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GENERAL OBJECTIVE 

The participant wil l be abl e to evaluat e th e effectivenes s 

of project implementation. 

SPECIFIC OBJECTIVES 

The participant will :  -

(a) Appreciat e th e nee d fo r an d concep t o f projec t 

evaluation. 

(b) Sugges t dat a collectio n method s an d dat a analysi s 

procedures required fo r evaluation . 

(c) Adap t appropriat e approache s fo r evaluatin g a 

specified project. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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PROJECT EVALUATION 

THEME OF THE CHAPTER 

One of the components o f project management normall y 

ignored i s Project Evaluation. The advantages tha t resul t 

from scientifically-carried out Project Evaluation are : 

- an idea of the impact of the project 

- effective implementation of plans 

- information for making improvements in planning, decision 

making and design of implementation strategies. 

- feedback for the implementing agencies 

The Chapter explains various approaches t o Projec t 

Evaluation during the project and at the termination of the 

project and elaborates on the means which can be employed to 

perform it. 

PREREQUISITES 

i) Th e participan t shoul d hav e complete d al l th e 

previous chapters of this package. 

ii) Th e participan t shoul d hav e familiarit y wit h th e 

evaluation of at least some project components. 

iii) The participan t shoul d b e awar e o f th e method s 

available for collecting data. 

iv) Th e Tuto r shoul d hav e evaluate d som e project s o r 

managed a few projects which were evaluated. 
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PREPARATORY ACTIVITIES FOR TUTOR 

i) Th e Tutor shoul d g o through this Chapter intensivel y 

and complete all the assignments. 

ii) T o facilitate self - learning, the Tutor may draw upon 

his previous experiences and keep certain illustrations 

ready for appropriate use. 

INSTRUCTIONAL GUIDELINES 

(a) (i ) Th e learnin g packag e ha s bee n presente d i n th e 

form o f answer s t o ke y question s i n Projec t 

Evaluation. 

(ii) It is totally in the self learning mode. However, 

it is suggested that the Tutor offer guidance as 

and when need arises. It is anticipated that some 

difficulties in self learning ma y arise for some 

participants in: 

matching evaluation scheme to the audience of 

evaluation, 

finalisation of evaluation criteria, 

selection of data collection method to a given 

project element. 

(iii) The Chapter contains two major illustrations and 

four assignments. A special feature of the package 

is th e inclusio n o f tw o criteri a list s fo r 

evaluating certain project components. 
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(b) Th e schedul e o f activitie s (fo r 3  hours ) fo r thi s 

Chapter is given below. 

S1. Activit y Tim e in 
No. hour s 

1. Introductio n by Tutor, self learning 
upto Assignment - Four 1  1/2 

2. Summarisatio n of Chapter learnings by 
Tutor through using OHP Transparency 
11.1 and discussing issues with the 
participants 1/ 2 

3. Assignmen t - Four including suggestions-
seeking from other groups 1 

(c) Th e Tuto r wil l emphasis e th e nee d fo r Projec t 

Evaluation an d impres s upo n th e participant s th e 

advantages. Th e difference s betwee n Evaluation , 

Followup (Chapter-10 ) and Accountability (Chapte r - 8) 

should be indicated briefly. 

(d) Th e Tuto r wil l provid e guideline s an d suggestion s t o 

the participant s whil e the y ar e attemptin g th e 

assignments. 

(e) On e OHP Transparency is provided to enable the Tutor to 

summarise the learnings of the package (11. 1 - Steps in 

Project Evaluation). 
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SUGGESTED RESPONSES TO ASSIGNMENTS 

ASSIGNMENT - ONE 

S1. Area of Process Evaluation 
No. 

1. Coordination with Project 
Team 

2. Coordination with other 
Agencies 

3. Assumptions made in 
Project Design 

4. Leadership Style of Team 
Leader 

5. Role Allocation 

6. Resources Deployment 

7. Project Infrastructure 

8. Materials Procurement 

9. Inter-personal Relations 
within Team 

10. Appropriateness of Objectives 

LEAVITT DIMENSIONS 
TASK PEOPLE STRU-

CTURE 
TECH-
NOLOGY 
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ASSIGNMENT - TWO 

S1. 
No. 

Project element to be 
evaluated 

Data collection 
method 

1. Appropriatenes s of role allocation 

2. Motivatio n of youth volunteers in 

implementation of project activities 

3. Leadershi p style of project leader 

4. Exten t of participation of benefi-

ciaries in project planning and 

implementation 

5. Liaiso n with external agencies 

6. Exten t of achievement of objectives 

7. Natur e and extent of unintended 
outcomes 

Interviews/ 
Opinionnaires 

Observations 

Questionnaire/ 
Observations 

Interviews 

Records/ 
Interviews 

Measurements/ 
Records 

Interviews with 
beneficiaries 
and project 
team members 

8. Publicit y for the project 

9. Interferenc e from interest groups 

10. Degre e of cooperation from 

beneficiaries 

Measurements 

Observations/ 
Interviews 

Check lists 
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ASSIGNMENT - THREE 

This i s a n open-ende d assignmen t an d henc e n o 

suggestions can be offered. However, the Tutor will examine 

the group suggestions and provide feedback based on Chapter 

learnings, specificall y th e criteri a i n th e chec k list , 

audience of the finding s and the relate d purposes , and 

constitution of the evaluation team. 

ASSIGNMENT - FOUR 

The Tutor will mak e hi s observation s o n the grou p 

presentations an d emphasis e th e nee d t o decompos e th e 

criteria so that specificity is introduced in the evaluation 

process and data collection and analysis facilitated . 

Let us consider, for example, the project 

"ORGANISING A NATURE CAMP" 

* Th e objective s o f th e projec t woul d indicat e i n 

quantitative term s th e expecte d outcome s o f th e 

project. Eac h on e o f quantitie s (Numbe r o f yout h 

volunteers, th e tim e -  frame , etc ) woul d produc e 

indicators for Summative Evaluation. 

* Th e activit y se t fo r th e projec t wil l provid e 

indicators for Formative and Process Evaluation. 
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The basic purpose of this assignment is to provide an 

opportunity fo r the learners to decompose criteri a an d to 

include ne w criteria , throug h 'stretchin g thei r 

imagination'. 

REFERENCES 

1. "Managemen t Handbook for Public Administrators", Edited 

by J. Sutherland; Van Nostrand Reinhold Inc., New York, 

1978. 

2. "Guideline s fo r Projec t Evaluation" , Unite d Nations ; 

Oxford and IBH, Delhi, 1972. 

3. "Solvin g Educational Problems", Havelock and Huberman; 

Praeger Publications, U.S.A., 1978. 
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PROJECT EVALUATION 

Programmes and projects are being planned by youth groups in 

increasing numbers . Considerabl e effor t an d resource s ar e 

expended in their implementation. O n certain occasions there are 

wide gaps between planned and actual accomplishments. Sometime s 

projects get abandoned midway during progress. O n the other hand 

there are some success stories too in evidence, whe n identified 

objectives are achieved completely and well within the stipulated 

time period. Whe n things could go right or wrong or when success 

and failur e are both probable, it becomes necessary t o include 

one more significant stage in the management of projects which 

is Project Evaluation and which could : 

provide measures of success or failure. 

generate information on why things went right or wrong. 

In general Projec t Evaluatio n generate s informatio n whic h 

could be used for analysis of past experiences and for planning 

future events. 

This stag e i s bein g increasingl y considere d essentia l b y 

managers of projects. The youth services are no exception and the 

incorporation of Project Evaluation could lead to many benefits 

in this sphere (many of which are listed later in the Chapter). 

Evaluation is defined in Webster's Comprehensive Dictionary 

(Encyclopedic Edition ) as the act of evaluating o r FINDIN G OR 

DETERMINING THE AMOUNT, WORTH of something. 
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When we apply this concep t to evaluation of projects, the 

implications becom e fa r beyon d th e assessmen t o f gain s t o 

beneficiaries. Th e planners, implementers an d th e sponsor s of 

the projects are the the other parties who will be interested in 

the evaluation fo r wide- ranging reasons. 

WHY PROJECT EVALUATION ? 

Project Evaluatio n serve s many purpose s fo r many agencies . In 

brief, these purposes are: 

- T o apprais e th e degre e o f succes s o f th e projec t vis-a-vi s 

project objectives-actual outcomes versus planned outcomes 

- To test whether assumptions made, strategies selected and the 

decisions taken in the project formulatio n an d planning stage s 

have been validated 

- T o asses s effectivenes s o f implementation , specificall y th e 

manner in which implementation problems were coped with 

- To verify whether the cost-benefit analysis undertaken during 

project formulatio n wa s valid an d matches actua l cost s an d 

benefits 

- To generate information about the project experience for use in 

future endeavours. 

Thus these purposes could b e looke d upo n a s gains rathe r 

than checks. Th e motive of Projec t Evaluatio n is not to find 

faults but to make available useful information. 
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Another significant consequence of Project Evaluation could 

be the refinement of the process of planning and implementation. 

Probably there does not exist any other means to provide a basis 

for designing the refinement. 

Finally Project Evaluation could be looked upon as a means 

of disseminatin g informatio n o n projec t progres s a t differen t 

stages to a number of support agencies and parties, who may not 

have well-established channels for communication with the project 

team. Th e implication here is about reporting on a continuing or 

periodic basis by the team to others who desire regular progress 

reports. Suc h other s ma y b e fundin g agencies , governmen t an d 

controlling agencies. Information derived from such sources could 

assist these agencies to improve their support policies towards 

projects. 

WHAT IS PROJECT EVALUATION ? 

Project Evaluatio n i s normally performe d o n th e basis of 

comparing actual events with corresponding criteria or standards. 

This could be done at various stages of the project-during the 

course of implementation (a t periodic intervals) , at the end of 

the project , an d eve n beyon d terminatio n o f projec t o n som e 

occasions. I n eac h case , the motive s o f evaluatio n wil l b e 

different. 
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One motiv e o f evaluatio n i s t o compare , after the 

project has been implemented, the real outcomes with the planned 

outcomes. Here, the specificatio n o f th e pla n objective s i n 

measurable term s would b e required . I n many yout h developmen t 

programmes and activities, the extent to which the benefits of 

the project accrue to the beneficiaries may be an indicator of 

the success of the project. This may require informatio n about 

the beneficiary groups prior to the project implementatio n an d 

information after the benefits are made available. This is called 

SUMMATIVE EVALUATION. 

Another motiv e o f evaluatio n i s t o compar e actua l 

outcomes wit h planne d outcome s a t crucia l projec t stage s fo r 

identifying deviations and for controlling the subsequent stages 

of implementatio n throug h modificatio n o f methods, procedures, 

objectives, etc. This is called FORMATIV E EVALUATION. 

Though Formative Evaluation, Follow-up (Chapter-10 ) an d 

Accountability (Chapter-8) have many similarities, there are some 

significant difference s betwee n them . Th e similaritie s i n 

general are: 

* Al l three are evident during project implementation 

* Reportin g is a feature fo r all the three 

* Al l the three report about project progress 

* Projec t team performance gets reflected in each of them. 
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On the other hand, the major differences are: 

Each may have its own purposes. Elaborating , Formative 

Evaluation generate s informatio n for improving broad 

strategies; Follow-up i s for bringing thing s back to 

normal if necessary; and Accountability is for meeting 

certain obligation s relate d t o dutie s an d 

responsibilities. 

While Accountability i s for an individua l o r a team, 

Follow-up an d Formativ e Evaluatio n ar e grou p 

activities. 

Formative Evaluation could be undertaken by the project 

team itself or by an external group. 

Nature o f informatio n collecte d an d th e analysi s o f 

information may vary between the three. 

Summative Evaluation 

When Summative Evaluation is the focus and a comparison of 

actual outcomes with planned outcomes is required, the starting 

point would be the current situation, ie. the position before the 

the project begins. This becomes necessary since in many projects 

benefits could star t flowing durin g the project itself, befor e 

the terminal point is reached. Th e flow of benefits could be 

viewed as gains to a particular group of people over and above a 

datum (  which would be the current situation) .The flow of these 

benefits in actuality when compared to the flow envisage d in the 

plan would constitute th e basis for Summative Evaluation. 
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ILLUSTRATIONS 

(a) I n a n Adul t Literac y projec t ru n b y youth , th e 

beneficiaries becom e literat e i n phase s ove r th e 

duration of the project. 

(b) I n a Traffi c Safet y Campaign o f one week duration , 

there may b e significan t outcome s during th e week an d 

these outcomes may have been planned too. 

(c) I n 'Cleaning the Surroundings of a Community', the end 

point evaluation is crucial. 

Hence, whe n Summativ e Evaluatio n i s unde r consideration , i t 

becomes necessary to  locat e 'mileposts' at intermediat e stage s i n 

the project implementation . However , in a fe w projects there may 

not be an y intermediat e stag e and onl y the terminal poin t o f th e 

project becomes the focus of evaluation. 

Formative Evaluation 

Formative Evaluatio n i s o f a  continuou s character . I t i s 

sometimes calle d Progressiv e Evaluation . Th e ide a her e i s t o 

assess progress periodicall y i n th e cours e o f th e project . Th e 

focus woul d b e o n activit y cluster s (related) . Th e plan o f 

the project , o r it s networ k woul d hel p decid e th e point s o f 

evaluation. Th e aim is to determine whether progress i s deviating 

drastically from the plan and whether Follow up measures are being 

effected. 



11-7 

ILLUSTRATIONS 

(a) I n a primary schoo l building , there ar e definite stage s 

of constructio n lik e foundations , bric k masonry , roof , 

each involving a number of activities. Thes e stages are 

interdependent. 

(b) I n offering counselling to drug addicts, one can plan out 

the work in a number of interdependent stages. 

FORMATIVE EVALUATIO N CA N B E CONSIDERE D FO R BOT H 

ILLUSTRATIONS 

A long-term project whic h could have a duration of six months 

or abov e woul d probabl y nee d bot h Summativ e an d Formativ e 

Evaluation. 
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ILLUSTRATION-ONE : 

A yout h grou p too k u p a  projec t o n "beautifyin g th e 

surroundings of a village" and selected the village pond as its 

focal area fo r beautification. They collecte d fund s and th e 

scheme was inaugurated by a state dignitary. The pond was cleaned 

thoroughly, provided with brick wall boundaries and nicely paved 

approaches to the pond. The new pond was also 'opened' for use to 

the villagers with much fanfare. 

The villagers were mostly passive onlooker s during the pond 

beautification. At the end of the project,which took eight months 

for completion, 90% of the villagers opined that they have lost a 

pond and only the organisers have gained a pond. 

Considering this long-term project, one could easily conclude 

that it would need both Summative and Formative Evaluation. 

Summative Evaluatio n stage s coul d b e en d o f pon d cleaning , 

completion of boundary walls, completion of paved approaches, and 

end of 'opening' ceremony. 

Formative Evaluatio n woul d occu r durin g pon d cleaning , 

boundary wall construction, and approach road paving. 

The informatio n fo r Formativ e Evaluatio n coul d b e use d fo r 

accelerating progress, say of boundary walls. 
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On th e othe r han d Summativ e Evaluatio n informatio n whic h i s 

contained in the last sentence of the narration could prove useful 

for designin g strategie s fo r projects undertake n b y th e project 

team in future. In fact, the last sentence i s clearly indicativ e 

that th e projec t ha s no t le d t o beneficiar y advantage . Thoug h 

nothing muc h ca n b e don e i n th e projec t specifie d i n th e 

narration, there is much t o lear n fo r futur e projects, where 

such factors as beneficiary involvement cannot be ignored. 
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Process Evaluation 

While the normal thinking on evaluation i s that i t tends to 

generate information on outcomes and progress that are observable 

and measurable, in reality it can have a wider applicability. Some 

of the information generated from the evaluation may be correlated 

to more abstract factors like : 

Response an d involvemen t o f th e beneficiar y group/loca l 

community. 

Effectiveness of leadership. 

Effectiveness of project team performance. 

Responsiveness of infrastructure to problem situations. 

Use of linkages with agencies. 

Though there exist inadequate direct criteria or yardsticks for 

'computing' these abstract factors some idea may be gained about 

them and their effects on outcomes in an indirect manner. However , 

there i s n o guarante e tha t judgement s mad e i n thi s regar d ar e 

highly reliable. 
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One model which can provide guidelines for Process Evaluation 

follows: 

LEAVITT DIAGRAM 

The area s whic h affec t significantl y th e successfu l 

planning and implementation of projects are given below. 

1. Coordination within the project team 

2. Coordination with other agencies 

3. Assumptions made in project design 

4. Leadership style of youth worker/youth leader 

5. Role allocation 

6. Resources deployment 

7. Project infrastructure 

8. Materials procurement 

9. Interpersonal relations between youth worker on the 

one hand and youth leaders/volunteers, beneficiaries 

and people from external agencies on the other 

10. Appropriateness of objectives. 
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ASSIGNMENT - ONE 

Against each area of Process Evaluation, indicat e the 

dimension of the Leavitt Diagram to which the area belongs 

with an appropriate tick. 

Check your answer with the Tutor. 

AREA OF PROCESS EVALUATION 

1. Coordination within 

the project-Team 

2. Coordination with 

other agencies 

3. Assumptions made in 

project design 

4. Leadership style of 

team leader 

5. Role allocation 

6. Resources Deployment 

7. Project infrastructur e 

8. Materials procurement 

9. Interpersonal Relations 

within team 

10.Appropriateness of 

objectives 

LEAVITT DIMENSIONS 

TASK PEOPLE STRUCTURE TECHNOLOGY 
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In effect Project Evaluation could generate a wide spectrum of 

information. I t has a high potential. Bu t information relevant to 

the purpose s intende d fo r th e evaluatio n nee d t o b e generated . 

Accordingly, instrument s an d tool s t o selectivel y collec t suc h 

needed information may be developed. 

Evaluation Plan 

Since i t i s importan t tha t evaluatio n generate s usefu l 

information it is necessary fo r the Evaluation Team to prepare a 

plan. Thi s plan should includ e audience and purposes, criteria, 

data collection methods and tools and a schedule. Specifi c roles 

have to be allocated to team members. 

WHO SHOULD EVALUATE ? 

The identification o f the evaluator ( a single person within or 

without the youth group involved in the project or an Evaluation 

Team comprising of several persons) depends on the purposes o f 

the evaluatio n and the audience of the evaluation report. 

The options available are : 

1. youth worker/youth leader/designated youth volunteer 

2. senior-level youth functionary 

3. a team comprising of other youth workers 

4. a team comprising of youth volunteers and persons 

unrelated to the project 

5. a team of beneficiaries 

6. a team appointed by funding agencies 
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Formative Evaluatio n i s preferabl y carrie d ou t b y person s 

closely associated with the project. O n the other hand, Summative 

Evaluation ca n b e entruste d t o person s wh o ma y o r ma y no t b e 

connected with the project. 

These options are shown in the diagram presented on the nex t 

page. 
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HOW TO EVALUATE A PROJECT ? 

A model for evaluating a project is suggested below. 
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WHO IS. THE AUDIENCE OF THE EVALUATION REPORT ? 

One o f th e ke y issue s involve d i n evaluatio n i s th e 

identification of the audience or the users for whom the findings 

are expecte d t o b e o f meaning . Th e possibl e audienc e o f th e 

evaluation report of youth projects are : 

* beneficiarie s 

* yout h involved in planning and implementation 

* fundin g agencies 

* societ y surrounding the locale of project 

* distric t or state or national government. 

Primary agencie s wh o woul d gai n fro m o r b e intereste d i n 

Formative Evaluation ar e youth involve d i n the implementatio n of 

the project and the funding agencies. Sometimes beneficiaries may 

also be interested in project progress. 

All audiences liste d abov e should b e intereste d i n Summative 

Evaluation and the information generated thereof. 
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WHAT ARE THE POSSIBLE EVALUATION CRITERIA ? 

As already mentioned earlier 'planned outcomes' will be major 

yardsticks o r criteria i n Summative Evaluation . Thes e may b e 

related to the terminal point of the project o r to intermediat e 

stages of the project. 

The plan and activity clusters in the plan, their intent and 

duration woul d provid e a  se t o f criteri a fo r Formativ e 

Evaluation. 

With respect to other criteria, it becomes necessary tha t 

they b e generated , separatel y fo r Summativ e an d Formativ e 

purposes. Thes e criteri a hav e t o b e derive d t o sui t projec t 

components identified for evaluation. The two lists given below 

include sample s o f criteri a whic h appl y t o Summativ e an d 

Formative Evaluation schemes. 
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Summative Evaluation Criteria 

1. Th e difference between planned and actual capital investment 

under differen t categorie s lik e building , equipment , 

furniture 

2. Th e difference between planned and actual recurring expenses 

under different categories like instructional materia l 

salaries 

3. Exten t of utilisation of deployed resources, like manpower, 

space, machines 

4. Wastag e of physical resources 

5. Mid-cours e modification in project objectives 

6. Mid-cours e modifications i n other plan components, like 

activities, resources deployment 

7. Abandonin g planned strategie s and resorting to totally new 

strategies 

8. Excessiv e delays and impediments during project implementation 

9. Missin g o r ignorin g factor s vital t o project succes s like 

beneficiary involvement, resources availability 

10. Continuanc e of gains beyond project 

11. Undesirable/desirabl e unintended outcomes. 
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Formative Evaluation Criteria 

1. Responsivenes s of project team to problems 

2. Unanticipate d barriers in activities 

3. Lac k of coordination between tasks/team members 

4. Satisfactio n of accountability requirements 

5. Team-wor k and leadership (also related to process evaluation) 

6. Communicatio n with external agencies including beneficiaries 

7. Making-u p delays 

8. Filling-i n infrastructural gaps 

9. Wastag e in resources utilisation 

10. Deviations from plans 

11. Coping with unintended (undesirable) outcomes 

It will be noticed that there are references to unintended 

outcomes i n the tw o lists . Youth projects , particularly thos e 

which ar e shroude d i n ambiguit y an d uncertaint y wil l produc e 

unintended outcomes . Some of these may be desirable and others 

detrimental. The whole point i s whether th e project tea m ha s 

taken note of and coped with such undesirable outcomes. 
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ILLUSTRATIONS : 

a. A  youth worker who is involved in an Adult Literacy campaign 

may fin d tha t th e instructiona l materia l supplie d t o the 

beneficiaries is also being used by their children. 

b. A  youth club becomes a gambling den. 

c. I n a social forestry project, the intended beneficiaries are 

found selling the saplings. 

d. I n a major road construction project, participants are from 

different states . While working together , a  spirit o f 

national harmony emerges. 

The criteri a liste d i n th e tabl e ma y hav e t o b e decompose d 

further into specific indicators, depending on the largeness or 

the complexity of the project. Further, there are in some cases 

an 'apparent' similarity in the criteria. For specific projects, 

such criteri a ma y b e rephrase d an d rearrange d t o sui t th e 

characteristics o f th e project . Lastly , no t al l criteri a will 

apply to a project and hence selection of relevant criteria will 

have to be made. If necessary, additional criteria may have to be 

developed. 
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WHAT ARE THE POSSIBLE DATA COLLECTION METHODS ? 

Data collection may be effected through the use of a variety 

of methods. The following are the usually adopted methods and for 

each one of them sampling may have to be resorted to : -

* Stud y of records available with different agencies 

* Interview s with identified key personnel involved 

in the project implicitly or explicitly. This may 

be with an individual or a group. 

* Us e of questionnaires, opinionnaires, check-lists 

* Observation s 

* Measurement s 

Sometimes the evaluation team may resort to discussion with 

a grou p o f person s t o elici t dat a fo r evaluatio n o f certai n 

project components. 

The choic e o f th e dat a collectio n metho d depend s o n th e 

component/element of a project. Usually the Summative Evaluation 

elements are determined o n th e basi s of data collectio n fro m 

records, chec k list s an d measurements . Fo r th e Formativ e an d 

Process Evaluatio n elements , th e mos t usefu l metho d i s 

observation of the process itself as and when i t is occurring. 

Wherever this is not possible or has not been done, interviews, 

questionnaires and opinionnaires may be useful. 
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ILLUSTRATION TWO: 

S1. Elemen t to be 
No. evaluate d 

Suggested Data 
Collection method 

1. Numbe r of youth who have 
been counselled in a 
counselling project. 

Counselling cell 
Records 

2. Comprehensivenes s of 
Assessment of needs of a 
community by the project 
team 

Interviews of 
representative 
samples of different 
categories, who 
provided the data to 
the project team 

3. Utilisatio n of a new 
facility provided to a 
village (well, road, pond, 
cattle sheds, etc) 

Observations 

4. Numbe r of saplings 
planted through a social 
forestry project 

Measurements 

5. Effectivenes s of planning 
a project 

Check lists 

6. Decision-makin g processes 
within the project team 

Observations 

7. Communication s within the -  Opinionnaire / 
project team observation s 
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8. Delay s in crucial stages 
of a long term project 

Records of Follow-up 

9. Cause s for delays in crucial 
stages of a long term project 

Interviews with key 
persons involved in 
project implementa-
tion 

10. Effectivenes s of a skills 
training programme 

Observations of post 
programme 
performance 
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ASSIGNMENT - TWO 

In the Table below are given 10 project elements that 

need t o b e evaluate d b y a  projec t evaluatio n tea m 

constituted immediatel y afte r th e firs t activit y o f th e 

project has started . 

Indicate i n th e spac e provide d th e dat a collectio n 

method you feel is most appropriate. 

Check your response with the Tutor. 

S1. Projec t element to be Dat a collection 
No. evaluate d metho d 

1. Appropriatenes s of role allocation 

2. Motivatio n of youth volunteers in 

implementation of project activities 

3. Leadershi p style of project leader 

4. Exten t of participation of beneficiaries 

in project planning and implementation 

5. Liaiso n with external agencies 

6. Exten t of achievement of objectives 

7. Natur e and extent of unintended outcomes 

8. Publicit y for the project 

9. Interferenc e from interest groups 

10. Degre e of cooperation from 

beneficiaries 
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DATA COLLECTION 

Data collection is not as simple as it sounds. The reasons 

for this are many. Records may be incomplete or withheld from the 

Evaluation Team wholly or partially. Persons connected with the 

project including the beneficiary groups may not be forthright in 

sharing th e informatio n the y possess . They ma y la y mor e 

emphasis on certain facets of implementation and less emphasis on 

certain others. At times,information supplied may not be reliable 

or unbiased. 

Some of the more significant approaches likely to be of use 

in overcoming barriers and difficulties in dat a collection are:-

establishing rapport with persons 

questioning 

establishing relevanc e o f informatio n receive d fro m variou s 
sources 

making persons talk 

crosschecking important pieces of information through different 
methods 

The Evaluation Team has to identify the set of activities 

involved i n the Evaluation and allocate roles to team members. 

Certain function s ar e bes t performe d individuall y an d certai n 

others in groups. 
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HOW TO ANALYSE DATA ? 

Once dat a o n variou s evaluatio n criteri a hav e bee n 

collected, it has to be screened and compiled to provide a clear 

picture of which components have got distorted or deviated. This 

could be called a s converting data t o usefu l information . The 

purposes of evaluation, the criteria generated for the purposes, 

the data collection methods and tools developed and utilised will 

all contribut e toward s channelisin g dat a o n th e variou s 

components of the project. However, some of these dat a may be 

superfluous and some not very reliable. The screening enables the 

evaluation team to isolat e crucial data . Compiling help s in 

integrating data into relevant information units which suit the 

drawing of conclusions. 

The nature of conclusions arrived at by the Evaluation Team 

would be on the performance in the components of the project. In 

Summative Evaluation , these components would b e outcomes at 

different stage s a s compared t o planned outcomes , while i n 

Formative Evaluation they would relat e to progress i n activity 

clusters. Conclusions will clearly indicate whether 'things have 

gone right or wrong'. 

Sometimes the extent of satisfaction of a criteria may not 

be clear and may defy the drawing of conclusions. For example, 

the extent to which learning has occurred i n an Adult Literacy 

Project ma y no t b e precisel y measurabl e o n occasions . O r th e 

advantages that have accrued fro m an Adventure Trek may not be 
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clear even in the minds of the beneficiaries. In such cases one 

may either depend on indirect measures if they are available or 

do the best with the available data. 

Conclusions draw n b y th e Evaluatio n Tea m ar e t o b e 

transmitted to different agencies in the audience. 

WHAT ARE THE MODES FOR REPORTING EVALUATION FINDINGS ? 

The mode and content of findings reporting will depend on 

the evaluatio n purpose s an d th e audienc e fo r whose benefi t 

evaluation i s bein g carrie d out . Th e followin g mode s ar e 

available for selection by the evaluation team. 

Tables 

Bar charts 

Graphs, Diagrams 

Pie charts 

Written Reports 

Check-lists which are appropriately filled 

Photographs 
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HOW TO USE EVALUATION REPORTS ? 

The findings reported by the Evaluation Team have to be made 

use o f b y differen t agencie s (audience ) . I t i s no t th e 

responsibility of the Evaluation Team to set things right in case 

the evaluatio n ha s bee n Formativ e o r t o refin e plannin g an d 

implementation strategies when the evaluation has been Summative. 

This is normally undertaken by the project teams. 

In fact , Evaluation i s a  for m o f assistanc e provide d t o 

project teams . Othe r agencies who are interested in the project 

gain from the evaluation in terms of using evaluation information 

for modifying their support to the project team on an on-going 

project or on a future project. 

Finally, Evaluatio n fill s a  ga p whic h normall y n o othe r 

project component can bridge. It provides comprehensive feedback 

on the processes of project management. 

Like planning and implementation, evaluation also occupies a 

vital position in project management. 
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ASSIGNMENT - THREE 

A CASE ON EVALUATING A SCHEME 

For a  Projec t -  a  Roa d Safet y Wee k Campaign , th e 

project tea m decide d t o hav e a  projec t evaluatio n carrie d 

out. 

The project objectives were: 

(a) T o distribute 10000 pamphlets on Road safety at 10 road 

intersections 

(b) To show 5 films near 1 0 road intersections , each fil m 

twice a day 

(c) T o display 50 Billboards on road safety at 

prominent places in the city 

(d) To arrang e daily 1 0 minute radio  talks fo r 5  day s o n 

road safety by distinguished persons 

(e) T o contac t 100 0 peopl e a t th e 1 0 roa d intersection s 

(50 persons a t a time a t a  fil m projectio n time ) fo r 

getting responses to a questionnaire to analyse public 

attitude towards road safety 

(f) T o demonstrat e roa d safet y device s a t 1 0 roa d 

intersections. 

Activity Set: 

Constitution of the project team 

Role allocation 

Printing of pamphlets 
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Obtaining films on loan from Public Roads Department 

Obtaining o n loan film projection equipment and road 

safety devices 

Designing Billboards 

Preparation of Billboards 

Identification o f roa d cross-section s an d fil m 

projection sites 

Identification of Billboard sites and installation o f 

Billboards 

Preparing project plan 

Arranging for transport during the road safety week 

Arranging for 5 experts to give talks on road safety 

Arranging with local radio station for 10 minute slots 

Preparation of a questionnaire on road safety 

Administration of the questionnaire 

Arranging demonstration of road safet y devices a t the 

10 road intersections 

Moving into project sites 

Moving out of project sites 

Distribution of pamphlets 

Collection of funds 

Projection of films 

Removal of Billboards and transshipment to office 

Analysis of questionnaire 

Publication of Analysis in local newspaper 
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Return of equipment, films, devices, etc 

Obtaining permission from city authorities. 

Summative Evaluation: 

Since the project was a short term one, it was decided to 

carry out the Summative Evaluation after the project was over. 

The data to be collected would be directly obtainable fro m the 

project objectives. They are: 

Number of pamphlets distributed 

Number o f times eac h fil m ha s bee n show n a t each 

intersection 

Number of Billboards installed 

Number of radio talks actually occurred 

Number of questionnaire responses obtained 

At ho w many intersection s th e safet y device s wer e 

demonstrated 

Time taken to complete the analysis of questionnaire 

responses. 

Since the evaluation doe s not end a t specifyin g actua l 

occurrences to planned outcomes, the reasons for the deviations 

if any would also be identified by the evaluation team through 

interviews with project team members. A report o n Summativ e 

Evaluation woul d b e prepare d fo r us e i n th e plannin g an d 

implementation of similar projects i n future by the same youth 

club or other youth clubs. 



11-33 

Formative and Process Evaluation: 

This componen t o f th e Evaluatio n scheme , however , woul d 

start with the very firs t activity, namely the constitution of 

the projec t team . Th e mai n purpos e woul d b e t o asses s th e 

effectiveness of the processes adopted in the various activities. 

The project team felt that if the outcomes were satisfactory, the 

implication was that the processes adopted were satisfactory. 

In fact , one importan t component i n the presen t projec t 

would b e th e man y decision s mad e befor e an d durin g th e 

implementation of the Project. The project evaluation team would 

study questions such as: 

Have th e interest s an d abilitie s availabl e i n th e 

youth club been adequately tapped i n the constitution 

of the project team? 

Has the formation of the project team been satisfactory 

from the viewpoin t of adequacy o f representation to 

different categories of volunteers in the youth club? 

Is the role allocation acceptable to all the members of 

the project team? 

Does the project team think and act like a group? 

Has issu e o f leadershi p o f th e projec t tea m bee n 

tackled i n a manner appropriate to the nature of the 

project and the constitution of the team? 
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Has th e leade r carrie d th e tea m wit h hi m throug h th e 

planning and implementation of the project? 

Could the problems that surfaced durin g implementatio n 

be related to decision-making processes adopted? 

Could th e deviation s betwee n actua l an d planne d 

outcomes be attribute d t o processes adopte d b y on e o r 

more members of the project team in the activities? 

The evaluatio n repor t wa s expecte d t o provid e valuabl e 

feedback to the project team members on the effectiveness o f the 

processes adopte d b y the m i n th e variou s activities . Interi m 

reports would als o be made availabl e t o th e projec t tea m sinc e 

certain processes were likely t o be used repeatedl y durin g th e 

implementation. 

BRIEF: 

The participant s wil l rea d th e cas e o f a  Roa d Safet y 

Week Campaig n presente d above . I n particular the y will pa y 

heed to the proposed evaluation scheme for the campaign. 

After reading the case, the participants will in groups 

of 5 to 10: 

(a) Criticall y commen t upo n differen t aspect s o f th e 

proposed campaig n -  th e plan , th e strateg y an d th e 

evaluation 

(b) Sugges t improvement s o f th e evaluatio n schem e wit h 

justifications wherever necessary. 
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ASSIGNMENT - FOUR 

A list of projects is given below. 

1. ARRANGIN G SKILLS TRAINING PROGRAMME FOR VILLAGE YOUTH 

2. ORGANISIN G A NATURE CAMP FOR UNDERPRIVILEGED URBAN 

YOUTH 

3. PROMOTIN G BETTER UTILISATION OF LOCAL RESOURCES 

4. A  YOUTH RALLY 

In groups, 

(a) Selec t evaluation criteria from the list given in this 

Chapter 

(b) Modif y the criteria to suit your conditions 

(c) Ad d additional criteria relevant to the project 

chosen by you 

(d) Decompos e th e selecte d criteri a int o indicators , 

wherever necessary. 

The grou p spokesma n wil l presen t th e grou p consensu s i n a 

plenary session and seek suggestions from other groups for making 

the criteria set more relevant. 

* *  *  *  * 
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