
CHAPTER 4 

Supporting Structures : 

Factors relatin g t o th e Developmen t 

of Programme s 

Evaluation 

The importanc e o f thoroug h evaluatio n o f yout h 
programmes l ie s i n th e followin g aspect s :  -

(a) i t i s a  mean s o f winnin g th e suppor t o f p lanner s an d 
pol icy-makers whos e backin g i s e ssen t i a l i f out-of -
school educatio n an d trainin g i s t o develo p t o significan t 
p ropor t ions ; i t als o seek s t o guid e p lanner s i n th e bes t 
use o f r e s o u r c e s a l read y allotte d t o th e out-of-schoo l 
sec tor o f education ; 

(b) i t enable s a  p r ec i s e estimat e t o b e mad e o f whethe r a 
programme i s attainin g it s s tate d object ives , th e impac t 
of th e programm e i n term s o f att i tudina l an d behavioura l 
changes , an d o f inc rease d productivit y i f th e programm e 
is re la te d t o vocationa l t ra in ing ; 

(c) i t r evea l s t o programm e ope ra to r s short-coming s withi n 
the programm e itsel f -  i n teachin g content , method s 
and medi a use d -  s o tha t th e programm e ca n b e 
continually refine d an d improved . 

Within thes e objective s conflictin g demand s a r e , t o 
some d e g r e e , place d upo n evaluatio n ac t iv i t i e s . Thi s potentia l 
conflict c en t r e s upo n th e dist inctio n betwee n long-ter m 
evaluation, tha t i s th e overal l measuremen t o f th e impac t o f a 
pa r t i cu la r programm e ove r a  substant ia l per io d o f t ime , an d 
what ha s bee n terme d actio n r e s e a r c h whic h aim s t o provid e 
opera to rs wit h analyt ica l dat a whic h ca n b e use d t o modif y an d 
improve th e programme . Bot h se t s o f act ivi t ie s a r e , however , 
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important an d shoul d b e satisfie d a s fa r a s pos s ib l e . 

Comprehensive evaluatio n mus t dra w upo n a  wid e rang e 
of ski l l s an d academi c d i sc ip l ines . Ideally , t he re fo re , i t shoul d 
be c a r r i e d ou t b y in t e r -d i sc ip l ina r y t eams . Man y countr ie s 
suffer, however , fro m extrem e shor tage s o f personne l 
profess ional ly qualifie d i n th e pa r t i cu la r a r e a s r e q u i r e d . 
T h e r e f o r e , e i the r a  c los e re la t ionshi p shoul d b e es tabl ishe d 
between programme s an d th e u n i v e r s i t i e s , preferabl y wit h i n t e r -
d isc ip l inary bodie s suc h a s Inst i tute s o f Developmen t S tud ies , 
or evaluatio n team s shoul d b e provide d fro m externa l s o u r c e s . 
Some concer n w a s , however , expresse d a t th e frequen t 
inability o f academi c evaluatio n act ivi t ie s t o tak e accoun t o f 
the poli t ica l an d socia l element s an d p r e s s u r e s whic h a r e 
e i ther containe d within , o r weig h heavil y upon , on-goin g 
programmes an d ma y modif y o r d is tor t s tate d object ives -
Academic evaluatio n shoul d therefor e b e supplemente d b y th e 
wisdom an d exper ienc e o f th e hardene d o p e r a t o r . 

Many academi c evaluatio n e x e r c i s e s ten d t o becom e 
too detache d fro m th e need s an d r ea l i t i e s o f th e operat iona l 
s i tuat ion. The y becom e over - in te l lec tua l i se d an d unabl e t o 
p resen t th e r e su l t s o f evaluatio n t o adminis t ra tor s an d opera to r s 
in unders tandabl e an d usabl e t e r m s . 

There wa s equall y l i t t l e sympath y wit h th e conventiona l 
form o f "eva lua t ion . " Thi s ha s tende d t o featur e a  rapi d visi t 
to a  projec t b y a  singl e " expe r t " , usuall y a n exper ience d i f 
superannuated ope ra to r , incline d t o del ive r himsel f o f a 
rapidly p r epa re d diges t o f view s accumulate d e n pas san t , 
coupled wit h hi s ow n n e c e s s a r i l y subjectiv e impress ion s base d 
upon exper ienc e e l s e w h e r e . Suc h exper ienc e ma y no t b e 
pa r t i cu la r ly re levan t t o th e immediat e s i tuat ion . 

Al ternat ively , thos e respons ib l e fo r programme s ofte n 
do no t defin e c lea r l y enoug h wha t i t i s tha t the y wis h t o hav e 
evaluated. Th e ove r - a l l operat io n an d impac t o f a  nation-wid e 
programme affectin g man y thousand s o f par t ic ipant s i s probabl y 
beyond th e scop e o f r ea l i s t i c evaluat ion . To o often , however , 
evaluation team s a r e requ i re d t o loo k fo r th e effect s o f 
programmes a t nationa l l eve l . Task s fo r evaluator s shoul d b e 
set i n measurabl e term s i f p lanner s an d adminis t ra tor s wan t 
comprehensible r e s u l t s . Suc h task s n e c e s s a r i l y impl y seekin g 
to isolat e th e effec t o f a  programm e o n a  specifi c productio n 
p r o c e s s i n a  pa r t i cu la r community . The y ma y als o b e concerne d 
with a  comparativ e assessmen t o f teachin g conten t o r var iou s 

56 



methodologies • 

Final ly , i t wa s s t r e s s e d tha t provisio n fo r cer ta i n 
evaluation p rocedure s shoul d b e mad e a t th e ea r l i e s t possibl e 
stage i n th e lif e o f a  p ro jec t . Thi s doe s no t neces sa r i l y 
mean th e attachmen t o f a  fully-manne d evaluatio n tea m t o a 
project fro m it s inception , althoug h i n ce r ta i n experimenta l 
situations thi s ma y b e va luable . I t should , however , includ e 
provision fo r th e collectio n o f essen t ia l basel in e dat a agains t 
which subsequen t measurement s ca n b e made . 

Costs 

The semina r considere d ho w th e limite d fund s ca n bes t 
be uti l ise d an d examine d ho w th e cos t s o f t ra inin g facil i t ie s 
may b e minimise d t o exten d th e benefit s o f t ra inin g t o th e 
maximum numbe r o f youn g people . 

One schoo l o f though t a rgue s tha t out-of-schoo l 
youth, havin g misse d th e advantage s o f secondar y schooling , 
should, i f give n a  "secon d chance " b y inclusio n i n programme s 
for th e supplementar y educatio n an d t rainin g o f youn g people , 
not b e r equ i re d t o accep t mater ia l faci l i t ie s o f a n inferio r n a t u r e . 
This ca n se rv e t o exaggera t e existin g feeling s o f second-c las s 
social s t a t u s . Whils t the r e wa s som e sympath y wit h th e r eason s 
for thi s viewpoint , i t wa s no t widel y supporte d withi n th e 
seminar . Th e fundamenta l i s sue s a r e th e t rainin g of , an d th e 
stimulation o f employmen t for , th e maximu m number s o f youn g 
people outsid e th e schoo l sys tem . Thi s neces sa r i l y involve s 
minimising th e cos t s o f t r a in ing . 

Var ious method s whereb y cos t s ca n b e cur ta i le d wer e 
reviewed: -

(a) low-cos t bui ldings : i n man y t rainin g s i tua t ions , whethe r 
the programm e i s cent re d o n a n institutio n detache d 
from th e actua l employmen t sought , o r whethe r 
t ra ining i n sit u i s adopted , som e building s a r e r equ i r ed . 
As a  genera l p r inc ip le , i t i s des i rab l e tha t th e cos t o f 
buildings b e kep t t o a  minimum . I n recen t y e a r s , ther e 
has bee n i n man y countr ie s a  wid e var ie t y o f 
experimentation i n minimisin g buildin g cost s ,  bot h i n 
re la t ion t o yout h programme s an d i n othe r developmen t 
ac t iv i t i e s . Informatio n b lockages , however , st i l l 
exist betwee n c o u n t r i e s . Ther e would , fo r example , 
be cons iderabl e valu e i f a  r e g i s t e r o f informatio n o n 
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low-cos t buildin g technique s wer e p r e p a r e d , possibl y 
confined init iall y t o th e Commonwealt h countr ie s o f 
Afr ica . Subsequentl y i t migh t broade n t o embrac e an y 
re levant expe r i ence . Th e prepara t io n o f suc h a 
r e g i s t e r b y th e Commonwealt h S e c r e t a r i a t woul d b e a n 
especia l ly valuabl e in i t ia t ive ; 

(b) labou r cos t s :  thes e ca n b e reduce d b y us ing , a s fa r a s 
possible , voluntary labou r (th e surroundin g adul t 
community; work-camps ) an d th e labou r o f th e t r a inee s 
themse lves . Sinc e the r e i s som e r i s k tha t , i n th e us e 
of t r a ine e l abour , saving s o n cos t s ma y b e mad e a t th e 
expense o f th e t ra inin g en d sought , a  balanc e shoul d 
be s t ruc k betwee n thi s for m o f " s e l f - r e l i a n c e " , an d th e 
overa l l t ra inin g function ; 

(c) th e productio n o f food : i n ce r t a i n c i rcumstance s th e 
t r a inees themselve s ca n contr ibut e toward s minimisin g 
the r e c u r r e n t cos t s o f t rainin g b y producin g som e o f 
the i r ow n food . Again , however , th e t rainin g en d mus t 
be paramoun t an d foo d productio n fo r i t s ow n sak e 
should no t b e exalte d int o suc h a  hig h positio n withi n 
the overa l l programm e a s t o diminis h i t s effectivenes s 
in achievin g th e essen t ia l t ra inin g end ; 

(d) domesti c organisat ion ; t r a inee s ca n c a r r y ou t 
e s sen t i a l domesti c chore s suc h a s cooking , c leaning , 
maintenance o f fac i l i t i es , thu s reducin g th e nee d t o 
provide supportin g staff ; 

(e) equipmen t :  bas i c t ra inin g equipmen t ca n ofte n b e devise d 
using loca l mater ia l s withi n th e t ra inin g programm e 
itself, thu s reducin g th e nee d t o impor t costl y item s 
from o v e r s e a s , item s whic h a r e indee d ofte n inappro -
pr ia te t o th e t ra in in g programm e i n te rm s o f leve l o f 
technology. Th e manufactur e o f low-cos t , l abour -
intensive tool s an d equipmen t i s a n essen t ia l featur e 
of r u r a l t ra inin g wor k gene ra l ly . Th e semina r note d 
with in t e re s t th e act ivi t ie s i n recen t y e a r s o f th e 
Intermediate Technolog y Developmen t Grou p Ltd . , 
and p r e s s e d fo r a  wide r c i rcula t io n o f th e informatio n 
which thi s Grou p i s makin g availabl e o n too ls , 
equipment an d mater ia l s suitabl e fo r r u r a l development ; 
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(f) t r a n s p o r t : thi s i s inevitabl y on e o f th e mos t costl y 
items i n an y r u r a l developmen t programme . T o a s s i s t 
in minimisin g t r anspor t cos ts , th e nee d wa s s t r e s s e d 
for fur the r experimentatio n on , an d i nc rea se d 
information on , low-cos t animal-draw n vehicle s i n 
a r e a s wher e the i r us e i s p rac t i cab le ; 

(g) productiv e labou r :  wher e ne w skil l s a r e bein g 
introduced thoug h a  t ra inin g programm e int o a n a r e a 
where thes e wer e previousl y lacking , i t ma y b e possibl e 
for a  t ra inin g programm e t o provid e a  commercia l 
se rv ice t o th e surroundin g communit y an d thu s 
contr ibute toward s t rainin g c o s t s . 

These measure s ca n mak e a n importan t contributio n 
towards par in g dow n th e overal l cos t s o f t r a in ing . The y hav e 
further significanc e i n tha t the y incorpora t e a  t rainin g function , 
and hel p i n p repa r in g t r a inee s fo r th e r e a l workin g situatio n 
whilst reducin g th e ar t i f ic ial i t y o f detache d inst i tut ionalise d 
t ra in ing . 

Implications wer e see n i n thes e suggestion s fo r 
aid-giving an d a id - r ece iv ing , whethe r mult i la tera l o r b i l a t e ra l , 
governmental o r non-governmental . Government s shoul d 
clarify t o a id -g ive r s the i r concer n t o minimis e trainin g c o s t s , 
to diffus e t ra inin g t o affec t th e l a rges t numbers , an d t o aver t 
the e ros io n o f th e effec t o f t rainin g brough t abou t b y establishin g 
unrea l i s t i c f ac i l i t i e s . A s a  matte r o f urgenc y government s 
should es tab l i s h a  cos t polic y fo r t rainin g es tab l i shments . 

Goverments ca n d o thi s wit h comparativ e eas e i n 
inst i tut ions fo r whic h they , o r the i r aid-givin g p a r t n e r s , a r e 
r e s p o n s i b l e . Often , however , non-governmenta l organisat ion s 
a r e respons ib l e fo r th e financin g o f t ra inin g p rogrammes . Thes e 
may p resen t mor e o f a  problem . I n o rde r t o ensur e tha t al l 
organisa t ions involve d i n yout h t ra inin g accep t a  commo n polic y 
on th e cos t s an d sca l e o f t r a in ing , government s shoul d exe rc i s e 
the i r r igh t t o withdra w plannin g permiss io n o r r eg i s t r a t io n 
from pro jec t s involvin g exaggerate d expenditur e b y compariso n 
with loca l n o r m s . 

On th e sid e o f th e aid-givin g agenc ies , the r e wa s 
concern a t th e growin g disil lusionmen t i n man y countr ie s wit h 
aid gene ra l ly . A n ove rc r i t i ca l approac h toward s receivin g ai d 
may re inforc e thi s disil lusionmen t an d ultimatel y fur the r 
diminish th e flo w o f externa l a s s i s t a n c e . Th e bes t wa y t o 
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convince a id -g ive r s tha t the y shoul d reduc e th e flo w o f ai d i s t o 
use ai d wasteful ly . I f dono r agencie s se e tha t r e s o u r c e s a r e 
being use d t o th e bes t advantage , the y wil l b e mor e read y t o 
continue givin g a id . 

Leadersh ip t ra inin g 

The semina r cons idere d th e problem s o f l eadersh i p 
t ra ining i n th e developin g countr ie s o f Afric a an d th e ro l e o f 
youth programme s i n thi s p r o c e s s . 

In o rde r t o a s s e s s ho w t ra in in g ma y function , i t i s 
n e c e s s a r y t o defin e th e qual i t ie s o f l eade r sh i p whic h a r e 
thought t o b e worth y o f encouragement . Th e qual i t ie s suggeste d 
a r e -  pe r sona l example , identificatio n wit h an d knowledg e o f 
the grou p led , understandin g o f o ther s includin g the i r need s 
and a ims , abilit y t o in te rp re t an d stimulat e two-wa y communica -
t ion, abilit y t o insp i r e o t h e r s , imagination , in tegr i ty . 

These qual i t ie s wer e reviewe d wit h re fe renc e t o th e 
p resen t si tuatio n i n man y c o u n t r i e s . Th e pa r t i cu la r lac k i n 
many countr ie s i s moder n l eadersh i p i n c los e touc h wit h an d 
attuned t o th e problem s o f th e peopl e who m the y a r e requ i re d 
to l e ad . I n man y r e s p e c t s t radi t iona l l e a d e r s , wh o a r e i n 
daily contac t wit h th e lif e o f the i r people , ca n b e expecte d t o 
have a  more immediat e understandin g o f thei r everyda y 
p rob lems . Th e p r o c e s s whereb y l eade r s a r e no w p repa re d -
by an d l a rg e th e forma l syste m o f schoolin g -  ca n sometime s 
r e su l t i n a n es t rangemen t o f th e emergen t l eade r fro m hi s 
community an d it s p rob lems . Ther e ma y b e a  para l l e l lac k o f 
understanding o f th e moder n l eadersh i p b y th e mas s o f th e 
populat ion. Th e dange r see n i n thi s situatio n i s tha t th e 
l eade r sh ip seek s t o promot e developmen t b y tell in g th e peopl e 
what i s though t t o b e r igh t fo r the m instea d o f seekin g t o 
d i sce rn an d satisf y th e people ' s need s an d i n t e r e s t s , an d shap e 
development technique s an d plan s accordingly . 

Three broa d type s o f l eadersh i p t ra inin g wer e 
a sce r t a ined : -

(a) Leadersh i p emergin g fro m socie ty : thi s i s possibl e 
e i ther throug h th e t radi t iona l s t r u c t u r e s o r form s o f authori t y 
or throug h ne w s t r u c t u r e s whic h hav e bee n incorporate d withi n 
existing soc ie ty , yout h group s an d yout h act ivi t ie s bein g on e 
obvious ca t ego ry . Her e agai n th e ro l e o f governmen t i s 
c r u c i a l . Loca l l eade r sh i p emerge s mor e readi l y wher e socia l 
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conditions consciousl y see k t o promot e t h i s . Equally , th e 
converse i s t r u e . If , t he r e fo r e , th e "modern " l e ade r sh ip , whic h 
in mos t r u r a l a r e a s mean s th e loca l administrat io n an d th e 
development department s o f government , see s developmen t 
work a s bein g i t s pe r sona l monopoly , tha t i s , somethin g whic h 
the mas s o f th e populatio n canno t b e expecte d t o apprecia t e bu t 
in whic h the y mus t b e induce d t o acqu iesce , the n loca l l eadersh i p 
is likel y t o b e stifle d a t b i r t h . Indeed , fro m th e viewpoin t o f 
the importe d " l e a d e r s " , th e emergenc e o f l eade r sh i p potentia l 
from belo w obviousl y const i tute s a  th rea t t o the i r positio n an d 
is therefor e t o b e r e s i s t e d , Soun d development , pa r t i cu la r l y 
in th e r u r a l a r e a s , must , however , be base d upo n th e unders tand -
ing b y th e mas s o f th e r u r a l populatio n o f wha t the y themselve s 
can achiev e an d equall y o f wha t o ther s ca n achiev e fo r them . 
Local l eade r sh i p whic h ha s emerge d organical l y fro m th e r u r a l 
population i s thu s essen t ia l i f thi s understandin g i s t o b e 
a roused . The re fo re , al l act ivi t ie s whic h see k t o promot e 
local l e a d e r s h i p , an d i n pa r t i cu la r programme s fo r r u r a l yout h 
t ra in ing , shoul d b e encourage d an d a t th e sam e tim e educationa l 
effort mus t b e d i rec te d a t th e imported , "modern " l eade r s t o 
inc rease the i r understandin g o f thi s si tuatio n an d induc e the m 
to suppor t r a t h e r tha n r e s i s t i t , 

(b) Indirec t t ra inin g throug h forma l education : p rocedure s 
for th e locatio n an d developmen t o f potentia l l e ade r s a r e 
in t r ins ic i n th e es tabl ishe d p rac t i c e o f th e forma l school , 
pa r t i cu la r ly a t th e secondar y l eve l . Th e danger s inheren t 
in suc h pa t te rn s a r e pa ra l l e l t o th e danger s containe d i n 
conventional academi c c u r r i c u l a . Th e value s tha t suc h 
p rocedures induc e a r e no t th e value s o f th e mas s o f societ y an d 
a r e thu s i n som e r e s p e c t s l iabl e t o amplif y th e rif t betwee n th e 
future adminis t ra to r an d th e mas s o f th e population . I n an y 
r e -o rgan i sa t i on o f secondar y schools , considerat io n shoul d b e 
given t o t h e v a l u e o f es tabl ishe d l eadersh i p t rainin g p rocedure s 
such a s th e prefec t sys tem , sixt h for m p r iv i l eges , e t c . 

(c) Othe r non- t radi t iona l form s o f l eade r sh i p t ra in ing : 
var ious additiona l way s wer e cons idere d whereb y l eadersh ip , 
both a t policy-makin g leve l an d a t th e leve l o f th e implementer , 
is t r a ined . Thes e a r e throug h yout h g roups , throug h 
vocational t ra inin g ins t i tu t ions , throug h specifi c l eadersh i p 
t ra ining c o u r s e s , t h roug h counterpar t t r a in ing , throug h 
mil i tary an d re la te d t r a in ing . Al l a r e o f g rea t valu e i n th e 
p r o c e s s o f comprehensiv e socia l development , pa r t i cu la r l y i n 
the r u r a l a r e a s , an d therefor e n e c e s s a r i l y o f equivalen t valu e 

61 



in ca te r in g fo r th e mas s need s o f youn g peopl e ou t o f school . 
The re la t ive l y smal l number s o f youn g peopl e affecte d b y suc h 
c o u r s e s i s a la rming . I n addition , man y o f thes e c o u r s e s , apar t 
from thos e pa r t i cu la r l y concerne d wit h th e promotio n o f 
l e a d e r s h i p , d o no t giv e enoug h attentio n t o th e futur e ro l e o f 
the t ra ine d youn g pe r so n a s a n agen t fo r socia l chang e i n hi s 
community. Thi s agai n under l ine s th e nee d fo r al l t ra inin g 
c o u r s e s t o includ e non-vocat iona l element s t o motivat e th e 
t r a inee toward s th e developmen t p r o c e s s , t o commi t th e 
young pe r so n t o th e promotio n o f ne w idea s an d att i tude s afte r 
his t ra in in g an d s o t o clarif y t o hi m hi s posit io n a s a 
potential l eade r i n hi s community . 
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