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ABSTRACT

rAlthcugh thero is now a moreo widospread attempt to carry out
systematic, svaluation studics of development ﬁrogrammas and projects
by extornal agencias, the users of these studies continue to be the
elite management group of policy makers and planners and interna-
tiunai agencies. The leower levels of the development buresaucracy
in the district and in the block seldom Mave access to evaluation
reports, despite having their work studied for purposes of evalua-
tion by social science roscarchers and consultants. This papsr
argues for a wider use of svaluation efforts by the involvement of
programme implementors and fisld workers im the process of
(1)debating the nature and content of svaluation (2) using the feed-
back from cvaluation for further planning at ﬁheir leuels‘and
{3) initiating follow up action. An cxporiment of eliciting such
invalvement through an intensive two day workshop during the sva-
luation study of the National Adult Education Programme (NAEP) is #is-
cussad in the paper. g The reaction of the field workers to the
evaluation study and an exercise on action planning designed on the
basis of the study are déscribad. The paper concludes witH the
authors' observaticns on the experiment and a plea for &ess mecha-

nistic uses of cvaluation cof largo scale development programmes.
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Introduction

In the last decade or so, there has been a.great d=al of
emphasis on systematic and objective evaluation of development
programmes and projects. Governments and international agencies
have increasingly engouraged evaluation studies of programmes
thay have implemented or have funded. Alongside, numercous eva-

luation methodologies have alsoc emsrged.

Eualuaiicn studies of a larjye scala develepmzant programme is
bound to have multiple users with differing expectations.
Planners would expect lessons for designing new programmnes or
enlarging the existing one in the future. Those connected with
the programme at the policy making level wouid look for changes
~which can be made in it so as to improve affectiveness. Lower
down, stata lovel officials might bs concerned about actions thay
can take. These actions may rslate less to progfamme design and
more to implementation. Furthér down, at the district and block
level, the programms staff would bs looking for clues and cone
crete, opurational changes to improve the field ihplemantation of

the programme in its actual local setting. Of course, people at



all thesu levels from planninc to fisld implemantation, would
be concerned about the contont of svaluation sinco it would

.réfluct their performancs and style of functioning.

- If eveluation ;s to bz responsive ta many potontial
uscrs at different levels of declision making, then there is a
nead far special_affﬁrts to direct the findings of ahy cvalua~
tion study towards zll these lovels. It is cur feeling that by
and large, feedback of evaluction studics are dirocted only
towards the top management and hence are alitist. The studies
are earried out by external rossarchors and eonsultents at tho
behest oﬁ[izternational donor «gency, planners .er top manage -
‘munt of a programma. Whilc usors at tho top can doubtless put
the study to good use, negluct of the lower lgvels can dany a
potential dpportunity for fisld lasvel programme staff to.raflect

on their work, dabate the naturec and conteht of the avaluation

and effect changes in implamuntation.

This paper arguss for a less mcfhanistic and wider uge of
evaluation studies of devclopment programmes by directing the
feedback of such studies towards tho ficld workor. An BXpEri-
ment of providing such feedbacic through aninteznsive two day
workshop during an cvaluation study of the National Adult
Education Progremme (NAEP) is discussede The workshep offercd
the NAEP field workcr an opportunity te roact to the study,

identify problem areas and plan changes in his activities



within tha paramutsrs of thoe programmo and the context of the

logal setting.

Using Evaluation Studics

Th2 uss of evalustion wiil deopand upon its-objcctives.
It is gumerally intendod to assist decision making by Mclari-
fying deecision areas and in cstablishing criteria for judgomont
end standards for parformance“1.‘ There is & focus in ov=luation
on decision méking and follow up actions so as to improve tha
performance of the programme. The overall goal of evaluation
is an eventual improvement in progrzmme design, strategy or

implementation,

A mznagsrial vicw of evaluition is cvident in ths folloy=
ing statement of the Planning Commission's Working Group on

Evaluation in the Statcs:2

Sroadly spaaiking the objoctives of cvalwation at the

Centrc include purpesive assessment of prograss and

impact of a programmec, finding out arecas of sucﬁess'andi
failure at different stages of administration and Gxecution,
analysing the recasons for success or failure, examining

the extension methods and poople's reaction thereto, and

deriving lessons for improvement in the formulation and

e,

1 Bhola, HeS. Evaluating Functicnal Literacy. Hulton Educational
Publications.lU.5.A. 1979, PeZs -

2 Summary of the Recommendaticns of the Working group on Eva-
luation in the States, Appendix IV, in Progr ammo Evmluation
Organization - Structure, Functions and Activitics. Planning
Commission. Necw Delhi. 1979, PP «20=29,



implemontation of programmes. Evaluation in this scnse
is distinct and scparate from prograss analysis and
raview on the one hand, and inspection, checking and
scrutiny of schemes and wnrks an the other. Most often,
‘it means brobelm oricnted type or case studies of pro-
gramhé under implemantétion and schemes under axecution,
and should as such bo clcarly‘distinguisﬁed from large-

scale statistical surveys for estimation pPUrposes.

Tho need for such action-oricnted cvaluation was realized
in the NAEP. One of the programme documents specified that
fgystematic monitaring and svalustion ... should provide foede
back for introducing necesscry correctives from time to time"B.
More importantly, tharc was an understanding that "meonitoring
and evaluzation mechamisms should got built ot tho district and
project lcvels algo, for it is mainly there that ths fecdback
has to-belused for introduction of correctiues"d. In fact, as :nl
an éxtension of this principle, NAEP providod for external
evaluation by social scicnce rescarch institutions. The stue
dies wore commissioned by the central government. Tho
evaluation roport of the NAEP in a partieular State, submittod
by-a research institution, was usually discussad in a semipar
organised by the Statc. To some'extant, this was an attempt to
provide fecdback to the States on tho performance of tho.proe-

gramme in their aresa as seen by an cutsider,

3 National Adult Educé%ion Programmc -~ An Dutlins inp
Directorate of Adult Education. Training of Adult Educaw
tion Functionaries = A Handbook. New Delhi. 1978 Palda

4 Ibid, p.14.
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The efforts by the NAZP managfrs at the centre to sharo
the gvaluation studies with the Statse is to be welcomed. Pers=
haps therc arc few parzllcls ¢f this kind in othor developmantal
pregrammose Novertheless, cven in WAEP, the field staff ot the
district and -block level do not usuzlily have the opportunity
to revicw, dcebate and act on ihe evaluation studies done. In
fact, in the ccurse of our study, we hzvo often found fisld
staff complaining that they "do not know what happens to the
studies once thoy arg completed.™ They did nct have access
evon to ovaluation reports, lct alone thc cpportunity toc react
to the studies. For the fiocld worker, the changes brought
about in the programme following ‘an cvaluation study were ad
hoc and were communicated as directives from the top without
adeguate axplanztion. These expericnces sceemed to dampen tho
enthusiasm of the Fivld staff for participation in evaluation
by way of providing data and sharing vicuws and insights. In
these circumstances, the. very legitimacy of any cvalustion
study was doubtéd. It was being seen as yet another mechanical

activity dcne routinely by %somgonc at the top®.

| While ths inyciuement uf the fizld worker could legiti-
mize the study and enrich follow up action, there coculd alsc bae
prablemé in sliciting this involvemecnt. For instance, if the
evaluation study ¢learly showed that the programme implemznta-
tion was extremely poor and this was largely due tu the fiecld

staff, then some "tough" docisions may have to bs taken by tho



_management in order to correct the situcticne. The situation
then warrants drastic follow up mzanagement action tc tono up
the programme rathzr than dissemination of the findings of the
evaluation study. Thercceould be a slightly different éituation
whore hostility and defensivonoss cf the fiold staff tuwar&s
eualuatiun may point to a dolibsrete ducision of the managemant
to avoid diroet foedback in order tc keop away from acrimcnious
debates. Even in this situnticn, foodback of some kind will

be sxpected by the field porsonnel. The point is that irros-
pectiQe_of the purpose of an evalustion study, the uiiy Pro~
cﬁéa of gathéring data triggors zn intereset in the analysis cf
the data and tﬁe inferencus on the part of the people who are
studied or whoﬁe activities aru reviewed. Inadequate responsc
te this interest can unfavourably affrct the very purpose of

ovaluation, thet is follow up action.

The Experiment

An experiment in the form of a feedbzck workshop to
generate more intensive invclvement of ficld staff in tho NAEP
was tried out during the fourth appraisal of the programmo in .
Rajasthan in 1982-83. Tho evaluation study was carricd out by
a faculty team of the Indian Institutc of Management,Ahmedabad?
The Institute's invclvement with the NAEP dates back tc 1978.

The first two appraisals6 raﬁiewed the functicning cf projocts

5 The authors of this paper worec mombers of the study toam,

6 T.Ve Rao, Anil Bhatt and TeP. Rama Ras. Adult Education and
Secial Changes Manchar, Dolhi. 1980,
D«Me Postonjee, S.N. Laharia and Deopti Dixit. MAEP in
Rajasthan - Second Appraisal. PSG Moncgraph 20. IIM Ahmodabad.
1980



of voluntsry agencies in Rojasthan. Tha third appr:isa17
studiod tho Impgactz of the pregramme through an indepth etudy
af two districts. The fourth appraisal8 feeussed on tho theme
¢f prujoct managoment bascd con tho expericnhces of ths cerlior
appraisals and cbservatiuns made in the reports rogarding
managemcnt stratogics and systems used in implementing tha

programme «

Data for the fourth appraisal were gathered from twe
adult oducction projocts in Ajmer and Oungarpur districts. We
found considerablo potentisl among the pursonnel at thp [T Om
Juct and suporvisory levels in tho districts studicd. In our -
opinion, the relations between the project perscnnel and_
ourstlves changed from one ¢f a cautious ang differential
attitude in the beoginning (Octobor 1982) to é rogpectful and
collaborative che by the time the astudy was cempleted
" {March 1983). There was & groat cdeal cf professicnal intercst
in the study by March. Given the intercst and cooperation in
the twc projects of Ajmer and Dumgorpur, the study team fglt
that therc was = peod opportunity to move boyond diagnosis to
actual changes in Gperational planning and implaomentzticn. Since
any change in - " project operations wculd requirs

tho approval and support of thu State Dircctorato, we felt

7 Re Harihar and T.Vs Rac. sdult Educaticn in Rajasthan - Third
Appraisale. P5G Monograph 45 and 46. IIM Ahmodsbad. 1982,

8 Ashck Subramenian, Inderiit Khannz, Anil Bhatt snd Anil
- 8ingh. Managing an #Adult Education Project. PSE Monograph 51.
-1IM Ahmedabacd. 1983, o



that hambers frem the diroctorate should alsc be involvod in
the project lavel ciscussion.on the eveluation reports Accorde
ingly, a 2-day warkshop was crganiscd jointly by the
birebforate <f Adult Educaticn, Govornmont of Ra jasthan, Jazipur
and the Indian Institute of Management dhmodabad's Adult Educae

ticn Cell.

Before describing the workshep, brief refersnces to the
NAEP and itsurganization and ths fourth appraisal may ba in

ordor,

"The National Acdult Education Programme was started in
1978 with tho objective of making 100 million adults Litorate
in about fivo years. Tha pregramme has three ma jor componohtss
The development of literacy skillsj tha fcrmation of Ffunctional
skills and the stimulation ¢f awarencss of rights and rcspon-
sibilities. It is implumuntod through the directorates of )
adu™ -l.~%ticn in vericus states, through ucluntary.agonqios;i
Onihorsitiosﬂand;Nabru Yuvak Kencrass. Fige1 shows the organi-

zation structure of tho programme.
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Assistant Projsct Officer

SuPéruisL”b

Instructert

Organization Strycture of NAEP

Fig. 1

a A project has 100-300 adult sducation centres.

b A supervisGry sector covers 30 centres.

c’ The adult education centre in 2 village is the basic village
level unit in the programme. An instructor chosen from the
village manages the cantre. It is kept opon for two hours a
day for six days a week for a total period of ten months.



The project in NAEP uas cohceiued of as aﬁ adtononous t.i.t
unit in kesping #ﬂth tha "NAEQ}S stress in flexitle, cdiversifiad
and relsvant programmea"9 so that local conditions inm an area can
determine the "locale, content, material and methods of ths
programme"1u. While the cenerzl goals of the NAEP ars expree~
ssed in terms of literacy, Fun:tionality and avarensas, it
is the responsibility of the project managemsnt Bo find ways
of translating thasé guals into appropriate projéct activities,
Specific measure for programme implementation and monitoring
have. to be warked cut by ths project personnel.

It was T&lt that the crucial field unit of a projoct

in the Fourth Appraisal
deserved a closer leook/in order to ses if its managemsnt in
terms of implementation of the MAEP can bs made more cffactive.

" and nu=

Working within a given budget, a recaiued strusture
merolds giidelinas, the projoet manzger has to devise moasures

by which the adult sducation centres under his charge function
satisfacteorily. He_utilisea & variety of stratcgies and systems
to ensure their satisfactory performance. The main purpose of
the fourth appraisal was to review projeect level strategies and

systems in NAER. Obscrvations and sugoostions for change werse

made on the basis of this revisu.

9 Directorate of Adult Educatian, Training of Adult Education
"~ Functionaries - A& handbook. New Delhie. 1978, pe26.

10 ipid.

11 Choice of orgenization structure and the project outlay arc
items which the project managsr can do littls about. They
are fixed by the cantrzl or stete governmonts.
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On tho basis of our umderstanding of a projeet and find-
ings of the sarlier studies, four critical elements of a project
wara identificds Thoy weros (1) Administrative systoms (2) Pere
sonnel development (3)‘1n£er~dapartmcntal linkages for functional
and developmont efforts'and {4) Community participation.

Figure 2 pressnts these diagrammatically,

Programms Planning and Implemene
tation in relation tog

Administrative arrangements

and systoms :

Programme N —3 | Programma ef-
design Personnel Devalopment fectiveness

Links with developmsnt
programmas

Community participasion

itical Elements in Proijcct Management

Our vicw was that the efficacy of administrative arrango=
ments and systems, personnel development process,. links wiwh de-~
velopment programmes and process of community partioipation
significantly influence programme cffcctivenoss. There could
be othar factars that have a begring on the offcctivehess cef an

adult education programme. Thc study, howevar, concentra tod on
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four significant factors mentionod most frequently in other
-gvaluation studies of NAEP., The failure of systoms for dis-—
tribution of supplics and salarises chd systoms of human ru-
scurcesdovclopment haue bzen repcatedly reforred to in =zarlicr
reports., That NAEP was fast becoming only a literacy progranme
was a lament of several ohservers. Hence our focus on the
functionality component and MAEP's links with other develop-

ment programmea. The setrangement of tho progrémme from tho
community has also been criticised. It was thsrefore our

fesling that the project=community interface needed more specific

attention.

Twoe distrigts, Ajmer and Dungarpur were chosen for the
study. They were more and less educationally developed roespe-
ctivelys It was not our intention to compare the projects in
the two districts. Rather, the rationale for sclection was that
the chosan projocts should have diffcrent socttings and serve
different typess of adult population. Thuws Ajmer had a mix of
commurtities, was relatively more uréénised and esconomically mora
developed., Dungarpur on the othcr hand, was largely rural with a
predominant tribal population. A large number of projocts could
~ have bezn included in tho study. Howover, sipoe our intantion
was primarily to raise guestions for project management in

general in NAEP, wo docided to opt for an intensive study of

two projects.
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The Workshop Eggeriance

The objoctive of the workshep was to (1) invite the
fielﬁ workers! critique of the evaluation (2) provido an
opportunity for the field werkers to uss the stucy for planning
futurc work (3) identify chanqus that would be required in the

admninistrative structure and systoms to suppcit such plans.

Accordingly, the workshop had two ma jor parts:
(1) Discussion on the cvaluation study (fourth appraisal)
findings ands (2) An action planning exercise by the participants
on the basis of the evaluation. The morning of the first day
was spent in feodback on the fourth appraisal followed by
clarificetions and critique by the ficld staff., An sxercise on
planning was initiated in the aftornoon’of the first days The
outcoma of this exercise was prescnted and discusssd on the second
day. Some sample praschtations wera faken up for in depth
analysis and critigue. Somc preliminary thoughts on the mana=
gemant of an adult eduﬁation centrc were also reviewed by the
group on the second day. Ths.werkshop ended with a distuseion

on follow up and an evaluation of the two dayse.

The following participants attended. the workshops
2 project officers; 2 assistant project officersj 15 supervi-
sorsy a senior official from a district education officcs tha
director of thes state adult sducation programme; a deputy

director and two assistant directors from the state dirsctorate;
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three faculty ﬁemburs from the Ingian Institutc of Managemsnt,
Ahmedabad who had cerried out the fourth appraisal study and

a rcéearch zesistant who had helrod the study toeme Four
instructors from four villagcs in Ajmer ond Dungarpur districts
wers alsﬁ invited to kcep the discussicn grounded in tho viliago

realities. The workshop was conductad in Hindi, ths language

commznly undorstood by all.

To begin with, the findings of the evaluaticn study on
sach of tho four critical slements were prusented by us to the
group, along with suggastions for change. & summary cf these

findings and suggestions is praesentec belows

le Administrative arrangemcnts and Systems

1e It takes a long time to 11l vacancios in the project.
Officiating psrsonnol cannct got tota-ly invclved in the project
due tc sther respensibilitiess Delays relating to appzintments

should be curtailed.

2 Even whare personnel have beenh working for two or more
yoars, they are not formally “sclicted™. This is a dumotivas
tor. Immediate action for the appeointment cf fullflzdoed

supervisors in Dungarpur is necossary.

3. The special allowance given to supervisors shculd be

axtended to theose whe have reachcd the maximum of thoir grado.
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4. It is advisable to dosignate Assistant Projuct Officcrs
(APOs) alsc as gazotted cfficers. This will bu particularly

helpful tc those APOs who zre in indopendent charge of projects.

5, There is apprehunsicn that the.axparienca of supervisors
and PO/APD in NAEP will not be ccnsidered ralsvant for purposcs
of promotion within their parent aducati;n department, Their
exparionce should be counted 2s relsvant administrative oxpoe

rionce.

6o Agricultural extension officers have access tu separate
budget and can get pricrity for obtaining a vehicle loan. The

same fzeility should be ewtonded to supervisors alsc,

7 The remunzration of wvoricus Qillage level fungticonaries
under ‘various government schomes saems to be difforent for tho
~same kind of tasks. Central znd stdte governments should review

the remuncration of these functicparizs in a unificd perspectivo.

B, Dulays in payment of honcrorium to instructors is a de=-
motivating Factdr. There have been changus and considerablc
improvement in the two projects during tho study, but scope for
mcdification of payment proceduros coxists. Some spocific suggosse

tions have becn made in this ronardes

N Karosene oil distribution to the village instructors for

use in thc centre necds to be stroamlined. A full term raticn
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card or pcrmit for cach adult cducaticn centrc and links with
the ncarest rotail outlet could help. Rule 232 of the General
Financial and Accounts Rules may bo amcnded so that under tho
head "Educationﬁ, adult education project zutherities can be
given the powsr to draw Abstract Contingeney Bills fur purchase

of korcsenc oil,

10, The item of travel in tho projoct budget is grossly
understated. A more realistic budget should be docided for

the projocts.

11, An appropriate amount of contingency or imprest fund

should be made available toc cach PO andg SUParvisor.

2e Personnel developmont

1e Due to the importance of the scleection pruecess and the
potontial role of local pclitics in employing instructors, it
is necessary to_ﬁommuni;ate the minimum requiremonts for the
adult oducation instructor to tho zilla parishade The parishad,

in turn, can convey the information to panchayat samitis and

panchayats.

2 It is not nocessary to insist on a set procoduro for
recruitment of instructors for all prcjocts since the projects
can use the flexibility available depending on the social and

political onvironment of the local district, bleek and village.
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3 Sincz the composition of the instructor group varies
ccnsidefably in terms of :ge, qualificaticn andg computenc;, it
is nocessary toc ust differential stratogics for training and
dévcloping instructors. o swlective cpproach in training, =
monitering and follow up with amphesis on the weaker instruce

tors is cssential if azvailaeble time of urcject perscnnel is to

be used judiciomsly.

£. The same differential and selective approach is warrantod
even in relation tc supcorvisorse Their capabilities alsc vary

and PO/iP0 would do well to taks the veristions inte accuunt.

da Initial training for instructors or appointment is very
criticals. 1In order not toc miss this, tho prajact-budgut must
explicitly provide for the initial training programme. Thus a
programme oriented rather than an administrative budget is tc
ba ﬁade for every project, which can then be menitorod by the

Directcrate,

5a Timo must be previded for programme related discussion for
(i) instructors, collectively with the suporvisor and for
(ii) supervisors, collectively with PO/APD. Currently, dis-

cussion on administrative matters dominate meatings.

6e A prcject level nessletter would bc a useful means of

dissominating information and sharing cxperiencas
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7 Suitable rucogniticon for instructers =ng sSUpurviscrs
1s necessary. State and district levsl special awasrds for

adult educetion in thw form of curtificatos and cash awards

are indicatod.

3« Links with dovelopmont LT OQrammas

Te The prescnt ao hoe and personaiised process of links with
develepment progrommes must be mado moro systomatic and more

institutionalised,

2 The broad goals of functionality shoulc be translated
into spucific, realistic and concrote activities which the

nzeds of the adult educaticn centre, strangths of the varicus

developimont dopartmonte and of tho NAEF will permit.

3 ~ selective approach which foeussza on cne or twe 2ctie
vitios in z cluster of &4tls during the 10 month ssssicn would

be more productive than seatterod attampts at many zctivitios,

4, Tho fow activitics for which links with devolopnent

pregrammes aro scught could be cvolved’ (i) from the luarners

through the instructers ond supcrvisors (ii) frem ~iscussicns
l.:

with dovolopmunt departments in line with their pricritiocs

and (iii) mobilising learn.rs as PLOSSUTC Groupse.

5. Participatcry planning excrcises sterting with loarncrs

and instructors would bs usaful. Accordingly, a six stop
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planning oxurcisz v building links with devclopmant progrem-
mes ang fulfilling concrots functichality cobjcctives is
.suonBsted.

G The rirscior of the SRUA rtathor then the Gelluctor could

be asscciatad with the prugrzamms at tho digtrict lowel,

T Links with the block lsvcl officiels =po wery works Tho
PO/APU and supcrvisors sheuld activote zasocisticn with Block
lovel porscnnel. Suporvisors con also attond panchoyvat samitid

meotings whenover adult oducaticn is cdiscussods

4y Dommunity porticvipation

Te Cuncrete plans for community participation will bave to
bs worked cut sectorally. wask ~ECs which nead the suppoert cof
the community cen bs seloctively cheoson for special attention

in such planse

Za n sector wise and roject wise budgat For community
participaticon rolated zcbtivitives would eompel projoet porscnnel

to avelve thoso activitics. R

3a Fermalisaticn of villago or zontro lewvel litoracy
caommittcoe, mestings and thoir activities cculd bo holpful

in focussing attention =n this imporiant aspeet of NAkP.



4. Knowledge and skills for undsrstanding the nature
of community participation and the scope and limitations for

tha centres in gesnerating and managing such participatiocn

should be a part of instructor, supervisor and PO treining.

5. Interchange of ideas between commJnities and AtCs

will help in gaining greater community support for WAL

6 Interior villagss with less 1nf£astructural facilie-
ties, homogeneous and sccio-economically middle order commu-
nitiee seem to demonstrate affective community participation
'in the programme. Procject personnel can build on this base
in.the various sectors and give this observation due

consideration in planning.

Discussion on the Evaluation Study Findings

The observations and recommendations made by us in the
workshop with reference to the two projzcts in Ajmer and
Dungarpur and NAER in general, were discussed. Hfeactions

and comments were invited from the participantses

Thers was gencral agreemsnt with the findings. The
following points regarding specific issues were raised by

the project persénnel:

1o There is inadequate staff in the project office.
Absence due to leave of the office staff further delayed

administrative matters.

20
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2 The reporp'stressas regularity'of monthly payment
of remuncration to instructors. What is important herc is
regularity cf payment, aver if it is preoperly arranged onco

in avery two months.

3 The study tuam may uc more optimistic than project
cfficials regarding the attituds of tho treasury. Even’
bills submitted in promer fashion ara delayed in tho various

sections of the treasury.

4 The suggestions rejarding kerosenc oll supply are
useful. However, this should not convey the messags that
projoact personnel can be pzssive. Theru is scarcity of
kerosena. Whean available, in the districtyNAEF uguadly has no
priority. Therefore, in addition to having an appropriato
system of distribution, a great deal cof effort at the project
level may be necassary in following up with the district

supplies officials.

S Instructors and supervisors incur travel axpensss in
conhzction with the receipt of kerosene oil supply. This

should be roimbursede.

Ee Some of the administrative decisions should be taken
soone. Ffor instancé; tha mattsr of formal selection of the
supervisors of Durgarpur must be settled quickly. In.this
connection, it may be worthwhila to lock at implemontation

of recommendations of appraisal studies in NAEP. Reports
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have been prasented sincs 1978, There are doubts whether
prompt follow up action is being takem con the numerous sug=

gesticns and recommandations.

T It is nacessary to organisc @ mare efficient systém
of pfocuring arddistributing matorialse At the same time,
attenticn muct be given to the quality of matcrial also. This
ig a problem with regard toc items iikc slate, pancil etc.

Moreover, the tendering procedure takes a long timo.

B There is a necd for o range of incentives for gued
instructors and learners. Rewards offered now 2re ad hoc and

dependent on wsach project.

g, The training preogrammes for supervisors should includa

imputs on how lccal skills and material can be deovelopsd,

10. There is a greater nesd to work for female literacy,

but women instructors are not easy to find.

11. Devalopment progrommes similar to NAEP run by volun-
tary and governmental agencivs in the same area as the project
pay 2 much higher remuneration to instructor level personncls.

This leads to comparison and demotiuatioﬁ for NAEP instructors.

12 Links with development programmes must be improvads
But it is very difficult task. Ameng the programmes, Training
for Rural Youth in Self Emplcyment (TRYSEM, is attractive for

learners and instructors.



23

13, Sports cguipment and musical instruments distributod
tu the zcdult oducation cantre will contribute greoatly to
maling it a sccial contrs. If rescurces pormit, more of those

itoms should be made available to tho contres. Improvemcnt

of facilitios a& the centre shoil 8§ plenned. Howcvor, some
of the participants were vehemently cpposed to too many
physical facilities and inputs at the contre. Thoy felt that
maintenance would be a major problem. In their opinion, admie
nistrative headaches to keep track of the facilities preovidad

would be overwhelming.

The village level instructors present in the workshop
desired that their monthly remuneration be paid regularly. They
also wished to be reimbursed for the cut=ofepocket expenses
they incurred while travelling to obtain kerosene oil or
assist in adult cducation activitiss at Fairs and exhibitions.
They found their crientation training useful and felt it was
an important part of the programme. They found it extremely »
difficult. to obtain kercsens oil on their cwn since prices

varied greatly in the villags.

Exsrcise on Project Planning based on_the Evaluation

In the afternoon of the first day of tha workshep,
the group started on-an exercise on project planning. We
felt that the reports presented in the morning and the

discussion cn the svaluation study could be used as an
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input into a cchereto, experimontal effort in project planning
by the participants, This effort would-bu useful, uvspecially
since project planning and implemontation strategy of NAER

has not fecoiued'as much ationtion as had the function of moni-

toring and evaluation.

The participants were cach assigned one of the four elo-
ments discussed in the mcrning: administrative arrangements and
systems; personnel developmenti links with develaopment pro=
grammes and community participation. Every participant was
to attempt a tontative plan in his area of operations for the
Q}ement assigned to him. He would keep the following factors
in mind while formulating a plans

~ Assessmant of needs of learners and preoblems in the

areag

= QOutlining desired activitiesg

~ Assessment of resources available/necessarys

= Identifying training nceds.

In this exercise, ths feasibility of implementation,
given the strengths and weaknesscs of the project as well as

of other agenciss, would be considorede

Having worked on an individual plan, the participants

discussed it in a small group of 6«7 mambers who had mads their



plans in rclation to ths sameielement. Thus four groups

discussed individual plans teleting to the four clemuntse

Clarificatiuns were scught and changes incorporated in the

individual plans.

A voluntser from cach group presented his plan in a

planary session the next day. Summary reports are prosented

belows:

ADMINISTRATIVE SYSTEMS

A{the volunteer concontrated on supplies and salary dis-

tribution)

1 SUEEliuss (i) Start purchase of material nceded as
soon as budget funds are released; Since thers is often a
delay in release of dunds, purchasc can be planned for the
succeeding rather tman the current year. (ii) Reach mate-
rials to supervisory sector at locast a wock prior to start
of AECs. (iii) Arrange to ropqir/replaca damaged lanterns
at the beginning of tho session. (iv) Work ocut a method by
which supervisors cnsure availability and uss of matﬁrial

at the AEC.

2. Salarigss (i) Expcriment with alternative systems for
distribution of instructor remuneration so that the

instructors receive timely payments
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PERSONNEL DEVELOPMENT

‘Ce

(The vuluntscr focussed cn training and had worked cut an
@laborate design of thc training programme, A& vory bricf

summary is prescnted hore).

Tha instructors are to oo given 21 days training during

the yesars this can be divided into 3 stages.

stage 1¢ Pre-sessicn, orientation training introducing

instructors to NAEP (7 days).

Stage_2: Evaluation of uxpericnce with the adult education
centre after 3 months. Difficulties and problems can be

discussed (6 days)e

Stage 33 Tailored to mzst instructor and centre needs.
Sclving recurring problems. Oiscussing methods to carry
out programme evaluaticn, To be organized in the eighth:
month for 8 dayse

There will bg a cnﬁ day mcnthly follow up mesting in each
supervisory sector. Supervisor's visits to the contre and
community view of centre can alsc be incorporated in the

follow up.

LINKS WiTH DEVELOPMENT ARCGRAMMES

(A vclunteer presented his plans for a set of centres)

1. Considering the nccd of the area, plantation of troos

and caring for them till their maturity will be the ma jor

activity. A survey will be undertaken after a ysar to »



D

27

assess the succoss cf plantation activity. The village
dovelopment committes which graw cut of the adult educa=

tion committes will be responsible,

This will be implzmunted in two villagos to stert with

in the minths of July =nd August.

2¢ Action against mzlaria is critical. DOue to water
logaging, insidence of malaric is high in the arcas. Thres
toe four affected centros will discuss the problem and inie

tiateg acticn for prevention znd cure.

Blood test for malaria detection and medicings arc to bae
obtained through health workors. Local teachers and others
will be invelved in centres for preventive education. July

to October is the usual periced of trouble.

3. Depanding on availability cf time and district levsel
resources, & small group of lzarners and instructors will

be selected for participation in the TRYSEM programmes

LINKS WITH COMMUNITY

1+ Form adult education commitise at village lcvel, Can
have 10 members with instructor as secretary. Abtocut 6
meetings tc be held during the 10 month session. Experi-
ment in 4 uiliages initially with ccoperation from the

community.



20

2. Form separate womun's committes. This will focus on
matornal and child health and fanily wolfare. Can mect

vnce every two months .r s0,.

3« Make special efforts to organize acdult group to listen
tc the radic programme "Khula Akash" meant for rural adults,
the

This will reguire a transistor iné&illaga that du rmut have

tne to spars.

Comments on the preosontations An Illustration

The participants discussed the plans presented by various
individuals. Each of the pilzns was critigued. « sample of the
discussion on the second presentation on FPersonnol Dovelop-

ment (Training) is given bolow.

The presentation cg#scribed a 3 stags model of training
instructcrs. The group was of thc opinion that it would be
difficult to motivatc instructors to participate in a 7=8 days'
training programme as suggesteds. The compensatien provided by
the programme to ths instructors was nét adequate. It was pointed
out that the plan was laudal.la but résources required were not
ccnsidered. I all the stageg of the trainming programme and
the follow up are éomplctag saﬁisfactorily, there may.not be

much budgeted resources left Far'many other activities.

In a more positive voin, the group then “swuarchad®
for an acceptable plan. It was felt that the initial instructor

training programmz for sevenh cays was highly gogirable,
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There was a suggesticn that “aldd instructors iee
instructors from tﬁu prav.ous scesions nocd mot bo orought
into this programmc. It ceuld bo uxclusively organizod Fer
thu ﬁcwly recruited instructorse The savings could Lo usad
for Stage 2 training. Howaver, thuro was a sugoesticon thet
some of £ho older instructors could tezch the NSWOT CRLS, SOMQes
times more offcetively anc henca should participate cven in

thu initial training.

There was also a2 discussicn on the peint that instead
of the 6=day programme after 3 munths, there could ba 2 well
organized menthly mocting at the sup.irviscry secter lovel. At
prosent, the monthly mecting was largely administrative and
did nct deal with the programmes  S5c¢ it could ba strangthened,

by making it into an cducational get=togethor.

Similarly, the discussion highlighted the tendency of
project psrscnnal to (1) ignore rosource neods (2, negloct
priorities and scquencing of tasiks and hence attempt too many
things at the samc time (3) ignore feasibility of follow up

and mainteznance baeforo initiating an activity.

A Brief Preosentaticn cn Centrs Mznagemsnt

After the deliberations on project management, theo
focus was shifted to the ~dult cducation contres Our view uwas
that thers were two significamt elements in centire manage-

ment -~ the instructor and the community. Five prcpositions

regarding centre eaffectivcness wero prescntad to the groups
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1) Even centr@s with mod

icrote attondange and rogularity
of learners can be ghcc

conteise.

2) «adaptaticn of curriculum to suit learnsr newds makos
a centre effectivc.

3) Even instructurs «ith moderata gualificaticon (Stcd.V
tc VIII) can make = centro effoctive. Instructors
with higher gualiticzticn mey not sluays be cffective

instructers.

4) Instructors sxposcd toe vericus dovelopmont agencics
and programmos turrn out to be arfoctives

5) Community support nct cnly to instructor but to

learncrs, implying community interest in learners!
progrecss mazkes a cohtre affective.

The instructors and superviscrs wore reguested to react
to thesa propositions on the basis of their expericnhces and the
situation in their own area of works Thoso propositions wers
generally validated by the assemblod groupe. Scme of the comments
werst

1) Community support for and intcrest in learncrs uas
pssontial.

2) It:ie. teue thot.inetructors with exposure te other
development programiios in agriculture, hezlth otc.
are good. They can initiatc and follocw up activitics
if there is intorcst on the part of thz community.

3) With regard to instructor's background, onac parti-
cipant felt that older (in age) instructors secmed
to be more sffoctive. Thorefore, retired governmznt

workers should be located for involvament in NREF
as instructors.

On the whole, the fealing was that the instructoer had a
key rolo to play and if he was able to mebilizz tho support of

the cemmumity, he could organize a very successful centre..
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Directing Programme Evalusticn towards the Fiold Worker:
Some Observations on our Experiment

The wcrkshop was intended tc share the svaluation study
with the field wcrkeré and initiate an exercise on planning and
follow up action. It was thus aimed at making the cvaluaticn
of a national developmental programme {1} more widely sharad by
the lower levels of the programme bureaucracy and (2) morc use-
fully applied for purnogses of planning.

Participatory modes of cvaluation have cuoked much interest
in the last decado. Freira12 and others call for more participaeiy
tory approaches te cvaluation that treat the people studicd not
asimorc objocts of study, but‘as participants in the inguiry.
Tandon13 demands the asccountability of the gxternal roscarcher to
the subjects studied and honco suggests collaboration betwcen the
researchar end the subject. Howaver, the focus in these approaches
has bean the community and the weaker sections of socluty whose
collaberative role in any-avalﬁaticn is stressed. While we agrée
with the rationale and necd for such an appreach in eualuatién,
we feel that, much before invclvement of the bencficiaries and the
community in thc avaluztion process, thé participation of the
lower levels of the burcaucrzcy is critical. This is particu-

larly sc in - large naticonal programmes with several layers of

12 Freire, P. as mentioned in Bhola, H.S. Evaluating Functional
lLitoracy. Op. cits, p.22-24

13 Tandon, R. Participatory Evaluation and Research: Main
Concepts and Idsas in Tandon, R. and Fernandes, W.cdse
Participatory Rosearch and Evaluation ISI. New Delhi.1981.
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hureaucracy. Brinkoghoff speaks of this as the Qrocess o.f
"ompowering managers to empower clients"qa. When bureaucrats and
- managers within the programme organization are themgelves stiflod
by the non participatory and authoritarian naturs of their organi-
zatians, they afe not likely to troat the clicnts and beneficia-
ries differently. For instancc, in adult cducation, we havs

the oxample of project personnsl visiting the village centre "to
chack®™ and "to inspect™ rathcr than to support and facilitats

the centre's instructor, despitc the programme's stress on a loss
requlatory and a more developmental attitude on the part of the
project personnele Tho role model for the adult cducation supor-
visor is often that of an insﬁcctor who policos his subordinates
rather than facilitating thcir task performance. Morecver, the
ficld staff in any development prmgrammé comz to kpow of programme
mattars mostly through cirgulars and fiats from above and rarely
do they got a feeling of directing and influancing tho programme
In thesec circumstances, it is our vicw that the programme pexrsonnel,
particularly at the leower levsls, must bec made to feel a scnse of
involvement and allowed an opportunity for erecative thinking and
dgeing oven before calling for boneficiary and community particie-
pation. The facdback workshop of the fourth appraisal indeed

offered such an opportunity.

va e LY - —t

14 Brinkerhoff, D. Inside Public Bureaucracyi: Empowering
Managers to empower ¢lisnts. Rural Development Participation
Ravicuwe. 101’ 19?9. pp.?=9-



33

It would be imprudent to rroject too much from a bricf
wakshoa of the typo that was holde Yot thoe following cbsarvas-

tizns can be madosg

T This was the first timec that an cvaluaticn of the ficld
workers! work was colloctivaely sharcd with them and where they

got the opportunity to oxaminc it.

Ze It was clear that thu attempt goncrated consicerzble
practical and positive thinking ameng the field personnel as
cifferent from the routine znd mechanical way they were trying

to implement the dircctives and guidelines given from aboves

3 .It was for the first time thot they realized the nsed for
systematic action planning at all levels of a programme and tha
fact that planning was not always done only at the tuop by policy

makGrse

4e Tho ou%luatign exercise was legitimized in the syes of the
pecple who werc being evaluated. They were not feeling threatened.
This was further svidenced by tha fact that ficld personnel of
another district who later came to know abcout this workshop and
its proceedings invitsd us to undertaks the study of their
district. This was despite the ckitical cbscrvations of the

projects made in the report.

Sa The ficld psrsonnsl also saw that, within the system and
with all its constraints, much can bc done to improve tho perfor-

mance of the NAEP at the prcject, superviosry sectcr and centre

levels.



34

e They alsc roalizod and zgraec in principle that such uvalua-
tion end planning exercisas czn be dene oy them at their level on an
ongcing basise. The menthly moztinmgs at the prejoct and supervisory

sectcr levels are a good forum for such cxoroiscse

Ta It was not that the participants considered tho eveluction to
bo without blemishes. Nor wers they overoptimistic ebout follow un
acticn. In fact, the participan:s were skeptical ebout the fellow up
on some aspects of the report and were guite apprehensive whether
the administrative mattors which were tc bo dualt with by the higher
level administraters Qould at =11 bu takan up. What is ncteworthy

is that they felt fres to bo quite open and vocal on this account.

8. It is also impcrtant tc note the linkages of the project miﬁh
the higher lesvels of programme administration for any follow up work
based cn an evaluation. In fact, constant suppoft and invclvement by
higher authorities in the field staff's attempts to make changes as

a result of evaluaticn are crucial.

We realize that a twc day workshop is too short. Perhaps a
more detailed exercise would be more usefuls Also, ~intonsive
training in project planning weuld be more helpful for all projacts

with or withcut formal external evaluation.

A feedback workshop is Uhly onc of the methodologics of

using appraisal as 'an instrument of planning at the lower rungs
of the burcaucracy. There could be alternative methodologies,
but ideally, it should be built intc the programme design and made

a part of the ongoing implementaztisn process.

000 -



