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FOREWORD

Those responsible for technical assistance operations are inevitably
faced with the problem of how properly to evaluate their programs. For
only through sound evaluation can they discover what actually has been
accomplished and determine future refinements.

Since technical assistance programs muat be adapted to and are
influenced by, the circumstances of the particular communities they
serve, they must take into account two important factors, One is that
a rigidly detailed plan of operations designed in advance to guide the
work may be insensitive to experience and opportunities which are only
uncovered as the program unfolds, The other is that the exigencies of the
local situation may induce an operation actually at varlence with the
goals the technician believes he is pursuing. '

To avoid these dangers it 18 necessary continuously to appraise
program effectiveness, The statement that follows is a brief presen-
tation of Near East Foundation's practices in this field, It is built
upon the organization's twenty-six years of experience in twelve Near
Eastern countries, Most of the programs have been in the field of rural
development, since it is the farm and village population that supports
the national economy and comprises nearly 85% of the area's inhabitants,

A 1though these criteria are oriented toward the rurel problem, in

principle they have been found applicable to many other types of ‘technical
assistance effort, While they are still far from perfect the Foundation

hes found them useful and effective in appraising its own work,

The approach followed in developing these criteria ls that of -
having the operator state his own program procedures and objectives
and then appreising his &fectiveness in attaining these goals. Other
forms of evaluation may use different methods but Near East Foundation
has found the one presented on the following pages quite useful for
most of its needs, We are happy to share this experience with others
who face similar responsibllities,

John 8, Badeau
President

February, 1957




NEAR EAST_OUNDATLON

SUGGESTED CRITERTA FOR EVALUATING CERTAIN
TYFES OF TECHUICAL ASSISTANCE PROGRAMS

The following cutline presents briefly suggested criteria for evaluating the

effectiveness of technical assistance programs of the type normally undertaken
by Near East Foundation,

I. Program Objectives as stated by the Operating figency
A, Long range objective

1, To raise the level of live in under~developed areas
through assisting the local govermnment and/or the
community to develop its own indigenous services for
social betterment

B, Immediate objectives

1. Through pilot projects (in specially designated fields)
conducted in cooperation with local government and
community agencles, to discover and demonstrate the

techniques effective in raising the living standards
of the ares by =

a, Improving the economic situation
(the agriculture in rural sections)

b, Reducing the incidence of disease through
elemental sanltatlon measures

¢ Ralsing the standard of home and family life
d, Reducing i1lliteracy (where this is a factor)
e, Meeting some of the cultural and leisure=time
needs through appropriate recreational activities
(reading rooms, community centers, youth clubs,
dramatics, slides or moving plctures, athletics etcy)
The extent to which the above goals are reached
serves as an indication of the effectiveness of
the type of services demonstrated
II, Procedures followed in attaining these objectives
A, Working cooperatively = helping people to help themselves
1. At the government level

a, Official invitatlon required from Government before
undertaking work in an area

b, Invitation supplemented by a memorandum of agreement
thus involving the local ministries and services on
an increasing scals and insuring maximum coopsration
from the beginning

—
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2, At the community level

a, Requiring maximum participation of laboer and supplles
in all home, farm and community activities

ITI, Procedures followed in attaining these objectives (continued)

B.

Ce

Conducting all major programs in the form of demonstrations
or pliot projects in restricted arcas

1. Within this area, instruction carried directly to the
people where they llve through appropriate forms of
extension—cducation

a4, Making available to the people baslc information
already at hand

b. Engaging in experimentation and research only when
the most basic information is elther lacking or
too unreliable for program purposes

2, The various elements gf¥ irprovenurtaddad one by one until
a fully rounded, comprehensive approach is attained

a8, The order of these steps is dictated primerily by the
conditions and needs to be found in the demonstration
area, Nevertheless, experience has shown that the
economle factor is basic and usually needs to be
included in the first steps of program constructicn,
while home improvement, which may be affected by the
religious heritage, can frequently be left until later

3. Onco the complete program is functioning all the forces of
improvement are focused simultaneously in & unified, co=
ordinated manner on the program of improvement within the
demonstration areca or areag

Normal evolution of most programs

1, The exploratory stage =~ during which the work is kept fluid
while the local situation is carefully studied and a
practical approach to the over-all problem is determined

2. The period of demonstratlons = during which the essential
features of a fully rounded program are gradually
incorporated, a methodology developed and leaders trained

3+ The period of integration - when chief emphasis is given
to the task of assisting in the development of appropriate
government agenclcs to become progressively able to assume
responsibilities for & national service in the particular
field or fields under considoration

It is impertant to keép in mind that there is no clear=

cut line of demarkation between each of the above stages

but rather twilight zones running throughout. The

beginnings of step threoe may in the fact be made during

the first stegc or even before that in the preliminary
 arrangements '
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Procedures followad in attaining these objectives {contimaed)

D.

During demonstration stage, training of loecal staff a major
activity in order to insure skilled field workers and capable
directors for the continuing work

1, TFor such training the technique of in-service or on-the=job

instruction has been found to bg most effective for retarded
areas

2, Selected products of such training after several years of
successful experience sent on for advanced education to
higher institutions of the country or %o America (for
not more than one year)

Questions by which theeffectiveness of program activities may be
evaluated

B

To what extent are the various forces of improvement focused on
the people within a restricted area and to what extent are these
forces scattered, thus negating a balanced or comprehensive
approach even though on paper this principle appears to be:
carried out

1. Example: Agricultural work in one place and sanitation
in another

To what extent is experimentation and/er research restricted to
the basic operational needs of the program

To what extent are demonstrations that are conducted located on
the farms or in the homes of the villagers themselves and made
an integral part of the extension program

To what extent do the local workers in the various appects of the
program {agricultural, sanitation, home welfare etc,) live among
the people they are attempting to serve

In dealing with people at the community and home level to what
axtent do the field workers appear to understand the philosophy
of starting where the people are and utilizing such resources
of labor, materials and supplies as they have

In carrying out the program activities is the local staff dependent
on motorlized transporiation to such an extent that the government
will have difficulty in finaneing such work when it 1s appllied on a
country wide basis

To what extent are the extension methods that are in process of
development not only effective but economical in cost of application

1, If the program is at such a stage that the methods are net yet
sufficiasly refined for countrywide applicatlon, is practicability
and economy of application obvliously an cbjective in the minds
of the American directors
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111, Questions by which the effectiveness of program activities may
be evaluated (continued)

H, To what extent are the services that are being demonstrated or
integrated designed anew as a' resuit of outslide or American
influence instead of revitallzing or redirscting or broadening
the objectives of traditional services; in other words,
proceeding with what is found at the government level very
much as 1s done at the field level

I, Where would the service that is being demonstrated or integrated
fall in tne followlng sléssification

l, Very largely a reproduction of the American system

2, Comparatively new structure designed by foreigners
(Americans) and supported by nationals who see in
this development new openings created, better salaries
for themselves or greater opportunities for professional
advancement

3¢ A revitalizing or redirection of traditional services
drawing upon certain modern features adapted from
American or European systems as a result of well=trained
and experienced nationals combining forees with well-
trained, experienced and objective hmericans

J, To what extent 1s the N,E.F, dollar supplemented and/or multiplied
within the demongtration area?

le If N,E,F, funds are supplemented to any considerable
degree (within the demonstration) does the organization
atill retain control ef the program?

a, Is the central government or the local community
financing the project to such an extent that N,E,F,
ought to relinquish more or all of the responsibility
for the activity?

K¢ What activities are undertaken outside of the demonstration area

1, In case of such outside activities who finances the project a
N.E.F, or local sources

2. To what extont are the American specislists used to
foster such expending influence through advice and
counsel

L, How much of the K.E,F, overseas budget (of a glven area) goes
into operations and how much into overhead?

1, Office, clerlecal staff, transpertation, etc.
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III. Questions by which the effectiveness of program activities may be
evaluated (continued)

M, Relative to programs which are said to be in the demonstration
stage, what point have these reached in their development

1, Have all elements of the program been added or are
certain features still lacking ~ if so, what

2, In the case of the various features that are inecluded
in the program, to what extent are they reaching all
corners of the demonatration ares

Ne In the case of projeets that are considered to be ready for
integration

1., To what extent is the program of a type that is likely to
be taken over and promoted by the govermment in the near
future

2. What measures are being taken to get the work incorporated
into the government system

3. What follow-up is provided or visuallzed in order to
protect the work through this delicate period of
transferring responsibility to government

4+ To what extent has the demonstration produced highly skilled
nationals to be begueathed to the country as capable directors
and field workers for the continuing programs

0, In the case of the Iran demonstration, what should be the role of
the foreign agency (Near East Foundation} if Iran should come into
possession of considerable sums from one source or another for
technical developments

(Assuming that the Foundation has the means to render whatever
service is indicated)

H, B, Allen
Director of Programs
February, 1957 Near East Foundation
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