilot phase is the initial period when a
“product” or service is being designd or adapted. This may or may not
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precede the formal! launching of a national programme. The Mexican
rural education programme crganised by CONAFFE. started with a pilot
phase when experimental work was done in a hundred community
schools. The Philippine Rice Programme benefited from a pilot project
involving 10,000 hectares, Pilot projects did not precede the Indonesian
Family Planning Programme, but were undertaken concurrently with the
prog:amme. Many large programuies suffer either because pilot projects
were never thought of or userul feedback from such experiments was
lacking. ‘ -

The replication or adaptation »hase begins when the programme is
extended from the pilot area to other areas. This phase offers the maxi-
mum challenge to the strategic and operational management of the prog-
ramme. The growth in the size and complexity of the programme due to
spatial expansion creates tough management problems which cannot be
studied in the pilot phase. A pilot project confined to a few villages can
be supervised personally by the project manager. He manages with simple
systems and informal face-to-face relationships. The problems of a com-
plex organisational structure (e.g., motivation and control of personnel,
and decentralisation) rarely arise in the pilot project. These oceur only
when the project is extended or replicated on a larger scale.

Once a programme has completed its replication phase, its matu-
rity phase starts. Depending on the type of service, the maturity phase
takes one or three forms: (1) it may continue indefinitely as long as the
service is needed (e.g., the generation and supply of electricity, health
services, etc.); (2) it may be terminated if the service is no longer
required or the client groups or private agents can take over (e.g., agri-
cultural extension and input services, family planning, etc.); (3) the prog-
ramme may be diversified, taking on new tasks, but carrying on the origi-
nal service as part of its broadened mandate. For example, population
or health programmes sometimes diversify to provide nutrition services
without giving up the original services,

Management problems are most severe during the replication phase
because formal systems must replace informal relationskips in “scaling
up” from the pilot phases, and during the maturity phase if the prog-
ramme becomes diversified. -

Figures 1.1 through.1.4 illustrate the phases of a programme’s

life.cycle and the different options it may choose at maturity. The hori-
zontal axis represents time in years and the vertical axis represents the
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gecgraphical coverage. In the pilot phase, coverage is usually quite limi-
ted. The time taken to complete the pilot phase is often small compared
to the programme’s life cycle. During replication, geographical coverage
increases. Maturity signifies stability, both geographically and in service
delivery. ' 2

Figure 1.1 depicts the life cycle and phases of a development prog-
_ ramme that takes on permanent services. Figure 1.2 represents a prog-
ramme which, having fulfilled its mission, gradually winds down and ter-
minates its service during its maturity phase, In figure 1.3, the prog-
ramme divests itseif of ciic wervice upon reachmg maturity and develops
another repeat ng the cycie. '

“Sequential divessification’ is depicated in figure 1.4; service I
cont'nues germanently and serviee il is then added, starting from its own
pitos nhisse. The programrme thus diversified sequentlally and offers both
services on a continuing basis.

All these alternatives can be found in different countries, even
though not all programmes have formal pilot phases. In some prog-
rammes, experimental or pilot projects may be currently undertaken
when the programme is initiated. This was true of the Indonesian Popula-
tion Programme. The country already had some experience with family
planning when the programme was launched. Many programmes have
come to grief because the pilot phase was skipped and programme
strategies did not take into account the features of the national or regio-
nal environments. Some programmes compensate for the lack of a pilot
phase by limiting their geographical spread initially and expanding their
scope carefully through a learning process.

In summary, awareness of management problems of development
programmes is growing as experience accumulates on the limitations of
macro and micro planning. Development programmes have emerged as
important instruments of public policies articulated in development
plans, but are common even in counis~s-which do not practise macro
planning, Programmes must be dlctafgmshed from pilot projects and
other temporary programmes which lack organic links with the more
durable public interventions. Four common characteristics of develop-
ment programmes are policy sanction, development focus, organisa-
tional identity and replication. Development programmes need not be
permanent. It is useful to delineate three phases in their life cycle,
namely the pilot, replication and maturity phases. A programme may
continue to operate permanently when it offers a service in continuing
demand or diversifies to provide new services which meet the long-term

" needs of beneficiaries. '
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2. THE PRE-CONDITIONS OF PERFORMANCE
AND THE PUBLIC CONTEXT

Important differences exist between public and private manage-
ment which make the public manager’s task difficult. Coping with these
constraints is part of the role of those who manage development pro-
grammes, ) .

2.1 Three Constraints.

First, there are constraints on the choice of goals, The broad objec- .
tives to be achieved by a development programme are generally laid
down by policy makers. A private enterprise, on the other hand, is large-
ly free to choose its goals. A development programme may be given
diverse or multiple goals, some of which may be conflicting. The out-
puts of a programme are often difficult to measure. A rural development
programme, for example, may be expected to increase agricultural pro-
duction, improve the conditions of the poerest people, and provide
kealth and educationa! services to them. All these goals may have to be
pursued simultaneously even if some of them conflict with each other.
Private enterprises are seldom loaded with such a diversity of goals and
expectations. The limited flexibility available to the public manager to
. choose programme goals is thus a constraint.

Second, those who manage development programmes usually have
fewer means to choose from than those who manage private enterprises.

This is because governments often prescribe the systems and processes of
decision making in organisations which use public funds. In private

management, means are more easily adapted to goals. Organisational pro-
cesses and practices are more flexible. Results come first, means second.
In public management, on the other hand, means are treated on a par
with goals. The constraints on means often hold back goal attainment.
The rigid norms prescribed for purchase of goods and services, budgetary
sanctions, and performance evaluation may be such that operational de-
cisions consistent with efficient goal attainment may be discouraged.
Thus public managers seldom get the instruments necessary to achieve
programme goals.

Third, the orchestration of goals and means is often constrained.
Goals and plans must be modified to match changing situations. The
means to achieve goals must be adapted. But adaptation is difficult when
goal setting and policy making are isolated from the protess of
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implementation., Policy making and implementation can be separated

successfully only if policy makers have enough information about imple-

mentation and the environment is stable so that midcourse corrections

are unnecessary. Neither assumption is valid for most development prog-

rammes. Policy makers are seldom fully informed about the course of

implementation nor can they anticipate all future problems. The environ-
ment does change over time, necessitating frequent adaptation of policy

and implementation decisions. . / é 3

The public sector customarily assigns different sets of actors to the
policy making and implementation roles. The goals and design of a
development programme are usually specified by top government policy
makers, including political leaders. Another set of officials, minimally
involved in policy and planning, usually implement and manage the prog-
rammes. Political appointments at top government levels strengthen this
cleavage. The people who establish goals and task thus commonly fail
to understand implementation problems and those who implement often
fail to understand the goals. Planning agencies, external donor agencies
. and high level staff groups in ministries design the policies and leave
implementation to lower level civil servants to newly recruited managers
from technical colleges. Design changes usually require the approval of
policy makers. ' '

Sharp cleavages between policy and implementation are rare in
the private sector. There, managers at different levels are encouraged to
generate policy-design ideas and interact actively with corporate planners
before formal decisions on policies and designs are made. Chief execu-
tives play crucial integrating roles. Those who are called upon to imple-
ment or manage new projects or plans may well have been active partici-
pants in the initial formulation, and are given adequate powers to adapt
to changing conditions.

It could be argued that the state has a greater control over its en-
vironment than the private sector does and that the task of goal-means
orchestratiop is therefore easier for government agencies. But in practice,
a public agency’s ability to achieve such orchestration is limited for
several reasons. The large size of government with its centralised decision
making processes and multiple programmes restrict manceuvrability. The
relatively weaker emphasis on accountability for results reduces the pres-
sure for achieving orchestration. The diverse political pressures on prog-
rammes and the consequent compromises public managers make also
weakens orchestration.



The three constraints on goals, means and goal-means orchestration
operate in varying degrees in all development programmes. Many cases
could be cited to show how programme performance was hurt as a result
of delayed responses to the need to adapt to changing conditions. Slow
approval from higher authorities in government and slow concurrence of
donor agencies weaken orchestration at the programme level. This prob-
lem is by no means unique to LDCs. Studies of public programmes in
the USA in urban development, employment generation and education! 2" ~
provide evidence of similar constraints in developed countries too.

If a programme is to succeed, government should choose goals
consistent with the means available or adapt the means to fit the goals, .
and create organisational structures and processes which facilitate the
orchestration of the two. The failure of most governments to fulfil
these conditions makes the task of public management more complex
and onerous. The private manager has more control over these matters
than his public counterpart. Those who manage development
programmes thus start with a handicap. Exhortations to public managers
to practice what is best in private management ignore the significance of
the relative difference between the two environments. ' '

22 Pre-conditions of Performance

Performance of development programmes is influenced by more
than quality of management. While management interventions are an
important determinant of performance, many observers have noted the
critical role of political commitment and support, resource availability
and the quality of programme leadership in facilitating successful out-
comes. Programmes which lack these cannot perform satisfactorily even
if managers are competent. A useful way of characterising their role is
as follows: political commitment, resources and leadership are enabling
conditions. Their presence facilitates the contribution that management
interventions can make to improved performance. Let us examine the
three pre-conditions.

Political Com}nitment and Support -’

All public decisions are, in the final analysis, political. A decision
to allocate increased funds to rural development or set up industrial
estates to support small-scale industry reflects some political commit-
ment to these policies and programmes, The degree of political commit.-
ment and support to different programmes varies. The stronger the
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support and political consensus behind a programme, the greater the like-
lihood that programme managers will work in a favourable environment.
Thus when a president, prime minsiter, cabinet or other key groups
which wield political power are seriously committed to a programme,
many external and internal obstacles which normally constrain good per-
formance may be removed or weakened. Similarty, where top political -
suppott is feeble ot nominal, programme managers find it difficult to
mobilise the needed resources and achieve the intended impact. This
applies even to policies and programmes included in national develop-
ment plans. No effective action on policy decisions and programmes can
be taken even when they are part of a plan. Often, the problem can be
traced to a lack of political commitment, Some pilot projects and more
durable programmes sponsored by donor agencies also experience the
same fate. New projects may be initiated by an LDC government goaded
on by a donor. When the latter withdraws, the projects fall apart or are
not extended. Analysis often shows that there was no strong political
commitment to these projects from the outset.

How a programme is set up tells us much about the political
commitment behind it, Figure 2 depicts two alternative routes which
political leaders often take in establishing development programmes. Top
political leadership should be broadly interpreted to cover the top bur-
reaucrats in a country who advise political leaders and whose views
therefore influence final decisions in these matters. Route A is typical
where a political policy decision is made to launch a development prog-
ramme. The need for a public intervention is established, but detailed
strategies are nof worked out. Instead, a search is started for a suitable
leader to plan and manage the programme. When the key leader is iden-
tified, a public agency is formally created or adapted with a broad man-
date to formulate a strategy and mount the programme. It is the prog-
ramme leader or manager who then draws up the detailed strategy and
recommends plans for implementation including the organisational
structure. Route A clearly reflects a high degree of trust in the
programme leader by the political leadership and the latter’s willingness
to share “power” with him in the programme’s planning and implemen-
tation.

Route B also starts with a top policy decision. The sequence of
decisions or actions from then on, however, is quite different from that
of Route A. The policy decision is followed by the specification of prog-
ramme goals and strategy. A programme agency is established and its
organisational structure is designed. The key programme leader or mana-
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Figure 2 Estabiishing a development programme: ssquance of interventions

Route A . Route B
-
Policy decision Policy decision
Igentification of * Specification of
key programme programme goals-
leader/manager strategy
Establishment of ; ' Establishment of
agency with broad . programme
goals-mandate agency
. Y
Specification of Creation of
programme goals: organisation
strategy structure
[ £ i
Choice of Appointment of
adaptation of key programme
organisational ’ - leader/manager
structure :
Irnplementation % Implement_tion

ger is then appointed. His responsibility is t6 implement the programme.
Here, the political decision is followed by a sequence of actions which
do not involve the programme manager. He steps in only as an implemen-
tor. The strategic choices have already been taken by the top political-
bureaucratic personalities. This is a classic illustration of the policy-
implementation dichotomy. It also reflects a relatively low level of poli-
tical commitment and support, The “power” allocated to the programme
leader is limited and there is little appreciation of the need for interac-
tion between policy and implementation by the programme leader.
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Rouie A and B are stylised versions of two extreme approaches to
the sequence of decisions which flow from policies to programmes and
finally to implementation. In reality, the sequences are likely to fail
somewhere between the two extremes. They are, however, useful in
understanding the enabling role that top level political commitment and
support plays in the management of development programmes.

Route A may be taken also when the political-bureaucratic leader-
ship finds it difficult to operationalise highly complex projects and prog-
rammes (technologically} along route B. In such cases, a programme ma-
nager ‘may have considerable latitude and room for initiative. Scientist-
managers in some countries who organised atomic energy programmes
and other technically complex projects benefited from this, though in
these cases political commitment was not deliberately planned. In effect,
the consequences for the programme and their managers were not sig-
nificantly different. :

Resource Availability

No programme or project can achieve results without adequate
resources, both financial and human. A programme with strong political
support usually gets adequate resources. However, poor countries, in
spite of political commitment, usually lack adequate funds. Often, funds
may not be made available on time. Severe skilled manpower constraints
may render implementation extremely difficult. Unlike private commer-
cial enterprises, some development programmes may not be able to raise -
their own resources, although, in fact, good public managers may also
find innovative answers to resource problems.

In both private and public programmes and projects, the issue of
resources should be separated from that of management. In the private
sector, when a new venture is launched, the generation of resources is
seen as a priority task. The board of directors which approves and sup-
ports the new project, also allocates adequate funds and manpower to -
get it going. The same approach holds good for development prog-
rammes. Resources thus are a pre-condition for programmes and pro-
jects. When this condition is not fuifilled, the ability of programme lea-
ders to perform their tasks will be severely constrained. Good manage-
ment cannot be a substitute for financial resources and trained man-
power. Rather, these are the essential inputs on which good managers
build. Resources are a pre-condition because.resource availability by it-
self (like political support) cannot make a development programme per-
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form. Some analysts differentiate between physical and technological
resources, and financial and human resources, But financial and human
resources can be used o acquire physical and technological resources.
Thus technology can be bought or adapted and new facilities or physical
assets can be created. Many programmes have resources in abundance,
yet fail to deliver the goods.

Leadership ' _ /‘ 7 ;

Development programmes, especially large new ones, need good
leadership for two reasons: (a) planning and initiation of new prog-
rammes require entrepreneurial thinking. The person picked to lead a
- programme, therefore, should have entrepreneurial characteristics such as
strategic vision, creativity, initiative and willingness to take risks and try
out new solutions; (b) he or she should be capable of mediating between
the political leaders and the environment of the programme on the one
hand, and the programme’s administration on the otherl2The leader’s
commitment to the programme, his or her ability to build teams and
develop and motivate people, and skills in building linkages should be
distinguished from the management interventions which we shall discuss
in the rest of the book. The leader’s ability to motivate his or her staff
and beneficiaries will, of course, be influenced by their attitudes and
values in terms of achievement orientation and team work. Countries
differ in their achievement characteristics, a factor which programmie
leaders must be sensitive to, and take into account in their practice of
strategic management.

The choice of the programme leader is directly related to the degree
of political support and commitment attracted by a programme. When
top political leadership is strongly committed to a development prog-
ramme, the search for a suitable leader will usually also be seriously un-
dertaken A person thus identified is more likely to enjoy the trust of the
political leadership than one selected routinely without active support
from the top. Since the quality of programme-leadership is critically
important to programme performance, it should be treated as a pre-
condition for programme success. Top political support is usually neces-
sary for a programme to get enough appropriate resources; thus appro-
priate programme leadership cannot be over-emphasised.

Political commitment, resources and leadership alone do not gua-

rantee success. Nor can well-planned management interventions alone
guarantee good performance. As figure 3 illustrates, only those prog-
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Figure 3 Pmbﬁm'ofmnmmoium . T

-
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of success

-Programmés which satisfy Programrqes with potentially
enabling conditions good quality of management |

rammes which have both good management.and proper enabling condi-
tions are likely to succeed. Programmes on the left-hand side will per-
form poorly because they lack pre-conditions. It is only at the intersec-
tion of these two sets that both conditions (satisfying pre-conditions as
well as good management) are met. Only those programmes located
where the two.circles overlap meet both requirements and therefore have
the potential for success. In designing programmes, it is important to
ensure that these conditions' are satisfied while simultaneously taking
-steps to strengthen programme management.

2.3 Guidelines for Programme Designers and Managers

Those of you who design or manage new development programmes,
or are called upon to restructure or adapt ongoing programmes cannot
directly control the pre-conditions discussed above. Nor can you do
much about the constraints operating on programmes in general. You
can, however, often influence them in your favour. The following guide-
lines and questions can help designers and managers do this:
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Political Commitment

How strong and stable is the political consensus behind the policy

1.
decision leading to the proposed programme?

2. Are the key actors in government (political and bureaucratic)
concerned with the policy decision solidly behind the programme? -

3.  Has the Government Spelied out in detail the goals and strategies
of the programme or given a rathetr broad mandate?

4. Has the Governmet assigned an agency to be responsible for the
programme and specified its structure?

5. Did the Government identify the person to head the programme

‘ prior to the setting up of the agency and specification of its goals?

6. Is there mutual trist between pohtlcal and bureaucratic leaders
and the programme head"

- Resources

1. Is the Government likely to allocate adequate resources to the
proposed programme?

2. Are the sources of funds for the programme fairly stable and
reliable?

3.  Is the top political commitment strong enough to ensure adequate
resources to the programme in the future?

4.  Are human resources (tralned manpower, etc.) likely to be readily
available to the programme?

5.

Will the physmal and technological facilities needed by the prog-
ramme be available? .

Leadership ,

1.

Did the search for the programme leader emphasise entrepreneurlal
qualities?
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2. Has the chosen leader been involved (is he likely to be involved) in
the specifications of programme goals, strategies and the structure
of his programme agency?

3. Is he likely to be a pro-active leader or one who will merely be an
implementor?

4. Is he capable of building teams, and developing and motivating
peoplg?

5.. Does he show evidence of a strong commitment to the programme?

8. Is he inclined to provide continued leadership, given his terms of
appointment, and the conditions and conventions in the public
environment?

Definitive answers to these questions will be difficult to obtain
when a development programme is being initiated. No one is-likely to
have enough information to come to conclusions on all these pre-condi-
tions. On the other hand, the questions can help you assess the potential
impact of the “pre<onditions” on programme performance.
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3. STRATEGIC MANAGEMENT:
THE BASIC ¥ ACTORS

It was argued in chapter 2 that development programmes perform
well only when the pre-conditions of political commitment, resources
and leadership are satisfied and competent programme management is
practised. In this chapter, we probe the second part of this proposition.
That good management crucially determines. programme success will
hardly be disputed by anyone. The problem is to define the focus and
content of management. After all, managers and administrators in any
development programme, or for that matter in any organisation, make
many decisions and actions. If decision making is efficient, and actions
and choices are based on competent analysis, and their implementation is
effective, then the quality of management is enough. But what makes
this happen? Are some key management interventions eritical to prog-
ramme performance? '

The -answer appears to be that a set of key mansgement interven-
tions exists. Evidence from successful development .programmes shows
that critical interventions by top management decisively influence out-
comes and provide a framework within which operational decisions and
actions can be taken by others in the organisatiori.’*An understanding
of these interventions can help programme managers improve their per-
formance and make operational decisions more purposeful and efficient.

" We shall call this set of top management interventions ‘“‘strategic manage-
ment”. When day to day management or operations of a programme are

not informed or guided by proper strategic management, performance
suffers.

3.1 What is Strategic Management?
There are diverse views on the critical dimensions of management
in a development programme. Some argue that “‘good management con-

trol” ensures performance. Others emphasise the importance of “comm-
unity participation”!® Another group highlights political and bureau-
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cratic bargaining processes as the major determinang of outcomes? This
diversity of views comes partly from the different types of development
- programmes which have been examined by different authors. For a rural -
education programme, whose outcome depends on the interaction bet-
ween children and teachers, and adaptation to the local needs of com-
munities, participation at the grass roots is important. An infrastructural
programme to build and maintain roads, on the other hand, needs stan-
dard systems and good management planning and control. For regula-
tory programmes which require close collaboration among several public
agencies (e.g. industrial development and licensing), political and bureau-
cratlc bargaining may be crucial. Thus the dominant problems of diffe-
rent types of programmes lead observers to emphasise certain manage-
ment interventions and to exclude others. The proponents of different
views have neither understood nor articulated the fact that their pres-
criptions emerge from an analysis of only a few programmes. We all
“generalise without fully realising how key interventions will differ with
the environment and nature of different programmes.

Strategic management therefore must consider four key influences
which together determine the performance of a development pro-
gramme. These are:

(1) the environment of the programme,
(2) the programme strategy,

(3) its organisational structure, and

(4) its organisational processes.

The performance of a programme is influenced not only by each of
these factors, but also by how they interact, i.e. by the degree to which
they are consistent with and reinforce one another. So top managers
should try to influence each factor and also their interactions.

In any development programme, there are many factors at work,
and a manager can easily get lost in a maze of details. The secret of stra-
tegic management lies in identifying the key factors. Successful agricul-
tural development- programmes, for example, emphasise evolving a
package of inputs (seeds, fertilisers, water, practices, etc.) most condu-
cive to increased productivity, and price incentives to farmers to encou-
rage them to adopt the new package, and creating a network of agencies
to effectively plan and implement this strategy. These are dimensions
which only top management can envisage and influence. They consti-
tute a manageable set, and do not lead managers to lose sight of the
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wood for the trees. Perceptive leaders almost instinctively identify the

critical factors relevant to their programmes and organisations. But in

complex situations, commonsense alone may not suffice. An under--
standing of the key factors and ways of relating them to one’s own set-

ting can be of considerable assistance.

This may sound .abstract and academic to the hard-headed prac-
titioner. Eet us therefore look at this framework and its components
more closely. First, we shall define the key factors.

Environment.

The environment includes the forces outside a programme which
create opportunities for, as well as constraints on, its growth. The en:
vironment of industrial enterprises includes their consumers and their
income levels. The environment of an agricultural development prog-
ramme includes the farming population, their levels of technology, water
and soil conditions and climate. The environment of most development
- programmes includes prevailing political conditions and the local insti-
tutional and bureaucratic set-up. These conditions change at different
rates, and from place to place. Top managers must not only be familiar
with them, but also appraise the environment in order to identify oppor-
tunities for the programme’s growth while minimising the impact of any
emerging constraints, Favourable environments improve a programme’s
potential for survival and expansion. Unfavourable ones provide prog-
ramme managers with difficult struggles.

Strategy

Strategy is the set of long-term choices the programme leaders make
in terms of goals, services, policies and action plans. Sueccessful strate-
gies must meet both the broad programme objectives set by govern-
ment and by the environment. For example, a governmental programme
to promote small-scale industries throughout the country must have
goals and services consistent with the literacy and background of poten-
tial entrepreneurs, the potential demand for various goods and gaps in
the infrastructure. Strategies that meet the government’s objectives and
match the environment are more likely to succeed than those that do
not.

Organisational Structure

The organisational structure of a programme is the durable arrange-
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. ment within a programme agency to perform the tasks defined by its
strategy. Thése inciude the distribution of authority and responsibility,

the reporting relationships and the mechanisms for integrating its func-
~ tions. Some strategies and environments require decentralised structures,
other require centralised ones. When diverse services are offered, divi-
sions based on the type of service may be appropriate. When the prog-
ramme operates in far flung regions, a structure based on regions may be
justified. Structures therefore are not fixed or permanent. Existing struc-
tures often limit the choice of strategies. Rigidities in government struc-
tures often limit the ability of conventional government departments to
engage in commercial operations. Hence the practice of setting up
government corporations when such needs arise. No single structure is
good for all strategies and environments. Many development programmes
fail because they are unable to adapt their structures rapidly to evolving
strategies and changing environments.

Organisational Processes

Organisational processes are the instruments for influencing the
behaviour of employees and beneficiaries of a programme. If the staff
of an organisation are to accomplish common goals, managers need the
means ' to motivate and influence their performance. Participative
methods used to set goals, allocate resources and implement the prog-
ramme are one set of organisational processes. The monitoring methods
for evaluating and controlling performance are another. Such processes
and systems are commonly found in industrial enterprises, They are
equally relevant in public programmes. Processes for human resource
development (selection fo staff, training, etc.) are another set of instru-
ments. Too few programme managers seem to realise that these are not
fixed processes and that to be effective, they must be adapted to parti-
cular strategies and structures. Thus the motivation processes for a
family planning programme may have to be quite different from that
used in a commercial crop development programme. The right mix of
processes can improve performance; an inappropriateé mix will be
counter-productive. Proper organisational processes are sources of power
and influence in the hands of top management wheén they are tailored to
the strategy and structure of the organisation.

In the following chapters, we shali elaborate on each of these fac-

tors and explain how programme managers can analyse and influence
each of them. For the present, let us summarise three important features.
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(1) There are four factors, environment, strategy, structure and
process change.

{2) They are not independent. They interact. Environment but it
can sometimes be influenced itself by management’s strategy.

(3) Programme managers can influence, modify and match them
" to improve programme performance,

A schema of how these factors intesaci and influence performance
is shown in figure 4. In addition to these four factors, the diagram has a

_ fifth box to represent the interaction effects among them.

Figuia 4 The basic componants of strategic management
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3.2 The Concept of Congruence
 Good farmers know how to apply several inputs such as seeds,

water, fertiliser and cultural practices in the right proportions to obtain
high yields. The right proportions vary from one crop to another and
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from one physical env1ronment to another. A farmer also knows that
while the quality of each input contributes to his crop yield, the right
combination of inputs raises his yields more than any individual input
alone does. Thus high vielding varieties of rice seeds are more produtive
than traditional varieties. But when these seeds are grown with the right
dosages of water and fertilisers, yields tend to be much higher than when
inputs are missing or inadequate. For example, if fertiliser is not applied,
these varieties will vield very little. Similarly, if fertiliser is applied with-
out simultaneously providing adequate water, then again, productivity
will be low. Different inputs can thus reinforce each other to yield in-
creased outputs. There is a “synergy’”” in the combination that no single
input alone can generate. Much of the high yield is therefore attributed
to this synergy. Many examples of synergy are found in the fields of
technology and industrial production also.! ¢

Synergy is vital to good strategic management. The four factors
work together to make strategic management powerful and effective. For
them to work together, they must be consistent with one another very
much as seeds, water and fertiliser reinforce one another in crop produc-
tion. We call this phenomenon of mutual consistency “‘congruence”.
Performance of a development programme improves when there is
“congruence’” among environment, strategy, structure and process. No
arbitrary "combination of these is likely to yield good results. For
example, a small farmer deveiopment strategy that does not effectively
cope with the uncertainty of weather or markets in the farmers’ environ-
ment cannot succeed. On the other hand, a strategy that guarantees
reasonable prices to farmers or provides marketing support is likely to
attract farmers, Given such uncertainty and variations between different
areas, a rigid, centralised organisational structure that gives extension
personnel little freedom to adapt will perform poorly. If extension staff
must adapt to changing local conditions, and the internal organisational
processes for training and motivating them are weak, then again, there
will be no congruence between such internal processes and other factors -

and the programme will again perform poorly. Planning and integration
are required so that the four basic factors work together,

3.3 Top Management’s Role

Programme managers’ critical role is to influence environment,
strategy, structure and process to create a state of congruence among
them. Then the programme will benefit from the synergy that ‘flows
when these factors reinforce each other, Sometimes programmes succeed
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solely because their environments are favourable or their political
support strong, but most programme leaders can succeed only when
~ they consciously create and maintain congruence among the key factors,

In private enterprises, top managers are always expected to do this.
_If they do not, market competition ruthlessly eliminates them. The mar-
ket test is so powerful that strategic management must be seriously
practised by private enterprises. Perhaps this explains why the concept
itself was developed in the context of business enterprises. Most of the
literature and experience on this subject has been confined to the
business world. Public sector organisations tend to survive -and even
grow, irrespective of their performance. This is partly why political lea-
ders and public managers seldom give priority to practising strategic
management. ) -

Development programme managers rarely receive a mandate to
practise strategic management and achieve congruence among the four
factors, In chapter 2, we highlighted three constraints on public
managers. Governments tend to impose multiple and often conflicting
programme goals, resources are seldom sufficient and the goals — means
orchestration is limited in public prdanisations. These constraints make it
difficult to practise strategic management in development programmes.,
On the other hand, for the same reason, every effort should be made to
analyse and influence the four factors as much as one can. When you
carefully analyse the environment and the different constraints, new
strategic or structural interventions suggest themselves. This, in turn,
enables the programme manager to achieve congruence among the diffe-
rent factors. Here are three examples of such adaptive interventions:

(1) Though governments tend to prescribe multiple objectives
and services for defvelopment programmes, successful prog-
ramme managers often begin with only one dominant goal or
service. As they gain experience and credibility, they take up
other goals, Alternatively, when several goals are to be pursued
simultanecusly, they choose closely related goals or services,
and not unrelated ones. The managers of the National Dairy.
Development Programme of India focused first on milk, even
though their programme agency had multiple objectives. They

" subsequently diversified into oilseed development after a de-
cade when they had stabilised their dairy development mis-
sion. Indonesia’s successful Population Programme concen-
trated first on family planning and took up nutrition as a ser-

105



vice after it had built up an effective family planning service.
In Kenya, though the Government had initially set up a new
programme agency to develop five different crops for Afri-
can small farmers, it permitted the agency to focus on tea,
thus modifying its original mandate for the programme.18 In
fact, growing evidence supports the view that if top prog-
ramme managers can evolve strategies to achieve goals sequen-
tially in view of the environmental problems facing them, rea-
sonable governments will support such strategic adaptiations.

(2)° When hierarchical structures, common in government, are
slow and unwieldy, some programme managers have success-
fully turned to local communities to perform selected tasks.
Sometimes, private markets and channels have deliveréd cer-
tain inputs or services which had been delivered less efficiently
by government agencies. In China’s public health programme,
the population was mobilised in preventive campaigns to fight
environmental and parasitic diseases. The barefoot doctors
who served the rural areas were farmers or workers who
worked part time to provide health services. In a rural educa-
tion programme in Mexico, small rural communities were given
the responsibility to build modest schools and feed and house
their young instructors. This programme agency also stayed
small and compact by subcontracting services and expert

~ inputs to perform programme tasks. ' / 8 (‘i

(3) Several successful development programmes follow careful

& phasing strategies. In view of their complex environment and
limitations of structure and manpower, they cover selected
areas of the country first and gradually extend their sexvices to
other parts. Simultaneously expansion all over a large country
would have imposed heavy strains on their structures. Such
strategic adaptations contribute to congruence. India’s Dairy
Development Programme covered the country in twg phases.
Indonesia’s Population Programme was implemented in three
phases. ‘

3.4 Pointé to RememBer

The major points that programme managers should bear in mind
about strategic management are:
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Strategic management is the set of top management interven-
tions which provides the framework for all operational deci-
sions and actions and hence facilitates effective performance.

Programme managers should monitor and influence four key
factors in order to practise strategic management; these are the
programme’s external environment, strategy, structure and in-
ternal processes. : 2

Since these factors interact, congruence among them is a pre-
requisite for improving performance. The individual impact of
the different factors as well as their interaction can be in-.
fluenced by managers.

The programme leader’s critical role is to analyse, influence
and orchestrate these factors to achieve the best results. By
orchestration, we mean the achievement of consistency among
the factors. '

Whenever the programme environment or objectives change,
management should realign the factors. Thus, orchestration is
not a one-time task; programme leaders must continually
monitor changes among the four factors and orchestrate them
when necessary.
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4. READING THE ENVIRONMENT

The environment of a development programme is the set of exter-
nal forces that influence its outcome. When a programme is limited to a-
small area or region of a country, the local or regional environment may
have 'a stronger influence on its performance than does the national
environment. If a programme’s activities are affected by international
developments either on the out-put or input side (e.g. international
. markets, aid prospects, etc.), then trends in the international environ-
ment may effect its performance. The nature and scope of the environ-
ment relevant to a development programme depends largely on the prog-
ramme’s objectives and scope, sectoral focus, and spatial coverage and
linkages. Environments and programmes interact dynamically. A prog-
ramme to develop a single crop, for example, has a more limited environ-
ment than a programme for multiple crops. A programme to integrate
multiple inputs (e.g. seeds, fertilisers, extensions, water and credit) must
interact with more organisations and actors than one which only
provides extension or credit. A programme covering the entire country
has a more complex environment than a regional programme. Some-
tlmes the large size of a country or an unfavourable enmonment leads
policy makers to limit a programme’s goals.

4.1 The Role of Environmental Analysis

Most programme managers agree that “reading” the environment is
important, but very few clearly understand how to go about this
complex business. In the business world, managers can more easily moni-
tor certain key environmental indicators or trends. Market prices, compe-
titors’ outputs, growth of national income, etc., are data on the environ- ..
ment which may be readily available. Managers of development prog-
rammes should similarly look for data and signals in the environment
which can assist them in making important strategic decisions. Reading
the environment is essential for both strategic, long-term decisions as
well as tactical, short-term decisions. We discuss below five areas whlch
require important inputs from the environment.
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(1) Diagnosis of the problems of the sector or services.

(2) Identification of the programme’s beneficiaries and clients.
(3) Demand for the programme’s services.

(4) Supply of the programme’s services.

(5) Key actors influencing demand and supply.

Diagnosis of the. Problems of the Sector or Services

The basic data and insights on the key problems of the sector served
‘by a development programme can be generated only from that prog-
ramme’s. environment. Possibly in formulating a national development
plan, these sectors have been analysed. However, the problems and gaps
identified in a macro exercise are unlikely to be adequate for the design
of a specific development programme. A programme needs a well-de-
fined output or service. To make it effective, the elements that make up
the service and linkages must be determined by analysing the problems
in the environment. In an agricultural programme, several inputs (seeds,
water, fertiliser, etc.) may have to be provided to the farmer simulta-
neously-in order to increase ciop yields. Whether all of these need to be
provided by the programme, however, can be ascertained only by a care-
ful analysis of the environment. Possibly farmers can generate some in-
puts themselves, Alternatively, private channels may exist to do this
effectively. . '

Programme designs imported or developed with inadequate environ-
 mental analyses usually fail. A realistic design or concept of service can
be generated only by carefully diagnosing the problems and gaps in the
environment. A major reason for undertaking pilot projects is to assist
in this diagnostic and design function.

Identification o f Beneficiaries and (lients

Envnronmental analysis can enable the programme authority to
understand and focus on relevant client groups. Though the programme
objectives enunciated by the Government may specify the broad bene-
ficiary and client groups, detailed analysis will be required to identify
and segment the beneficiaries into homogenous groups. Many prog-
rammes implicitly assume all beneficiaries to be alike. A small scale in-
dustry development programme, for example, may define its client, the
small entrepreneur, as one who starts an industrial venture with an
investment below a specific limit (e.g. US $ one million}). ‘A standard
service is then provided to all clients based on the assumption that all
these entrepreneurs need identical services. In fact, nothing could be far-
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ther from the truth. An urban entrepreneur with education and expe-
rience may need quite different services from those needed by a new
rural entrepreneur, Location, skills, infrastructure, and type of industry
are some criteria by which entrepreneurs could be segmented. This
analysis may well lead to-the conclusion that providing the same ser-
vice to these diverse groups will not yield the desired results.

Beneficiary or client groups are part of the environment of the
development programme. A programme is effective only to the extent
that its benefits reach the intended beneficiaries. The diagnosis of prob-
lems discussed above is closely intertwined with the client focus of the
programme. Base line studies, market surveys, etc., are used to assess the
basic characteristics of beneficiaries and their changing needs. Conti-
nuous monitoring of the clientele is an essential part of environmental
analysis as changes over time may have 1mphcatlons for the strategic
interventions of the programme

A sector’s problems can be analysed while ignoring the question
of who benefits from the programme. When an agricultural programme
focuses on a crop, the techno-economic inputs needed for its develop-
ment dominate the design of the programme service. It w1ll be assumed -
that all farmers will follow the advice of the programme’s field staff. If
the farmers are a heterogenous lot, this approach reflects a failure to
perceive 1mportant information avallable A proper readmg of the en-
vironment helps the programme manager to segment the farmers into
groups and consider the strategic question of whether all segments
should be served at once or provided the same service, especially if the
diagnosis of the problems of the sector reveal con51derable diversity.

~ Consider an agricultural programme which offers farmers only hlgh
quality seeds and extension. Farmers who respond to this programme are
likely to be those who on their own can obtain the remaining inputs.
They can buy their own fertilisers, get water for irrigation, and raise
investment funds. But, if the farmers differ in terms of income and farm
size, many farmers may fail to find these inputs on their own. Thus
smaller and poorer farmers may need special assistance which the first
set of armers did not need. Questions about diversity among the benefi-
ciaries and the need for offering different types of services can be
answered only through a process of careful environmental analysis.

Demand for the Programme’s Service

The managers of many development programmes assume that
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demand exists for the programme’s outputs or services. They seldom ask
why clients should tse these services or what could be done to improve
public response, This attitude does not create major problems as long as
demand exists for the programme’s output1 When demand is poor, ser-
vices are offered, but public response is poor.

Analysing the environment helps one solve a programme’s demand
problem. Barriers as well as support may be found in the political, eco-
nomic, soeio-cultural or technological dimensions of the environment. In
the Indian dairy development programme, the urban cattle keepers and
milk traders were politically strong and did not wish to see rural milk co-
operatives grow, The Indonesian family planning programme recognised
early that an important environmental barrier was the socio-cultural
attitudes of people towards fertility control. The religious leaders
opposed the programme. The Indian dairy programme managers found
that the technological improvements introduced by the railways to faci-
litate long-distance haulage and refrigeration favoured the setting up of
rural refrigerating plants away from the cities, and thereby elicited amore
positive response from small dairy farmers in rural areas. Many crop
development programmes have found that response to their services is
poor when farmers face severe economic risks due to uncertain weather.

These examples reinforce the importance of scanning the political,
economic, socio-cultural and technological forces in a programme’s
environment. Creative strategies for harnessing the positive forces and
minimising the effects of the negative forces will be thought of in the
scanning process. Technical specialists who design programmes often
tend to overlook or ignore how these forces can affect the demand for
programme services,

Pilot projects are one means of testing the strength of demand for a
development programme. Extrapolating from the experience of pilot
projects, however, may be misleading, especially when. the larger natio-
nal environment differs significantly from the local environment of the
pilot project. More systematic ways to assess the forces operating in the
riational environment and setting up several pilot projects in different
parts of the country are some of the approachea programme managers
might consider when going national, :

Supply of the Programme’s Sé;bice

Though “‘supply” or “service delivery” is the focus. of many

s
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development programmes, few programme managers and designers know
enough about the implications of environmental factors for their supply
function. Mechanistic or standardised approaches to the design and de-
livery of services work well when the environment is reasonably homo-
genous in terms of clientele, physical conditions, logistics, etc. As a prog-
ramme expands in size and geographical coverage, these features usually
change. It is extremely important, therefore, for programme managers to
search for the following features which may have a direct impact on their
supply tasks.

(1) The degree of diversity in the environment: When there are
heterogenous groups of clients or beneficiaries in the country,
the supply system must take this into account if supply and
demarnid are to match properly. Problems and requirements
may differ from one group to another and also over time due
to cultural or social backgrounds, experience, etc., or to phy-
sical and geographical factors which make differences between
regions significant.

(2) Problems of logistics: The quantity and quality of transport,
storage and communications vary a great deal from country
to country, Environmental analysis helps us assess the ade-
quacy of facilities and skills before planning the supply stra-

tegy.

(3) Adequacy of institutions: Programmes that do not completely
control production and delivery systems must carefully inves-
tigate. the strengths and weaknesses of the institutions with
which they must collaborate. These final choices have stra-
tegic implications. The larger the size and coverage of the prog-
ramme, the more crmcal the analysis of collaborating insti-
tutions.

Keys Actors Influencing Demand and Supply

The environment includes not only impersonal forces and features
which influence programme performance, but also actors who can affect
the demand for and supply of the programme’s service. We have high-
lighted the beneficiaries or clients who are important key actors to be
influenced by programme managers. There are also important political,
economic, socio-cultural and technological actors wha can affect the de-
mand or supply sides of the programme. In the Indonesian population
programme, religious leaders were important actors with whom the
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programme managers had to talk. Some actors, like political leaders and
senior officials in the Government, play a key role in supporting or de-
feating a programme’s strategy. Some may determine the amount of re-
sources a programme receives from the Government or other sources.
They thus influénce the programme’s ability to supply its service. Local
community leaders may have considerable influence on the response of
clients to a programme. Search for and identification of the key actors
of a programme calls for a good understanding of the different segments
of the society. An important reason for reading the environment is to
be close to the key actors who influence the forces df demand and
supply of the programme, and to mobilise their support.

The aspects discussed here are important for assessing the comple-
xity of the environment. Strategic interventions must be based on the
degree of environmental complexity. Given extreme complexity, prog-
ramme managers should limit the programme goals and services until
they are adequately familiar with the environmient. When the environ-
ment is complex, programme expansion should be cautious. These assess-
ments will vary as conditions change. An analysis of the environment can
facilitate the strategic choices of any development programme. These
strategic choices will be discussed in detall in the next chapter.

4.2 Scope, Diversity and Uncertainty

The preceding section discussed the size of the programme, diversi-
ty among client groups and uncertainty about public response. These
examples illustrate the impact of the environment on the programme.20
It is useful, therefore, to examine these basic dimensions systematically
and understand how they could be integrated into an exercise in environ-
mental analysis.

Scope

The size or spatial coverage of a development programme usually
tells us something about. the “scope’ of its environment. Pilot projects,
for example, serve limited areas and need not reckon with complex na-
tional environments. A programme which deals with one ¢rop or commo-
dity has a more limited environment than a multi-crop programme or a
~ programme which attempts to integrate agriculture with social services.
The size of the programme is.-not an adequate index of the scope of its
environment.
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The identification and diagnosis of a sector’s problems are more
complex when a programme’s environment is wide (e.g. when a project
expands into a national programme). Mobilising demand is more diffi-
cult when the scope of its environment gets progressively wider. General-
ly speaking, environmental complexity tends to be directly related to the
dimensions of scope. A strategic response is to sequence the programme
in space and time. For instance, a new programme may be first imple-
mented in one region and later extended to the rest of the country in
phases. '

Diversity

A programme’s environment is rarely homogenous. Its physical-
geographic features, and ¢économic and socio-political characteristics are
usually diverse. These and other historical forces create considerable di-
versity among the beneficiaries or clients and the terrain where search for
homogenous client groups or homogenous clusters of these features to
support decisions about our five strategic areas. When the environment is
diverse, a programme should provide differentiated services to the diverse
groups rather than a standardised service for all. Failure to generate and
utilise such insights causes serious problems for large agricultural prog-
rammes and in social services such as education. When a standardised
service fails to meet client needs, the problem manifests itself in a fall
in demand or public response to the programme. The more diversity, the
more complex the environment of the programme.

Uncertainty

Environments are seldom stable. Changeable weather patterns
greatly influence farmers’ behaviour and responses to a programme.
Changes in political conditions influence the strategy a programme should
adopt. Changes in the perception of clients or their dissatisfaction with
a service can significantly change their response to a programme, Even
rumours in the village can upset the response to sensitive nutrition or-
family planning programmes. Environments vary in the degree of uncer-
tainty underlying their political, economic, and social conditions. When
changes are frequent and unpredictable, the programme strategies should
be flexible. Participation of beneficiaries or clients in the design and de-
livery of services, increased autonomy of field staff at the grass roots to
enable them to adapt to emerging situations, and forging of close
linkages with key factors in the environment are good strategies for
programme managers confronted by uncertain environments,
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The analysis of environmental uncertainty should consider each of
the five areas discussed above. Strategic responses should vary depending
on whether problems arise from uncertainty, diversity or scope. To
illustrate, diverse client needs may call for differentiated services. Un-
certain client response may call for client participation or the use of
strong economic incentives, Wide scope may call for indirect ways of
mobilising clients (e.g. mass communication, use of a network of insti-
tutions, etc.), since direct control of, or contact with, a nation-wide
clientele may be infeasible. These responses have important implications
for the structural and process interventions of programme which we shall
deal with in subsequent chapters. g

f

Scope, diversity and uncertainty do not necessarily move together.
If the environment is homogenous, a programme may expand its scope
with no serious problems posed by diversity. Economic or political un- )
certainty may be high, irrespective of the scope or diversity of an
environment. In short, environmental complexity increases as uncer-
\tainty along these three 'dimensions increases. They sliare no common
cale, Their usefulness lies in the analytical insightsthey offer towards
understanding the environment in which development programmes
operate.

-~
P

Some illustrations may make these ideas clearer. Japan is a large
country (scope); yet the people are remarkably homogenous in language
and culture. A much smaller country such as Kenya may have ‘greater
diversity because of traditional language and other differences and
the disparities between urban and rural areas and high and low income
groups. Sometimes, environmental diversity may be low, but uncertainty
of market or climatic conditions may be high. Most Philippine farmers
are small operators (low diversity), -but fluctuations in weather condi-
tions and consequently in market prices and proflts create considerable
environmental uncertainty.

4.3 Search for Information.

Since it is difficult to assess these dimensions and their impact on
the five strategic areas through an abstract analysis or desk research,
many development programmes adopt pilot projects to help them un-
derstand the environment. The problems of a sector or service, the
nature of the client group, and issues relevant to the demand for and
supply of fhe service can be better appreciated through pilot projects. If
it is likely that scope, diversity and uncertainty will pose problems, pilot
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projects or experiments may be organised in different parts of the
country and under varying conditions. When the environmentis complex,
a “live’ analysis of this type can be valuable. When a programme is ex-
tended to cover a large region, the insights gained from the different
experiments must be fed into the design of strategic and structural
interventions. '

Pilot projects, however, do not help us assess some segments of the
environment. For example, since a pilot project is usially located in a
small area, the potential impact of political forces and pressures on the
programme when it covers the country cannot be gauged from the pilot
experience. Problems of logistics and supply cannot be easily extrapo-
lated from pilot project experience. On the other hand, the techno-eco-
nomic insights gained from pilot projects may be relevant to all parts of
the country. Additional evidence on certain segments of the environment
- may therefore need to be gathered when pilot projects are scaled up and
the scope of the environment is widened. Specialised surveys of the rele-
vant population and leaders, demand studies, analysis of national net-
works and channels of distribution, etc., are some techniques used to ob-
tain supplementary information.

‘The limitations of pilot projects highlight the need fer a careful
analysis of the different segments of the environment, each of which
may have both positive and negative features. Though the segments rele-
vant to different progyammes vary, it is advisable to scan all major poli-
tical, economic, technological and socio-cultural segments of the en-
vironment. Opportunities as well as threats to the programme could be
identified by examining each segment in relation to the five strategic

areas. Problems posed by scope, diversity and uncertainty may exist in
all segments.

Environmental analysis is a three dimensional exercise. We need
inputs from the environment to enable programme managers to make the
best decisions in each of the five strategic areas. The Different segments
of the environment must be investigated to generate the inputs relevant
to each strategic areas. In the process of this investigation, the prob-
lems posed by scope, diversity and uncertainty in each segment and their .

likely impact on the strategic areas must be identified. Figure 5 depicts
the relationships among these three dimensions.

The search for environmental information and insights can be better

focused with the aid of figure 5. Take the first strategic area “diagnosis
of sector preblems”. The horizontal cells call for an analysis of environ-
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Figure 5 Simple framework for savironmental anaslysis
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mental data from each of the relevant segments of the environment. The
cells above this row emphasise the need to examine each of the environ-
mental segments from the standpoint of the dimensions of scope,
diversity and uncertainty. The relative importance of segments and

dimensions may vary from one programme to another, But the general
framework is useful for all.

The Indonesian population programme illustrates this framework
for environmental analysis. In the strategic area of “diagnosis of
sector problems”, it was important to consider the influence of
religious leaders and other local elders hostile to the programme.
This was a socio-political factor, There was some diversity among
the leaders as there were two groups, the Muslim majority and the
Hindu majority. The potential hostility of leaders meant that public
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response was uncertdin. This factor was not. limited to any one area
and was therefore national in scope. The military regime was also a
political factor. Both were relevant inputs in evolving the prog-
ramme strategy.

The economic effects of population pressure could be easily iden-
tified. On the other hand, there would be no immediate and visible
gains to the people from fertility control, This had implications for
the motivation of the public. In perceiving gains, urban and rural
people might differ (diversity). There was more uncertainty about
the likely response of rural people. Again the scope of this eco-
nomic factor was national.

In the socio-cultural area, village communities were highly struc-
tured and local leaders had considerable authority over rural people.
Similarly, religious objections to surgical operations for fertility
. control was a factor, The influence of these factors extended across
the country and response to the programme was certain to be nega-
tive if they were ignored. '

Some -technologies for fertility control were more strongly resis-
ted than others. Use of technologies more consistent with the en-
vironment (e.g. oral pills) was a response to this problem. The non-
availability of medical facilities in villages was also a factor to be
considered in the choice of technologies. Response to the prog-
ramme could be made more certain by taking these factors into
account.

A similar search for critical forces or factors needs to be undertaken
to identify beneficiaries, demand for programme service, etc. This is a
somewhat specialised exercise which goes bevond the scope of this book.
However, this illustration, though brief, suggests how figure 5 could be
used for planning a more systematic analy51s of the environment in many
programmes

4.4 Guidelines for Environmental Analysis.

Environmental analysis should be undertaken not merely when a
programmnie is established, but throughout its life cycle. A standard for-
mat or a specific sequence of steps for analysis cannot therefore be pres-
cribed to fit the needs of all programmes. A great deal of adaptatlon to
the prevailing circumstances and nature of the programme is called for
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whenever programme managers undertake this exercise. The general con-
siderations for an environmental analysis are summarised below:

1.

The starting point is a clear focus on the strategic areas or, for
that matter, any major decision for which environmental data
are being sought. The five areas discussed in this chapter may
meet the needs of most development programmes. Managers
should review these decision areas and make sure that they are
relevant to their situation.

"

Analyse the different segments of the environment to identify
and interpret both -positive and negative factors and forces
which may have an impact on each strategic area. A limited
view of the environment (e.g. exclusive focus on technology or

economic focus) may lead to the neglect of some environ-
mental factors which. may turn out to be critical later.

Analyse the dimensions of the environment such as scope,
diversity and uncertainty. Since the impact of these dimen-
sions is not uniform across all segments and decision areas, the
search for data and insights may call for considerable specia-
lised knowledge.

Information on the environment should be generated in a va-
riety of ways using diverse sources. Initial project reports of-
ten contain valuable basic data. Surveys of specific sectors
undertaken by the government or donor agencies may shed
light on environmental conditions. On significant aspects,
special field studies or experiments may be commissioned if
no organised knowledge exists (e.g. demand studies, attitude
surveys, demonstrations, etc.). Pilot projects are another major
source of environmental data. Interactions with key actors in
the environment can provide useful insights on the forces at
work and likely changes in future. A variety of soyrces, both
formal and informal, is a must precisely because no single
source is likely to have access to the entire range of data being ’
sought, ’

Since environments change over time, every programme should

develop its own system for monitoring ongoing developments
and updating its stock of data. In addition to specialised
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efforts, periodic reviews of developments by the top manage-
ment with all those within the organisation who interact with
the environment can play a useful role in the monitoring and
updating process,

The approach presented in this chapter is designed ‘to assist
- the- programme manager in his serach for relevant environmen-
tal data. The framework depicted in figure 5, which looks for-
midable and comprehensive, has value only to the extent that
it enables the manager to ask the right questions. Both time
constraints and paucity of data may prevent him from under-
taking a comprehensive analysis in many a situation. However,
even in the face of such constraints, he will be better off or-
ganising his data search with the aid of this framework than
without it.
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5. FORMULATING THE PROGRAMME STRATEGY

Technology generally dominates the strategies of development prog-
rammes. Technologists and other specialists tend to dominate design
decisions. Consequehtly, programme design tends to be viewed narrowly.
A common tendency is to concentrate on technology and ignore other
aspects, of design. Developing countries often import programme designs
from abroad, without reference to the environments in the different
ways in which a country’s environment influences programme perfor-
mance. These influences are not limited to technology, but include eco-
nomic and political factors and the attributes of beneficiaries. These
cannot be analysed or understood through any single discipline. Tech-
nology is important but not sufficient for strategic planning and imple-
mentation, In this chapter, we shall discuss the building blocks of stra-
tegy formulation and demonstrate the need to pull together knowledge
and insights from different sources and aspects of life and experience.
Strategic thinking is a “synthetic” effort and cannot be left to any single

group of specialists. Top programme managers must actively participate
in this process.

5.1 The Basic Influences on Strategy

Strategy is the set of long-term choices about the operating goals,
policies and action plans of a programme. Two important factors
influence these choices. The objectives laid down by government and the
environment of the programme will influence the strategy. Few prog-
ramme strategies take these factors adequately into account. Programme
performance suffers when they are ignored. -

The objectives laid down by the government usually indicate a
programme’s direction. These objectives provide a basis for choosing
among strategic alternatives. If the goals of a programme do not fit the
objectives of the government, the programme leaders will find it diffi-
cult to get resources and support. Since government seldom spells out
the goals specifically, the programme leadership can choose its operating
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For example, the National Food and Agriculture Council of the
Philippines was charged with developing several crops such as rice
and corn, and fisheries and fruits and vegetables. The Government,
in fact, had given multiple objectives and tasks to this organisation.
To achieve these simultaneously would have meant creating a huge
multi-service programme covering the whole country. It would
certainly have taxed the Council and its limited skills and man-
power. The environment was complex, Weather, market prices and
responses of farmers were all uncertain, Each crop or subsector
required special attention to the unique inputs needed for its de-
velopment. The problem, however, was most severe for rice, the
country’s staple food. With the Government’s explicit support, the
Council therefore decided to focus on the achievement of self-suffi-
ciency in rice as a goal, deliberately giving less attention and resour-
ces to other crops. This was clearly a case of choosing a dominant
operating goal, and assigning lower priority to the objectives given
by the Government in relation to other sub-sectors. The intention
was to reduce complexity by first focusing on a single or dominant
goal and sequentially moving towards other goals. It was the careful
attention given to the environment and the objectives laid down by
the Government that led the programme leadership to this strate-
gic choice of a dominant operating goal. ' : '

The choice of operating goals is merely the starting point of stra-
tegy formulation. In order to be useful guides to action, these goals need
to be spelt out in detail and the major tasks which flow from them
should be identified. There are two sets of components which are influ-
enced by the operating goals. We shall call them s2rvice-beneficiary-
sequence (SBS) strategy and demand-supply-resource (DSR) strategy.
The former is concerned more with goals'and the latter with tasks. They
are interdependent building blocks in so far as goals influence the scope
of tasks and the complexity of tasks in turn affects the scope of goals.
We have separated them into two sets for a better understanding of their
roles. In reality, they are merely different dimensions of the same phe-
nomenon that we called strategy. The linkages among the building blocks
may be seen in figure 6. The sik components of SBS and DSR hang
together as well shall explain below. :

5.2 The Service-beneficiary-sequence (SBS) Strategy.

Three questions must be asked in formulating étrate’gy:
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(1) What is the service or output of the programme?
(2} For whom is it developed?
{3) When is the service to be provided?

The goals of a programme are achleved through the services it pro-
vides. The coricept of the programme service therefore is an important
dimension of strategy. The content of the service must meet the needs
of the beneficiaries, The question, for whom, is critical, though those
who view programme design narrowly seldom ask or answer it. The third
question concerns the time sequence (when) of service delivery. The
.answer depends on the nature of the service as well as the complexity of
the environment. ’

Every programme offers some output or service to its beneficiaries.
We use the term “service” since few programmes offer physical outputs
or products. Physical inputs and the manner in which they are integra-
ted are part of the service. What the people finally receive is a service.
Thus, in the Indian Dairy Development Programme though the focus is
on a physmal commodity, milk, the programme’s service consists of the
provision of a set of 1nterrelated activities such as assistance in milk pro-
duction, procurement, processing and marketing which help farmers to
increase milk production and earn higher incomes. Viewing the prog-
ramme service as milk production is wrong, It is important o ask what
the concept of service is so that a comprehensive \new can be taken of
what the programme does to assist the beneficiaries.

'[nregration of Inputs

Many programmes offer services to compensate for the beneficia- .
ries’ inability to perform certain tasks on their own. In defining the
programme service, it is useful to ask how it performs this role. If bene-
ficiaries could easily buy the service or its components in the market
and integrate the components themselves, there would be no need for
the programme,

In most developmg countries, agricultural inputs such as hlgh yield-
ing varieties, irrigation, fertilisers and new cultural practices are not
readily available to all farmers. Even if available, few farmers, espec1a]ly
the small farmers, are likely to be able to integrate these inputs them-
selves. Their motivation to use new practices may be low because of un-
certainty about crop prices. Private markets may not offer adequate,
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stable incentives to farmers. Under these conditions, an agricultural pro-
gramme’s service should be designed not only to offer these inputs in-
dividually, but also to integrate them. This is the rationale of the func-
tional and vertical integration strategy found in some of the more
successful agricultural programmes. ‘

Kenya's sgnallh_older tea development programme, the Kenya Tea
Development Authority not only integrated inputs such as tea
stumps, extension, fertilisers and credit for the small farmer, but
also integrated tea production, procurement, processing and mar-
keting. The latter is an example of vertical integration while the for-
mer reflects functional integration at the farm level. India’s Dairy
Development Board first integrated the inputs needed to enhance
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milk production (veterinary care, artificial insemination, fodder
and extension) and then added milk procurement, processing and
marketing to create the necessary vertical linkages, It would have
been difficult for small farmers with limited knowledge and bargain-
ing power to establish these linkages on their own. Both the Kenyan
and the Indian programmes had a strategy of integration that com-
pensated for the inability of their beneficiaries to integrate inputs
on their own, : ‘

Dimensions of Service: Multiplicity,
Relaredness and Measurability

Few programmes provide a single service. Some offer multiple
services because their goals are multiple. Multiple services may be related
or unrelated. Inputs and outputs may be measurable or unmeasurable.
These features complicate strategy formulation, It is useful therefore to
examine them closely. Three dimen:.ons of service need to be explored.

First, the programme’s service may be single or multiple. The di-
‘mension is the diversity of services. When a programme focuses on a
single crop, we regard it as a single service programme even though it
integrates muitiple inputs to provide this service. On the other hand, an
integrated rural development programme concerned with the develop-
ment of crops, health and education is providing multiple services. Each
diverse activity requires different types of services. Hence there is a
diversity of services in an integrated rural development programme.
Each service must integrate unique inputs. Thus if there are four diffe-
rent services, there will be four different combinations of inputs for the
programme to manage. Multiple services assume considerable compe-
tence and leadership by the programme managers.

Second, multiple services may be related or unrelated. A prog-
ramme concerned with two agricultural crops. grown by the same farmers
and requiring several common inputs (e.g. fertiliser, water, credit), is
providing related services. The common elements in the services make
their management relatively simple. It is more complex to manage the
services of two unrelated crops. Such services are then unrelated. Integ-
* rating inputs for unrelated services is complex. A health strategy which
combines curative care and preventive care provides related services.
But when curative care and primary education are offered, we treat them
as unrelated services. Their inputs are totally different. The beneficiaries
are also likely to be different. Services are more related when their inputs
and beneficiaries have more in common. When the services are unrelated,
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the problem of diversity is more severe.

A third dimension of service is the measurability of inputs and out-
comes. If the inputs of a service as well as its outcome are measurable,
management control is relatively easy. Where these are difficult to mea-
sure, monitoring and control become more difficult. Programmes with
economic goals pass the test of measurability better than those with
social goals. The outcome of a preventive health care strategy or adult
education strategy is more difficult to measure and evaluate than that of
a rice programme or an export promotion strategy. In some cases, prog-
ramme inputs can be measured, but not their outcomes. This permits at
least the monitoring of inputs, but not of the programme impact.

- The three dimensions of diversity, relationship and measurability
of services have a direct bearing on programme strategy. When services
are divers, unrelated and difficult to measure, the task of managément
can be made easier if the programme starts off with a single service and
subsequently moves into other services. This is a mears of reducing -
complexity. We call this the strategy of sequenticl diversification.
Another means of reducing complexity is to choose related goals and ser-
vices. If sequential diversification is impossible, then the second-best
course is to increase the relationship between programme services., A
third strategy is to measure inputs and outputs indirectly where measur-
ability is a problem. A search for surrogate rleasures is initiated to cope
with the problem of measurability., Examples of these different stra-
tegic interventions can be found in a variety of programmes.

Sequential diversification has been used by several successful de-
velopment programmes. The Indian Dairy Development Programme
started with a single service that focused on milk for twelve years.
Then it took up oil seeds development as an additional activity or
service. The Indonesian Population Programme concentrated on
‘family planning in the first decade, and then diversified into nutri-
tion and other population activities. The Chinese Public Health
‘Programme, which had multiple goals, emphasised two related ser-
vices, curative care and preventive care. In the Indonesian Prog-
ramme, the immediate impact of family plannmg was difficult to
measure, The strategy, therefore, focused on the number of accep-
tors, their problems and the supplies and services delivered to them.
These were surrogate measures, but useful for monitoring and con-
trol. Minimising non-measurability was a strategic intervention by
programme leadership. - d
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Beneficiaries: The Problem of Diversity

The service concept entails some implicit assumptions about the
characteristics of programme beneficiaries. Some services are meant for
the entire population of a country or region, e.g. health services, infras-
tructure facilities, etc, Others benefit only segments of the population,
e.g. farmers, small-scale entrepreneurs, etc. A programme often fails to
elicit the relevant public response simply because the relevant analysis of
the beneficiaries and their needs was not adequate. Irrigation projects
fail due to poor utilisation of water when they ignore the needs of diffe-
rent groups of farmers. The native assumption that the delivery of water
was a standardised service was proved wrong by farmers who wanted the _
delivery to be tailored to their differing needs, by time of day and day of
the week, for example. ' ‘

As programme size and geographical scope increase, diversity among
beneficiaries also increases. The same service may not meet the needs of
diverse groups of beneficiaries. For instance, family planning services for
urban people may need to be very different from that for rural public.
Pilot projects are initiated in different regions of a country to under-
stand "variations to be built into the programme service to match the
needs of different segments of the population. Even a simple service for
significantly diverse beneficiaries may have to be differentioted. For
example, a rice development programme in a country with diverse cli-
matic and farmer characteristics must offer differentiated services. When
the differentiation required is high, a strategic decision has to be made
on whether separate programmes are required to cater to the needs of
different groups of beneficiaries. Thus a small farmers’ programme may
be separately set up because the service required by them has to be sig-
nificantly differentiated from the service offered to larger farmers, even
though both groups cultivate the same crop. Water supply and sanita-
tion services for rural communities are .usually differentiated from those -
of urban centres. Thus, for example, the Philippines have established
three water programme agencies: one for large municipalities, another
for 600 small cities and another for thousands of rural communities.

Sequence: Phasing Over Time and Space
When services’ beneficiaries are diverse and the scope of the en--
vironment wide, it becomes necessary to plan implementation in phases.

Though this may look obvious, many governments implement prog-
rammes to cover the country all at once without considering these prob-
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lems. Programme failures arise from the lack of a strategy for sequential
expansion. Even a phased expansion tends to be a response to financial
constraints. It is seldom’ recognised that environmental complexity and
service-beneficiary diversity are important reasons why careful phasing
of the programme implementation should be built into the strategy it-
self. Expansion programmes become unmanageable without careful
phasing.

Phasing strategy is different from sequential diversification of ser-
vices discussed earlier. The latter may be regarded as adding on new goals
or services which are not part of the programme to begin with. Phasing,
on the other hand, is concerned with how a given service is to be imple-
mented. To illustrate, the Indonesian Population Programme covered the
country in three phases. In the first phase, it operated only in Java and
Bali, which were the two most densely populated islands of the country.
In the second phase, the programme extended to one set of the outer
islands which were sparsely populated. In the third phase, the remaining
islands were covered. Extending the programme to all three simulta-
neously would have over-burdened management. Abundance of funds
does not necessarily eliminate the need to phase programme implemen-
tation. Sequential moves also help the programme to learn as it goes

from one phase to the next, thus enhancing its ability to improve per-
formance over time.

5.3 The Demand-supply-resourcé (DSR) Strategy{

SBS brings the operational goals of a programme closer to action.
Design of the service, focus on specified beneficiaries and the extension
of the service to desired areas (geographical phasing) over time are criti-
cal steps in translating goals into action. DSR, on the other hand, calls
for careful planning at the very inception of the programme. The two

together provide the basis for designing the action plans of the prog-
ramimne. '

DSR highlights three basic tasks (1) public response to a programme
service (demand), (2) the task of delivering the service to the public
(supply), and (3) mobilisation of resources for the programme ‘through
the key actors in the environment. The mix of these tasks differs from
one programme to another. For example, in programmes which are more
concerned with social services like preventive health care or adult lite-
racy, mobilising public demand may turn out to be a more important
task than in other programmes. Let us look at-each of these tasks.
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Demand vMobilisation

Many development programmes are managed as supply systems
with explicit recognition of the role of service delivery alone. When there
is excess demand for certain services, this approach may be adequate.
When imports are cut off, domestic enterprises can sell all their products
even if they do not advertise or drum up demand. Faced with shortages,
enterprises do well even when they do nothing about mobilising demand.

Kvery programme manager ought to probe the demand aspects of
his service well before its design is frozen. In fact, an understanding of
the needs of the beneficiaries and the factors influencing them assists
him in adapting the service to the environment. Beneficiaries may fail
to respond because of problems of either willingness or ability or both.
There are different ways of responding to the demand problem depend-
ing on the difficulties facing the beneficiaries.

(1) If unwillingness is the constraint, information as well as in-
centives are useful for mobilising demand. Unwillingness
may be due to ignorance. Dissemination of information and
advice may stimulate demand. The adoption of new agricul-
tural technology and practices by- farmers is facilitated by an
information and advisory service. If unwillingness is due to the
low gains or benefits perceived by the people, the demand

. strategy may need to pay increased attention to incentives.
For example, in programmes for agricultural crops, it is im-
portant to ask whether additional returns to farmers are ade-
quate incentives for them to respond to the new strategies.

(2) Service must sometimes be adapted to the changing needs
of "beneficiaries. Standardised services may be inappropriate
for beneficiaries who become increasingly unwilling to res-
pond. In nutrition and family planning, this a major problem.
When such uncertainties exist, participation of beneficiaries in
operational planning and 1mplementat10n can mobilise de-
mand.. Participation makes the service more relevant to the
needs and more adaptive to the environment of the beneficia-
ries. This, in turn, increases their motivation to respond.

(3) 1If beneficiaries cannot take advantage of a programme’s ser-

- vice, information and participation cannot fully improve ves-
ponse. Even a “free” service may extract indirect costs beyond
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their means. Few poor farmers and labourers can send their
children to free primary schools because the children’s earn-
ings are too valuable to be exchanged for the uncertain, long-
term gains from education. Under these conditions, income
generation is a pre-requisite for mobilising demand for educa-
tion. As long as incomes do not cross a threshold, beneficia-
ries cannot and will not demand the services of certain types
of programmes. Influencing income generation then becomes
strategic intervention.

(4) Sometimes, major institutional reforms are needed before res-
ponse to a prograrﬁme can occur. Land reform, for example,
may be a condition for tenant farmers to invest in agriculture
and adopt new technologies. Such reforms seldom take place
without the use of power through the government or people’s
own organisations. The ability of -farmers to respond to the
agricultural programme increases when they own land.

Both income generation and use of power entail complex strategic
interventions. Programme managers must examine closely the twin as-
pects of willingness and ability of beneficiaries and choose the most
appropriate mix of interventions. The four types of interventions ex-
plained above merely offer broad guidelines to facilitate this choice.

Supply

- Technology-intensive programmes tend to emphasise supply while
ignoring demand, Irrigation projects which ignore water utilisation, and
agricultural programmes which put their faith in miracle seeds and for-
get the farmer’s other requirements are examples. Supply should be
closely linked to the demand side of the programme. Three strategic
- considerations, which govern the supply task, are differentiation, testing
and efficiency, :

First, it is important to analyse the degree of differentiation needed
in the programme service to match the diversity in the needs and bene-
ficiaries. A nutrition programme operating in diverse geographical re-
gions may have to differentiate its service to suit the needs of beneficia-
ries in different regions. If the programme diversifies into family plann-
ing and health, similar differentiation may be necessary in these services
too. The complexity of managing the supply of these widely differentia-
ted and multiple services will be enormous.
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Second, learning from the pilot project is an important aid to the
supply task. Testing out production and delivery of service is facilita-
ted by pilot projects. How to integrate the lessons of pilot experiences
into the replication of the service should be a major concern of the
supply strategy.

Third, efficiency of service delivery is low in many programmes.
Special attention to keeping adequate supplies of inputs and organising
logistics is required to avoid shortages so common in developing coun-
tries. Strategic planning rather than purely adhoc moves dre needed to
ensure efficient service delivery. A programme may make use of public
as well as private channels for service delivery. :

Mobilisation of Resources

Programme designers commonly think of resources in financial
terms alone. However, resources, including funds, are often mobilised
with the support of a variety of key actors in the government. They may
be political or administrative leaders, and others who hold sway over
potential beneficiaries, and agencies whose co-operation could make
some difference to programme performance, e.g. religious leaders, local
elders, heads of local governments, etc. These key actors may be persons
and groups capable of influencing a programme either on the demand or
supply side or both. Thus, building external linkage is a key function of
the top management in many programmes. Designs on paper amount to
little without a strategy for mobilising key actors whose support is
essential to implementation, Identification of key actors and the kinds.of
resources (resolution of conflicts, funds, facilitating public acceptance,
etc.) they can provide, is a strategic task of many programmes.

In the Indonesian Population Programme, the initial emphasis was
on the dissemination of information and advice as the primary
means of mobilising public response. Soon when it was found that
demand was not growing, the programme leaders hit upon the idea
that an active role of the village communities in planning and im-
plementation might create greater interest in the programme ser-
vice. Participation of beneficiaries thus became an important
instrument of demand mobilisation. Supply was organised to match
demand for the service being created. It was recognised very early
that logistics could prove a major hindrance to the timely delivery
of the service in rural areas. The strategic decision to maintain li-
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beral stocks of contraceptives on a decentralised basis and the flexi-
ble funding procedures used to obtain foreign aid to import and dis-
tribute these supplies reflect interventions to strengthen the supply
task. An example of mobilising resources through key actors is the
programme’s careful strategy to win the support of the religious
leaders and village elders for family planning.

The demand, supply and resource components of strategy are clear-
ly derived from the operating goals and the service-beneficiary-sequence
components discussed earlier in this chapter. However, feedback from
DSR may also help to modify and .une the SBS strategy. Thus, if
demand mobilisation is expected to be very difficult, it may well be
reflected in the phasing strategy or decisions about the beneficiary
groups. SBS and DSR are, therefore, interdependent and must be treated
as different parts which hang together. No programme manager can
possibly prepare a grand design of these parts all at once. Desipn may have
to be based on trial and error by setting up a pilot project. Evidence
from the field could then be used to test whether a concept of service
or a strategy for mobilisation of demand or any other component is
appropriate to the environment. '

Phasing cannot be tested through a pilot project. But most other
components can be tested in pilot experiments. Important aids to stra-
tegy formulation are pilot experiments which consiously planned to pro-
vide insights -for evolving strategies for larger national programmes.
Launching pilot project without deliberate plans and ignoring the process
by which knowledge is transferred from experiments to the larger pro-
grammes ar¢ the weak points of some programmes. Those managing na-
tional programmes who did not work in pilot projects usually have
difficulty in understanding and integrating lessons into their strategy.
Sound strategies usually depend upon how pilot. experimentation was
planned and used as a learning device by programme managers. Pilot
projects in national programmes are the counterparts of research and
development projects in industrial enterprises.

5.4 Some Guidelines for Strategy Formulation

Our discussion of SBS and DSR should not lead the reader to con-
clude that strategy formulation is a mechanical process. On the contra-
ry, creating the building blocks and putting them together requires imagi-
nation and a sound understanding of the environment. It is essentially
an interactive process; those who are involved learn, adapt and resolve
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conflicts as they move on. While it is useful to know components of a
strategy, planning cannot be reduced to a series of simple steps. We will,
therefore, pose a series of key questions to help designers and managers
evolve programme strategies.

General Questions

i

2,

What are the operating goals of the programme?
Do they flow from the objectives given by the government?
Will the pursuit of multiple goals overburden the programme?

Have pilof: projects been used to assist in programme design? How
are they linked to the programme to maximise learning?

Has the achievement motivation (motivation to achieve results,
performance orientation) of the staff of the programme and the po-
tential beneficiaries of the programme been considered in the for-
mulation of the strategy?

What are the critical tasks indicated by the analysis of SBS and

"DSR?

Service-beneficiary-sequence

L.

2.

Are the programme services single or multiple?‘

If multiple, are they relatéa or unrelated?

What is the degree of measura.bility of their inputs and outcomes?
Do the services flow from the operating goal(s)"?

Does the integration of inputs underlymg the service(s) match the
beneficiary needs?

Are the service(s) consistent with the operating goal(s) and environ-

mental complexity? If the technology is imported, how is its adap-
tation to local conditions ensured?
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10.

11.

12.

13,

For whom are the service(s) meant?

Are the beneficiaries homogenous or diverse?

If multiple services are involved, are they meant for the same group
of beneficiaries or diverse groups?

Is the combination of inputs designed to match the inability of the
weaker section of beneficiaries to integrate inputs on their own?

If diverse beneficiary groups are involved, is it necessary to dlffe-

rentiate the service for them?

Is it advisable to extend the programme to the entire country all at
once or should it be done in phases?

If phased implementation is better, what is the most useful basis for

ensuring programme expansion?

Demand-supply-resource

1.

2.

Is there likely to be a demand problem for the programme?

What factors seem to inhibit demand?

What are the most appropriate interventions to help mobilise de-
mand?

If demand appears to be a serious problem, what modlflcatlons
are called for in the SBS components?

Is supply (semee delivery) a more or less serious problem for the
service than demand? :

What specific interventions are called for to facilitate supply in
terms of service design, logistics and delivery?

What strategic interventions are needed to ensure that strategies do -
not hamper the supply task?

Is it necessary to use private channels and sharing of costs with
beneficiary groups (communities) to minimise the overload on the

supply task?
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9. Who are the key actors in the environment whose support needs “
to be mobilised in favour of the programme? '

10, Who émong them are influential on the demand side? Who will be
influential on the supply side?

11. What specific resources or influences can be mobilised through
these key actors? '

12. What strategic interventions are needed to win the support of the
key actors? ‘

Each of these questions could be followed by sub-questions to
probe each componert further. This set of questions is by no means
exhaustive. Rather it is a suggestive checklist which the designer or ma-
nager can adapt to his specific setting. The insights provided in this chap-
ter could be used to add to this series of questions. These guidelines
should be viewed as an aid to the creative process of designing a strategy
consistent with the programme environment and not as a substitute for
this very important process.
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SELF ASSESSMENT QUESTIONS
What do you understand by development programme and what guide-
lines would you suggest for programme designers keeping in view
the specific conditions of project management system in Pakistan‘? '

What, in your opinion, should be a good-workmg definition of stra-
tegic management"

What are the essential elements of strategic management?

Why is it necessary to sfudy the environment for formulating stra-
tegy for development programmes"

What guidelines should be followed for prepanng a strategy for
management of a development project?
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FOOT NOTES

Sometimes they are also called “public programmes”. We shall, however, use
the term *development programme’™ in this book. 3
Economists use the term “development expenditure” to differentiate this
category from the normal maintenance expenditure of governments.

A Waterson: Development planning: Lessons of experience (Baltimore, Mary-
land, Johuns Hopkins University Press, 1965), pp. 332—333. See also U. Lele:
The design of rural development (Baltimore, Maryland, Johns Hopkins Uni-
versity Press, 1975) and Public service delivery systems for the rural poor

" (Bangkok, United Nations ESCAP, 1980).

A Waterson, op.cit., pp. 3220—321.

For example, UNIDO: Guidelines for project evaluation (New York, United
Nations, 1972) and I.M.D. Little and J. Mirrless: Manual of industrial project
analysis in developing countries (Paris, OECD, 1969).

Public administration institutions and practices in integrated rural develop-
ment programmes (New York, United Nations, 1980), p. 6.

For a detailed discussion of such programmes see ibid. Also see Rural
development: Sector policy paper ( Washington, DC, World Bank, 1975).

Interestingly enough, scholars located in developing countries or who have
opportunities to be in the field have paid greater attention to th problems of
such national programmes. Of course, if countries have not gone beyond he
stage of pilot projects, opportunities for such involvement cannot possibly
exist,

L. Stifel et al.: Education and training for the public sector in development
countries (New York, Rockefeller Foundation, 1977), p. 7. US scholars who
have worked on public programme implementation have, on the whole, avoi-
ded the sectorl bias. Comparisons across sectors and departments have been 4
part of their general approach. The problem has been more serious for scholars
working on LDC programmes, possibly because of their long-term sectoral
involvements.

10.

The design of the individual services or end products is an important technical

" rather than management problem. Projects and programmes have to generate.

design, production and delivery systems which enable beneficiaries to receive
the intended services, consistent with available resources and norms of
efficiency.

1I.

We are here referring to pilot projects which have not been consiously planned
to lead to larger programmes. Crisis programmes are short-term emer-
gency programmes to deal with catastrophies like floods, droughts, famines,
ete.
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12.

See J. Pressman and A. Wildavasky : Implementation (Berkeley, University of
California Press, 1971); M. Derthick: New Towns in Town (Washington, DC,
The Urban Institute, 1972); W. Williams and R. Elmore (eds.): Social pro-
gramme implementaotion (New York, Academic Press, 1976).

13.

For a discussion of the mediating role, see H. Mintzberg: “Patbems of strategy
formulation®, in Maenagement Science, May 1978, pp. 938—940.

14,

See S. Paul: Management development progrommes: Lessons of sitccess
(Boulder, Colorado, Westview Press, 1982) for an analysis of some outstandmg
examples.

15,

See D. Korten: “Commumty organisation and rural development; A learning

_ brocess approach™, in Public Administration Review, Oct. 1980.

J. Pressman and A. Wildavsky: Implementation (Berkeley, University of
California Press, 1971); M.S. Grindle, (ed.): Politics end policy implementation

_in the Third World (Princeton, New Jersy, Princeton University Press, 1980).

17.

We have eatlier used the term ‘“‘interaction effects” to signify synergy effects.
Economists use the term “production function” to represent the relationship
between output and its underlying input combination.

18.

Programme managers may sometimes have more flexibility in these matter
than they -realise. Some people simply do not take advantage of their
opportunities.

19.

e}

[

This happens often in economic progralhmes. Enough entrepreneurs or far-
mers may be aware of the benefits and willing to respond to some programmes.
If supply is extremely limited, then again, the same phenomenon may occur.

20.

Organisational theorists have analysed a variety of environment properties and
their implications for organisational structure. See J. Galbraith: Organisation
design (Reading, Massachusetts, Addison—Wesley, 1977).

21

This behaviour has been observed in the context of firms. See H.A. Simon and
J. March: Organisgtion (New York, Wiley, 1958) and R. Cyert and J. March:
The behavioural theory of the firm {New York, Prentice Hall, 1973).
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A WORD TO THE STUDENT

This Unit—11 is a continuation of the Unit—10 and forms part of
the ILO publication “Strategic Management of Development Prog-
rammes’’ by Sameul Paul. The contents of this Unit, therefore, intend to
achieve the objectives specified in the Unit—10, ’
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1. STRUCTURE: THE KEY DIMENSIONS

In chapter 3, we defined “structure”, as the durable ¢;rganisational
arrangements by which a programme accomplishes its tasks. For exam-
ple, programme tasks must be allocated among members, of the orpani-
sation. Authority must be distributed to enable responsib’ie. managers and
officials to perform their tasks. Reporting relationships and controls -
must be established to facilitate efficient task perfor mance. Grouping
activities, distributing authority to match the respon sibility pattern in

- the organisation and clarifying the formal reporting r elationships among o

those working in the organisation create the major eliements of organisa-
tional structure. Most of these issues are dealt with, informally in smail
organisations, where the boss is in personal contact with all members
and oversees all activities directly. But as organisntions grow larger, no
single person:or group can manage all activities :and people directly. It
then becomes necessary to formalise relationshiips and create formal
structures in which other managers and staff share responsibility and
authority with the boss,

Anyone familiar with small pilot projects and experiments will
appreciate how personal involvement and supervision can accomplish
common tasks, A formal organisational structure,. delegation of powers
and control systems seem alien to the needs of these small groups of com-
mitted workers, Nevertheless, when pilot projects are successful and are
to be replicated on a larger scale by setting up a regional or national
programme, the old, informal organisational arrangéments seem to be
- unegual to the new tasks. Those brought up in the informal culture of
the pilot projects may mourn the Passing of a tradition, but there is no
way to avoid a formalisation of the organisational structure and the
growing shift to impersonal transactions,

Governments do recognise, the importance of creating new organi-
sational structures and reforming old ones, though they do not always
act fast enough to deal with the problem. The creation of public sector
organisations, for example, reflects the belief that the corporate form of
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organisaton is more appropriate for manufacturing or commercial acti-
vities thar the departmental form. Commissions and task forces are often
set up by zovernments to recommend structural reorganisation to fit the
changed tak requirements. Ministries and departments are regrouped
and sometimes abolished when a new government takes over. When stra-
tegies change, structures need to be realigned. In industrial enterprises,
this is quite common, In fact; many cases have been reported of enter-
prises whose performance suffered when their structures failed to match
their changed environments and strategies. Among the more successful
enterprises are hose who recognised this problem and realigned their
strategies and stractures.!

Furthermore, some researchers have observed that the process of
periodically realigning structures renews people’s interest in their organi-
sation and often helys them become more productive.

We will examine these dimensions of structure in this chapter. First
of all, the manner n which tasks are divided (differentiated) into
manageable components and then pulled together (integrated) is impor-
tant. The structural forn adopted by a programme reflects its approach
to the differentiation and integration of activities. Second, a critical
dimension of the structure is the degree to which it is centralised or de-
centralised. A third aspect concerns the extent of autonomy enjoyed by
the programme organisation, The following sections will probe each of
these dimensions.

6.1 Structural Forms

Governments worldwide are characterised by hierarchical structures
which depend largely on the use of rules and authority to accomplish
tasks. Each ministry or department which performs a set of tasks general-
ly has a self-contained bureau or unit for each task. The staff of the
bureau or unit perform the functions relevant to the task and report to a
single boss who is responsible for the entire operation. There is a clearly
defined line of authority which makes the structure hierarchical.
Defence, public works, etc., are good examples of this functional struc-
ture. We use the term “functional” to mean that the sub-tasks are broken
up according to the functions relevant to the service. It is the integra-
tion of these functions that the administrator performs.

Since develppmeﬁt programmes are nomiallylinitiated.by minis-

tries, the temptation is generally strong for the sponsor to prescribe for a
programme its own structural form. And what is more, a functional
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structure often fits the needs of many programmes. Yet, when complex
" progiammes whose tasks require different structures are launched, this
standardised approach causes serious problems of performance. The
appropriateness of a structure can be judged only in relation to a prog-
ramme’s strategy and environment. The designer should start with the
goal, and tasks identified in the strategy and search for the best ways of
differentiating and integrating the relevant activities. When a programme
(1) deals with a single service and (2) is relatively small, when (3) tech-
nology is simple and production processes are standardised, and when (4)
processing of information is relatively easy, it is possible that the func-
tional, hierarchical structure will suii.. . '

Other structural forms are often better for complex development
programmes. We discuss below three structural forms and the conditions
under which they are better for a programme. Mixed forms and other
adaptations of these structures are sometimes needed. Interested readers
may consult the specialised writings on this subject.?

Functional Structure

When an organisation deals with a single product or service, it can
be managed by subdividing its activities into sets of complementary func-
tions. To illustrate, in a dairy development programme four basic func-
tions were identified. Providing services to farmers (extension, inputs) is
one function; milk collection, quality control and transport another.
Milk processing and marketing are the two remaining functions. There
are several supporting functions too. Thus purchase of materials, finance,
and manpower development can be treated as common services which
facilitate the performance of the basic functions. Taken together, all
these functions complement one another and each function has consider-
able uniformity in terms of its focus, skill requirements and internal
communication. These functions are integrated at one place in the orga-
nisation, namely at the level of the chief executive, with the assistance of
the heads of functional departments or units, The structure is functional
in that the basic criterion for differentiating and integrating activities is
the interdependence of functions,

When a programme grows larger geographically or adopts a multiple
service strategy, a simple functional structure may no longer work. Many
development programmes require much local adaptation of services.
Remote control from distant headquarters by functional heads is often

149



ineffective. Similarly, when a single service-oriented programme diver-
sifies, the original set of functional groups may no longer be competent
to supervise, support and control the additional services: For example, if
an agricultural programme diversifies into health and education, its
original functional departments will soon find themselves unequal to
the task of managing the new services. Enterprises often adopt a product-
based divisional structure when they diversify. For development progra-
mmes, this kind of divisional structure will probably be unatisfactory.
Matrix structures are increasingly used when programmes diversify their
services or expand.

Figure 7 shows a typical functional structure, using an example
taken from the Indian dairy programme agency.

Figure 7 Functional structure of a dairy programme agency

Chief executive/Administrator

Farmer services Milk collection and Milk processing Marketing
3 transport

Purchase Finance Manpower development

-

Note: The functions indicated are not meant to be exhaustive
or universally applicable to all programmes.

“Matrix Structure

The matrix form of organis.ation3 operates under dual authority. In
the functional structure, the line of control (hierarchy) is quite clear. In
the matrix form, on the other hand, many members of staff have two
bosses, at the same time. For example, a single crop programme may be
divided into several regions covering the entire country with a manager

"in charge of each region. The regional offices might have a complement .
of staff drawn from the different functional groups. These staff are
members of two departments or groups simultaneously. They are res-
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ponsible to-the regional manager or administrator in the field as well as
to the head of their respective functional departments for technical
matters. Sometimes, these functional departments may be in the parent
ministries, but the concept of dual membership and authority is still
valid. This arrangement is common in multiple service programmes. Per-

Figure 8 Matrix structurs of a dairy prognrﬁmo agency
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sonnel for health and educational services in our earlier example may be
drawn from the relevant ministries of government on the understanding
that the technical back-up for the services will be provided by the latter.
Thus the matrix form makes use of the principles of speciglisation (func-
tional) and service (substantive or spatial).

Figure 8 illustrates an organisation that is differentiated by both
function and region. In Region 1, Managers 1 and 2 report to Head,
Region 1, but are also controlled by the Heads of Functions 1 and 2 (the
numbers are illustrative). The integrateing role is now performed at
lower levels (Managers 1 and 2) as well as at higher levels (regions and
head office). The matrix form thus permits more decentralisation than
does the functional form. There are usually more conflicts with this
structure because more decisions are jointly -made. But it is more appro-
priate when multiple regions or services are involved, and integration at
lower levels and local adaptation are desired because of environmental
uncertainty, diversity and scope.
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Figurp 9 Dual control

: Chief executive
Regional head Functional head

\/

Field managers/Specialists

The managers working under the heads of Regions 1 and 2 in effect
have two bosses. For operational matters, they are controlled by regional
bosses. In technical or professional matters, they are controlled by
their functional bosses. This dilemma of “dual control” is depicted in
Figure 9. Dual authority is clearly a source of ambiguity and conflict in
operating any programme. Managing the matrix structure calls for consi-
derable sophistication, cooperative attitudes and willingness to negotiate
when differences arise. o
) In a matrix structure, as a last resort, one tries to resolve conflicts
at higher levels in the organisation. Dual authority merges into a unified
‘command at the top. In large, complex development programmes, how-
ever, joint decisions and resolution of conflicts often require the formal
co-operation of several organisations outside the programme agency. A
structure that facilitates interorganisational co-operation is more appro-
priate under these conditions than a functional or matrix form which
assumes that a single organisation has full authority over all relevant
decisions and actions.

Network Structure

Few lead agencies can formally control other organisations or
agencies whose participation is essential to a programme’s success. To
function effectively, the lead agency must often create a network of the
relevant public and private agencies which it influences in different
ways. The lead agency co-ordinates, but does not control. The network,
performs well only if the lead agency can influence its collaborators by
joint allocation of funds, joint planning of activities, political support
and review at higher levels.

The fact that an agency must use a network is evidence of its limi-
ted ability to control. A programme agency has different degrees of
influence over the members of its network. It can exercise authority
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only over those who belong to its own organisation (e.g. field stali}
Beneficiary groups, though dependent on the programmge agency or
other members of the network are not under its'control. Accurate dep:c
tions of network structures become very complex because of the mutt.
plicity of agencies and their varying degrees of influence.

Figure 10 illustrates the network structure of the Indonesian
Population Programme. In this network, we can distinguish several types
of influence inveolvingthe Population Board, the lead programme agency
First there was presidential political support, which was the single most
important source of influence for the Board. The Board directly con
trolled only its own regional officers and field staff. Next, it strongly
influenced co-operating ministries, such as health, education, religion,
and information. The Board had strong influence also over provincial
governments which participated actively in the programme’s implemen-
tation. Control over budgetary allocations to the participating agencies,
joint planning and periodic review by the President were the means
by which influence was exercised. The Board had no suchdirect influence
over community organisations whose co-operation was essential to the
programme’s success. The Board had only a weak influence over these
organisations. It used participation of the peopie and other motwatmg
dev1ces to elicit community co-operation.

In a population programme, several ministries (education, informa-
tion, health, etc.) offer important inputs to the programme agency. State
agencies may be critical to operational planning, implementation and
local resolution of conflicts. Participation of community organisations
may facilitate demand mobilisation and service delivery. Yet the pro-
gramme agency does not control these organisations. If the programme
agency can plan activities jointly with the other organisations and allo-
cate funds to finance their part of the work (through a council, board,
etc.) the network is likely to be more effective. In other wotds, the pro-
gramme agency must have ways to influence the behaviour of other
members of the network. Whether a programme will have a functional or
matrix structure or move towards a network structure depends very
much on its strategy and environment.

The Kenya Tea Develoment Authority, which organised almost all
the inputs required by the tea farmers under its auspi .es (functional
and vertical integration), performed well with a functional struc-
ture. Its use of network structure was quite limited. On the other
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Flguri 10 Network structure of the Indonesian population programmse
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hand, the Philippine Rice Programme, which depended on several
agencies-for diverse inputs and functions, depended heavily on the
network structure. The National Food and Agriculture Council,
which was responsible for this programme, co-ordinated the work
of nearly 30 agencies, public and private, and provincial and local
governments. Its sources of influences were joint planning, alloca-
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tion of funds and mobilisation of demand through field staff and

- political support. | Programme strategy and environment clearly had
much to do with the structures that emerged in their cases. Struc-
tures seem to have followed strategies in both programmes.

6.2 Degree of Decentralisation

Why decentralise, and how much? These questions are seldom asked
by planners who design development programmes. Centralised structures,
common in government ministries and departments, tend to be imposed
on programmes. The differences between the structural requirements
of the eentral systems of government and the field-oriented programme
agencies are too often ignored.

On the other hand, some designers and researchers argue for decen-
tralised structures for every programme without analysing its strategy
or environment. They do not appreciate that the degree of decentra-
lisation should vary depending on these factors. They do not weigh the
gains of decentralisation against the costs of the increased complexity of
management control and difficulty in finding the needed well-trained
personnel ‘at lower levels. Certainly, decentralisation increases the oppor-
tunities for participation by programme staff and beneficiaries. This is
truely valuable by itself. Nevertheless, the barriers to decentralisation
should be considered and ways of over<oming them planned for.

What conditions require decentralised structures? Genrally, when
the job requuires flexible, quick decisions at the grass-roots level, centra-
lised structures simply get overloaded and perform poorly. Four con-
ditions call for greater decentralisation.

(1) When beneficiaries of the programme have diverse require-
ments, muclh local adaptation is called for. If there are different groups
_ of farmers working under different climatic and social conditions, the
field staff -will need to exercise considerable discretion to meet their
divergent needs, Higher authorities cannot possibly make good rules for
every situation or foresee and solve all problems.

(2) YNhen demand for the service depends on speedy programme
responses, decentralised structures perform better. Céntralised structures
invariably involve delays in decision making as issues move from one
level to another. Delayed decisions and actions may fail to meet bene-
ficiary rieeds. A popular example is. the provision of credit to farmers.
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Referring their applications upwards and getting approval from the
top may take so long that by the time the money arrives, it is too late for
the farmers to sow their crops’. Farmers often then distrust the centra-
lised structure and tum away from the programme,

(3) When vital information for decision making is generated only
in consultation with the beneficiaries, decentralised structures ofien
work best. Take nutrition programmes, for instance, where services
are designed and delivery planned and organised centrally. Public res-
ponse has been poor in most places, because these services were too stan-
dardised. Close contacts are needed with beneficiaries, whose concerns
and preferences often change. The services should be designed in colla-
boration with communities using decentralised structures, because cen-
tral authorities cannot analyse the necessary information or be sensitive
to changing local conditions.

(4) When responsible participation of field staff and beneficiaries
in programme planning and implementation is conducive to good per-
formance, decentralised structures often work best. Social programmes,

" which do not offer direct and immediate economic gains to beneficiaries,
work best when beneficiaries participate in programme planning and
implementation to motivate them to respond to the programme. This
logic applies as well to field staff. Those who enjoy some local auto-
nomy and feel that they can influence decisions and actions are likely to
work more enthusiasticaly for the programme. This happened in the
Indonesian Population Programme; village communities activeiy partici-
pated in its work and the field staff took greater initiative in adaptlng
their services locally.

How decentralised a structure should be can be decided only in
each situation. Three principles should be considered, however. First,
decentralisation does not mean that all functions are decentralised. Even
in a decentralised structure, some functions are centralised. For example,
functions involving considerable economies of scale and highly specia-
lised knowledge may remain centralised. Bulk purchases, certain research
and development activities and allocation of funds are often better
organised centrally; whereas operational planning, detailed service
designs and service delivery may be decentralised. Second, the four con-
ditions discussed above also indicate the kinds of functions which need
to be decentralised. Broadly speaking, those functions which facilitate
local adaptation of services, reduce the overload on central information
processing, stimulate demand for services, and strengthen participation
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should be decentralised. Third, the degree of decentralisation should be
determined in conjunction with the programme agency’s ability to
develop enough skilled managers to manage the decentralised structure.
When there are practical probléms in influencing the new structure, care
should be taken to move cautiously and, if necessary, in phases.

In summary, the choice of a structural form does not necessarily
imply a precise degree of decentralisation or centralisation. Functional
structures can be centralised or decentralised. Matrix and network struc-
tures are generally more decentralised than centralised. But which func-
tions should be centralised and which decentralised can be determined
only by considering the criteria discussed above. '

6.3 Organisational autonomy

Some programme oOrganisations enjoy more autonomy than others
do. By autonomy, we mean the amount of independence from the
parent ministry in important areas of decision making and action. For
example, a programme agency that does not need its parent ministry’s
approval for internal allocation of funds, appointment and promotion of
its personnel, operationl plans and related decisions enjoys a high degree
of autonomy in these critical areas. Complete autonomy is an unrealistic
expectation for programmes sponsored and funded by government. The
latter is bound to exercise some control over all its programmes. Ideally,.
governments should exercise strategic control over their programmes and
leave operational decisions to. their leaders. Thus approval of the pro-
gramme budget, top level appointments and review of performance are
aspects of strategic control. Autonomy gets eroded when government
officials interfere too often in the programme’s operational decisions.
When hesitant programme managers refer operational decisions back to
the ministry, it is difficult to avoid delays and a dilution of accounta-
bility. When the government grants some organisational autonomy to
a programme, it should also have the will and ahility to monitor its
performance and hold its management accountable for agreed-upon
results or outcomes. But no programme can be completely autonomous.

The degree of organisational autonomy is usually clarified when
defining a programme’s structure. The legal form of organisation created
for the programme yields -important clues about its autonomy. For
example, when a corporate form is given to a programme agency, there
are likely to be legal provisions to ensure it some measure of auto-
nomy. Agencies organised as part of the ministry or department usually
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anjoy less autonomy. Legal structures are important insofar as they
formally define the extent to which an organisation can depart from the
norms and practices of its parent. We shall refer to this as nominal au-
tonomy. However, the effective autonomy an organisation enjoys may
well exceed or fall below what is permitted legally. Organisations in both
public and private sectors earn some autonomy from their sponsors or
supervising authorities. Thus, the trust and support of political leaders or
top administrators in government may bestow on a programme agency a
degree of effective autonomy that exceeds its nominal autonomy. We
shall call the difference between the two induced autonomy. Induced or
earned autonomy occurs because those who have authority can also use
discretion to augment a programme’s effective autonomy. It is, of
course, true that programme managers often do not use all the effective
autonomy they have. : '

A programme’s strategy and the complexity of its environment
vield clues about the degree of organisational autonomy it requires. In
designing a programme’s organisational structure, one should ensure that
it has enough autonomy. For instance, a programme that operates in an
uncertain environment needs more effective autonomy than a
programme in a stable environment. o

The Indian Dairy Programme agency, the National Dairy Develop-
ment Board, was set up as a semi-autonomous public agency and
not as an integral part of the Ministry of Agriculture. Apart from
the legal (nominal) autonomy given to it, the Board induced addi-
tional autonomy through some innovative changes in its sources of
funding, Its good performance no doubt persuaded the Ministry to
grant it a degree of effective autonomy far in excess of its original
nominal autonomy. For a programme which had to deal with sensi-
tive milk markets and thousands of small farmers whose response
could be volatile, a high degree of autonomy was essential,

"An effective way to stretch limited organisational autonomy is to-
involve relevant voluntary and private organisations and local comm-
unities. Some parts of the programme’s activities could be efficiently
performed by such agencies. Some activities might be subcontracted to
private firms and small entrepreneurs. The rigidities of government
systems will not apply to them and hence they will be able to deliver the
goods faster- and cheaper. In the Philippine Rice Programme, for
. example, private rural banks provided credit to farmers and private com-
panies distributed pesticides' and other inputs. Thus the programme
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agency responded to farmers with greater flexibility. In population pro-

- grammes, voluntary family planning agencies often perform certain func-
tions with considerable flexibility. Thus, it is possible for a programme
to enhance its-effective autonomy by letting private or voluntary orga-
nisations perform some taks which they can do efficiently.

We have discussed in this chapter three important dimensions of
the organisational structure. We have argued that structural choices are
‘neither self-evident nor uniform. Structure must be adapted to environ-
ment and strategy, In the public context, there are limits to flexibility
in altering structures, A government may be unwilling to try out a new
organisational form, decentralise programme management or grant
adequate autonomy. If so, there is a case for limiting the strategy of the
programme and aligning it to what is feasible in terms of structural
changes. There should be a mutual adaptation between strategy and
structure. A “fit”’ between the two is essential. When the two do not
match, performance will suffer. Second, when environmental conditions
and strategy change, structure must be realigned to fit the change. Part
of top management’s function is to be sensitive to these changes and take
steps to realign strategy and structure.

6.4 Some Guidelines for Structural Choices -
First, one must analyse the critical features of a programme’s
environment and strategy. The choice of the structural form, degree of
decentralisation and autonomy can be derived from such an analysis. The
questions posed below should be followed up by a detailed analysis.

Environment and Strategy

1. How large is the programme? Is its size and geographical spread
such that control through hierarchical authority will be feasible?

2. How diverse are the beneficiaries? Do they have éignificantly diffe-
rent needs and problems in relation to the programme?

3. Can the inputs for the programme service be organised within the

purview of the programme agency? If not, will it have to depend on

- the active collaboration-of a variety of agencxes to obtain and inte-
grate the needed inputs?
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Structural forms

1. What is the best way differentiating the tasks or activities of the
programmes (by function, service, region, or a combination)?

2.  What art the best integrative mechanisms which can be derived to
‘pull together the subdmded tasks? '

3. If the programme must make use of the matrix form, what steps
should be taken to ensure that dual authority will be accepted in
the organisation?

4. If the network structure is adopted, what sources of influence are
‘available to the programme agency to make it work?

5. What role can the programme offer non-governmental agencieé
(private, co-operative and beneficiary groups) in the network for
the planning and delivery of services?

6. Does the nature of the strategy require that the structure be placed
outside the purview of any single ministry? If so, who in govern-
ment should be responsible for the programme?

Decentralisation

1. Does the diversity among beneficiaries call for considerable local
adaptation of the programme service?

2. Does response to the needs of beneficiaries require speedy deci-
sions and actions at the local level?

3. Does the design of the service have to be made in consultation
with beneficiaries at the grass roots level?

4. Is participation by staff and beneficiaries in planning and implemen-
tation likely to contribute to improved programme performance?

5. If answers to the above questions indicate the need for a decentra-
lised? Why?

6. Which functions should be centralised? Why (economles of scale,

specialised knowledge)"
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Assuming that decentralisation is desirable, will the programme
have enough trained manpower to manage a decentralised struc-
tural change be phased over time?

8. Do the gains of decentrélisation outweigh its costs?

Autonomy

1. Will programme performance be hurt if departures from govern-
ment norms, practices and decision making process are not feasible?

2. In which areas of management are such departures most critical
(financial, personnel, policy making, etc.)? Why? h

3. How far can legal autonomy provide the needed flexibility?

4, If there are limits to legal autonomy, are there ways of inducing
or earning additional autonomy?

5. What measures of performance (outcomes, services, efficiency
indices) can be provided to the government to facilitate its moni-
toring and review functions?

6. If adegquate autonomy cannot be obtained, what cﬁn be done to

. minimise performance problems by assigning additional responsibi-

lities in the structure to beneficiaries and non-governmental groups

" in the planning, implementation and resource generation of the

programme?
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7
PROCESS INTERVENTIONS

In chapter 3, we defined organisational processes as the instruments
by which managers influence the behaviour of the employees and benefi-
ciaries of a development programme. Business enterprises are well known
for the ways they motivate their staff, for example through financial
incentives linked to individual or group performance. Their ability to
make decisions quickly shows how flexible their internal processes are.
In contrast, it is often said that governmental processes are rigid. Slow
decision making and the failure of internal procedures to motivate staff
are often given as limitations of governmental organisational processes.
These organisational processes are concerned with “how” decisions are
made and how actions are taken. Strategy, on the other hand, focusas on
the “content’ or “what” of the decisions. Understanding the internal

- processes of a programme tells us much about its problems of imple-
mentation.

7.1 Governmental Processes

Since governments intiate and control development programmes,
governmental processes are regularly transferred to programmes. Uneriti-
cal adoption of these processes is a major problem of many programmes.
Thus, we must first examine the basic features of governmental pro-
cesses. First, governmental processes of decision making and implemen-
tation are heavily dominated by hierarchical authority, especially in
ministries and departments which are part of the executive branch of the
- government. While the legislative branch may well follow participative
and democratic processes, executive departments operate as if only those
in authority have the right and proper knowledge of what needs to be
done. The subordinates must carry out their instructions or orders. In
formulating a programme strategy, allocating funds and choosing a strue-
ture, heads of ministries or departments commonly convey their
decisions to subordinates for implementation. Centralised government
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structures reinforce this practice. Those below in the hiérarchy have little
discretion in this “top-down” process of decision making. ‘

Second, governmental processes generally focus on observing pro-
cedures rather than on achieving results. Monitoring and control process-
es are designed to ensure that expenditures are incurred in accordance
with government rules and regulations with scant attention to the pur-
poses achieved or services generated. Procedures ror selecting personnel
focus on whether the norms and practices of government have been
adhered to rather than whether candidates are suitable for their jobs,
This may have worked reasonably when governments were solely concer-
ned with maintaining law and order, the outputs of which were difficult
to define or measure. |

Third, the processes of government are less fexlible than those of
the private sector. When tasks and programmes change, governments
adapt their processes slowly and with great difficulty. Consequently, pro-
cesses become standardised and routinised, and “precedents” determine

the course of decision and action. To illustrate, central decision making .

often prescribes a standard.design for a programme in diverse regions of
the country. The recruitment process may be kept inflexible despite the
differing requirements of programmes. Equity and justice, rather than
results, dominate the choices. Modifying internal processes to suit the
situation are seen as improper and discriminatory by those affected by
the decisions and actions. Here again, where law and order decisions and
revenue collection alone are involved, purely equity-oriented processes
have considerable merit, But when conditions and taks change, and the
results of programmes are adversely affected by standardised and inflexi-

ble processes, their rationale deserves a fresh examination. Most of these

processes and their inbuilt inflexibility arose from traditional govern-
ment functions carried out by central systems. Development programmes
are seldom concerned with these functions. Nor can they be operated as
part.of the central systems of government. They are often field-oriented
activities which succeed only when adapted to varying local conditions.
Political and bureaucratic leaders in LDCs must appreciate these impor-
tant differences and encourage programmes to adopt mternal processes
consistent with their goals and environments.

Four, critical organisational processes ‘which must be adapted for

development programmes to succeed are (a) participation, (2) human re-
source development, (3) monitoring and control and (4) motivation.
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Several other processes, such as budgeting and performance evaluation,
are also at work, but these four capture the essence of decision making
and action in most programmes.

7.2 The Participation Process

In many poor countries, it is not uncommon for facilities and ser-
vices to be created and offered to people, who then fail to use them_
satisfactorily. Many drinking water supply schemes have been set up, but
the women, the traditional water<arriers, do not use the costly pumps
installed by the programme agency. Rural housing is often built which
people refuse to live in. Many factors may be responsible for these
" failures, vet fundamentally the facilities were not designed for the special
needs and problems of the intended beneficiaries. This happens when
decision making processes exclude the participation of those affected
when decision makers asstime that people need certain basic economies
of the services, ignoring the match between perceptions of beneficiaries
and the services and facilities. offered. '

Contrast this with the Japanese practice of extensive consultation
with all concerned when reaching important decisions on key issues,
This process of building a conser sus consumes much time, but once the
consensus is reached, implementation is fast and ef“cirs:. What appears
to be tedious and cumbersome in making - turns out to be
effective in achieving results.

Thus, participative decision making pricesses are often more
effective because they bring about a better “fit” between what benefi-
ciaries want and what the programmes provide. Participation facilitates
implementation because the motivation to build and use the services will
be stronger- when the participants have agreed upon the course of action.
Participative processes improve knowledge about programme service and

strengthen commitment to implementation by the programme staff and
beneficiaries, —

Participation as a Goal

Participation is not only a way to improve programme performance
but also a goal in itself. Many argue that participation should be encour- -
aged because it is essential to human development and self-reliance. All -
development activities, it s argued, must mobilise people’s active partici-
pation. Only then will they learn to do things for themselves and stand
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on their own feet. Poor countries often tend to encourage and perpe-
tuate dependency and subservience through authoritarian government

structures and decision processes. Participation is an antidote for this

and an essential step towards helping people to develop themselves.

_ _Participation can be encouraged in many ways. Individuals can play
decisive roles in key decisions affecting them. Democratic elections are
good examples of this process in politics. Members of co-operatives
which organise economic activities also play a similar role: In develop-
ment programmes, groups of beneficiaries can be involved directly in
planning and implementation, and somei....es they are represented
through local organisations or traditional local structures which have
specific responsibilities within the programmes. Several studies show that
programme outcomes are more successful where local organisations
actively participate.? '

Economic programmes which offer substantial economic incentives
to beneficiaries and whose services are largely standardised can succeed
with little participation by beneficiaries and field staff in decision
making. Social programmes with weak economic incentives and many
local adaptations need much participation. Of course, some participation
is-needed in economic programmes, but the degree of participation and
its relative importance varies. Why is this so? G

Consider the -Rice Development Programme of the Philippines.
When rice farmers found that the new programme would give them
much higher outputs, guaranteed prices and high incomes, they
willingly followed the advice and instructions of the field staff. In-
dividual incentives were ‘strong and individual action was ade-
quate to increase rice output. The fact that farmers did not for-
mally participate in planning the programme or its implementation
did not reduce their response it. Contrast this with the Indonesian
Population Programme. Its early attempt to manage the progra-
mme through a “top down” process soon ran into serious problems;
the response from the rural public began to taper off. When vill-
agers were encouraged to participate in the planning and. imple-
mentation of the programme, public response increased. This social
programme did not offer people immediate economic returns.
Instead it called for changes of attitudes and behaviour by people
who were influenced by strong social customs and values. Their
response could-be changed only through their own communities
" and leaders active in the change process. In this case, participation
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created commitment towards the programme in the communities
and a willingness to generate and share resources. The field staff
also contributed more effectively to the programme as they felt
that they had greater internal autonomy and a larger role than in
other more hierarchically controlled programmes. Working with
rural communities in different parts of a country with considerable
diversity called for responsiveness to local problems and the ability
to adapt the service to local conditions. The decentralised structure
of the programme and its participative process enable the staff to
-'do this effectively.

Why don’t governments encourage the participative process more?
Generally, for three reasons:.

(1} The belief that only those in authority have the knowledge to
plan and act discourages participation. Countries with strong civil ser-
vices steeped in traditional styles of administration find it difficult to
decentralise and share decision making with others. Specialists and
scientists who have joined the bureaucracy strengthen this belief. They
believe that they have the requisite knowledge and that others need only
follow their instructions,

(2) The view that response or action in the field ean be enforced
through the use of authority. is also deeply entrenched in government.
Few recognise that response to many programmes must be generated

- through persuasion, mobilisation of demand and proper incentives. That
participation is a powerful way to generate commitment and response is
too rarely appreciated. *

- (3) Those in authority hesitate to decentralise and let others parti-
cipate in decision making and action for fear that the latter would make
mistakes. No doubt, field staff and beneficiaries will err. However, those
at the top also often make mistakes, especially when they lack the nece-
ssary information and have neither the skills nor the time to adapt pro-
gramme services to diverse environments. Top administrators too seldom
appreciate that beneficiaries and implementing staff are engaged in a
process of learning and that mistakes can be minimised only by letting
them learn by doing,.

Role of Non-Governmental Organisations (NGOs)

Though'many development programmes call for a greater degree of
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beneficiary participation, beneficiaries are seldom sufficiently organised
to participate in decision making and implementation. This happens
when they are too poor and lack organisational and leadership skills, The
programme leadership, working under the governmental constraints, is
often unable to perform its mobilising role. When this occurs, it is appro-
priate to invite NGOs (also known as voluntary agencies) to help mobi-
lise the beneficiaries. NGOs are generally more familiar with local people
and conditions and are more flexible in their internal decision making
processes and structures. They may also be more effective in encourag-
ing the beneficiaries to participate in and respond to the programme.

The adult education programme in ..dia is national programme of
the government where local voluntary agencies (NGOs) were res-
ponsible for local planning and implementation. In earlier years,
when the government directly managed the programme exclusively
through its civil service, progress was unsatisfactory, NGOs dis-
tincly improved the programme performance because they could
make participative processes work locally. Similary, in Mexico, a
rural education programme was successfully organised through the
active participation of village communities and their committees
which supervised the working of their rural schools.

Thus governments should very actively seek the cooperation and
support of NGOs and other local groups in managing development: pro-
grammes which need much beneficiary participation and mobilisation,
especially if the bureaucratic machinery cannot cope with this challenge.

7.3 Human Resource Development Processes

- Two components of this process need to be discussed separately.
First, the human resources for & programme must be identified and
brought on board. This is “selection”. Second, they must be equipped
and oriented suitably for their jobs in changing environments. This is*

their “development’™ process. Both aspects must be organised simul-
taneously. -

Staff Selection

Inflexible, and sometimes unsuitable, government selection pro-
cesses are common in many development programmes. Governments
rarely grant autonomy to their programme managers in selecting staff.
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Consequently, programmes are unable to find the people who can
perform their developmental tasks. However, most successful progra-
‘mmes were allowed considerable flexibility in personnel selection.

Programmes which need diverse skills need broad, open sources of
recruitment. The practice of using “seconded” staff from the parent
ministry runs counter to this. Multiple sources of talent must be
searched to attract different skills. Competent staff are not rare in
government, but processes designed to attract staff only from govern-
ment severely constrains a programme’s search for the right talent. For
example, those who worked on a pilot project and produced good results
are often best equipped to manage a national programme. The selection
process should emphasise the search for the right people for the tasks
rather than to explicitly or implicitly limit the sourres of personnel.

In the Philippine Rice Programme, while extension staff were drawn
from the Agricultural Ministry, special care was taken to give key
roles to the extension technicians who had suceessfully worked and
gained valuable experience in the pilot project. The latter were deli-
berately assigned to train the newly récruited stff of the program-
me. In the Indian Dairy Programme, deputationists from govern-
ment departments were seldom recruited. Most staff were drawn
from institutions relevant to the programme. The most important
of these was the “Amul Dairy™, a highly successful farmer co-
operative which was the model adopted by the new dairy progra-
mme. Flexibility in selection was an important feature of the au-
tonomy enjoyed by the Indian Dairy Board.

Sta ff Development

Selection and training are key processes available to programme
managers to match their staff to tasks. Many programmes fail because no
effort was made ‘to prepare the staff to perform their taks. Even where
staff have been carefully selected, they usually need to be trained and
developed to fit the roles planned for them in the programme. Further,
training is not a one-shot affair, but a continuing activity, because staff
need to be upgraded and re-oriented to the changing requirements and
challenges facing the programme. Top management’s duty is to attach
priority to staff development processes and to ensure that it operates
effectively.
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Three aspects of staff development deserve mention.

“ (1) That training can create appropriate skills and attitudes is
generally understood. Many govenments, however, are reluctant to train
people away from their jobs. While much can be learned on the job,
development programmes invariably call for skills, understanding of new
approaches and different ‘ways of dealing with beneficiaries. A syste-
matic understanding of these skills and attitudes require both specially-
organised training as well as on-thejob experience. One is not a substi-
tue for the other; they complement and reinforce each other.

(2) Training can aid development of commitment, which is an
important motivator' for those working in programmes. The staff deve-
lopment process can be used not only to impart skills, but also to create
-a sense of belonging among the people, pride in their work and a belief
that they are engaged in important nation-building tasks. Programmes
are seldom able to offer monetary rewards in proportion to the results
achieved by the staff. But by strengthening their identification with. the
cause of the programme, their motivation to perform is strengthened.
Thus successful programmes create meaning in people’s lives.

(3) The development and training process should focus on both
the staff and beneficiaries of the programme. They are partners in a
common endeavour. Beneficiaries, when properly oriented angd trained,
can make the tasks of the staff much lighter. Yet this is an aspect of hu-
man resource development which seldom receives attention. Certainly,
organising client training and orientation is more difficult than staff
training. The former are not within the programme manager’s control,
nor are they likely to be a homogenous and pre-selected lot.

Studies of several successful programmes testify to the power of
training. In the Mexican Rural Education Programme, training of
the young instructors: for imparting skills and to create commit-
ment played in important role. In fact, at the end of their training,
candidates who did not measure up to the challenge ahead were
weeded out. Training thus aided selection. In the Kenyan Tea Deve-
lopment Authority, farmers as well as the field staff were trained.
The Authority had its own training schools. In the Indian Dairy
Programme, farmers from different parts of the country were
brought to Amul Dairy as part of an orientation programme. The
Philippine Rice Programme invested heavily in the training of its
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field staff and also organised training for farmers in different
regions. In fact, a common feature of the successful progra-
mmes is the high priority they attach to the human resources deve-
lopment process. The match between the people and their tasks was
achieved through the conscious use of this important process.

1.4 The Monitoring and Control Process

The monitoring and control processes of governments in develop-
ing countries reflect their interest in the observance of procedures and
rules rather than in the achievement of results. Those who monitor and
control programmes are concerned about how money was spent and
whether the proper procedures were followed. Violation of procedures
and norms in vogue attracts censure from those in authority. Lack of
performance, on the other hand, rarely invites penalties. Of course,
procedures are important. However, the processes of successful pro-
grammes focus more on performance and outcomes than solely on pro-
cedures and operational decisions.

Development programmes are field-oriented activities whose bene--
ficiaries ‘and field staff are often scattered over vast areas. Personal
supervision and monitoring by the leadership are difficult. As
programmes and their environments become increasingly complex, moni-
toring and control must become more systematic, but not too complex
for field staff to respord to and understand. Monitoring systems should

be s:mple, compact and yet sophisticated in design. Is this a contradic-
tion in terms?

Simplicity and Sophistication

Systems can be simple, compact and sophisticated at the same
time. A system that can be organised and managed by the peovle who-
furnish the data and those who use the data is simple. Monitoring often
fails when the data requested are too voluminous and complex for those
who have to supply them. If data requirements are not understood
or cannot be easily assembled by the field staff, their response is unli-
kely to be helpful. A compact system implies brevity and precision.
Field staff are busy and often short of resources; their time is best uti-
lised when the information.to be sought is precise and brief. Vague .
questions attract vague replies. Inadequately explained information
requirements tend to be intepreted and defined in diverse ways. Being
precise, clear and brief in seeking information therefore has considerable
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merit. Brief, simple information systems need considerable sophistication
in design. Designing a one-page reporting format is more difficult than
preparing a ten-page one. The choice of data and their inter-relationships
must be carefully weighed. It takes time and thought to design simple,
sophisticated systems that characterise successful development pro-
grammes.

Critical Dimensions: What and How

The monitoring process can help programme managers only when
the information reported is of direct interest to top management, when
they realise what information top management uses.and how it is used.
First, information gathered should be of direct interest to top manage-
ment. When the top managers seek and use information, it gives strong
signals to other members of the organisation. They, in turn, take
monitoring more seriously when they realise that information is used.
The question of who is concerned about information is significant because
it conveys to others the,nature of information being sought. For
example, when programme managers monitor results and the pro-
gress of the key taks assigned to their staff, the latter pay more attention
to these aspects. On the other hand, when the focus is on the observance
of procedures and rules rather than on the achlevement of goals, the
staff will concentrate on adherence to procedures and ignore goal-
oriented performance. Thus whet information is sought makes a diffe-
rence. Third, fiow the information is used also matters. When moni-

toring is not systematic and feedback is not regularly given to those
whose operations are being monitored, the motivation of the latter will
be adversely affected. When programme managers fail to analyse the
information furnished to them or do not utilise the findings i take
appropriate action, those who work with them are unlikely to take
monitoring seriously. Generally speaking, information and analysis of
a post-mortem type, which do not feed back into the decision making
channels of the programme agency, will not be seen as useful by opera-
ting staff. Post-mortem evaluation has its place, but should be distinguis-
hed from managerial evaluation and feedback which is crucial for im-
proving the performance of ongoing programmes. '

The monitoring process works both formally and informally. For
development programmes which operate in difficult environments, field
visits by supervisors for informal gathering and sharing of information
are as important as formal information systems. A difficult environment
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is one with limited communication facilities, and beneficiaries and field
staff whose skills and sophistication in operating formal systems are
limited. Personal discussions. and surveys often generates more useful
insights and understanding than formal reports. As a programme ex-
pands and increases in scope, programme managers may have to depend
more on formal monitoring.’ :

Many successful programmes bear eloquent testimony to the im-
portance of the monitoring process. In the Indian Dairy Develop-
ment Programme, a monthly report from the district union dairy
forms the corner-stone of the formal monitoring process. It is a one-
page report which seeks information on milk procurement, prices,
content, progress on farmer organisations, services to farmer
members, milk processing and sales revenue. The design is simple,
vet extremely sophisticated and provides detailed instructions to
the respondents on how to prepare the report. In addition, the
Dairy Board also gathers regular information on the urban dairies
and the new plants being set up. The Indian Programme gets regular
reports on the functioning of the village co-operatives through the
reports submitted by supervisors who visit the field. Their reports
not only highlight the progress of individual socieities, but also the
problems identified by them in the field. This is an example of
- using informal sources of information, without loading the local
staff with heavy reporting work. Though the information system
appears to be simple, it is efficient, timely and fast in terms of the
feedback given to the constituents of the programme. '

1.5 The Motivation Process

We have already mentioned some relationships among human re-
source development, monitoring and motivation of programme staff. Mo-
tivation is complex and is affected by more than staff development and
monitoring. Traditional government bureaucracies have often believed
in the power of authority to motivate people to get things done. Once
orders are given from above, it is believed that those below would im-
plement them. It is too rarely recognised that different motivators are
often at work in different activities. In economic activities, for example,
economic incentives are often the key motivators. In many organisations,
other motivators such as sfatus ond recognition, participation and
autonomy, and ideological commitment are significant. There is thus a
mix of incentives and factors which motivate the participants in a deve-
lopment programme. ' »
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Nature of the Programme

"‘No standard motivation process or mix of incentives is best for
all types of development programmes. The nature of the programme and
its environment generally indicate which incentives are likely to work.
The incentives that work for the programme staff are seldom appropriate
for programme beneficiaries. Most developing countries have found that
the use of authority is a very poor motivator in development program-
mes. Authority is more useful in regulatory than in development pro-
grammes. In socio-economic development, one must persuade and win
people’s hearts and minds to new ideas, practices and behaviour so
that they eventually perceive these to be in their own interest. Progra-
mmes which carry out economic tasks (agriculture, industry, ete.) can
use economic incentives effectively, as long as a distinction is made bet-
ween motivators for staff and motivators for programme beneficia-
ries. Economic programmes which do not make these dlStlI'lCthl.’lS often
perform poorly.

Social programmes which do not offer direct economic gains to
the beneficiaries can use few economic incentives. Programmes in lite-
racy, preventive health care, family planning, etc., focus on social
change. Their staff need adequate monetary rewards which can sledom
be linked directly to staff performance. Recognition of good work,
creation of commitment, and a sense of internal autonomy to plan one's
own work is likely to elicit healthy responses from the staff. Beneficia-
ries of such programmes are motivated better through participation in
the planning and implementation. Competition between communities
and community pride are often excellent motivators. Individual incen-
tives to motivate beneficicries are usually counter-productive in progra-
mmes which require co-operation among members of the community
and staff. Thus, one 'm_ust carefully consider the nature of the program-
me and its strategy when determining the mix of incentives for motiva-
ting the staff and beneficiaries, One must also often separate the motiva-
tional needs of the staff from those of beneficiaries as well as distingui- -
shing between the motivators available to economic  and social '
‘programumes.

Successful agricultural development programmes almost always
have stable, adequate procurement prices as part of their strategy
to motivate farmers to respond to their services. Farmers generally
ignore programmes with inadequate or fluctuating “farm gate™ pri-
ces. The Kenyan Tea Programme and the Indian Dairy Programme -

173



consider this to be an important incentive motivating their
members, Economic incentives for staff also played a moderate role
in the Kenyan Programme and he Philippines Rice Programme. In
the Kenyan Programme, most staff came from the Ministry of

~ Agriculture and received about 10 per cent more money than at the
Ministry. Those who did not perform well were not fired, but were
sent back to the Ministry. On the other hand, social programmes
sich as the Chinese Public Health Programme do not show any
evidence of motivating their staff and beneficiaries through the use
of economic incentives. Their behaviour was influenced more
through the use of commitment creat:on participation and local
autonomy. In fact the Indonesian Programme discontinued the use
of economic incentives to individual field workers when it was
tound to be counter-productive,

In geperal, development programmes seldom have much flexi-
bility in rewarding their staff monetarily in line with their performance.
This is in contrast to industrial enterprises which reply largely on eco-
nomic incentives and disincentives. Programme managers should there-
fore be innovative in using indirect rewards for their staff. For example,
good performance should be taken into account when promotions are
considered. Opportunities for self-development should be available to
those who perform well. Accelerated ‘increments can sometimes be
offered to deserving personnel. Thus there are ways of providing econo-
mic rewards indirectly even where elaborate schemes linking perfor-
mance to economic incentives cannot be put into effect. Such approa-
ches, reinforced by non-economic incentives such as recognition of work
- and enlarged work roles suitably adapted to the programme setting, can
often motivate those staff who can be motivated.

7.6 Same Guidelines for Programme Managers

The questions below can help programme mangers become aware of
their choices and options when de51gn1ng the internal processes of their
organisations. Using the insights offered in this chapter, additional ques-
tions may be asked and answered in light of the specific contents of each
programme.
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FParticipation

1. Does the parent ministry or programme manager have the know-
ledge necessary to design and implement the programme? If not,
can the participative process be used to improve the strategy and
implementation of the programme?

2. Does the programme service have to be adapted to suit diverse local
conditions? What are its implications for participation?

3. Does public response to the programme call for considerable parti-
cipation by beneficiaries?

4. Is it important to generate local resources to support the program-
me? :

5. Is the creation and strengthening of self-reliance an important goal
of the programme?

Human Resource Development

1. How diverse are the skills and talents needed by the prbgrammes‘?
Can they be found within the government bureaucracy?

X}

" What are the potential sources of staff recruitment?

8. How much autonomy does the programme need to evolve its own
selection process? ' :

5. Is the training process designed to match the people to their tasks?

6. Is training used only for acquiring skills, or also for creating
.~ commitment among staff?

7. Does the process contribute to the development of beneficiaries?
Monitoring and Coritrol

1. Does the process focus on goals and results or on procedures and
operating decisions? o :

9. How well is the information system designed to fit the limitations
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3.
information to improve performance?

4. . Does the monitoring process provide fast feedback to those who
have to take corrective actlon‘?

5. How frequent and regular is the feedback to the field?

6. Is the programme geared to using informal sources of information
in addition to the formal sources?

7. Does the reporting system impose an undue burden on the field
staff?

Motivation

1. Do the monitoring and development processes postively motivate
the staff and beneficiaries of the programme?

2. Is the mix of economic and non-economic incentives designed to -
motivate the staff and beneficiaries?

3. Does the motivation process distinguish between the needs of staff

' and beneficiaries? :

4. Do the programme leaders have the flexibility to adapt its m1x of
incentives to the changing needs of the programme?

5. Does the mix of incentives support the strategy and structure of

of the programme environment?

Are the programme leaders committed to the monitoring and use of

the programme? If not, how should the motlvatlon process be ada-
pted to play a reinforcing role?

176



8
ORCHESTRATION OF CONGRUENCE

In chapter 3, we mentioned that the factors examined in detail so
far work together to produce a “synergistic” effect on programme per-
formance. While each factor alone is important, when there is *‘congruen-
ce”’ among them the programmes perform better. Agricultural produc-
tion was used to show that only the proper combination of inputs (seeds,
water, fertiliser, etc.) yields the most output. Higher output is not
merely due {o the contribution of the individual inputs, but more im-
portantly due to the power of a specific combination of inputs when
matched to the specific conditions of the crop, its soil, etc. The term
“congruence” described this combination. Any reduction in one input
relative to others reduces output significantly. )

In a development programme, interrelationships among its environ-
ment, strategy, structure and processes are similat to the organic rela-
tionships among the inputs of a crop. Having discussed these four factors
in detail, we can now depict strategic management more completely in
Figure 11 than we did in Figure 4.

Figure 11 shows how congruence is achieved by adapting the stra-
tegy, structure and processes of a programme to its- environment.
Environment is the least influenceable of these. The programme lea-

_ders and the government can manipulate the other three within limits.
When they are congruent, their interaction creates synergy which cannot
be explained by any one factor alone.

8.1 The Meaning of Congruence

_Policy makers and programme managers often lose sight of the
‘synergy” phenomenon. Policy makers usually emphasise only one rele-
vant factor at a time. For example, programme design often receives
much attention at one time while decentralisation of structures or moni-
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Figure 11 Tha four factors: linkages and pﬂ.l‘fOﬂ'lllnFl
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toring may receive exclusive attention at another. Each of these may sur-
face as a serious problem on different occasions, What is ignored, how-
ever, is that these must be viewed together with all other factors shown
in’ figure 11. The strength of strategic management lies in its abilitv to
help us see their totality and search for congruent combinations. ;, -~
57
Let us illustrate a congruent combination. Consider a national
environment with diverse types of beneficiaries scattered throughout
a large country. What should be the launched there? Should it attempt to
promote many diverse crops simultaneously? Where the environment is
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diverse, the strategy should first promote a single crop or a few related
crops and expand in phases. The input services for the same crop in diffe-
rent parts of the country may have to be organised differently, testing
them first in the field. The diverse requirements of different groups of
farmers often calls for a decentralised structure. The programme may
have to elicit the response of farmers through an imaginative use of
economic incentives (e.g. remunerative prices). One specific combina-
tion of strategic, structural and process interventions may turn out to
be more appropriate than any other. It would be too difficult to operate
this large programme with diverse beneficiaries with a centralised
structure. A motivation process that ignores economic incentives would
elicit little response -from the beneficiaries. Viewed thus, congruence
among factors crucially influences programme performance. If the com-
bination lacks congruence, excellence in one factor cannot possibly
compensate for the weakness in others. An innovative programme not
supported ‘by an adequate structure will fail. A well-designed structure
lacking proper internal processes will fail too. A decentralised structure
with weak monitoring processes poorly managed, or with untrained or
poorly motivated field staff will also fail. The secret of strategic manage-
ment lies in the “orchestration of congruence”. *

8.2 Congruent combinations: Some INustrations
{

We have discussed many strategic, structural and process interven-
tions. Their proper combination can be worked out only when one
understands the programme goals as well as its environment. In order to
show how congruent combinations vary under different conditions, in
figure 12 we present a simplified, yet suggestive diagram which shows a
few, selected interventions. This illustrates the concept of congruence
without claiming to be comprehensive. The reader may wish to add other
dimensions of strategy, structure and processes and see whether a more

complete and congruent set of interventions could be identified for each
of the quadrants of the diagram.

Programme Typws
First, our diagram divides programmes into four categories. Pro-
grammes are classified according to “goals’” as well as their “environ-

mental complexity” Goals may be primarily economic or social. Pro-
grammes with mixed goals are not shown here. Some programmes have
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Figurs 12 Congruent combinations
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a single goal, others have multiple goals. The diagram, for the sake of
simplicity, divides programmes into two extremes in a wide spectrum of
goals. Complexity increases as one moves from single economic to
multiple social goals. '

Irrespective of goals, the environmental complexity varies. High
diversity, uncertainty and scope add to environmental complexity, as
discussed in chapter 4. Though many shades of complexity exist, we
have illustrated only two, “high” and “low” complexity. The two di-
mensions of environmental complexity and goal complexity give us four
categories which we shall call types A, Z. " and D). Type A programmes
have simple environments and a single economic goal. Type B progra-
mmes also have a single economic goal, but are environmentally
complex. Type C programmes are environmentally simple with multiple
goals. Type D programmes have multiple social goals and high environ-
mental complexity. :

Though these seem abstract, it is easy to find real life examples.
Thus, many small single-purpose economic programmes operating’ in
limited and homogeneous regions come close to type A (road develop-
ment, electrification, etc.). National programmes focusing on specific
commodities and operating in diverse, unstable environments corres-
pond to type B (programmes for wheat, cash crops, small industry, etc.).
Local or regional integrated development programmes offering multiple
social services resemble type C (small urban or rural development pro-
grammes). Extremely large national programmes for integrated rural
development operating under diverse conditions fall under type D.
Therefore, we can relate the congruent combinations shown against the
four types of programmes we see around us. )

Figure 12 shows only three interventions in each programme type
though many others might be considered®. These three interventions
illustrate how congruence leads to good strategic programme manage- . -
ment. The logic applied to their congruence can be-extended to other
interventions as well.

Some [llustrations

Assume that type A is an agricultural development programme. A
" single economic goal implies a sharp focus as in programmes for single
commodities, such as rice, wheat, etc. Environmental complexity (diver-
sity, uncertainty and scope) is low. This would occur where there is
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little diversity among farmers, fairly stable conditions in cropping and
the programme covers only a small region. Low environmental compl-
xity allows management to adopt a single standardised service to inte-
grate the required inputs for the farmers. Service can be standardised
where beneficiaries face similar problems. If, instead of a crop, the pro-
gramme focuses on a single task such as extension or credit, the same
logic applies. Extension services, too, can be standardised when farmers
face similar problems. This strategic intervention fits the programme
goals and environmental conditions.

A functional structure fits a single, standardised service, The basic
functions supporting the service are the main consideration in structuring
a programme agency. Multiple services usually require other structures.

The limited role of the participative process reflects both the stra-
tegy and structure. A standardised single service and low environmental
complexity imply that planning and implementation can be centra-
lised. Beneficiaries usually respond to economic incentives even if their
participation in the programme’s decision making is limited. In other
words, while participation is valuable in itself, the economic programme
will probably succeed even if participation is limited. The process inter-
vention indicated against type A is therefore consistent with the other
two interventions discussed above.

Any departure from these three interventions could be shown to be
too costly or inefficient for the programme. Thus matrix structures,
which are often difficult to manage, are rarely needed by programmes
offering a single service. Multiple services designed for different groups of
farmers are unnecessary when diversity among them is low. The
congruent combination indicated for type A, therefore, is optimal (effi-
cient) from the standpoint of performance.

The combination of interventions for type B is distinctly different
_from type A. While the programme goal remains the same, type B’s en-
vironmental complexity is higher. The strategy intervention is a single,
but differentiated service. This can be interpreted as follows: bene-
ficiaries are more diverse in type B. Services must be adapted to local
conditions. The service is thus differentiated according to the needs and
problems of different groups of benficiaries. A standardised service
would simply fail to meet the requirements of all but a few beneficiaries.
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The need for local adaptation and the increased scope of the pro-
gramme (e.g. national scope) call for a more decentralised structure be-
cause many decisions willdhave to be made in the field. The organisatio-
nal structure therefore approximates a matrix or network form. Joint
decision making, problem solving and action rather than the use of
hierarchi¢al control become necessary to implement the strategy. In
‘turn, this implies the participation of beneficiaries in decision making
and action, and the recruitment of staff willing to take initiatives.

Again, this set of strategic, structural and process interventions is
~congruent. The structural and process interventions shown against type
A would have been too weak for type B, given its environment and the
need to offer differentiated services. For example, increased decentra-
lisation and reduced participation would be incongruent and hence
inefficient for achieving the programme goals.

Types C and D have multiple social goals. A comparison between
the two shows how, as environmental complexity increases, the need to
differentiate multiple social services and adopt a decentralised network
structure becomes imperative. These interventions in turn must be re-
inforced by strong participative processes. This is illustrated in large
integrated rural development programmes. The larger the geographical
coverage, the more necessary it is to adapt these services to diverse local
conditions. Planning and delivery necessitate collaboration among se-
veral organisations, possibly both public and private, ‘with no single
agency fully controlling the entire range of tasks. Only if decisions and
actions ‘are taken participatively, can the programme goals be achieved,
The interventions required by type D are distinctly different from those
in type A. Each set must be congruent with its environment and goals,’

We cannot, therefore, prescribe a standard set of management inter-
ventions for all types of programmes. The trick lies in finding a combina-
tion that matches the programme objectives and environment. The fit
creates congruence. ' :

As the environment or programme goals change, new interventions
are needed. The questions about congruence must be asked again, In
~othef words, congruent combinations do not last forever, When condi-
tions change, the search for congruence must start afresh. -
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In this chapter we have discussed the most critical aspect of strate-
- gic management; the orchestration of congruence. In preceding chapters,
we offered several guidelines on strategic management. Unfortunately,
no simple guidelines can yet be offered for orchestrating congruence.
Putting the components together is facilitated by an understanding of
environment of the programme and the nature of the objectives. Ques-
tion which help create congruence include:

1. How well do the strategic, structural and process interventions fit
the environment of the programme?

2. Is there any evidence of inconsistency among the different inter-.
ventions? ' - '

3. Are there any major changes in the programme environment that
necessitate redesign of any of the interventions?

4. Is the programme or government leadership committed and stable
enough to facilitate the orchestration of congruence?
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PUTTING _STRATEGIC MANAGEMENT
INTO ACTION

How does a.programme manager put strategic management into
action? Both policy makers and programme managers are bound to ask
this question if they are convinced about the practical value of strategic
-management. The way this approach will be introduced depends on
each programme’s unique setting. Thus, a standardised manual is neither
feasible nor likely to be of much value. It is useful, however, to highlight
some important areas of early action that practitioners should bear in
mind when they plan to iniroduce strategic management.

These are presented below in two sections. Section 9.1 suggests
ideas and experiences of interest mainly to those in charge of designing
and organising new programmes. Section 9.2 focuses on existing pro-
grammes that can still be improved if their management and co-ordina-
tion is re-examined in the light of what has been discussed in this book.
‘These guidelines are not to be confused with a step-by-step sequence of
what managers should do. Rather, they should be treated as the critical
actions and moves to be initiated by policy makers and managers in
order to make strategic management work. :

9.1 Preparing New Development Programmes
Strategic Thinking Precedes Project Formulation

Strategic management should begin when a programme idea is born.

It may be too late to think about it when a programme is already under

way. However, this error is common in development planning. Progra-

mme formulation should be seen as a key part of the strategic manage-

ment process. Programmes which are uncritically imported or formulated
as mere techno-economic packages will probably be redesigned consi- -

derably if only the questions raised in the preceding chapters are asked
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adult education, nutrition, etc. A programme manager could avoid this
pitfall by taking time to understand the forces operating in his environ-
ment including the motivations of the key actors and groups (e.g. bene-
ficiaries, local leaders, etc.) likely to be affected by his programme.
Strategy formulation should not be viewed as a purely technical exer-
cise or as a task to be left to a set of specialists who are not sensitive to
what goes on in the programme’s environment. Of the different elements
described in chapter 4, the motivations of the beneficiaries and the staff,
and the constraints imposed by the governmental structures and decision
making processes, should be considered very early. Equally important
is the careful assessment of the actors who may have either positive or
negative impacts on the programme. The strategy must suggest how to
influence these actors to support the programme. The programme mana-
ger should use both formal and informal ways of probing the environ-
ment and cultivate this skill in his team mem bers. '

While staff support can aid environmental analysis, the top manage-
ment of a development programme should be continually sensitive to the
environment and regard its interpretation as a key task. For example,
sensitive political changes or shifts in political or bureaucratic coalitions
in the national environment may have implications for a given pro-
gramme. It is the programme leader who is more likely to sense such
changes and their potential impact on his tasks. Younger staff members
may or may not always be sensitive to such environmental changes or
adept at proposing strategic responses to these emerging developments.
Strategic management should not be viewed as the work of a specialised
unit. It properly belongs to top management. ‘ '

Pilot Praject

When formal and comprehensive analysis of the environment is not
feasible, a pilot project is usually the best way to acquire environmental
insights. Here, the emphasis should be on initiating pilot projects at the
veyy outset and building their lessons into the programme for replica-
tion. Where this is not possible, pilot experiments should be undertaken
after the programme starts. The understanding and insights generated
by them can still be fed into the ongoing programme. Pilot project
experience often already exists, in which case the manager should learn
from it. Failure to integrate the learning from pilot projects has been a
major problem in many countries. Programme managers should certainly
. try to recruit persons who have played key roles in successful pilot pro-
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jects, as this is one of the most effective ways of learning from these
experiments. ’

-However, one pitfall is to be avoided: do not assume that the pro-
gramme can be managed in the same style as the pilot project. The
pilot project may have benefited from particularly favourable material
and staffing conditions or paid special attention to project monitoring
to make it successful, Learning from pilot projects also includes review-
ing such special conditions. The question is: will it be possible to create
the same or similar conditions for the whole programme? What needs to
be done to create such conditions? If not, what adaptations or innova-
tion responses are needed?

Pimsed Replication

A frequent error is to expand a programme without realistically
assessing the problems of managing fast expansion. A phased plan for
expansion facilitates strategic management because programme mana-
gers then have an opportunity to learn and absorb as they move along.
Simultaneous expansion all over the country can hurt this learning pro-
cess a great deal. Political leaders are seldom sensitive to the risk of fast
. expansion. It is the duty of programme managers to make them aware
of such risks and persuade them to avoid the *‘grand slam” approach.

Autonomy Appfopriate to the Programme’s Tasks

Once the objectives are known and the complexity of the environ-
ment appreciated, a programme manager should assess the degree of
organisational autonomy his programme agency requires. Admittedly,
this is easier to do in new programmes. In ongoing programmes, the
pattern is set and change is more difficult. But.even in new programmes,
managers are often reluctant to raise the question of *‘autonomy’’. This
may ‘be a serious mistake. When a programme is being evolved, a progra-
mme manager can often influence his ministry’s thinking on autonomy
by demonstrating how limited autonomy can reduce the programme’s
performance and success. Certainly, the early planning phase is the right
time to seek autonomy. If the manager fails to get the
autonomy he sought, he may have to work towards earning it, as explai-
ned in chapter 6. The point to remember is that the question of auto-
nomy should be raised well before the programme d951gn and structure -
are frozen, not afterwards.
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9.2 Applying Strategic Management to Ongoing Programmes

Clearly, applying strategic management is an-uphill task for a
manager who takes over an ongoing programme. He has inherited strate-
gies and structures. Work habits and practices are difficult to modity

" overnight. Needless to say, if an ongoing programme is in serious trouble,
a new manager may well be given adequate powers and autonomy to
redress the situation. But even where this flexibility is not granted, pro-
gramme managers can do several other things to pave the way for .stra-
tegic management. '

Operational Versus Strategic Management

In theory, there should be no conflict between strategic and opera-
“tional management, the latter being used to implement strategy and
monitor the everyday course of a development programme. In practice,
however, many senior administrators and managers are totally absorbed
by the course of operations. They claim that they have little time for
strategic management. In reality, their problem is that they spend too
much time on operational problems. They usually argue that middle
managers and officials at lower levels are neither competent nor motiva-
ted to make the right decisions. The answer lies in strengthening the
skills and motivation of the staff through training and development.
When little attention is given to equipping people to perform their tasks
well, it is not surprising that they are unable to discharge their duties.
This important area in programme management deserves urgent atten-
tion. Top managers will be abel to devote more time to issues of strate-
“gic management only when they develop their subordinates and delegate
operational decisions increasingly to them.

Strategic Audit

It is often possible to initiate a formal comprehensive review of
an ongoing programme to identify and evaluate strategy that has been
followed since programme inception and propose changes in strategy and
in the management system of the programme. Such a strategic audit’
might follow the line of thought presented in this book, using the ques-
tions given at the end of chapters 2 to 8. In any case, the programme
goal and objectives, environment, strategic choices, resources, organisa-
tional structure and internal processes must be reviewed.
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This might be time-consuming and techmcally difficult. Also, poli- .

tical objections may be raised and resistance to change found among the
managers who have developed certain habits and who might think that
* strategic management would demand more than their competence and
commitment permit.

There is, therefore, an important question of tactics: how shoulda . .
strategic review of a programme be started so that it has a- good chance

of success right from the start? In particular, programme managers
must consider the attitudes and policies of government as well as the
experience and attitudes of the managerial staff. Thus, there might be
situations where a strategic review of an ongoing programme should
start from the outside, e.g. by appoigting a review committee to examine
the facts, inerview all people concerned and come up with concrete
proposals for changes. However, such external review committees might
often be perceived by the programme managers as too administrative a
tool for solving complex technical and human problems, and even good
review reports may be given no follow-up. Initiating a strategic review
from the inside with the active participation of the programme manager

may be a more viable approach. The group should start by identifying '

the key problems faced by the programme and the causes of deficient
performance. This tends to be more effective for three reasons: (1) the
analysis can be concrete, starting from the problems faced by the staff
in everyday operations; (2) it can be an impotant learning exercise, since
analytical, planning and other skills of managers will increase during the
exercise, and (3) it generates more commitment to applying and utilising
new ideas and proposals thus developed than would be the case if the
proposals came from an external body known to the managers concer-
ned only through a few interviews.6

If inadequacies in strategic management are identified, the pro-
gramme manager should initiate action to inform, educate and influence
the key actors in his supervising ministry and other collaborating
agencies (if he has to manage a network structure). This has to be done
tactfully, in both formal and infbrmal ways. Obviously, the ability to
build relationships. and demonstrate.how common (shared) goals could
be achieved through the proposed changes will come in handy at this
stage. This applies particularly where a programme manager has to
achieve his goals through collaboration with a network of agencies. A
great deal will depend on how much bargaining power or clout he has
vis-a-vis his ministry and other agencies.
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Step-by-Step Approach ro Cizanges

Where reforms are necessary and feasible, the wise manager does
not start with the most difficult and complex changes. Resistance and
organisational problems will be more severe here. Instead he should
attempt to introduce simpler performance inducing changes. For
example, iniiiating a participative planning process with the staff or
introducing a simple, yet regular monitoring system may help to build
confidence and credibility, and in the process prepare the ground for
more complex changes necessary for strategic management. This means
that while the programme manager needs -an over-all concept of the
directions in which the programme should move, he is prepared to feel

his way through, for tactical reasons. This approach may take conside-
rable time in the case of complex ongoing programmes.. But this
approach is likely to be more rewarding than attempts to rush in with a
formidable set of drastic reforms. In the final analysis, it is the progra-
mme manager in consultation with his ministry who should decide on
the alternative most appropriate in his situation. '

Workshops and Seminars

Many managers of development programmes have never had an
opportunity to exchange experience about strategic management with
their peers and learn about new trends in the practice and theory of
strategic management in training workshops and seminars. In general,
more such training is needed in most developing countries. However,
general lectures and discussions, based on foreign materials and experi-
. ence, are not enough. Wherever possible, strategic management work- .

shops should be tailor-made and pay considerable attention to the speci-
- fic problems that exist in given programmes. Theoretical knowledge can
also be provided, but this has to be related to concrete problems faced
by the managers involved. The managers’ active participation is to be
encouraged; it may well be that such a workshop will become an effee-

tive starting point for an internal strategic review of an important deve-
lopment programme.

Using Consulrants

Training efforts.can be coupled with consultancy on strategic mana-
gement. Sometimes, consultancy may be the hest starting point, especia-
lly if the top management is convinced of the need to introduce stra-
tegic management. Often, a ‘combination of consultancy and training

191



turns out to be a powerful tool. Consultancy should not be viewed as
a mere “design job” with the consultants disappearing as soon as the
report is finished. Consultants should see through the critical phase of
implementation and assist in resolving issues and providing training
support wherever necessary. While this approach is well known in
industry, in development programmes consultancy is often viewed as
a one-shot affair. Hence the need to emphasise the continuing and
supportive nature of the wole consultants ought to play in the develop-
ment context. Management schools and consulting organisations must
both recognise this requirement and assist programme leaders in app-
reciating the importance of this approach.

However, not all consultants fully appreciate the special problems
of managing development programmes, and there is an urgent need to
train more consultants who do. Thus, programme managers who decide
to invite consultancy organisations to help implement strategic manage-
ment should carefully specify their requests and screen the proposals to
ensure ‘that the consultants are fully competent, both in strategic mana-
gement and the problems of development programmes.

9.3. Taking Action

This book has been designed to help' programme managers think
about and practise strategic- management. They should therefore view
training, consultancy, internal reviews and audit exercises as useful steps
that lead to action. It is important, therefore, that they are clear in their

- own minds as to how interventions should be planned and sequenced
to achieve this goal. A programme leader who is ready to initiate the
progress of strategic managent should ensure that his team of managers
are active, committed participants in this endeavour. Where the initiator
or change agent is not the programme leader, he must take special care to
win the commitment and full participation of the programme leadership,
including managers at all relevant levels, The workshops, training
programmes and consultancy activities, and other joint exercises referred
to in earlier sections, are experiences which the entire team should share
together. The very process of sharing these experiences helps improve
mutual understanding and committment to shared goals, clarifies broader
constraints and provides a_ common language and mode of thinking
which facilitates communication.

" The programme leder and his top team should view the exercise as
one of leaming by doing. The guidelines and criteria in this book are
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SELF ASSESSMENT QUESTIONS

What type of organisational structure is essential to ensure the stra-
tegic management of development programmes?

What are the process interventions which a prolect manager should
be aware of?

What is the significance of congruence in the strategic management?
What steps should be taken to put strategic management in action?

What are the advantages and limitations of strategic management
in education projects in Pakistan?
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Appendi:: 2
Glossary of se}e_cted
strategic management terms

Autonomy: the degree of freedom a programme agency enjoys from its
parent ministry/development in important areas of decision making and
action, such as internal fund allocation, operational plans for service deli-
very, recruitment, remuneration and'promotion of personnel.

Demand Mobilisation: the use of media, incentives, parficipat.ion and lea-
dership to make beneficiaries and the general public aware of and utilise
a programme. This implies the use of financial, phvsical and human re-
sources to provide services to meet mobilised demand. ’
Dominant Goal: a clear, weli focused, major objective of a pingramme
expressed in qualitative and quantitative terms.

FEconomic incentives: include the economic and non-economic benefits
and bonuses available to staff members and the prices paid to suppliers.

Effective Autonomy® the degree of autonomy an organisation actually
enjoys, which may differ from that defined in its legal charter.

Environment: . those forces outside a programme which create oppor-
tunities for, as well as constraints on, its growth, Forces inside an
organisation’s boundaries are generally subject to management control.
Important forces outside its boundaries, in its environment, can only.
be influenced, or if not influenced, must be understood and appreciated.

Functional structure: where an organisation’s tasks are divided according
to its functions and these tasks are integrated hierarchically and per-

formed according to rules and authority.

Information systems: the procedures for reporting, monitoring, and for
reviewing and controiling the achievement of objectives.
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Matrix structure: a form of organisation designed to focus on both
diverse outputs or services and the functions relevant to them. Under
this arrangement, many members of staff simultaneously report to
two bosses. Thus there is a dual authority (control) structure.

Network structure: where several public or private agencies must for-
mally collaborate to achieve common goals, but where the lead agency
cannot exercise direct hierarchical control over participating agencies.
Sources of influence used to achieve collaboration include joint planning
" and review of activities, control over budget (resource allocation) and
common membership of committees.

Nominal autonomy: the legally defined extent to which an organisation
can depart from the norms and practices of its parent organisation.

Organisation structure: the durable arrangements within a programme
~ agency by which it performs its tasks: These include the distribution

of authority and responsibility, the reporting relationships and the co-
ordinating machinery. :

Organisational processes: the instruments for influencing the behaviour
of staff and beneficiaries of a programme. These include the goal setting:
and resource allocation (budgeting) methods, the monitoring, evaluation
and control processes, the human resource development (selection and
training) systems of a programme, and the motivational processes (use
of incentives, creation of commitment).

Personnel selection and development: the process of attracting the best
available people, hiring them and training them to do their jobs as well
as possible.

Pilot project: a small project undertaken to test and adapt a develop--
ment approach to a particular social and geographic situation.

Sequential diversification: a strategy under which the programme starts
with a single service and subsequently moves into. other services. This
reduces managerial complexity and is a good strategy, especially when
services are diverse, unrelated and difficult to measure.

Source of influence: the groups of people or organisations that, pro-
gramme managers can count on in getting laws changed or funds alloca-
ted. ) '
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Strategic management: the inter-related top management interv.entlons
which provide the framework for operation decisions and actions to
accomplish programme goals.

Strategy: the set of long-term choices the programme leaders make in
terms of goals, services, policies and action plans. -

¥

Structural differentiation. dividing organisational tasks/functions into
manageable components.

Structural intergration:
~ tasks or components to
Or agency.

putting together the differentiated organisational'
achieve the over-al objectives of the programme

Technological change: The process of improving the way activities are
performed and the way tools, methods and equipment are employed.
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A WORD TO THE STUDENTS

Project monitoring and evaluation are important aspects of project
management. Lack of proper monitoring of development projects, parti-
cularly in education sector, have resulted in partial or total failures of
projects to achieve the objectives for which they had been undertaken.
Over—un in cost and time estimates in education projects have been so
common that their occurrance neither surprizes any -one nor are they

. considered anything unusual happening to a project. This block of the
units 12 & 13 is intended to provide the project managers with useahle
guidelines on monitoring and evaluation of projects. '

- While studying these units, the students should, howevey, bear in
mind that originally the contents were produced for the agriculture and
rural development projects. It is, therefore, for the student to discover
for himself the elements in education projects which are identical with
the projects referred to in the text of these units. So far as the methods
and techniques of project monitoring and evaluation (such as the logical
framework; project evaluation models: selection of indicators for moni- -
toring and evaluation; sources and methods -of data, their analysis and
presentation) are concerned they Have a universal- application in the
world of projects. The student will find no difficulty. in using them in
education projects, ' )
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OBJECTIVES

After studying this ﬁnit the student will be able to:

1.

2.

elaborate the basis of project monitoring and evaluation,

explain the roles of monitoring and evaluation in project

. management,

formulate objectives and identify indicators for monitoring
and evaluation of projects,

identify sources of data required for monitoring and evalua-
tion of projects,

discuss the role of direct observation in project monitoring and
evaluation.
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PART 1:

THE FRAMEWORK FOR MONITORING AND
EVALUATION OF AGRICULTURE AND RURAL
DEVELOPMENT PROJECTS

1.1 Introduetion

This Handbook has been prepared in conjunction with Guidelines
for the Design of Monitoring and Eval: “on Systems for Agriculture and
Rural Development Projects. In the Guidelines, issues of significance to -
the establishment and operation of such systems are introduced without
elaboration: This Handbook provides further discussion of these issues
and sets out recommendations for dealing with them.

The Handbook is directed primarily to those working within a
specific proje‘ét,.whose task it is to operate the monitoring and/or evalua-
tion systems, and secondly to those responsible for management of the
_ project so that they may better assess what they can expect their
monitoring and evaluation operations to provide.

With this as the aim, one constraint becomes immediately apparent;
while the correct structure of the project management team, and its rela-
tionship with the monitoring and evaluation staff is of prime importance
in most instances, those using the Handbook will be faced with a situa-
tion where these issues have already been decided. Some adjustment may
be possible as the project gets under way, but it may be difficuit either
to alter the management structure or to make a substantial realignment
of the monitoring and evaluation staff within that structure.

Another major concern is the role of evaluation in assessing manage-
ment performance. Once again, a Handbook addressing evaluation in a
project specific context can offer little discussion of this for the assess-
ment of individual performance is carried out elsewhere; and compari-
sons across a set of projects or assessments of projects against the natio-
nal -development programmes will be part of a central evaluation effort
that may or may not include responsibilities for individual project eva-
luations.

Moreover, recommendations for the collection of baseline data

before project implementation are better Jdirected to those responsible
for the preparation of projects, than to those whose first contact with
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the project is when implementation is beginning.

These issues cannot be entirely ignored, since activities have to be
considered in their overall framework. However, they are often addressed
in a warning context. Given a particular management structure and loca-
tion of the monitoring and evaluation staff, the objectives of the latter
must be set accordingly. In particular, attempts to remedy the lack of a
pre-project data base in the early days must not absorb-such a propor-
tion' of the resources available that the current information needs of
management are neglected. .

Because it is oriented towards a wide readership, the Handbook
includes some elementary (but fundamental) material, The experienced
“ practitioner may find some sections redundant or repetitive, but it is
hoped that the Handbook’ will be “consulted’” as well as “read”.

As the title indicates, the Handbock addresses agriculture and rural
projects. These encompass a wide range of project types, but there are
common features for which general monitoring and evaluation principles
may be developed. These are

B - The target population is the rural population (or part of it) within a
specific area of a country;

b.  The impact is generally to be achieved by providing an impetus to
change in farming patterns or farmers’ response to perceived con-
straints, so as to alleviate these constraints. (Other components may
be included with this main focus, but rarely in isolation of it);

c. The majority of the intended beneficiaries are usually drawn from
the small farmers of the area (by definition in the case of rural deve-
lopment projects, but in relative terms this applies to many agricul-
tural projects also), but general change at the community level is
also commonly envisaged ;

d.  Although the technological package supplied may be well proven—

- both expefimentally and in terms of experience—in other areas, the
" response of the recipients in a particular case cannot always be pre-
dicted with precision in advance of project implementation; and

e. The intended impact may be obscured in the short term by natural
and man-made phenomena outside project management control,
which may have larger effects than the project, ;

Viewing the project objectives as a sequence, shown below, will

assist in distinguishing between the functions of monitoring and evalua-
tion, . ' ’
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The immediate objective is to provide inputs thét are necessary to
achieve agriculture and/or rural development.

Example: Inputs may be provided in the form of a physical facility
such as an irrigation system or health clinic, advice which the bene-
ficiaries are to be encouraged to adopt, or supply of such services
as credit, fertilizer, water supply, medicine, etc.

1t is expected that the use of these inputs will result in outputs by
the project beneficiaries.

Example: In many projects the outputs are in terms of crop or live-
stock production but outputs may also be skill acquisition, larger
school attendance, greater use of health facilities, etc.

These outputs will, in turn, generate effects amongst the tarpet
population.

Example: Commonly, the effect will be change in income and ex-
penditure levels and patterns but health and other social conse- -
quences may also be expected.

Finally, these effects will have an impact on the soc1al and econo-
mic life of the commumty

Example: As a result of improved incomes, services may develop in |
the area providing wider income and employment opportunities, or,
as a result of better health and education, the general quality of life
may improve,

Effects and impact shade into each other; the difference is largely

one of degree along three dimensions; namely, time, scale, and scope.
Effects will show through sooner, apply to the direct beneficiaries and
relate to specific aspects of rural activity. The impact measures the final
total result, taking into account direct and indirect effects and allowins
for diffusion and imitation that produce changes in the community as a
‘whole. : :

Physical inputs and outputs are measurable, at least in theory. The

effects and impact, however, are not only difficult to measure but may
not easily be attributed to the stimulus of the project. The project design
will have adopted certain ‘reasonable’ assumptions regarding the likely
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effects and their causal links to the project, but these require constant
review in the light of developments during actual project implemen-
tation. ‘

Monitoring and evaluation systems must be designed to reflect the
achievement of these project objectives as expressed in targets to he met
over time. Imprecise targets to be achieved at indeterminte times will
lead to loosely-defined monitoring. However, a balance must be main-
tained; precision must reflect what is, possible. There is a danger that
excessive precision of targets and timing may lead to an excessively large-
scale data collection effort. This effort will not usually be cost effective
in terms of its contribution to decision-taking.

The costs of the monitoring and eyaluation effort must be related
to the likely returns in improving implementation and the spin-off
e fects in improving the design of follow-up of similar projects.

1.2 Monitoring and Evaluation: The Basic Framework

‘The monitoring and evaluation functions are related but distinet.
Meonitoring is the provision of information, and the use of that informa-
tion, to enable management to assess progress of implementation and
take timely decisions to ensure that progress is maintained according to
schedule. Monitoring assesses whether project inputs are being delivered,
are being used as intended, and are having the initial effects as planned.
Monitoring is an internal project activity, an essential part of good mana-
gement practice -and therefore an integral part of day-to-day manage-
ment. Fvaluation assesses the overall project effects, both intentional -
and unintentional, and their impact. It involves comparisons requiring
information from outside the project either in time, area, or population.
The relative roles of monitoring and evaluation will vary with the type of
- project. The supply over a wide area of a well-proven package dimed at a
specific crop or farm activity needs careful monitoring, but possibly less
emphasis on evaluation. An innovative, but small-scale, project may be
easier to monitor, but evaluation will be both difficult and critical.

The initial steps for designing monitoring and evaluation systems
are '

a. A review of the project objectives in order to systematize them
according to the sequence indicated in Section 1.1 above; and

"b. Identification of the users of both the monitoring and evaluation
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information. For monitoring, the users will be the hierarchy of pro-
ject management. The type of information transmittal will be
geared to the needs of each level of project management. The users
of evaluation analysis range -from project management through the
responsible directorate/ministry, to the national planners.

Evaluation will draw on the data generated by the monitoring sys-
tem to help explain the trends in effects and impact of the project. Data
generated by the monitoring system will help to explain the trends in
effects and assess impact of the project. Monitoring data may reveal
- significant departure from expectations which may warrant the under-
taking of an on-going evalugtion exercise to examine the assumptions
and premises on which the project design was based. Such a review, as
also 'in the case of ex-post evaluation, can be of great value to sectoral
management in its policy formulation role.

Monitoring must be integrated within the project management
structure; but evaluation-with its wider horizons requiring comparative
~ information is not necessarily such an integral component. A central
evaluation facility may be justified on the grounds that:

.a. The demaﬁding' professional skills required to interprét evaluation

data are either unavailable or uneconomic for each project indivi-
dually; :

b. The data needed extend from before a project is initiated to a
period long past its completion; and

c. It is necessary to have comparable data from within and without
the project population to achieve some form of rudimentary con-
trol comparisons.

Although the design and analytical facility for evaluation may be
centralized, the data collection resources within a project will be used to
provide much of the required data. If the same unit is collecting data
both for eventual evaluation and for quick, timely monitoring of the
latter must not suffer due to the greater demands of the former.

1.3 Monitoring and Management
Within the project the primary need is to monitor progress. Given
that the project has been carefully appraised. i.e., that there is a stronga

priori assumption that certain stimuli and inputs will achieve certain
outputs, effects and impact, the role of management in the early imple-
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mentation phase is to create the conditions that will allow this chain of
events to occur. '

In the early years of project implementation, the emphasis will be
on monitoring the physical and financial progress and the delivery of the
inputs to the intended recipients. The main source for this aspect of
monitoring is properly organized project records. The other concern of
management, at this stage, is the use to which these inputs are put and
the reaction of the recipients. - '

Adoption rates, and more importan{, repeat adoption rates, give
management a strong inference whether the project is succeeding or not.
Information on the recipients’ attitudes and perceptions is important in
order to explain any departure in response behavior to that postulated in
the project design. Such unpredicted behavior may determine the success
or failure of the project.

, The information required for monitoring of project implementation
‘does not require complex data systems. A monitoring system will exist
even if it is merely a subjective accumulation of impressions by project
staff. If common sense rules of good standard management practice are
adhered to, the monitoring system can be limited to the minimum of
"parameters to be recorded regularly over time. The goal is to make the
data collection, summarization and presentation of the information to
the decision-makers. The need for recording of progress by project with
their subjective impressions is not replaced by the existence of a moni-
toring unit—rather, such reporting is an essential source for the system.

Once management has satisfied itself that the delivery system is’
working, its attention should shift to the outputs generated;i.e., are they .
materializing according to expectation? Focus on output measurements
must not, however, be at the expense of monitoring the input delivery
system. The measurement of outputs is more properly a function of eva- -
luation, for identifying trends is not an easy task in view of the exo-
genous influences at work, and is often impossible without an extended
time-series over many years. Nevertheless, management will need esti-

mates of production, and the means of obtaining them is discussed later
in this Handdbook. _ '

The key to successful monitoring is the provision of regular, timely,
decision-oriented information to the project management. This can be
achieved if the necessary staff are in place early, are seen to be part of
the management team, and are given guidance on the priority informa-
tion needs of management. '
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1.4 Evaluation: An Assessment of Results

Evaluation aims to determine whether the project objectives set in
terms of expected outputs, effects and impact are being, or will be, met. -
This leads to an assessment of the results achieved, and the lessons to be
drawn for future improvements in a later phase or in similar projects
. elsewhere.

. Output levels are a measure of the result of the inputs utilization by
the beneficiaries. If the changes in outputs are considereable, they may
be detected even during the implementation phase of a project. In other
cases, the effects, for example, on health, arising out of the provision of
health services as an input, may not be quick to appear. And the impact
of such effects on the general quality of life of the community will, in
most cases, be a slow-developing process. An evaluation system will re-
quire the development of a series of data commencing before the project
is implemented and continuing well past the completion of the imple-
mentation period. Unlike a monitoring system with its emphasis on rapid .
assessment, an evaluation system requires a longer time span before even
tentative conclusions can be drawn.

The extent to which even moderate variability can affect the
picture is not always app: >ciated. The following example shows how it
might operate, by simulating three sets of resuits obtained by subjecting
an underlying simple linear trend to random variation. The trend is from
1,000 to 2,000 over five years: the variability used in the simulations is
normal (in the statistical sense) with a standard deviation of 15 per cent
of the trend values. The three series were the first obtained; there has
been no searching for extreme patterns.

Table 1: Random Variations About a Trend

Year Trend Simulations

: 1 2 3
0 1000 950 . 632 1163
1 1200 1170 1284 1423
9 1400 1213 1522 1316
3 1600 1596 1714 1748
4 1800 1942 ~ 1945 1498
5 2000 1658 2192 1668
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The simulations are equally likely, and all assume that the underly-
ing trend is in fact taking place as the basis on which randowm variation
is imposed. Suppose, however, that three project areas all had the trend
figures as annual targets, and that they produced the series shown above
as their results. Would they be regarded as equally successful? It is impor-
tant, therefore that the role of natural variability should be considered
before any hasty ‘conciusion about relative performance are drawn..

Evaluation will go beyond quantifying changes that occur to an
assessment of the contribution. of the project in achieving them. But the
project area and the beneficiaries are subject also to exogenous influen-
ces beyond the control of the project, these are unpredictable in their
timing and magnitude. Therefore, establishment of causality between
project inputs and the effects and impact poses the most ditficult pro-
blem in evaiuation. These issues are taken up in Part 3.

In addition to the analysis of data series over time, evaluation will
ustially require in-depth studies of the validity of certain assumptions
implicit in the project justification. Are the socioeconomic determinants
of intended beneficiary behavior understood? Will the market for the
~ intended incremental production hold stable when the increased supply
enters the system? Will the income generated benefit the dependents of
the benficiary or be siphoned away from the household? These are ques-
tions that project management, taxed with many implementation issues,
has no time to consider unless the unexpected impact of one or more of
these factors threatens the implementation process; and by then it may
be too late. Such studies will contribute to the process of ongoing evalua-
tion referred to earlier and some involvement by the monitoring team
will be required. This illustrates the point, returned to below, and in
Parts 2 and 3, that there are close relationships, in practice, between
monitoring and evaluation despite their distinet functions.

To what extent should data collected within a project be standar-
dized‘ to contribute to inter-project comparisons or national data series?
Viewed, as a single project covering only a small area of the country and
unique in the type of development to be undertaken, the answer may be
very little. But agriculture and rural development projects often cover
large geographical areas individually, and collectively cover a large part
of the country. Monitoring and evaluation resources within each project
may, in total, be a very significant part of the total statistical resource of
the country. There is then a strong case for these resources to contribute
to the broader aspects of information needs, by introducing standardi-
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zation of survey design, data content, or analytical treatment to the
extent appropriate. Many of the data needs on outputs and socioeco-
nomic aspects of the population are similar in different projects and
similar again to national requirements. Such standardization need not
divert attention from the needs of project management—indeed may help
to assist project management identify its broader needs.

Moreover, if -confined solely within a project, the data collection
and analytical skills may be dissipated, once the project is completed.
This would not benefit the overall state of statistical development in the
country. The mutually supportive roles of national data agencies and
project monitoring and evaluation units need to be identified and exploi-
ted for the benefit of both.

1.5 Monitoring and Evaluation in the Project Cycle
In Bank terminology, the Project_ Cycle is:

Identification
Preparation
Appraisal
Implementation, and
Completion

T O3 By

Figure 1 sets out these stages and identifies the main data needs and
their possible sources of supply. The summary phases in the Figure can-
not of course cover many of the aspects that arise across the whole pro-
ject range, but they give the broad picture.

The first three phases precede the actual project activities in the
field, but they are shown here to indicate the background. The informa-
tion will also help those staff in ongoing projects who are, as is often the
case, involved in preparing proposals for further phases of project activi-
ties, either by continuation or by repetition elsewheré. Their pesence
also makes clear that some monitoring and evaluation activities in phases
4 and 5 can hope to succeed only if they are planned and provided for
in the first three phases.

" Broadly speaking, monitoring is in phase 4 and evaluation is in
phase 5. But, as already indicated, and discussed further in Parts 2 and 3,
there is no hard line between the two functions in practice, of the kind
drawn across Figure 1 to illustrate the separate phases, :
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The essential decision in the pre-implementation phases is whether
{or not) to conduct a major baseline survey. The decision on this affects
the whole evaluation effort during future years. A baseline survey using a
. probability sample is justified if it is intended to collect the same infor-
mation at other points during the project cycle, including the period
after project disbursement is completed. The emphasis for evaluation will
be on longitudinal comparison of these random samples. Desirable
though it may be for such a survey to be mounted, executed and analy-
zed in an appropriate pre-implementation phase, it requires the existence .
of a capable survey organization on hand. Contracting it to a university
Institute with experience and capability only in the- area of micro
in-depth studies will not usually be desirable. If no suitable organization
exists, the alternative is to rely on the monitoring system for simpler,
but more continuous longitudinal indicators supplemented by small-
scale, possibly purposively selected, sample surveys that aim to reflect
change in relative terms across groups (including the concept of at least a
quasi-control group). For this, the involvement of local institutions may
well prove helpful. '

Some data on the demographic and socio-economic characteristics
- of the population are necessary at the project preparation stage, quite
apart from any baseline survey. A quick interview survey using a purpo-
sive or quota sample, possibly including a community-level question-
narie, may well serve this need. Only approximate levels are required at
this stage; thus the issues of recall periods and oversimplification of the
questions, inevitable in a short interview, may not be limiting. The cost
of such a survey will be modest relative to other project preparation and
appraisal costs, but the reason why it is rarely accomplished may be the
lack of a survey capability in the country.

_. A socio-economic investigation by one or two skilled professionals
into the attitudes and constraints affecting the likely beneficiaries could
also be of great value at this tage. Many projects assume certain benefi-
ciary responses which do not materialize due to a lack of insight into -
these. ' '

.Once the implementation stage is reached, the monitoring system
remains within its objectives. It is not the role of this system to
undertake, late in the cycle, surveys that should have been undertaken
earlier. '

~ Some evaluation time-series data will be available at the completion
stage only if there has been a baseline survey. If this was accomplished it
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will need to be repeated twice or thrice over the years. This will be a
substantial commitment, and if the same external agency that executed
the baseline can be contracted for the further rounds, so much the
better. Not only is continuity achieved but the mternal monitoring
system is not dlverted into these tlme-consummg exercises.

_ Each project—with the possible exception of straightforward
“follow-up efforts—is to some extent unique. A typology and timetable
for monitoring and evaluation would, therefore, be mis'eading in mas-
king the individuality of a project that requires a ‘tailor-made’ informa-
tion system. .

Part 4 discusses the choice of indicators in some detail and the
sources of the data are discussed in Part 5,6, and 7. Before proceeding
to these i issues, the distinctive features of momtormg and evaluation are
considered further in Parts 2 and 3,
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Figure 1: Project Cycle: Data Requirements and Sources

T
Cycle Data required t Source
Identification | Project area, current outputs, Administrative files, census, na-
beneficiaries & environment. tional and local survey, MOA
. estimates.
. Preparation Technical inputs. Professional review,
i Feasihility studies.
|
Socio-economic characteristics | Existing rural surveys and/or
of project population, ! specially commissionéd ad hoc
. ! study by NSO or others,
i Market information. Administrative fites, existing
market survey, and/or
| specially commissioned ad hoc
¢ market study,
Attitudes of beneficiaries, Specially commissioned case
constraints affecting themn. study.
" If hase-line survey required for Specially commissioned baseline
{ long term evaluation, specify survey (preferably by NSO).
| survey content, basic approach,
and scale. : 5
I
Appraisal ‘ Financial and O. & M. Ministries, district organizations,

agencies.

Macroeconomic factors.

National-accounts, sector
studies, development plans.

Project area indicators.

Area specific
available and
at earlier stages.

data generally
results obtained

Implementatioh

{a) Financial
Staff
Canstruction
Physical inputs
Service inputs
Marketing
Input usage
Production
Adoption rates

Much of these data will come

from inteirnal project aclivity
(see’ Part 2}, =ithe =5 part of
regular reporting procc-s or as
the result of sy 5! gnguires

mounted from pﬁect TeSCUTeRs.

i (b} Beneficiary reaction { Here the borderline bhetween
i Problem identification | monitoring and evaluation is
: If previously planned, blurred. Case sfudies and sur-
i Mid-implementaticn veys, and detailed analyses, may
i Project survey require resources from outside
Time-series analysis and | the project
external data comparisonf
Completion (a) If previously planned See entry directly above.
Post-project survey. Evaluation will require analysis
Coordination of data for | invelving persons outside project
reviews and analysis.
{b) Long-term evaluation of | Specially commissioned

e

persistence of results.

survey and/or case studies.
Relevant results from continu-
ing. NSO & MOA activities.
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PART 2:
MONITORING
2.1 Managing and Monitoring ) -

The interactions between monitoring and evaluation have been out-
lined in Part 1. The existence of these interactions has led to a common
perception that monitoring and evaluation are inseparable, as indicated
by the ubiquitous abbreviation, M&E. But there are clear distinctions in
their roles as explained in Part 1; and experience shows that monitoring
is not successful uniess distinguished from evaluation. Only then will it
play its proper role as a management tool within the’ project’s manage-
ment information system. .

Monitoring arrangements must be regarded as part of general mana-
gement, and be estimated for and funded accordingly. A common com-
plaint by managers is that monitoring units do not provide information
that is relevant or timely. This is usually the case where the unit is
imposed on management as a parallel organization, leading managers to
" conclude that its main function is to provide information to outsiders,
with little or no commitment to the project. This will not happen ‘it
monitoring is viewed as a management function, under the control of
managers, designed to meet their information needs, and working to an
agreed timetable, with given resources.

In general, independent consultants should be considered only for
the following monitoring functions:

a. advice on general design of the monitoring system at project
preparation stage;

b.  specific ad hoc enquiries, when they are brought in with
precise terms of reference as to what they do, to whom they
are responsible, and how they report. These could include

techaological/scientific, quality control, and causal studies;
and "

¢.  training and advice on survey methodology.

Evaluation is a different matter, and must include participants from
outside the project management: in this context, evaluation of the pro-
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ject results and of project management performance includes evaluation
of its monitoring performance. '

This separation of monitoring and evaliation reduces, what a Work-
shop identified as, “the fear of the evaluation components of the M&E
unit . . . which infects all divisions of the project. In these circumstances,
the monitoring unit can make a very limited contribution to the project’s
progress.”’ The integration of monitoring into the management activity
will not of course, remove all the suspicions that may be felt against any
group who carry out this type of function.

This emphasis on management monitoring does not require manage-
ment to identify all its information needs from the outset. Such identifi-
cation will be a continuous process, as implementation proceeds, involv-
ing interaction and advice flowing upwards as well as downwards. But it
must be unmistakably clear whose needs have priority and who has the
final decision. :

Difficult institutional problems may occur with this manager-orien-
ted approach to monitoring in complex projects involving several
different agencies as commonly encountered in agriculture and rural
development projects. But these difficulties do not relate to monitoring
alone: they are basic to the setting up of an effective management struc-
ture for the project. If management responsibilities are clearly defined,
it is not difficult to fit in the monijtoring unit appropriately and to iden-
tify the reporting channels to the separate lines of management. If an
effective management structure cannot be set up,there is little point in
proceeding at all. So the argument is the same as before: the managerial
function includes monitoring what it is doing; management can only be
effective when it has feedback.

When several specialized agencies are each responsible for separate

components of a project, the ‘top management may be primarily a coor-
~ dinating body. In such a case, the design of the projéct should have
considered not only the location of a central monitoring unit (ensuring
a flow of the required information to the coordinating management),
but also the arrangements for the exchange of information between the
line agencies involved in the various levels of field operations. A responsi-
bility of the monitoring unit then is to develop these lines of communi-
cation so that the needs of each management level are met and unnece-
ssary Jduplication in information systems is avoided.

Organized in this way, monitoring will still produce information
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which needs to be carried forward for evaluation. An example is given by
a project monitoring report that included a section “on the individual
performance of settlers, in which a revealing feature has been that the
weaker ones are mostly the local peopie . . . One reason for this appears
to be that their standards are limited to what was an offer before the
projéct began . . . Comparatively, those who have come from outside
seem to work harder and havc w greater desire to succeed.” Arrangements
must be made to ensure that monitoring results of this kind are available
to those engaged in evaluation: indeed, evaluators should have access to
all monitoring data. This should not cause difficulties if management
has provided itself with a satisfactory menitoring system and acted on
its information during project impleruciiiation. In these circumstances,
they will want evaluation to take this into account.

Sometimes, monitoring may require close integration with evalua-
tion, because it is expected that monitoring data is of particular impor-
tance in causal explanation (see Part 3). Special care is needed then to
prepare and coordinate the scope and timing of data collection.

2.2 Specification of Objectives and Targets

Detailed specification of project objectives facilitates monitoring
as the following cases show.

CASE A The project involves completion of a settlement scheme
" and the improvement of drainage on low-lying coastal lands. In

the settlement. part, 8,000 acres of rolling land will be cleared

for sugar cane and settled by 800 families. A sguar tramline
extension, road improvements, and sites and services for a new

township are to be provided, The drainage improvement invo-

lves reconstruction of seawalls and of internal drains on

26,400 acres of sugar cane land. There are physical production

targets of sugar cane. :

This project is relatively straightforward. Its operations can
be functionally divided and monitored accordingly, by reports
of money spent, work completed, etc., flowing to a small unit
under the project manager. Since the crop is centrally pro-
cessed and paid for, production, yields, and erop income can
be recorded at the centre and made available with little
_trouble.
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CASE B Major objectives are:

2. to extent multiple cropping technology coupled with im- -
proved livestock activities to increase the intensity of land
use as well as raise farm incomes;

b. to provide additional employment opportunities for sub-
sistence farmers and in particular, landless labourers;

c. to support research activities in rhultiple ciopping; and
d. to imp'rove rural welfare through health support services.

Secondary objectives include infrastructural improve-
ments. Here the objectives are more numerous, and multi-
sectoral in nature. They will require evaluation, but their des-
cription gives no obvious guidance for the monitoring system.
However, implementation targets that will lead to meeting
these objectives will normally have been specified in the pro-
ject documentation. The task of the monitoring unit in consul-
tation with management will be to choose the indicators for
measuring these target levels and the units in which they are
to be measured. Questions that arise include how to measure
land use intensity, incomes, employment creation, rural wel-
fare, etc., and the relative weights to be given to each of these
aspects (including which of them can be tackled only through
longitudinal evaluation surveys).

Thus, for monitoring, it is the operational targets shown as the inter-
mediate steps to reaching the project objectives that are particularly
relevant. The danger of vague objectives is that the target specifications
may also be vague or inappropriate. It is the job of senior management to
break down the specified targets to the area or functional level for use
by the lower echelons of management, and the job of monitoring is to
measure progress against these target levels.

The information obtained in the monitoring process will sometimes
lead to adjustments in the targets for various project components and the
resources allocated to meet them, This, in turn, will cause adjustments
in the monitoring system, and so on. .

. Targets for financial disbursements, staffing ratios, and infrastruc-

ture construction should be specified with considerable precision and
monitored with accuracy. Beneficiary reactions and outputs can be tar-
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geted, but excessive precision in stating these should be avoided. The
- difficulty of monitoring output targets when random exogenous influen-
ces are involved was demonstrated in the hypothetical example of trend
increases in Part 1. Year-to-year figures may give little guidance until a
lengthy time-series has been established and the examination of such
time-series is more properly an evaluation task.

2.3 Monitoring and Financial Accounting

Management accounting procedures and financial reports play a
major part in most information syst~ms for management control: their
relationship to other monitoring information must be recognized. Finan- -
cial controllers need to be involved by project management in the design
of the monitoring system. They and their staff need to be involved

throughout both in financial and nonfinancial monitoring. Plans for
financial monitoring also need to be thoroughly examined by manage-

ment to see that the financial reporting system will—like the rest of the
monitoring arrangements—provide the needed data when it is wanted.
Accountancy units are sometimes as poor as other monitoring units in
providing timely, well-presented data.

Consistency of classification across the accounts produced for
planning, reporting, and for comparison with monitoring data is essen-
tial. In particular, the distinction between capital and current expen-
diture has to be applied carefully. An example, at a disaggregated level,
is the need for expenditure on small tools to be recorded consistently
undei the same head of expenditure. Consistency of valuation is also
essential, or an agreed system of adjustments must be followed.

Accounting information must not be left passive or in isolation. The
comparison of statements of expenditures and of physical progress helps
to prevent cost overruns, and improves control over worksite perfor-
mance. It slao acts as a check. One project, for example, states there was
a tendency for some sectoral reports from agencies and ministries to
exaggerate their performance; but that if financial accounts did not show
that the relevant amount had been disbursed, the physmal performance
report was ighored until otherwise confirmed.

The financial report is often, but not necessarily always, the more
accurate of the two. Sometimes the financial information is delayed:
when; for instance, small-scale construction schemes are carried out
locally by several agencies, the information is often received quite some
time after the physical work is completed. The financial statements may

.
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even be incorrect. In a project involving freezing and canning plants,
both profit margins and sales figures were understated and production
costs and overheads .overstated for the purpose of tax evasion. Only
vigilant, on-the-spot management supported by cross comparisons can
prevent these offences. Once again, fmancnal and physical progress moni-
toring must work hand-in-hand.

2.4 Monitoring of Staffing

The first step in monitoring project staffing is to check from ad-
ministrative records whether the recruitment of project staff is procee-
ding according to the timetable. If specialist staff are not being recruited
on time, or there have been delays in setting up offices in one or more
areas, urgent action must be taken, and the timetables re-programmed.
Managers should, of course, have already identified crucial élements
and kept a watch on them. Again, a flexible, iterative system is required,
or what is crucial at one stage may differ from what is crucial at another.

Staff turnover is a major and persistent problem. It is particularly
serious for staff in key positions, since they are usually more prone to
offers of attractive alternative employment. For example, if the full
potential of computers is not always realized, it is because it is difficult -
to keep competent analysts in their posts long enough to see large scale
processing through to completion. Recommendations on the design and
analysis of inqiuiries have been framed in this Handbook with this cons-
traint in mind. Close monitoring of staff turnover will assist in the deve-
lopment of contingency arrangements and the optimal deployment of
the available resources. ,

Monitoring the quality of work undertaken by the staff is more
difficult. In an extension project, for example, the intended buildup of
the numbers of extension agents will be clearly specified and
can be monitored with relative ease. The delivery of the extension ser-
vice can also be monitored by recording the time spent in the field and
the number of visits made. In most cases, these indicators will provide a

- reasonable guide to the potential efficiency of the service and will also
enable a first ranking to be made of the levels of performance. For this
purpose, extension agents must keep individual logs of their activities,
and the supervisors of the extension services must use a standard re--
porting format. Although, of necessity, subjective in nature, the assess-
ment of performance against common criteria will enable preliminary
judgements to be made. If the criteria can be agreed upon, a simple scale
for measuring performance may be introduced. An example scale for
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measuring performance may be introduced. An example is shown in
Figure 2 in which assessment on a scale of five levels is required.

Figure 2: Assessment of Extension Agents Performance

Scale

CRITERIA 1 2 3 4 5

Proportion of time in field
Adherence to timetable
Knowledge of techniques
Performance at observed sessions
Farmers’ feedback

. Initiative

mEOO W

It will be difficult at the beginning to get a large number of super-
visors to operate these scales uniformly, and meaningfully. A universal
rating of average will not help. An even number of points in the scale
. helps to prevent clustering on the mid-point. The distribution of ratings
should itself be monitored to ensure that the basic purpose of detecting
exceptional performances (both good and bad), is achieved. Improved
standardization of assessment should be possible as the porject proceeds
and comparisons are made with the more direct indicators.

Other measures of extension effort can be devised; since the main
concern is to encourage change in farming patterns and behavior, the .
ultimate monitoring indicators are the adoption rates for the recommen-
dations made and their derivatives, e.g., farmer demand for inputs. These
can be monitored using a sample survey of recipients of the service; their -
reaction to the service provided can also be included. This measurement
of adoption as a monitoring tool is taken up in some detail in Part 4.
However, the results of these indicators are not the final answer. At a
Bank workshop, it was reported that, “Some extension workers feel that
the present performance indicator, farm productivity, serves to discour- -
age those assigned in depressed or poor communities where farm produc-
tion inputs are rarely available and/or farmers cannot afford to use them.
They suggest that additional indicators apart from productivity be
devised to measure their individual perfomrnace.”” The staff reporting
system outlined in the preceding paragraph will go some way to meeting
this request. In addition, the reports will throw light on the supervisors’
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capabilities. This quote also illustrtes the importance of building morale
and team spirit. The monitoring system should take account of this also,
by detecting evidence of changes in these attributes.

2.5 Monitoring of Infrastructure and Delivery Systems

Progress of physical construction according to a predelermined
critical path and measurement of input delivery against targets are ob-
vious monitoring tasks. The choice of indicators is usually clearcut.

Special checks on the quality of construction and the materials used
for it are required. These should be planned and carried out by those
technically competent. Some checks will be timed to coincide with
stages of completion, and are often specified in the contracis. Inspec-
tions at random intervals help to ensure that substandard materials are
not being substituted, or that work is not being skimped. Identification
of bad work even after completion is better than uncritical acceptance
of whatever has been done. One of the most effective ways of preven-
ting things going wrong is to make it evident that continuous monitoring
‘is going on; and that evidence of deficiencies is being promptly trans-
miited to the management for remedial action.

Monitoring in this context is a wider function than that carried out
by a small unit. Project staff in the requisite professional disciplines such
as engineering will be responsible for these checks and inspections. It
has been stated that the monitoring unit must be seen as part of the
management team; it is now clear that monitoring itself is part of the
function of all members of the management team.

Similarly, when fertilizer, insecticide, or equipment is being made
available, the delivery system must be monitored to ensure that it is
reaching the intended recipients at the right time, in the right quantity,
and at the right price. In a credit scheme provision should be made in
every case for brief documentattion of the criteria used for selection, the
period taken for decision, and the numbers rejected, as well as the num-

bers granted.

Vigorous, continucus, input delivery monitoring of this kind will
be effective only if the monitoring staff and managers spend a lot of
their time in the field and receive the support of the field supervisory
staff. They should keep daily logs of their activities, and submit regular
returns showing the proportions of time spent in the field. Each level of
management reguires inspection by its superiors: those carrying out the
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monitoring functions must expect to be checked in the same way.

The question of timeliness can be treated under two heads. First,
were the inputs made available at the time planned? This aspect can
often be covered by monitoring the administrative records and staff
reports of physical performance. It should be possible from’ these sources
to show that not only were x tons of fertilizer delivered, but also that
they were delivered to a specified destination at a certain date. Difficul-
ties may arise when the goods are passing through the hands of more
than one agency and there is—as is often the case—agency competition
or rivalry. Any discrepancies in reporting must be closely investigated by
the monitoring staff.

' The second question is, if the inputs were delivered at the time pla-
nned, was this the appropriate time in the light of ‘current conditions?
The timing of planting for example, may have been advanced due to the
early onset of the rains, whereas the delivery of seed may have been
timed for a miore normal rainfall pattern. In such a case, the monitoring
system will be put to its greatest test. Was it able to detect the problem
in time to allow management to remedy the situation?

Achievement of project objectives will involve a sequence of plan-
ned operations, each of which has to be completed at a specified time so
that subsequent stages can proceed. A number of procedures for manage-
ment, such as critical path analysis, have been developed in recent years.
" If one, or more, of these procedures are adopted by management the
monitoring syatem must be organized to service such a procedure. If no
such method is used initially, monitoring may indicate the need for their
introduction if delays and breakdowns are beginning to occur.

2. 6 The Role of a Monitoring Unit

As stated above, the monitoring function is a management respon-
sibility and is one of the responsibilities of each member of the project
staff. A monitoring unit assists in the operation of the monitoring system
in the following ways:

a. identification with management of the targets for project im-
plementation and the indicators to measure progress agamst
these targets;

b. collation, summarization, and dissemination of the informa-

tion flowing from the various agencies and staff engaged in im-
plementing the prOJect
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~¢.  analysis of the administrative files and records that pertain to
the project implementation;

d. collection and.analysis of data from beneficiaries that are
needed to supplement the available records and reports;

e. maintenance, in a retr:evable format, of the various data series
" over time as an aid to later evaluataon and

% A Y
f.  preparation of reports that highlight the findings of the various
analyses and, to the extnet appropriate, present a range of
logical options requiring decisions by management.

The type and frequency of reporting is discussed in Part 10. As dis-
. cussed there, the communication of information will range from the fre-
quent updating of a graph on the manager’s office wall, to substantive
. state of the project’ analytical reports. Flexibility must be incorporated
.n the organization of the unit’s work so that it may respond quickly to
ma]or changes in the situation as they occur. A drought, a change in
government policy, or other unexpected occurrence will require special
analysis and emergency reports.

In order to report with an agreed frequency, deadlines must be set
for the data or information to reach the monitoring office. The dead-
lines will depend on the dispersion of the project both geographically
and over agencies, and the efficiency of the communication system. It
_is impottant to set deadlines that are sensible and which can be met. It
is better to have a fifteen-day period for submission of routine returns
(after ihe end of the reference period), which is adhered to, than a ten-
day one which is not.

The successful integration of the unit within management requires
that it does not appear to be acting as an ‘overseer’ or ‘inspectorate’ of
project activities. Its role in making recommendations or participating

+ actively in the decision-making process will depend on the type of mana-

gement structure. But much will also depend on the personalities of
those involved and their success in acting as an information service
agency for the project.

2.7 Concluding Comments

The introductory Part has emphasized
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a. monitoring is different from evaluation;
b. monitoring is an integral part of management;

¢. the monitoring -unit must be a service unit for management,
closely identified with it;

d. prosaic, infrastructural records, both administrative and finan-
' cial, are at the heart of a monitoring system;

‘e. information from project staff is an important input for moni-
toring purposes;

f.  supplementary data collection must be used to fill information-
gaps, not to duplicate existing sources; and

g. the key to success is a combination of timely action, concise
reporting, and flexibility in response to unexpecied develop-
ments.

PART 3:

EVALUATION: CONCEPTUAL ISSUES
AND BASIC OBJECTIVES

3.1 Introduction

- Experience shows that the management aspects of monitoring need
the particular emphasis put on them in Part 2. This does not mean,
however, that evaluation can be ignored within an individual project
context. As stated in Part 1, evaluation aims to determine whether the
project objectives have been, or are being met. Ideally, evaluation not
only aims to quantify the achievements, but assésses the role of the pro-
ject in bringing them about. Further, unexpected changes, both
beneficial and detrimental, are looked for and their possible causal rela-
tionship to the project examined. ' :

The accumulated expetience of socioeconomic investigations de-
monstrates that only rarely are these ideal objectives fully realized. This
part shows why this is so and then sets out less rigorous objectives for
project specific evaluation with indications of how these can be achieved.
The logical background for establishing both change and causality of
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change is provided in order to indicate the difficulties of applying it in
the evaluation of agriculture and rural development projects and to
demonstrate why a number of the scientific approaches are not likely to
be effective. The more limited procedures then suggested can bhe asse-
- ssed in the light of these arguments,

The most exact method of establishing causal chains is the experi-
mental method developed by the natural sciences. An examination of a
scientific experimental model reveals the features that are crucial to its
effectiveness, but which cannot usually be reproduced in project evalua-
tion studies. The human sciences have developed a series of quasi-ex-
perimental techniques to adapt the natural science model to the social
world. An alternative, also successful, is termed the modus operandi
method, which works much as a burglar’s standard method of crime
works to reveal his identity to the detective. This method relies on com-
mon sense expectations about behavior generated within a society’s
daily life. An example in the agriculture is: when a new seed generally
operates in a certain ways, the expectation is that it will continue to do
s0. Results will be attributed to it unless other factors are seen to be at
work.

The human sciences—the social sciences (including law) and history
—employ and adapt both methods. The experimental model is common
in social psychology. The modus operandi method is used by historians
to establish a sequence of actions followed by an individual or a group
(who was where and who did what), consider their probable repercuss-
ions, and so attribute responsibility. Often circumstantial evidence is
used,

%

A related method is to evaluate the likely impact of an action by
asking: “What would have been the likely course of events if X had not .
occurred?” This device is known as a counterfactual. The hypothetical
counterfactual sequence of events; against which actual events are com-
pared, is generated by a sequence of plausible causal relationships.’

Two general comments are made. First, queétions about cause and
effect have occupied the minds of many of the best thinkers, past and
present. This is reflected in a vast and continuously expanding literature.

In this Handbook a “‘common sense” view of causation provides the
framework for discussion. :
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Secondly, the human sciences have not been very successful in es-
tablishing causal laws of the kind found in the natural sciences. Among
the reasons commonly cited are:

a. the great diversity and variability of human behavior;
b. the adaptive and reactive nature of human behavior; and

c. the inability to experiement, and to replicate experiments, in
most social environments.

Thus, it is usually impossible to establish, with full rigor, the causal
chains that it is the job of evaluators to find. They will normally have to
be satisfied with showing that it is “plausible’ that the project has had
the impact expected, and that there have been no substantial adverse
side effects to offset its benefits. The question then is: “What is to be
regarded as ‘plausible’?”’ Such a question, however, by its very nature,
has no single, simple answer. The rules, techniques and suggestions put
forward in this Handbook, taken as a whole, provide a framework for
deciding what is plausible in the specific circumstances of individual
projects. '

Major development projects are not experiments, except insofar as
they include research components, or else in the very general sense that
relatively self-contained interventions in social systems may be descri-
bed loosely as “social experiments”. Projects are planned and financed
because there already exists a body of knowledge and experience indica-
ting that certain activities can be expected to produce certain results—in
other words, that they have a modus operandi. Evaluation in this context
is to establish whether these expectations have been realized in a
particular case. But this is, perhaps, to jump ahead in. the argument:
consideration must be given first to the scientific model.

3.2 A Scientific Experimental Model

‘ The basic approach divides the subjects under study into two
groups. One of these, labelled the treatment group, will be subjected to
the predetermined causal stimulus or intervention, generally referred to

. as the “treatment” (it will be the project in the context of this Hand-
 book). The other, labelled the control group, will not receive the treat- -

ment; its progress providing the basis for comparison. The situation is re-
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BEFORE . AFTER '

TREATMENT Xy Yy, | —TREATMENT—» | X'V,
GROUP ete. ) APPLIED | ete.
CONTROL Xob’ Yeb Koy Yeu
GROUP etc. = etc.

Effect variables (the features of state or behavior that the intervention is
expected to change—denoted by X.Y, etc.,—in the diagram) are measured
in the two groups, both before and after the treatment is applied.
Changes in the levels of these variables in the treatment group are then
compared with the corresponding changes in the control group: diffe-
rences in these changes in the two groups are attributed to the treat-
ment. If the treatment is of a kind that can be applied at different levels
(for example, extension officets visiting once a month, or once every
three months, or once a year), then there.can be a number of treatment
groups, one for each level. Such an extended system will usually give
more powerful results, since relating changes in the'levels of effects to
changes in levels of treatment will clarify the causal relationship and can
lead to more effective control in further apphcatxons

When nonliving material is involved, a control group may not be
necessary: it can be assumed that material not subject to the treatment
will remain the same and no observations of it are requlred but thls
- constaney cannot be expected with human populations.

For inferences about cause and effect to be made with certainty,
the two groups should have identical composition before the treatment
is applied to one of them. Such identity is, of course, impossible, and so -
a looser relationsship, “‘equivalence”, may be attempted; for example,
the study of identical twins. A restriction to this level of equivalence
would clearly limit enquiries very severely; so a looser matching or
“blocking” is attempted. Members of the two groups are matched accor-
ding to their position on variables that are thought likely to influence
reactions to the intervention. Matching variables used could be age, sex,
. socioeconomic status, level of education, area of holding cuitivated, oy
size of household. It is a demanding task to obtain and maintain a

successful match on one varlable to do so on several variables is very
difficult.

-

. One frequently used method of achieving equivalence is by rando-
mlzatlon This involves allocating subjects at random to the treatment
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and control groups, so that they are equivalent at an “average” level;
with neither of the groups likely to react especially favorably or unfavo-

rably to the treatment. Thus, in a fertilizer trial, land is

divided into a number of plots, and the different fertilizer treatments

will be allocated_ at random to them. (There- are, of course, much more

. complicated experimental design arrangements.‘,than this sxmplp randon:

" model, but they are not relevant to the argument here.)

The restricting nature of this model should be realized. It is not just

a question of obtaining a random sample of subjects: those subjects

must then be randomly assigned to the treatment and control groups. In

. several schemes in the past, where random allocation was feasible, it was

not done because people were allocated on a basis of need rather than at-

random: for example the poorer children have been put into the treat-
ment group to get free milk, Le., the treatment.

Random ass1gnment_wzll usually be impractical in agriculture and
rural development projects. It may be that a project will include certain
villages and exclude others nearby which are similar in some respects.
But it is very unlikely that the villages in the project have been selected

- at random (although commencing work in a part of the complete and
homogeneous project area may be considered a close approximation).
The fact that they have been chosen usually means that they are different
in some way from those excluded; and it is often expected that these
very differences will influence reaction to the intervention made by the
project. If the scheme is designed to affect the poorer farmers, then a

~ control group of.the better-off farmers is not effective. Nonrandom
groups provide information of value (see Section 3.3) but conclus;ons
drawn must pay regard to their nonequivalence.

_ With living-subjects,' there will be naturél change over time, a matur-
ing (or maturation effect as it is called), and this will complicate the
assessment even if the groups are equivalent at the outset. Moreover, the
environment will also influence the variables selected to measure project
effects. Some of these environmentally induced changes may be larger
than those anticipated from the project. In agriculture and rural deve-
lopment, fluctuations within the year and large variations from year to
year are common, due primarily to climatic variability. The “message’” or

“signal” of the project will often be obscured by the welter of the effects.
"of these other changes. Nor is it likely that the two groups will experien-
ce exactly the same sequence of environmental changes over time and
space. There may be a new market in one area or a new road in another.
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It is then difficult to partition differences between the treatment and
control groups into those which are due to the treatment and those
which are due to exogenous causes.

In the experimental model the treatment and control groups can be
effectivgly isolated from each other as well as from the outside world.
Such isolation is not possible in most project circumstances. One aspect
of this is imitiation. If some farmers adopt new practices, others may -
copy them. This-imitation is often part of the project design, even when
it is not, it is undersirable on ethical grounds to prevent it. In all cases
its existence is important in any final evaluation of the project impact.

Human reactions may upset the experiemental conditions in other
ways. In medical‘trials the control group is given a placebo—a pill or
treatment expected to produce no physiological change—to allow for the
possibility that results are being caused by the psychotogical effects of
being given any treatment, rather than by the substantive effects of the
particular innovation under trial. It would, aof course, be ridiculous
to consider a placebo in an agricultural context: visits by extension
workers which did not transmit any useful information would be diffi-

-cult to arrange, a waste of resources, and counterproductive. '

A similar situation affecting the treatment group is called the
Hawthorne effect, named after the factory in which experiments showed
" that productivity was stimulated by the circumstances deriving from the
group being a focus of intérest, rather than by actual cﬁangeg in condi-
tions of work. It is conceivable that a group of farmers, previously
neglected, might respond favorably to almost any project involving them,
no macter what its contént. S ‘

" Yet another confounding factor—common in medical trials and
guarded against by the “double-blind’’ procedure—can arise. This occurs
when the administrators of the treatment give more attention to those
receiving treatment than to others. Thus, an extension worker may give
more detailed and careful advice to farmers who are receiving credit
than to those who are not. It would be undesirable to discourage keen-
ness or enthusiasm in putting a project into effect, but the danger is that
part of the recorded effect may be due to this general encouragement -
rather than to other specific project inputs. Evaluation must include
consideration of what happens when intensive pressure, which is part of
the project package, is withdrawn or reduced. .
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These effects could, of course, be considered as project benefits,
arising from the project organization rather than its content. But evelua-
tion will normally have as its objective a measure of the effectiveness of ‘
the specific inputs provided. ' '

In scientific experiments there is usually little loss from either
group. In human studies the respondents may not be prepared to con-
tinue their participation as the tedium of intérviews builds ip over time,
or they may migrate. The composition of farmers involved in some -
PIDER schemes (in Mexico) has continuously changed, although the
changes have been concealed in relatively stable total population figures.
Losses of this kind are particularly damaging if they occur at different
. rates in the two groups. Since the final project impact cannot be assessed
until long after its completion, it is extremely difficult to majntain effeec-
tive groups, even if it is possible to set them up in the first place. In
addition, the longer the implementation period, the greater the possi-
bility of -substantial maturation and environmental changes, affecting
the groups in different ways. o

" Summing up, therefore, it is not usually possible in development
projects to- obtain equivalent groups or to achieve random assignment;
the demands of matching are exacting and, even when eguivalenee is
obtained at the beginning of the project, differential dropouts will
almost certainly introduce non-equivalence during the project. Methods
other than the scientific experimental model are therefore needed. This
leads to consideration of quasi-experiements, developed for circumstan-
ces when cause effect relationships are looked for in situations where
control and treatment groups are nonequivalent, or there is no control
group. :

3.3 Quasi-Experimentation: Nonequivalent Group Design

"+ Quasi-experiments have been defined as “experiments that have
treatments, outcome measures, and experimental units, but do not use
random assignment. . . comparisons depend on noneguivalent groups
that differ from each other in many ways other than the presence of a
treatment whose effects are being tested. The task .. . (then) . . . is
basically one of separating the effects of a treatment from those due to. -
"the initilal noncomparability between the average units in each treatment
group.” ; : '

- 1.7 T.D. Cook, and D.T. Campbell, Quasi-Experiinentatiop (Chicago: Rand
McNally, 1979); - ) ) .
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There are two basic designs for quasi-experiments. The first is a
“nonequivalent group design”. It retains the idea of a control and a
{reatment group (or a number of treatment groups), illustrated in the -
previous section, but without random assignment. Matching or blocking
is done at the analysis stage after the groups have been set up in the light
of the situation in the field. Although matching is postponed, the inten- '
tioh to do so later must be taken into account at the planning stage. The
choice of the data to be collected will determine how far the available
analytical techniques can be used in the later stages of evaluation. Thus
variables that can be used later in an analysis of covariance, or for stan-
.dardization, must be identified before starting data collection. The com-
plicating factors discussed above that can weaken causal inferences even
when randomization or detailed prematching is possible will; of course,
continue to operate in nonequivalent group designs. It is difficult to
judge in advance whether they may be more or less damaging.

The additional problems of nonequivalent group designs relate to
- establishing whether or not causes other than the treatment may have
been responsible for differences in the changes of the two quasi-experi-_
mental groups. The factors of environmental change and maturation are
likely to be aggravated with nonequivalent groups. Their nonequivalence
may result in their being exposed to different developments in socio-
economic change. If there is a series of observations, rather than just
“before’” and “after’”’ eqnuiries, it may be possible to identify (and there-
fore possibly allow for), any disturbing environmental events. Differen-
tial maturing is particularly likely if the treatment group is self-selected,
since it then probably consists of the more energetic or able, or of those
who are in a position to benefit most from the treatment.

One version of this problem is the tendency for the rich to get
richer, and the poor, poorer; or “nothing succeeds like success.” In this
.situation, even if a treatment group—in this case, the poor-remain poor
(or, indeed, are worse off), in relation to the richer control group, it may
be argued that its position would have deteriorated even more but for
the treatment. Such an argument may be true: but it is difficult to de-
monstrate. It is an example of a counterfactual argument, and needs a
strong data. base from which to establish with a reasonable degree of
confidence what the trend would have been without the treatment. This
is an example where a joint approach of also using time-series informa-
tion is necessary. '
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When groups are equivalent, the same indicators and techniques of
~ measurement will work similarly with both. So long as the nonequivalent
groups are not too diverse this situation should continue to apply. How-
ever, if there are particular differences between the groups along some
variables, additional problems will arise. Indactors measured by scales
“are especially hazardous, owing fo “floor” or “ceiling” effects which
arise because the extremes of.the scale operate in a different way to the
rest of the scale around the middle. For example, if one group is, at the

outset, near the top of a scale (that cannot exceed 100%), its rate of-
* growth using this indicator will be very 'fferent to a group starting from
a much lower scaled value. :

If the change likely to be effected by the treatment is ﬁot large in
relation to changes being generated by the ordinary interplay of social -
“and economic forces (and this is the case with many projects), then the
size of the sample required to measure the impact will be large. (A more
detailed discussion about sample' sizes is given in Part :7.) The control
group, may have to be of about equal size. Using a considerable share of
available resources to collect data from those who are not of direct
interest to the project will often meet with resistance. There is a natural
tendency to concentrate attention on'the treatment group. This may be
offset if the control group will be beneficiaries of a later phase of the

project; the ‘‘control’’ data will, at a later stage, become useful
“baseline” data. :

However, in quasi-experimental designs it may be possible to use an
existing sample group as a control. There may be other sample engiuries
going on in the .neighborhood of the project. If the project has a wide
" area of application, data from a regional or national enquiry may be
available for control purposes. If there are ongoing investigations which
are only partially relevant, it may be possible to have them extended to
provideé additional useful information. Such a procedure will almost
certainly be less expensive than the setting up, maintenance, and obser-
vation of a special control group, and will release resources for the
intensive study of the treatment (project) group or associated case
studies. An additional advantage of using an existing survey group in this
way is that data for the group may extend back into the past. Further,
questions about indcators and methods of collecting data will already
have received atiention, and this experience can be used.

Not every existing enquiry provides a useful control group, but the
-growth of survey capability in many developing countries, ‘and the in-
creasing number and exteni of enquiries into rural households suggest
that this possibility should be investigated.
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When special treatment and control groups are set up, data will
normally be recorded for each individual in each group, and may be
analyzed at this level. But sample groups may not maintain constancy of
membership over the project period;in this case it is particularly impor-
tant for the analysis to include a detailed study of within group variation
-as well as between group differences. When a sequence of groups of
changlng cornposmon is heing used, within group variation is one of the
few tools left for disentangling causal factors,

3.4 Quasi-Experimentation: The Interrupted Time-Series Design

The- second type -of quasi-experiment is an interrupted time-series
de51gn In its simplest form this merely involves a before and after com-
parison of a treatment group. If the treatment is spread over a period, as
in most agriculture and rural development.projects, the before/after
comparison will .be strengthened if a mid-term picture is also obtained:
. As the name “interrupted time-series” implies, however, this design
. works best when the data are available in a regular time-series and the
treatment is a sharp shock of relatively short duration at some point in
the series; for example, a change in pricing policy for a crop, the change
coming into effect at a specified date. This latter condition militates
against the model in many projects where the inputs to change are distri-
* ‘buted, of necessity, over a long perlod

This simplest design is the most practical proposition for most
agriculture and rural development projects. If adopted, every ‘means of
strengthemng what is a weak design must be incorporated. How this
‘may be done is discussed below.

Successful identification of causal chains will be more likely if the
interrupted time-series desiin can be combined with the nonequivalent
group design introduced above. If no control group can be identified, or
only a rudimentary control from other sources of survey data is likely,
the beginning of the time-series has to act as a control against which
developments in the treatment_group will be assessed. A pre- 1mplementa-
tion survey is, in these circumstances, essentlal since this is the only
- way of ensuring that the “before” situation measurement is not “con-
taminated” by any project effect. If the project involves large-scale
construction, whose benefits will not come on stream until the engineer-
ing works. are completed, then the base point for the time-series can be
carried out during this phase of the project. However, the construction,
and the employment it generates will almost certainly’ have some sub-
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stantial effects. For example, in one series of projects the benefits of the
employment provided by well boring were so welcoime to the farmers
that they preferred to seek continuing employment in extensions of the
construction programme, rather than return to their holdings and use the -
newly availablg water for increasing production, as had been intended.

Any inferences about cause in this nonexperimental framework will -
depend on detailed information about the progress of the project.
obtained from the monitoring data. Such a combination provides the
basis for the modus operandi approach .uentioned at the beginning of
this part. The description of the sequence of events occurring during the
project will go some way to explaining the effects and towards arrmng
at a plausible conclusion concerning the cause.

The interrupted time-series is used to detect changes in levels and
rates. These changes are likely to require time to diffuse through the
treatment group or community. Even when the project provides a
sudden intervention, e.g., the water starts flowing through the irrigation
canals, the ultimate benetits may only accrue after some time. Thus, the
period of postimplementation evaluation—the “after” survey—must be
sufficiently long to measure the change and also the persistence of the
change. The longer the time-series, the more possible it will be to make
allowance in the analysis for seasonal and cyclical changes.

Special care is necessary to ensure that the survey methods and data
collection quality are maintained throughout the period of reference.
Changes in these may result in spurious signals emerging from the
analys:s

3.5 Investigating Relationships Through Caﬁe Studies

The discussion to this point has assumed that the examination of
change and causality of change is conducted through.the medium of
surveys with the groups selected in such a way that inferences can be
made :bout the population at large. Detailed examination of “represen-
14tives"’ of experimental and control groups is possible if the number of

ihe depth of study that a skilled observer can achieve at this microlevel

enables the determinants of differehtial change to be identified, at least -
within the reasonable or plausible confidence limits suggested earlier.
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More will be said on the circumstances under which it is appropriate
to employ sample surveys or case studies in Parts 5—7. But it is emph-
. sized here that case studies may be the evaluator’s most appropriate
) medium for investigating causality. They are certainly simpler to
orgamze than the longitudihal data series with its demands for an appro-
priately timed baseline and a contmuatlon beyond the 1mplementatlon
. period, .

3.6 Practical Conslusion

Starting from the framework of a strict experimental model and
taking account of the difficulty of applying it as used in the natural
sciences, this Part has -attempted to progress towards a set of practical
ob]ectlves for pro;ect snemflc evaluation.,

The following summarizes the gu}delmes offered:

a. Adopt designs predicated on the use of matched control groups
only when the exacting conditions for their selection can be met;

b. Search for and utilize looser control data from other enqumes par-
ticularly national or regmnal surveys;

c. Comm;ssnon detailed case studies to prohe m-depth speclfxc phe-
nomena that are postulated to be affecting project performance,

utilize the findings of these case. studles to help draw “plausible” -

conclusions on relationships;

d. Rely on t'ime'-'series analysis only if a baseline is commissioned in
due time, with provision for follow-up enquiries;

e. Select indicators that can be measured ‘accurately by available data
collection methods:

 f. Maintain comparability of the data over time by consistehcy in
survey methodology, quahty of data collection, and analysis; and -

g. Vlew the monitoring and eva]uatlon system as a whole, using the
interplay between the different reflections it offers on project pro-
gress to ensure that conclusions of routine statistical analysjs are

' substantlated by observed evidence.
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PART 4:

THE SELECTION OF APPROPRIATE
VARIABLES AND INDICATORS

4.1 The Criteria for Selection

The opening parts of the Handbook have set out the basic precepts
in the design of monitoring and evaluation systems for agriculture and
rural development projects. In this Part, the crucial issue of the variables
or indicators to be measured within these systems is addressed. Clearly,
in view of the wide diversity of projects and the differing levels of re- -
sources available for data collection, it is impossible tc set out.a defini-
tive list of variables to be measured: what is appropriate in one project
may be inappropriate in another, and what is possible to measure in one
environment may be impossible in another. On the other hand, the pur-
pose of the Handbook will not'be served by merely listing all those that
have been suggested in various guidelihes or used in a number of projects
with greater or lesser success. A review of the accumulated experience to
date provides a body of evidence that enables one variable to be recom-
mended as likely to be uséful in the majority of cases, or another to be
flagged as one which has proved difficult to collect or to relate to project
objectives. Such an attempt is made here: Variables recommended should
at least be given first consideration. Those that are criticized may be
appropriately included—but with the prior knowledge that they will de-
mand particular skill and resource in their use.

A distinction is sometimes drawn between a variable and an indica-
tor, reserving the latter for derived ratios of variables, or transformations
~ of the value of a variable into an index or scaled format. But the distinc-

tion is a blurred one: a variable may be chosen as an indicator because,
in some way, its value represents more than its direct meaning in its
limited context, e.g., infant mortality is a variable that has been widely
used to represent much more than infont deaths, rather, it has often
served as an indicator .6f the relative position of themociety in terms of
health development. So, to avoid confusion, the word ‘indicator’ will be
used here to also mean ‘variable’, unless the point being made requires a -
distinction to be drawn. . , :

The general questions to be asked while selecting indicators include

~a. Canitbe unambiétious_ly definéd in the conditions prevailing?
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Can it be accurately measured in the conditions prevailing, and, at
an acceptable cost? :

When measured, does it indicate ‘the stite of a condition’; in a
specific and precise manner? '

Is it an unbiased measure of the value of interest?
When viewed as one of a set of indicators to be measured, does it
- contribute uniquely to explaining part of the variation in the situa-

tion it reflects?

- Before proceeding to consider appropriate indicators for measuring
project progress towards each objective separately, introductory com-

ments on these questions serve to set the scene.

{a)- Unambiguous Definition

Many economic and social indicators that have been precisely
defined in relation to a cash-oriented, industrial society are often
inapplicable to small semisubsistence farmers in developing coun-
tries. Examples are: unemployment or underemployment, - and

income.

In a wage-earning environment, unemployment and under-
employment may be capable of clear definition, although there are
difficulties here too. The definition of these ‘erms in relation to
small farmers has been a source of great difficulty and is still de-

_ bated in international forums and in the social literature. What is a
full day’s work in the context of family labor maintaining a one
hectare food crop farm? What meaning does ‘actively seeking em-
ployment’ have in a'situation when there is no possibility of finding
any? ’

The income of a semisubsistence farming household is capable
of an almost infinite number of definitions. Is food produced for’
-home consumption to be valued, and if s0, at what price? Changes
in the size and composition of the livestock holding raise income
versus capital asset problems. What is to be done about exchange of
food between neighbours? “The economists who determine the
'va_lye of family labor (if it is to be charged as a cost of production), -
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and of famlly consumption have far more control over reported_
levels of income than do the farmers themselves. HZ

(b) Accurate Measurement

Even when defined, many indjcators are difficult to measure
when dealing with farming communities which are illiterate and are
not accustomed to dealing in standard units of measure. The demo-
graphic literature shows how difficult it is to obtain accurately even
such fundamental data as age or mortality.

Yields can be measured accurately by crop-cutting methods
~ (see Section 4.4) but such methods require time and skill and, as
~ usually applied, may only produce aggregate community estimates
-rather than farm-by-farm estimates.

Measuring income, however defined, is extremely difficult, and
. not for small farmers alone. The report quoted above concludes,
after a review of many attempts to measure income, that “If . . . the
purpose of income.“measurement is to capture statistics (mean
values) at one point in time, remeasure income at a second. point in
time, and attribute the differences to the intervention of the pro-
ject, then the present state of the art of statistical surveys will not
generate income measurements with suffmlent accuracy to validate

- such conclusions.”

As income is such a prime requirement for most potential
users of evaluation data, this is an important finding and will be
considered further below. :

(c) Specificity and Precision

These will tend to decline as one proceeds along the sequence
of inputs, outputs, effects, and impact. The delivery of inputs
within a controlled project area may be specific—a change in the
rate-of delivery reflects a real change in the implementation of the
project. The output achieved as a result will be less so as yields may
move seasonally according to climatic variations by more than the
underlying trend due to the use of the inputs. Income as a measure
of the effect of the project may be influenced to an even greater de-
gree by exogenous influences outside the control of the project.

Information for Decisionmaking in Rural Development: Report for USAi7;
{Washington, D.C.: Development Alternatives Ltd., 1978).
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In terms of monitoring implementation, precision may be a
practical criterion in the choice of indicators; for evaluation of
results, precision may be impossible to achieve. Fortunately, how-
ever, when evaluation is undertaken, there should be at least a rea-
- sonable series of values of the indicator over time; used as a time-
series, the trend in the indicator may be detected reflecting the
trend in the condition it is meant to represent, with the confound-
ing effect of seasonal and random influences allowed for. i

(d) Bias

Clearly, it is desirable that an indicator should, whenever it is
measured, reflect the true value of the condition it is representing.
However, in measuring charge over time, a bias in the absolute level
" at each point in time may not matter so long as the size of the bias
. remains constant, either in absolute or relative terms, for dlfferent
levels of the indicator.

Thus, for example, the volume of a crop purchased by a
marketing board will usually be a biased estimte of the total crop
marketed (unless a monopoly exists), but changes in the volume
purchased by the board may be a good indicator of change in the
total volume marketed so long as the board’s share of the total mar-
ket remains constant. Similarly, a farmer’s estimate of production
may be biased, but if the relative bias remains constant, a propor-
tionate change in his estimate over time will reflect accurately a
true proportionate change in production. -

The probiem is whether such an assumption of constancy in
absolute or relative bias is justlfled In years of large harvests, the
price on the open market may drop and farmers may sell most of
their .¢rop to the marketing board at a guaranteed stable price. In
lean years, the farmer may take advantage of high prices in his -
nearby market and the sales to the board may decline proportio-
nately much more than the decline in. total marketed volumes. Or,
farmers may increasingly understate their production as the true
figure rises—not wishing to indicate that their prosperity has
increased. '

(e) " Contribution to Explanation of Variation

In selecting indicators for a monitoring and evaluation system,
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the objective is to put together a set wherein each indicator, indivi-
dually and separately, explains a part of the overall variation in the
condition being studied ; and, together, explain a substantial propox-
tion of the total variation. In a well-documented and _quantified
system, the contribution of each variable can be identified by statis-
tical techniques such as multi-variate analysis—identifying the con-
tribution made by each in a step-by-step manner and deciding on
its inclusion in the explanatory equation according to its unique
. contribution. Such possibilities do not normally come the way of
the designer of monitoring and evaluation systems. Nevertheless,
previous studies or.even intuition may identify an indicator that is
so closely correlated with another indicator that the inclusion of
both contributes little more than the inclusion of either one alone.
Examples of pairs that are sometimes, but not inviriably, highly.
correlated are :

income - expenditure

area planted — guantity of seed used
literacy - years of formal education
cash crop production — cash crop sales. |

There will be instances when the extent to which the relation-
ship breaks down is itself of interest; thus poor correspondence bet-
ween quantity of seed and area planted may be revealing’ of bad
sowing practices. In such a case both indicators are, of course,
necessary. Another reason for including two indicators that are
closely interrelated relates to the sources of error in their measure-
meant. If an indicator can be measured only approximately, or with
a degree of bias, it may seem worthwhile to measure another related
_indicator in the hope that the two together will strengthen the con-

c¢lusions that may be drawn, even though both are subject to
measurement errors. This may be so if the sources of the error are
different for each indicator, but is likely to create false confidence

if the sources of error are the same, as both may then be equally
misleading for the same reasons. Thus, if _income estimates are
biased due to deliberate understatement by respondents, it may be
useful to collect expenditure if the errors in these responses are due
to memory errors, rather than concealment, even though the true
values of each are highly correlated. If both reveal similar orders of
magnitude, more trust may be placed in the results.
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4.2 Scaled Response and Proxy Indicators

(f the criteria listed above, the one of most practical importance
from the designer’s viewpoint is the ability to measure the indicator
accurately, at reasonable cost on the scale required. Inability to do this
may require a search for a proxy indicator that can be measured more
easily and which appears to meet, or partly meet, the other criteria.

Consider first the example of indcators of the area under maize. -
The questions asked of a farmer can include the fcHowing, in ascending
order of difficulty: _ '

a. How many plots did the farmer plant?
How much seed did the farmer use? , .

c. What was the area of maize (e.g., to the nearest tenth of a
hectare)? : ' : '

Either (a) or (b) may serve as a rapid assessment aimed at producing
.an indicator of whether the incidence of maize planting is above or
below previous seasons. (a) will be particularly useful if the plots are
cadastrally mapped and of approximate equal (and known) size, For
many purposes, however, a more precise area may be required; but if the
farmers do not know the area in these terms, a massive quantum jump in
survey scale is required in order to physically measure the land using one
of the acceptable techniques. ‘ '

" At the time of harvest', a set of options might include these.

a. How many plots were harvested? = . .
b. How many bags were harvested?
c.  What was the production to the nearest 10 kilograms?

(a) is of little practical use, even for rapid assessment. At best, it will
indicate how many farmers achieved no harvest at all due to drought,
pests or"whatever. The choice is between (b) and (c). The farmer may be
able to reply to (b)—in bags or other local unit—with the implied margin
of error due to recall lapses, varying moisture content, conversion from
cobs to volumes of grain, etc. The resulting distribution for the group of
farmers studied will be crude, but certain approximate parameters may
be calculated from it, (c) will probably require a survey that includes
direct weighing of the harvest in the required 'state and with procedures.
for standardizing weights to a fixed moisture content:; without these
precautions, the level of accuracy implied by the recorded figure is
spurious, ; .
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It is this major direct intervention effort, necessary to obtain accu-
rate measurements, that is the bane of surveys of small farmers who keep
no records and who are unlikely to be familiar with standard internatio-
nal units of measurement.

Even if resources for a direct measurement survey are deployed, the
time involved in data collection and analysis will usually make it inappro-
priate for rapid monitoring for, say, judging the success of the planting
effort, or assessing-the likely marketed volumes that may require project
intervention. For monitoring purposes, the cruder scaled distribution
approach may be necessary even if the more elaborate survey involving
objective measurements is also mounted.

A different example is provided by certain social indicators. Consi-
der indicators of nutritional status as a proxy measure of the general
quality of life. As will be discussed below, simple measures of age, height
and weight may be used to calculate indicators, particularly for children,
‘that reflect not only the nutiritional status of the individual but may,
in appropriate circumstances, be used as a proxy for general well-being.
The plausibility of establishing such linkages is involved here (see Part 3).
If it can_be shown that the anthropometric indices of children have
1mproved relative to an’ established standard, is it plausible to infer
further “that their general well- being has improved also? These are
difficult questions, but the extent to which such indicators can be used
not only to reflect a direct state of a-narrowly defined situation, but also
to act as a proxy for a wider situation merits consnderatlon at the design

stage of the data collectlon systems,

In summary, therefore, it is recommended that before complex
measurements are embarked upon in large-scale surveys, the followmg
questions be answered;

a. Will an approximate scaled response provide an adequate distribu-
tion to meet most of the analytical objectives?

b. Can a proxy indicator, obtained from simple measures, be used in
place of the direct indicator, with reasonable confidence that a
change in one reflects a change in the other?

4.3 Indicators for Monitoring

Although precise. indicators are not identified, the‘groupinés below
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pre-ide the outline of a recommended set of indicators for project
monitoring. It has been stated in Part 1 that monitoring assesses whether
project inputs are being delwered are bemg used as intended, and are
having an initial effect as planihed. '

The first group of monitoring indicators¥ihcludes
a. financial disbursement figures;

_b.  progress of physical construction relatlve to a predetermined critical
path; and

c. staff and equipment usage rates.

The source for these should be the administrative records main-
* tained within the project. There are no difficult conceptual or data
collection issues here; what is required are good record maintenance and
rapid collation, summanzatlon analysis, and commumcatlon of the
) results to project management.

+ =

. A second gro'up"of‘monitoring i_ndiCators includes

_a'. technical parameters requiring mstrument recording, eg water
flows, evaporatlon soil moisture;

" b. environmental parameters, e.g., meteorological data; and
c. eccnomic parameters e.g,, crop and livestock prices.

These are usually well identified and defined and are seen as useful
by project management. Regular price recording of relevant standard
commodities according to agreed procedures should be a feature of most
agriculture and rural deyelopment monitoring. Seasonal cycles and
annual trends in local prices affect project implementation. The not
infrequent neglect of prices as an indicator is an example of overlooking
the simple in favor of the complex.

‘Moving on to the first project/recipient interaction, there is a need
fr~ indicators of input supply ; examples are:
o

a.  credw e

b.  direct farm supplies; - »
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¢.  extension advice; and
d. educational, health or so‘cia}.fa(.:ilities‘

Data for (a) and (b) in terms of input supply should also be
available from project records. Indicators will include numbers of reci-
pients and the resulting percentages of predetermined targets; the distri-
" bution of these numbers by various quantity size classes and the parame-
ters of this distribution (mean, standard deviation, quartiles, etc.)

At one level, indicators of extension services are simply to devise
with administrative records as the source of data (see Section 2.4). For
example, the number of recipients of visits or training; the frequency of *
visits or length of training ',recéive'd by the re¢ipients; the number (and
ratios) of first-time recipients and repeat recipients. Of greater difficulty,
_both in terms of definition and measurement, is the.derivation of indica-
tors of the quality of delivery of extension input. A proxy for this is the
rate of adoption of the advice or message conveyed. This is considered

, below under adoption rates. ' S

The delivery of educational and health facilities can be measured
~not only by the number of buildings for providing these facilities and
their staffing (see first group above), but also by the number of persons
attending these facilities for training, examination, treatment, etc. In
these -areas, the supply of the input becomes confounded with the
usage or adoption rates; for further details on which, once again, see
below. However, to the extent that attendance at the facility dees not
necessarily result in adoption of the treatment, e.g., family planning
practices, the attendance or input supply data may be. fruitfully used
as a denominator in usage ox adoption rate calculations, rather than the
total population ‘at risk’. ' '

Up to this point, the monitoring system requires little in terms of
surveys of beneficiaries, rather, it involves the maintenance and proper
use of available records. The next set of indicators, however, move the
focus to beneficiary observation involving the use of the received inputs,
and, in the case of credit, repayment performance. They include -

a. input usage rates;
“b. adoption rates; and
¢. repayment rates. )
The- usage of physical inputs by the beneficiaries will require a
survey to determine the practices adopted, e.g., seeding rates, method of
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planting crops to which the input was applied, and so on. It is desirable
to keep the questions on usage simple, and not to confuse it with farm
management or detailed study; simply questions can be put to a sample
of sufficient size to provide valid estimates for the total beneficiary
population. ‘ :

“Adoption. rates are, perhaps, underexploited as monitoring tools.
They are of use as'a proxy for the success with which a nfessage is com-
municated through training or extension visits, and are also relevant
measures of acceptance of medical benefits given at clinics. In the sim-
ples. example, a member of the population may attend a clinic and

- depart with prescribed pills, but that is not to say that the pills will, in
fact, be taken as instructed or that the course of treatment will be main-
tained after the initial experience is evaluated by the recipient. Follow-
up contact with a sample of the recipients of the advice or prescription
is then required. This is a task for the monitoring unit.

Adoption rates of varying degrees of complexity can be conceived.
The simplest kind require data relating to current year only. Thus, if:

T is the target number which should be reached,
A is the actual number reached, _
D is the number adopting the recommended practice,

the following rates can be calculated:

Performance index = _100A ..(1) . -
T
Penetrationindex -~ = 100D ...(2)
Achievement index = 100D .. .(3)
| | T

The 100’s are introduced to put the indexes in percentage form;

and it will be noted that (3} = _(2) (1)
‘ 100

Note that, in order to calculate this range of indicators, and if the
definition of adoption is unambiguous, no measurements or long inter-

258



views are requlred merely a set of observations relating to recelpt and
adoption of the recommendation provided.

But, there are problems in the definition of adoption. If the recom-
mendation covers a group of combined operations—to plant at a certain
time and at a certain spacing—is the recipient an adopter if he follows
some, but not all, of the recommended practices? It is possible to
consider the advice as a set of recommendation and collect figures for
each component of the set. If the recommendation is to use X kilos of
fertilizer per hectare, is the farmer an adopter if he uses X/2 kils per
hectare? The answer may depend upon the purpose of the index. Using
X/2 kilos may represent acceptance of the message and thus indicate
effective work by the extension worker. If this.is what is to be measured, -
the farmer is classified as an adopter. On the other hand, if the effective
improvement of production is being assessed, and X/2 kllos per hectare
is insufficient to affect productlon the farmer should not be regarded as
an adopter

If appropridte records over time are kept it will be possible to iden-
tify repeat adopers-and ‘dropouts’, and even relate these figures to
whether the message has been repeated each year, or whether some other
practice is-being emphasized. The related rates can then be calculated
and plotted on graphs.

"If a monitoring system provided nothing more detailed than some
of these.indices, it would tell project management a great deal about the
reactlon of the intended beneficiaries. ' v '

The need for, and usefulness of, such measures is clearly illustrated -
in a recent case wheré detailed studies of farming practices had con-
tinued for some years with little feedback to management. Belatedly,
a quick survey concerning adoption rates was carried out in a matter of
weeks which revealed that 70 percent of the original sample of ¥cipients
were no longer participating in the programme. Another example of .
overlooking the simple in the desire for the complex.

" For the monitoring of -the repayment rates of credit similar rates
may be used. Detailed consideration of this problem is given in a recent
paper.3 One common- indicator is the collection index for an accounting

3. J.D. Von Pishke, “Quantification of Loan Repayment Performance,” Course
Note 42, Economic Development Institute 6f the Werld Bank. (Washington,
D.C.: July, 1979). . ) '
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“period. It is dependent on the period and is of the form:

100.

Volume of collections or repayments for the period

Volume of loans or installments due in period

Another commonly used index is the percentage of the portfolio Wthh
is in arrears, obtained as follows:

Total arrears at end of period

100.
Total loan portfolio at end of period

This may be misleading, as a varying proportion of the loan portfolio
may represent new lending on which repayments were not due. A slightly.
more complicated mdex is suggested. [t is a repayment index, Ry, derived
as follows:

"Ry = 100(1—ZA;)
ZAmax

where A, is the cumulatwe total of balances in arrcars (net of any pre-
paid balances) over the life of the loan or portfolio study horizon ¢
extending from period 1 to period n, and A, is the nmulative total
of balances in arrears which would have accumulated i 10 loan repay-
ments were made. An Inde:; number of 0 indicates total default, while
100 shows repayment exactly on time, or an overall performance consis-
tent with timely repayment ber:ving,

In the range of monitoring indicators, the measurement of outputs
have yet to be considered, (as well as the assessment of beneficiary reac-
tion.) Output measurement and its corollaries are considered, for con-
venience, in Part 4.4 below. Assessment of beneficiary reaction, other
than adoption and usage rates introduced above, cannot be summarized
into simple indicators. Studies involving in-depth interviews with' selec-
ted beneficiaries may reveal considerable insights into the attitudes and
reactions likely to affect the project, but the interviews and the inter-
pretation of the results require probing and analytical skills that are more
individual in nature. Such studies are particularly necessary when the
simple indices indicate that something is wrong. Problem identification
is an important monitoring objective (see Parts 2, 5, and 6).
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4.4 Indicators for Evaluation

The design of evaluation systems has been discussed in Parts 1 and

3. The emphasis on direct survey methods and the likely necessity of

viewing the analysis as an cxamination of a time-series of the data have

. been noted. Within this context, and bearing in mind the criteria discus-

sed earlier in this Part, what indicators can be recommended. for in-
clusion in.the evaluation system? :

For introducing the presentation .. -equence, the range of indica-
tors may- be classified into three groups:

a. output indicators, including disposal of output
b. economic indicators: and
c. quality of life 1;1dlcators.

Output Indicators

In most agnculture and rural development prolects ~outputs are ex-
pressed in terms of production; whether crops, livestock, forest products
fish, etc. ' Where manufactured outputs are involved, the indicators need
mdmdual 1dent1flcat10n and lie outmde the scope of thlS Handbook.

In general quantification of production may be through direct
measurement or the producer’s stated estimate. If the producer keeps
records, the problem is, of course, solved, but for projects addressed by
thls Handbook that is rarely the case.

{i

If du‘ect measurenient is adopted the following common catego-

ries of productior can be 1dent1f1ed 5

a.  seasonal crops—areas and yields per unit area; )

b, tree crops (including forestry)—numbers of trees and yield per
tree (or area and yield per unit area);

¢.  animals—live numbers, and off-take numbers; and

d. animat products (mcludmg fish)—volumes, welghts

The indicators, therefore, are well defined; numbers, areas, yields,
volumes and weights. It is the measurement of these indicators that pre-
" sents the problem. Livestock numbers by type, age and sex are feasible
only if the herds are available for inspection; volumes and weights of
daily or weekly milk yields or fish catches are very demanding in terms
of repeat visits to the chosen units; areas and yield measurements require
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careful timing and take considerable time and expertise to execute.

The rule with such direct measurement of indicators must be that
the time and resource that are-required can be justified only ithigh
accuracy is both needed and achieved. Unfortunately, this level of achie-
vement can be guaranteed only if the survey is on a'small scale, com-
mensurate with the, probably limited, availability of skilled and experi-
enced personnel necessary to make the measurements.

Frequent visits to take direct measurements make it practicable to
collect other data that also require closely grouped multiple visits, such
as input costs; e.g., labor inputs to achieve the outputs. '

The conclusion, therefore, with respect to detailed observations and
measurements is in line with the recommendation in Part 5 and else-
where, namely, that studies incorporating such measurements are best
suited to indepth case study surveys rather than large-scale sample sur-
veys: the experience with farm management studies, for example, bears
this out, ' :

The estimation of crop production deserves special mention. A well-
documented and popular method is to conduct a crop-cut of a small -
portion of a known area of the plot in order to estimate the average
yield-pér hectare for the crop. The problems that arise even with the
-objective method are described in Section 8.2. The alternative to direct
measurements of production is to obtain estimates from the producer. A
decision to do this requires positive answers to all the following ques-
tions: E a ; ' )

Did the respondent ever know the answer?

If 50, can he recall it at the time of the interview?
Is he able to report it in standard units?

Will he be willing to report it correctly?

& p o

If the land has never been measured, it is useless to ask for the area.
It the cows are milked by a herdsboy and consumed by the family, the
respondent may have little idea of milk yields. Virtually, no one has even
an approximate idea of the weight of firewood gathered by the family
for domestic use. __

Even if the answer was once known, the’ respondenf‘ may not be
able to recall it accurately. The memory error is likely to be related to
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the length of the recall period and the definition of the reference penod
These issues are discussed in Part 8.

The respondent may report in terms of local units of measure; if
so, conversion factors must be calculated to standardize the results in
kilos or litres.

-For this method to succeed, the respondent must be wiiling to
recall the required figure and to report it accurately to the best of his
ability. He must, therefore, be informed of the purpose of the engquiry
and his good will established.

In many cases, concerning production, farmers can, if the interview
is well-timed and the questions appropriately phrased, give estimates
that—within certain rounded limits—reflect reasonably accurately the
true value of the output. The use of farmers’ estimates as an indicator
should not be overlooked. There is a tendency to assume that such es-
timates will be so biased as to be valueless, but there is some evidence
from the Philippines and elsewhere that farmers estimates are
sufficiently accurate for monitoring purposes.

To record, for example, that farmers’ estimates of vields are below
those obtained from crop-cuts, and conclude that the farmers’ estimates
are wrong is not necessarily correct. A difference .of 15-20 percent may
be explained by different harvestmg techniques and biases in the crop-
cutting methqd

The decxslon on these alternatives can only be made on the spot,

~perhaps following a pﬂot study But a preliminary general recommen-
dation is:

In micro, multipurpose case studies use objective measure-
ments o{ outputs to the extent poskzble in large-scale sample sur-

veys, farmers estimates may serve as a proxy for the objective
" record.

Indicators of disposal of output present similar alternative choices;
postfacto reporting or measizement at the time of disposal,

Gross volumes passing through the market channels as estimated at
certain points in these channels are.a measure of total sales, but they
often cannot be analyzed according to source.

4
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Moreover, estimates of household consumption of home production
and informal disposals by way of gifts or exchanges require multivisit
household budget surveys. In the project evaluation context, such sur-
veys tan usually only be justified on a case-study basis from which
~ general patterns of disposal may emerge. ' -

If a cash crop, e.g., cotton, is marketed almost exclusively through
a single official agency, the records of that agency or its local depots may
be the source of indicators of guantities sold, even down to the farm

+ level.

Econgmic Indicators

The postulated economic benefits of a project are usually expressed
in income terms; so income is the obvious choice as the indicator to
measure; and popular practice confirms this. However, as indicated ear-
lier, in the case of small farmers, the accurate definition and measure-
ment of income is difficult; in fact it has rarely been satisfactorily
accomplished,

Data on income from a cash crop may be possible to obtain, parti-
cularly if it is marketed through a limited number of traders or agencies
whose records provide a check on farmers’ responses. Prices of crops of
other agricultural produce can be collected regularly at selected markets
ot buying centers and together with estimates of production can be used
to provide independent estimates of cash receipts. In aggregate terms for
‘a zone or stratum, such estimates of total income may be satisfactory for
evaluating the economic benefit of particular crops or products.

If total farm or household incomes need to be measured, the diffi-
cillties become extreme. There are the definitional problems outlined
earlier and response problems. Income generation is erratic, liriked to
sporadic marketing; the income of each household member is difficult
to obtain froma single respondent; and informal activities, such as beer
brewing or small-scale trading that produce income are notoriously
difficult to cover in an income survey. Moreover, income is a particularly
sensitive area of enquiry to most respondents in any environment;
objective responses cannot usually be easily elicited.

The measurement of expenditure does not present some of these

definitional and response problems. The experience of many budget
surveys is that expenditure is recorded more accurately and completely
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than income; to the extent that in many reports containing cross-tabula-
tions-of one variable against income classes, expenditure classes are used
as a proxy for these income groupings. Expenditure ean be fairly accura-
tely recorded if the recall and reference periods are appropriate. For
casual dailv expenditures, the recall period may need to be no longer
than two to three days. Items such as rent, services, school fees, etc. may
need a reference period of one month; and irregular major expenditures
on household or {arm items may be reported on an annual basis. Pro-
blems of prestige expenditure in an attempt to impress have to be consi-
dered-this is taken up in Part 8.

There may not be an exact eguivalence between expenditure and
income in absolute terms, but in many population groups, changes in
expenditure reflect, fairly accurately, changes in income. Can expendi-
ture then be used as a proxy for income in evaluating change?

The reason why the answer to this is only a qualified ‘yes’, is that -
expenditure surveys may require multiple visits throughout an extended
time period .in order to accurately assess total expenditure over that
~ period. The maintenance of such a survey on an almost continuous basis
.is not something to be undertaken lightly. Given that major expenditures

can be recollected over a fairly extendéd reference period, the problem
is the frequency of visits required to estimate average daily minor expen-
ditures. One possibility is to conduct a one-to-two week survey {with
several visits within the period), repeated at certain selected times in the
year {reflecting, say, pre-harvest, post-harvest and other major seasonal
highlights), and to average the daily expenditures recorded in each of
these phases of the survey.

The use of expenditure in this way reeds to be carefully tested
in each situation, but may well provide an easier method and a
"more accurate indicator of income change than an md:fferent
record of actual income. .

When survey resources are very limited, total major expenditure on
housing, household furniture and equipment, and simple transport and
recreational items such as bicycles or radios, may serve as at least a rough
proxy for income change. Even changes in the inventories of consumer
durables in households—data which can be obtained by question and
observation in a relatlvely snnple fashion—can be illuminating,

265



Qualify of Life Indicators

Indicators of output and benefits, though difficult to define and
measure, refer to identifiable and tangible phenomena. The choice of
indicators of quality of life is even more difficult because the very con- '
cept is vague. ’ )

Aspects commonly agreed to affect quality of life include, food
consumption, health, education, shelter, access to esse_ntial amenities,
and life expectancy. They are not, of course, independent of each other:

Food consumption in terms of individual or household food intake
is an even more demanding survey topic than income, and has been as
rarely successfully accomplished, except in microlevel detailed dietary
studies. Domestic food production and food purchases through expen-
diture surveys may be the nearest proxies that can be measured.

Accurate assessment of health requires physical and clinical exa-
mination by qualified personnel, which is usually practicable only on a
small scale. Nutritional status merits consideration as a proxy composite.
indicator for health and food consumption.

An accurate determination of nutritional status may be no easier
"than assessing the level of health; this is particularly true of adults. How-
ever, the measurement of age, height and weight of young children
enables a set of three indicators to be calculated (weight for height,
weight for age and height for age), which taken together and assessed
against the now widely accepted standards, is a good yardstick of the
general nutritional status of the child population. In effect, such anthro-
pometric indicators are proxies for the nutriotional status of the. child
population and these, in turn, are used as proxies for reflecting the
general levels of health and food consumption of the population under
study. The great advantages of anthropometric indicators lie in the ease
of collection of the necessary data on large samples and their reasonable
sensitivity to change in the underlying variables of interest. Clearly, they
do not mirror the population’s specific health problems, but as indicators
in the set of quality of life measures can be strongly recommended for
more general evaluation purposes. )

One rider needs to be added. Accurate age determination of young
children may be difficult; although evidence is mounting that in many
countries this is becoming less of a problem, demographers still detect
‘biases in age reporting in many instances, If age is recorded inaccurately,
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the ratios of height or weight for a given age will be biased. Where such a
problem exists, weight for height may be the most useful indicator of
the three suggested.

Education is easier to define and measure. Literacy and years of
schooling are measures of individual attainment, and percentage enroll-
ment of schoolage children in primary education may be a suitable com-
munity-level indicator. Literary and educational level of adults, however,
measure the past and are unlikely to change within a short period. Their
use as project evaluation indicators is, therefore, limited. Age-specific
enrollment rates for children is of much greater usefulness. '

Shelter can be assessed by measures of quality of housing; e.g.,
number of persons per room, and type of construction. It is,"however,
slow to change and is somewhat culturally specific. Expenditure on
maintenance, improvements, and contents may be more useful.

Access to amenities and type of amenities are useful social/health
indicators, but again are slow to change, unless the project includes a
component to directly affect their availability.

Life expectancy—an indicator whose accurate calculation requires
very large samples (assuming that vital registration is not universal)—is
more likely to be feasible at the national level, through population
census and very large-scale surveys, than at the project-specific level.
Moreover, in most developing countries, the calculation of life expec-
tancy relies upon sets of ‘model’ life tables and the use of stable popula-
tion models. As a project-specific indicator, it cannot be recommended.

Infant and child mortality may be feasible indicatoxs if the full
population in the project area i enumerated and a household register
maintained. Otherwise, these too require such large samples as to be
impractical. ' ‘ '

Attempis have been made to assemble various combinations of -
quality of life indicators into one single composite indicator: one such
_suggestion is to combine life expectacy, infant mortality, and years of
education. There are serious difficulties in interpreting the results of such -
a composite which implies equal weighting of indicators with no concep-
tual framework for doing so. Moreover, the lack of independence betw-
ween the indicators confounds the position further; patterns of mortality
exist covering the whole span of life, and these patterns underlie the
models used to derive life expectancies in many developing countries.
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If quality of life measures are required in a rural development
project, the following is suggested as a reasonable list:

—Child nutritional status (anthropometric measurements);
—School enrollment by age;-

—Expenditure on shelter improvements and contents
—Distance or time to potable water; and

—Use of clinic. '

These are tentative recommendations and need to be reviewed to
suit local circumstances.

4.5 Backgrdund or Classifying Information

_ In the sections above, the prime focus has been on identifying a
number of practical indicators of direct interest for monitoring and eva-
luation. For the use of such indicators to be meaningful, it is necessary,
in almost every case, to classify them against explanatory variables.
" These, also, have to be measured. Thus, in a rural community, the
survey, whatever its main objective, will include a questionnaries on the
general socioeconomic * condition of the respondent. Likely topics
include: ) '

geographical location and community characteristics;
household composition and demographic characteristics;
farm size and type; and

main economic activities or occupation.

oo oW

Indicators of these topics are not without their definitional and
measurement difficulties. There are almost as many definitions of a
household. as there are household surveys; the definition of employment
is one that has defied many students of the rural scene; and measuring
age still causes problems in many communities.

Some of these issues re referred to eliewhere in this Handbook and
"most are dealt with in detail in manuals and handbooks issued by the UN
Statistical Office and other specialised agencies and institutions. The
point to be made here is that, although important, the collection of the
-background information is secondary to the collection of the monito-
ring and evaluation indicators; the survey must not be designed according
to the dicates of the former at the expense of optimising the collection
of the latter. There have been cases where the major part of the enumera-
tor training period was devoted to the problems of defining and collec-
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ting data which were not of rhajor importance in meeting the prime
-~ objectives of the survey.

Above all, the tendency to include everything that may be of-
interest in cross-classifying the main indicators must be avoided. It is this
tendency that leads to monstrous book-length questionnaires, and resulits
in poor quality of data collection for the important indicators. One
result of such an unfortunate design is a report that is heavy on cross-
classifications of the background variables against each other, but light
on tables of the indicators that led to the survey. The extreme result is
that processing delays become so acute that no report is published.

Of course, in many cases, certain of the explanatory variables may

be of crucial imporftance in understanding what is-happening to the bene-

ficiary population. Family labour constraints, for example, may be the

critical facter influencing the population against adopting recommended

procedures. In such cases, the inclusion of such a variable may well come
within the purview of the monitoring and evaluation systems.

PART 5:- -

"SOURCES OF DATA FOR
MONITORING AND EVALUATION

5.1 “Existing Data and Data Collection Agencies

The initial identification of data sources and assessment of data
availability by those responsible for monitoring and evaluation of the
project will be greatly influenced by the results obtained during the pro-
ject appraisal stage. This apprisal depended on the collection, examina-
tion-and testing of the whole range of available data. It will have identi-
fied the more reliable series; and indicated, by the use made of them,
how to make the most of less reliable information, and of ad hoc
material. Frequently it will have found deficiencies of coverage which
were not possible to remedy during appraisal, and which the monitoring
and evaluation will now have to fill or compensate for. If the appraisal’s
identification of these gaps led to an official data collection effort to
"cover them, the initial monitoring and evaluation effort may be geared
to establishing contacts’ with the agency concerned and:‘following -
through’ on any ‘further review of these data.
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For the appraisal of a project, existing data supplemented by the
necessary degree of estimation, extrapolation and even intuition, are
used to assess the curreni position and project expected results. Project
monitoring and evaluation commences by reviewing the existting data
" against a different set of objectives. To what extent can existing data
series be used for deriving indicators relevant for project monitoring?
Does the body of preproject data provide an adequate baseline for a
time-series for eventual project evaluation? If so, will the existing machi-
nery for updating these data be sufficient to generate the required time-
series? Can the available data series be disaggregated to the project:
specific area with sufficient accuracy? And are the concepts and défini-
tions used in the past consistent with those applicable to project require-
ments‘? _ 2

To the extent that the answers to these questions are in the affir-
mative, the necessary arrangements must be made to maintain the rele-
vant data series or to collaborate with the responsible agency in this
task. New data series and survey activity must also be identified.

Contacts, both*formal and informal, with key local and central
officials involved in statistical development are required. Some.of these
contacts will be easy to establish through the project team. For example,
in an agricultural project, links with relevant officials in the Department
of Agriculture should be possible, both through daily contact with the
staff of the Department and through the coordinating mechanisms . built
into the project management structure. Getting to know centrally based
statistical agencies and the individuals in key p051t10ns will require a
specnal effort. .

Sources of data jn any country are numerous and diverse. Much
may be unpublished, since many enquiries are never fully analyzed, or
witten up. The material will be of widely varying quality and assessing
the quality is as difficult a job as finding the data.

The following is a list of institutions which commonly exist and
are likely sources of information. -Actual titles and the relative impor-
tance of the bodies for data purposes will, of course, vary from country
to country.

~(a) National Statistical Office

.

‘This may be responsible for census and certain natlonal series,
acting in other areas mainly as a coordinating body, leavmg detailed data
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collection to statistical groups in other ministries. It may, however, be
responsible for carrying out all major statistical activities; if so, this
clearly simplifies the task of keeping abreast of new. series and develop-
ments, and close contact must be established. The national accounts sec-
tion will normally have a detailed overall view of data sources and their -
relative reliability.

(b) Ministry of Finance, Economic Planning Ministries, and the Central
Bank

These are sometimes responsible for the calculation of national
. accounts. They will certainly include economists who use the available
data and who are therefore in a position to indicate the sources and pro-
vide some continuing assessment of data quality.

(¢) Production Ministries

These will often carry out data collection themselves. Licensing
and marketing information may be centralized. For certain commodities,
detailed information may be available in the Marketing Boards which
may be independent or quasi-independent of the Ministry concerned.

(d) Service Ministries

If social and quality of life measures are relevant to the project, the
data sources and experience of ministries such as those of Health and
Education should be drawn upon. Project quality of life measures may
need to be benef1c1ary or household specific, but school and clinical
records of the area, together with data from specific social surveys may
be useful in more general ways.

~ (e) ~Official Research Institutes

Although research data may not be directly applicable to project
beneficiaries, they provide a check or target against which project-
specific data can be assessed, and are useful preliminary data for rapid
assessment enquires (see Part 6).

(f} - Other Institutions

These include universities and their. attached research institutes,
international institutions, trade associations, and private market research
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companies. In particular, universities and development institutes are
major sources of indepth, microlevel data and are, potentially, major
collaborators with the project in certain specific studies.

(g) Output from Monitoring and Evaluation of Previous Bank Projects

Experiences in collecting and using data in other projects, even
those operating in similar environments in the same country, are fre-
quently overlooked, due to poor dissemination of the findings. Such
experiences are not only of potential use as a source of background data,
but may help in identifying indicators that proved to be both possible to
collect accurately and of relevance in monitoring and assessing project
progress. Too commonly, the same problems are encountered, and the
same errors committed by each monitoring and evaluation unit in turn.

5.2 Use of and Compatibility with Nonproject Data

It is appropriate at this point to reiterate the potential, of a national
survey programme as a ‘primitive’ control group (see Part 3),

Rural surveys, even though designed with different objectives, may
reflect general production and sociceconomic levels. Health and educa-
tion data, if they exist, provide a general picture of.the prevailing situa-
tion. Project-specific data can often be thrown in sharper relief by using
‘these other broader data files as a “backdrop’ for comparative purposes.
The relevant agencies may even be willing to expand or modify their
survey design and content to improve the potential use of the data for
such comparison or control purposes.

In one area in particular, serious efforts at coordination are indica-
ted; namely, the standardization of concepts and definitions. Many
potential comparative analyses between data sets are impossible because
the underlying concepts and definitions differ. It is common practice for
such fundamental definitions as household and holding (farm) to differ
from one survey to the next even within the same survey organisation.

In the monitoring and evaluation context, careful attention should
be paid at the initial planning stages to adopting, wherever possible, such
standard concepts and definitions as may have been developed. Depar-
ture from such standards is often due not.so much to different objec-
tives, but ignorance that such standards exist. Comparative analyses of
evaluation data with other non-project data sets will be easier it the
following definitions, in particular, are common:
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Household composmon

Migration

Holding (farm};

— ' parcel

— plot (field); _

Treatment of crop mixtures;

Occupation;

Employment (particularly informal and part-time family); and
Units of measurement,

The collaboration between national agencies and project monitoring
and evaluation units should not be seen as merely a one-way process. As
stated in Part 1, the available monitoring and evaluation resources within
a number of projécts in a country, add up to a very significant part of
the total statistical resource of the country. Although the design of
- monitoring and evaluation surveys must be geared-to servicing specific:
proiect needs, these needs will often be similar to those of national
planners,

Identification of these common interests by both parties, i.e., pro-
ject and national authorities, will be mutually beneficial. Indeed, such an
identification process often serves to both broaden and focus project
management’s perception of its own needs.

5.3 Sources of Project-Specific Data

The contribution made by nonproject data notwithstanding, thé
main sources of data for monitoring and evaluatlon will be project speci-
fic. These may be listed as:

administrative records_;

rapid observation;

case studies;

sample surveys; and

census-results for the project area,

®ap e

These will be considered in detail in other sections, particularly -
Parts 6 and 7. They are briefly described here to show the linkages bet-
ween the different sources and the monitoring and evaluation system.
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{a) Administrative Records

In one sense, administrative records, if they include certain informa-
tion on every beneficiary of a project, may be regarded as a census;i.e., a’
complete listing of the population under reference. But in practical usage
there is a distinction.

Much of the information required for measuring project progress
will already be included in existing project files, Examples are financial
accounts, construction and service records, credit applications and dis-
bursements, marketed production figures, school enrollment, and clinic
attendance records. No survey should be commissioned without first
investigating whether the required data are available from such project
records. One project evaluation unit undertook direct beneficiary inter-
view surveys to obtain information, most of which was available, more
aceurately, in the individual beneficiary files maintained by the exten-
sion and credit agencies. -

The use of administrative records requires a system for their rapid
collation and summarization in order to turn voluminous files into
succinct, decision-oriented information. Often, 1t is thls system, rather
than the data, that is lackmg

(b} Rapid ‘Observation

This comprises the technique used when making a quick tour of an
area in order to obtain a general picture of the sitiation prevailing. It
involves recording what is observed along the itinerary of the tour, what
is obtained through discussion, both with persons encountered casually
and with those specially selected (either purposively or by random
procedures). It can be an exploratory visit, or one on which a special
report is required (perhaps an emergency), or one of a regular series, It
may provide general information about an area of interest, or be very
concentrated, providing data for trouble shooting in a crisis. An agricul-
tural officer, for example, will periodically tour his district and write
regular situation reports {or informally accumulate his impressions,
sometimes without written reports). The methods of observation which,
of course, have been used since the earliest administrations, have recen-
tly been called quick and dirty methods; but, although they are quick,

they do not have to be dirty in the sense of :‘cviding unreliable informa-
tion,
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(¢c) Case Studies

The term ‘case study’ may be used in different ways. It is fre-
quently used. to describe a report of one particular case, event or
project which is presented as a valuable item- for study, as a guide or
example, as with a medical case history. In this Handbook- the term is
used to describe a long and detailed field study of relatively few house-
holds or persons, which examines in depth their lives and behavior, or
some selected aspect of them. Common types of case studies include
community (or village) studies, trace studies, and detailed activity
studies (for example, farm management studies). They may be explora-
- tory studies, research oriented, using experimental or quasi-experimental
designs™ to provide evidence in support of large development projects.
" Obviously, in such cases, the monitoring and evaluation of the resulting
project needs to include the original case studies in its ‘data bank.’ Dur-
ing a project, case studies are useful in finding out what has gone wrong
if a project hits a major snag. More generally, case studies provide one of
the ways in which the unfolding of causal mechanisms can be studied,
_ as discussed in Part 3. In many instances, plausible causal inferences will
be possible only if more general survey data are supplémented . by a case
study, examining in detail the project impact on a small number of -
beneficiaries. s - '

_ The case study is usually carried out by a single professional investi-
gator (or small team), perhaps with a few assistants. The number
involved is small, but of high calibre. They must also be dedicated, for
the investigation may involve a long period ‘in the field.’

(d) Sample Surveys

. Samples (either purposive or probability) are very adaptable. They

may be for descriptive or analytical purposes; or—more frequently—for
a mixture of both. They cah rangefrom a quick study involving one topic
in one area, requiring just a sinle visit for a short interview, to-a project-
wide multi-purposé stud%.f'igjmg multivisits spread over a long period.
Since the number of respondents is greater than in case studies, it is
easier to achieve representativeness of the population, and thus to gene-
ralize from sample to population. On the other hand, the survey is less
suitable than a case study in examining intentions and attitudes and the
way these work through to behavior and actions.
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(e) Census Data )

A national census is justified mainly on the grounds that the data to
be collected from each individual is required at a very low level of aggre-
gation; i.e. for very small administrative subareas of a country. It follows
that if a census file exists it should be possible to obtain tabulations that
are specific to the project area—or a very close approximation to it. This
is. a specific instance where collaborative arrangements with the main
statistical agency in a country can result in access to such special tabula-
tions. However, a cenus is infrequent (commonly decennial) due to the
massive administrative undertaking involved, and the range of questions
it can cover is limited. If available, census results, disaggregated to the
project level, provide a starting point for almost every conceivable social
and economic study using quantitative data. The census also provides the
frame for many sample selection schemes. .

-Census of particular subsets of the population such as businesses or
large farms may also be relevant in the project-specific context. it the
most recent census was taken several years prior to the project, the conti-
nuing validity of the data needs to be reviewed. Moreover, assessment of
the quality of census data is required. If a technical assessment is not
already available, the monitoring and evaluation team will have to carry
out its own if it has to make crucial use of census results.

5.4 Case Studies or Sample Surveys?

As already indicated, and as reiterated in Section 5.5 below, the ap~
propriate answer to the question in this heading may well be ‘both’; plus
use of the other sources described above. Nevertheless, for particular
data collection enquiries, the issue often facing the survey designer is
whether to recommend a microlevel, in-depth study or a larger scale
sample survey that allows more numerous inferential possibilities. In
extreme cases the choice may be clear. Detailed, multivisit observations
involving interrelationships between the whole complex of farming prac-
tices are difficult (and expensive) to control on large samples; converse-
ly, adoption rates measured on the basis of very few observations may -
" not reflect overall adoption rates of the target population. For in many
cases the choice is not a clear one. Obviously, availability of sources is a
" major factor, but there are technical grounds on which the decisions

may also rest; the t'oﬁowing classification may serve to illustrate these.
The criteria shown are the scale of the enquiry in terms of the pheno-
mena to be investigated and the geographical coverage desired; the type
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of interview to be used; the method of observation and measurement
required to colléct the rate of interest; and the frequency with which the
collection has to be made. In each of these, three classifications are
shown; somewhat arbitrarily chosen, to represent points in what may be
a more subtly changing distribution. For example, questionnaires may
contain both open-ended and closed questions; a complex measurement
in one environment may be simple in another; and so on. But the typo-
logy offered provides some clues in the choice between case studies and
sample surveys.

CRITERION CLASSIFICATION

S

B

C

1. Scale of enquiry

Phenomenon of
interest rare and
clustered.

Village or com-
munity level.
Specific site or

*{institution.

Phenomenon of interest
widely

distributed throughout
area.

2. Interview type

Free-ranging;
unstructured,

Open-end.cd

questions; attitu-

dinal studies.

Close and/or structured
questionnaire.

3. Observations and
measurements

Techﬁical,requir-
ing professional
skill.

Accurate and
detailed.

Simple counts and
measures.

4. Frequency

Cbhtinuoug or
very frequent,

Multi-visit over

" | year.

Single visit.
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Enquiries involving any classification including one or more (A)

types should be based on case studies. Rare phenomena, free-ranging

- interviews, professional examinations, and continuous obseryation—

none of these are well-suited to large sample surveys due to the demand-

ing nature of the enquiry in terms of identification of appropriate res-
pondents, and time and skill required of the investigators. - '

Enquiries involving classifications including (1B) together with (2B)
are also best suited to case studies. Indeed, almost any combination
involving (2B) would indicate a case study as the first option, for en-
quiries involving any appreciable number of open-ended and attitudinal
questions are not easily controled if large numbers of enumerators are
mvolved—dlfferentlal enumerdtor/respondent biases become potentld]ly
very serious.

: The sample survey is well suited for classifications of type {1C) with
. {2C) together with combinations of-(3B) or 3(C) and 4(B) or 4(C). If
3(B) is included the measurements need to be taken with great care and
~ accuracy, and the field teams require especially careful training if a
sample survey is to succeed, Multi-visit sample surveys, (4B) are feasible
but expensive to operate- A sample survey may also be appropriate for ,
_.classmcatlons of type (1B) with (2C)

The classxc soclologlcal case study may be descrlbed as:

e B , Type (1B) X (2A} X (44)
wag A farm management study may often be:
Type (2C) X (3B) X (4B) ,

This combination may be suited for a sample survey (see above),
_although the need for accurate and detailed measurements together with
multi-visits make it a difficult and expensive operation. But, frequently,
farm management studies veer towards type (2B) x (3B) x (4A). This
combination is more suitable fer a case study approach.

A. study of a particular heatlh pi'oblem mﬁy be:
_ ’I‘ype (1A) X (2B) X (3A}X (4C)

Thls demands a case study approach..But note that a nutntlon sur
vey involving anthropometrlc measurement of children may be: .

Type (IC) X (20) X (30) X (4C)

g

an

and lends ltself to a sample survey approach
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Enquiries requiring the identification of particular types of respon-
dents at a particular location, e.g., market trader interviews, are of Type
(1B). If Type (2A), i.e., free ranging, unstructured interviews are involve.
(see Part 6), the enquiry is best handled on a case study basis. However, a
regular but simple price coliection is of: ;

Type (1B) X (2C) X (3C) X (4B)
and this can be operated on a sample ~'rvey basis. .
5.5 Combining Methods of Enquiry

The characteristics of the main data sources and the strengths and
weaknesses of each have been described so as to indicate the issues to
which -they are separately relevant. In this context it is natural to ‘set’"
one possible choice against another as in the section above. But this Part
would be misleading if it did not fihal]y stress that the main task in
_designing monitoring and evaluation systems is to combine the different
methods in a total programme that wil use resources most effectively.

For monitoring, this combmation will often be a mix of:

analysis of administrative records;

rapid assessment; _

sample surveys of adoption rates and

problem-oriented case studies. T o

an o

For evaluatlon whlch has the monitoring data to underpin its
efforts, the mix will frequently be.of:

a.  causality-oriented case studies; and
b.  sample surveys over time. -

‘The case study based on a professionally conducted intensive
investigation will provide the kind of insight that cannot possibly be re-
plicated on a sample survey scale of operations. These insights will iden-
tify key relatlonshlps and constraints and will generate hypotheses, thus
focusing the range of enquiry more narrowly and suggesting indicators
that can be collected by a sample survey. This combination of the results
of case studies and of a sample surveys will provide powerful evidence
for assessing the plausibility of statements about the project unpact and

"the manner in which it operated.
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‘For example, a case study may show that only farmers with family
labor equivalent of at least a wife and two children can cope with the
essential tasks during some part of a proposed new cropping system. A
sample survey can then establish the proportion of farmers with the
required labor resources..It can thus be plausibly argued that the new
cropping pattern is viable in areas where “x”’ percent of farmers display
such characteristics. : :

Similatly; a case study may reveal .the failure of a parastatal mar-
keting organization to offer the guaranteed price for a food crop to small
farmers, who are, therefore, dependent on the price offered by local
traders. If this price falls below *“y” units per bag, the farmer will be dis-
inclined to produce a surplus for sale. A sample survey can monitor the
price farmers are receiving. From these two enquiries the likelihood of
farmers increasing their production can be plausibly derived.

 These examples also illustrate staffing issue,st A change of statisti-
cian during the sample survey should not make much difference (given
general competence). The case study is, however, much more dependent
on the experience of the chief investigator, and an attempt to substitute
here may well result in a need to make a fresh start.



PART 6:

DIRECT OBSERVATIONAL METHODS

L
L

6.1 "‘Di‘fec.t-Obseryation

The collectlcm of data through rapid assessment (or reconnaisance)
methods, “antd - by,ggse Saidies are jointly described as “Direct Observa-
tional Methods? since the responsibility for the whole work of design-
ing, observing, analyzing, and presenting the results is concentrated in
one person or in a small.team. This is one of the key features that
distinguish these methods from the sample survey, another, already
emphasized earlier, is that the logical basis for forma] probability infe-
rence is lacking.

This concentration of the whole process of data collection and
analysis in one person, or in a small team working closely together
through the enquiry, is a source of great strength, as has been descri-
bed in Part 5. The bringing together of diverse strands of experience and
information and the balancing of different kinds of evidence within a
common intellectual focus, can léad to insights, the generation of hypo-
theses, and the formulation of problems with a range of potential solu-
tions in an economical and effective fashion. Its success is, of course,
heavily dependent on the qualities of the investigators, and the way these
qualities match the subject of the enquiry.

The economic, social and cultural features of rural communities
vary widely across the world; may indeed be very different within the
boundaries of one nation, It is, therefore, dangerous to state that they
have certain common features. There are, however, two characteristics
of rural communities, reported so frequently and. widely in rural studies,
. that they form a common background to be taken into account when
planning direct observational studies.

'First, there is usually a hierarchical structure in a village. The hierar-
chies will be based on different characteristics in different places, but
will generally give positions of local power to the better-off farmers.
Therefore, the views of those at the top will be more accessible and evi-
dent, Their contributions to, and domination of, discussions may pro-
duce the impression that there are generally held views on topics, pro’
blems and choices. Such unanimity may, however, not exist ih fact. The
differences will be difficult to uncover, since the poorer people, the
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landless, the women, or others may be unwilling to reveal their views
readily in a group discussion in the presence of members of the ‘elite.’
Even in private individual diScussions it might not be in their own
interest to disclose oppos:tmn to village leaders, or'indicate a different
order of priorities.

Second, many vitlagers have an insider/outsider scale, ranging from
close identification with their ‘near kin living in the same community,
through their kin in other settlements, neighbors in general, and then on
to others who are ‘outside’ (ranging from local extension workers
through to more senior officials who are less frequently seen).

Villagers will be naturally cautious in talking frankly to those they
class as outsiders. Sometimes they say what they think the outsiders
want to hear; or they may reproduce what they regard as the ‘official’
view, in the hope of receiving favors or special treatment from the en-
_gduirers or from their official connections. There may be intra-comm-
"umity or intercommunity conflicts which lead respondents to portray
a view to gain support for, or approval of,.their own side. .

This is not to say that reliable.information cannot be collected by
outsiders on even their first visits to farmers or a village. There are, how-
ever, three important implications of this situation that affect the or-
ganization of monitoring and evaluation. :

The first is the substantial improvements in quality of data and
_insights into situations that result- from continuity of good staff. As
observers make repeated visits they begin to lose ‘outsider’ status, they
become aware of the villagers’ deeper attltudes intentions, aspirations,
and priorities. They begin to _grasp those implicit features of rural com-
munity life which are often crucial to the success or failure of the
- project,

The second implication is the need to adjust the time scale of the
collection process to the kind of information required. The physical
framework of an irrigation scheme may be readily observed. The rami-
fication of the organizational system by which the water reaches a far-'
mer’s field in particular amounts at particular times will take longer to
identify; and probing for causes of failure to provide community labor
to clear silted channels will be a still more complicated task. A study
of -a project in rural Afghanistan notes that “the complexities of the
water distribution system, water rights, negotiations between users at
the head and foot of irrigation canals could not be captured by survey
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-technique (sic} . . . information on the potential for change . . . was
generated through informal interviews, combined with in-depth dis-
cussions with knowledgeable local officials.”’” In particular, case study
methods adapting anthropological techniques will be needed to seek
causal relations between input and effects; and to lock for constraints
affecting farmer behavior. Such enquiries need not take the very long
time period common in classic anthropological studies. There is growing
evidence to show that valuable ‘applied’ results can be obtained in
shorter periods. Nevertheless, any agricultural enquiry may take more
than a year to'study those aspects (and they will be umerous), which
require close observation of the sequence of operations over a complete
farming cycle. '

. The third implication is that a conscious effort must be made to
establish the points of view of the less vocal groups in rural communities.
Thus women may be particularly concerned about water supply and
fuel sources, and be in a much better position to judge needs in these
areas, and present alternatives to male dominated strategies.

- In Part 8, the way memory problems of respondents determine
suitable recall periods in survey design is discussed. There is another -
aspect to the memory problem namely, the manner in which the recall
ability of the investigators determines procedures when using direct
observational techniques. The rule is that information must be recorded
- at the earliest possible moment. Some information can be recorded as it
is collected, for example, the result of an investigator’s observation. of
‘physical aspects—the conditions of the roads, or of the crops in fields
alongside the road. Sometimes it may be possible to record a discussion
as it is taking place (similar to the way enumerators operate in a normal
_sample survey). However, obvious record taking is often undersirable in
direct” observational situation; it interferes with the development
of informal relationships between investigator and respondent, which 's
one of the chief assets of this method.

The . results of discussions must be recorded as soon after as
possible, at least on the same day. There are three main reasons for this.
The first is the obvious one of simple memory failure; compounded by the
more thHan usual mass of information presented to the enquiring mind in
the free-ranging observational situation. The second is the selective and
structuring role ‘of memory; items that do not fit in with an evolving
mental perception of a situation are more likely to be forgotten, ignored, )
or distorted. If they are recorded at the time, they cannot be so conveni-
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ently disposed of. The third reason is the need to get into regular habits;
if unrecorded observations accumulate excessively, recording becomes so
burdensome that it does not get done.

6.2 Rapid Assessment: Observation and Enquiry

The role of rapid assessment as a source of data for monitoring a
project was introduced in Part 5. Even though this is the most informal
of the approaches to data collecfion, a certain amount of planning will
be well rewarded in ensuring that the data, although obtained quickly,
are of reasonable accuracy. '

An observer’s efficiency is determined by natural characteristics
(sharp eyes, a good ear), experience, and prior knowledge of the relevant
topics. Natural capabilities can be improved by practice in recording the
results of observation. Classroom-type exercises may improve perfor-
‘mance to some extent, but experience in the field is the best way (parti-
‘cularly if it is under guidance) and can only be obtained by ‘doing’ the
job, not just reading about it. The rest of this section is, therefore, devo-
ted to a discussion of the required knowledge of the topics concerned. -

Investigators must start out with a clear idea of the topics they are
supposed to be covering. A check list must be prepared beforehand of
the physical features they want o identify and the questions they wish to
discuss. Any such list should be regarded as open-ended, because not

‘every eventuality can be foreseen. Preparing such a lisfr however, concen-
“trates the mind; a study of the first draft may identify other related
matters which did not come to mind at first.

The ground to be covered can often be best organized by using a
simple framework of the following eight questions:

Who?

Where?

When?

What?

‘How?

For how long?
How much?

Why?

. The questions may be simple: for example, “When was the last
delivery of fertilizer to the distribution point?”; “What kind was it?".
“How much of it?”; They may be more wide ranging: “What factors
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prevent farmers from planting early, as recommended?”

Clearly, knowledge of the local language is an advantage. At least
some knowledge of agriculture and livestock (an ability to recognize
individual crops and a knowledge of cropping practices and the crop
calendar) is required. Investigators lacking this, and making their first
trips, should visit a nearby experimental station; or obtain help from the
local representatives of the relevant departments before going out:
Display of total ighorance will not encourage farmers to take enquiries
seriously, and will not lead to any useful records of the ‘state of crops in
the ground. Similarly, it should be possible to obtain beforehand order
of magnitude figures for the production of major items (e.g., mlik yield
per cow). ' -

Knowledge of the average rainfall pattern (a main determining
factor of the crop calendar), and of recent levels of rainfall is required.
Recent maps of the area should be studied and taken on the trip; or a
self-drawn map prepared. Any previous delimitation of statistical strata
or of ecological zones should be entered on this map. Information
about 16cal.units of measure must be obtained, and a standard basket or.
locally used container carried. Information about local marketing
channels- is required, and the places and times of the main regular
markets identified and marked on the map.

The- timing of visits needs consideration. The time of day will
.affect whe will be found in a village and who on the farm: the day of
week will determine whether marketing operations can be observed; and
the month-will determine the farming activities in progress. Often, res-
pondents can only be approached effectively very early or late in the
day. Traders often arrive at markets very early, around sunrise. Farmers
may only talk¥in a relaxed fashion late in the day, when their labors are
completed. '

. Follow-up visits require less prepa:étion, but background informa-
tion must be corrected and amplified, and the checklist revised in the
“light of experience and expanded as new topics come under review.

Everyone develops an individual system of effective recor‘d'keeﬁfhg,
but some rules are basis to the exercise.

a. Record times and places of observation and discussion, and certain .
_identifying features, for example, status or occupation of infor-
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mants. If possible, maintain observation made on a journey on a
separate travel log. Times, distances, and names of places can be
recorded sequentially with the appropriate record of observations
and events alongside. If standard numerical information at a
number of sites is to be collected (for example, prices of sele¢ted
goods at all markets visited), a previously prepared pro-forma will
save time and provide a first structuring of results. -

Journal entries should follow a standard pattern demgned to cover
the checkhst topics with a final, open-ended section. A regular
pattern eases the burden of the work, and helps to ensure that
nothing is overlooked.

Develop a system of abbreviations for frequently used words,
Records of actual words spoken are indicated by inverted commas
¢ ". Separate -out the observer’s own comments and queries’
requlrmg further mvestlgatlons—for example, by enclosing them in
square brackets[ ... ].

Photograph key features, as long as this does not give offense.
Annotate prints with dates, places and circumstances. A series of
photographs over time are partlcularly useful. If promises to supply
.copy prints to respondents are made, ensure the promises are kept. -

A pocket ealeulator is generally usefful

It may be posmble to record dlscussmns but this may not be desir-
able since—as with writing notes durlng a discussion—free expres-
sion of opinion may be hindered. A tape recorder can, however,
be used for keeping the daily journal entries when under pressure

NOTE Cameras, calculators and tape recorders must not be so much

in ev1dence that they distract respondents and create the lm-
presswn of the obsetver as a ‘tourist’.

Field trips depend a great deal on logistic support. It is, however,

notoriously difficult to obtain. Very few trips actually start at the time
planned; a delay of a few hours at the start can result in a seriously
curtailed programme, or result in several extra days in the field

Interwew procedures are discussed in Part 8. One aspect is empha-

sized here; namely, the need to adopt an informal approach free from
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traces of arrogance or of ‘knowing best’. The presumption should be that
if the farmers are following certain practices, there are good grounds for
them. Local failure to follow project recommendations may be due to
constraints which have not been appreciated by the project designers,
suth as lack of requisite resources, or failure to deliver support of the
quality and quantity promised, at the time agreed. Thus, individual
farmers may well not plant early if the date is in the period when village
livestock are allowed to roam freely: if fertilizer was delivered i&te one
year, there will be doubt that it will turn up at the right time in the suc-
ceeding year. '

Poor farmers also attach a hig}{ notional cost to new arrangements,
since the risk element always appears to be, and often actually is, high. -
.There may be elements.in’ current practice which are no longer required
or justified, but ‘traditional’ is not synonymous with ‘outmoded’, and
although a procedure is described in this way there may well be good
underlying reasons for its continuance. Indeed, recently adopted prac-
tices, if successful and widespread, are often qulckly labelled traditional:
for example, contour cultivation in a hilly area in Africa was freely
described as ‘traditional’ within a few years of its introduction. Food
preferences are deeply embedded and are unlikely to change rapidly,
particularly if pressure for change appears to be imposed from outside.

- Experience shows that valuable ';nformation-can be obtained if the
investigator shows an evident willingness to listen to the farmer’s opinion
and tries to understand his position (see Section 8.4). -

Locally resident government officers can be of:great assistance,
particuarly those in agriculture and community development. It is always
desirable, and usually necessary, to give them advance information of
trips to be made- in their area. One reservation about information
obtained from them should be mentioned. These departments will
usually have a departmental ‘point of view’ to which their officials
may subscribe, or which they think they have to be seen to support.
They -may tailor the expression of their views accordingly. .
Departments will, of course, also have specific activities under way, such
as encouragement of new téchniques; local officers, whose career success
depends upon the adoption of these techniques (perhaps specified’ in
target terms), are not necessarily- unbiaséd reporters of what is actually
nappening. This issue is, of course, merely one aspect of a general diffi-
culty that confronts all monitoring and evaluation work.

-
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b.  wide variations in responses or achievements in different areas or
sectors;and

c. general, widespread underperformance or other evidence suggesting
possible failure to structure project actions to beneficiary needs.

One common feature is the need to postulate and explore causal
relationships. R_egulér project monitoring may identify the problem and-
will often provide the background for generating relevant hypotheses,
but these need to be tested with more in-depth, accurately observed data
sets. . . . :

Moreover, as already discussed in Parts 3 and 5, case studies will be
relied on in many projects to supply the underpinning rational structure
for judging the plausibility of competing: causal arguments even if ri-
gorous testing of their validity is not possible. Properly conducted case_
studies can bring into focus a whole range of project and related non-
project activities within a single behavioral framework and take account
of system interactions. - '

. The PIDER review referred to earlier states, “Such a study (which is
multisectoral, but restricted to a rather limited area) should attempt to
capture the synergistic effect of several project components on the life,
economy, structure, ‘institutions and organization of individual com-
munities.””® :

It can proceed in a flexible—often speculative—fashion, and still
produce final results within an ‘acceptable time span. As emphasized
before, it will be most effective when it is supplemented by other tech-
niques. '

As the success of a case study depends almost entirely on the main
investigator (s), the person(s) selected must be allowed considerable
freedom to carry out the enquiry in the way they think best. Appro-
priate persons may be found from the project staff in the central evalua-
tion unit (if there is one), from local academic or research institutions,
or from consultants. It may be necessary to appoint two joint investiga-
tors since often the resources of both natural and social sciences (for
example, an agronomist and™an agricultural economist) have to be drawn
upon. In some cultures it may be necessary to have investigators of both
sexes. . . . the need for an interdisciplinary approach is better recog-

5. Ibid., p. 49.
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statement of specific information requirements. Project monitoring may
have provided provisional hypotheses or explanations which will provide
the starting point. In the final stages of evaluation, especially the detec-
tion of unintended effects, the brief must indicate particular areas of
concern, and the general type of results expected. .

"In an irrigation project, for example, yields, which rose with the
- initial’ use of the water, levelled off- at unexpectedly low figures. To
explain the reasons for this failure to fully exploit the resources made
available, a case study was initiated specifying as the topic the cons-
traints experienced by the farmers as a result of the new circumstances
brought about by the project. -

The period allowed for the study must, as already stressed, conform
to project needs. Generally, the more complex the issues, the more time -
will be necessary to investigate them. A search for interactions in the
‘system, often in great detail, may be requied. For example, planting
dates for maize may be limited by planting dates for beans which may, in
turn, be determined by the incidence of disease. There may be una-
ppreciated interrelations between crop varieties and livestock. For
example, in a maize to feed animals, became a key factor in the assess-
ment of returns to farmers. The whole system has, therefore, to pass
under review. In instances of this kind, the actual diming of the enquiry
as well as the period needs careful arrangement within the project frame-
work. - : :

Features of behavior representing risk reduction strategies are diffi-
cult to elucidate. Further, project failures may be due to inefficiency or
itlegality. It takes time to understand farmers’ decisions and to uncover
concealment or subterfuge,

The case study will need to delve into past events, and also observe
behavior at the time it occurs. Labor inputs into the various stages of
crop cultivation provides a good example: the frequency, extent, and
time required for sich tasks as land preparation, crop planting, weeding,
treatment with fertilizer and pesticides, harvesting and post-harvest
. activities may need to be observed (or at least recalled over a very short
time-span) throughout the agricultural season. This ability to akserve
behavior over time—one of the strengths of the case study—must be used
with discretion. Such extended observation by skilled observers is an
expensive operation and must be justified by the primary users’, demand
for detailed analysis. Too often the impetus for such studies comes from
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researchers who are not primarily concerned with the problems of the
specific project. Evaluation case studies are not financed -for research
purposes.

The scale or geographical dispersion of the casé study will also
affect the length of time required (unless parallel independent enquiries
are being mounted simultaneously). Scale may not be an issue in projects
with a limited-impact area, but in more extensive projects it is necessary
to identify those factors which categorize project beneficiaries into
suitable separate study groups. The case study units are then chosen
from the groups. This selection should not be confused with stratified or
clustered sampling (see Part 7). The aim is not to produce valid estimates
for the population at large but rather to ensure that the case study
includes examples that exhibit the main phenomena of interest. It is
a typical or nonmodal groups that are likely to require particular atten-
tion. Some groups may not need to be studied. Randomness may not
enter the selection process at all. _ ‘

One essential is to identify and group in a meaningful fashion the
subjects, so that what they do and how they arrive at the decision to do
it can be studied and compared. The subjects for most agriculture and
rural development purposes will be the farmers. Two qualifications
should be made, however. First, although the farmer may make decisions
at one level, other membhers of the family may decide operations at a
lower level: for example, many cultivation practices are determined by

“women working on the family plot. The fundamental unit may be the
household; “the family household is at one and the same time a unit of
production and a unit of consumption . . . The sociology of this type of
unit is intricately interwoven into its economy.””’ Secondly, when the
household is split temporarily by migration of some of its members, the
unit of decision making begins to break down. The investigation then
becomes, perforce, more complicated. Where these aspects are impor-
tant, the recommendations made here about methods for grouping
farmers will need to be modified appropriately.

Factors affecting farmers’ decisions may be grouped as follows:
a. General: outside immediate individual control or variation
1.  climatic level/variability

ii.  pest/disease susceptibility
. community social/cultural

7. Ibid, p. 53.
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iv. maiketing/credit facilities
v.  government policy

b. Speciﬁc': individual variation or under foermer control

i. res&)urc_es: family and labor/land livestock capital
ii. individual attitudinai goals and response to change.

Clearly, classification by the general characteristics is the more
straightforward. Much will be achieved by geographical divisions, al-
though even an area with a homogenoy. ~Ymatic regime may still need
substantial sub-division. For example, closeness to towns affects markets
and " opportunities for migration, Pastoral groups will generally need
categories of their own. Often a classification based on general charac-
teristics will -be all that can be specified in briefs prepared for case
studies in the early stages of the project, since no information about
individual variations or characteristics will be available. Later, project
“records should provide a means- of specific groupings; for example,
adopters and nonadopters, those showing satisfactory gains and those
with disappointing results. :

Occasionally, community, social, or cultural factors may be very
important, especially when the whole or most of the community must
adopt the change for it to work, The maintenance of an irrigation sys-
tem, dependent on community agreement over the disposal of water and
the provision of local labor to keep it working, is an illustration. In
instances such- as this the community 1tself will be the focus of the

-enquiry.

The spec1f1c factors may be exammed more fully by the chardctens-
tics in the following checklists: '

- a. Resources

i.  Femily and Labor: size/age/responsiveness to farmers’
dlrectlons/avallablhty through year/other employment/
labor hired

ii.  Land: size/fertility/position (slope)/access to water/access
to market/cropping pattern and timetable

iii.  Livestock: type/size/meat/milk/capital :

iv.  Copital: Equipment owned/equipment hired/stores/
vehicles (including bicycles and animal-drawn carts)
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b. Attitudinal

i.  Age, education, and past experience

ii.  Position in community
iil,  Sensitivity to risk
iv. Influenced by educated or migrant sons or daughters

Many of these variables listed will not be known before the study is
undertaken, but wil be included in the study as potential explanatory
causes of response variation. Such individual information as is available,
however, may be used, even at the planning stage, to prowde further
subgrouping,

The more groups that are formed, the greater the homogeneity
within each group. But the complexity of organization of the study
increases for which there has to be séme tradeoff. The crucial point is
that the variability belween groups in relation to the topic under investi-
gation should be substantially greater than the variation within the
groups,

It should be noted that once the specific factors are brought into
account, group boundaries will seldom be peographical; farmers in the
same local community may be in different groups. However, in order to
get the depth of insight.promised by. case study methods, the investiga-
tions must be limited to a few sites, and to a small number of farmers.

The case study should not be an isolated enquiry; the topic and the
selection of relevant groups are guided by the place of individual studies
within the total monitoring and evaluation effort. Its planning takes
place against the background of the monitoring series, and its detailed
setting-out is sharpened by special, preliminary, rapid observation
surveys. Its findings are interpreted alongside any sample surveys planned
jointly with the case studies. With sample surveys running in parallel
the point made earlier is sttengthened; namely, that the case study will
not necessarily be looking at the ‘average’. Greater insights may
sometimes be expected from a study of the extremes—for example, those
for-whom the project has worked well and those who have re1ected it
entirely .
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SELF ASSESSMENT QUESTIONS

Before going to the Univ—13 make sure that you can answer the

following questions:

1.

2.

What is meant by monitoring of a project?
How does monitoring help arrange a project?
What are the conceptual issues and basic objectives of evaluation?

What is the scope of monitoring in management of development

. prOJects"

. What is the role of experimentation in project evaluation?

What criteria would you suggest for monitoring and evaluatlon of
education projects?

 What are the nature and sources of data'required for pro;ect

monitoring and evaluatlon‘?
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Unit:6

MONITORING AND EVALUATION OF PROJECTS—1I

Adapted from

A Handbook on Monitoring and
Evaluation of Agriculture and
Rural Developments Projects.

by

D.G. Casley and
D.A. Lury
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. OBJECTIVES

After studying this unit vou will he zhle to:

1.

prepare data and expimn their spurces with reference to par-
ticular projects,

_collect and use appropriate data for project muonitoring and
-evaluation, :

- explain monitoring and evaluation of projects,

develop useful guidelines for monitoring and evaluation of
projects.

299






PART—T:

7.1
7.2
7.3
1.4
1.5

16
7.7

PART — 8:

8.1
8.1
83
8.4
8.5

PART — 9:

9.1
9.2
9.3
9.4
9.5
9.6
9.7

CONTENTS — II
Page
OBJECTIVES

SAMPLING AND SAMPLE SURVEY DESIGN
FOR MONITORING AND EVALUATION

" The Basic Logic of Sampling

The Choice of Unit and the Sampling Frame
Choice of Sampling Procedure

Required Sample Size and Survey Precision
Components of Survey Error

Useful Sample De31gn Features

Conclusxons

DATA COLLECTION BY INTERVIEW AND

MEASUREMENT

Constraints in Interview and Measurement
Observation and Measurement

Interviewing: The Recall and Reference Perlods
The Type of Interview

Questionnaire Design

_DATA HANDLING AND ANALYSIS

Introduction

Data Preparation

Data Processing

The Appropriate Scale of Analysis
Presentation and Display

Description and Measurement of Inequality
2% 2 Tables

301



- 8.y

o Ao Corredtioon end

5 Ry % ]
1l ek ety Dyl sl

DATA PRESENTATION
From Dala to Information
Presentation of Information

Reporting

SELF-ASSESSMENT QUESTIONS

302



PART 7:

SAMPLING AND SAMPLE
: SURVEY DESIGN FOR
MONITORING AND EVALUATIGN

7.1 The Basic Logic of Sampling

If data are collected from every member of a populaticn—a census—-
o inference is required to relate the results to this population; the only
sources of error ate those involved in the enumeration and the analysis,
such as faulty recording, refusal to respond, errors in responses, omis-
sions (or duplications), and erroneous coding and processing. These are
nonsampling errors.

Censuses are usually nnpractical except for simple counts of the
population by “national agencies, so recourse is made tp sampling—the
collection of data from a few members of the poulation; but with the
intent to make inferences about the,population at large. Another error is
then introduced, namely, the sampling error, which arises because the
sample chosen does not perfectly tepresent the population; the result
obtained from drawing another sample from the same population wouid
be different. But this extra error may be more than offset by a reduction
in the nonsampling errors indicated above, due to the higher quality of
enumeration that ¢an be achieved by reducing the scale of the enquriy.
The sampling error can be estimated {rom the sample data itself if each
member of the population has a known probability of being mcluded in
the sample.

The logic of sampling may be expressed by considering a series of .
samples of certain size drawn from a population, with the intent of
calculating the mean of a certain attribute of the population. Some of
the samples will result in a mean below the mean of the total population,
others will result in a mean that is higher and some will produce a
result very close to the population mean. The important theorem is that
the distribution of these sample means, if the samples are of reasonable
size, will be close to that of a normal curve, which itself has a mean equal
to that of the population mean. Because of this, the likely margin by
which a given sample mean differs from the population mean can be
calculated and is {with some reservations to be mentioned later) inversely
proportional to the square root of the sample size.
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For these results to apply, the principle of randomization must be
introduced into the selection process. The population to be sampled may
be grouped into various: categories with different selection probabili-
ties for each group; but, when this and other refinements of the design
have been applied, the selection of one or more units from a.group must
be made at random. It is this essential element of randomization that
distinguishes probability sampling, which allows inferences to be made
with precise levels of confidence, from other forms of sampling, which,
although useful in certain contexts, cannot provide proper estimates of
sample error. ’

It follows, therefore, that in order to assign each member of the
population a known probability of selection in a sampling process, the -
population must be fully defined—a frame i.e., 3 complete lisiing of its
constituent units is required.

7.2 The Choice of Unit and the Sampling Frame

The selection of the ultimate sample unit is an important early
design decision. Possible units.include

__an individual person;
a household; '
a cooperative or operational group;
a village or social group;
a plot; ,
a holding (farm);
a mapped area;
a place where a specific activity occurs; and
an area administered as a single entity.

SER e Qs o

Individuals as sample units are approprite in demographic and
certain attitudinal surveys; they are less appropriate in surveys dealing
with economic and quality of life measures, where the economic or
social unit is more relevant. Moreover, individuals are difficult units to
list and keep track of, compared to households or farms. Surveys aimed
at studying a specific activity may use as the sample unit the locations
where this activity takes place, e.g., a market or clinic.

The selected unit must be precisely defined, otherwise, at the frame
preparation, listing, and sample unit identification stages, ambiguities
will arise, with different interpretations being made by different mem-
bers of the survey force. As stated in Part 4, there are nearly as many
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definitions of a household as there are household surveys. A review of the
concepts and definitions in local use should be made with a view to
adopting the standard definition—if it exists. The paramount require-
ments are that the definition must be unambiguous and also acceptable
as rational by both enumerator and respondent. It is little use having a
clear definition if it is seen as contradicting actual local custom.

Area sampling is particularly appropriate in rural areas where a map
of the overall area may be the only frame available; this can be regarded
as a Set of small areas which can be sampled. However, the small areas
must also be carefully defined and accurately mapped; unidentifiable
~ boundaries on maps have been, and continue to be, one of the most
serious sources of bias in sample selection. '

If the population to be surveyed is a particulai: subset of the general
population, such as project beneficiaries, administrative records listing
this sub-set may exist. Such a frame should, however, be checked for:

_a. errors of recording;
b.  omissions; and
¢. duplications.

Usually a complete .-~ r#: units in the population does not exist;
a sampling frame has then to e constructed in stages, giving rise to
multi-stage sampling (see Section 7.6 below). Lists of administrative
areas (too large to be considered as ultimate sample units), can be used
to draw a primary sample of these areas. A further listing exercise is then
undertaken to construct a frame of the required second-stage sample
units within the selected primary units. If necessary, a third or fourth
stage can be introduced with the frame being constructed at each stage

only within the units selected at the previous stage.

These decisions on the choice of sample unit and the frame to be
used for selection of the units are often hastily made, in order to com-
mence the survey quickly. Biases are introduced, in consequence, that
wreck the chance of achieving the objectives of the survey, no matter
what the sample size and the care taken in data collection. In countries
without cadastral mapping, samples of small areas using census enume-
ration maps have commonly been found (later) to produce estimates that

are subject to biases in the 15—25% range.

The resources to be spent in constructing a frame from which to
draw the sample depends, to some extent, on whether it is to be used for
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an ad hoc survey covering a single topic, or for a series of surveys over
time, covering many topics. In the latter case, considerable for effort is
justified, whereas for the former there is a limit beyond which further
resources to effect minor improvements in the frame are not justified.

7.3 Choice of Sampling Procedure

Some of the information requlred for monitoring and evaluation
(particularly momtormg) may not require the use of samplmg proce-
dures. Records of inputs supplied, the beneficiaries of these inputs,
construction work, and the like may be complete and readily summa-
rized. Even when such complete records exist, if they are large in number
and stored other than on computer fields, sampling may be useful as a
means of facilitating the regular (perhaps weekly), reporting of progress
to project management.

To collect data on many of the indicators listed in Part 4, sampling
will be necessary. A case study may be regarded as a type of sample;.
but as described in earlier Parts, the detailed microlevel investigation of a
particular phenomenon may dictate that the cases are deliberately selec-
ted to reflect the phenomenon of interest. Any attempt to introduce a
random selection in order to achieve sampling respectability may weaken
what should be the strength of the case study—the detailed examination
of carefully selected representative units. There are other sampling
procedures, which, although failing to meet the strict randomization
requirements, may nevertheless produce insights about the population
at much less cost in time and resource than that required for random
sampling. The following definitions identify the range of procedures:

A random (or probability) sample is the selection of a number of

elements from a statistical population in such o way that every

member of the population has a known probability of selection.

A simple random sample is one where every element of the popula-
tion has an equal probability of selection. Other designs that preserve the
principle of randomization are discussed in Section 7.6 below. The
precision of these other sampling designs is judged against a simple ran-
dom as the standard, but this does not mean it is the most efficient
“ sample to adopt.

A purposive sample is the selection of @ number ofelements of the

~ population by a person exercising deliberate choice in an attempt to
achzeve a sample that represents the population.

306



The intent to make numeric inferences about the population at
large is still thére (unlike the case study), but the selection is made on
subjective' grounds in order to minimize the costs of sample element
identification or to maximize the convenience of the enumerator. It is
hoped that the sample is representative enocugh for the purpose in hand,
but this will not be known with any measurable degree of precision: the
probability of bias is there, but its size is unknown. '

A quota semple is the selection of ¢ number of elements of the
population in such a way that a given number of them fall within
each of a defined set of subgroups of the population, but where the
choice of the actual elements included in the sample for each sub-
group is left to the discretion of the enumerator. '

The sample designer using purposive or quota procedures claims to
be aware of the range of elements that make up the population and is
attempting to cover them. This is a major improvement on the cruder
rapid assessment techniques where observation is limited to the observer
simply going along a road on his official rounds of visits to predeter-
mined areas. Although these observations are indeed ‘purposive’ in one
sense of the word, elements encountered using such a procedure are .
unlikely to include all types of interest within the population. -

Depending on the circumstances in which monitoring and evalua-
tion units are placed, purposive or quota sampling may be appropriate
and acceptable. Consider the following examples: '

)
a. In an appraisal of an extension to, the project area, it is required to
assess quickly the range of farming patterns in the area, but no
* information exists regarding t‘he size of the population and no
frame of villages is available. ‘

b. A hypothesis that, within an e\xiéting project area, the reluctance to
adopt the project package is associated with the land tenure status
of the farmer has to be checked, but no records exist of the num-
bers by type of tenure.

- - )

¢.  Yield differentials by size of farm need to be reviewed urgently, the
proportions of farms within certain size groups are known from an
earlier census, but no list of individual farms by size exists.

Suppose further that the survey has to be launched immediately with no

time to establish a sample frame, and that resources are insufficient for
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b.  wide variations in responses or achievements in different areas or
sectors;and

c.  general, widespread underperformance or other evidence suggesting
possible failure to structure project actions to beneficiary needs.

One common feature is the need to postulate and explore-causal
relationships. R_egulér project monitoring may identify the problemn and
will often provide the background for generating relevant hypotheses,
but these need to be tested with more in-depth, accurately observed data
sets. . . :

Moreover, as already discussed in Parts 3 and 5, case studies will be
relied on in many projects to supply the underpinning rational structure
for judging the plausibility of competing. causal arguments even if ri-
gorous testing of their validity is not possible. Properly conducted case

studies can bring into focus a whole range of project and related non-
project activities within a single behavioral framework and take account

of system interactions.

. The PIDER review referred to edrlier states, “Such a study (which is
multisectoral, but restricted to a rather limited area) should attempt to
capture the synergistic effect of several project components on the life,
economy, structure, 'institutions and organization of individual com-
munities.””5 S

It can proceed in a flexible—often speculative—fashion, and still
produce final results within an acceptable time span. As emphasized
before, it will be most effective when it is supplemented by other tech-
niques.. '

As the success of a case study depends almost entirely on the main
investigator (s), the person(s) selected must be allowed considerable
freedom to carry out the enquiry in the way they think best. Appro-
Driate persons may be found from the project staff in the central evalua-
tion unit (if there is one), from local academic or research institutions,
or from consultants. It may be necessary to appoint two joint investiga-
tors since often the resources of both natural and social sciences (for
example, an agronomist and™n agricultural economist) have to be drawn
upen. In some cultures it may be necessary to have investigators of hoth
sexes. *“. . . the need for an interdisciplinary approach is better recog-

5.  Ihid., p. 49.
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nized; an approach in which the soc;ologlst/ anthropologist works jointly

with the gconomist and the agricultural researcher . . . appears . . . the
most effective approach to understanding and affecting the . .. farmmg
system ... "

The production of timely reports must be stressed from the beginn-
ing. Frequently, those most experienced and able in this type of study,
once embarked upon it, find themselves drawn into unexpected avenues
of enquiry, and pursue further refinements at. the expense of meeting
deadlines. Extending the period of fieldwork delays analysis directly
{by inducing more complicated procedures). The final report may be a
better document in the academic or research sense, but it is of little
practical value since the time for making use of the study’s findings is
long past. Although the investigator must be allowed the freedom
already mentioned, the progress of any case study in relation to other
deadlines must be closely monitored.

In the past, one of the features of the case study type of enquiry

has been its open-ended timing: admittedly, some interesting results

would not have been obtained otherwise. It will, therefore, be 2 matter

‘of fine judgement how far—if 2t all—any requested extension of the

study period can be allowed. On balance, extensions should only be

made in very special cases: it is ton easy to suggest potentially intersting

" further relationships to pursue; and investigators may, as a result of their

training, have an unconscious bias towards wishing to relate ‘everything
to everything!’ :

When commissioning a case study, a brief is needed for the investi-
gator. Such a brief must specify the topic, timing, scale and subjects of
the enquiry. Required precision in some spheres must be combined with
flexibility in others, since one of the reasons for using the case study
technigue is its exploratory function.

The specification of the topic will be relatively straightforward
when the requirement is primarily descriptive, e.g. the provision of infor-
mation about particular market channels, or an investigation info far-
mers’ attitudes to some proposed or newly introduced facility. When the
project is experiencing dislocations or wide response variations, the
brief (even if focusing on the particular dislocation or variation) will
need to be more open-ended, more of an outline of problems than a

6. Ibid.,p.38
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statement of specific information requirements. Project monitoring may
have provided provisional hypotheses or explanations which will provide
the starting point. In the final stages of evaluation, especially the detec-
tion of unintended effects, the brief must indicate particular areas of
concern, and the general type of results expected.

"In an irrigation project, for example, yields, which rose with the
(initial” use of the water, levelled off-at unexpectedly low figures. To
explain the reasons for this failure to fully exploit the resources made
available, a case study was initiated specifying as the topic the cons- -
traints experienced by the farmers as a result of the new circumstances
brought about by the project. - '

The period allowed for the study must, as already stressed, conform
‘to project needs. Generally, the more complex the issues, the more time -
will be necessary to investigate them. A search for interactions in the
‘system, often in great detail, may be requied. For example, planting
dates for maize may be limited by planting dates for beans which may, in
turn, be determined by the incidence of disease. There may be una-
ppreciated intéerrelations between crop varieties and livestock. For
example, in 2 maize to feed animals, became a key factor in the assess-
ment of returns to farmers. The whole system has, therefore, to pass
under review. In instances of this kind, the actual timing of the enquiry
as well as the period needs careful arrangement within the project frame-
work. -

Features of behavior representing risk reduction strategies are diffi-
cult to elucidate. Further, project failures may be due to inefficiency or
illegality. It takes time to understand farmers’ decisions and to uncover
concealment or subterfuge,

The case study will need to delve into past events, and also observe
behavior, at the time it occurs. Labor inputs into the various stages of
crop cultivation provides a good example: the frequency, extent, and
time required for such tasks as land preparation, crop planting, weeding,
treatment with fertilizer and pesticides, harvesting and post-harvest
. activities may need to be observed (or at least recalled over a very short
time-span) throughout the agricultural season. This ability to okserve
behavior over time—one of the strengths of the case study—must be used
with discretion. Such extended observation by skilled observers is an
expensive operation and must be justified by the primary users’, demand
for detailed analysis. Too often the impetus for such studies comes from
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researchiers who are not primarily concerned with the problems of the
specific project. Evaluation case studies are not financed for research
purposes.

The scale or geographical dispersion of the case study will also
affect the length of time required (unless parallel independent enquiries
are being mounted simultaneously). Scale may not be an issue in projects
with a limited-impact area, but in more extensive projects it is necessary
to identify those factors which categorize project beneficiaries into
suitable separate study groups. The case study units are then chosen
from the groups. This selection should not be confused with stratified ot
clustered sampling (see Part 7). The aim is not to produce valid estimates
for the population at large but rather to ensure that the case study
includes examples that exhibit the main phenomena of interest. It is
a typical or nonmodal groups that are likely to require particular atten-
tion. Some groups may not need to be studied. Randomness may not
enter the selection process at all. . '

One essential is to identify and group in a meaningful fashion the
subjects, so that what they do and how they arrive at the decision to do
it can be studied and compared. The subjects for most agriculture and
rural development purposes will be the farmers. Two qualifications
should be made, however. First, although the farmer may make decisions
at one level, other members of the family may decide operations at a
lower level: for example, many cultivation practices are determined by

“women working on the family plot. The fundamental unit may be the
household: “‘the family household is at one and the same time a unit of
production and a unit of consumption . .. The sociology of this type of
unit is intricately interwoven into its economy.”’ Secondly, when the
household is split temporarily by migration of some of its members, the
unit of decision making begins to break down. The investigation then
becomes, perforce, more complicated. Where these aspects are impor-
tant, the recommendations made here about methods for grouping
farmers will need to be modified appropriately.

Factors affecting farmers’ decisions may be grouped as follows:
a. General: outside immediate individual control or variation
1. climatic level/variability

ii.  pest/disease susceptibility
fii, community social/cultural

-1

Ibid, p. 53
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iv, mafketing/credit facilities
v.  government policy

b.’ Speciﬁc-: indwidual variation or under farmer control

L. resburcgs: family and labor/land livestock capital
il.  individual attitudinai goals and response to change.

Clearly, classification by the general characteristics is the more
straightforward. Much will be achieved by geographical divisions, al-
though even an area with a homogenou. ~Yimatic regime may still need
substantial sub-division. For example, closeness to towns affects markets
and - opportunities for migration. Pastoral groups will generally need
categories of their own. Often a classification based on general charac-
teristics will ‘be all that can be specified in briefs prepared for case
studies in the early stages of the project, since no information about
individual variations or characteristics will be available. Later, project
“records should provide a means- of specific groupings; for example,
adopters and nonadopters, those showing satisfactory gains and those
with disappointing results. :

Occasionally, community, social, or cultural factors may be very
important, especially when the whole or most of the community must
adopt the change for it to work. The maintenance of an irrigation sys-
tem, dependent on community agreement over the disposal of water and
the provision of local labor to keep it working, is an illustration. In
instances such- as this the community 1tself will be the focus of the
enquiry,

The spec1f1c factors may be exammed more fully by the characterls-
tics in the following checklists: *

- a. Resources

i.  Femily and Labor: size/age/responsiveness to farmers’
dlrectlons/avallablhty through year/other employment/
labor hired

ii.  Land: size/fertility/position (slope)/access to water/access
to market/cropping pattern and timetable

iii.  Livestock: type/size/meat/milk/capital ;

iv.  Capital: Equipment owned/equipment hired/stores/
vehieles (including bicycles and animal-drawn carts)
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b. Attitudinal

i.  Ape, education, and past experience
ii.  Position in community
ni.  Sensitivity to risk
iv.  Influenced by educated or mlgrant s0ns or daughters

Many of these variables listed will not be known before the study is
undertaken, bui will be included in the study as potential explanatory
causes of response variation. Such individual information as is available,
however, may be used, even at the planning stage, to pr0v1de further
subgrouping.

The more groups that are formed, the greater the homogeneity
within each group. But the complexity of organization of the study
increases for which there has to be soOme tradeoff. The crucial point is
that the variability belween groups in relation to the topic under investi-
gation should be substantially greater than the variation within the
groups.

It should be noted that once the specific factors are brought into
account, group boundaries will seldom be geographical; farmers in the
same local community may be in different groups. However, in order to
get the depth of insight.promised by. case study methods, the investiga-
tions must be limited to a few sites, and to a small number of farmers.

The case study should not be an isolated enquiry; the topic and the
selection of relevant groups are guided by the place of individual studies
within the total monitoring and evaluation effort. Its planning takes
place against the background of the monitoring series, and its detailed
setting-out is sharpened by special, preliminary, rapid observation
surveys. Its findings are interpreted alongside any sample surveyvs planned
~ jointly with the case studies. With sample surveys running in parallel
the point made earlier is strenpthened; namely, that the case study will
not necessarily be looking at the ‘average’. Greater insights may
sometimes be expected from a study of the extremes—for example, those
for whom the project has worked well and these who have rejected it
entirely.
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SELF ASSESSMENT QUESTIONS

Before going to ‘the Uni.—i3 make sure that you can answer the
following questions;

1. What is meant by monitoring of a project?-
2. How does monitoring help arrange a project?
3. What are .the conceptual issues and basic objectives of evaluation?

4, What is the scope of monitoring in management of development
. prOJects‘?

5. . What is the role of experimentation in project evaluation?

6. What criteria would you suggest for monitoring and evaluation of
education projects?

- 7. What are the nature and sources of data'required for pro;ect
monitoring and evaluatlon"
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: OBJECTIVES

After studying this unit you will be able to:

1.
9

=N

d.

prepare dala and exp‘mn whelr sources with refarence {o par-
ticular projects

_collect and use appropnate data for pro;ect momtnru.g and
-evaluation,

- explain monitoring and evaluation of projects,

“develop useful guidelines for monitoring and evaluation of

projects,
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PART 7.

SAMPLING AND SAMPLE
: SURVEY DESIGN FOR
MONITORING AND FVALUATIGN

7.1 The Basic Logic of Sampling

If data are collected from every member of a population—a vensus—
no inference is required to relate the results to this popuiation; the only
sources of error are those involved in the enumeration and the analysis,
such as faulty recording, refusal to respond, errors in responses, omis-
sions {or duplications), and erroneocus coding and processing. These are
nonsampling errors.

Censuses are usually impractical, except for simple counts of the
population by Tational agencies, so recourse is made tp sampling—the
collection of data from a few members of the poulation; but with the
intent to make inferences about the population at large. Another error is
then introduced, namely, the sampling error, which arises because the
sample chosen does not perfectly represent the population; the result
obtained from drawing another sample from the same population would
be different. But this extra error may be more than offset by a reduction
in the nonsampling errors indicated above, due to the higher quality of
enumeration that ¢an be achieved by reducing the scale of the enquriy.
" The sampling error can he estimated from the sample data itself if each
member of the population has a known probability of being lncluded in
the sample.

The logic of sampling may be expressed by considering a series of .
samples of certain size drawn from a population, with the intent of
calculating the mean of a certain attribute of the population. Some of
the samples will result in a mean below the mean of the total population,
others will result in a mean that is higher and some will produce a
result very close to the population mean. The important theorem is that
the distribution of these sample means, if the samples are of reasonable
size, will be close to that of a normal curve, which itself has a mean equal
to that of the population mean. Because of this, the likely margin by
which a given sample mean differs from the population mean can be
calculated and is (with some reservations to be mentioned later) inversely
proportional to the square root of the sample size. :
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For these results to apply, the principle of randomization must be
introduced into the selection process. The population to be sampled may
be grouped into various. categories with different selection probabili-
ties for each group: but, when this and other refinements of the design
have been applied, the selection of one or more units from a.group must
be made at random. It is this essential element of randomization that
distinguishes probability sampling, which allows inferences tc be made
with precise levels of confidence, from other forms of sampling, which,
although useful in certain contexts, cannot provide proper estimates of
sample error. ’

It follows, therefore, that in order to assign each member of the
population a known probability of selection in a sampling process, the °
population must be fully defined—a frame i.e., 3 complete listing of its
constituent units is required.

7.2 The Choice of Unit and the Sampling Frame -

The selection of the ultimate sample unit is an important early
design decision, Possible units.include

_ an individual person;

a mapped area; :
a place where a specific activity occurs; and
an area administered as a single entity.

a.
b. ahousehold;
c. acooperative or operational group:
d. avillage or social group;
e. aplot;
f.  aholding (farm);
g.
h.
i.

Individuals as sample units are approprite in demographic and
certain attitudinal surveys; they are less appropriate in surveys dealing
with economic- and quality of life measures, where the economic or
social unit is more relevant. Moreover, individuals are difficult units to
list and keep track of, compared to households or farms. Surveys aimed
at studying a specific activity may use as the sample unit the locations
where this activity takes place, e.g., a market or clinic.

The selected unit must be precisely defined, otherwise, at the frame
preparation, listing, and sample unit identification stages, ambiguities -
will arise, with different interpretations being made by different mem-
bers of the survey force. As stated in Part 4, there are nearly as many

304



definitions of a household as there are household surveys. A review of the
concepts and definitions in local use should be made with a view to
adopting the standard definition—if it exists. The paramount require-
ments are that the definition must be unambiguous and also acceptable
as rational by both enumerator and respondent. It is little use having a
clear definition if it is seen as contradicting actual local custom.

Area sampling is particularly appropriate in rural areas where a map
of the overall area may be the only frame available; this can be regarded
as a set of siall areas which can be sampled. However, the small areas
must also be carefully defined and accurately mapped; unidentifiable
~ boundaries on maps have been, and continue to be, one of the most
serious sources of bias in sample selection,

If the population to be surveyed is a particular subset of the general
population, such as project beneficiaries, administrative records listing
this sub-set may exist. Such a frame should, however, be checked for:

_a. errors of recording:
b. omissions; and .
c. duplications,

Usually a complete .- _* r+.: umts in the population does not exist;
a sampling frame has then to be constructed in stages, giving rise to
multi-stage sampling (see Section 7.6 below). Lists of administrative
areas (too large to be considered as uitimate. sample units), can be used
to draw a primary sample of these areas. A further listing exercise is then
undertaken to construct a frame of the required second-stage sample
units within the selected primary units. If necessary, a third or fourth
stage can be introduced with the frame being constructed at each stage

only within the units selected at the previous stage.

These decisions on the choice of sample unit and the frame to be
used for selection of the units are often hastily made, in order to com-
mence the survey quickly. Biases are introduced, in consequence, that
wreck the chance of achieving the objectives of the survey, no matter
what the sample size and the care taken in data collection. In countries
without cadastral mapping, samples of small areas using census enume-
ration maps have commonly been found (later) to produce estimates that
are subject to biases in the 15—25% range. '

The resources to be spent in constructing a frame from which to
draw the sample depends, to some extent, on whether it is to be used for

S

305



an ad hoc survey covering a single topic, or for a series of surveys over
time, covering many topics. In the latter case, considerable for effort is
justified, whereas for the former there'is a limit beyond which further
resources to effect minor improvements in the frame are not justified.

7.3 Choice of Sampling Procedure

Some of the information required for monitoring and evaluation
(particularly monitoring) may not require the use of sampling proce-
dures. Records of inputs supplied, the beneficiaries of these inputs,
construction work, and the like may be complete and readily summa-
tized. Even when such complete records exist, if they are large in number
and stored other than on computer fields, sampling may be useful as a
means of facilitating the regular (perhaps weekly), reporting of progress
to project management:

To collect daia on many of the indicators listed in Part 4, sampling
will be necessary. A case study may be regarded as a type of sample;.
but as described in earlier Parts, the detailed microlevel investigation of a
particular phenomenon may dictate that the cases are deliberately selec-
ted to reflect the phenomenon of interest. Any attempt to introduce a
random selection in order to achieve sampling respectability may weaken
what shouild be the strength of the case study—the detailed examination
of carefully selected representative units. There are other sampling
procedures, which, although failing to meet the strict randomization
requirements, may nevertheless produce insights about the population
at much less cost in time and resource than that required for random
sampling. The following definitions identify the range of procedures:

A random {(or probability) sample is the selection of a number of

elements from a statistical population in such e way that every

member of the population has a known probability of selection.

A simple random sample is one where every element of the popula-
tion has an equal probability of selection. Other designs that preserve the
principle of randomization are discussed in Section 7.6 below. The
precision of these other sampling designs is judged against a simple ran-
dom as the standard, but this does not mean it is the most efficient

~sample to adopt.

A purposive sample is the selection of a number of elements of the

- population by a person exercising deliberate choice in an attempt to
achieve a sample that represents the population.
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The intent to make numeric inferences about the population at’
large is still thére (unlike the case study), but the selection is made on
subjective grounds in order to minimize the costs of sample element
identification or to maximize the convenience of the enumerator, It is
hoped that the sample is representative enough for the purpose in hand,
but this will not be known with any measurable degree of precision: the
probability of bias is there, but its size is unknown. ‘

A quota sample is the selection of a number of elements of the
population in such a way that a given number of them fall within
each of a defined set of subgroups of the population, but where the
choice of the actual elements included in the sample for each sub- -
group is left to the discretion of the enumerator.

The sample designer using purposive or guota procedures claims to
be aware of the range of elements that make up the population and is
attempting to cover them. This is a major improvement on the cruder
rapid assessment techniques where observation is limited to the observer
simply going along a road on his official rounds of visits to predeter-
mined areas. Although these observations are indeed ‘purposive’ in one
sense of the word, elements encountered using such a procedure are .
unlikely to include all types of interest within the population. -

Depending on the circumstances in which monitoring and evalua-
tion units are placed, purposive or quota sampling may be appropriate
and acceptable. Consider the following examples:

: )

a. In an appraisal of an extension to.the project area, it is required to
assess quickly the range of farming patterns in the area, but no
information exists regarding the size of the population and no
frame of villages is available. '

b. A hypothesis that, within an e\:':iSting project area, the reluctance to
adopt the project package is associated with the land tenure status
of the farmer has to be checked, but no records exist of the num-
bers by type of tenure.

¢ & g -

¢.  Yield differentials by size of farm need to be reviewed urgently, the
proportions of farms within certain size groups are known from an
earlier census, but no list of individual farms by.size exists.

Suppose further that the survey has to be launched immediately with no

time to establish a sample frame, and that resources are insufficient for
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the location of randomly selected segments.

For example (a), purposive sampling may be the only feasible solu-
tion. A few smali areas can be selected, each of which has different cli-
matic or soil conditions; the farming pattern for each selecfed area is
ascertained by interviewing prominent local community contacts. These
areas have been selected purposively with the intent to reflect the true
range of farming patterns of the entire area; although there is no guaran-
tee that this has been achieved, the result will almost certainly be stron-
ger than would be obtained by interviewing centrally located officials
whose claim to local knoweldge may be guestionable, or by using data
‘from another area, or national estimates. that are erroneously assumed
to reflect conditions in the area of interest,

For example (b), a type of quota sample is possible. The types of
land tenure may be known although the relative prevalence of each is
not. The enumerators may be instructed to locate within their area of
operations predetermined numbers of each type and to conduct an
interview with each farmer. A rule must be established to cover the case
where an enumerator cannot easily fill his quota for a particular type.
After following some trace procedure (asking local authorities, etc.) he
must be allowed to indicate that this particular type is rare or nonexis-
" tent in his area.

Example (c) .allows for more precision in the quota sample
selection. Because the relative size of each size-group is known, the quota
for each size can be varied accordingly. Note, however, that there is no
necessity to fix the quota in strict relation to the proporation of the popu-
lation in the size-group. A size-group with a relatively small number of
farms within it (e.g., farms greater than ten hectares in size), may never-
theless be of particular importance, and be given a quota equal to that of
a size-group that contains a larger proportion of the farms. Again, the
enumerator will be given the discretion of filling his quotas as best he can
within a few general safeguard rules.

In each of these ases, the intention is to collect information from a
sa.aple, the results of at” ' are to be taken to represent the population.
Means, ranges, ratios, a  p.oportions will be calculated and will be
tre- ted as representative of the value for the relevant group. For example
(¢), vven ectimates of population totals may be made as the sampling
fractions ar. known. What cannot be done is to canculate the sampling
errors of these estimates and thereby to calculate statistical confidence
limits for them. With quota sampling, sampling errors are sometimes
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calculated on the assumption that the respondents were selected at
random without selection bias, but this assumption is not usually
justified.

This loss of power in the treatment of the results may not worry
the user unduly. The vaguer caveats attached to the results, stressing the
unknown. size of the biases may be entirely acceptable—indeed, the
recipient may be delighted to have at least this level of quantification of
the problem. It may be noted that many reports of surveys involving
probability samples are silent on the e¢v-~rs of any estimate, aggregated
or disaggregated, contained in them. Numbers in individual cells of
tables of cross-classified variables are treated as if they were as reliable
as the marginal totals. Although such a practice is undesirable, it ref-
lects the lack of demand by many users for such statements of preci-
sion, often resul_ting from unfamiliarity with this way of thinking.

The questions to be answered in choosing a sampling procedure
may therefore be listed as follows:

a. Has the existence of a frame or the possibility of constructing one
been examined? '

b. Is other, more aggregate, information about the populatlon and its
distribution available and can it be used?

¢. If formal randomization is not possible, what rules and procedures
can be adopted for the selection of the final sample units that will
at least minimize the dangers of bias? '

d. Which design will serve to spread the sample as widely as possible,
given the resources and time available? :

e. .If nonrandom methods are indicated, have the users been made

aware dof the limitations and dangers involved in the inference
processes?

The value of reported information concerning a pepulation depends:
first on the accuracy with which the da.a are collected in the skills, dili-
gence, and care taken in the survev eperations, and secondly, the accu-
racy with which inferences can be drawn from the data. Both depend
on the sample design. One of these requirements should not be neglec-
ted at the design stage due to concentration on the other. The skill of
the survey design is to achieve the optimum balance using the given
limited rescurces. This is particularly true of surveys in rural areas where
the inadequacy of prior knowledgg and the difficulties in measuring key
variables are not the exceptlion, but the norm.
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7.4 Required Sample Size and Survey Precision

The incorrect supposition that the required or desirable sample size
is a percentage of the size of the population is still a surprisingly widely-
held myth. Often, sample sizes are reported to be one percent, or five
percent, of the population, as if this were a necessary statement to give
the sample credibility. Or, a sample larger in one project area refative to
that in another is justified merely because one area contains a larger po-
pulation than the other.

It is worth stating at the outset that:

If the total population of the survey area Is very large, compared to
the sample to be selected, the variance of, and hence the precision
of, estimates calculated from the sample data is-a function of the
absolute number of sample units, not the sampling fraction.

The sample size required is a function of the variability of the
characteristic measured, and of the degree of precision required. The
variability component can be most conveniently expressed in this cal-
“culation in the form of the coefficient of variation (V) equal to the stan-
dard deviation of the estimate divided by the estimate (or x/X).

The precision component requires two factors, D and K. D repre-
sents the largest acceptable difference between the value estimated from
the sample and the true population value. It is also expressed in relative
form. K is the measure of the confidence with which it can be stated
that the result does lie within the range represented by + D. The higher
the value for K, the greater the degree of confidence. A value of K = 2 is
often chosen, since it provides a degree of confidence equal to odds of
19 to 1 (that is, a 95% confidence interval, as technical terminology
puts it). A value of X = 1 gives odds of 2:1.

Suppose that the standard deviation of a yield cut of a certain crop
is equal to half the average yield of a cut. Then V = 0.5. Suppose also
that the user of the informatior will be satisfied if the sample estimate
is within 10 percent of the true population value, that is, D = 0.1. Then
the required size of sample, n, is calculated as follows.
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22(5)2 _ 4X 2 =100
(.1)? .01

What this calculation ensures is that when the average of the sample
of 100 yield cuts, %, and its saapling error (S.E ) are calculated, the
result can be expressed in the following way:

odd of 19:1 can justifiably be taken that the -
“true value in the population lies wi**n the range, 3 + 2 S.E.

Further, the range component, 25.E , divided by % will be approximately
“equal to the acceptable difference, D, provided the prior estimate of V
was reasonably accurate. )

The ca]'culation of n therefore requires three inputs about which the
project management has to be consulted. -

a. . The variability of the characteristic in the population. The user may
have some idéa of this from a previous study or ‘general’
knowledge. ' o .

b. An indication of the acceptable error margin, D. For some en-
quiries, this can be relatively large; for others, it may be very small.

¢. The degree of confidence (odds ratio}, with which he desires to be

in this range.

The general formula then is:

K2v?
D2

~

Note that as K and/or V increase, n increases according to K2 and/or V2.
Thus, if one characteristic has a coefficient of variation twice as large as
-another, n will have to be 4 times as large for the same level of precision.
D? appears in the denominator. In the ahove example, D was equal to
0.1, D? to 0.01, and dividing by D? was equivalent to multiplying by
100. If D is halved to 0.05; D2 becomes 0.0025, and dividing by D? is
equivalent to multiplying by 400, that is 4 times the previous hundred.
Thus, if D is halved, the sample size has to be 4 times as large. Reducing

D by a factor of g requires that the sample size be increased by a factor
of g2. :
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As a further example, consider a project that covers a large state
containing six zones or districts. Suppose it is desired to measure crop
yields on the basis of yield cuts so that the estimate for each zone lies
within 8% of the true value with 95% confidence, and the estimate for
the state is required to be within 5% of the true value with 95% confi-
dence. It may be assumed that the coefficient of variation of yield within
azone is 0.5, but at the state level it is rather higher, say 0.7.

The the required sample at a zone level is given by:

o= g2 2 =
B, 2 (.5) 1 = 160 approx.

(.’03)2 .0064

whereas, at the state level:

ng = 2°(7% _ 4X 49
(.05)2 .0025

= 780 approx.

If the sample size within each.of the 6 zones is 160, the required
state level accuracy will be more than achieved.

Yet another example is provided by the need to estimate a propoi-
tion, p, of'the population displaying a certain characteristic, e.g., the pro-
portion adopting a project input. The sample error of the estimate of p

is approximately equal to /p1— ) p lying in the-range 0to 1. Thus,

given a required samphng true error and an assumied value for p, the
required sample size can be calculated. .

If p is expected to be of the order of 0.5 and the sampling error

acceptable is 0.05 then

0 = 05 x 05 - 100

(0.05)2

Since the numerator of the estimate of he sampling error is p (1-p),
the absolute error for p = 0.95 is the same as the error estimated for
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p = 0.05 for the same sample size. The maximum value of the absolute
error occurs when p = 0.5 and it does not vary much over a range of 0.25
- 0.75 for p. The relative error (or coefficient of variation) is; of course,
much higher for the p = 0.05 compared to p = 0.95 even though the
absolute error is-the same. It is this relative error that is often of mosi
practical importance. .

Several points need to be made about the above sample size
examples.

a. Simple random sampling has been assumed. Further gains in effi-
ciency can be achieved by sample design techniques such as strati-
{ication, but loss of efficiency mav be involved in other design fea-
tures such as clusteving (see below).

b. The sample size may be modest for a given estimate, for a given
geographical area. But if estimates are required for individual cells
of a cross-classification of two or more variables, or are required for
subareas within the primary area, the total sample sizes to main-
tain a given level of precision at these disaggregated levels are grea-
ter than those for the primary area. In general, when detailed cross-
classifications of any kind ave invoived, the number of cells jn the
tables rapidly becomes large, and the entries in them smaller. A
rough guide to the sample size required can be calculated as follows,
when the entries in the tables are counts.

An approximate estimate of the sampling error of the count appea-
ring in a cell in a table is equal to its square root. Suppose for all groups:
forming five or more percent of the population, it is desired that their
estimate should have a maximum relative sampling error {V, as previous-
ly described) of 0.2. Then, if the count of units in the sample in the cell
is labelled Y, the requirement is that

| \/%__@

Or, Y must be at least 25. If this group forms B percent of the popula-

tion, it will also form_about 5 percent ot the sampie, The sample size
must therefore be:

100 x 25 = 500,
5
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c. The user specifies a certain required precision in the estimate. In the
size calculation set out above, so far the assumption is that the only
error involved is the sampling error. This assumption will not hold
in practice, and the implications are examined in more detail below

(1.5).

Much of the monitoring and evaluation analysis will -involve the
significance of differences observed at two or more time intervals.
Measuring a variable at different time-points raises a number of issues.

a. How frequently should the measurements be made?
'b.  Should the same sample units be retained over time?
c. Can the past data be used to improve the current estimate?

A full discussion of these issues requires a detailed exposition out-
side the scope of this Handbook, and only a few general pointers can be
offered.

It is probably overambitious to attempt to measure proportionately
small changes from one season or one year to the next. Exogeneous fac-
- tors, such as climate, cause considerable short-term fluctuations that will

disguise for.some_time a project-influenced tf'g'nd. A time-series compris-
ing a pre-project baseline, a repeat measurement during project imple-
mentation, a project completion measurement, and a post-project com-
pletion measurement, is the best basis that is likely to be available. -

The decision regarding the retention of identical sample units over
‘time depends partly on the practical difficulties of maintaining; a
constant sample. It also depends on whether the desire is to maximize
the accuracy of the later estimate or the accuracy of the estimates of
changé over time, The optimal proceduresfor these two objectives differ;
but, in most project information systems, the emphasis will be. on the
second, .

If two sets of observations are uncorrelated, the variance of their
differences is equal to the sum of the two variances. The same rule
applies to a comparison of sample means. If the sets of observations are
positively correlated, the sampling error of an estimate of difference
is reduced by a factor involving (1-r), where r is the correlation coeffi-
cient. The larger the r, the greater the reduction. When measuring
change, therefore, it is desirable to choose a procedure which maximises
this reduction. This usually results in recommending that the same units
be retainéd, since measurements of the same variable in the same units
at various points of time are usually highly correlated.
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It may be possible to maintain a high proportion of farmers in a
sample over the project period to measure change. But if the survey in-
volves a high frequency of visits to the respondents, the constant interac-
tion between the enumerator and the respondent may change the
behaviour of the respondent so that he no longer remains typical of the
population that, as a sample unit, he is supposed to represent. Moreover,
““the question of imposing excessively on the goodwill of an individual
over a long and continuous time period must be taken into account. {See .
Part 3 for further discussion of these points.) For a combination of these
reasons, there will normally be a need to rotate or replace the member-
ship of the original sample, althcugh the primary area sample units of a
multistage sampie design should be retained for as long as feasible. This
rotation of the sample enables a chain linkage to be established, as the
sample for.any two consecutive periods will contain a proportion of
common units. The impact of new units is, as it were, spread out over

the extended. time period, reducing the disturbance in the time-related
trend line that is the main paratter of importance. As a general rule, a

replacement or rotation of about one-quarter to one-third of the sample
at each round seems to work reasonably well.

In 'addition to such a planned rotation there will be an inevitable
attrition rate due to death, migration, or a change in household composi-
tion leading to the splitting or aggregation of units.

7.5 Components of Survey Error

The statements about the precision of estimates assume that the
observed values are accurate—the only error to be considered is the
sampling error. Because of this, there is a tendency in reporting survey
results to quote error margins (if indeed they are quoted at all) in these
terms. However, the measurement of variables such as production or
income of semi-subsistence agriculturalists creates serious interviewing
and measurement problems as discussed in Part 4.

_ Even objective measurements -such as yield cutting may be subject
to substantial errors unless the techniques used are well designed and
rigidly controlled. Response errors to questions arise from reluctance to
reveal the true answer, in comprehension of the question, ignorance of
the answer in quantitative terms, wish to please by giving an answer that
is assumed to be favorable, inaccuracies due to faulty memory, and many
other factors. Unlike the sampling error, these errors are not random in
nature. They usually tend to bias the estimate in one direction and it is
singularly fortunate if two components of these errors act in different
directions and cancel each other out.
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The only prudent course is to expect substantial biases that may
well exceed sampling errors.

The effect is summarized by the following equation 8

Mean Square Error = Sampling Variance + Square of the Bias.

When a user sets an error margin for the estimates from a sample, it
is the root mean square error (RMSE) that is being thought of. Consi-
deration of the possible relationship between sampling variance, related
to the size of the sample, and the size of the bias helps in checking how
RMSE may be minimized. Experience in measuring rural indicators has
demonstrated that the biases can be controlled if great care is taken in
training and supervising the enumerator force. This tight control over
quality usually only ceeurs when the field force is of modest size. A
smail field force, however, limits the size of the sample that can be
enumerated. Increasing the sample size beyond a critical level may mean
that control over quality suffers, thus increasing the non-sampling errors.
This lncrease may more than counterbalance the reduction in the sampl-

g error due to the larger sample size. Unfortunately, the biases in- -
" volved for different sizes of survey organizations cannot easily be fore-
seen; the optimal balance between sample size and data quality cannot
be precisely determined. However, experience suggests some general
guidance.

An example in Part 7.4 gave a result that a sample of 780 would
give a maximum difference of 5%, implying a sampling error of approxi-
mately 25%. If each entmerator can interview 20 respondents, an
enumerator force of 39, supplemented by approximately 8 supervisors,
is required, If this sample was doubled to 1560, the sampling error would
be reduced from 2.5% o about 1.8%, but the field force required would
rise to 78 and the supervisory force to 16. But if, as is possible, a skilled
supervisory force of this number is not available, the resulting loss of
control over quality could lead to increases in the biases which could
result in an overall increase in the RMSE. Doubling the sample size may,

8. The prool of which can be found in advancod statistical texts, but is not given
here.
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therefore, result in a less accurate estimate. It should be noted that
doubling the sample size does not always require a doubling of the {ield
force. It may be possible to extend the duration of the survey.

Results of crop-cutting in India show that if they are carefully
carried out by skilled enumerators, using an adequate size of crop cut,
the bias in the resulting estimate can be reduced below 5%. However,

_ badly conducted yield cuts give overestimates of yield in the 10—15%
range—scmetimes, higher. Suppose that the moniforing and evaluation
unit can only field a skilled force sufficient to deal with 200 yield cuts,
and that the standard error of this sample is 10% with a bias of 4%, then
the RMSE is given by

RMSE = /107 + 42
= 10.8% approx.

. If the standard error was to be reduced to 5%, the sample size would
-need to be increased to 800. But, at this level guality control is lost, and
the biases rise to, say, 10%. Then,

RMSE =, /52 + 102
= 11.2% approx.
Quadrupiing the sample has reduced the accur‘acy of the estimate.

It is proposed, therefore, that when dealing with variables subject
to large response or observational biases, which can only be reduced by
in-depth interviews or carefully supervised measurements, the followmg
slogan with regard to sample sizes is appropriate:

Small may be better.

The effect of bias on estimating changes over time is rather diffe-
rent. If the bias is constant over time, the RMSE of the difference in two
observations at different time periods will be relatively unaffected by it.
In such a case, a biased estimate from a large sample, repeated over time,
might be more effective in detecting change than an unbiased estimate
from a small sample with a larger standard error. However, as discussed
/in Part 4, the bias may not be constant over time.
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7.6 Useful Sample Design Features

So far, the discussion of sampling error has been presented in the
context of simple, random sampling. There are other options open to
the sample designer, given a frame from which to sample, which adapt
the principles. Some of these options improve the precision of estimates
for a given sample size; others make the survey operation more
practicable, at the cost of increasing the sampling error. Refining the
sample design can be taken too far. In the rural development context the
frame is likely to be inadequate, the cartographic experience limited, and
the.enumerators inexperienced. The more complex the design, the more

likely it is that large biases will be introduced due to errors in ‘sample
identification. Nevertheless, within limits,.the following features should

be considered: _ o
a.  stratification;

b.  systematic sampling;

c.  multistage and cluster sampling;

d. self-weighting samples; and

e. interpenetrating samples.

Stratification

-1

Information available for each unit in a frame can be ‘used to allo-
cate the units into groups according to that characteristic, so that each
group of units is more homogeneous than the population. If a separate
sample is then drawn from each group, the result is a stratified sample,
each group forming one stratum. Thus, in the example given in Part 7.4
of six zones within a state, the zones might be treated as strata, from
each of which a sample is drawn. J

Estimates of averages, total, etc., from the sample are derived from
the individual stratum estimates. The variance of ‘the overall estimate is
the sum of the individual stratum variances; the variance between strata
does not contribute to the sampling error. If , therefore, different strata
of relatively homogenous units can be formed, the precision of the
overall estimate for a given sample size may be substantially improved.
Or, alternatively, the same level of precision as that of a-simpie random
sample’'can be obtained using a smaller sample.

This arises in the following way:
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Let X be the jth observation in the jth stratum.

x]] = the mean of the Xij in the ith stratum.

xij = the mean of Xj; over all strata.

The unstratified variance may. be seen asa multiple of ¥ (x; — x;)°
~The stratified variance may be seen as a multiple of Iy —x
- 2 sy
Now Zz(xij Xij = EL[(Xij —Xij) + (Xij — Xij)]z

2
ij)

It can be seen that the expansion shown contains the stratified variance
as but one component. The between-strata variance indicated by
(Xij — :T(i-)z' is contained in the unstratified variance but is not included in
the stratified variance,

Points to note include

a. all strata must be sampled otherwise no overall population estimate
can be obtained; .

b. to calculate a variance there must be at least 2 units within each
stratum; and -

¢, little is gained if most strata are reasonably homogeneous, but at
least one exhibits very wide variations; the contribution to the
variance from the single ‘weak link” may be as large as the sum of
‘the others. This is why the openended catch-all stratum (see
example below) usually. requires a much higher sampling fraction.

Effective stratification is the most powerful tool for improving
precision. There is very little risk attached to its adoption. Even if the
stratification is not as successful in achieving homogeneous strata as was
‘hoped, some benefit will almost certainly accrue. In any case, most
stratifications in agriculture and rural development projects are likely to
group the population in classes that are useful for study, quite apart
from the increase in precision. ‘

Information for stratifying the population should be related to the
variables that are to be measured. If the survey is a multisubject one,
stratification according to one characteristic may be very desirable for
the estimation of certain variables, but may contribute little to im-
proving the estimation of others. The criteria for stratification in such
a case will be to improve the estimation of the most important variables.
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The commonest stratification is by geographical subdivisions of the pro-
ject area. It may be expected that, as a matter of course, units in the
same geographical area will exhibit some degree of homogeneity.

- Administrative records may indicate the recipients of, say credit, by
the amount received. A sample survey into the use of credit would
clearly benefit by stratification using this information. Surveys of farms
would gain much from stratification by type or size of farm, if,—and
unfortunately it is a big if—the frame contains this mformatlon Strati-
.fication by soil type is also an attractive possablllty, but if this invoves
grouping subareas across existing administrative boundaries, comphca-
tions may ensure in controlling the field operations.

. It is not necessary to maintain a constant sampling fraction for each

stratum. Calculating the optimum sample allocation to strata
requires knoweldge of the variances within each stratum: these are
often not known exactly, but a pattern of relatlve varlances can be
assumed accordmg to general information.

Consider the following example of strata formed by farm size:

Table 2: Number of Farms by Farm Size

STRATUM AREA (Hectares)

-1 1—-3 3—6  5—10 10—50 B+

No of Farms| 5,000 7,000 2,000 700 200 100

Of the 15,000 farms, suppose it is desired to select 600, A fixed 4
percent sample across all strata will give only 8 and 4 selected farms in
the two-strata containing the largest-size farms. But these strata, parti-
cularly the open-ended last one, will exhibit large variations in farm size,
production, etc. A more efficient sample may be obtained by selecting
100 from -each stratum. This means that the sampling fraction varies
from 1/70 in the second stratum, to 1 in the last stratum, i.e., all large
farms are included.

This may be an efficient sample design in one way, but the bene-

fits of reduction in error have to be traded off against the greater com-
plication of the calculatlon of estlmates and their variances. The sample
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is not self-weighting across strata; i.e., the probabilities of selection are
not equal for all units in the population. (See the section on self-weight-
, ing samples below.) The optimum allocation of sampling fractions for
each stratum depends, of course, on the relative variance within each
stratum. Even a pragmatic allocation, such as the example given;, may be
very beneficial,

The proportions of the population within a number of possible
strata may be known, but a frame of individual units with the required
information to allocate them to the. torrect stratum may not be avail-
able. Post-stratificaiion, whereby the sample units are allocated to
‘strate after the data have ben collected, may be useful. Note that the
weights to be given to each stratum need to be known. As Idng as the
sample number in each stratum is a reasonable size (more than 30 is an
approximate guide), this procedure will achieve some of the benefits of
ordinary stratification.

b. Systematic Sampling

If- the population units are contained within a limited area, e.g.,
farmers below a small dam, all of which is easily accessible at minimal
cost, a sample of respondents may be selected directly with no interven-
ing stage. Sampling of administrative records is a particular case of
single-stage sampling. If the records are contained in files and any indi-
vidual record can be easily located, the sample can be selected syste-
matically- from the fields,

Consider, as an example, the card index of a credit bank containing
the names of credit recipients and the amount of credit issued. The
review of a sample.of recipient records will often be sufficient to moni-

_tor the distribution of credit by recipient. Systematic selection adopts
the following procedure. If 500 records are to be sampled out of 5,000,
a random number between 1 and 10 is chosen to determine the first

sample unit. Thé remaining units are* selected by adding 10 to the initial
random number.

In the general case.

total number of records.

fl

Cailculattﬁ where N
e .

i

n _number required in sample. .
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- Select a random number r between 1 and n .
The sample units are then ¢, r + N,y #+ 2N . .. . x + (n—1)N.
n n . n

A systematic sample can be regardéd as equivalent to a simple ran-
dom sample if the records are stored in a sequence that is unrelated to
the variable to be measured; e.g., filing in alphabetical order by bene-
ficiary (it is unlikely that the-amount of credit is determined by the
starting letter of a beneficiary’s name). If, however, the file is maintained
in a sequence related to the size of credit, systematic sampling will be
better than simple random sampling and approach a form of stratified
sampling. The main danger of systematic sampling is that the file of
records contains a periodicity that is in some way correlated with the
sampling interval; in such a case, a systematic sample will be biased. The
danger is small in most practical applications, but must be checked.

c.  Multistage and Cluster Sampling

Often the only frame available’ for selecting households or indivi-
dual beneficiaries is a record of the number of these units in each of the
project subareas. A two-stage sample will then be appropriate. The first-
stage sample unit {(primary unit) is the project subarea. Having selected
a number of these, a list of the relevant individual units is compiled
locally within each of the selected primary units. A second-stage sample -
of the final sample units is selected from each of these lists.

More stages may be introduced. The primary unit may be a sub-
district, the secondary unit an area block within selected subdistricts, the
third stage fields within the selected blocks, and the final stage small
segments within the selected fields for yield-<cutting purposes. However,
each extra stage, with local intervention required to identify and list the
units in order to proceed to the next stage, increases the risk that some-
thing will go away. ‘

The use of geographical areas as-primary. units is termed cluster
sampling. This, together with stratification, is the most common feature
of a sample design.

A clustered sample bestows certain benefits — final units have to be

listed only in selected clusters and a sample of secondary sample units
{e.g., households) within a cluster will be grouped closer together in
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terms of physical location than a simple random sample of units from
- the population. This reduces the cost of identification of the sample units
and the travelling of the enumerator moving from one respondent to the
next. However, units within a cluster may be similar with regard to
characteristics of interest, so that the contribution, in terms of improv-
ing the precision of the estimate, of including an extra sample unit
within the cluster is much less than that which would be made by an
extra unit outside the cluster. Thus a sample of n units made up of a
series of m; units in i clusters is less efficient than a simple sample of n
units dispersed randomly in the population. One could, in theory, con-
struct clusters that contain heterogeneous units, but these would not
necessarily be single compact geographical areas, thus negating the main
reason for adoptmg this approach. . '

To consider the cost of cluster sampling in terms of loss of effi-
ciency for a given sample size it is necessary to introduce the concept of
ntraclass correlation. This measures the extent to which units within a
:luster are more alike than units in different clusters, It is defined as:

S a2,

d*b — (o= /M)

G = i O s comiedime  mcge s iy
M- 1) (U M)
where ”2b = yariance between clusters
9 .

u” = total variance

‘M -

number of units within a cluster.

If M is large an approximation to § is given by, ¢%b/0? that is, the
ratio of the between-cluster variance to the total variance.

The relative efficiency of a simple random sample compared to a
cluster sample is given by:

z = 1+ 6§ (m—1)
where /M = the average number of units selected within a cluster. _
- It is clear from this expression that m will need to be kept small if
4 is positive and large; otherwise the loss of efficiency becomes serious.
Forexample, if & = 0.1 and m = 20
z=29

Le., 'a cluster sample would need to be nearly three times as large as a
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simple random sample in order to give the same precision.

The difference between stratification and clustering now becomes
clear. With a stratified sample the between-strata variance is excluded
from the sampling error calculation,? whereas with clustered samples the
between-cluster variance can be a major contributor to the overall va-
riance. Thus with stratification the aim is to maximize the homogeneity
" within-strata, but with cluster sampling homogeneity within' clusters
reduces the efficiency of the sample. When a stratified and clustered
sample design is chosen, the gains in precision achieved by stratification
are, as it were, dissipated by the loss in precision caused by clustering. A
reasonable compromise may be to aim for a net result roughly equiva-
lent to that of a simple random sample ofthe same size.

Section * 7.4 demonstrates that the required sample sizes for
moderate precision levels need not be very large, however large the pro-
ject area. The damaging effect of clustering is that, depending on the
variable measured, a sample several times larger than those shown in
Section 7.4 may be required for the same level of precision.

In advance of the survey, it is unlikely that & is known. With the
safe assumption that for many agricultural variables it will be positive,.a
rule ot thumb is that m should be kept within single figures.

A clustered sample design requires a listing of all units within selec-
ted clusters in order to select the second-stage sample units. In the case
of an urgent demand for one or two estimates of simple attributes of a~
target population, e.g., the adoption rate of a given technical innovation
for the current season, it may be costeffective to skip the separate
listing stage, and briefly interview all the units in the cluster.

The number of units selected within a cluster is also higher than
that indicated above, when an enumerator is stationed inside a cluster
and it is wished to provide a full work-load.,

In the case of a survey of access to essential amenities, the intraclass
correlation’ may be so high that little is gained from extra interviews
above a minimum of 3—6 per cluster. At one extreme there are certain
questions that can be asked of a single community leader and the replies
will describe the entire cluster, e.g., number of clinics, schools, water-
holes, ete. It would be nonsensical to ask these questions of a number
of individuals — but this has been known to happen.

9. The proof of this can be found in advanced statistical texts, but is not given
here. :
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A common form of stratified cIuster sample in agricultural enquiries
is as follows. The region is stratitied into rational administrative and
agricultural areas. For example, -a project area could be divided into
major administrative areas, with further subdivisions as necessary accor-
ding to farming systems. This could give rise to 10—20 strata. For each
of these strata a list of delimited clusters must be obtained — these
could be census enumerator wreas or villages. The lists for each stratum
must be complete, and individual clusters must be identifiable.

A sample of these clusters is chosen within each stratum. As already
mentioned, the sampling scheme for - ~b stratum can be a simple ran-
dom scheme with the same sampling fraction across strata, or it can be
more complicated. A sample of clusters must, however, be selected from
each and every stratum.

Only the selected clusters are included in the sample: They are
identified in the field, and the final sampling units selected by one of
the methods indicated earlier.

d. Self-Weighting Samples

If every unit in the population has an equal chance of selection in
the sample, the sample estimate is rated up to the total population
figure by multiplying it by the reciprocal of the sampling fraction. If pri-
mary sample units, with unequal.numbers of population units within
them are selected at the first-stage, this self-weighting constant sampling
" fraction can be achieved if the probabilities of selection at each stage are
chosen with this in mind.

One popular method is to select the primary units with probability
proportional to their size (as defined in terms of population units), and
then to select the second-stage units from each selected primary unit at
a rate proportional to the reciprocal of the size of the primary unit. In
this way the probability of selection -of each unit is the same, no matter
which primary unit it lies in — self-weighting has been achieved.

Thus, simplicity in the processing of the sample data in terms of
weighting is retained. If electronic data processing facilities are available,
assigning individual weights to groups of sample units will not signifi-
cantly affect the processing speed; but simplicity should not be fore-
saken lightly. Self-weighting is particularly useful when detailed further
analysis is proposed.
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However, there may be practical problems. The allocation of pro-
babilities of selection may turn out to have been based on very inaccu-
rate prior information. Data may not be obtained from all selected
sample units, and so ‘missing data’ techniques have to be introduced at
the processing stage. Moreover, there may be other good reasons for
varying the sampling fraction (partxcularly between strata, as dlscussed
eatlier),

e. ~ Interpenetrating Samples

If the selected sample units are viewed as two or more independent
sub samples and the enumerators individually assigned particular sub-
samples, the analysis of error is both simpler and more powerful, allow-
ing for estimates of the component of variability due tc inter-enumerator
differences. However, the practical implementation of these arrange-
ments creates logistic difficulties. The numbers involved may result in
half the sample units in one.cluster being in one subsample, and the
other half in the other, with different enumerators operating in each
“half. The administrative convenience and reduced logistic costs that are _
achieved by a clustered sample with one enumerator assigned to each
cluster is sacrificed in order to achieve an appropriate analysis of
variance. In the- project evaluation context, and in the light- of
recommendations in this Handbook for trading off the demands of
practicality against statistical rigor, such an elegant technigque may .be
queried. If serious enumerator/respondent biases are suspected, however,
the possibility of estimating mter-enumerator variability should be
considered.

7.7 Conclusions

Sample survey costs are a function of the number of primary and
final sample units and the volume of data collected per sample unit. A
doubling of a simple random sample will improve the precision by
approximately 40 percent; but because the field enumeration and logis-
tics probably account for one-half or more of total survey costs, and
because increased volumes of data incur extra processing costs and time,
the extra cost may be greater than the value of their gain in precision.
_ Moreover, greater precision due to a largér sample size may be more than
offset by an accompanying increase in bias. Thus larger samples costing
more money and taking longer to analyze may produce little or no im-
provement in the overall precision of the estimates.
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PART 8: |

DATA COLLECTION BY INTERVIEW
- ANTY MEASUREMENT

8.1 Constraints in Interview and Measurement

In the preceding parts, various methods of data collection have been
introduced, ranging from rapid subjectir. ~<sessment to large-scale sam-
ple surveys. With the exception of the use of administrative records, all
these methods involve the taking of counts and measures and/or the
interviewing of selected respondents, Choice of the appropriate level of
_technigue is important; measurements can be taken at different levels
of accuracy, interviews can be conducted in a variety of ways, ranging
from a free-flowing conversation to a more inquisitorial question/answer
session, The general principles that should guide the choice are as
follows.

a. The information gathering process should be tailored to the respon-
dents, so that it is acceptable to them and keep demands on them as
low as possible, given the scope of the enquiry;

b. If junior enumerators are to be used, their task must be within their
capabilities and designed to minimize the difficulties they may en-
counter; and ) _

¢. The data should be coliected and recorded in such a manner that
the subsequent analysis is facilitated.

Reports of sample surveys in developing countries reveal that
the response rate to enquiries is very satisfactory; or, to put it another
way, refusal to cooperate is rare, particularly in rural areas. This
‘may seem to indicate that point (a) above has been well catered for; this
is not necessarily the case, The small farmer in general, and project bene-
ficiaries in particular, do not feel free to send an official packing even if
the enquiry is offensive or arouses concern regarding the uses to which
‘the repiies will be put. Abuse of this passivity is not only wrong in terms
of statistical ethics' but also gives a false picture of the accuracy of the
resulting, compliantly supplied data. Many of the enquiries in the project
monitoring and evaluation context require the wholehearted cooperation
of the respondent \if the true situation is to be assessed; polite, indiffe-
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rent or anxiety-motivated cooperation will not do. Prior notification of
the purpose of the enquiry, minimizing the extent of ‘sensitive’ informa-
tion covered, and limiting the demands on the respondents’ tlme are
ma]or ways of gaining the respondents full participation.

It is essential, particularly in sample surveys, that the respondents’
time, or the access they provide to their property, should be used effi-
ciently: the enumeration must be competently conducted. Too often,
enumerators are burdened with a technique or a questionnaire that they
cannot use efficiently. In this context, the survey designer must remem-
ber that a technique or question that seemed. perfectly satisfactory in
speciallycontrolled practice trials, may be more difficuit to apply in an
uncontrolled ‘real-life’ situation. The enumerator may not be able to
obtain ‘privacy’- for the interview; the plots to be measured may be
scattered over a very wide area; it may not be possible to interrupt
wholesalers as they arrive at the market in order to question them on
volumes and prices, Attempts to word questions so that they are unambi-
guous may lead to the use of fechnical expressionsthat are unknown to
the respondents. The enumerator then has to ‘explain’ the question,
which in practice often means that the respondent is led to an ‘expected’
answetr. .

Protecting the sensitivities of the respondent and facilitating the
task of the enumerator are paramount considerations, but there is also
the need to record the data in a manner that will lead to efficient and -
cost-effective analysis. Fortunately, the means of meeting this objective
are usually compatible with the others. A clear, simple set of ‘closed’
questions are likely to be more acceptable to the respondent, more
efficiently applied by the enumerator, and easier to code and process. A
closed question is one where the range of posmble answers can be listed,
and then usually precoded.

The decision to use direct measurement/observation techniques or
interviews depends on the background situation (see part 4). Interviews
are of little value when the respondent never knew the required informa-,
tion in quantitative terms, or, having known it once, cannot recall the
figure at the time of ther interview with sufficient accuracy.

A decision that such measurements are unavoidable has major im-
plications for the scale and content of the resulting survey. They are
demanding in skill and time and complicate the phasing of the enquiry.
In small-scale enquiries, a whole package of observations and measure-
ments car be included, as the enumerator will be spending considerable
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time with each unit of enquiry. The farm management study, with close
_ observation of farming patterns and measurements of crop areas and
yields, provides an- excellent example -

Where appropriate information at an acceptable level of accuracy is
to be collected by interview, the scope is constrained by the attitude of
the respondent. If the interview is a long one, or the enquiry involves an
excessive number of repeat visits, respondent fatigue and irritation be-
come probable, interviewer efficiency is likely to decline, and there is a
consequent loss of data quality.

8.2 Observation and Measurement
Common types of observation and measurement include

a. instrument recording or readings, e.g., water flow or meteorological
data;

b. land and yield measurement, eg., farm and p]ot areas and yield
cuts;

c. physxcal measurement or examination of individuals, e g health or

" nutritional status indicators,

d. counts, e.g., of livestock numbers;

e. direct observation, e.g., time to complete a certain task (period), or
house structure/materials (instantaneous), and

f.  direct action, e.g., the actual purchase of market items in order to -
obtain prices. -

Instrument recording where required is usually well-identified and
understood. .

Farm measurements are demanding in time, but since junior staff
can be expected to master the necessary techniques (given adeguate -
training and intensive supervision), they can be used in relatively large-
scale investigations, Area measurements have been satisfactorily made
using a prismatic compass and one of various means of measuring dis-
tances, such as range finders, chains, measuring wheels, etc. The
_important point to note is that the person taking the measurements
should also have the ability and means to calculate the area on-site. A
significant error rate on individual measurements is to be expected, and a
single error, e.g., in a compass reading, can make nonsense of the result
for the particular field. If these errors are only detected later, when the -
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data is processed at some central location, considerable logistic difficul-
ties ensue in arranging for the work to be redone, in some cases, it
cannot be redone at all, as the situation has changed in the interim, e.g.,
- the plot has been harvested. Thus, an on-site plotting of the bearings and
the distances on squared paper in order to check that the diagram
‘closes’ appears imperative, Cheap pocket calculators which can be pro-
grammed - to screen the dafa and calculate the resulting areas offers a
quicker and more efficient method: the expense of such calculators will
usually be more than justified in terms of man-hours saved.

Crop-cutting technigues use a small randomly located portion of
the plot harvested by the enumerator. The size of the crop-cut may range
from a few square meters to 100 square meters and the shapes
commonly adopted are squares, circles, or trmagles Several points re-
flected in the literature should be noted.

a. LEven if measured accurately, the yields obtained represent biologi-
cal yields rather than the actual yield obtained by the farmer. When
harvesting entire plots, there will be losses that will not be incurred
when dealing with small areas carefully. harvested by an enumerator.

b. The bias in crop-cutting, even after allowance is made for (a) above,
tends to be towards overestimation of true yields; the size of the
bias is approximately inversely proportlona] to the size of the
crop-cut.

c. Strict adherence to random locatlon of the crop<ut is essential.
Even well-trained enumerators tend to avoid bare or sparsely popu-
lated parts of the piot, even though the random coordinates result
in the choice of such a portion. Such enumerator intervention will
result in a serious bias in the overall estimate.

d. Edge effects and border biases must be controlled. These reflect the
tendency to include plants inside the crop-cut that are fractionally
outside, and the tendency for the selection of crop<cut locations to
under-represent the fringes of .the plot {where yields tend to be
lower). Once again, the net effect is usually towards over-estimation
of true yields. This, in fact, may. be the cause of the positive bias

, reflected in (b) above. -

e. Sampling only one crop-cut per plot or even per farm may be an
efficient method of estimating an average yield for a zone or stra-
tum. But the result of a single crop-cut says little about the average
yield for that particular plot or farm. If plot or farm level estimates
are required for individual farm budget studies, several crop-cuts per
plot will be required.. Due to the labor intensity of this method,
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several cuts per crop per farm make it difficult to operate a large
sample of farms.
f.  Crop-cutting works best on evenly and densely planted plots of a
single crop (irvigated rice being a prime example). Haphazardly
- sown plots containing two or more crops do not lend themselves
easily to this technique.

The alternative of weighing the entire production should not be
overlooked. Such a method may be feasible, especially for cash crops,
which are not disposed of immediately or piecemeal. Supporting infor-
mation for these types of crops may also be obtainable from the
marketing agencies,

Physical examination of individuals is clearly a task for suitably
qualified professionals or trained paramedical personnel. Data may be
available from the records kept by such personnel at clinics, or as a result
of case study investigations. An exception, where junior staff can be
used, is the recording of anthropometric data (basically age, height, and
weight), particularly of children as discuissed in Part 4. Once again, the
relationship between the level of measurement and the possible scale of
the enquiry is clear.

Direct counts, whether of livestock, humans, tools, or sacks of pro-
duce, present only one major difficulty, namely, the bringing together
of the items to be counted. This difficulty is very substantial, particu-
larly for enquiries involving pastoral communities. The total cooperation
of the persons involved is required; what is not revealed cannot be coun-
ted, an what cannot be counted at a few sites is unamanageable.

Direct observation of certain practices, particularly labor inputs,
makes heavy demands on the time of enumerators. Great care is also
needed to prevent the presence of the enumerator causing a change in
the practice being observed. The respondent' may work harder, spend
more, or prepare a better meal (in a dietary survey), because the activity
is under observation. A lead-in-time, whereby the observations in the
first visits are later discarded, may allow the respondent to settle down
to more typical behaviour. This approach to data collection can be
recommended only in microlevel studies.

In price collection, the value of direct 'purchases, as opposed to
reported prices, is well documented. The decision, once again, depends
~ on the required accuracy set against the size of possible distortions



present in more casual responses. Price collection in rural markets is
relatively simpler than the intractable problems of measuring crop pro-
duction. But iv requires careful definition of variety and quality; regular
‘timing of observations; and due account taken of ‘real’, as opposed to,
‘asking’ prices. ' '

One last word may be said on observation. Whatever the mode of
enquiry, a keen eye can gather in casual observations impressions that
provide an extra dimension to the results, even though these impressions
are not quantifiable or suitable for inclusion in a survey questionnaire.
One experienced practitioner, visiting beneficiary homes, noticed a high
incidence of plastic tablecloths, where formerly there were few. This
was a significant indicator of economic progress even though it had not
been foreseen as an item to record. In short, subjective assessment by a'_
trained observer may tell a story as important as that revealed by rer_:or-"
-ded data. In this context, the absence of an expected sign may be as
revealing as its presence.

8.3 _Inter’vi'ewing. The Recall and Reference Periods

In any interview that has the objective of recording information
relating to a specific time point or time period, the issues of recall and
reference periods are important.

The recall period is the interval of time that has elapsed between
the events that the respondent is asked to report and the moment of the
interview. The reference period is the interval of time to which the
question relates. Illustrations serve to clarify the distinctions between
these two aspects:

a. Interview in September, 1980 requesting details of planting atA the
beginning of the current season, say, March — May;

recall periad is 4—6 months;
reference period is 3 months;

b. Interview in December 1980 requesting details of crop sales in the
agncultural year, April 1979 March 1980;

recall period is 9:-21 months;
reference period is 12 months;
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Often the two periods coincide. For example, a question regarding births
in 12 months preceding the interview has a recall and reference penod of
12 months. ;

Detailed, . rigid specifications may not be necessary in informal
enquiries where the investigators are able to manipulate the framework
_of the discussion in a flexible fashion. However, a sample survey will
require precise rules which must be applied consistently by all enumera-
tors. A detailed discussion of recall and reference period issues is con-
tained in many survey textbooks. A few general pointers are given here.

The reference period should be ‘closed’, i.e. the start and finish
points should be clear, identifiable moments in the respondent’s
memory.

The difficulty is that what may appear to be a formally closed
period may not be so in practice. This is particularly true of the use of
calendar dates. A question may be phrased in terms of events in a parti-
cular year or month and this has precise starting and ending dates. But
the respondent will not necessarily remember the required events that
occurred in such calendar data terms. Events may be reported as occurr-
ing within the period which, in fact, took place outside it and vice versa.
In contrast, a question such as “How many times did you weed between
planting and harvesting of the season’s crop?”’ may be ‘closed’ to the res-
pondent as the weeding is bounded by two identifiable time periods that
are linked to the activity itself: weeding cannot occur before planting or
after harvesting. Of ¢ourse, if planting was staggered over an extended
time period the reference period becomes ‘open’. If the local market '
operates on a single day in the week, a guestion concerning activities
on the last market day is ‘closed’, unless there is ambiguity about the
market under reference. :

Memory ‘fade’ of most events is proportional to the time that has
elapsed since they occurred. The more routine or insignificant the event,
the shorter will be the period in which precise identification of it is
passible. Major events will be remembered longer, although precise dates
may be forgotten. The optimum recall period will, therefore, vary
according to the topic under discussion. Expenditure surveys provide a
good example. Major but uncommon expenditures (e.g., household
equipment purchases) require a long recall period—perhaps one year.
Expenditures on routine daily items such as food purchases will require
a very short recall period of no more than a few days., Unfortunately,
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the shorter the recall period the higher will be the variance of the data
(akin to the high variation in the results of crop yields estimated from
small subplots). Moreover, the frequency of visits required, if very short
recall periods are used, makes the survey expensive to execute. Improve-
ment in the accuracy with which the data are collected by shortening the
recall period must be balanced against the cost of doing so. Nevertheless,
if the respondent is expected to recall events in detail, the recommenda-
tion must be to: ’

Choose a recall period that experience, or a pilot test, shows to be
the maximum that p: ovides a reasonable assurance that the events-will be
remembered, ’

A corollary of this may be formulated as:

. Do not ask the respondent o recall something that was never known
in the terms required. ;

8.4 The type of Interview

The criteria for selecting enquiry procedures introduced in Part 5
included the type of interview. The following are the key issues:

a.. Should the interview be unstructured and freeranging or should it
be structured and limited? '
b.  Should the questions be ‘closed’ or ‘Open-ended’. (note that ‘closed’
_ here refers to type of question, not to reference periods)?
c. To what extent and in what circumstances can attitudinal percep-
tion and questions be included?

‘The interview that is conducted in the form of a flexible, but fo-
cused, dialogue, without formal questioning or concurrent detailed
" recording of ariswers, is a powerful survey tool when it is used by a skil-
led and professional interviewer closely involved in the enquiry as a
whole. The possibilities of this type of interview can best ‘be illustrated
by an example; what follows draws on the experience of CIMMYT. in
-planning technologies appropriate to farmers.!9

10. D. Byerlee, M. Collinson et al., Planning Technologies Appropriate to Far-
mers — Concepts and Procedures (Mexico . CIMMYT, 1980).
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The use is described of an ‘exploratory survey’ to gathter informa-
tion through informal interviews in order to understand farming prac-
tices and to ascertain farmers' problems. This survey is seen as an aid to
designing a follow-up formal survey using a questionnajre to quantify
the variables of importance as identified in the exploratory survey. It is
also used to collect information that may be too sensitive or complicated

to mclude in a formal survey.

“the interviews should be carried out in the farmer’s field in order
to relate questions to observations in the field. Interviews should be
conducted in a relaxed manner. Use of pencil and paper should be -
avoided . . . however, the researchers should immediately note
down all relevant information after leaving the farmer . . . It is
possible to cover only a part of the information listed in our check-
list in one interview with a farmer. What information is included
will depend on what practices a farmer is following, what problems
he is experiencing, and the degree of cooperation encountered. For
example, a farmer who is experiencing difficulty in completing the
. weeding desired (observed in the field visit) might be asked
detailed questions about the hired labour market, competing labour
demands . . . timing of operations, ete . . . It is useful to ask some
general questions about the crop and the farming system and then
use the responses to decide what specific areas will be emphasized.
Tt is not necessary to focus the questions on the practices of a
pecific farmer. In fact, much can be gained -— particularly in inter-
views with traditional leaders — by discussing practices and varia-
tions commonly followed by farmers in the area. For these types of
questions, interviews with groups of farmers can be particularly
valuable in gaining rough estimates of the frequency of use of
various practices . . . After each day’s work, it is useful for the
researchers to evaluate: what they have learned, formulate new
hypotheses and determine . . . the key gaps and conflicts in th_eir
understanding whlch should be explored in further mter'news

. The checklist referred to in the above extract is illustrated in Figure
3 below.



Figure 3: A checklist of Information on Crop Maﬁagement Practices

Land Preparation
-Sequence of operations

Timing of each operation
in relations to rains
Equipment used in each
operation _

Variation in method with
seasonal conditions

Planting

Variety(ies) used

Density and spacing
-Density and spacing
Density and spacing of
interplanted crops

Time of planting in relation
to rains, frosts, etc.

Spread of planting dates
Sequence of interplanting _
crops '
Method of planting (hills,
broadeast, etc.)

Method of covering seed
Practices of replanting part or
whole fields

Thinning
Timing
Target density
Use of thinnings

Weeding
Number of weedings
Timing of each in relation
to planting
Equipment used in weeding
Use of herbicides (type, rate,
timing and method of
application
Use of weeds

Fertilization )
Type of fert:llzer(s) mcludmg
~ organic -
Rate(s) of application
Number and timing of applica-
tion
Method of application (e.g.,
broadcast, furrows, etc.)

Pest Control
Method of control (type, rate,
equipment)

Timing of control

Irrigation
method of irrigation
Frequency and timing of
irrigation

Harvest
Timing of harvest in relation to
maturity
Method of harvesting
Use of leaves and tops for
animals
Timing and method of plcking
leaves and tops
Use of stalks

Post-Harvest
Method of threshing/shelling
Timing of threshing/shelling
Method and quantity stored
Disposal of produce
Use of crop in local foods

Seed selection
Time of selection
Criteria for selection

Special seed production or
storage methods
Seed treatment
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The general approach is well illustrated by this example and the
skills required of the interviewers are clearly highlighted. Investigators
with these skills can probe attitudes and perceptions, and even explore
potential reactions to hypothetical situations. However, great care must

 be exer(:lsed when using such questions for the following reasons

a. . It is very easy to lead the respondent unconsiously to answers per-
ceived as reasonable by the interviewer; -

b.  Even if not led'in this way, the respondent may assume that certain
answers are expected and politeness results in meetmg these percei-
ved expectations;

¢.  The use of technical or obscure words or phrases may be misunder-
stood, creating a situation where, either further explanation brings
about (a) abave, or the respondent is answering a different yuestion
to the one asked:

d. " If, to avoid (¢), the question is put into what is believed to be
simple, local parlance, it may then seem patronizing or, due to
misunderstanding of the exact significance of local terms, mislea-
ding; and

e. Questions requiring the respondent to place himself in a hypothe-

tical situation are difficult to answer sensibly even by sophisticated
respondents — the response may bear little relation to what will in
fact be done, should the hypothetical situation become real.

The ‘closed’ attitudinal question giving a list of optlonal answers of the
‘tick one of the following’ type, is considered under questionnaire design
in Section 8.5 helow.

Structured interviews using a questionnaire will, of necessity, cover
a more limited range. of topics, and is the required option when junior
enumerators are employed. Within such a questionnaire, open-ended
questions may be included in an attempt to obtain some of the advan-
tages of a free-flowing interview. There are however advantages in using
only ‘closed’ questions since: '

a. A neat questionnaire is easier to achieve (open-ended questions
introduce uncertainties regarding the necessary size of the space
that should be allowed for the answer).

b.  Precoding ensures that enumerators collect the mformatlon relating
to the coding; and

c. - If the number of respondents is large, some form of coded data
processing. will be involved; openended answers will, therefore, .
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need to be ‘closed’ at thé coding stage, so why not earlier by the
" enumerator?

It is recommended that in a sample survey using junior enumera-
tors, open-ended questions are used only to provide respondents with an
opportunity to express their general reactions to the enquiry.

8.5 Questionnajre Design

Sample surveys demand a3 standardized format for recording the

- data; and case studies often benefit from this approach, at least for part

of the work. The design of the questionnaire is, therefore, a matter of

importance; failure to produce an appropriate set of questions, suitably

sequenced in a practical layout, may ]eopard ize the success of the data
collection before if is started.

In the monitoring and evaluation.of agriculture and rural develop-
ment projects, questionnaires are commonly needed to record data on
following topies:

household, demographic and economic characteristics,
farming patterns and farm economics,

beneficiary attitudes and perceptions; and

social information on beneficiaries and their communities.

e T

The types of questionnaire applicable for these various topics vary
widely and, as already indicated, the layout will depend on the level of
knowledge of the respondent, the experience of the of enumerator, and
the means of processing to be used. '

The content of the questionnaire should be determined on the prin-
ciple of including the minimum number of questions (or column head-
ings) needed to meet the clearly specified objectives. The almost inevit-
able tendency is to ask more questions than is necessary. As discussed in
Part 4, certain background information will be required to assist in the
interpretation of the values of the main variables of interest, but the
designer should have in mind a hypotheis of this explanatory role before
including an-item that is not of direct concern. The interview should be
focused on the items of direct and major interest, not on secondary
issues.
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The time for the complete interview must be kept within bounds.
Except in special circumstances involving an in-depth interview with an
enthusiastically cooperative respondent, the length of the interview
should not exceed one hour, This clearly limits the number of guestions
to be included; and the more detailed and thought-provoking the ques-
tion, the more limited must the number be. .

The questionnaire must be easy to use both as an enumerator guide
and as an instrument for recording answers. The enumerator is faced
" with an often difficult and delicate interview situation, the tools
provided should at least facilitate the task. Careful thought must be given
to the quality of paper, the size of the sheet used, the clarity of printing
and presentation, and the spaces provided for recording the answers,

The questionnaire must be self-contained in that the identification
of the respondent, the enumerator, the date of interview, etc., are
_included. o _
In many instances, it is necessary to check back with the enumerator

or respondent when inconsistencies, errors, or unusual information are
detected, '

The guestionnaire should, to the ¢xtent possible, be precoded, so
that a manual office coding is avoided. Digital and coded responses
should also be aligned, where appropriate, to ease the task of the com-
puter data entry operator.

Three basic types of questionnaire can be identified, namely:

a.  the tabular ‘row and column’ form, on: which responses are recor- -
ded, but which does not specify the wording of the question; .

b. listing of questions in the general order in which they are put, but
without specifying the precise wording and without precise instrue--
tions regarding branching or alternative channels of progress; and

c. the verbatim listing of questions with precise - instructions . on
alternatives for progression, depending on the answers to preceding
questions.

The Row and Column Tabular Format

This«type of questionnaire is particularly popular for two of the
main topics covered in monitoring and evaluation surveys: namely, the
listing of household members and the recording of farm data, either field
by field, or crop by crop. ' '

339



Normally, the ‘questions’ are implied in the column headings and
the replies for a given person, field, or crop are contained in one row.
{(Instead of fields or crops, the row entries may also, of course, cover
items such as livestock type or farming practices.)

. Two examples of such layouts are shown as Figures 4 and 5, illust-
rating a household composition form and a farm data form. The advant-

ages and disadvantages of this type of 1ayout are 1ndlcated in these
examples.

The advantages are

.a. _one sheet or form contains the results of what may have been qulte
a lengthy sequence of questions;
b. the impossibility of specifying in advance the number of cases to be
" covered is allowed for by providing a large number of rows, one for
each ‘case’;and - "
c. the enumerator is allowed flxibility in the manner and sequence of
the implicit questions (but this may be a disadvantage also).

The disadvantages are

.  questions cannot be fully specified, they are only implicit in the
column headings;

b. the lack of sequence and structure may result in omissions, the
enumerator misdirecting the respondent, or the enumerator mis-
recording (e.g., placing the answer for one cell of the table in
another). ' -

c.  the abbreviated column heading may disguise the failure of the desi-

© gner to realize that the implicit question is in fact a set of questions,
some of which may be impossible to answer.

Sometimes an attempt is made to combine the tabular format with
verbatim questions and coding instructions incorporated in the column
headings. Figure 6 provides an example. There are differences of opinon
on the usefulness of this approach. It has been criticized on the grounds
that the space taken up by the headings reduces excessively the space
available for recording the answers, and that the printing of questions in
full vesults in column widths varying according to the length of question,
ratk~r thar according to the demands of the answer.
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FIGURE 5

CROP PATTERN BY PLOT
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Whether it is wise to allow the considerable flexibility to the
enumerator that the tabular layout demands depends on the topic of the
survey, the quality of the enumerator, and the type of respondent. Cer-
tainly, careful training and intensive supervision is particularly important
if this format- is adopted. Specifically, the enumerator must be totaily -
familiar with the definitions and implicit questions as summarized in
the column headings. Reference to a manual during an interview is not
practical, so the.necessarv instructions must be in the enumerator’s
‘on-line memory’, to borrow computer storage phraseclogy.

Making the column heading simple does not simplify the guestion.
Thus, a column heading ‘Income’ on a form intended for small semisub-
sistence farmer respondents does not solve the problem of determining
income. Nothing betrays an inadequate questionnaire designer more
clearly than such an abrogation of responsibility whereby the load is
placed where it does not belong — on the enumerator.

The Nonverbatim Questionnaire

A common type of questionnaire presents the questions by topic
and follows a sequence that is intended to reflect a logical progression
of the interview through the topics being investigated. However, the
questions are not printed in full verbatim form and may not include the

. branching and alternative channels of progress through the interview.

- This format does not usually require the questionnaire to be printed in

the language of the interview. Nevertheless, the question-is phrased in
approximately the form in which it is to be put, perhaps in a shorter
form than that to be used during the actual interview. it is, therefore, .
an intermediate.type between the tabular and the verbatim question-
naires, in which a measure of flexibility for the enumerator is retained.
How the iuestion will be phrased in translation, the follow-up that may
be required in clarification, and the recognition that a later question has
been rendered linnecessary by a previous reply, these are at the enumera-
tor’s discretion.

As with the tabular format, this can be either a strength or a weak-
ness. The essential requirement is that the topics and questions are
simple in concept and will be well understood by the respondent. The
enumerator should not be forced into difficult translations of technical

terms®! or made to clarify the question in such a way as to ‘lead’ the res-

11. It is not only technical terms that give difficulty. Words such as “‘since’” and
“ever'’ are often mistranslated or misinterpreted.
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pondent to the answer. How much discretion can be allowed needs care-
ful consideration and the training requirements are as demanding as
those for the tabular questionnaire as outlined above,

Given tha: r1= nrecise wording of the question is not a requirement,
the designer Li. ... uzsier task in producing a layout that meets the
general principl:: laid out earlier, particularly the ease of use and ease of
coding and analysiz iequirements. An example is shown as Figure 7.

This type of questionnaire is well-suited when using printed lists of
optional answers with the instruction to the enumerator to indicate
which answer is closest to the respondent’s opinion. However, the pre-
paration of the list of options requires detailed knowledge of the issue
in question; i is very easy to impose a set of answers that have no real
bearing on the true reactton of the respondents, Indeed, the very order in
which the options are listed and the range of options offered are likely
to affect the response. Moreover, a range of optional answers from véry
negative to very positive may reduce a complex reaction to a superficial
response. There is also a tendency to ‘heap’ on the middle point of the
scale.

~ The designer must guard against the disguised multiple question and
the excessively hypothetical question. Examples of these are:

“Do vou normally work on your farm, but also seek employment
on other farms?” ’ E

“Do you consider that your sons will be able to make a living from
farming when they are older?”’

The first example, in effect, asks two questions. Suppose the answer
is ‘no’; what interpretation can be'put on the answer?

The second involves the respondent visualizing a situation in which
various possibilities of change or lack of change will be adopted in the
visualization process, and as these are not revealed in the recorded res-
ponse, the answer may be meaningless. Both these questions and similar
variants have been used in recent years.

The best attitudinal enquiries lead the respondent from a statement
of fact regarding his behavior, to his reasons for acting as he'did, to the
circumstances that he thinks will lead him to change his behavior.



The Verbatim Questionnaire

This type removes all enumerator discretion. The questions are
printed in the precise wording to be used during the interview; the op-
tions and branching processes that may occur during the interview are
identified and specific .instructions included in the questionnaire, in ext-
reme cases, even the courtesy opening and closing of the interview are
indicated.
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FIGURE 7
AN EXAMPLE OF A PRE-CODED FORM

NATALIDADE

Se nos dois uitimos anos alguma mulhe! desta casa ficou gravida, tome os seguintes
dados:

1. Idade ma mulher ao engravidar pela
ultima yez nesse periodo. o B0 O

8]

0
u]
=]
[m)

2. Idad da mulher ao engravidar pela

primeira vez, 5 6 7 8
3. Numero de gestacocs anterjores, a o
: . 9 10 11 12
4, Numero de abortos. o o
’ 13 14
5. Numero de natimortos.
15 16
&, Numero de criancas falecidas antes de 1 anos. o oG
17 18
7. Numero de criancas falecidas de 1 a 5 anos. ' o D
19 20
8. Numero de criancas falecidas com mais SR
de 5 anos, ’ 21 22
8. Problemas na ultima gestacao (78 ou 79) O 0o 0o o
(1. hemorragia; 2. infeccao; 3, edampsia; 23 24 25 26

4. aborto; § outro: especifque),

10. Fase da gestacao cm qule ocorreu o problema (1. ate
o 3. 9 mes: 2. no curso do 4. mes; 3. no curso do 5.
mes; 4. no curso do 6. “mes; 5. nocurso do 7.°. 2 D 0O O
mes; 6. no curso do 8% mes 7. no curse do 9. ® mes)27 28 29 30

11. Em que fasa da gestacao inciciou o pre-natal,
na ultima gestacao (78 ou 79) (1. Antes do
3.° mes: 2. no curso do 4. o mes; 3. no.
curso do 5.% mes; 4. no curso do 6.% mes: 5.

no curso do 7. ® mes; 6. no curso do 8. © mes; SR
7. no curso do 9.°mes). 31 32
12. Numero de fithos no ultimo parto, dentro [==!
dos ultimos 2 anos. ) - 1 A
13, Nascidos (1. vivos; 2, mortos; 3. 1 . a o
vivo e 1 morto). T35 38

14. Locai do parto (1. residencia, 2. maternidade
localizada no municipio; 3. maternidade
localizada no municipio vizinhe; 4. maternidade

localizada em municipio nao vizinho. 3. a ' o a

caminho da maternidade; 6. fora da residencial). 37 38
15. Parto assistide por; (1. medico; 2 pessoal para- =

medico; 3 agentes leigos de saude. 4 outras pessoas). 39 4
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This type of questionnaire is best suited for a detailed interview
into a specific topic where the range of behavior is both limited and iden-
tifiable in advance. Its widest use has been in surveys of demographic
characteristics, particularly fertility, for which it seems well-suited. It is
not usually appropriate in a general farm survey, where enumerator
reaction to the widely varying farm characteristics and farm patterns is
almost essential, if the interview is to appear to be an mtelhgent one, as
viewed by the respondent

The decision to adopt this type of questlonnalre carries the follow-
ing 1mphcat10ns

a. The questionnaire must be printed in the language of interviews;
. The possible courses of the interview must be fully foreseeable; and
c. The length of the questionnaire (if not the actual interview) is a
major design problem.

The need for the questionnaire to be printed in the language of the
interview is obvious; the perceived need for removing enumerator discre-
tion cannot otherwise be achieved. Unfortunately, in certain countries,
this may entail a translation of the questionnaire from the language used
for drafting into, not one, but several languages. This is a tedicus business -
and must be carefully done and tested. Indifferent translation produces
the same result as enumerators exercising their discretion in phrasing the
questions. Moreover, if technical words are used and not understood by
the respondent, the enumerator is forced to clarify the meaning: this
again defeats the purpose of structuring the interview to avoid enumera-
tor bias; A common safeguard is to translate the questions into the re-
quired language and then to have this version independently translated
back into the original in oxder to reveal the deficiencies and ambiguities,

- All possible courses that the question and answer process may take
must be covered by written instructions and alternative questions. In so
doing, the questionnaire i likely to become formidably long, even if, in
any one interview, the number of questions put are limited. Figure 8
shows an example of an acceptable extract from a structured question-
naire. Bad examples are, however, more common than good.

Enumerator Training Manual

A training manual must be prepared to accompany each question-
naire. This will be the basic reference document durmg the enumerator
training course. It should contain the following:
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explanatory details about the survey,

instructions for identifying the respondents,

general guidelines on conducting an interview;

precise definitions of each term used in the questionnaire, e.g.,

household, farm, field, income

e. explanation of each question with examples of how answers are to
_ be recorded;

. coding mstructmns (if these do not appear on the quesnonna]re),

and
g. other operational and time-scheduling instructions.

o o ®

‘It is important to stress that by the time the training course is com-
pleted, items (b)—(e) must be so familiar to the enumerator that refe-
rence to the manual during an interview is avoided. The manual will,
however, continue to be a valuable reference document for the enumera-
tor, particularly with regard to items (f) and (g), and also when a diffi-
culty arises regarding interpretation of he definitions in an unexpected
situation. ‘
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FIGURE 8

AN EXAMPLE OF A STRUCTURED QUESTIONNAIRE

Did you do any work in the last 7 days?

What was that work?

Yes, . .1
No...2

.

How many hours altogether did' you work

"over the last 7 days?

. Did you want more hours of work during

.those 7 days?

Whay did you not want'mdre

hours of work?

HOURS

Yes. ¢l
No.,.2

CIRCLE ONE ONLY

Worked fully . .. TIPS |
Atschool. . . ..., P
Housekeeping=~ .. ... .. 3
Too youngjold . ... .. w4
Physical defeet ., . ... ., 5
Other (SPECIFIY). ... . .6,,,
Do you have a business for which you did Yes. . .1
anything during the last 7 days? 5 No...2
“Bid.you look for work during the 145t 7 days? Yes. . .1
No...2
‘Why were you not warking CIRCLE ONE ONL
during the last 7 days?” Vacation . . ....... 3 ﬁ
TIInvess o v u v oow s s g s 2
Strike .. ... ... ..... 3
Layoff . ........ ... 4
Off=season . ., ..... ., 5
Other (SPECIFY) .. . .. 6
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PART 9
-DATA HANDLING AND ANALYSIS
9.1 Introduction

As stated at the beginning, this Handbook is designed to serve dif-
ferent types of users, and therefore contains material at different levels.
That is particularly true of this Part. Early sections discuss simple first
stage steps, treated at a very elementary level, and may be useful for the
essential early stage of exploratory analysis before deciding on the details
of more formal analysis, whether computerized or otherwise. Later sec-
tions touch on problems that are often apparent only to those with an
" advanced statistical background. The material has been selected with two
“ends in view:

a. to provide examples of simple data handling techniques, relevant to
the major theme of rhis Handbook of turning data into information
for management and

b. to indicate some of the major sources of d1ff1culty in ana1y51s thus
providing a set of warning lights so that false conclusions will not ‘be
drawn and professional statistical advice will be sought when it is
needed. ‘

Much can, in fact, be achieved by simple techniques. of analysis—
the preparation of graphs, the calcuation of simple rates and averages,
the ranking of items, and the construction of simple tables. These are
particularly relevant to quick, timely reporting for monitoring. Explora-
tory analysis of this kind is also a required first step before more com-
plex techniques are employed. These more complex. procedures, pri-
marily multivariate analysis, are almost certain to be required when
casual analysis is involved, especially in the later stages of evaluation.
Professional statistical advice will be required to decide what shotléd be
done and—often just as important—what should not be done. The avail-
ability of package programmes is now so general that data are frequently '
subjected to inapproprite manipulations, results being read off computer
printouts without adequate consideration of whether the methods of
analysis are appropriate, given the character of the data and the methods
by which they have been collected.

Simple techniques are important for first assessments of the quality
of the data, and for establishing orders of magnitute of the main features
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under observation. These can also be used to give a first idea of the sensi-
tivity of the results to variations from the norm.

Different types and scales fo enquiry generate different require-
ments for data editing and coding; the tollowing sections should be
interpreted with that in mind, Experience shows that the data handling
and presentation stages in the generation of information are difficult {o
completg in practice. There are numerous surveys and enquiries where
the data collected have never been properly analysed and used. Some of
the reasons for thls are
a.  Insufficient attention is given to these later stages when the enquiry

is being planned and the guestionnaire designed; the main lines of

analysis and presentation must be thought through before the data
are collected;

b. Failures of the kind descrlbed in {a) lead to the collectlon of much
unnecessary data, which complicate the data processing and delays
work on the data of primary concern;

-¢.  Expectations of speedy analysis arising from developments in elec-
tronic data processing are usually overoptimistic;

d.  The tedious nature of the work of editing and coding data
dampens commitment and enthusiasm_ leading to a tendency to do
more field work before bringing the current study to a conclusion;

e. The task of constructing and then validating large data’files, parti-
cularly those relating to longitudinal surveys, is usually grossly
uanderastimated.

9.2 Data Preparation

An editing stage is necessary for all but the smallest investigations.
Data are edited for completeness and consistency; omissions and incon-
sistencies discovered are re-enumerated in the field or corrected by using
an agreed imputation process.

If the proposals made in Part 8 have been followed, office coding
will have been reduced to a minimum through the use of precoded ques-
tions. The resulting coded data are either transcribed difectly on to sum-
mary tables, ox transferved to cards, discs or tapes for further analysis.

Unless office management is strict, this work can degenerate into
chaos. The questionnaires must be booked in, grouped into appropriate
enumerator, area, or strata bundles, and thelr movement ‘belween diffe-
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rent stages and clerks recorded. Detailed records must be kept of any
questionnaites returned to the field or temporarily abstracted for other
purposes. Any discloation of the normal process by which batches of
questionnaires pass through manual edit, correction, and punching
should be avoided. _ -

Frequent inspection of daily output figures are helpful in monito-
- ring staff perférmance. Manually maintained running totals of some of -
the key variables can be used to provide averages, rates, orders of magni-
tude, and first estimates of the main characteristics under enqulry If
there ‘are previous or preliminary figures with which these first estimates _
- can be compared, discrepancies may provide an early warmng that some-
thing has gone wrong, :

It is important that the person in charge of the enquiry should
examine and edit a sample of the field documents as they arrive. This.
-provides a check on earlier assessments of the quality of the field work,
and ensures that the editorial instructions to detect inconsistencies are
sound. In fact, unless a pretest is conducted, it is often not possible to -
complete the instructions for editing and coding until some f:eld docu-
ments have been scrutinized.

_th all errors require thé return of questionnaires to the field for
comment, revisit, and amendment. Some are obviously ‘slips and can be
corrected in the office. Others, such as incorrect area measurements can-
not be corrected without further field enquiry, which must be under-
taken promptly. Field checks are also requied for some.information
which appears dubious but 15 not necessarily wrong.

‘Faked™ data is not uncommon, for most survey teams contain a few
dishonest enumerators who manage to survive the training cotrse and its
selection filter. This is one reason why it is desirable to batch question-
naires by enumerator since a skilled editor can often detect patterns in
the responses, e.g., a suspicious regulanty in family structures, ‘or the
absence of occasmnal zeroes, which indicate that faking may have
occurred

-

_ detmg, partlcularly in the early stages should also show whether
there has been a mxsunderstandmg of procedure that has escaped the
supervision in the field. For. example, suppose it was decided that in the
case of an absentee husband, the wife was to be shown as the head of the
household: an absence of questionnaires showing wives as heads of

households in any .area may suggest that this rule has not been followed
there.
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Editing and coding stages are sometimes combined. Th
advantages and disadvantages in this arrangement; on balance, un
questions are almost all precoded, it is desirable to separate ti
Quality control -a regular check of a sample of forms after edit
coding—is needed to ensure that the work is being done proper
check needs to be maintained throughout the process, and may
"be stepped up in the later stages as earlier enthusiasm and comn
ebb away.

9.3 Data Processing

The equipment and their associated programmes for data j
ing are rapidly changing. In particular, development of mlcrocor
seems likely to alter the situation considerably. This developme
prevent the ‘distancing’’ of the surveyor from the data that occt
main-frame installations, With a microcomputer the survyor is 1
conttol of the processing; in control of access to, as well as de
analysis. The design itself can be more flexible. The surveyor ca
easily control the structure and validation of the data files.and s
some of the numerous validation runs that are characteristic of
electronic data processing, On the other hand microcomputers ar
limited in their ability to handle large flles and software devel
lags behind that of the hardware.

In the current situation of rapid change, detailed recommeénd
tions would be out of place. Two comments should, however, b
First, the computer is not the only, or necessarily, the best way ir
data can be processed. Much can be done with data summari
appropriate groups and analyzed with the aid of cheap, progran
hand-held calculators. When timeliness is essential—and. this is of
case in monitoring—some simple tabulations from the data, or a
of it, will often meet the requirements effectively.

If the regular datd for monitoring purposes. can be pr
through available computer facilities, it will be well worth the
investment to get the system working; this is one aspect of the
use of the computer in management. However, operations at
sites with difficult climates may face problems. Further, the tem
must be resisted to expand reports excessively simply because th
ties are there. Experience varies from project to project, and even
projects in the same country show considerable variations in
mance which are difficult to account for.
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Secondly, the time allowed for processing survey type data is
usually too short, particularly when computer processing.is involved. In
a recent survey of data processing of the World Fertility Survey, Ratten-
bury writes that, iy : :

Realistic estimates, to allow for shortfalls in performance and for
unpredictable problems, are obtained by muitiplying the normal .
estimates by a realism or R-factor. From experience in many en-
vironments this factor should often be three or more for data pro-
cessing projects. Actual durations of WFS country data processing
have been on average about three times greater than planned.!2

The World Fertility Survey was usually given some priority in the coun--
try concemed, and substantial use was made of the additional data pro-
cessing skills of the international survey staft, .

9.4 Tue Appropriate Scale of Analysis

In many cases analysis will not be a problem, since the basic data
_ are limited and simple, and the techniques required straightforward. For
many aspects of monitoring, the data processing requirements will be
laid down in a reporting sequence repeated regularly throughout the
. year. The analysis of larger and more complicated sets of data resulting
from case studies and sample surveys, however, require decisions involy-
ing the crucial trade-off between speed and depth,

Reports of past experience emphasize that timeliness has generally
- been given insufficient wei'ght: this Handbook has accordingly tried to
redress this by emphasizing the value of guick stinple summaries. More
sophisticated analyses will, however, be required when causal links are
being investigated. ' )

Statisticians have debated the relationship of levels of data accuracy
and levels of analytical detail and sophistication. Some have argued that
sophisticated methods should not be applied to bad data; others have

argued that these are especially required when the data are bad. A
‘middle of the road’ position is ‘

12, J.-Rattenbury. “Burvey Data Processing—Expectations and Redlity, “World
Fertility Survey Conference (London: July 1980).
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a. No general rule can be given: each case must be considered on its
own merits—~at all costs, avoid the “tabulate everything against
everything” attitude; - ‘ '

b. It is sometimes worth trying sophisticated methods to see what can
be ‘squeezed’ out of the data, The result must, however, be inter-
preted with great cdre. For example, the signs and magnitudes of
the estimates of the ¢oefficients for some of the variables in a multi-
ple regression relationship may be different from expectation. If
these are ignored and attention.concentrated on those which con-

. firm expectation, the analysis is being used merely to support pre-
conceived ideas and does not provide ah independent validation;

¢. The extént to Which the results are sensitive to the likely size of
inaceuracies should be investigated by simulating alternative sets of
data; l

-d.  The necessity for effecting data transformatlons should bé
examined;

e. Data dredging is daitgérous, and will almost certainly generate spur-
iously atatistically significant results. On averageé, one in twenty
‘tests of nonsignificant relations (using 95 pet cent confidence
limits) will appear sighificant; and

f.  Statistical significance does not necessarily imply substantive sig-
nificance.

- Some effects of inaccuracies in the data are set out in Séction 2.9,

9.5 Presentation and Display

The manner in which data is presented depends upon the aspects
that nreed highlighting. A common fault is the failure to simplify:
usually, far too many digits are given, Partly, this is because, say, a figure
of 71654 under a heading of “Tons’ gives a reassurance of accuracy not
provided by an entry of 72 under a heading of “Thousand Tons’: it is also

due partlyto an inheritance from bookkeeping, where an exact balance
must be shown.

“‘Detailed figures must, of course, be available and supplied to those
who need to make further computations. But management first wants to
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see the main outlines of the situation; tables and graphs must be desi-
gned for this purpose. Some of the possibilities are illustrated. using the
data in Tables 3 and 4, taken from the detailed report of a survey.

Table 3. Maize and Groundnut Yields and Gross Production
for ine 1971 Harvest Periods

Maize Groundnuts
Area Average Yield Gross 'Average Yield = Gross
Per Acre Production Per Actre . Production
| (1bs.) (tons)” (Ibs.) * (tons)
1. 1,331 12,772 . 476 2,215
2. 1,230 9,284 360 2,227
3. 1,110 14,135 520 4,816
4. 1,290 13,041 580 ' 5,864
5. 1,090 ; 8,073 480 ' : 3,555
ALL | \
AREAS 1,209 - .h7,305 | 494 - 18,676
Table 4: Maize and Groundnut Yields and Gross Production
for the 1972 Harvest Periods
[ M&:’ze .Grouﬁdnuts
i = '
Area t Average Yield Gross Average Yield Gross
| Per Acre Production | Per Acre . Production
i (Ibs.) (tons) (1bs.) (tons)
1. 11,631 13,989 T 297 1,640
2. ‘ 1,628 12,288 363 1,887
3. 1,845 21,005 - | 514 . 4,958
4. 12,038 -19,027 i 452 ‘ 3,615
5, 11,020 7414 | 367 2823
| .
ALL | ,
AREAS E 1,626 73,723 413 14,824
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Thé presentation could be varied to highlight different aspects. For ex-
ample, if a comparison for-maize is requied, an obvious first stage would
be tc reduce the number o/ digits and produce Table 5.

Teble 5. Y= Avercgz Yields per acre and
(irevgs Prodyoion 1571-02

« | Yield {leanidres 1b: ' Production (thousand tons)
L g oy _ -
Area 1971 igrs ‘ 1871 1872
1 13 16 | 13 14
- 2. 12 16 ! 9 . 12
3. 11 18 ! i4 21
4, 13 20 ‘; 18 . 18
5. 11 10 8 7
ALL
_AR_EAS .12 16 57 - 74

The changes can now be seen at a glance, e.g, that the variations
between areas increased markedly from 1971 to 1972..

‘fable 5 could be extended to include a measure of change. Change
Lan be measured in absolute or relative terms, e.g., the absolute change
in maize yield in Area 1 is 300 Ibs. (1631 — 1331), and the relative
change is 23% (100.x 300/1331). Both measures are useful, but the rela-
tive change is often the more relevant for éomparative purposes. Table 6 -
presents results of this kind. ‘
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1ble 6. Maize and Groundnuis: Percentage Changes in Average
Yield per Acre and in Gross Production. 1971-72

. PERCENTAGE CHANGE,
- Maize . Groundnults

Yield Production Yield Prod'uction

23 10 . . -38 26

39 32 _ 0 —15

66 49 -1 +3

58 46 . | —29 —40

—6 —8 —24 -21
S | 3 | . 29 —16 —21

ession of tables in a major report often need to present areas in a
order to avoid confusion. However, the relative performances of
ber of areas may be brought out by ordering them according to
tent to which they deviate from the average level of performance.
10 area project might produce the following results:

7T 4 10 1 8 9 5 2 3 &7

ion
ver- .
1 %){-21 —i6—16 —_11 -6

(%) 50 55 55 60 65 70 75 80 95 105

—1 +4 . +9 +24 +34
common characteristics of areas close together in the ranking may
t management action. For example, if areas 3 and 6 are following
oractice not adopted elsewhere, perhaps it should be introduced in
Areas.

. should be noted that overperformance—getting results higher
argets—requires reaction, just as much as underperformance. If.
operations in one area exceed those planned for, extra supplies of
ers, seeds, etc., will be needed there. o
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Absolute flgures of area targets and performances can be plotted
using the two axes to represerit target and performance respectively. The -
data in Table 7 are shown in this graphijcal form in Figure 9:

Table 7: Terget and Perforrriance by Area

Area Target Performancé | Area Target Performance
24 35 6 .- 51 59
102 . 112 7 38 25
65 68 8 140 82
132 - 105 9 96 : 62 -
100 90 10 114 ' 95

A SR I

Any area where performance equalled target would be on the diagonal:

- points below the diagonal show areas which have not reached their tar-
gets, whilst those above show those where more has been done than ex-
pected. The length of the vertical deviation of the point from the dia-
gonal represents the extent of the shortfall (or of overperformance). In
this example the areas with the larger targets are underperforming, and
their shortfalls are substantial.

It is not always necessary to react to short-term fluctuations within
individual reporting units. For these cases cumulative performance
graphs bring out the situation in a useful form. Three profiles are shown
in Figure 10, They-are especially simple in the sense that they assume .
targets increasing linearly over time (that is, increasing by the same abso-
{ute amount for equal time periods). Profile (i) shows an operation that
started- off reasonzbly well, but then deteriorated. It also shows how
warning lines may he inserted, and action initiated when operations fall
below some control’level. More complicated “cusum’ (cumulative sum)
technifues are available as part of statistical quality control. Profile (ii)
indicatés an operation that started badly, but then got “on course.”” As
the opportunities lost at the beginning could not be retrieved, a new set
of targets was fixed. Profile (iii) shows an oscillating performance. It may
be noted that the slope of the between-period line indicates whether the
operation is falling further behind ‘(slope of performance-line less than
that of the target lin€), holding its own (equal slopes — or parallel lines),
or catchmg up (slope performance line- greater than that of the target
line). .
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The three examples start ‘with the same target. Graphs of this kind
 be produced in percentage form (target at end of final period =
%) and will then be comparable between reporting units even if their
gets differ in absolute size,

In many cases, interest is focused on the rate of change, not on the
olute amount. If a time series is graphed using a logarithmic scale on

vertical axis, then a straight line represents equal relative increases
“unit of time—a constant rate of change. Such a graph is called a semi-
arithmic graph (in casual reference the ‘semi’ is often omitted). If
rilogarithmic graph paper is not available ordinary graph paper can be
d by first converting the data into logarithms and ploting the log
tes rather than the absolutes. Negative numbers cannot be accommo-
ed using this approach as logarithms of these do not exist. °

Semilogarithmic graphs are also useful when the scale for the vari-
> plotted up the vertical axis covers a very wide range, e.g., from 100
100,000. This situation often occurs when comparisons are being
le between regions of very different sizes. '

When examining the relationship between two variables, one re-
senting a cause and the other an effect, a scatter diagram can be used -
" visual aid. Thus if yields are plotted against amounts of fertiliser
d, the resulting diagram may enable any relationship or lack of it to
easily seen. This is an useful first step before proceeding to a more
nal relationship analysis using .regression technigues (discussed
>w). In particular, a visual examination of a scatter diagram may
yent an inappropriate regression analysis being performed.

Description and Measurement of Inequality .

Inequalxty and the extent to which it is changmg are often of con-
1 m agnculture and rural development projects. .

The mmpiest measure is the propomon of the benefit being distri-
ed in the possession of the poorer part of the population. Thus, it
¢ be said, that 60% of the farmers own 20% of the cultivable area.
5 is obviously a crude measure, since chariges of the distribution to-
ds either greater or lesser equality can take place without the figure
he cut-off point chosen being affected appreciably.
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For comparative purposes, inequality. may be summed up by the
Lorenz diagram, and the Gini coefficient associated with it. These, in
effect, combine a series of percentage relationships of the kind men-
tioned above. The data are put into cumulative percentage forth as in the
following example, using data of the distribution of farms by area (Table
- 8). A Lorenz diagram is obtained by plotting these cumulative numbers,
as shown in Figure 11. The extent of the inequality is indicated by the
shaded area between the diagonal and the curve:the greater this area the
greater the inequality.

Table 8: Distribution of Farm Size

Size Class . . Cumulative Cumulative

{areal units) Percentage of . Percentage of
Farms i Area
0-1.0 - 4.4 0.7
- 11-20 19.0 ' 54

- 21-3.0 33.3 131
3.1-40 ' 455 216
41-5.0 ' . 615 36.0
51-6.0 701 46.1
6.1-7.0 88 : 56.0
7.1-8.0 84.9 65.0
81-90 - 878 69.7

91-100 923 78.1

10.1 and above 100.0 100.0

The Gini coefficient is the proportion that this shaded area bears to
the area of the whole triangle in which the curve lies. It can be calculated
as follows. )

(a) take the sum (T1) of cross multiplications of the following kind:

44 \‘ 0.7
19.0 ; 54
33.3 \> 131

: and so on to
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92.3 —_ . - 781
100.0 \» 100.0
(b) Take the sum of (T2) of cross multiplications in the opposite
" direction:

44 | ’ 0.7
| 19.0.<// 5.4
33.3 */’/-//13.1_

an;i 50 on to
. 923 | 781
100.0 4-’////100.0

(c) The Gini coefficient =T1 — T2
" 10,000

It must lie between 0 and 1, and in this case is 0.354,

It should be noted that the first column of cumulative percentages
relates to the units (farms, persons, etc.) between which the ‘benefit’
(area, income) is distributed. The second column is the percentage of the
‘benefit’ owned by the related units in the first columa. Entries in the
first column are plotted -along the horizontal (“x’) axis in the Lorenz
diagram; those in the second column along the ‘y” axis. The same scale
is used for both axes,

It two distributions are being compafe'd, then the distribution with
the larger Gini coefficient is the more unequal. But this rule has to be
interpreted with care because two types of sttuations can arise

a. The Lorenz curve for dlsttbutmn A lies entirely within that for dis-
tribution B. Then the-conclusion that distribution B is more
unequal than distribution A is unequivocal. :

b. The Gini céefficient of distribution B is greater than that of distri-
‘bution A, but the Lorenz curves of .the two distributions cross each
other when plotted on the same diagram. This indicates that distri-
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: 4
bution B is more unequal than A over part of the range, but less
‘unequal over another part. Conclusions about relative inequality
- will depend upon whether the whole distribution, or only part of
it, is the focus of interest.

Gini coefficients provide a convenient first ranking of inequalities,
but too much should not be made of small differences between them.
They will be affected by response errors in the data, which are often
likely to be large for variables used to investigate inequality ; the way the
data have.been grouped will ‘influence the values; and if sample data
have been used,-sampling fluctuations will be present. Thus, whils
Gini coefficients are useful indicators, conclusions about significan

changes in relative inequalities must rest upon detailed examlnatlon 0
the original distributions.

9.7 2 X 2 Tables

One of the commonest ways of showing differences in performal;c
is by a 2 x 2 table. A typical example is given in Table 9 (a). The letter
in Table 9 (b) will be used for generalizing results,

Table 9. (a) Adoption of Practice by Pro_tect

and Nonproject Farmers
\Adopt Do not Total
Adopt
Project farmery 180 70 250
Non-project .
farmers 60 20 150
Total 240 - 160 400
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(b) Table (a)in general form

| Yes(1)  No (0) Total

@ | a b (a+b)

Out (0) c . d (;+_d) |
_Total (a+e) | (b+d) . n=(at+b+c+d)

The difference in the proportions ‘adopting’ for project and non-
project farmers gives an idea of project performance. The difference in
proportions is: ' :

From Table 9(a)

By = 180 60
1T T T 150 -
= 0.32

From Table 9 (b)

Pi=a/(a+h); .P2=c/(c+d)

"P1—P2 - a _ ¢ - ad — bhe

a+b e+ d (a+b){c+d) .

. If several tables are being compared, comparisons of P1’s and P2’s
can be made. Simple single figure measures have however been devised.

" One single figure method’is the relative odds or the Odds Ratio
(OR) — the ratio between the odds that a project farmer has adopted to
the similar odds for a nonproject farmer. For Table 9 the results are: :
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- From Table 9 (a)

OrR - 180 - 60 _ 180 X 90
- 0 - 90 60 X 70
= 39

From Table 9 {b)

a . c ad
OR = b d  be

The bigger the OR; the éreatef the odds for the first group, relative to
the second. : L

-

The values that the Odds Ratio can take range from 0 to infinity.
Values 0 to 1 indicate a negative relationship — nonproject farmers are

adopting more than project.farmers. Values greater than 1 indicate a
positive relationship. :

For making comparisons across a number of tables a measure that
tanges from — 1 to + 1 may be more convenient. One such is Yule's Q.
which is calculated as follows: : _ :

From Table 9 (a)

180x 90 — 60 x 70

? T Box%+ 60 x 0
= 059,
From Table 9 (b)
'Ql _ . ad — be .

ad + .be
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) was originally devised as a measure of association, and is appro-
priate here since a difference in the odds on adoption for project and .
nonproject farmers is equivalent to an association between “being in
the project” and “adopting the practice.” ;

Q takes values ranging from 0 (no association) to + 1 in one direc-
tion (complete positive association) and -1 in the other (complete nega-
_tive association). The larger the figure, the greater the strength of the
association it summarizes. @ and OR are related in the following way:’

OR — 1 )
OR + 1

Q -

An OR of 3 is equivalent to a Q of 0.5.

Another measure sometimes used is the correlation coefficient r
(which also takes values lying in the range — 1 to + 1). The usual formula
for r can be put as follows (using the assignment of the numeric codes 0
and 1 in Table 9(b)):

From Table 9 (a) _
) 12000 , ' -
\/(7250 x 150 x 240 x 160)

= 0.316
From Table 9(b)

I ad —be
/ la+b)(c+d)@+c)(b+d)]

The result for r will be of the same sign as Q (since the numerator is
the same, and the positive root is always taken in the denominator of r)
and r will always be closer to 0 than Q. it is often recommended (see
9.9), that the value of ¢2 be considered, rather than that of r, since 2
equals the proportion of the variation ex lained. The value of r? in this
case is equal to only 0.1. - ' '
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The -correlation coefficient is, however, better suited to quantita-
tive than to qualitative variables. Anypair of quantitative variables might
be turned into two zero-one variables by splitting each at a point. For

" example, distributiohs 6f expenditures of farmers and of the areas they
farm can provide the basis for a 2 x 2 table by forming groups labelled:

Expenditure Farm

High  Large
Low Small

Values of Q could then be calculéted, but they are sensitive to the choice
of the splitting points. '

The quantity {(ad — be) 6ceurs again in another often used measure.
Suppose there is in reality no association between the two variables. In
this case it weuld then be expected that the (a + b) farmers and the
(c + d) farmers; and the total of farmers would ali divide in the same pro-

" portion. In thie cell in which a is found, the number would be expected
to satisfy. '

—a . = a+c
a+bh ‘ n

giving:

: ' + b 4
Expected value in the first cell under = —2 0 (2 . 2
assumption of no association ’ - h

The number actually obsérved is a, and so the difference (D) between -
the observed and ‘expected’ values is; ;

From Table 9(a)

(180x 90) — (60 x 70)
400

= 30.
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From Table 9 (b)
(a+b) (a+e)
" —

Diy = a-—

ad — be
m ;

Keeping the marginal totals constant, it will be seen that Dyq = Dgg =
Dy =—Dy;- '

Clearly, the larger (ad — be)/n, the bigger the difference between the
observed value and that expected on the assumption of no assoctation,
the stronger is the evidence for the alternative view that there is a rela-
tionship between the variables. '

Using this feature, a commonly used test for assessing sampling
fluctuations, called ‘chi:squared’, is c_:ai'culated as follows:

From Table. 9 (a)

400 (12000)?
250 x 150 x 240x 160

400 (.316)%

~ From Table 9 (b) .

n{ad — be)?

(@a+b)(a+c)(b+d)(c+d)

or substituting r from above.
° \
2

= nr
If there were no association between the variables, samples giving a value
of X2 greater than 1 would occur, on average, approximately once in
three samples, and values greater than 3.8 would occur only once in
twenty times. One reason for calculating this particular quantity is that
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it is a convenient basis for combining results from a number of similar
sample tables. If the association in all, say k, tables is in the same direc-
_ tion (that is if (ad — be) is the same sign in 4ll k tables) then the sum of
X2's from the tables can be added together and tested at the desired level
-against the value of X2 with k degrees of freedom (details in most sets of
statistical tables). s :

Single figure measures provided only a first stage of analysis, and .
the reduction of the data into 2 x 2 tables may be an oversimplification.
It should also be noted that the description of these measures are intro-
- ductory only. The effects of sampline design features, e.g., clustering,
have not been dealt with. But an initial analysis of this kind can be done
quickly by hand and be valuable in indicating whether there is a possible
relationship that will warrant a more detailed analysis under professional
guidance.’

9.8 Standardization

Standardization is a procedure which compensates for differences in
structure between groups or areas being compared. Suppose that the
readiness and ability of farmers to take up credit is related to the size of
their farms, those farming larger areas being on average more likely to
take up credit. Differences in the overall percentage absorption of credit
in project areas could be due to differences ih administrative effective-
ness or to differences.in the distributions of farms by size (or, of course,
to other factors which are ignored here). Table 10 gives a numerical
example: i '

. Table 10. Differences in Area Performance
due to Structural Differences

o b Area A Area B
Size of |Proportion | % take- | Product Proportion %take- Product
farm - up - | (1)x(2) ' up |(3)x(4)-
(1) @ | (3) (4) |

Smiall 050 - 18 9 0.33 18| 6
Medium 0.25 36| 9 0.33 3612
Large 0.25 72 18 0.33 72|24
Overall %! , 7

Take-up : 36 ' ' 42
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Area B’s overall rate of 42% looks better than Area A’s rate of 36%, buf
the difference is due to the higher proportion of smaller farms in Area A.

 Standardization deals with this problem by comparing the overall
results with that which would have been obtained if the detailed rates
were matched with a standard structure, which is usually ‘the structure
for the whole region under study. Thus, suppasing the proportions of
farms by size in the total project region were 0.5, 0.3, and 0.2, standar-
dized figures would be calculated as follows (first three areas' only
shown): : '

Table 11: Calculation of Stapdardized Rates

Area A Area B Area C
Size of Standard -
farm  |Propor- | % take- -Product | % take- Product | %take- Pro-
= tion up up. up  duct

Small |05 [18 90 .18 .90| 20 200
Medium |0.3° 36 108 36 °.108) 35 105
Large |0.2 72 144 72 7144 75 15.0
Overall -

% take-up

(Standar-} _ . .

dized) - : 34.2 34.2 35.5

The overall standardized rates for Areas A -and B are equal, as they
should be. These standardized rates can also be used to provide measures
of relative performance by comparing them with overall project area per-
centage take-up rate. Suppose this is 30%. Then a suitable index of per-

formance is: : ‘ ‘ '

-
Area A 34.2/30 x 100 = 114
Area B '34.2/30 x 100 = 114
Area C 355/30 x 100 = 118,
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Standardization can be extended to cover more than one structural
feature, if desired. The procedure was developed for the comparison of
mortality rates and.is formally similar to that used in the construction of
index numbers.

9.9 Cautionary Comments About Correlation and Regreésion Analysis

Attempts to trace causal relationships in a project will often use:
correlation and regression methods. Some of the dangers they involve are
briefly outlined in this Section, so that due cautlon will be exercised in
drawing conclus:ons from them.

There is a time honoured methodological maxim: “correlation does
not prove causation.”” Correlation of an effect with an identified treat-
ment is only useful evidence if the results of other possible causes have
been partialled out. Thus, for example, although production may have
increased, the increase may be due to better market prices, rather than to
the additional fertilizer. Conversely, a project failure may be due to an
unforeseen change in general price structure, not to any inteinal fault.

The correlation of time-series often leads to mistaken inferences. A
high figure may be due merely to the separte effects of time on the two
_series, not teo any causal relationship between them. It is therefore
usually worthwhile to see if the relationship is maintained when the two
sets of first differences (that is, the period-to-period changes) derived
from the original data are also correlated. If the value of this second r is
also high, confidence that there is a real relationship between the two
series is increased.

A study of the residuals (the dlfferences between the original ob-
servations and their estimates obtained from the model being considered)
_ 1s necessary to decide if the model is applicable. Patterns shown by them
may indicate. how the model can be improved. for example, if the ori-
ginal observations are spread over time and the residuals show a trend -
over time, then adding a time term to the model may improve it. Further
con-elatlon coefficients measure linear correlation. A close nonlinear
correlation may be hidden in a misleadingly low value of the coefficient.
The data and residuals must always be exammed to see that any assump-
tion of linearity is appropriate.

A second reason for looking at the residuals is to see that. any

assumptions about the error structure of the model are met. For
example, the classncal linear regression model requires that the variabilitv
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of the dependent variable is constant across the range of values of the
independent variables. If the residuals.indicate this is not so, then some
_transformation of the independent variables may be necessary. Tests of
significance and confidence intervals usually require that the residuals in
the model are distributed normally — at least approximately. So a study
of the residuals can prevent improper inferences. '

Another common error is referred to as the ‘ecological fallacy’, and-
arises when correlations between variables measured over aggregates of.
persons do not appear when the correlation is calculated over individuals.
Thus, there may be correlation at an aggregated level (say, by district)
between educational attainment and business activity; but when the data
is looked at on the individual level there may be little correlation
between education, and commercial or industrial initiative, and ability.

. Indeed, a generai problem with correlation coefficients is that their size
can be increased by aggregating upwards the data used to calculate them.

. In any case, the value of r is often not the most relevant figure. A
value of 0.5 for the correlation between treatment and impact indica-
tors may seem high; but it should be regarded as showing that the treat-
" ment explains 25 percent, (0.5)2, of the variation in the impact indica-
tor, If r = 0.2, still some way from zero, the treatment is explaining only
4% of the variation. Too much attention may also’ be given to a finding
of ‘statistical significance’. This is often merely a flag indicating that the
effect under investigation is not likely to have arisen just by chance. This
flag does not necessarily give any guide to the substantwe or policy
significance of the relationship: it may just prevent the waste of time

that would occur in further examination of a chance relationship. Many
correlation and chi-squared results found to be statistically s:gmflcant
are of little interest or importance for policy purposes

Perhaps the most serious problem in using regression models in the-
context of this Handbook is the effect of measurement errors, Note that
" these errors are not sampling errors and that they can affect the indepen-
dent variables, They are the difference between the true value for any
respondent and the figure that is actually recorded and used in the analy-
sis. The relationship involved is that the value included in the analysis for
the i’th individual, x;, does not necessarily equal the true va.lue of X;, the
error being equal to e;. Thus:



The e;’s can be positive or negative, and can of course be equal to
zero. Errors can be introduced during editing or coding, but they arise
more commonly in the collection of data in the field. Much of the dis-.
cussion in other parts of this Handbook is directed at mmumzmg these
errors. ;

In a simple one-independent variable regression model, the ‘true’
value of its parameter b, is related to the calculated value b by the
equations: :

a

where R is the ‘reliability’ of the measurement of the independent vari-
.able. This result is sometimes referred to as the ‘attenuation’ effect.

variance of X

variance of X+ variance of e
The variahce of e may be expressed as a proportion of the variance of X:
Vare = k.varX,
"Then R = 1/(1 + k), and 1/R = 1 + k. Thus if k = 0.1, the calculated
value, b, should be multiplied by 1.1 to correct for the attenuation
effect. The value of k may be as high as 0.2 or 0.3, particularly when

attitudinal and perception questions or long recall perlods are mvolved

The situation is more complicated with multiple regression. As an
example Cochran caleulated the following table: 18

13. W.G. Cochran, “Errors of Measurement in Statlsttcs," Technometrics. 1.},
1968, p. 657. s .
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FAN ey E
Table 12: Values of by, b, When b, =2.b, =1 -

(R, and R, are the reliabilities of the two
indepefident variables and r is their

correlation).
' r=+3 | r=—.3
5.
R, R, =06 08 1.0 R, =06 08 1.0
06 by |1.25 168 213 | 1.10 1.48 1.87
B, | 0.74 0.66 058 | 0.44 0.51 0.58
Fa
0.8 by |.1:20 163 206 | 1.13 1.52 1.94
by | 0.99 0.89 078 | 0.59 0.69 0.78
1.0 b, | 115 1.657- 2.00 | 1.15 157 2.00
5 | 1.26 113 1.00 | 0.75 0.87 1.00

Even if the second variab}\e is measured without error, it will be seen
from the bottom row that b, can still over or under estimate b, . .
Measurement errors add considerably to the problems of using-ratib

variables in regression models.* A recent review of this issue produced
the following results:15 '

14. A ratio variable arises, for example, if the ratio of food expenditure (labelled
Y, say) to total expenditure (Z} is regressed on total expenditure (Z)— that is,
Y/Z is regressed on'Z.

15. S.B. Long, “The Continuing Debate over the Use of Ratio Variables: Facts and
Fiction™, Sociological Methodology, 1980, p. 55.

378



Tabie 1.3 Effect of Randem Measurement Error on the )
CorreIatlon Between a Ratio (Y/Z) and Its Common Component
(Z) Where the two are Lmerarly Related

Error Variance in Y

Error Variance in None Same Proportionasin 2

Z as % of Total

Variance Correlation ~ Slope | Correlation ~ Slope
J r b r b
0.00 1.000  -1.000 1.000 - 1.000
0.05 0.899 0.901 0.812 0.901
0.10 0.797 0.798 0.660 0.798
0.20 0.586 - 0.588 0.420 0.588 -
0.30 0.368 0.372 0.232 0.372
0.40 . 0.139 0.143 0.075 0.143
0.50 40.101 0.109 0.065 - -0.109
0.60 : 0.346 -0.433 | -0.203 -0.433
0.70 -0.351 -2.315 0316 - -2315

When the measurement error is substantial it will be seen that both b and
r (the estimate of r)-have the wrong sign,

Unfortunately, it.is difficult to estimate response errors in indivi-
dual surveys without complicated schemes involving interpenetrating
samples (see Part 7), a special section in the pilot survey, or a post-enu-
meration survey. For enumerators dealing with similar groups of respon-
dents, the variability within enumerators  results for a variable may be
. compared with the variability between enumerators’ average results. De-
tails are complex and a discussion will not be attempted here.

‘In conclusion, it should be emphasized that correlation and refre-
ssion methods remain essential. However, the accessibility of computers.
has led to a proliferation of superficial analyses — improperly screened
data fed into package programmes followed by mechanical interpreta-
tions of the results. The way in which even experts can disagree about
the appropriate methods and the interpretations of.results shows the
scale of the problems; and the warnings in this section may help to pre-
vent some mistakes.
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.PART 10:
DATA PRESENTATION

- 10.1 From Data to Information

- The data collection and processor sometimes forget that the users -
require information, briefly and clearly presented, rather than large
volumes of indigestible figures. Project management and planners review-
ing project performance need decision-oriented information from moni-
toring and evaluation systems; it is the task of those responsible for these
systems to turn data into such information.

Failure to effect this metamorphosis can range from complete break
down to just missing the final step, as illustrated by the following
examples. :

"a. data remains on the questionnaires, unanlyzed and valueless;

b. magnetic tapes containing large data files are prepared but they
remain unusable due to lack of proper validation procedures or do-
cumentation; E

c. tabular printouts, large in voume, long in detail, lie in files gathering

" dust in the data library;

d. reports cotain adequately presented summary tables denved from a
baseline survey, but are available to the user only at the end of the
project; and

e. reports are full of tests of significance, analyses of variance, corre-
lation matrices, etc., but do not set out any conclusions or suggest

- a range of options for action. ‘

Convertmg data into information for presentation to the user is
facilitateq if the following guidelines are observed:

a. The appropriate levels of detail and disaggregation will vary accor-
ding to the different levels of user; -

b.. The definitions of variables and tabular headmgs must be clear to
the user who will not always have either a numeric background or
technical knowledge.of the topics discussed;

¢. The depth of statistical analysis must be geared to the level of user;

d. The tabular layout, including the use of averages, dispersion indi-
ces, ratios, etc., should be simple and clear — a set of simple two-
way tables may be better than a complicated four-way cross-classi-
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fication with each cell containing entries for absolute numbers,
percentages, means, etc.; .

e. Text accompanying tables should summarize the main highlights
revealed by the tables, mdlcatlng the conclus:ons that may be
drawn;and

f. Graphlcal and other dlagmms will be partlcularly useful in focusmg
the user’s interest and aiding his understanding.

10.2 Presentation of Information
The following essential questions must be borne in mind:

a. to whom is the material addressed?
. at what time and with what frequency is it required? and
¢. in what form should it be given?

The recipients of monitoring and evaluation information include

a. the field-level official of an agency contributing to the nnp]emen-
tation of a component of the project;

the project manager;

the interagency coordinating committee;

the sectoral planner; -

senior officials at the national mlmstenal level;and

donor agencies.

me a0 o

In general, as one moves along this scale, the information presen-
ted needs to be briefer, less demanding in the technical knowledge re-
quired by the recipient, Pnd more o6riented to presenting conclusions and
options for decisions. This is not to say that the sectoral planner, for

- example, may not then call for the original data files in order to carry
out further detailed analyses. But, the further the user is removed from a
specific project, the more likely it is that many similar reports of a
variety of projects pass across his desk; the initial persual to identify the
ones requiring further study is assisted if they are succinct.

Timeliness at an agreed frequency is the key to successful informa-
tion transmittal. The most informative report is useless if the decision to
whigh it should have contributed has, of necessity, already been made.
The frequently encountered lack of réliance by the project implementers

381



on their monitoring or evaluation units is usually due to alack of confi-
dence, based on experience, that the information required will he
available when it is needed. If the emphasis in this Handbook on simple
data collection procedures using appropriate sources and methods is
followed, timeliness will be more likely. .

The availability of information, at the right time is also facilitated
if the information needs and their timing are identified at an early stage.
If a longitudinal study is launched using large samples, it is clearly im-
possible to report much in the way of results for a considerable time. -
Perhaps a different type of survey was required. The results of an objec-
tive measurement of crop yields cannot, by definition, be made available
in advance of harvesting, If crucial decisions must be made before the
harvest, and these require estimates of likely production, it is a crop fore-"
cast survey that is required as a supplement to, or substitute for, the
later, more accurate effort.

Frequency of information transmittal is a matter for agreement
between user and analyst, although their agreement will be: worth- little
“if the data collection and analysis mechanism cannot be designed or
" adjusted accordingly. Simple information on routine -implementation
- progress may be required weekly or monthly. Moving averages of input
data may be reported monthly or quarterly. Seasonal or cyclical data
surveys should be organized to facilitate reporting within a fixed period
of the events being recorded, as agreed in advance to meet user needs.
Case studies and ad hoc problem-oriented surveys will not fit into. a
regular reporting schedule, but must be operated agamst deadlmes for
completion.

Quarterly, half-yearly, or annual reporting will occasionally match
the frequency required to meet main user needs. More often, such
fixed reporting cycles are inappropriate for this purpose. Flexibility mulst
‘be the keynote, Appmx1mate estimates, handwritten, if necessary, may
be invaluable if available on schedule.

Above all, the detection of an unexpected phenorfienon, whether as
a by-product of routine data analysis, or as the result of a field visit,
must be reported immediately, whatever the normal schedule. To wait
until the full survey report is ready is erroneous and to bury significant”
findings among routine material is unforgivable. -

The approach to information tfansm‘ittal_sh'ould therefore, be one
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of willingness to communicate provisional and approximate findings if
they are significant. Unfortunateiy, those fearful of making a mistake
tend to err on the side of caution. Careful checking of suprising facts,
deliberate appraisal, and avoidance of jumping to conclusions are all
valuable attributés, But some willingness to make the best judgement
possible on the baSls of whatever evidence is currently available is also
necessary.

Evaluation, which is a more deliberate process, can work to a less
demanding time schedule. Greater depth of analysis and a more thorough
presentation will be required. Nevertheless, events may occur that re-
quire the evaluation effort to be advanced or accelerated in order to app-
raise likely consequences including the need for modified implemen-
tation procedures.

Project information can be transmitted im a number of ways: -

verbal informal communication;
regular updating of charts or graphs on the office wall;
formal presentation at project meetings: ;
memoranda detailing important and urgent findings;
regular reports of a briefing or summary nature;

- formal reports of survey results; ‘
analytieal reviews of the project data base; and -
specific problem analysis with recommendations.

Fmome an o

The more formal reporting will be considered in the neﬁct section.
What, however, is often neglected are the verbal and graphical modes of
communication.

Regular updating of a graph on the manager’s office wall, showing -
deliveries of inputs against targets, may be seen by the manager as a
significant contribution of the monitoring system. Passing computer
printouts through ‘the internal mail is no substitute.for a half-hour
opportunity to meet with the manager and guide him through the prin-
touts, drawing attention to the highlights. Not only is this useful in itself,
it also serves to familiarize the manager with unaccustomed data confi-
gurations so that, in time, easy reference is made, even without a
personal presentation. The possibility of developing this kind of relation-
ship depends on the integration of the momtormg team into the mana-
gement structure.
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10.3 Reporting

Monitoring and evaluation reports of various types will be needed.
The required format of a report depends not only on the type of user
for whom it is written, but also the source of the mformatlon to be
conveyed.

Reports of field trips need to be prepared inmediately on return,
covering such items as the itinerary, meetings held, observations made,
and general impressions galned together with recommendatlons for
appropriate action.

Results from studies or surveys need to be embodied in the report,
even though faster methods may have been used to communicate pre-
ssing, significant findings. Such reports must describe the issues investi-
gated, the methodology of the study, the tabulated results, and the
findings.

Collection of time-series data for evaluation purposés may have no
formal end-ofsurvey timepoint. Analyses of these series will, however,
need to be conducted periodically and the emerging trends reported in
the form of updating previous analyses. Comparisons over time will be
the focus of such reports and the analyses need to be conducted in some
depth and with statistical rigor.

Finally, there are the regular.period'ic “state of the project’ reports,
bringing together all relevant materials from the various sources descri-
bed in Part 5, ranging from administrative records to the major benefi-
ciary surveys. These reports concentrate on presenting an overall view of
project progress and provide the means for decisions on adjustments or
alterations in project targets and implementation procedures. The perio-
dicity of these reports, .e.g., semi-annual or annual, is a matter for
-decision at the beginning of the project. It should not be so frequent as
to absorb an excessive amount of the senior staff’s time, thus endanger-
ing the maintenance of the quick, regular communication of items of
current importance, as described in the previous section.

In view of this wide range of reporting néeds, it is not possible to

set out a recommended report lavout. However, certain guidelines can
be offered that are of general validity. - :
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a. Presentation of Data

Different users require different degrees of detail in the data inclu-
ded in a report. Summary tables and graphs will meet the requirements
of many, but others will need to refer to the less ageregated and unroun-
ded data in order to carry out further analyses. Within a project this is
not a major problem  the report should provide 2 summary, with a re-
ference to the source data files or computer printouts to which the-
- project staff have access. For higher authorities, the summary will almost
certainly be sufficient; although, here too, the potential for access to
the files remains. It should be noted that access to the master files by
users other than these immediately responsible should be according to
an agreed clearance and -approval system. Issues of confidentiality of
the data may arise, and if the files are' maintained on computer discs
or tapes, the security of these needs to be allowed.

As well as providing summary tables, the report will contain sum-
mary measures of the distributions of the data in the tables. Introduc-
tory comments on certain of these measures have been given in Part 9.
The writer of the report must bear in mind that many users of the data
will not be aware that misleading conclusions can be drawn from even
simple - parameters. A simple arithmetic mean of a highly skewed distri-
bution may lead to erroneous deductions by the user if his attention is
not drawn to the skewness, or if an alternative distribution-free measure,
such as the median, is not used in conjunction with it.

Consider, tor example, the following incomes as measured before
and after an intervention (only ten results are shown for convenience but
~ the point made is valid for any size of data file):

[ 7%
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Table 14: Income per Beneficiary

| Income
‘F " Before After
Beneficiary 1 20 5
‘ 2 : 50 5
3 30 ! 25
4 i 40 40
5 35 30
6 3 - 25 30
7 - 80 140
8 30 25
9 60 100
. 10 . 30 : <40
Total: : 400 - .530
Mean: _ 40 53
© Median. : ' 30 " 30

The mean has increased sharply due to the large increase achieved
by those beneficiarles (Nos. 2, 7, and 9) who were already the richest;
. the median is unchanged. :

~ The use of percentages may also confuse, unless carefully used. It

is common practice to show indivudal cell percentages in a two-way

table so that the summation to 100 is only achieved by adding both

~ across rows and columns. Most users are unable to glean much from this

as there is an automatic tendency to expect percentages to sum to 100

in one direction only, i.e., either vertically or horizontally. If this option

is chosen, the choice of direction may be important. Take a simplistic

example of a sample of 400 farms in three areas, classified by the num-
ber of parcels of land making up the holding.
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Table 15: Number of Farms by Number of Land Parcels

| location .
No. Parcels‘ A - B c Total
1 100 20 16 | 138
2 60 60 24 - 144
3 | 40 40 40 120
Total | 200 120 80 400

Little may be detected from a casual examination of this, except
that there are more farmers in Area A. Consider, however, Table 16, ex-
pressing the same data in percentage form for each area.

Table 16: Percentage Distribution of Parcels by Area

. Location
No. Parcels A B C
1 50 17 ' 20
2 30 50 30
3 20 33. 50
Total 100 100 ' 100

This clearly reveals that farmers in the three areas have very diffe-
rent distributions, in terms of fragmentation of holdings, with the modal
number being 1, 2 and 3, respectively. On the other hand, to run the
percentages across the rows would reveal nothing, except possibly the
larger size of Area A.

- Simplistic though these examples are, there have been many real
cases where a wrong choice of the direction for calculating percentages
masked the story that the figures had to tell. '

If grouped frequency tables are used, it is advisable to keep the
width of each class interval the same, with the exception of an open-
ended highest value class. Varying class intervals may lead the user to

draw wrong conclusions about modality or the skewness in the distribu-
tion. '
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b.  Attribution of Accuracy and ‘Significance

Whether the data presented originate from records, case studies, or
sample surveys, the presenter should discuss the likely accuracy of the
data and indicate which findings are 51gn1f1cant in'view of the margins of
error involved.

‘The analysis of administrative records may present little difficulty if
based on an examination of the total file which supposedly includes all
relevant cases. The quality of the record-keeping may, however, be vari-
able and such variations should be noted. '

Case studies, as discussed in Part 6, present the reporter with a diffi-
cult decision regarding the general validity of the findings based on a
very few cases. As discussed, it will not usually be possible to make-
inferences from a limited number of cases (perhaps purposively selected),
to the population at large. This is certainly true for numeric estimates of
totals, ratios, etc. However, a case study will have the objective of study-
ing the internal relationships of the variables that cause a particular
. phenomenon to occur. If a consistent pattern emerges, a plausible infe-
rence may be made as to the causality of the phenomenon, which, it may
be suggested, is likely to be repeated in other cases where the circums-
tances are similar. That is to say, inference of casuality and relationships
may be made in a general way on the basis of plausibility, as long as a
suitable cautionary note is struck. For example, a case study may ex-
amine in depth a few farmers who adopted a certain project recommen-
dation and a few who did not. Assume it is found that the reluctance to
adopt the new pattern of farming was due quite logically to the percep-
tion of a labor constraint at a particular period when the new practice
makes heavy demands. Assume also that the adopters have more family
labor available than the nonadopters and did not perceive the same cons-
traint. The conclusion that adoption/nonadoption is affected by the
availability of family labor may be a plausible inference for the general
population in the area, even though the numbers affected by limited
labor availability cannot be calculated from the study.

The communication of such findings requires skill in interpretation
and presentation, The temptation to claim too much must be resisted,
particularly, when the pattern is inconsistent and blurred by a range of
extraneous factors. [t may be a worthwhile conclusion that no discerni-
ble pattern exists — at least one set of hypotheses can be rejected, avoid-
ing concentration by management on the removal of an irrelevant cons-
traint. '
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Results from sample surveys, properly designed and executed, en-
able numerical inferences to be made to the population at large with
calculable margins of sampling error attached. The procedures for doing
so were introduced in Part 7, although from the different perspective of .
calculatingg the required sample size for a given sampling errcr. The
formulae for calculating the e+rnr margin for any sample design are to
be found in standard texts on sample surveys.

Having calculated the sampling error, the question arises of deter-
mining which estimates are significantly different, either from one ano-
ther, or from a standard of comparise.., 50 that conclusions oy be
drawn with reasonable confidence. Again, the techniques are to be found
in the standard texts. What is emphasized here, as in Part 7, is the danger
that the reporter may set too demanding a standard before describing a
result as significant. The use of the “classic” 95% confidence level im-
plies that any statement of a significant change or difference has a very
high chance (19:1) of being correct. Without a recommendation emerg-
ing from the survey, an existing procedure may be maintained when
there is, let us say, a 3:1 chance that a change would be beneficial. Or, if
decision must be made, the manager may be forced to reply on sub-
jective judgements unaware that the data showed a strong, but less than
certain support, for one particular course. -

The relative costs of .making a change when it should not have been
made, as compared to leaving unchanged a procedure that required
changing, are the determinants in deciding the level of confidence to be
attached to significance testing. In one case, the cost of making a change
may be very high. Considerable confidence in the evidence for making
such ‘a change will reasonably be demanded. In another, little may be
lost in making a procedural change, whereas, to let matters “*drift” may
amount to bad management. The decision to change in this case does not
require full confidence in the significance of the evidence for it.

Often the implications of the survey data are not perceived in such
a major decision-making role. In simpler terms, the user may look at a
table of figures wanting an answer to the question: “Am I on the right
track; are yields rising?”’ An answer: “probably, yes”, implying a better
‘than even chance that it is so, may serve a more useful purpose than a
conservative, “not known”, based on the use of rigorous confidence
standards. Such an answer must, of course, be based, not only on the
actual increase, but also after consideration of past variability.
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Sampling errors can be calculated ; nonsampling errors often cannot.
Yet, as discussed in Part 7, these may be crucial in any consideration of
the accuracy of the estimates presented. The author-of the tables should
have an intimate knowledge of the source, methods used in collection,
problems in analysis, etc. It is a responsibility, therefore, to provide an
assessment of the likely biases and observational errors that may affect
the results; even though such an .assessment lacks the mathematical
support that the sampling error calculation commands. To state that the
estimate of output is X with a standard error of, say, 4 percent, leaving
unstated the suspicion that the measurements were seriously biased, is-
to portray a totally spurious impression of accuracy. A description of the
survey procedures, design, methodology, nonresponse rate, practical
problems, results of field checks, etc. may serve the purpose. But, as
most readers may skip such iritroductory sections, the reporter needs to

. comment on the implications of these in the text accompanying the

tables.

c. The Use of Advanced Statistical Techniques

Some of the tools available to the analyst have been introduced
briefly in Part 9. Many of the techniques available are powerful, bat -
the results are easily misunderstood by the nonprofessional statistician,
into which category most readers will fall. What is necessary is to com-
municate the mgmflcant findings in an intelligible manner; helping the
reader through the technical details. This brings the discussion to the
question of the style of the text in survey reports.

d. The Text

The text accompanying the numerical data presented in a report is
intended to supplement the tables and thus assist in the process of con- .
verting the data into information. The method of presentation of the

.essential supplement and the style in which it is written will vary accor-

ding to the writer; there is no harm in, and much in favor of, such in-
dividuality, as long as .the ultimate objective of conveymg the informa-
tion clearly to the intended user is achieved. -

A report should contain the following information:

the toplcs under discussion;

the source and reference period of the material presented

the design and execution of the survey (if a survey was 1nvolved),
a-summary of the data;

-

.o o
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e. the necessary comments regarding the accuracy of the data;
a review of the highlights and implications of the data; and _
where appropriate, the drawing up of options for decision-making.

ga ™

The order in which these sections are arranged needs careful consi-
deration. Section (f) and (g} way be given as a summary at the very
beginning of the report — taking maximum advantage of the reader’s
limited timespan of concentration on the particular report. If the
findings are important enough; the further attention of the reader to the
body of the report may be secured. The background description con-
tained in (b) and (c) may be relegated to appendices or retained as the
necessary introduction at the beginning of the main body of the report.
Within the report itself (d) may be a very succinct presentation with.
the more detailed tables also appearing as appendices.

It is, however, important to accompany each summary table with a
paragraph or two of text, drawing attention to the facts of significance,
providing indications of their likely reliability, and setting them in their
correct perspective in-the context of the information contained in other
tables. The alternative is to consolidate the text in one section and the
tables in another. This is usually the less desirable alternative, for two
reasons. First, the general reader may not refer to the tables when read-
ing the text, so that the impressions gained are divorced from the under-
pinning provided by the actual figures. Second, many users of the report
may turn directly to the tables in order to obtain a figure or set of fi-
gures. The text, with its insights and caveats will not be referred to, lead-
ing to a danger that the data will be misinterpreted. If the text and tables
" are integrated, these dangers are, at least, minimized. '

The téxt in reports of this kind should be short and spare in style.
The arguments which the report sets out should have a focus and a sharp-
ness in their presentation. Side issues should be treated separately and
not allowed to confuse the development of the main thesis. Brevity,
however, does not release the writer from the need to indicate his
assessment of the evidence; rather, the briefer and more aggregated the
presentation, the more important becomes the role of the writer in
‘guiding the reader to the rorrect interpretation. Highly aggregated sum-
mary tables cannot be further examined or investigated by the reader; it
_ is important, therefore, that the writer provides the necessary explana-
tory comments.

The user of a report, whether it is short or long, is asked to take cer- |
tain things on trust, namely, that the reporter has been objective and
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frank in the way the facts are marshaiicu. «t may be assumed. that deli-
berate falsification has not been introduced, but. selective omission of

contradictory evidence, removal of data from their limited context in
“order to generalize, and failure to report the possibility of biases may

produce, indeed, a false picture.
The momtormg and evaluation officer may judge his success. in

" ‘communicating useful information by the extent to which he is accepted
as a vital and integral part of the management team.
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SELF ASSESSMENT QUESTIONS

What are the types of data which you would require to monitor and
and evaluate an education projecl?

What sampling procedures would you recommend for collecting
data about a project for its evaluation?

What is the difference between monitoring and evaluation of a pro- .
ject?

What are the methods and techniques which you would like to use
for collection of data?

~Whnat problems do you foresee in monitoring and evaluation of

projects? '

What measures would you suggest to facilitate monitoring and
evaluation of education projects?
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OBJECTIVES
After studying this unit, you, the student, should be able to:

explain the meaning and purpose of summative evaluation of
projects,

appreciate the need and value of project evaluation,

Discuss the types of project evaluation and their uses for different
education projects, '

know and use the methods and techniques of project evaluation, -

visualize the problems of project evaluation and conceive appro-
priate measures to overcome them. '
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INTRODUCTION

This study unii on “Summative Evaluation of Education Frojects”
has been designed to acquaint the students of the course “Project Irap'e-
mentation, Monitoring and Evaluation” with the meaning, purpose, uses
methods and problems of project evaliation. Therefore, in this unit, it is
intended to develop in the studeat an appreciation for project e‘ra}uation
and enabie him to independenily -aesign and conduct project evaluation
and aiso to enable hini to supervise a project evaluation exereise if his or
her job so demands.

In' order to make the contents of this unit practicable, the authoy
has based them mostly on real experiences of evaluation of several educa-
_tion projects in Pakistan which were to be carried for the Ministry of
Education, Departments of Education and international agencies. While
studying this unit, the student, therefor2, will come across references 0
familiar education projects. Wherever essential, theoretical information
has been given to explain certain phenomenon of project evaluation. But
in cases where such a theoretical discussion has been inevitable, attemot
has been made to link it with what is practical, thereby brldglmf the gap
which usually exists between Lheoz'y and pxactlbe

Nevertheless, it is to.be remembered that a course unit of this size
is not sufficient to equip the students with the very basic imformation
and skill about project evaluation. In order to deveiop greater compe-
tence in project evaluation, therefore, the student is advised to study
standard books on the subjects of educational research and statistics. The
EPM-507 “Educational Research and Statistics”™ course which is being
reproduced under the title “Research for Planning and Management”
contains useful materiai on methods and statistics. At the end of this
unit a list of some gooa books on research dnci statistics nas been given
for the guidance of the students.
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1. WHAT IS SUMMATIVE EVALUATION

The term “Summative Evaluation’ denotes the worth or value of a
project on its completion. In the context of education projects th_e
summative evaluation would refer to the project inputs in relation to the
impact of the project on the education sector development in general or
particularly on the beneficiaries of the project such as students, teachers,
_ community, educational institutions or organisations. Following are the

examples which illustrate the summative evaluatlon in education sector
projects:

. EXAMPLE 1:

The Project: Iptegfated Functional Educﬁ.tion {IFE) Project:

Proejet Description: The project focussed on developmental efforts
which integrate education with aspects of the rural life such as
agriculture, househod, social relations, health and hiegene etc. The

- project units were set up in various parts of the country to experi-
ment on the methods and materials developed and used to achieve
the objectives of the project. Each project had to be completed in a
given period of time which was termed as a project cycle.

Evaluation. On completion of the project cycle, evaluation reports,
based on the relevant data about the project were prepared to assess
the merits or value of the methods and materials developed and
used in the project in the developmental effort of rural masses. The
impact of the project was to be assessed in. terms of the benefits
which the beneficiaries of the project (i.e. the local people)
réceived. ; :

EXAMPLE 2.

The Project. The Improvement of Exnstmg High Schools in Sind

Project Description. The project was designed to improve in the
selected High Schools of Sind the facilities such as buildings, fur-
niture and equipment with the purpose in view to improving the
intake capacity and quality of education in these institutions. The

project was expected to be completed in 36 months at a total cost
of RBs. 10.39 mitlions. : .
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Lvaluation: The summative evaluation of the project if carried out,
should have focussed on the achievements of the project targets in
terms of improvements of the provisions of buildings, furniture and

“equipments and also in terms of their impact on the student enrol-
ments and quality of education in those institutions. Other infor-
mation in this régard could have heen obtained about the accuracy
of cost and time estimates, external environmental factors and
management system and procedures which influence the implemen-
tation of the project ete. '

EXAMPLE 3:

" The Project. Allama fqbal Open University

Project Description: The University was sel_up to provide educa-
tional facilities to the masses through correspondence course; tu-
torials, seminars, workshops, laboratories, TV and Radio broadcasts
and other media of mass communication. The project was concei-
ved initially for a period of five years with limited objectives to be
achieved. :

Evaluation: On completion of the period of the first five years, the
summative evaluation of the project would have been conducted to
assess the effectiveness of the system of education of the Allama
Igbal Open University in achieving the objectives for which it was
established, its effectiveness as an institution of mass education and
its internal and external efficiency.

It is to be noted that in projects like Allama Igbal Open University
the project usually doesn’t end after a certain period but it continues
indefinitely. In such cases the summative evaluation is carried out at
suitable intervals of time. :

2. OBJECTIVES OF SUMMATIVE EVALUATION

“he summative evaluation is based on sum-total of information
about a project on its completion or on completion of its phases. It is
-wmed at judging the ‘overall merits of a project to make decisions about
it. While facilitation of decisions about a project is the main purpose of
summative evaluation, the following are its specific objectives:
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L Assessment o° exwent o which project objective have been

achieved,
Delermining cost effect veness of a project.
Diagnosis
v, Determining relevanee between- the plan goals programme

targets and owscomes.
!

V. Teedback

v, Policy review

Af‘ uevec’

(1) Assessment of Ix‘ent ‘o which Project Objectives have been

Any developmen: projec: ir education or other development sector
Yas certain well def'ned obectives or targets which are intended to be
achieved throuph it. The proiect organisation, its management system,
vesources are all meant for achievement of these objectives. Whether or
106 these obiectives have been achieved in full can be determlned only
on “he completion of the project during its operation.

;
£2) Determining Cost Effectiveness of a Project

Al projects consume resources which cost money in one or the
other form. The cost of a project is in fact, an investment for develop-
ment. On completion of the project it is the outcome of a project or the
project impact which provices a criterion for judging whether or not the
outcomes of the project justify the investment.

{3) Diagnosis

The summative evalua‘ion serves as a means to diagnose the pro-
blems ‘which would have been encouvntered during the implementation of
the proect and which could only be realised after the project has been
completed, This aspect of the summative evaluation focusses on:

a.  efficiency of the project implementation work-plan;

406



b. = effficiency of the system within which the project manage-
ment organization operates;

c. factors influencing the implementation of the project;
d. project management organization and system;
e. probléms of project management.

(4) Determining Relevance Between the Plan Goals, Programme Targets
and Project Outcomes

The summative evaluation of a project yields information which
helps ascertain the relevance between the goals of national development
plans and the project outcomes on the one hand. and on the other hand
‘it helps determining the contribution of the project in the overall
achievement of the targets of development programmes of education
and other sectors. Since education is a means to national development
in general the relevance of the project outcomes has to be viewed in the
large: context of national development. However, if essential this could
also be restricted fo education sector development only.

(5) Feedback

The information-gbtained through the summative evaluation of «
project provides a feedback on project implementation, its operation and
outcome to the project management organization and helps décision
making for future projects and for unprovement of prdject implementa-
tion and operatlon

(6) Pohcy Review

The findings of a summative evaluation of projects help policy re-
views in education at higher level of the management of education
system,

3. TYPES OF SUMMATIVE EVALUATION

The summative evaluation of educatlon projects may be classified
under several types according to. the method and data used for evalua-
tion. Following are the common types of summative evaluation:
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Informal Evalustion
1, Formal Evaluat-or

't is, however, to be rem“mbe ‘ed that these classifications accord-
g o the tvpes of summat's uation are not mutually exclusive. In
mwlc“ “hese clas avions offen overlap and in moest cases a compre-
neasive evaluation of & nrvojeot includes the elements of all the four
vues. 'n certain cases 1 onay even be difficult to separate one from the
aner. However, for the pupose of explanation and to specifically
ceseribe their place and imporiance i1 project evaluation. They are des-
crited in detail as follows: ‘

o

3.7 Irformal Eva uation

Tre informa! .r,\'ahzar:iozz refess to the evaluation of project impacts
or suttomes on the hos Sdences commaonty observable in a given
s Cation, or noeases it 1RV ‘\— pased on persom' egxneriences of indivi-
dede wheh ame orer welatad M vaoenventional sivdations. The Informal
eva‘talion is, therefove, unp'ained, superficis! a‘-’:d uzczc.emai. 1t usually
veienie personal expericnces, abservations or hearvsavs snd s usually
characoterised by a sort of vagveness or bizs, For éxamele Mr, A’ was
associzsed 2s a consultant ‘"'"“1 an education creiect X7 in the early
‘ormative days of the proeri. On complezion of the project, as he met
some of the project managemen: sta’f members ie expressed to them his
inquisiziveness about whai the achievements of the pto]e(t had been. The
information which e received ahout the proieet was as follows

v
9_3

™
Al

Mr. ‘B’: “it has been very successtul.”

NMr. ‘C': “There have bheen manv improvements in the Primary
Schools ir the nroject area. Students retention rate has in-
creased; there is a greater participation of female childern
in primary ecucation,

Mr.‘D’: “I see remarkable improvement in teacher efficiency. The
experiment has provec to be a success.”

Mr. B’: “In may opinion the project has not achieved its objec-
tives because of ‘requent changes in the high level manage-
ment of the prolect and non-cooperatlon of other orga-
nizations.”
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Mr. “F7: It has been a white-elephant project which consumed a lot
of benefits to the education system.”

Mr. *G’: ““As most education projects of the country, it has been a
victim of faulty planning and mismanagement.”

My, ‘5’ “Theve should have been some -better use of resources
wasted in this project. Greater benefits of this project went
to the persons who did not contribute anythingto the pro-
iect to achieve iis objectives.”

On the bhasis of such remarks and observations about the project and

his own limitec¢ knowledge about the project Mr. ‘A’ concluded that the
project hacd achieved little which was not worth the money spent. The
following points about the summative evaluation of a project emerge
from the observztions of Mr. ‘A’ and his frlends '

]

h.

The questions asked by Mr ‘A’ would not have been caiefully
worded anc specified which resulted in different responses from his

_ friends;

Mr. ‘A’ had no definite objective before him while enquiring about
the project outcome;

" The persons responding to his queries knew that his enquiry meant

nothing except his personal interest in the project with which he

" had been once associated ;

If it heloed Mr ‘A’ to evaluate the outcome of the project it was
certainly rever intended to be used for making decisions about this
or other projects or for any other purpose;

The answers of differeni-peoplé to Mr ‘A’s queries reflected their
personal views and experiences; -

The responses were neither recorded nor were they given any statis-
tical term tc determine their value and worth;

The persons contacted by Mr ‘A’ constituted a symbol of <onveni-
ence and didn’t necessarily represent the common opinion;

The findings were not to be written down for reporting;
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i.  The responses were lacking in accuracy, details and specificity.

3.2 Merits of Informal Evaluation

T

Although thls kind of informal evaluation of project outcomes
doesn’t tell much about the specific outcomes, impacts or efficiency of
- the operatlon of a project, it provides a situation where people, par-
ticularly men in the project management organizations really open up
and they are often apt to tell the inner stories which cannot be known
otherwise and which have a lot to reveal about the project and help
evaluate the project.

3.3 Some Useful Hints

As pointed out above, the informal evaluation of projects has merits
of its own. But in order to make it really worthwhile the evaluator
should keep in view the following points:

a. Clarity of Purpose. The evaluator should have a purpose in the
informal evaluation of a project and should be very clear in his
mind about what aspect of the project he wants to evaluate and '
what the possible use of that evaluation would be. For example, the
evaluator might b2 interested In assessing the personnel manage-
ment efficiency. For this purpose he may discuss the inter-personal
relationship ‘between the project management and other organiza-
tions such as-contractors, suppliers, persons in the depariment of
which thé. project management organization is a part, and attitudes
and performances of members of this project organization. '

b. Rapport. The term ‘Rapport’ refers to the inter-personal rela-
tionship between two or more persons in which the persons concer-
ned communicate openly with a $ense of security and confidence in
each other. It is a precondition for obtaining reliable information
from others. For an evaluator, therefore, it is essential that before
he or she talks about a project with the person concerned or re-
quires some information from him or her it is essential to make sure
that a good rapport has been built up and that a relationship has
been established between the persons in which the other person
shares his true feelings, experiences and knowledge with the evalua-
tor.
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3.4

‘c.  Listening Interest. People usually want to talk about their
experiences etc. with others. This desire is particularly spurred
when the person finds that he is being listened to and that his or
her experiences and views are valued by the listener.

d. Note Taking. Taking notes or recording conversation of a per-
son makes him cautious and alerts him against possible consequences
of expressing or disclosing anything that might relate to others in
the organization or a group to which he belongs. It is, therefore,
*dvisable that the evaluator, if he finds it essential, takes notes of
important things immediately after he has had hlS meetings with a
person but not in h1s presence:

Limitations of Informal Evaluation

It is a fact that if properly used the informal evaluation of

project can serve the purpose of evaluating a project and tells the evalua-
tor things about the projects, which, perhaps, could not be possible other-
wise. However, informal evaluation has its own limitations and, there-
fore, it cannot always substiute formal evaluation of projects. Following
are its major limitations:

a. Sample of Convenience. Since in carrying out informal evalua-

‘tion the evaluator utilises the human and other resources for evalua-

ting project to which he has easy access, the sample of persons or
record used for informal evaluation might not be representative.

‘The information, so obtained, therefore, may not be representative

of the project management organization.

b.  Personal Biases. Since the informal evaluation is based mostly -
on personal communications it is fraught with the element of sub-
jectivity. There are, therefore, chances that informal evaluation may

reflect personal blases a.nd perceptions more than the facts about
the project.

¢. Lxaggerations and Reservations. While relating their experien-
ces most people tend to exaggerate certal things and -have reser-
vations about others. This is true for both the evaluator as well as
the persons being involved in the informal evaluation. This human
factor reduces the objectivity of evaluation in informal situations.

d.  Ministerpretations of the Facts. Although it may not be the
.
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case in all informal evaluations, in the light of the limitations des-
cribed above, the facts and the situations are liable to to be minis-
terpreted by the evaluator or persons participating in mformal eva- .
luation of projects.

e. Faulty (Yhservations. Since under the conditions of informal
evaluations the observation of situations are incidental, it is possible
that the facts about a project are not revealed in their totality
which might render.the observation of a project situation as faulty
and unreliable.

3.5 Formal Evaluation

As opposed to the informal evaluation; the formal evaluation is
based on the data gathered about a project from representative and
reliable sources. These sources may include persons, situations or events
and documentary evidences and records about a project. A formal eva-.
luation is carefully planned, structured and employs scientific method of
research or inquiry into the facts. It has a clearly defined objective or
objectives. It utilises the relevant data about a project obtained from reli-
able sources, and employs statistical methods and techniques to interpret
them and report the findings usually in quantitative terms.

Methods of Formal Evaluation

Since education sector projects are of different kinds such as buil-
dings, construction, text books’ development and printing, staff training,
evaluation and experimental or pilot projects etc., evaluation of educa-
tion projects necessitates the use of different methods to suit the nature
of project and the purpose of evaluation. Following research methods are
commonly used and suggested in this course for evaluation of projects:

" (1) Surveys
(2) Follow-up Studies
(3) Descriptive Research
(4) Observations
{(5) Experimental Methods

Surveys

Surveys usually refer to an investigation of a field to study a
given situation. The survey, according to the Encyclopaedia of
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" Educational Research (1982) “is probably the most widely used

il

fit.

iv,

method .for obtaining descriptive and evaluative information.” In
education, survey has a wider use and is used as an effective tool in
almost every area of education, which includes education projects
as well. Surveys in éducation are designed for the purpose of obtain-
ing descriptive information about specific questions or variables of
interests. In education projects, the surveys could be designed and
conducted to answer a wide range of questions about a project. For

example, - //

- What has been the impact of the project on attitude of parents
towards sending their daughters to schools?

What improvements have occured in the quality of education
as a result of certain input in education (example: supply of
Teaching Kit to Primary Schools)?

" What impact does the project (construction of a college build-
ing in a rural area) has on the participation rate of youths in
post-secondary education in the area?

What are the benefits and problenis of introduction of the new
curricula (e.g. Agro-tech. scheme of education)?

The surveys could be in one or more of the following forms

a. . Social Surveys. The social surveys may consist in the analysis
of the impact of a project on the social, political and economic life
of the people of a community .

b.  Public Opinion Surveys. Public opinion surveys are an effec-
tive means to evaluating the outcomes of a project by using the
opinions of a representative group of individuals who is directly or
indirectly concerned with the outcomes or operation of an educa-
tion project. The public opinion survey takes the evaluator away
from the project to the beneficiaries of the project or the ones who
are In any way interested in the project. Since it is not possible to
contact each and every person in the project area it is based on a
representative sample of the persons,

c.  National Assessment. There are education projects which are
assessed at national-levels and reports about which are published or
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brought to the notice of public through newspapers, proceedings
of the Legislative Assemblies or Parliaments, publications of Minis-
tries and Departments of Education etc. These assessments provide
a basis for evaluation of some education projects. For example, in-
troduction of the Set Theory of mathematics in the Primary
Schools had been a concern of highest levels of educational leader-
ship and public opinion leaders in the country. The opinions ex-
pressed in the Press, in the meetings of the Ministry of Education
and Departments of Education provide useful information for such
surveys. '

d. Activity Analysis. Activity analysis as it refers to the evalua-
tion of projects focusses on the process of operation of a project

after its completion. The project establishment of a comprehensive .

high school for boys in a certain District, for example, could be
considered as ‘complete’ after thé construction, equipping, furnish-
ing, staffing and enrolement of students. But, how well the school
is functioning to serve the purpese for which it was established
remains to be assessed from the process of its operation, as it could
be done by studying the roles and performance of personnel, acti-
vity and ultization of school spaces and equipments, and school
management system-and functions etc.

2. Follow-up

Follow-up is the process by which information as to the
present status in an area of concern is obtained from a student or
former students. In case of projects it could refer to the beneficia-
ries of the project which could be individuals, communities or or-
ganisations. Education projects which are designed to irain man-
power, for certain jobs, are particularly, the ones which could be a
subject of fellow-up for assessing the effectiveness of the project.

.Projects such as Polytechnic institutions, technical schools,
are examples where a follow-up method can yield good data for
project evaluation. -

3. Descriptive Research

Descriptiire research implies a kind of survey. The purpose of
descriptive research is to describe a phenomenon or a situation as it
appears at a given time, place and environment. It is not concerned
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with what caused them or what their value and significance are. A
description survey, can therefore, be used where the pin’pose is to
evaluate a project to determine what it is like on its completion or
at the stage of its operation. The evaluation of the Agro-technical
scheme of education, which began its operation in 1974-75 and was
evaluated in 1979-80 to assess its present status and achievements
provides a good example of a descriptive research.

4. Observations

According to the Dictionary of Education (Good,1973) ‘obser-
vation’ denotes the act or process of observing (usually complex)
conditions or activities as a means of gathering descriptive or quan-
tative data. It is also known as the process-project research. Under
the formal conditions observation of a project operation or project
impact 'is made by a trained observer who records the significant
events or situations. Observations could be made by individuals or
groups,

d. Experimental Methods

Expertimental method of evaluation of a project, is, in fact,
the application of techniques of research which specifies a definite
set of researchable hypothesis and has an established and a syste-
matic programme of collecting data under standard conditions with
the purpose in view to test a hypothesis. The hypotheses are state-
ments describing the presumed impact of one variable upon another.
For example, in the Pakistan Primary Education Project—IV it was
assumed that construction of boundary walls around girls’ schools
in villages would result in increased enrolement of girls in the
schools or an improved supervxslon of primary teachers would
reduce teacher absenteeism in the schools.

4. EVALUATION AND RESEARCH

As pointed out earlier, summative evaluatlon of a project, inorder

to be objective, valid and reliable, follows the methods of research, i.e.
application of scientific methods and techmques of inquiry to evaluate_
outcomes or impacts of a project or efficiency of its operation. The pro-
ject evaluation accordingly follows the followmg steps:

(1} Defining the objectives of formulating kev questions. -



(2) Preparing a plan for evaluation.
{3) Reporting

4.1 Defining the Opjectives or Formulfting Key Questions

In order to make evaluation of a project worth-while, it is essential
that its objectives are“clearly laid- down and the evaluator has aiready .
decided or he has been told what is intended to be achieved through the
evaluation. In some cases, the evaluator may have certain broad ques-
tions before him about a project which he might be seeking to answer by
applying scientific methods and techniques of research. Formuitation of
objectives or questions is basic to any project evaluation activity because
‘they determine the nature and sources of data, method of analysis and
interpretation of data and preparing the report of evaluation.

4.2 Preparing a Plan for Evaluation

In order to achieve its objectives, it is necessary that a project
evaluation is carefully planned and includes the following information:

(1) Purpose of evaluation -
(2) The data and their sources - ,
(3) Methods and Techniques used for collection of datas,

1. . Purpose of Evaluation. The plan of evaluation o7 a aroject
should clearly state the purpose for which the evaluation is to be
carried out. The project evaluation plan may include a brief intro-
duction of the project; its targets or objectives; the use of evaluat-
tion and ‘the users of the project evaluation study. For this purpose,
a paragraph or two would suffice: '

EXAMPLE:

Project: Improvement of Existing High Schools in Sind

In view of the situation relating to poor educational facilities in the
high schools of Sind, the project was undertaken to construct 80
classrooms in 19 high schools and to provide furniture and science
equipments to the schools. The estimated cost of the project was Rs.

~ 10.930 million and it was to be completed in 36 months. On com-
- pletion of the project an evaluation of the project will be undertaken

416 °



with a purpose in view to finding answers to the following

questions.
o s ‘Was the project completed within the stlpulated time and
cost?
i. . Were the facilities provided according to the needs and require-

ments of the schools?

iii. What were the problems faced by the project management and
admmlstration of the project?

iv. What are the quantitative and quahtatlve Impacts of the impro-
ved famhtles on the high schocls included in the pr0]ect‘7

Answers to these questions will be used by the sponsoring and
eaecutmg organizations for determining the efficiency of project
in.plementation and achievements of the objectives of the project.
Also the findings of the evaluation study will help in makmg deci-
sions about similar project in future

2. The Data and their Sources. The data of an evaluation study
comprises the facts which an evaluator gathers from various sources,
These sources may include published books and documents, opin-
ions of significant persons, responses to questionnaries, records and
correspondence relating to project and observations etc. The data to
be collected for evaluation of a project is determined by the objec-
‘tives of the evaluation or by the questions which the evaluator seeks
to answer about the project which he formuiates whlle planning for
the evaluatlon study.

EXAMPLE:

While deciding about the type of data to be collected for an evalua-
tion study, the evaluator must ask himself the following questions.

a. ~ Are the cources of data reliable?
b.  Are the data pe-rtinent to the problem(s) of the research?

<c.  Will it be possible for one to collect all- the data required for
the study?
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3.

Do I have sufficient time and resources for collecting the data?

Is the method of collecting data—mailings, other persons,

individual and/or group interviews etc. reliable?

Can the data be analysed objectlvely or statistically to yield
dependable results?

Methods and Techmques Used for Collection of Data. Once

the evaluator has decided about what type of data he requires to
evaluate a certain education project, it is important to know and
use the best methods and techniques for collecting appropriate and
reliable data for the evaluation study. Following are the methods
commonly used for collection of data:

iL.

iii:

Study of documents and official records relating to a project;

Observations of the project situation to determine the achieve-
ments of the targets planned and the targets achieved,

Interviews with significant persons directly or indirectly asso-
ciated with the project..The persons in- ‘this connection, may
be tire project management staff members, the beneflmarles of

~the project, members of the project sponsoring organisations

and experts. These interviews could be open or structured. In
tine later case the evaluator uses pre-formulated questions or a
structured questionnaire for eliciting and recording the res-
ponses of the persons to be interviewed.

The techniques commonly used for collecting data for evalua-

tion of a project are:

R0 oo

a.

Questionnaires
Proformas
Field study
Experiments

Questionnaires. . A questionnaire is usually known as a self-

AEY

administered instrument used to obtain data for a research study. It
comprises a set of pre-structured questions and sometimes a pre-
conceived set of possible answers from which the respondent
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chooses the most appropriate answer and marks it. In some cases, a

questionnaire contains open-end questions which means the respon-

dant has to give answer to a question. The questionnaires are used

to elicit peoples’ opinions, observations and their knowledge of

facts etc. The next Unit-15 contains several examples of questio-

nnaires used for project evaluation. It is to be always remembered

that a questionnaire should be constructed or developed only after
the project evaluator has ascertained what data he requires for

evaluation of a project.

The f’oll‘owin'g points should be kept in view while designing a
questionnaire and framing questions.

i.  The questlons should be pertlnent to the purpose of eva-
luation; ' -

i They should be short, simple and clear to avou:l any ambi-
‘guity about responses;

ifi. ~ The items should be placed in logical order;
iv.  The questions, as far as possible, should be neutral;
v. While formulatihg questions, care should be taken to avoid

~any information which may involve emotional reactions or
personal feelings of the respondant;

vi.  The questions should be so framed tht respondant should
not feel threatened or insecure while answering the ques-
tlons .

vil, Questionnaires should not be too lengthy so that thev take
-httle tlrne to answer:

"viil. The ‘guestions, in order to obtain true responses of the
people, should not be suggestive of answers;

ix. The questions.sﬁould not be too demanding for the res-
pondants.

b. Proformas; Proformas' are a sort of questionnaires with the
only difference that in proformas information is already available in
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some form (documents, office records etc.). The proformas are used
to compile an organized information to be used for evaluation of a
project. The case study-1 given in the following unit-15 includes
several examples of proformas used for project evaluation.

c.  Field Srudy. A field study denotes a study of the current
status and condition of a project. It may involve evaluator. In some
cases it-may involve a study of documentary and recorded facts
about the project. In some cases the field study may also involve use
of other techniques of evaluation such as a questionnaire and/or a
. proforma. As about other techniques, the field study is aimed at
collection of facts about a project which helps answer several ques-
tiotis about the implémentation, operation and impact of project.

d Experiments. Some of the education projects are experimental
or pilot projects, the purposes of which are to test the feasibility of
introducing innovations in education, or determining the effects of
certain inputs in education or testing certain hypothesis relating to
educational or institutional developments, But as these experimen-
tal projects are implemented outside a laboratory and under the
conditions which don’t fully control the influences of other vari-
ables on the project these projects are well-known as quasai experi-
~ments. It means that although they imply experiments in certain
way they are not experiments in the real sense of the term. The
observations in the gquasai experimental situations, therefore, have
their own style of arriving at the conclusions. In most education
. projects, such experiments may simply consist in comparing the
situations before and after launching of a project in a given situa-
tion. Pakistan Primary Education Project-IV provides a very good
example of an experimental project. Some of the hypétheses which
were meant to be tested under the project were to be derived from
-the following: » -

A. Main Objectives of the Project

i.  to improve the quality of teaching and so attain a
higher level of pupil achievement :

ii. to Increase access, especially for girls;

tii. to reduce wastage in the school system;
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v,

to reduce or retard growth of the unit costs.

B. Project Inputs for Achievement of the Project Objectives:

it

jid

the strengthéning of the teaching service through im-
proved and recurrent in-service training and the train-

. ing of a new category of ‘assistant teacher’;

improved -supervision through the creation and training
of two new categories of sub-Jistrict. level staff; super-
visors and advisory teachers;

the provision of teaching and learning materials;

the provision of essential physical facilities.

The hypothesis which could be formulated for the i)ul-

pose of evaluation of the project could be many. Followmg are
examples of the hypotheses:

Provision of training in-service teachers and adding a
new category of assistant teacher will improve the
quality of teaching and help attain a high level pupll
achievement,

The provision of essential physical facilities (boundary

walls) in the girls schools will inc rease enrolment in the
schools,

-

Improved supervision will reduce wastagé in the school
system.

1_5; large number of such hypotheses could be developed

from the objectives of the project and the project inputs. The
results' of the experiments could be worked out simply by
comparing the situations before and on completion of the:
‘project such as. : ;

ii.

difference between the achievement of pupils before
and after the project;

participation rate of girls in Primary Schools before

and after the project;
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iii. difference between the wastage in the school system
hefore and after the project and 50 on.

5.. PROBLEMS OF PROJECT'EVALUATI(}N

While evaluation of projects is essential for determining the effi-
ciency of implementation of a project, effectiveness of its operation and
the impact of project, it is not surprising to see that very few evaluation’
studies have been carried out about education projects in the country.
There could be many reasons for it, But, the most fundamental ones
relate. to the problems of project evaluation. Following are the most
important problems: '
1.  Who to evaluate a project,
2. Allocation of resources for project evaluation,
3. Administrative and organizational considerations,

4. Lack of expertise in project evaluation.

1. Who to Evaluate a Project

In evaluating a project, the question of paramount importance is,
“who to evaluate a project?” Several questions arise in this connection.
Should the project management staff evaluate the project? Should a
person outside the project organisation or an agency be asked to evaluate .
the project? Or, would it be advisable for the project sponsoring orga- .
nisation to evaluate it? Answers to these questions, depending upon the
situation and nature of project and its evaluation, could be both in nega-
tive and in affirmative because each of the systems of evaluation identi-
fied above has its merits and limitations. '

The.merit of evaluation of a project by the project management
organisation or a person associated with the project lies.in the fact that
such a person or organization knows so much about the project—ie.
project plan, project targets, project resources, problems faced during
. the implementation of the project, operation and outcomes of the
project. This category of evaluators has easy excess to recorded informa-
tion about the project. Also they have opportunities of having observed
the process of project implementation, sharing of experiences with'men
in e.md outside the project, and have a deeper insight into the project
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management and operation system. The nrerit of evaluation of or project
managent staff becomes very high in cases where it is carried out with a
view to learning lessons from the project experiences and in cases where
project management has a sense of security and appreciatiqn in evalua-
ting the project. However, evaluation of a project by project manuge-
ment is not without its own limitations because of the following factors:

i. The pfoject management or staff may hold a very subjective
opinion about the project;

i, His/their opinions might have been biased or influenced by
~ certain incident -involving persons during the implementation
of the project;

iii. The project management staff might become defensive about
certain shortcomings in the implementation or operation of
the project;

iv. They may overemphasise certain aspects of the project;

V. They-méy tend to exaggerate the achievements of the project;

vi. The evaluation carried out by project management staff may

not be valued as objective and reliable by the decision makers.:

vii, They may have certain interests in appreciating or depreciating
the project outcomes.

2. Allocation of Resources for Project Evaluation

Like any other project activity its evaluation aiso consumes resoutr-
ces whic must be allocated either at the time of the conception of the
project or at certain stage after the project hus heen completed. Unfor-.
- tunately, allocation of resources for evaluatior: . ~ « preject is not consi-
dered worthwhile at any stage with the result th« evaluation of project
is * not carried out and it goes unaccounted for what happens and what
happened to a project. :

3.  Administrative and Organizational Considerations

Administrative and orgahisational considerations particularly in-
fluence evaluation of projects in cases where the projects are sponsored
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by some international organisations or national organisations. They
play a very vital role in determining the nature and need of evaluation
of projects. In cases where further financing of a project or supply of
resources for the same project or for other related projects depends on
the success of the project under evaluation, the chances of an objective
and true evaluation of a project-become less. It happens mostly in foreign
sponsored projects such as projects sponsored by the ODA; USAID,
UNICEF and. World Bank etc., but local government sponsored projects
are no exception in stich cases,

4. Lack of Expertise in Project Evaluation

Notwithstanding the fact that the factors causing the problems
of project evaluation, as discussed above, one major problem of project
evaluation is posed by lack of expertise in the field of project evaluation.
It is due to these factors that:

a. evaluation of project is not carried out with professional com-
petence. Hence they don’t conform to.the standards of scienti-
fie evaluation;

b. ethnical considerations are not taken into account while eva-
luating projects;

-¢.  the evaluation reports are .characterised by a sort of shallow-
© ness and amateurism;

d. Such reports are not accepted by executives for decision
making,
6. SOME USEFUL HINTS ABOUT SUMMATNE
EVALUATION OF PROJECTS

The problems of project evaluation identified earlier are
such as their influences on project evaluation cannot be completely eli-
minated. However, as one has to deal with these problems, there are
ways which can be used to overcome most of the problems and use eva-
luation of project as a means to improving project implementation and
planning in the country. Following are some useful hints for projeect
evaluation:
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Projects should be evaluated with a view to learning from the
lessons of experience of a project. In any way, should the fin-
dings of project evaluation be taken for decision which may
have adverse effects on evaluators, persons responsible for pro-
" ject planning, implementation and monitoring and on the
scientific operation and investment of a project. The evalua-
tion of a project shouitd alm under all conditions, at improving
the situation.

Projects should be evaluated by a team under the leadership of
. @ person who has professional training and cxi rience in pro-
ject evaluation. -

Depending upon the needs and requiremenis of ihe s.oject
evaluation, the project evaluation team should have 4 thorough
reortentation to, or a refresher training course in project eva-
luation methods and techniques.

If possible, the project evaluation should be replicated. The
project evaluation team for this purpose should be advised to
prepare a detailed pian project evaluation and in reporting it
give the details so that they could be replicated for verlflcatlon
of evaluation results, if necessary.

While preparing a- project plan (PC—I), separate funds or
resources should be allocated for evaluation of the project on
its completion. .

7. WRITING AN EVALUATION REPORT

The report of a project evaluation should include a brief statement
about the project and its objectives, purpose of evaluation, method of
study, type of data and its-treatment, major findings and conclusions,
drawn from the findings of the evaluation study. The language of the
report should be simple unambiguous and must avoid unnecessary state-
ments and details. In cases where data has been statistically analysed, the
statistical methods and formulas and their sources should be given in

Although dependmg upon the purpose and type of evaluation, the
evaluator may present the report in any way he considers it appropriate,
it is advisable that a standard style for writing and typing evaluation
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reports as suggested in several manuals of styles of writing and typing
~ research reports ought to be followed by the writer of evaluation report.

1. Uses and Users of Evaluation Report

According to their use the evaluation reports could be of two types
i e. detailed evaluation reports and executive summaries.

The detailed evaluation reports include the information as specified
earlier. The purpose of this report is to provide the project management
organisation or administration a detailed information about the proje.t
evaluation. This report could be used for replication, and verificatioa.

The executive summaries are based on the detailed evalu.ation
report and may be written into 3--5 pages. They are meant for use by
the project managers and other executives for making decisions about
the project. They should contain very basic information about the pro-
ject and the tindings of the evaluation study. It is also customary to add
recommendations to these summaries and identify the names of projsct
evaluators. Specimens of executive summaries of education and hur- 1
resources projects are given in the Annex. A, B & C. '

426



8. SELF-ASSESSMENT QUESTIONS

What' purposes does summative evaluation serve in improving im-
plementation of project?.

What are the major objectives of project evaluation?

What are various types of summative evaluation? Write their merits
and problems.

‘What are the methods and techniques used in formal evaluation?
What is the relationship between evaluation and research?

What steps do you suggest to ensure ‘an objective evaluation of a
project?

What are the nature, ty'pes and uses of evaluation report?

What are the problems faced by a project evaluator? Suggest mea-
sures to overcome them.
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. INDIA: DEVELOPMENT AND MANAGEMENT TRAINING
PROJECT: MID-PROJECT EVALUATION

Problem and Overview. The Development Management Training. Project
(386 0487) was designed to respond to several apparent opportunities
in the U.8.—G.0.1. (government of India) assistance dialogue. AID/Wash- .
Ington was promoting training as an especially effective method of con-
tributing to institution-building, technology transfer, and the overall
policy dialogue. Other donors were not financing major training progra-
‘mmes. G.0.1. officials, after a period of coolness toward large-scale U.S.
training, were favorable to a project that would provide in-service techni-
cal and managerial training primarily to mid-and junior-level bureaucrats,
and were not adverse to A.L.D.s suggestion that a modest number of
training slots be set aside for private-sector and female participants.
Furthermore, USAID/India lacked a generic training project that would
" permit it to make use of the. training opportunities being jpresented by
AID/Washington. :

U.S. Assistance. The project was launched therefore with high
expectations for rapid success. The project agreement was signed in 1982
with a project completion date of June 30, 1987. The total project cost
was to be $8.2 million (a $6.1-million from grant from A.LD. and a -
$2.1-million- in-kind contribution from the Indian government). The .
project purpose is to strengthen the managerial and technical capabilities
“of public and private sector personnel in India in areas of G.0.1. and A.1.D.

“collaboration. The overall project goal is to help increase the institutio-
nal capacity of G.O.l. development agencies to plan and implement deve-
lopment activities in sectors of high priority to both the G.0.I. and A.I.D.

The Project’Design had four Components, two of them were major

as under:—

1. development of about 25—30 joint U.S.-Indian training teams,
and establishment, by tehse teams, of training programmes
within ministries for their line staff: and

2. U.S. or third country short-terin, academic training.

Minor components were as under:

3. US long-term academic training; and

4, short-tgrm non-academic training at Indian institutions.
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Training slots were to be reserved for female participants (15 percent)
- and private-sector participants.

Pumpose of the Evaluation. The purpose of the evaluation was to:

(1) measure ‘progress to date, and (2) recommend changes to speed up

“implementation. The evaluation was part of a broader analysis of all
USAID-supported training in Indiz (and, in fact, the chief reason for the
. overall analvms)

1.

Major Findings

This is Clearly a “Troubled’ project. It has tallen far short of expec-

ted progress and is only now at the point of development that it should
have been two vyears earlier when it was approved. The frist major com-
ponent has not yet begun and the third component has had to be elimi-
nated. Only two training sessions have been completed in India and only
26 Indians have gone abroad for training. Only 10 percent of planned

2.

expenditures for the first two years have been spent.

Reasons for the Slow Implementation Derive, to a large extent, from.

faulty assumptions during project design. Reasons include the following.

2. USAID Misperception of G.O.1. views on Training. Having
finally reached agreement with the GOI that the U.S. could do
large-scale training once again, USAID falsely assumed that the hard
part was over and implementation would commence rapidly. The
GOIT has subsequently directed; for example, that no long-term

-training will take place under the project.

b.  Misperception of Mini.ieria! Relationships. Project design assu- '
med USAID/India would work directly with ministries most closely
related to A.LLD.’s own programme in India (e.g., agriculture, irri-
gation). In fact, USAID has been required to deal with these sec-
toral ministries indirectly, through the Ministry of Finance. This
has slowed the process, although p91haps less than USAID per-
sonnel] believe.

c.. [Inadequacy of Ministry Training Plans. Another assumption
that proved faultv was tht the GOI ministries already had, or cduld
readily develop, training plans that would prioritize training needs
to be met by the project. In fact, ministries that claimed thev had
plans presented unacceptable materials; those without plans found
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participants,

it difficult to develop them. (Finally, 15 months after project
approval, a contract was let with the Indian Institute of Public
Administration to help develop the training plans that were suppo-
sed to have existed at the outset.}

d.  Misidentification of Indian Training Counterparts. The project
envisaged that the joint U.S./Indian teams conducting the training
in India would relate directly to ministry training “cells.” In fact,
those ministry units do little traiming themselves but rely heavily on
outside training institutes. (These institutes now appear to offer
much more likely counterparts for the joint training teams than the
ministries,)

e.  Misjudement of USAID Capacity for Selecting Us.

Project design assumed -that USAID could easily de\-relop training

3,

arrangements with institutions in the U.S., India, and other count-
ries. In fact, selecting U.S. institutions was a lengthy process that

resulted in fewer Indians being sent to the U S. for short-term train-
ing than expected,

f. Misjudgment of USAID Capacity for Involvemenr in Projecr
Implementation. The project paper specifies an active role for US-
AID/India in programming the training, In fact, USAID/India
clearly- does not_have enough staff to give major time to the pro-
ject and thus has taken a basically passive role while waiting for the
GOI to work out its plans and procedures. (For example, the Pro-
ject Paper did not specify the method for contracting with the .S,
“training institutions; during the ensuing two years little has been
“done to identify potential mechanisms.) The project design sugpests
one person, probably an American, would be required virtually -
full-time over the next one or two years to permit the project to’
come into active operation. -

The Project is at a Critical Point. Problems that have characterized

this and other USAID-funded training projects in India are not subject
to easy remedy and will likely continue. Without vigorous USAID
action to move it forward, further delays and problems are inevitable.

4.

This project is perhaps the best illustration available of the pro-

blems of doing participant training in India.
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- Project Design and Policy Implications. The process of designing
this project appears to have nvolved too little institutional analysis and
too much wishful thinking. The assumptions underlying the project were
sound, in principle, but thev did not correspond to the realities of the
- Indian ministerial bureauracy, or even USAID/India’s own capacities.
This should have been discovered during project -design through careful
institutional analysis and alternative strategies adopted instead. It cannot -
be assumed that things will happen just because they ‘are logical and
desirable. I '

N A

Major Recommendations

1. The Project Should be Continued, Although Perhaps Redesigned,
and work should begin soon on a follow-on project based on lessons
. learned. Laggard as the project has been, 1t is nevertheless a breakthrough
in USAID/India’s efforts to ptovide American-originated training to
Indian participants.

9. USAID/India should Accelerate the FPositive Aspects of the Project
and learn to accept the negative aspects it cannot change. Efforts to find
ways. around the cumbersome GOI regulations and procedures are not
likely to succéed so long as training abroad, especially in the U.S., is
invested with the same political significance in India as it is today.

Evaluation Conducted by Development Associatjons, Inc. Report
titled “USAID-Supported Training in India: An Analysis” (see pp.
19-32). Dated December 21; 1984. Submitted with USAID/India
_Project Evaluation Summary dated September 24, 1985.
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SOUTH PACIFIC: PVO CO-FINANCING PROJECT - Summer
’ _{r_ra:lriiy_!efg j'__é{fzgygl?{{cs. Non-Formal Education and Leadeg-slu'[g_ f{'gin._i.rz_g

- ANNUALEVALUATION

The Problem. Throughout Papua New Guinea and much of the
South Pacifie, illiteracy remains widespread.-Many people are unable to
read and write in their own vernacular (local language) or to use basic
numbers, Attempts to improve literacy are difficult, in part because of
the large number of local languages involved.

~U.S. Assistance. The South Pacific PVO Co-Financing Project .
(879—0251) is also known as the Summer Institute of Linguistics Non-
Formal Education and Leadership Training Project. Its purpose is to
-develop leadership and organizational capability for"continuing village-
level non-formal education by: (1) increasing functional literacy and
community development activities in 50 ethnic groups: and (2) training
adults in professions and trades for direct employment and income-pro-
ducing dpportunties. The project was funded through a $1.496-million
operational pProgramme grant to the Summer Institute of Linguistics
{OPG 1, 879—0251—G—00—1008--00), dated January 5, 1981. This
sum includes a subgrant of $218,540 to Pacific Minitries Development,
~ Inc. of Palo Alto California. ‘

In April, 1984, the grant was ammended to reduce funding to
$999,100~a veduction of almost 50 percent in the amount going to the
Summer Institute of Linguistics—and to extend the project one year (to
December 31, 1985). The change was Summer Institute of Linguistics
internal management shortcomings, notably financial management. and
the inadequacy of personnel administering the grant) These problems
have subsequently been remedied and the Summer Institute of Linguis-
. tics is now in a much better position to implement hoth the remainder
"of the current grant and future projects,

Purpose and Methodology of the Evaluation. The purpose of this.
evaluation, specified in the grant, is to determine if the project is achiev- -
ing its planned targets. Findings are based on two and a half weeks of
field visits to 12 tribal locations so dispersed as to require travel by
helic_o;iter, small airplanes, a four-wheel drive vehicle, boat, and,_foot.
Methodology consisted of examination of baseline data, project goals —
and assumptions, post-project expectations, project financing, accom-
lishments to date, and beneficiary impacts. The evaluation also covered
the subgrant to Pacific Ministries Development,
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Major Findings

1.  Goals are Being Met in Most of the Sub-projects, although many had
to eliminate or curtail activities because of the nearly 50-percent reduc-
tion in funding to the Superior Institute of Linguistics. After a slow
start, most of the subprojects were just well under way when they had to
be cut back because projected funds were no longer available.

2.  Most of the grant 'fund.g have been spent, with about a months

‘remaining in the project. ]
.

3. The Main Beneficiaries are young children who are learning to do
basic numbers and to read and write in their own mother languages.
Children who have completed the project's preschool vernacular classes
have been so far ahead of other children beginning the government
community schools that the government is studying the schools sponso-
red by the Summer Institute of Linguistics in order to replicate or adapt
the model elsewhere.

4. - The Goal of Iﬁci‘e?rsing Functional Literacy and Community Deve-
lopment Activities in 50 Ethnic Groups is being met. In nearly each
community (subproject), children, adults, or both are being taught to
vead and write in their own local language and some community deve-
lopment activity has been undertaken to generate funds for supporting
this literacy training. The development activities include sawmills and a
bakery to provide jobs for school dropouts and to help pay salaries of
the literacy teachers, construction of a literacy building with a water
supply system, and provision of solar lighting for community activities.
Some of the development activities have not been successful because
they were premised on Western commercial models rather than the local
kinship -system. Others have been successful but may need continuing
external assistance. : '

5. The Goal of Training Adults in Professions and Trades for Direct
. Employment and Income-Producing Opportunities. An apprenticeship
programme has been established and, although small, 1s considered highly
successful, The Summer Institute of Linguistics Center at Ukarumpa,
recognized by the government -of Papua New Guinea as an official train-
ing center, currently provides training to 14 interns in such areas as
accounting, construction management, printing facilities, management,
radio and communication .1 gineering, and automotive maintenance. It
also provides much appreciated training in appropriate technology and
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teachers training. for méther-langue translaters and national literacy .
teachers from many language groups. - s e

ST
2

6.  The Subgrant o Pacific Ministries Developmenr appears quite
successful. People of the Upper Sepik Basin rely on the Sepik River for
~drinking water, but this is conlaminated. The goal of this subgrant was to
install 25 rain-water catchment .systerns in villages serving several
thousand people along the Sepik River. To date, 19 systems have been
installed benefitting about 3,000 people. Much of the labour has been
contributed by the villagers themselves and two men in each village have
been chosen by the villagers to be respoi..» {or maintenance and have .
received some training in maintenance, ' -

Project Design and Policy Implications. A project that sets out, as
this did, to assist people belonging to many different and quite dispérsed
cultural and linguistic groups, must design its activities in terms of the
loeal cultural patterns as well as local needs. The subprojects that have
been least successful appear to be those that were premised on Western
models inappropriate for the local culture—for example, establishment
of a small bakery (to generate funds for helping pay teachers’ salaries)
when, in fact, people usually get bread through the kinship system with-
out paying for it, or establishing a sawmill. (again to help pay teachers’
* salaries) on the assumption workers would work according to Western
: employer/employee‘relationships, when in fact, other kinship patterns

prevail. '

. Recommendations are not provided.

Evaluation Team: Leon Schanley (Grants Officer) Morris Carney
(Associate Director), and Harriett Carney (Executive Secretary); Summer
Institute of Linguistics, Pacific Area Office. Report dated April 16,
1985, , ‘
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PAKISTAN: POPULATION WELFARE PLANNING PROJECT .
MID—PROJECT EVALUATION

Problem and Overview. Pakistan has one of the highest population
growth rates (2.9 percent) in the world, The government of Pakistan
(GOP) has long recognized the problems this presents, but has not had
much success in promoting family planning. (Contraceptive prevalence
rates are still only 7 to 10 percent of mairied couples of reproductive
age.) Following suspension of GOP-sponsored family planning field acti-
vities in the late 1970s, the GOP in 1982 created a new Population Wel-
fare Division within the Ministry of Planning and Development (the
purpose being to coordinate more effectively with other ministries and
to integrate population activities with other ministries and to integrate
population activities with other development programmes). The new
national “population welfare programme” seeks to reach a large part of
.the population through a network of Family Welfare Centers, Repro-
ductive Health Units (for surgical constraception), authorized contracep-
tives distribution agents, and a social marketing project.

U.S. Assistance. AID.s Population Welfare Planning Project
(391—0469) was authorized in March, 1982, to assist this new GOP
programme. The project provides $25.6 million in grant (ESF) funds
plus 21 million rupees in local currency. About 80 percent -of the grant
funds were planned for purchasing contraceptives; minor protions were '
designated for technical assistance, training, research, provision of ware-
house earmarked for constructing a warehouse and research institute.
The completion date (PACD) is September 30, 1987.

Purpose and Méthodology of the Evaluation. Purposes of this
evaluation were: (1) to assess GOP progress in implementing its Popula-
tion Welfare Plan, particularly the A.LD.—financed activities; (2) to re-
commend changes for improvement, including possible redesign of the
ALD. project; and (3) to provide an analytic base for a possible in-
crease in A.LD. funding in FY 1985. Methodology consisted of one
month of interviewing, document review, and field visits. *

Major Findings: Funds for contraceptive procurement will be ex-
pended ahead of schedule: all other project components are far behind
schedule. The status of each of the four project components is as
follows.
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L. Commodities {contraceptive supplies) and Logistics: Initial con-
traceptive purchase plans misjudged local demand, but the logistics sys-
tem has compensated fairly well. There has been -a chronic shortage of
condoms, which account for about 60 percent of all contraceptives used.
Nei'ertheless, -and despite very poor facilities, the logistics system has
functioned well and the central warehouse, through careful rationing, has
avoided extreme shortages at local distribution points. An additional
$14.4 million is needed to meet commodity demands of the current pro-
ject. There is also demand for a broader range of oral contraceptives and
for the Copper-T IUD.- ‘

-

2. Management Information, Research. and Evaluation The goal of
carrying out the much-needed research and evaluation has been oversha-
dowed by preoccupation with establishing a high-level research institute.
The project was to provide $2.88 million for surveys, seminars and
workshops, evaluation studies, training, publications, technical assis-
tance, service statistics, and data processing but has been unable to do s0.
The reason is bureaucratic {GOP) turf battles over the. power and in- -
fluence (size, autonomy, scope of work, and rank of the executive direc-
tor) of the institution being created to receive the A.L.D. assistance and
carry out the work. Tentative approval was given in 1981 for a semi-
autonomous research institute (the Population Development Center),
which was ambitiously re-conceptualized in 1984 as the National Insti-
tute of Population Studies (NIPS), but has riot yet become operational.

8. Biomedical and Sociomedical Research. Due to bureaucratic debate
over the relative status of two organizations both engaging in biomedical
and sociomedical research, no progress was made until 1984. The dead-
lock has finally been resolved, but neither construction of the research
institute (NRIFC) nor training and technical assistance has yet begun.

4. Professional and Personal Awareness and Motivation. Complex -
social, religious, political, and economic factors present severe obsta-
cles to promoting family planning. To help avercome them, the project
was to send up to 50 Pakistani community, provincial, and national
leaders on short educational visits to other developing countries or the
U.S. and 15 U.S. experts to Pakistan. Only 5 visits have been made
because of the delays in other parts of the project and failure to develop
- annual training'and technical assistance plans.

5.7 Lack o f Public Infonnaﬁén, Education, and Communication abour
" Family Planning and Population. There is no clear communications
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(IE&C strategy. Debates have persisted at the central level for over
three years about population.communications. Meanwhile, local officials
responsible for service delivery are eager for educatlonal materials but
have neither the materials nor money to produce them. 3@

Project Destgn and Policy Implications. The project hassucceeded in
providing contraceptive supplies to meet much of the existing demand,
but it appears to have accomplished little in the way of progress. The
obstacles to increasing contraceptive practice in Pakistan are well-do-
cumented: inadequate political commitment, real or potential religious
opposition, the low status of women, non-involvement of the Ministry
of Health, frequent changes in programme strategy, and bureaucratic
difficulties; The components in which the project has made little head-
way are precisely those which depend on resolution of bureaucratic diffi-
culties, The project planners appear to have grossly understimated the
deadlocks that would arise because of competition for influence among
. the parts of the bureaucracy with which the project planned to work.

Major Recommendations. The completion date (PACD) should be
extended to September 30, 1989, so that the project’s training, technical
_assistance, and research and evaluation activities can be undertaken. To
provide commodities through this period w111 require an addltlonal $18
million. :

1. Commodities and logistics. Figures from the field regarding
monthly condom offtake should be used as a basis for projecting need,
and the “USAID [Boni] Estimate” of condom needs should be used for
re-ordering. The central warehouse in-Karachi should be strengthened
and provincial warehouses strongly discouraged.

2.  Management Information, Research, and Evaluation. Funds allo-
cated for NIPS should be reprogrammed so that some training and
research can be started now. Resources should be made available to the
Moqitoring and Statistics Wing of the Population Welfare Division to
initiate monitoring, evaluation and operations research projects. NIPS-
should be approved in a scaled-down version and a realistic implementa-
tion plan-promptly developed. The third contraceptive prevalence survey
should be delayed until at least late 1988 — or there is no evidence that
prevalence is increasing sufficiently to warrant two more lérge-scale'
SUrvevs. )
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3. B:omedzcal and Sociomedical Research. At the soonest possible,
candidates for training should be processed, equipment and long-term
technical assistance provided, and a clear delineation of responsibilitjes

must be established between the two research institutes (the NRIFC and
the NRIRP).

- 4.  Professional and Personal Awareness and Motivation. This com-
ponent, requiring a large number of brief visits, should be abandoned.
Instead, the Population Welfare Division and the research institutes
should concentrte on the institutional technical assistance components
of the project.

.5." Public Communications (IE&C). Decide on & communications
strategy immediately. Decentralize part of the IE&C activities, with
funding, to the provinces and districts.

Evaluation Team: John Crowley, Ph. D. AID/Washmgton Anthony
Hudgins, M.A.S., Center for Disease’ Control Charles N. Johnson, M.A .,
M.P.H., AID/Washmgton and Noel McIntosh, MD John Snow Inc
Report dated November 14, 1984,
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INTRODUCTION

It was only in the recent decades thdt both the Ministry of Educa-
tion and certain Departments of Education showed their interest in eva-
luating the outcomes or efficiency of the operation of some education
projects. In some cases international organisations such as UNICEF also
sponsored, through Govt organisations, evaluation studies to assess the
impacts of their assistance on the development of educatlon in the
country.

The case studies included in this unit are abrldgement of the follo-
wing evaluation studies: :

i. an initial evaluation study sponsored by Ministry of Education
il. a study sponsored by an international agency.

The case studies presented in this unit are intended not only tos
acquaint the student with the matured types of evaluation studies con-
ducted in this country but also to provide them models which they could
use for conducting and reporting project evaluation studies. It is with
this purpose in view that the case studies selected for this unit are repre-
sentative of many education projects. These studies include summaries
of the plan of evaluation study, procedures and major findings of the
- studies and the questionnaires and proformas used for the collection of
data.



OBJECTIVES

After studying this unit you, the student, will be able to:

,1'

explain the types of evaluation studies conducted in the
country; '

define the models of project evaluation studies;,

discuss models of project evaluation proformas/questionnaires.
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CASESTUDY 1

1— EVALUATION OF THE AGRO-TECHNICAL} '
VOCATIONAL SCHEME OF EDUCATION

1.1 Background of the Study 5

The Agratechnical/Vocational Education Scheme was introduced in
the country’s schools in 1975. Three years after the launching of the
scheme in the schools, the Ministry of Education decided to ascertain the
value and success of the scheme in the national education system. The
studies were conducted both at Federal and Provincial levels by the
Boards of Technical Education and the Allama Igbal Open University.
" (The study included in this unit is the one carried out by the ATOUR),

1.2 Purpose of Study

“The purpose of the study as specified by'the Ministry of Education
was to evaluate the implementation of agro-technical education scheme
and effectiveness of its curriculum with a view to review the strategies
for future improvements. ’ ’

1.3 The Scope of the Evaluation Study

 The. study was planned to evaluate the following aspects of the
scheme: " . .

i physical and instructional facilities in the schools offering
agro-tech/voeational courses; ' :

ii. administration of the scheme;

iii. effectiveness of the curriculum of the agro-technical/vocatio-
nal education; : ' ' s

iv. identification of the lim ilting factors.
1.4 The Data of Study

.- The data for the study consisted of.information from:
i, the school records; ' '
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ii.  responses of stu-dent_s and teachers;

iii. information received from the agro-technical education sec-
tors/cells in:

a.. Ministry of Education ‘ ’
b. Departments of Education
c. Directorates of Education

" d. District Education Officers

1. Sampling

Wherever necessary, random sampling technique was. ued to draw
the sample for the study. :

2. - Collection of Data

_ The following proformas and questionndires were used for collec-
tion of data: =

a. Proforma “A"": Used for collecting relevant data on educational
institutions offering agrotechnical/vocational education cou- -
rses and for assessment of physical and instructional facilities
in these institutions; '

b. Proforma “B”: Used for collecting data on the implemen-

' tation of the agrotechnical education scheme at national, pro-
vincial, D1v1smnal/Reg10nal and District levels of educational
administration; :

¢. Proforma “C’: Used for éollecting data about the effectiveness
of the agrotechnical education scheme in terms. of students
achievements as determined by:

student enrolments, attendance, examination results and
dropeuts in agrotechnical subjects,

students projects,’

application of skills acquired,
- -general observations
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d. Proforma “pD” (for students): Used for assessment of the

~ effectiveness of agrotechnical education scheme with referegee

to the achievement of the objectives as indicated by students’
responses, - '

Team of evaluators consisting of the principal researchers, officers -
of the Ministry of Education and Education Department of Azad Jammu

and Kashmir collected the data for the study through personal interviews U

and visits to the concerned persons and institutions,
-3 Analysis of Data

The data so collected was analysed in four parts, as follows: Part I
related to the implementation of the agro-technical/vocational scheme
education at higher levels of Provincial Educational Administration. Part
It dealt with the implementation of the agro-technical/vocational schema
of education at the institutional level in schools for boys. Part III consis. _
ted of the analysis of data related to the schools for girls. Part TV dealt
with the-analysis of data Pertaining to the effectiveness of the curricula
in agro-technical/ vocational education.

1.5 Findings
Part [

As a result of the analysis of the data in Part I, it was seen that
the agro-tchnical/vocational scheme of education was not uniformly

The analysis of the data also revealed that there was no
uniform pilan for the implementation of the scheme in the various
provinces and at various levels, It was further revealed that there
Was no uniform organization in Provincial Education Departme_nts'
or at Regional/Divisional levels.
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Part I1.

The analysis of data in Part Il showed that it Federal Govern-
ment schools in the Federal Capital Area the scheme had been in-
troduced very slowly into the schools which had been selected for
teaching agro-technical/vocational courses in 1975. The scheme had
~ not.been implemented in all the selected schools by 1980. By 1980,
agro-technical coursesin Industrial Arts and Agriculture (in classes VI
to VIII) and Vocational courses in Electrical Wiring and Fitting, Fur-
niture and Cabinet-making, and Book-keeping and Accountancy had
been introduced in classes IX and X of these schools. These courses
were found to have little relevance to the common occupations of
the. people residing in the school areas, The enrolment of students
increased in the agro-technical/vocational courses in these schools
over the years 1975—1978. Also the attendance of students and
_their pass percentages In the agro-techncal/vocationa] subjects
showed that the courses-had been popular among the students. The’
tacilities for teaching Industrial Arts were better in the schools
which were established as Comprehensive, Technical, or Pilot
schools. Facilities in the other schools clearly needed improvement.
It was also found out that Comprehensive, Technical, or Pilot .
school, did not offer a course in Agriculture; schools which-offered
this course were lacking in the facilities required for teaching of the
course.

One of the Federal Government schools was found to have
introduced a course in Local Community Crafts. The facilities for
‘teaching the course were generally satisfactory. Similarly, only one
school had introduced a course in Commerce and had adequate
facilities except that text-books or manuals for teaching typing were
not available. ‘ ' -

Evaluation of student projects in agro-technical/vocational
classes in the Federal Government schools were indicative of stu-
~ dents’ and teachers’ interest in these courses as the. quality of
student projects was rated highly.

In case ot Federal Government and nationalized Cantonment
Board schools for boys, located all over the country, the Ministry
of Education had selected 12 schools for the introduction of
“the agro-technical;’vocational scheme of education. All these
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schools had an.urban location. Some of them taught courses in
agro-technical/vocational education’ even before the intriduc-
tion of the scheme. In these_schools, the programme had been
gradually -introduced. The courses introduced in these .schools
had more relevance to the occupations of the local community than
was the case for the Federal Government schools for boys in the
Federal Capital Area. In classes IX and X of these® schools all
students took a course in Vocational Education. In classes VI to
VILI, however, only 56 to 87 per cent of the students were enrolled
in the agro-technical courses. In these schools the pass percentage
of the students was higher than that ~f other students. Facilities
for teaching Industrial Arts courses, Agriculture and Commerce
were. not adequate. Workshop equipment especially was lacking.
Facilities for teaching Commerce were found to be very limited as
regards the number of machines and furniture.

The quality of student projects in the course of Industrial
Arts was found to be poor, especially in the schools which were
known as Comprehensive, Technical, or Pilot schools. Student
projects in Agriculture were generally rated highly.

In Azad Jammu and Kashmir, 26 schools were selected for
the implementation of the agro-technical/vocational scheme of
education. They were all Government schools and as the study of a
sample of 7 boys’ schools shows, nearly 40 per cent schools offered
agro-technical courses in 1978 and 1979. In other schools, the
course was introduced between 1975 and 1977. The study revealed

that Applied Electricity was taught in classes VI to VIII inall the
' schools, while Agriculture was introduced in 2 schools only. In
classes IX and X only 1 school had a course in Agriculture. The
agro-technical/vocational courses introduced in these schools were
found to be rot relevant to the occupations of the surroundmg
communities, ‘

Student attendance in these classes and thelr pass percentage
in the annual examinations showed that the studetns were taking an
interest in the agro-technical/vocational education programme. The
facilities for teaching Industrial Arts courses in these schools were
found to be better in the Comprehensive, Technical or Pilot schools
of the province. However, even in these schools, certain essential
facilities which were foundamental to the teaching of the courses



were lacking. Facilities in other schools were not adequae for under-
" taking the teaching of a course in Industrial Arts. Although Azad
Jammu and Kashmir is predominantly an agricultural area, only two
of the schools offered a course in Agricultue. Moreover, it was
found that the facilities for teaching Agriculiure were not adequate.
Also, the facilities for teaching a course in- Commerce especially
typing, were poor, especially as regards furniture and the number of
typing machines and their maintenance and the availability of text-
books, : ;

Although the quality of student projects in Industrial Arts and
Agriculture classes of the schools of Azad Jammu and Kashmir were
better than one -would have anticipated despite the inadequacy of
the tacilities for teaching these courses, they were rated lower than
those of schools in Federal Government and Cantonmeént Boards.

Part III

Under: the scheme of agro-technical/vocational education, a
course in Home Economics was introduced in 4 of the Federal
Government schools for girls. Three of these schools were included .
in the study. It was found"that in classes VI to VIIL, almost all the
.girls who were enrolled took a course in Home Economics. In
classes IX and X, however, not"more than 36 per cent of students
registered for-the course. In the schools included in the study, most
of instructional facilities for teaching Home Economics were found
to be satisfactory. However, the supply of good raw material, the
nursing section facilities and built-in almirahs in the workshop need
to be improved. The quality of student projects was rated very high.

In. the case of Federal Government and Cantonment Boards
‘schools for girls, 2 of the 8 schools offering Home Economics
course were selected for the study. All the students who enrolled at
these schools from classes VI to X took the course in Home Econo-
mics. The schools were found to be very inadequately equipped for
teaching of the course. Trained Home Economics teachers, for
‘teaching of the course. Trained Home Economics teachers, nursing
section facilities, a kitchen garden and stoves in the kitchens were
non-existent. The quality of the student projects, however, was
rated highly and indicated students’ and teachers’ interest in the
subiject. '
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_ In Azad Jammu and Kashmir out of the 12 girls’ high schools
selected for the implementation of the scheme, 3 were selected for
the study. In classes VI to VIII of these schools, all students took a
course in Home Economics. In classes IX and X about 70 per cent
of students werfe enrolled in the course in Home Economics, The-
ratings of the teaching facilities for Home Economics were found
to be low. Cooking and nursing section facilities in particular were
very poor. The quality of student projects in thése schools were also

rated comparatively low,

A comparative study of the instrucisonal facilities for teaching
Home Economics in the girls” hich schoels of the Federal Govern-
ment (Federal Capital Area), and Cantonment Board (outside Fe-
dral Capital Area) and Azad Jammu and Kashmir showed that
better facilities were provided in the Federal Government schools
for girls in the Federal Capital Area. '

+

Part IV

The study had also attempted to ascertain the effectiveness of .
curricula of agro-technical/vocational education by administering a
10 item questionnaire to the students. The items in the question-
naire were based on the objectives of the scheme. It was found out
that there was na significant difference between the responses of
the students of the boys’ schools of Federal Government, Federal-
(Government and Cantonment Boards and Azad Jammu and
Kashmir. The curricula of agro-technical/vocational education
seemed to have been effective only in the theoretical aspects of
the scheme. The objectives of -the scheme which emphasised prac-
tical outcomes in terms of the development of work habits, use of
tools and practical ‘work fell short of the targets. From the findings
of the study, it was also evident that the students’ attitudes towards
the agro-technical/vocational courses in general were independent
of any educational or training-variable .-

Conclusions and Recommendations *
Findings
1. As a result of interviews with the officers of the Ed_ucation

Departments at Ptovinciah’Regional/Divisional levels in all the
provinces it was revealed that:
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a.  The schme of agro-technical/vocational education was
conceived differently by. the Administrative Heads of the
Provincial, Regional/Divisional Education Departments.
There was, however, a common consensus on the point
that the scheme of agro-technicalfvocatiopa] and educa-
tion was useful and must receive the support of Govern-
ment and Foreign Agencies to continue and expand its
scope in the country.

b. There was no uniform plan for the implementation of the
scheme for various Provinces and at various levels. The
only one available at some offices was inthe form of tar-
get numbers of the schools and staff to be achieved over a
period of time. ‘ '

¢, The organization of the agro-technical/vocational educa-
tion programme varied from province to province _anfi'
office to office. In some provinces, separate cells were
found to have been created for implementing the scheme;
.in. others there was no organized body or system respon-
sible for this purpose. :

d. The administration of the scheme was found to be
centred at the provincial level and each of the implemen-
ting -agencies appeared to be functioning independently
of the Centre. The situation resulted in lack of coordina-
tion at the various levels of implementation of the
scheme. .

e. In the early years of the introduction of agro-technical/
vocational education, Federal granis were allocated to the
provinces for implementation of the scheme. As the situa-
tion exists, the budget for the agro-technical/vocational
education is allocated by the Provincial Governments as

. part of the general education budget. This has resulted in
making the agro-technical/vocational education scheme
part of general school education.

ii. In most schools, the facilities for teaching agro-technicalf
vocational courses were inadequate. In some institutions, the
basic facilities for teaching the courses were non-existent.

~
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iii.

v.

Vi,

vii.

However, the projects and the work of the students in the
agro-technicai/vocational courses were of the quality which
showed that both students and teachers were taking an interest
in the-courses and that they had found them both interesting
and meaningful. '

In many cases, it was found that the courses introduced 1 a
school were not relevant to the occupational interests of the
peorle of the area. ’ :

In the school, where a course in Local Community Crafts had
been introduced, it was observed that this course could be
taught successfully with minimum instructional facilities.

A comparative study of the facilities for- teaching agro-techni-
cal/vocational courses in Federal Government schools (Federal
Capital Area), Federal Government and Cantonment Board
schools, and schools in Azad Jammu Kashmir showed that in
general the facilities were lacking most in the schools of
Azad Jammu and Kashmir and that in the schools in the
Federal Capital Area the provision of the facilities was best. In
other cases, the schools which had already been established as
Comprehensive, Technical or Pilot schools, were better
equipped for teaching agro-technical/vocational courses, _

‘The scheme had yét to be implemented in all the schools

which were selected by the Government in 1975,

In the case of schools for girls in all the three areas of study, it
was found that, in most schools, a very large number of girls
took courses or were required to take a course in Home Eco-
nomics. Despite this, the facilities in many institutions were
very inadequate. In some cases, they were even non-existent.
However, the quality of the student projects was indicative of
the fact that the subject could be taught by a well-trained

~ teacher with the minimum of the facilities.

viil.

The curriculum of the agro-technical/vocational education was

found to have been effective in so far as it pertained to the

theoretical aspects of the scheme,
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2. Conclusions

From the findings of the study it was concluded that:

ii.

iii,

iv.

vi.

vil.

All levels of implementati‘on of the agro-technical/vocational
scheme of education realise the importance and need for the
scheme in our educational system.

In view of the importance of the scheme, it is commonly
desired that it should continue and that the programme of
agro-technical/vocational education be reorganized under a
well-planned system. '

The facilities for teaching agro-technical/vocational education
ought to be improved wherever this is needed.

Courses on agro-technical/vocational education need to be
based on the local needs and occupational interests of the
peop‘le of the school area. '

Courses in" the Local Communlty Crafts can be introduced
with the minimum of the facilities and community participa-

© tion.

Basic facilities for teaching Home Economics courses need to
be provided +in the schools where the course is being taught.

The curriculum of agro-technical/vocafional education was
found to have been effective, only in the cognitive areas of the
scheme. T.ack of instructional facilities and opportunities for
practical work have resulted in the failure of the students to
develop practical skills through the courses. - '

3. Recommendations

On the basis of the findings of the study, the Evaluation Study
Team makes the following recommendations for improving the situation
relating to the implementation of the scheme of agro-technical/vocatio-

" nal education in the country’s schools.

A permanent Cell sh\ouid be established in the Central Ministry -
of Education to coordinate the activities of the.Provincial
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ii.

iii.

Iv.

vi.

Vil.

Departments of Education in the implementation of the
scheme.

Literature should be produced and circulated among all levels
of the administration responsible for the implementation of
the scheme. This literature should clearly define the scheme
and outline an implementation strategy for the whole country.

Permanent Cells should be created or, wherever they .exist,
strengthened, to administer the implementation of the scheme
in each province or administrative area,

A Need Assessment Survey should be conducted to determine
the needs, social trends, cultural heritage and ¢ommon inte-
rests of the people of the area before introducing agro-tech-
nical/vocational courses in the schools in that community.

Facilities should be pooled in selected schools for teaching the
courses where it is most needed. '

Teaching of Local Community Crafts should be organized in

such a way that instead of becoming a competitor to the loeal
craftsman, the student should learn to appreciate the place’and
importance of local- community craft and craftsmen in his
community; and students should contribute to its propaga-
tion for the economic development of the people of the area.

In the light of the findings of various Evaluation Studies in
agro-technical/vocational education conducted ail over the
country,” a- comprehensive plan of implementation of the -

- scheme should be designed to allow the maximum flexibility

to adapt-it to the local needs and resources of an institution.
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1.7 Proforma “A’.
(to be filled in by the heads of middle and high schools)

Insiructions: Please read all the items carefully and provide the
"requisite information by filling in the blank spaces
(—orbya( / y mark in the box 7/

or boxes indicating your response.

The information supplied -on this proforma is meant for evaluating
the implementation and effectiveness of the agrotechnical education
scheme. Any information on this proforma will not be used against the
respondent or any other person associated with the school.

(1) Name and address of the school :
; District ' Division

“(2) Classification.
(1) a. rural/_7 = . b. urban/_/
(2) a Middleschool /7 h. High School / —J

- (3) a. Government /"] bh. Nationalized /__7
c. Other/ 7 o : .

(4 a. Boys/_ 7
(3) Population of the location town:’village (approximate):

(1) a. 1000 orless/ b.. 1000 to 5000 [ 7
_ 5000 to 10000 /7 d. 10000 to 20000 /7
e. 20000 to 30000 /7 °f. 50000 and above /7

(4) Agrotechnical/Vocational education coures offered:.
(i) Agro-technical Courses (Classes VI-VII)
-a.  Industrial Arts [~ 7/
b. Agriculture /77
¢.- Home Economics /7
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(5)

(6)

(i1} Vocational Courses (classes IX and X)

a. .- Industrial Arts /™ 7

b. Agriculture /__/

c. Commerce/ 7

d. Home Economics /7
c.

Local Community Crafts (General Group) /7

Year of the introduction of the agrotechnical/vocational studies in
the schools:

(i) Classes VI — VIII

a. 197577 | b, 1976 /7
¢. 10777 4 197877

Approximate area (in square kilo metres) covered by the school.

a. 5-10.—7 ' b. 10-20/ 7
e. 2050 —7 - d. '50—100 /7

~e. 100and more /7

(7)

Common occupations of the people in the school area:

a. Agriculture /7 b.  Business and industry /__J
c.  Mixed 7

Proforma A—1 (For Industrial Arts)

Instructions: Please read all the items carefully. Select your
response from the following scale (most satisfacto-
ry) : unsatisfactory) and indi-

cate your -response by a “X” mark in the’ appro-
pnate column
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(8) Physical and Instructional facilities for teachmg Industr:al Arts
Subjects in the school:

% g
ElE| 5§z
2| 8| 8.2 3
_ _ S& | & [JA8E8&8 S5
(i)  General Condition of the Workshop| 4 |3 | 2|1 0
a. Size of the workshop
b. Ventilation
c. Light
d. Temperature
e. Doors and windows
f.  Electrification
g. Power plugs
h. Water facilities (basin and
faucets)
i.  Built-in Almirah (racks and.
. counters)-
o Si_:orage-facilities
k. Exhaust
.(ii) Workshop equipment (Furniture)
a. Work benches
b. Tool racks
¢. Cupboards
d. Blackboard
e. Showcases
(iii) Workshop equipment (power
machznes)
a. QGeneral condition
b, Adequacy
(iv) Workshop equipment (Hand ope-
reted machines)
a. . General con.d\ition —

b. Adequacy
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(v) Workshop Equipment (adequacv -
of tools)

a. Common hand tools .

b. . Special tools

¢. Condition of tools

(vi) Workshop Equipment (Raw Mate-

rial }

a. Adequacy for practical work
b. Quality

¢.  Supply

d.  Sources of supply

¢. Budget allocation

(vii) Number-of industrial arts tea-

chers in'school

(viii) Student-teacher ratio in Ind. Arts
classes

(ix) " Availability of Text Books for Ind.

Arts classes : —

"{x) Qualifications of Ind. Arts teachers i

(xi) Quality of Ind. Arts teachers

(xii) Weekly allocation of class room

pertods for teaching Ind. Arts

(xm)Safewty measures and First-aid
box in workshop
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Proforma A—2 (For Agriculture)

Instructions: Please read all the items carefully. Select your res- -

ponse from the following scale (most satisfacto-
- yy ————— unsatisfactory) and indicate your
response by a “X’’ mark in the appropriate column.

(9) Physmal and mstructmnal facilities for teaching agrlculture subjects

in the school: = - *T .
cziel gl 2§
i 2|2 l 20 2 &
25| 4 %Se& 38| 5
T
4 I3 24110
I N |
(i) Agricultural plots/pots available for . P |
: students use o
: I
Area of agricultural plots . s .

(ii)

o oan oP

Agricultural implements and tools

ties N

Number of Agr. plots
General condition of Agr. plots. :
General condition of Agr. plots A
Location of Agr. plots/pots —
Irrigation system and facili- '

R R i

. Storage facilities

Quality ! LA
Adequacy
Supply

Maintenance facilities I—
General condition
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(iii) Seed requirements

a.  Varieties of-seeds vailable
b.  Quality of seeds available for

“use

¢. Adequacy of seeds for use

d. Display facilities

(iv) Fertilizer and Manures

a.  Varieties available for use
b.  Facilities of display for iden-

tification
¢.  Adequacy of fertilizers/ma-

nures for students use

(v) " Insecticides and Pesticides

a.  Varieties available
b.  Facilities of display for iden- |

tification

c.  Adequacy for students use

{(vi) Chemicals for Food Preservation

a. Avaﬂability :
b.  Facilities of display for identi-

fication

¢.  Adequacy for students use

(vii) Supply of:.

seeds

a
" b.  fertilizers/manures

¢. - insecticides/pesticides
d. Chemicals for food preserva- -

tion

(viii) Budget allocation for Agriculture
programme

(ix) Number of Agr. Teachers available




(x) Student—t'eacher-ratio inagneulture| 4 |} 3 | 2 | 1 0
classes

(xi) Availability of Workbooks

(xii) Qualifications of Agr. Teachers

(xiii)Quality of Agr. Teachers - ’

(xiv) Weekly allocafion of class-room pe-
_ riods for teaching agriculture

(xv) Safety measures and first aid box

(xvi) Co.mmon Facilities for Teaching

General Agriculture |
~ Farm Economics
Crop Production
Livestock Farming
" Animal Production
Insects and Fish Culture
Horticulture ‘
Birds and Poultry
. Honey Production

=2l B I - T R =

Proforma “A—3"" (Home Econofniés)

Instructions: Please read all the items carefully. Select your res-
' ponse from the following scale (most ‘'satisfactory
: unsatisfactory) and indicate
your response by a “X” mark in the appropriate
column, ' '
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(10) Physical and Instructional facilities for teachmg Home Economzcs
' subjects in the schools

1.

iy

| e W 8

55| B g3

+ - e = 3

(3] (>} X ) o a

B 1 S8 8

B®.a 8 @ @ G a) g

Sw = = @ = S

miwﬁmAmD

(1) General Conditions of Workshop |4 |32 | 1] 0

Size of workshop
Ventilation
Light
Temperature T
Doors and windows
Electrification
Power plugs
- Colour scheme .
. Water facilities (Basin and
faucets) . :
- Built-in almirah _ .
Racks and counters
Storage facilities
- Exhaust

w0 oo

g

(ii) Cooking Section Facilities:

a. Cooking range (Chulah, Stove
.ete.)
Adequacy of cooking range
General condition of cook-
ing range -
Storage facilities for supplies b e —td
Racks for equipments
Working counters "
Adequacy of food preserva-
tives
h.  Kitehen garden

oo

m e o

(iii) Nursing Section Facilities:

(iv) . Facilities for teaching family living
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11. Physical and instructional facilities for t'eziching Local Community

Crafts (general) in the school: I ' D op
S _ - Y
Bleloet gl 2
EE| £ '82 83| &
23| 3 |38 15&| &
4. 8} 21110
(i) Avéﬂabﬂity of space for teaching Jr !
Local Community Craft in the i ; o
school ) g | - ‘ '
(ii) Availability of Local Community ’ , ’
Craftsmen for imparting instruc- r
tions 3 ﬁ 1=
. 1 .
(iii) Quality of Community Craft ins-, 4, | !
_ tructors ) ;
) | i
(iv) Student’s interest in learning Local |
... Community Crafts . :
(v) Avaﬂabilitir\o,ftaw'mater_ial S { R
(vi) Budget allocation and provisions ;
of Funds for teaching local com-
munity crafts in the school -
. (vii) Patronage of Local Community 7

Craft in the school area’

1.8 Proforma “B”

(to be completed from the office records and personal
interviews with the officers concerned)

‘ Eval'uatibn of the implementation of agrotechnical/vocational
education schemé at the following levels of educational admunistration. -

Federal Miriisfry of Education, Islamabad.
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Provincial Departments of Education ———————

—— Regional Divisional Directorates of Education

District Education Offices- =

{1) Formulation (concept) of the agrotechnical)’vocational educa-

. tion (separate sheets of paper may be used for recording the
findings). ) :

(2) - Planning (Plan of the im-plementation of the agrotechnical/

vocational education as provided/prepared and- followed)

(3) Organiz.atidn (Organization of personnel and Functions for
the implementation of agrotechnical/vocational education
* scheme with reference to the assignment of each personnel)

.(4) Administration (system and process of communication,
supervision and control of the implementation‘strategy)

Proforma *“C”
(to be filled in by the survey committee in collaboration
with the head of the.school)

Instruction: Please read all the items carefully. All requisite informatioh
must be obtained and be verifiable from the school re-
cords, personal interviews with students and observations
of facts.

.The information recorded on this proforma is meant for evaluating
the effectiveness of agrotechnical education. Any information on this
- proforma will not be used against the persons associated with the school.

- (1) Name and address of the school —

(2) - Classwise student enrolment, attendance, 'examination results and
dropout data for.classes VI — VIII for last three years. =
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_ Agrotech
Courses

: Enrolment &

Attendance

1977178 1976717

197576
VIVII VIII

VI VIIVIII . VIIVII

Industrial
Arts

Enrolment
Average

Attendance

Passed
Dropouts _

Agriculture

Enrolment
Average

.Attendance

Passed '
Dropouts

Home
Economies

Enrolment
Average

" Attendance
" Passed
Dropouts”

‘ Total

Enrolment
Passed
Dropouts
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(4) Student Projects (please rate student projects by assigning from 5
points.for the best to 1 point for the poorest for the following):

Poa

5 4_3_21'

(i) Usefulness

(ii) Creativity (design)

(iii) Productivity

(iv) Workmanship
~(v)  Utilization of raw material
{vi) Use of tools

(5) Students’ attitude toward agrotechnical/vocational studies and app-
lication of skills acquired. '

(select a maximum of 5% of the students studying agrotech-
nical vocational courses randomly. "Administer the attached'
. questionnaire to them in group)
- 1.10 Questionnaire for Student in Agro-Technical Studies

Directions: -~ Check against relevant responses -
— Fill with words where provided blanks. .

(1) Name of respondent:
(2) Sex: Male /[ 7
’ Famale/ /.
(3). (a) School Name & Address:
(4) Rural /7 Urban /7
(5) Class. —(6) Age:
(7} Father’s occupation - :
(8) Mother’s occupation - — : ——— -
© (9) Mother language"
(10) Please indicate your position in the Class?
(Students own rating) :

Good . Average Poor
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(11) Which group of subjects you are stydying?

Arts Science  Social Studies Agro-Technical
- O =
(12) Which subjects do you prefex in your curriculum?.
- Mention three subjects in order of priority:

(1) (2) (3)
{13) Which Agrotech Component you are studying?

Component: Industrial Arts Agricul.ture Home

Eco_nomicé
—7J —7 7
Commerce
I

(14) (a) Are you happy with Agrotechnical Subjects?

Yes No

" (b) Please elaborate your yesponse

(15) Do you have some tools in your house?

-

Yes ‘ - No Few

(16) Have you worked with tools before?

Yes - No ' Rarely

(am How-loﬁg have you been studying Agrotechnical Su_bjects‘?

One Year Two Years r‘I‘hree Vears Four Years Five Years
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* (18) From which class you have started taking up Agro-Tech Studies

Class VI ClassIX .

(19) List new techmques you have leamt while studying
Agro Tech Courses? :
1.
2
-
4,
5

(20) Can you make some repair jobs in ﬁour house? Yes No
(21) Do you spend sometime in gardening at home? Yes . No

(22) (a) Can you cook for you? Yes No /
-{(b) Name three.dishes: 1.
- 2.
3.
(23) (a) Can you tailor your dress? Yes No
1.
2.
3.

(24) Can yqu make a tray for yourself? - Yes No

(25) If you have done so, which raw materials have you used?

" Wood Metal Cloth Paper Caydboard ° Fibre

Wire Cotton Plastic Seeds Dthers

B

Specify:

(26) What else would you like to learn in Agro-Technical Studies?

t27) What do you plan to do when you leave school?
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(33) Do you bring your own raw materials in school?

Yes ‘ No

(34) Do you bring your own raw materials in school? «
) Yes No

(35) Do you bring your own tools in schoql?

Yes No

(36) Do you ever dlscuss about Agro-Technical studles with. your
parents and show them the product of your work"

Yes : No

(37) If yes, what is their opinion? -

i.)  Encouraging

ii)  Favourable —_—
iii)  Lack of interest

iv)  Not favourable

(38) What are your mﬁgn problems in agro-technical studies?

— - Understanding technical information
*— Doing the different operation

— Lack of demonstration from the teacher

— Fear of working with hand

— Lack of interest - .
— Lack of encouragment from community. ———— -
— Lack of encouragment from parents

(39) What is your opinion about the dlscxplme in worksh,op or
laboratory"

Excellent’ Good: Bad
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(40) Does your teacher help you to learn without book?

Yes " No

(41) Do you have the feeling of making much progress in Agro-
Techmcal studies?

Yes No

" (42) If no, what are the réason for that?
— Lack of raw materials

— Lack of tools and equipment’

— Lack of a good teacher -

— Lack of discipline

— Lack of a good shop organisation

(43) What do you do when the teacher is absent or does not give
you any assignment? ' ’

— Working on Agro-Technical jobs
— Studying other subjects

+ — Playing with o‘thér students
— Making your own project
— Doing nothing

-

(44) What do you think of ‘Agro- Techmca] sub;ects" {(You may tick
any number)

— Good subject

— Bad subject

— Useful subject

- Helpful for problem solving

— Helps in bringing changes in
your habits,
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(45) Yours suggestion to improve the Agro-Tech/Vocational sub-
“ijeets education?
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CASE STUDY 2

2 —ASSESSMENT OF APPLICATION OF
UNICEF POLICIES IN EDUCATION
IN PAKISTAN

2.1 Background of the Study

~ UNICEF is one of the international orpanisations which have been
assaciated with education development programmes of the country par-
ticularly in the field of Primary education. Over the years, UNICEF ex-
tend cooperation for funding a number of projects relating to Primary
 education. In 197980 a study was sponsored by UNICEF through the
~ Ministry of Education to determine the effectiveness of UNICEF coo-
peration in primary education in Pakistan with particular. reference to
use and effectiveness of Teaching Kit in primary schools and teacher.
training programmes. '

2.2 Purpose of the Study.

The purpose of the study was to assess the degree to which the
UNICEF input has been effective in the use of of Teaching Klts and in
serving of teachers for its use. -

2,3 The Data

The data for the study conmsted of the -views and opinions of
school teachers, supervisors and officers of primary educaton all over the
country. A set of questionnaires was prepared and administered to the
respondents of various categories randomly selected. Study teams visited
selected Districs of the country and collected relevant data through per-
sonal group and individual interviewes. The questionnaires, annexed to
this tudy, were prepared and used for collecting data. :

¢1) Analysis of Data #
The data collected through the questionnaires and interviews were

tabulated under separate respondents group headings separtmg the res-
ponses of male and female respondents,
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f2) Findings

The analysis of the data collected through structured questionnaires -

and interviéws yielded the following findings and areas of future concern

for UNIECF: i

i

o

iii.

iv,

i

The assistance of UNICEF facilitated the formulation and pro-
motion of primary education, with particular reference to the

_qualitative improvement.

The contribution of UNICEF in planning, programming, fun-
ding and monitoring the programme. was considered reason-
abhly adequate. On occasions, direct concrats with the execut-
ing agencies’ delayed the approval of the programme. For
future programming, it was proposed that the'tripartite agen-
cies i.e. UNICEF, Executing Agency and Government may
currently plan comprehensive projects. ‘ ‘ .

UNICEF’s inputs in the areas of training and orientation of
teachers in revised curriculum, use and maintenance of Kit, as
perceived by teachers, supervisory personnel, and administra- -
tors were adequate and equally acknowledged. This accelera-
ted the process of curriculum implementation and assisted in
qualitative change in classroom situation. : :

In the areas of training, priority was given to impart training to
working teachers and in a limited .Jnumber to supervisors.
Analysis of the data indicated that if DEQs, SDEOs, and Super-_
visors were concurrently trained, the process of implementa-
tion and performance could have been relatively higher. How-
ever, the feedback from the teachers and supervisors consider-
ably indicated sufficient growth in teaching-learning processes.

The working teachers have attached high value to the use of
teaching Kit. It was considered an effective instrument in the
workshop of a teacher in classroom situation. They felt that
arrangemens for the replacement of consumable items and
enhancement: of storage capacity would have further facilitia-
ted more use of the Kit. Fear of accountability affected its
more use. The data further suggested that training to super-

‘visors in the use and maintenance f Kit was limited and as such’

the traditional rele of supervision continued and had ies
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vi.

vil,

viil.

ix.

effect on improving certain learning' cbnditions.

Both of the experimental and control groups of supervisors
were satisfied with the quality of teaching Kit and training.
They showed keen interest in similar programmes at frequent
intervals and of extended periods.

- Some addltlonal areas were 1dent1fled These included produc-

tion of low-<ost materials from. indigenous resources, provision
of transport facilities to school children particularly in-rural
areas in AJK Northern Terrltorles and interior of the country.

With increased inputs from various sources, comprehenswe
plans of training programmes need to be formulated and car-
ried out to attain quantitative targets and qualitative improve-
ments. To assess the impact of such programmes, in-built
follow-up studies of empirical nature may be carried out.

Under the given constraints, the data in respect of training

- programmes and use and maintenance of Teaching Kit, were

collected from limited sample drawn from major districts
and suburban areas. The problems of distant places are varied.
There are considerable areas and situations were teachers with
limited professional training or having inadequate facilities are
imparting education. To reach such major population, surveys
need to be undertaken, training programmes formulated, and
assistance prov1ded

The findings of this study are based on the experiences of
teachers and supervisors who received training in revised curri-
cular programmes and use ‘and maintenance of teaching Kit.
They are the direct reference groups to assess the effectiveness
in classroom situations. The data yields favourable responses.
These programmes need to be integrated and continuous feed-
back collected: Specialised studies need to be undertaken in
the areas of learning abilities and conceptual growth of chil-
dren, effectiveness of training of teachers on the performance
of students validity -of Teaching Kit and related areas. The
process of curriculum development has received very limited
assistance of UNICEF. Development of alternative curricular
programmes and their feasibility may be specific area for colla-

boration. The studies carried out through UNICEF Assis-
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tance Programme, over a period of time, need to be coordi-
nated. This will facilitate finding out viable solutions of most of
-the problems that may- be generated from the work already
done. This will provide systematic data determining the future
areas of Pak-UNICEF collaboration_ in quantitative expansion
and qualitative improvement- of general and technical educa-
tion in general and primary sector in particular, '
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_ Appehdix 1
GOVERNMENT OF PAKISTAN
MINISTRY OF EDUCATION

. A Study to Determine the'Effectiveness‘of‘UNICEFCOOperation in
" "Primary Education in Pakistan.

*QUESTIONNAIRE ‘A’ (for teachers)

Information obtained on this questionnaire is meant for assessing
the value and effectiveness of the UNICEF co_operatiori in primary edu-
cation in Pakistan. Information furnished on this questionhaire will un-
der no circumstances be used against the respondent or any other person
‘associated with him or his school in any capacity,

PART — 1

(Information about the reapondeht)

Instructions: Please read all the items carefﬁlly, select and indicate your
response by puttinga '/’ mark in the appropriate bax /.

Furnish the information in writing where ever a blank space'—— 15
provided.

1. Name and addresé of
your school.

9. Your name {optional) , L —
3. Sex: Male /[ Female/ 7

4. Age: 25 or less I—7 2t035 [ 36tod4d [ __J
46 orover [ ] ‘ ‘

5.  Location of school: Rural /7 " Urban 7
District :

6. Qualifications: - ; L .
© (a) Academic: Matric ./ Inter T 3 BA ke T
MA.L 7 :
" {h) Professional: IV __J sV BMeEJ
or.—7 BEA/ T MEM_J

. “Urdu and Provincial language version of the questionnaire was prepared
vor administration to the teachers of primary schools in Pakistan.
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7. Particulars of inservice trainings attended in last two years.

Name of Training  Duration Place . Month & Year.

" PART 11

Please read all the items carefully -and indicate your responses as in
Part. I, :

1. Has your school received a Teaching Kit?
Yesi 77 No[__7 Den'tknow/ _

2. If your school has received a Teaching Kit,where is it being used
{sKip the question if your school did not receive the kit?

: ‘{ ‘ Subjects
Class 1

Language Mathematics Social Studies - Science

e e e

II

i
3

|
S
il i

Y




3. Does the use of Teachmg Kit help in makmg teaching more eff
ective?

'Yesr™— = No—_—J  Dontknow/ 7.

(i) Please provide reasons for your answer

-

“(ii) Suggestions for improvement

4. If you. have attended an Inservice Training Course for the Teaching
Kit, do you consider such a course useful?

Yesl 7 - NWel— "7 Undecided/ 7~

{i) Please provide reasons for your answer

(ii) Suggestions for improvement

PART—II1—a
Please read the following questions carefully and indicate your res-

ponses by putting a.* / " mark in thebox L7 " which represents
your best response. : . _

S — Y

If you marked “Yes' / please rate each of the items listed under ‘A:
and if you marked ‘No’ rate items listed under (‘5) represents
highest rating, and ‘1’ the lowest).
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(1)

Organisation of the training

(2)

Quality of the training

ey

3)

Methods of the training

4)

(5)

Teaching Material used m the training

Work of resource persons

(6}

Attitude of Organisers

(7)

Cooperation of Organisers

(8)

Use of training period

(9)

Outcome of the training

(10) Improvement of your work as a result

of this/these trainings

(11) Improvement in achievement of your

students after you received training

(12) Facilities provided during training

{13) Duration of Training
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(1) Observations of your colleagues who received
in-service trainings about the trainings.

{2} Improvement in the téaching of those who {
received in-service training

(3) Improvement in the achievement ofstudents
of the teachers who received the training.

(4) All primary teachers should receive such
training ' A =

PART —II — (b)

Please read the following questions and indicate your response by
putting a ‘/ ' mark in the box / 7 representing your best answer:

1. Have you observed any improvement in the attitude of Primary
Schoo! Supervisors after they received an in-service training?

To great extent [:E To some extent/_____/
Very little /7 Not at alll_J
Don't know/:: :
2. To what lextent the supervisors after receiving inservice training
~ have been effective to your teaching programmes.
To great extent ./ To some extent/ 7 '
Ve.ry little Cj | Not af al [ —7
Don'tknow /[~ 7 | |
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"Appendix 2

GOVERNMENT OF PAKISTAN
MINISTRY OF EDUCATION

A Study to Determine the Effectiveness of UNICEF Cooperation
in Primary Education in Pakistan.

QUESTIONNAIRE ‘B’ (for supervisors)

‘Information obtained on this questionnaire is meant for assessing
the value and effectiveness of the UNICEF cooperation in primary
education in Pakistan. Information furnished on this questionnaire will
under.no circumstances be used against the respondent or any other per-
son associated with him or his office in any capacity.

PART —1 :
(information about the respondent)

Instructions: Please read all the items carefully, Select and indicate your
response for each item by putting a '/ ' mark in the appro-
priate box /7. Furnish ‘the information in writing
whereever a blank space ‘———— is provided.

- 1.  Name and address of your office ~— ' -

2.  Your name (optional)

3. Sex: Male/ 7 Female[::_] :

4, Age:25orlesi T 26t035/"7 35t0db/ T
46orover[_____7 | |

5. Locétion of your area of supervision:

Rural Z__7 Urban/__7 District -
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Qualifications.
(a) Academic: Matric/ 7/ Inter/ 7 B.A. /B.Sc. [:j
M.A/M.Sc.,. 7 Others

(b) Professional. JV/. /7 SV/ 7 PTC 7

‘CT/—7 BEd/ 7 MEd__7J

Others
. Parficulars of Inservice Trainings attended the in last two years:
Name of Training Duration Month & Year Place
PART —1II (a)
Please read all the items carefully and
indicate your responses as in Part—I
1. What percentage of primary schools in your area of supervision have
received Teaching Kits?
Less than 25% 7  25% to 50% 7 50% to 75% (7
75% t0 90% [ 7 over 90% /[ __J ‘
2. In wh1ch of the following classes and sub]ects Jis the Teaching Kit,
mostly used?
_ Su b] ects
Class
Language | Mathematics | Social Studies Science
I .
I
111
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3. Does the use of Teaching Kit help in making teachmg more
effective?

Nes/ 7 o No/ 7 - Don’t know 7

(i) Please provide reasons for your answer—

(ii) Suggestions for improvement

4. If you have attended inservice training course for the Teaching Kit
do you consider such a course worthwhile?

¥

Yes/ 7 Nol 7 Undec1ded:

(i) Please provxde reasons for your answer

(ii) Suggestions for improvement

PART —1II (b)

Please read each of the folldwing questions carefuily and indicate
your response by putting a &/ ’ mark in the box {7 which represents
your best response,

1, Have you received inservice Teacher Training in the past two years?

Yes 7 ._No R
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If vou marked ‘Yes'J/ please rate each of the items listed under ‘A’
and if you marked ‘No’ rate items lister under ‘B’ by assigning them
5 to 1 points (‘5" represents the highest rating and ‘¥’ the lowest).

(A’

(1)

Organisation of the training

(2)

Quality of the training

(3)

Methods of the training

Teaching material used in the training

(4)

(5)

Work of resource persons

(8)

Attitude of organisers

(7}

Coqperation of Organisers

(8)

Use of training period

(9)

Qutcome of the training

(10) Improvement in your work as a result of

this/these training(s)

(11) Improvement in the performance of your

teachers after you received the in-service
training - ‘

(12) Facilities: provided during training

(13) Duration of Training o |
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SR

(1)

Observations of your colleagues who
received the training

(2)

Improvement in the work of the supervisors
since they received in-service training.

(3

‘Improvement in the schools in-the area of

supervision. of those supervisors who
received training.

@

All supervisors should receive in-service
training "
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Appendik 3

GOVERNMENT OF PAKISTAN
MINISTRY OF EDUCATION

A study to determine the effectiveness of UNICEF cooperation in
Primary Education in Pakistan. -

QUESTIONNAIRE'C'  (For SDEQ’s)

Information obtained on this questionnaire is meant for assessing
the value and effectiveness of the UNICEF cooperation in primary
education in Pakistan: Information furnished on this questionnaire will
under no circumstances be used agamst the respondent or any other per-
son associated with him or his office in any capacity.

PART —1
(Information about the respondent}
Instructions. Please read all the items carefully. Select and indicate
' your response by putting a ‘/ ' mark in the appropriate
box.,____J.  Furnish the mformatlon in writing where-

ever a blank space ‘————"is provided.

1. Name and address of your Sub-Division/Administrative Area

2. Your name (optibnal)
3. Sex: Male/ 7 Female/ 7/

4. Age: - 2orlesss 7 26t035 7 36tod5 7
46 or over[ .7

5. Location of vour Sub-Division/Administrative Area M

Rural‘[:_‘__;’ Urban,__J District
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Qualification:

(a) Academic: BA/._ "7 MA/ 7 Other—-—*——
BSc..__—7 MSe./ 7

(b} Professional: B.Ed.._—7 MEd./. 7 Other———

7.  Particulars of Inservice Trainings attended in last two years.
Name of Training Duration ~ Month & Year Place
‘PART —II .
Please read all the items-carefully and indicate your responses as in
Part — .
1. What percentage of primary schools in your sub- dlvmlon/]urlsdlca-
: tlon have received Training Kits?
Less than 25% 7 25% to 50%, 77 50%to 5% 7
5% to 90% 7 over90% T
2. In which of the following classes is the Teaching Kit mostly used?
Subjects
Class ;
' Language | Mathematics | Social Studies Science
1
Il
111
IV
v
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Does the use of Teaching Kit help in making teaching more
. effective?

Yes/— 7 No—___J Dontknow/ —_J

(i} Please provide reasons for your answer

(ii) Suggestions for improvement

“If you have attended In-service Training.Course/Workshop for the
Teaching Kit, do you consider such a course/workshop worth-
while? -

Yes/~ ] - Nol = ] Undecided/” /

(i) Please provide reasons for your answer-

(ii) Suggestions for irnprovenient
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PART —1I( a)
Please read the following questions carefully and indicaie vour res-
ponses by putting a¥/ ' mark in the box/ "7  which represents yvour

‘best responses;

1. Have you received any in-service Teacher Training in the past two
years?

Yes /" "7  Nol 7
If you marked ‘Yes’ please rate each of the items under ‘A’ and if

you marked ‘No’ rate items listed under ‘B’ by assigning them 5 to 1
points (5 represents the highest rating and ‘1’ the lowest).

LA!

{1) Organization of the training

(2) Quality of training
(3) Methods of Training

(4) Teaching materials used in the training ~

{5) Work of resource persons

(6)  Attitude of organisers

(7) Cooperation of organisers_ ) f

(8)" Use of training period

(10) Improvement in your work as a result . |
of this/these training(s) _ - [

_ o
(9) Outcome of the training ' _ J‘
|

f

!

I

(11) Facilities provided during training

|
(12} Duration of Training : i
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trainings/workshops who attended such

(1) Observations bf your colleagﬁes abolit the ' ‘
trainings or, workshops \

(2) lmprovement in the work of the SDEOS, ‘ 1
B since they received the training or attended \
workshop o o

|

(3) Improvement in the schools in the,
_ administrative areas of those supervisors . o
who attended training or workshops. ~ : ‘

workshops.

i
|
|
- -
(4) All SDEOs should attend such training/ \ 1 \ ‘
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PART — II (b)

Please read the following items and indicate your responses by put-
ting a */ * mark in the column représénting your best observation -

Give your overall assessmenf of the performance of the following
two groups of Primary Teachers in your Sub-Division/Administlgative
Area and rate them for the following items by assigning 5 points to 1,
to each (5 represents the highest rating and 1, the lowest)..

Teacher who re-
ceived Inservice
Training in the
last two years.

Teachers who did
not receive any In-
service Training

0141321

(1)

Relationship with
pupils

2)

- Teaching Method

3)

Knowledge of subject |

material in teaching

4)

Use.of instructional

_material in teaching

(5)

" available inexpensive

Preparation of teach-
ing aids from locally

materials .
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GOVERNMENT OF PAKISTAN .
MINISTRY OF EDUCATION

A Study to Determine the Effectiveness of UNICEF Cooperation
~in Primary Education in Pakistan. - '

QUESTIONNARIE ‘D’ - (For District Education Officer)

Information obtained on this questlonnarie is meant for assessing
the value and effectiveness of the UNICEF cooperation in Primary Edu-
cation in Pakistan. Information furnished on this questlonnalre will,
under no circumstances. be used against the respondent or any- other
.pefson associated with him or his office in any capacity.

PART —1I
(Infrdﬂmation about the respondent)

Instructions: Please read all the items carefully: Select and indicate your
response by putting a ‘ ’ mark in the appropriate box.
'Furnish the information in writing where-ever a blank
space ‘———" is provided.

‘1. Name of your District/ Administrative area

2. Yéur naﬁ‘t.e ‘(optiona)
3. Sexi Male—J  Femalel :
4. Age.2orless (7 26t035/ 7 36tod5 7
46 of over[ 7 )
5. - Location of your District: Rural/__"—7 Urban/ 7/
6. Qu.alificationS' _
(a) Academic: BA/ 7 MA[___:j. Otheh%f

{Specify)
B.Sc./ M Se . 7
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{b) Professional: BEd. " MEd." 7 Other
: L _ ) : (Specifv)
7. Particulars of Inservice Training Workshops attended in fast two
vears:
Name of Training/ Duration Month & -Place
] orksh()pl Year :
PART —II
Please read all the wems vrelully and
indicate your responses as in Par{ — IA,_
1. - What percentage of primary schools in vour District. Administ rative
Area have received Teathing Kits?
Less than 25% [~ 25% to 50% "7  50% to T5% 7
' 5% t090% "7  Over 90% 7
2, In which of the following classes ié the Teaching Kit mostly used?
Subjects
Class * ~
Language Maths Social Studies Science
I
I
11
v ; F s
Vv :
. l i




ﬁoes the use of Teaching Kit help in making Teaching more effec-
tive? ' ' ' '

Yest No/ 7. Don’t know/ 7

(i) Please provide reasons for your answer

(ii) Suggestions for improvement

If you have attended Inservice Training Course/Workshop for the
Teaching Kit, answer the following questions (otherwise skip them).

’ ‘ (a) Do you consider such a course/workshop worthwhile?
Yesr——7 Nol 7 Undiceded 7

{(b) Please provide reasons for your answer.

(c) 'Suglgesti(')h for improvement




PART—I

Please read the followmg questlons carefully and indicate your res-
ponses by putting a */ " mark the box /~7  which represents your best
response. ,

1.  Have you recelved any in-service Teacher Training in the past two
' Years"

Yes/ 7  No[_—_

If you marked ‘Yes’, please rate each of the items under ‘A’ and if =~

" you marked ‘No’ rate items listed under ‘B’ by assigning them 5 to

1 points (5 represents the highest ratmg and ‘1’ the lowest)
‘A’

(1) Organization of the training

> (2) Quality of training

(3) Methods of Training

(4) Teaching Material used in the training

{5} Work of resource persons .

(6) Attitude of organisers

(7) Cooperation of organisers ]

(8) Use of training period |

(9) . Out-come of the training

(10) Improvement in your work as a result
of thxs/ these training(s)

B e L S P S — ST S
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{(11) Facilities provided during training

(12) Duration of training

o

(1)

Observations of your colleagues who
received training or atiended workshops
in last two years about the ‘raining/
workshop

Improvement in the work of the D.E.Os,
who received training or attend workshop

improvement in the schools in the

administrative areas of those D.E.Os, who|

received training or attended Educational
Workshop.

(4)

All D.E.Os..shouid receive such
trainings/or attend Educational
Workshops.
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QUESTIONNAIRE ‘D'
PARTII—C

Please read the following.items and indicate vour responses hv put-
ting a 'y " marlk in the column represeriting you best observations.

Please give your overall assessment of the performance of following
two groups of Primary Teachers in your District/Administrative Area:
and rate them for the following items by assigning 5 points to 1 to each

(5 representing the highest rating and 1 the lowest).

Primary Teacher Teachers who did
{ who received not receive Inservice
Inservice Training Training

¥

514/ 3/ 2/1,5/ 4/3!2/[1

(1} Relationship with Pupils

(2} Teaching Methods

(3) Knowledge of subject
" matter '

{4) Use of instructional
material (for teaching)

- {b) Preparétion' of teaching-
aids from locally avail-
able inexpensive materials

n
i
h



3.

Appendix b

INTERVIEW SCHEDULE FOR SENIOR ADMINISTRATORS

Assistance of UNICEF is normally secured for 1mprov1ng Primary
Education in Pakistan. Based on your experience has this coopera-
tion been:

(a) Particularly worthwile?

(b) Not so worthwile?

(¢) Failure?

What <pecial features made it worthwhile?
(Ask this question if response to Q No. 1lis(a)

What particular features detracted from success?
(Ask this question if response fo Q.N. 1 is (b)

What features contributed to the failure?
(Ask this question if response to Q.No. 1 is {(c)

_ How was this cooperation with UNICEF initiated in:

~(a) Curriculum Development.

(b) Teachers Orientation.
(¢) Production of Instructional Materlal Teachmg klt

- How was the cooperation developed‘?

(a) Between Government and UNICEF.
(b) Between UNICEF and Executing Agency.

What difficulties were encountered during the implementation
of the project in:

(a) Curriculum Development.
(b) Teachers Orientation.
(¢} Teaching kit.

Did UNICEF contribute to the planning and design.of the Project?

IF YES: (a) How was thlS contribution made"

(b) How could it have been made more effectwe”
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IF NOT: (a) Had UNICEF contribution been useful at the preliminary

10.

11.

12.

13,

stage? (Planning and Design) Please elaborate

' .(b) What, in your view, was the factor hindering UNICEF
contribution at that stage? Please elaborate. .

Were the methods of administering the cooperation between
UNICEF and Government successful?

(a) If no, were there any unusual reasons? Please name a few.
(b) If they could be improved, what would you suggest?

What-methods were adopted to implement the projects?

(a) Between Government and UNICEF.-
(b) Between UNICEF and Executing Agency.

Has non-implementétion or delays in implementation of UNICEF
Assistance affected any of the programmes in your jurisdiction,

(a) Identify the problems.
(b} Could you suggest remedies.please?

Did the Government and UNICEF foresee mechanism within the
project, in case of a change in the situation later? '

UNICEF is giving considerable inputs in Prim‘ary Education.
Suppose we want to develop self-sufficient structure in Primary
Education. With the present National Resources how would you

- achieve the objectives and targets of current National Education

Policy.
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" ACTIVITY

! After. studying this unit you are expected to be able to
: plan, summative evatuation studies and develop questionnaires
. and proformas for collection of data which is appropriate for-
; summative evaluation of an education project. At the end of
| this unit vou are required to take any of the education pro-
‘ . jects and prepare a plan for its evaluation alongwith the identi-
i fication of sources and the data required for evaluation. Pre-
l pare usable proformas and questionnaires for collection of
i data.

Please note that you may be requlred to present it at the group
tralmng workshop.
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-OBIECTIVES -

© After ha»'l:ng gone throogh thi-s unit, the students will be able to;

i

il

v,

V.

Vi

- Vi,

Under the history of thrésholds

. Understand the-'.threshold's that constrain projects |

Idcnfi fy the environment of the projects

Classify thresholds into different categories

Hi gh!_ighf the impact of thresholds on the projects

Apply- the “appraisal techniqucs- to the impact of
different typcs of thresholds. '

Know how the thresholds consideration ’is,

necessary while planning projects.
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THRESHOLD ANALYSIS OF THE PROJECT

I. Introduction

Thresholds are the constraints and the hm:tattons of tHe pro;ect and
the attributes of the project énvironment |mpose on the scope, magnitude
and complexity of a project. Thresho!d appraisal is concerned with the
ioentlf‘ cation of these constraints -ang with the evaluation of the chances of

_ success.

Threshold theory owes its origin to the work of Professor Mahsz of
Poland Malisz enunciated his theory round about 1963 in the context of the
urban physical plannmg process. The eva[uatlon of the threshold theory was
triggered off by the failure of the _physical planning system in Po!and 1o ‘make
la more - significant contribution to the determmatlon of poimes for _
_development durmg the period of post-war reconstrucuon ‘Need was felt for -
evolving an objective oriented and quantifiable planning methodology which
.Was capable 'o'r evaluating alternative schemes on l'explic'itly identjﬁabie
criterion. The i importance of economic implications of physical pfannmg was
the other lmportant stimulus for the evolutlon of the techmque A common
Ianguage and platform for inter disciplinary understanding with economists has
to be found out. Threshold analysis provided the framework for such a

forum

. In 1967 Korlowski and 1.T. Huges introduced this method in UK. It
was put to use in the preparation of the 'region'al_suo.\rey. They developed the
subject further and wrote a numbér of 'papers about the théow and. the
manner in which threshold analysis could contribute towards the |mprovement
of the urban planning process. Their work entitled 'Threshoid Anaiys;s was
eventually published in 1972. Slm:hrly Rosalmd Brown contributed a’
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chapter entitled ‘Towards the use of computers‘in threshold a_nétysis’ in the
book. ' _
A'ccbrdlng to Malisz, thresholds are not irrefnec_iiab!e disabilities but
- disabilicies, which can be overcome by incurring additional costs, called the
* threshold costs. He describes threshold anafysis as a “step by step process
--aiming towards the definition of thresholds and evaluation of costs necessary
for their overstepping”. In this sense it ]5 an aid to decision-making, an aid
particulaily useful in the ﬁeld of long term planning. It involves a comparison ’
and evaluation of the costs associated with variants of the 'spatial_ growth df a

settlement system.

- The steps involved in the analysis are delineation of the area toh be
surveyed the analysis of factors affecting town planmng, the tracing of
thresho1d lines, the sub d|v1ston of fand for main_ functions . wnthln the
successive physncal threshold areas, the calculatlon of the capac:ty of
|es1dentlal areas with successive threshoids calculation of the industrial areas
and the rough calculation of the capital mvestment costs necessary to. overstep

each threshold.

‘ Threshold analysis prowdes a pracﬂcal framework for the integration-
of partial results for three groups of analysis viz. natural features, pubhc utlhty
networks and commumcatlon systems and land use patterns. Its- aim is not to
“discuss how to limit the’ deveiopment process” but to ldentlfy the addmonal
costs which will have to be incurred in overcommg the !mmanons on growth
and to assess the aiternative approaches poss[ble ih this behalf

lntérnal consistency and external compati'bility are the; two/bz_asic
attributes of a viable project. If the proiecf obiecﬁives are not consistent with
the objectives of the project sponsoring system or if the ‘demands which the

pro;ect will make on the resources are beyond the’ capac1ty of the sponsors a
516
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situation of impésse is bound to arise. Every commemally or socio- -
economlcally viable pro;ect cannot be imp!emented by a sponsoring system of
any description. Sponsoring systems have certain limitations in term of the:r.
goals, structural capabilities and resources. .Even when a new organlzauon is
proposed to be established to implement a project, the limitation of thoseA
who promote the oreanisation and the attributes of the other systems with
which the project will have to co-exist get SUper imposed on the individuality
of the project implementing, eystem'. A tally has therefore to be made of the
. objectives of the project and theif consistency u)ith the limitations: of the
“project sponscring system has to be estab]ished. Similarly a tally has to be
made of the support which the project will abstract from its universe and the
.capabifities of _the universe to yield the requisite support have to be

determined.

A project does not merely exist in a universe. It derives its sustenance

from the universe. If the universe cannot sustain the projéct it will languish.

2. Project Appraisal o
~ Visualized as systems pro;ects partake of “all those characterlst[cs of
_ 'open systems. Prolects ale undertaken to make available resources which in .
their absence wpuld not have been available in the project universe. They
abstract resources; frérn resources from the universe in which they Asublsist. The
resources so abstracted aré initially utilized for building up the sub systems of
the pr0|ect and eventually as raw materials and other process inputs and

processing the throughputs in a cycllc operatlon of events.:

Projects are continually dependent on the import of energy and other
resources from the universe in which they subsist. Alnterfuptions in the smooth
flow of resodrces can cause entropy, a collapse into an irredeemable state_of

~ -
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dgisaster. The outputs genereted by projects provide the mechanism for
~ensuring 'uninterruptecl_ availability of inputs for the pr'oiect.'These outputs are
utilized as inputs by other sister systems which taken together with the project
constitute the proiect universe. The sister systems in their own turn genecate
and Tﬁ&ke available resources needed by the project for its sustenence .:md
survival. A 'proiect has a dynamic relatjonsﬁip’ with its environment, and its

sister systems. -

The changes in the attributés of the sister systems do not necessarily
“mean a collapse of the project. How relationship can grow. In fact equifinality
s one of the basic attributes of open systems. There are several ways of
reaching the same final state. There, however, s a limit upto wriich-proie_cr_s‘
-can m_o-dify theirr basic characteristics. Correc{ions 1o counteract deviatioos
from the chartered coufse are feasible but sudden changes in the environment .

can cause excessive strain and even collapse of the system.

Yet another way of looking at projects is to consider them to be socio- -
technical-ecoromic systems'. Projects utilize technology to execute individual
tasks. They are as such technical units. Projects use, limited resources’ to

achieve certain goals. They are as$ such economic units. -

Social processes are inherent charactenstlcs of work orgamzatlons

" Khandwala Ilsts differentiation and stratn‘icatlon of orgamzatlona[ members of
the' orgamzatlon, conflict, opinion form_ulatlon, non-formal control of
organizational members, deviant behavior and changes in at'titudes and norms
of orgamzattonal members as some of the important aspects of the social
process which take place in Ilvmg orgamzatlons. Projects bemg in the nature of
socml unlts partake of the atmbutes of the socml process in ample measure.
Projects use scientific and mechanical alds in processmg the projects

throughout.- These alds taken together comprlse the prolect technology
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Workflow- defines the way in_which the component activities in the project are

sequenced.

Tecl1no]ogy provi_des the means of achieving the subgoals of the
activities. Technology besides make available -fhe basis for developing human
relationships within the organization. It not dnly helps in the processing of
throughphi bu'tr also déﬁnes the nature and the characte‘ristics of “the
operations within the project. The type of tecnno[og)} used in a project has a
direct bearing on the quality of life and work environment, wh:ch a pro1ect

will offer to the project personnel

Considered as an economic unit, the main concern of a project is with
the optimization of resoufc,e effectiveness. A proiétt procures inputs from the
market. Its relationship at the input end with the market is that of a buyer.
Similarly the project eventually disposes of its output in the market. The
relationship with the market here is that of a selfer. The structure of the -
market imposes certain constraints upon the 'Iaiitude that the project has in
‘the fnatter of choices of resource mix and'in'tﬁe selection of the optimal

* combination of project inputs

3. Projects and their environment

Projects are functional, purposive and mechanicl‘il system. Each project
has specific obiectives which it seeks to achieve with 'thé help of an
mterconnected interrelated array of subsystems. There is.a dynamnc purpose
in the relatlonsh:p between the sub systems, which is ne1ther rigid, nor fixed in
" time. The parts of the sub systems. of a project act in unison to help in the
fulfi Iment of the desired role which the plO]ECt is expected to perform. The

system cannot function effectively in the absence of any part -or when any
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part becomes dysfunctlonal projects are a part and parcel of a wider world in
'Wthh they subsrst The expanse of this world is indeed very large bordermg
on almost the mf‘ nite. The perceptlon of the limits of the pr0|ect universe
dlffels from person to person, It is influenced to a great extent by what is of
interest to the person concerned at the relevant time. The impact which a
project. generates permeates through the entire universe. The npples caused at
the periphery are, however, much milder than those caused in the immediate ’
vicinity of the project. The relationship between a proiect and other suhsistipg
. systems in: the proiect universe depends on the nature of the project, its scope
ahd'irs magnitude on the one hand arid.or'r the attribUtes"of the outside

systems on the other hand. -

" Project environmer]t Is the sum totai of the attributes of 'rl‘.e myriad's
of systems with which the project has to co-exist durmg its effecuve life span.
It defines the charactenstrcs of the actual sltuation in which the project will
" have to subsist. “The project and the other co—exrstent systems taken together

form the project universe. the members of the universe are in a state of
dynamic. equitibrium each other- at any juncture of- tirne. A new project
disturbs this state of equilibrium and sends down ripples through the entiré'
universe. The outer parameters of the universe are unbounded The
_ interrelationships within the universe are therefore exrreme[y complex For a
worth while apprec:a_tlon of the project situation rational bounds have to be
placed on the ior:es of effective influence and the project judged in the light
of thé effect it will have on the sister systems fal[ing within the effective zone

* of consideration.

Hall defines envrronment as the set of all objects outside the system a
change in whose atiributes affects the system and- whose attrlbutes are
changed by the behavior of the system. This is a dynamic concepr of the
environment. A project, however, small or large has inevitably-an impact on

-, 520

»



its surrounding co-existing systems, it modifies their attributes. But the de.gree
of modification varies from' system to system -and atttibute to attribute
cnvironment is that set of attnbutes which the project is not in a position to
materlally change. It defnes the parameters of a particular project snuatlon
which.a project has to accept as fixed constraints. Enwronment does not
remain constant over eternity, but W|thm the ambit of the foreseeable future,
it has the semblance of _permanence and immutability. Enwronment is reality

“does not consnst of ob|ects or things but of their characterlstlcs

4. Classification of Thresholds

Thlesholds in the context of pro;ect appraisal have slightly different
connotation than they have in the context of town plannmg Maiisz
specifically and categorically states that thresholds are hot taboos, but are
hLi_rdIes v;lhich can be negotiated by expendi'ture of extra resources. Thresheid
analysis it,. according to Malisz, aimed at evaltlating diffe'ren_t wayt of
overcoming the thresholds and '_selecting' the optimal parameters ‘for the
development of a project. in contradistinction thresholds from the boint of
-view of project abprai;al are constraints which the attributes of the project
entrironment ah_d the limitations of the project sponsoring system impos_e-on
the scope, magnitude and complexity of a project. These constraints have to
be accepted as given at any juncture of time and the pr0|ect specnf‘ catlons

have to be ‘modified to conform to the dictates of these constraints.

’

el

Thresho!d appralsal identifies the project thresholds and judges the

b
Teastblhty of undertakmg the project in the face of these thresholds The
Ob]ECt[VE is to confirm the chances of success of a ve,qture after taking into

cons;deratton myriads of difficulties which the project will encounter during

its effective life span.
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‘ Project universe is in a constant state of flux. New systems are added -
to the universe dafrin and day out. Old systems also fade out of the universe
in an unendmg strean. " The addmon of new systems and the elimination of
exlsung systems disturb the ex&stmg state of equilibrium in the unlverse This
disturbance is eventually reflected in the. quanmatwe and qualitative
_dimension of of project thresholds. Prolect thresholds change with time. Their
propensity to change. is however not uniform. It varies from threshold to
threshoid Some of the thresholds are almost F xed in time, while as otherg
undergo changes even over short durations, of tlme The rate of change and
the nature of change follow a predictable course in the case of some of the
thr esholds while as the change is unpredlctable and sometimes even
- cataclysmic in the case of others. ‘Not only the magnltude but also the degree
of transience of project thresholds has a bearing on the chances of success of
a project. It constitutes whgt “Galbraith would cal! the “tyranny of

circumstance":

Koziowski and Hughes suggest a four-fold classification of thresholds in

the context of urbar development.

1. ‘Classification based on cost consequences of other -

Oversteppir_lg. '
2 Classification based on cause i.e., by the character of physical factors

imposing threshold limitations.

. 3. Classification based on the planmng level at Whlch thresholds have to
"~ be dealt with.

.4. - Classification based on specific significance.

They categonze threshotds, which offer unusual difficuities in
overstepplng them, as critical threshold. These thresholds are in the nature of

development constraints, which are crucial to the success of a project. The
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overstepping of critical threshold raises partict.llar difficuities for authorities
difficulties mainly but not only resulting from excessive high cost of threshold
overstepprng OVET’S[Eppmg of a critical threshold is generally beyond the

capab:h_ty of the level for which an analysis is carried out.

In the context of project appraisal non-critical thresholds have’ only a
margmal significance. Where costs can be ass:gned to the overstepping of a
.threshold implication of a threthold ceased to be absolute. The impact of the
threshold can be wsualtseds, quanu_f‘ led and eventually, integrated-in to the
cost calcuius of the project. Where, however, a threshold s critical, the-
quantification of cost of overstepping has only an academic significance. A
critical threshold imposes én absolute constraint and sets definite limits on the
feasibility pr'osrjects of a profect. [t is necessary to visualtse the nature and
purpose‘ of these constraints and to evaluate their impact on the project
+ situation. No threshold is absolute, nor can any threshold be said ‘to be
“immutable over infinity. What, however, is of significance is the current .
impact of the threshold on the prbject situétion Project thresholds are of
myriads of types. Br0adly hewever, thresholds can be divided into two

categorles

1 Environmental thresholds and
2. System thresholds

" Environmental thresholds
Envirohment of a system is what [ies c;utside the system about which
the system can do refatively Fittle. Accordmg to Churchman it consists of
things or people thal are fixed or given from. the systenis point of view. The
moment these things or people come within the purwew of the project and
the project is in a pos:tion to matermlly influence their attributes, they cease

to be part of the environment and become parts of the project itself. The line
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-of demarcation between what falls within the system..is very thin, The

. ALY . . 4
environment determines in part how the project will eventually perform.

Enwronmenta! thresholds are the sum total of the attrlbutes of other
systems with which projects will have to co-exist in the pro;ect universe,
Broadly speaking they can be categorized as under:

{a)  Physical thresholds
-(b)’ 'Techno-economic thresholds and

{é) Socio-political thresholds.

- Environment is the medium in which a proiect'is embedded and iﬁ
which it operates It consm_s of the attributes of thmgs, people and situations
outside the project entlty, which have a direct bearmg on the pro;ect scope
and. viabiiity. Projects have to derive sustenance from the.univérse in which
they subsist alongwith d large number of oiher systems. In their turn projects
contnbute additional resources to the stock of goods and services in the
univérse. Projects have to per form within the conStlalms nnposed on the
project situation the properues of the systems surroundings WhICh |mpmge on
their performance If the project universe does not have the capacity to
provide the inputs needed for the project or to absorb its outputs the project
will fail. The chal‘acterIStlcs of the project universe place a positive fimitation
on the scope, magnitude and‘ complexitf of pfoiects, which 'can be

undertaken at any particular juncture of time.

4.2 Physwgrapmcal thresholds

Physlographlcal thresholds in¢lude topographlcal features af the area
where a project is to be located, the climatic conditions of the area, the‘ ,
avaﬂablllty of portable water, the ploxlmlty of the location to the sea and .
mternauona! boundaries, and other features ansmg out of the natural-

characteristics of the area of operation ot the project. These charactensucs
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can generally be expressed in dualitative rather quantitative terms. The
relevance and crlucallty of vanous .physicai thresholds as of other types of
thresholds varies from project to project. Some of the thresholds are h|ghly
critical for certain types of projects i.e. climatic conditions for agrlcultural )
sector projects while some other are crlttcal for other types of pro;ects
Crltlcahty ranking apart cotrect appreciation of physiographical thresholds is

absolutely essential for project clearance.

4.3 Ecological thresholds ‘

Ecological thresholds have assumed importance In the recent years.
Proiects in general and indystrial projects in particular are accompanied by a
wliolesale disturbance of the ecological conditiops of their éreas of Impact.
Trees are cut, animal habitats are destroyed and water sources are polluted,
The delicate balance which nature maintains between life supportive and life
effective forces is disturbec_l generally in favor of the 'forces of -destruction.‘
. Thé ecological charac'teristicsd of the area of impact of a project have to be
carefully catalogued and the effect, which the project will have on, the natural -
features evaluated. Projects are L; ndertaken ultimately with ‘a view to impr_ove.
the quality of life of man. In case the disturbancé of the existing eQuiIibri'um
' of natural conditions ultimately leads to a deterioration of the quality of life,

the project is not worth being taken up

" 4.4 Techno-economic thresholds

Techno-economic thresholds are of three types:
1. Infrastructure thresholds

2. Input thresholds
3. Market threshél‘ds
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4.4.1 Infrastructure thresholds
The success or the failure ofé project depends to a considerable extent
on the availability of appropriate infrastructure support. The capabilities and
_ idiosyng:ras_ies of the infrastructure systems impose serious constraints on the
.Scope, size and complexity of projects, which can be un;:iertaken in a'givén
situation. “The limits ‘'upto which theYesources of available infrasr.n.lcture
systems can be stretched and appropriated by a _project -for its own use
‘ constitute the Infrastructure thresholds. Power supply systems are some of
the important systems which provide infrastructure suppor.t for a project.” The
quantity of power that can be drawn from the existing power supply system
. depends on the availabi.lity of spare generation éap_acity in .the sys;emé. It also
'depends on the feasibility of placiﬁg a conétréint upon the CutTent users of
- power. Development plans of power supply system have also a relévance to
the determination of the threshold limit. In case there is going to be a large-
scale expansion of installed capacity, there will certainly be more power

N

available, though some time._in the future,

What is true of the power sector Is also true of “other infrastructure

support systems. In a developing economy a number of dqvelpprﬁent—
 activities ‘are aifned at improving the levels of availability of infrastructure
support for new and exlstmg ventures,- The pattern of growth of avax!abfe
facilities, however, is ‘not uniform. lt keeps on changing, . most of the tlme for
the better. While identifying the physical or quant[mtwe dlme.ns;?)ns of
. infrastructure thresholds, the dynamic naturé of the availability has to
" improvement, there may by ,de‘terioration in the quality? and quantity of
infrastructure support ‘m’raiiablg for the future. If any- such trends are
discernible these have also to be brought into the field Qf re;koning for

threshold appraisal.



4.4.2 Input thresholds

Input thresholds define the uigger Ie\;e]s of availability-éf critical inputs
rof a ‘proiect, in quantitative as well as - qualitative terms. Resources are
- consumed at the activity level in a project. The resources requirements of a
project are therefore the sum total of the source requirement of tﬁe
constituent activities of the project. Activity time-resource profiles can be
compiled at the poiht of comme.ncement of the activit)r..The activity time-
resource profiles so developed can forni the basis of computation of calendar -
orfented resource requirements of a project. Matching of the aggregate
demand of a resource and thé availability thereof in the project universe is a
prereduisite for project clearance. A project can be sustained only if the rate
of input abstraction _gengr;ted by the project is mafcﬁed by the rate at which

the resource can be made available for the project. -

4.4.3 Market thresholds _

The Input-output: cycle of a project can be sustained only if the project

: is a‘ble to secure a sustained supg;ly' of inputs on the one Hand and is assured

. of a sustained demand for its outputs on the other hand The mere presence
of inputs or the existence of a felt need for the output of the pro1ect is hot
enough. Availabilities have to be converted into. assured supplies and felt
needs iﬁto effect demand. Market structures determine the constraints, which
will guide the supply of inputs to project and the off take of outputs of the
p.roiect. Markets provide a structured Iink-betweeﬁ the proiéct, its potential
suppliers of inputs and its patential customers. ‘ '

Projects have a two way ec'onoml:c relationship with 'the 'proiect
universe. dne as a purchaser of goods and services and the other as the -
supplier of goods and services. The dua[ity and -quantity of goods and services
pur'chased 'z;re noé generally the §3mg as those of goods and services supplied

by .the project. As a result the business environment which the project meets

il
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- al the input end is not necessarily the same as the one it meets at the output

end.

‘Market. thresholds are the operattona[ constrains placed om=the project
situation by the structure of the market in r.rh;ch a prolect has to operate,
Market structures are of several types and shades. Each of the market types
: necessitates the adoption of .a specific operational strategy. lnabllity of a
project to adapt its b;ﬁe'rations 0 the’constraims of the relevant market
: situatien can o'vn!yrlead to failures. The mere presence of any input or felt
ne‘_eii is no.guarantee that the requirements of the project \-vill be met. Market

- structure plays an effective if not a- decistve role in assuring continuity of

* supply of inputs and off take of outputs of a project. Market thresholds

identify the operational constraints that the project will have to face and

provide an important criterion against ‘which the viability of the project can be

~ tested.

4,5 Socio-political thresho{ds :

Socio-political thresholds fall into three main categories:

1. social threshdlds
2. Political-thre&holdsend

S Administrati#e thresliolds

4.5.1 Social thresholds

Social thresholds have their moorings in the value system of the '
society, which eventually hosts a project. The valuations held by people living
" in different countries differ widely from each other. Myrdal enumerates thee
. main reason_s,_which make it very difficult to identify, these valuations in the . s

LS

" devetoping countries. These are:
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l. ignorance of how people in different occupations, social and
economic strata and locations, reatly feel and the intensity and

tenacity of their feelings,

2. The- fluid, uncertain and biased character of the process by

which public policies are decided and

3. The immense heterogeneity of the actual vatuations of the
people.

Social thresholds do not include the political and economic goals of the
coﬁntry. They are either in the natre of inhibitions or in the nature of
obstacles. Inhibitions are the valuations held by members. of government and
by those participating in shaping and carrying out government policies, which
obstacles are the valuation held by the general public. Inhibitions account for
.hesitancy and half-heartedness on ‘[he part of outside agencies while dealing
with projects. Obstacles have amore direct purpose and have the same end

effect on project situations as physical thresholds.

Social thresholds are a part of the inherited culture of 2 society. They
are relatively static in nature. Traditional thresholds are ordinarily not
subordinate to rational ideals. They may have links with the national history,
religion, culture, language, tradition and so on. In developing countries the
linkage of social thresholds with historical past is very strong. People of these

-countries find a sense of national pride in identifying themsebves with their
inherited culture. Refigious beliefs also form the basis of a number of social
thresholds. = Attitudinal thresholds are yet another category of social
thresholds. These thresholds are based on “the’ fotality of beliefs and

valuations which cause behaviour to be what it is.”
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4.5.2 Political thresholds
In developing countries political thresholds are primarily linked

IH

with what Mydral calls the * modernization ideal. Modernization ideal
defines the socio-political goals of a nation. Each country has its own ideals
which differs in. details from the other countries. There are, however certain

common traits of development ideals.

Besides the wide spectrum threshold base or the modernization ideai,
specific thresholds linked with the policies of state are also a part of the
project scene. These policies may define the over-all socig-economic or socio-
political situation of the state .or lay down the broad parameters of sectoral
development guidelines. Industrial policy statements, import-export-policy
statements, foreign exchange policy statements, forest policy statements are
examples of sectoral state poii'cy guidelines. These statements prescribe certain

bounds, which cannot be transgressed in ordinary course of events.

‘ Secloral policies of the statement have an important bearing on the
chances of acceptability of a project in developing countries. A pfo]ect which
transgresses, ot which does not conform to the state support is an inescapable
ingredient of project inputs. Projects of any reasonable magnitude are
dependent on this support day in and day out., Sectoral thresholds have
therefore 10 be carefully identified and the impact, which these thresholds will

have on the project, has to be properly evaluated.

4.5.3 Administrative thresholds
Administrative thresholds arise out of the manner in which day to day
affairs of the state is conducted. They have their basis in the management

style of the civil service system, which 4s responsible for translating state
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policies into action. As a direct consequence of the acceptance of planning
and planned development as a national policy in most developmg countries,
the scope of administrative action has widened to a considerable extent. As
* the role of the state has widened, the area of operation of bureaucracy has

also widened,

Adminisfration acts through a series of agencies. Fach agency has its
own set_of rules, regulations and procedi, .-. These -1‘ulés and regulations
impose certain constraints on the type of activities which can be undertaken
and lay down the procedures for approving certain types of activities. The
constraints these rules and procedures impose have to be clearly visualized

while evaluating the chances of success of a venture.

As important as the formal rules and regulations is the administrative
style of the bureaucra.cy. There is no uniformity in the style of functioning of
the administrative machinery’s of the developing countries. The areas in
which the project entity will come into contact with public administration
have, therefore, to be identified in the case of each project and constraints,
which will have to be faced in the course of securing necessary adniinistrative
stpport, have to be visualized. Adminisui.ui_»e support is now accepted to be
one of the important inputs for the success of the development effort. The
role and style of functioning of the administration have therefore started
receiving close attention. But while this process of streamlining administrative.
styles is a foot the constraints of the impact the current practices will have on

project situations cannot be ignored.

4,6 System threshods
Systems thresholds are the Hmitation, which the capabilities of the
project sponsoring system place on the project situation. These are internal

canstraints, which are peculiar to a particular sponsoring system. Systemn
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thresholds are determined by the resource availabilities, the goals and
objectives and the persannef of the sponsoring system. Each organization has
its own s[ruc[rure,, its own framework, its own absorption potential for new
technologies and its own fund of physical, financial and manpower resources.
System thresholds define the qualitative and guantitative constraints which the
organizational pattern, R&D capabilities and the resource availability’s in an
existing system place on the scope of new projects which can’ be undertaken

without seriously damaging the performance of the mother system.
System thresholds fall in to three broad categories:

4.6.1 Organizational thresholds

Organizational thresholds are linked with the'goa[s and objectives of
the project sponsoring system, its framework and its structure. Project
sponsoring systemﬁ do not always undertake the implementation of project
ideas themselves. They help in and sponsor the establishment of  new
‘grganizations or management systeims for the undertaking of new tasks. These
.sponsored organizations have a somewhat greater ialifude in the matter of
framework and structure than the existing sponsoring systems, but in the
_ ultimate analysis the objectives and goals of the parent organization, its legal
stiucture and its hierarchical set up do clamp some yestrictions on the new

organization.

" There has to be a consistency between the goals and objectives of the
project and those of the sponsorinlg system. In case there is a conflict
obviously the sponsoring system will find it difficult to swstain its interest in
the project. The legal framework of the sponsoring system imposes certain
restriction on the type and extent of functions or activities, which it can
undertake. These restrictions have to be accepted as thresholds for new
undertakings, which the systems may sponsor. The organizational structure
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-assumes importance where the spoﬁsoring system purposes to undertake the
project by fwelf. Certain projects are amenable to hierarchical -sn'uctural
patterns while as certain other have of ne_cessity to have a line-and staff
pattern. There has to be a proper match between what will optimize.

effectiveness of the project and what the spensoring system can provide.

Structure defines the fevels of authority and responsibility in a system.
It has 3 direct bearing on the manner in which operations decisions will
eventually be taken. If the structure available is not suited to the type of
decision making that is required in a particular project situation the

effectiveness of the project will be seriously affected.

4.6.2 Technology thresholds

Technology has a divect bearing on the workflow or the way
programme and activities are sequenced. [t also shapes human
relationships within an organization. lis primary function is to help in
the transformation of inputs into outputs. lts secondary function is to
automate the process of conversion of inputs into outputs and
substitution of machinery for uman labour. Yet another purpose is to
‘standardize the output of an organization. As the level of sophistication
of technelogy increases more and more investment in  capital

2 equipment is needed.

Absorption  potential and R&D capabilities are the twe basic
technological thresholds. Absorption potential defines the scale type of
technology which can be assimilated and sustained by an organization, its
resom'ces and its persohnel taken together make it possible ‘for an organization
to undertake certain types of activities. Existing.organizations can improve
upen their current capabiliies only upto a certain extent. Even where

organizations are newly established current availabilities of personnel, material

533



resources and carital stock of the mother system which new organization can
appropriate to itsélf place a limitation on the Lype‘ of work that the
organization undertake. For ensuring success it is necessary to know the scope
of the work which can, in the ordinary course of events, be undertaken by an
organization and to assess the adequacy of available capabilities for meeting

the demands of the new project.

R&xD capabilities are part and parcel of a modern organization. Every
new venture requires modification of the current practices, usages, tasks and
technologies. The extent of modification needed however, differs from
project to project. The nature of R&D support, which a project will require,
has to be matched with the RatD capabilities, which the project sponsoring

system will be able to make available for the project.

4.6.3 Resource thresholds

Resource thresholds define the strength and capabilities of resource
© personnel, the capital stock, the materials stock and the financial resources,
which the project sponsoring system can make available for a project.
Organizational resources have to he distinguished from the resources of the.
economy. The availability of a particular resource in the project unjverse is no
guarantee of the availabilit'y of the resources for a particular project. There
are number of competing dgmands on the total resources and only a fraction
of the total availability can be expected to be mustered by the project
sponsoring system, which can in its own turn make a part of its own resources
available to the new project, excessive _demands placed on the resources of
the sponsoring system are bound to affect the performance of the mother

system as also the project.

The technological capabilities of the project sponsoring systen

determine the absorption of the system. A project involving utilization of
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technology which the sponsoring system c;an ‘not assimilate eithér by itself or
through a sponsored project management system fall obviously beyond the
pale of activities which the system should sponsor. There has to be a
consistency between the type of technology Which the project proposes to use
and the capability of the sponsoring system to sustain th_g technological effort

to successfully run the project.

Resources, which a project sponsoring system can make available at
. any juncture of time for a new project, are limited. There has to be a
consistency between resource requirements over time of a project and the
capability of the sponsoring system to vyield the needed resource in
quantitative as well as qualitative terms at the time the need arises.
Implementation of a new project places severe demands on the available
resources of a project sponsoring system. Inability of the system to provide
reséurce support to the new project even for short periods can have serious
consequences for the success of the new venture. It is necessary to carefully
.identify ‘the resources constraints that the capabilities of the project
sponsoring system will impose on the project situation and to evaluate the

chances of success of the project in the light of these constraints.

5. Methodology of threshold appraisal

The primary objective of threshold appraisal is to assess the feasibility
 prospects of a project in the light of the constraints imposed on the project
situation by the environment and system thresholds. The sequential steps to
be taken during the course of the exercise are:
1- impact analysis
2- " consistency ahalysis

3- compatibilities analysis
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5.1 Impact analysis

The impact of a project can be defined in terms of the séope and
magnitude of its operations. The scope of the project embraces all activities
which will take place at the project site, the auxiliary operations related to the
processiﬁg of the throughput, of site -activities both-on the input as well as on
the output end and ancillary activities like housing schemes, educational,
_ training and recreational activities. The impact of a project forms the basis of
its relationship with the environment as also with the project sponsoring
system. The effectiveness of the threshold analysis depends on the m'ann_er-
and thoroughness with.which the scope and magnitude of project operations
are visualized at the commencement of the appraisal exercise. A project
generates a multiplicity of effeéts both along the input as also along the
output ends. All these effects are important in their own place, some of
them, however, are more important than others. It is necessary 10 isofate the
critical effects of projects and to design the threshold analysis in such a

manner as to include all such effects in the zone of consideration.

5.2 Consistency analysis

The framewdrk, the structure, the technological and the resources
availabilities of the project sponsoring systems place certain constraints on the
scope, magnitude and complexity of project, which may be undertaken or
sponsored by the system. Sponsoring systems are not free to take up all and
sundry types of projects. Most of the time their charters of incorporation
place restrictions on the type of activities which the systems may engage in.
there has to be a consisfency between the broad obieéiives of the project

management system and those of the candidate project:
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The technological capabilities of the project spon;o_ring system
determine tl-!e absorption potential of the system. A project involving
utilization of technology which the sponsoring system can not assimilate either
by ftself or through a sponsored project management system fall obviously
beyond the pale of activities which the system should sponsor. There has to
be a consistency between the types of technology, which the project proposes
to use and the capability of the sponsoring system to sustain the technological
effort needed to successfully run the project.

Resource"s,_ which a project sponsoring sy8tem can make available at
any juncture of time for a new project, are limited, There has to be a
consistency -between resource requirements over time of a project and the
© capability of the sponsoring system to yield the needed resource in
quantitative as well ‘as new project places severe demands on the ‘available
resources of a project sponsoring system. Inab_ilit)f of the s'ystem to provide
resource support to the new project even short periods can have serious
consequences for the success of the new venture. The capabilities of the
project sponsoring system w:ll impose on the project situation and to gvaluate

“the chances of success of the project in the light of these constraints.

'5.3, Compatibility analysis

Environmental thresholds define the [limits upto which the existing
availability’s of physical, techno-economic and socio-political resources and
valuations of the project universe can be stretched in the interests of 3 new
venture. They represent the maxsmunlpnce Wthh society is prepared to pay
in order to be in posmon to ‘eventually partake of the bounty, which the
project will generate. Every new project is in the nature of an implant. It gives
rise to eddy throughout the universe. It deprives some of the existing systems
of their sources of inputs and burdens other sysioms with additional
responsibilities. It has an impact on income distributions, on sociai vawe
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systems, political poticies and even on administrative methods and

procedures.

Every project has its own spectrum of- impacts. Thresholds, which are
critical for one project, need not be critical for another project and vice versa.
. Critical thresholds have therefore to be identified _sepérately for each project.
Environmental thresholds prescribe the standards of conformity fbr a proiect'
based upbn the capabilities, ethos and value system of the project universe.

Proiécts in rorder to survive in a universe have to measure upto these
standards. Non-conforming projects give rise to hostile reaction‘and as such
do not have any chance of being sustained over long periods of time. Efforts
made to set up such proiecfs invariably lead to frustration. It is Eetter not to
invest time, energy and resouices in such projects right from the start rathér

than to face disillusionment and substantial and sustained loss at a fater stage.



SELF ASSESSMENT QUESTIONS

I

S

_O’\

What is threshold.? How are these different from the general

constramts

Describe how environments of the projects can enhance or retard

effectiveness of projects.

Explain n your own words what are the socio political
thresholds. ' ‘

State different types ot techno economic thresholdé._

Describe different methodologies of thresholds apprai_s_éll.

Do you think that avoiding thresholds in planning process will
resuit in uﬁsuccessfui .p.ro_jccts.

Describe a project that suffered from sacio-political thresholds.

" Could it have been avoided.
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