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Subject:s The Role of Evaluation in UNIDO

" PURPOSE:

This document has been prepared by a UNIDO consultant‘ to provide a basis
for expert deliberations in Vienna of an appropriate evaluation methodolosy for
UNIDO. It does not reflect any opinions of the UNIDO Secretariat. Rather it is
intended to identify the important issues, provide an appropriate background and
suggested courses of action, and receive the advice and recommendations of those
attending the Expert Group Meeting., The results will be carefully reviewed hy
the Executive Director and his senior staff in preparing plans for evaluation
activities specifically designed to meet UNIDO's needs, programs and activities,

and constraints.

BACKGROUND ¢

The UNIDO Secretariat ras been concerned with evaluation almost from its

inception. Since 1971, the portfolio of evaluation ntudies presented to the

UNIDO Industrial Development Board (IDB) has included at least 15 country studies
and a number of program, branch or sector studies (sometimes referred to as
thematic studies), During this period, the IDB has expressed an increasing and
oontinuing interest in the subject which resulted in the establishment of a
Permanent Committee to assist the IDB in increasing the efficiency of the activi-
ties of UNIDO, to enable the UNIDO Industrial Development Board to give guidance
to the Secretariat in the implementation of the decisions of the IDB, and to
"evaluate periodically the results of the activities of the organization with a

view to assuring the most appropriate utilization of available resources,."

® The consultant is a former employee of the U.3, Agency for International
Development with many years of experience in programming and evaluation,
Be has leaned heavily on this experience, and a one month's TDY assign-
ment vith the U.S8. Mission to UNIDO last year to study UNIDO's evaluation
needs, in preparing this paper.
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e dobas e 1n snsent reviings of the Permanent Committee of the UNTDO Tudustrial
Dovel nomt Sand on tpe subject ¢." evaluation his turned on the questions of t
oo e of tuation, nethodolosies for improving the quality, obisctiveness d
EOIness af bh i es sutmitted to ‘he IDB, in-house vepsus outside evaluation,

Slrantment oy FOVE e mty aof dtevelopines Countries, establishin~s a coatral

FURITATALIN T ey unit, -onl the rriority and cost of evaluation versus
othep necersiry L ivities,

With no arnarent foneensus in view within the IDB nor additienal resources
made availabic 4o the Secretariat for evaluation, in May of 1974 the Executive
Director nevertheleag eetablished a Planning, Programming and Evaluation unit
(FPE) Teporting to the Senior Advisor to the Executive Director and staffed by
reassipnrent of officera from other unjts, Among the responsibilities of this
unit is (a) <he evaluation and assessment of current programs and activities and
their inplementation and (b) the development and formulatica of programs and
projeclc on the basie of the evaluation of past and current programs, policy ‘ :

objectives and directives,

STATU=0F-T.50 A !
i
There is a lot of myth, rhetoricandprofessional jargon involved in evalua-~

tion, a new discipline stil] in its evolutionary Stages. It will be useful to

review briefly 45, Cimvape ?::te—of—th";:‘, : N LT ol .
develaprant attavitiz, - 4 bant lrop for SULLBE L L L eor RN S XE
.

i1ssues facing UNTDO.
Definition
———xirion
Evaluation is an 2biguous term which may cover i hin; o c.er/thing

from pre-project revticw um‘seloction, approval, -nd impieront L 5 tne

L]
assessments o) resulig long after the termination o7 4 Prograr. roject op

activity, As used by this consultant, it is interpreted to include: those




-3

activities which build-in evaluation at the program or project design stage;
moni toring; fee‘dback; redes_ién a.nd/or rescheduling; through the final assess-
ment of impact after project temination, While it ex'cludes those procecsses
and procedures which lead up to the actual selection of a project or program,
it emphasizes evaluation which is related to the development of strategy, program
or project design, implementation activities, and to providing data for use in
planning future strategies, programs a.nd/or projects,

In other words, the value of the process is seen principally in the

management of rescurces and on-gciny activities in carryins out pre-determined

missions and the achievement of both lons and short-tern objectives, The process

will not provide the answers to all questions and is no substitute for competence,
diligence, leadership, resources, etc. On the other hand, few large scale or
important organizations in trday's complicated world can operate successfully
without adequate planning and adjustments as events require ;:ha.nges in those plans,
Evaluation provides the feedback to make these adjustments. Without such a process,
& manager or an orga.nization_ proceeds blindly and, most likely, with disastrous

or, at best, unknown results, Briefly but correctly stated, evaluation is a key

part of the total management process,

UNITAR Study

In 1971, a UNITAR study on "UN development AID - Criteria and Methods of
Evaluation" was published, It Cconsisted of two parts: one concerning the
principal problems involved in the planning and management of development projecte
and stressing the critical importance of systematic planning, and the second
dealing with the tools of analysis,

It begins by providing a rationale for evaluation. First, because of the

insistence among contributors that they and their legislative bodies have assur-
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ance that re ources r Je available are expended only for the most useful
Pro.ects and for thosc which contribute directly, even though marginally,

1o the priority needs of developing countries. In addition, developing or
reciplent countries have become Increasingly aware of the need for systematic
«2rutiry of tectnical cooperation programs in light of their own national
obfectivesn,

Great stress is placed on beginning evaluation at the Planning, 1i.e.,
project design level, before projects are formally implemented. Once approved,
the project should be subject to operational control with the purpose of
monitoring administrative and technical efficlency. Upon completion, projects
need to be examined from the standpoint of an assessment of results to determine
to what extent the projected targets were obtained, Finally, an overall evalua-
tion of the impact of all activities of the UN system of agericies on national

economics and social development may be made,

Difficulties in Measuring Impact

Discussing the problems of evaluation, the question of definition is
raised. Also, the difficulties of attributing or measuring overall impact of
technical assistance projects is recognized » particularly when estimating ben-
efits accruing from institutional building projects and projects relating to
the developrent of economic and social infrastructure, The effectiveness of
such projects are not likely to be known for many years to come and specific
information concerning them would require special and rather detailed investi~
8atlons in the future. Evidence of the effectiveness of projects which are
essentially of an advisory nature is even more difficult to obtain, particularly
where the results may be intargible and not subject to any quantification or

other objective measurement, They may be strategic or catalytic and thus success
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may have to be imputed, |
Another probien .involves t.he diverse nature of programs which poses diffi-
culties when governing btodies are looking for "systematié". “scientific" and
"uniform” approaches to evaluation, It is stated that no one formula of evalua~
tion could reasonably apply to such a range of projects except in the most
generalized way, Also as the size and duration of a project varies so does

the need for evaluation.

No 8tandard Methodology
Taking all these facts into account, the study concludes that the content
of the programs, the methodologies employed, the wide variation in the size of

individual projects and their number - make it clear that no single "scientific"

method could apply uniformly., It is necessary, therefore, to distinguish between

types and categories of projects and programs for evaluation purposes where dif=-

ferent methods and guidelines would be applicable. In a strict sense, the report
states that the purpose of the evaluation exercise is to produce some kind of objec-
tive evidence of accomplishment in terms of outputs and to set this against the
cost of inputs which, in an ideal situation (seldom realized), would have been
comnitted in the knowledge of alternative methods and costs for achieving the
sams or better results, This process implies a quantification of goals, objec-
tives and targets against which progress may be measured, Considering the
diversity of development programs, quantification is not an easy matter ui

many cases, On the other hand, efforts to quantify have not been sufficiently
assiduous or imaginative in the eyes of the authors. At any rate, when direct
or indirect indicators are not readily available or where baseline data cannot
be established at the time of project approval, there is in almost all cases a

kind of intermediste position. This would consist of detailed planning of the




wory, dislinmuishing specific steps or activitigs to be undertaken, each
B s cstimated completion time., This procedure would at least give indica-
L1onz o whether - project is properly organized and implemented, even if it

coniriiated 1ittle iy an assessment of results,

Cost of BEvaluation

Vhile rejecting the accusation that a country is being deprived of
assistance iy reason of project or agency mdney being spent on evaluation, the
study warns that care must be taken to make sure that the cost of evaluation -
and the resulting inevitable disturbance while checking operations - does not
outweich the improvements and savings it may afford, In other words, the study
should incluie cost-benefit analysis of evaluation itself. The study gives a
great deal of attention to rationalizing program and project formulation and
Sugsests that institutional arrangements must be pragmatic and selective.
Regardless of what forn of machinery ultimately emerges, it suggests a start must
be made, With programming operations strengthened and Project preparation systema-
tically or’anized, an indirect benefit would very likely be 5 rationalization of
the heterosenous and unstructured activity now carried on in the name of evalua-
tior. Pressure would begin to be applied at the vulrerable points., Sound programs
with properly prepared projzcts will have built-in macihinery for monitoring during
the operational phases with some basis to evaluate effectiveness at the end, and

for the feedback of information to assist ia future planning.,

The part of the study dealing with methods and techniques of evaluation

is disappointing. One chapter is devoted to cost-benefit analysis for project
evaluation by which is meant project selection oriteria with little relationships .

to either project design or evaluation as previously defined. A second chapter

ie devoted to PERT networking analysis for project planning and control,
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In summary, the study makes an important contribution to the rationaliza-
tion of need as well as tho purpose of evaluation., On the other hand, while it
aids in the conceptualization of evaluation, particularly in connection with
technical assistance and similar development projects, it does not suggost a
specific methodology or inventory or explain technijuss which can be applicable
for varying types of activities and circumstances. ihe special features of the
UNITAR approach to evaluation include the examination and adaptation of
management techniques to programming and project planning - including cost/benofit
and. network‘ analyses, feedback for current management and operations, and informa-
tion retrieval for future program planning. The limitations of existing
methodologies are also recognized, including the problem of messurement and the

need for flexibility and evolution,

UNDP Requirements and Directions

The UNDP adopted a system of evaluation at the beginning of 1967 which,
since that date, has been going through a continuous process of evolution,
revision, and sometimes vacillation, as to purpose and importa.nce.v The
development of a methodology and a set of techniques to carry it out was done

in oo-operation with other UN organs mainly through the Inter—Agzency Study Group

on Evalugtion, a subcommittee of the Administrative Committee on Co-ordination.

Early attention was given to selected projects already under way with post—

project evaluation being left principally to the executing agencies.
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Tripartite Reviews

With the re-organization in 1971, and the subsequent emphasis'on decen-
traiization, UNDP decided to introduce an integrated approach to program and ;
project management at the field level, Applying tae same principles to the
examination of project progress and tne effectiveness that underlay the evalua=
tion methodolozy introduced earlier, the result was the launching in 1973 of
a tripartite review system by which all large scale projects funded by UNDP-are
reviewed at the field level jointly Ly representatives of UNDP, the relevant
executing agencyand the government authorities concerned. The primary purpose
of these semi-annual reviews 1s to examine the progress being made by each pro-

Ject, identify the factors which enhance or diminish project effectiveness and
pave the way for appropriate corrective action.

Detailed guidelines on the organization and substance of tripartite ‘
reviews have been included in Chapter IV, of the UNDP Operational and Financial .;
Manuals, issued September 1973, This manual also in~ludes guidelines on proj‘ct |
monitoring, review and progress reporting and theevaluation of solecied on=going
projects; While the system is concerned with project Objectives, outputs and
activities, it does not yet operationally link the design proc=ss to evaluation

and is primarily concerned with inputs and efficiency. The semi-annual or tri-

partite reviews of projects, in the opinion of this consultant, do not normally

constitute a thorough in-depth analysis, though they may give rise to that kind

of an evaluation, In some cases, they have exposed deficiencies in project design
or other problems which called for more comprehensive evaluation by the govern-

ment, the executive ag.~cy and the UNDP, More than 100 of such in-depth evaluations

were in fact taken up to 1973 by missions cunstituted by this purpose,
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Two working groups have been laboring on developing Chapter L4, Project
Design, and Chapter 2, Country Programming for the UNDP Operational and Finarclal
Manual., It is expected that the Chapter on Project Design wlll incorporate
the essential features of the logical framework concept, developed by AID,
and provide new impetus to improving project desizn while, at the same time,
building in evaluation components appropriate to the dimensions of a specific
project. In the past, top management support has been more readily apparent
for the more traditional functions of organizatlon and manazgement, audit and
inspection, and reporting. But there are signs that pro ject evaulation 1s now
being better appreciated as a tool of managenment rather than an historic, after-
tho-e&ant, appraisal, It is also expected that in the new programming cycle,
there will be more emphasis on sector studles involving the cooperation of the

various executive agencles.

Inter-Agency Study Group Guidelines
In Geneva in February 1972, the Sixth Session of the Inter-Agency Study

Group oq_Bvaluation' took place. Guidelines were developed which represented
an extension and further refinement >f the methodology and techniques of evalua-
tion which the UNDP and other agencies had developed and tested over a period

of years and in which UNDP was to apply on a systematic basis, specifically at
the country level, with regards to program and projects assisted by it.

The gulidelines incorporated the following general pcintsi (1) the
achievement of project purpose is related to ¢ higher level, sectorial or
national goal; (2) a project can only make a partial contribution to its
development objective with the effectiveness of the contribution depending not

only upon whether the immediate objectives of the project are obtained but also

* The Inter-Agency Stud; Group on Evaluation - reporting through the AAC =
is a useful and sxisting instrument for consersus building.
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whether the project results are effectively utilized; and (3) evaluation of an
individual project requires: (a) a reappraisal of the basic conception and
design of the project; (b) an examination of the various aspects of pro ject
implementation with emphasis on inputs; and (c) an assessment of the results

achieved or likely to be achieved,

Project Design and Implementation

With regard to the conception and design of the project, attention
must be paid to two sets of factors, those that link the projects?
immediate objectives and its long range objective, and thoée which
have a bearing on successful and efficient obtainment of its immediate
objective, The evaluation of project implementation consists essentially
of: (a) determining whether the Project activities as undertaken constitute
adequate means to achieve their target outputs; (b) identifying factors
which wez. or are significantly favorable to the implementation of Project
activities; (c) ldentifying factors which were or are adverse to the imple-
mentation of project activities; and, (d) considering the results of actions
which may have been taken to correct adverse factors and in identifying correct-

ive actions still needed,

Assessment of Results
With regard to the asecessment of Project results (as distinct from imple-
mentation) it requires the exanination in three steps of1 (a) the outputs
of esach activity of the Project and their contributions to tho_achievount
of project objective; (b) the extent to which the immediate objective of the |
Project are being and have been achleved; and (c) the effectiveness of the

Project's contribution to the achievement of Yts long range objectives, RBffec -

tiveness is defined as depending, first, on the project achieving its immediate
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objective, and,.secondly, on the results of the project being utilized
properly along with the mu]:ts of other developmsnt projects or activities
tovards the fulfillment of long~range goals. In order to provide feedback
for project and program formulation, the Study Group considered it highly
desirable for each organisation to prepare a periodic synthesic of evaluation
findings concerning project activities in a matter most suitable for its own

requiresents,

Program Evaluation
Another section of the guidelines concerned evaluation of country

programs as & vhole. It included guidance on such subjects as providing
& general frame of reference, examining the need for on-going projects,
encouraging a multidisciplinary approach to the solution of a major
development problem, looking at problems beyond the progran;iu period,
and similar considerations. It was stressed, that in the further elabora-
tion of the nidalilnn dealing with prograa evaluation, UNDP should spell
out the procedures for evaluation of the program as a whole, including
its timing and relation to annual reviews in the formulation of country

programs, the precise role of executive agencies, stc.

Self-ewaluation

Fimally the guidelines concerned themselves with self-evaluation
and exterml evaluation. The guidelines prepared by UNDP provide for
independent evaluation of programs and projects within the United Nations
Development System. The group expressed the belief that this approach
would provide an objective tasis for determining the effectiveness of
UNDP assisted programs and projects and that, until and unless experience
showed that this was not bdeing et fully, it would not be necessary to seek
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Tecourse to strictly "externa]® evaluation, It concluded however,

that theuse of outside assistance should be considered where necessary

27d feasible, including the Possibility of utilizing the services of the
Joint Inspection Unit. The €roup also discussed the desirability of pro-
moting self-evaluation within the United Nations system, in addition to
internal, independent evaluation, It was noted that a group of the parti-
cipating organizations have introduced or are planning to irtroduce self=
evaluation on a continuous basis as a built-in element of project implementa-
tion,

Welcoming this initiative, the ETOUpP expressed the hope that the
Participating organizations would pay special attention to the technical
or substantive aspects of project 1npluentation. vig-a-vig monitoring of
inputs. It felt this was hecessary and desirable, inasmuch as the UNDP
guldelines eaphasized, as a matter of deliberate choice, the mMnagenent
aspects of project and programs, Development of APpropriate models of .
build-in evaluation, especially of technical aspects, was recommended of

Projects in different substantive fields,

Breakthrough
In the opinion of this consultant, these discussions represent a
ln‘ukthrough aud a significan’. advance in the State-cf-the-art if they
are reflected in appropriately revised priorities and procedures by
UNDP and oan be implemented by the various executing agencies, i.e.,

adequate professional staff and backup resources are made available,

Other Evaluation Systems |
A revien of the evaluation methodologies, organisation and staffing

of other UN speclalized agencies and financing institutions s not in-
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cluded here. To the extent they act as executing agents for UNDP

projects, they have also been influenced by UNDP requirements and pro-
cedures. Therc is also every reason to assume that the effectiveness

of any specific system 1s constrained by the limitations already mentioned
in the UNDP system and by organizational variables of top mangement support,
available professional competsnce, and adequate supportirg procedures. In
thess circumstances, many UN agsnciss also look to bilatsral development
organisations for help and guidancs.

In May 1973, the Executivs Director of UNIDO sent a letter to 18
permanent missions to UNIDO, all developed countries, asking for infor-
nuﬁ on “existing systeas, aPProsches and critsria as regards to svalua-
tion of industrial activitiss similar in nature and scope to those undsr-
taken by UNIDO in its operational and supporting programs.” While only
seven Bt the 1§/replied, 1t provides an interesting insight into the status
of evalustion methodology in developing countriss. One reply confused svalua-
tion with the process of project approval and ws, therefore, not truly
mmi.n.

In 1971, the Belgium Government satablished an Inspector General for
Bvalustion and Control in the Administration for Development Cooperation.

The Impectorate General is an indspendent unit perforning its own evalustions
with outside help as needed. At this stage, it is operatirg on an empirical
basis and the reply notes that there are sociological and technical diffi-
culties and serious questions regarding balance of sffort. No Joint evalua-
tions have yet been held and the next stage will involve more attention to
progras and project evaluation. It 1s a good testinony for the hportmco of
the evalustion, the need for a specific organisational location and also the
requirement for time ta develop adequate systems and methodologies,




The French experience has been Pretty mucn confined to rural develop-

Rent projects and relies chiefly on financtal monitoring and special
missions. EBvaluation is decentralized ang usually performed on request

but in accordance with criteria as to importance and usefulness, The
French reply reports an increasing stress on systematic, ongoing evaluation
but notes that this approach has not yet been formalized, Evaluation hag
been carried on Principally by outside consultants but there ig a trend

to include administration representation on such teams. Some doubt wag
expressed as to whether any truly satisfactory evaluation methods exist,

at lexst insofar as rural development Projects are concerned,

The Swedish Internationa] Development Agency (SIDA) has developed
reporting guidelines and & manual of support Preparation based on a concept
of management by objectives, It states that in order for the work of
follow-up to be a good way to learn fronm experience gained and to Rake

use of it, evaluation hust take place as a continuous process from 1dea to

the planning of Projects and programs., BEvaluation ig categorized in two
Principal types: (1) the built-in evaluation emphasising efficiency and
(2) special evaluation with emphasis on slgnificance. While there is some
confusion between project Selection, approval, and evaluation, the Systea
described in the SIDA Manual is sophisticated and professional, An evalua-
tion unit has been established in a Tesearch division and there are four
Planning and evaluation officers stationed in the fleld. Sone criteria
has been developed on when to apply a significant evaluation effort, for
example, risk Pro jects, complexity, need for Ranagement, new areas and

other non-routine type of activities, Novcrtholus. there is no formal

Methodology and no standardisation, Plups are reported, however, to develop |
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.& general master system for built-inevaluation of agriculture projects.

Among development aid agencies, the United States Agency for Inter-
national Development has been a leader in developing a comprehensive, result-
oriented management syster which incorporates loig-range planning, programming,
project design and evaluation, The evaluation function is highly developed
and formalized and being applied with increasing effeciiveress and useful
results. The system is strongest at the project design ané evaluation levels
but decreases in effectiveness as.thc use is expanded to the program, sector
and country levels, Essentially, the project design andevaluation system is
developed around a concept called the "logical framework" which, briefly and
simply stated, is an adaptation of the "means-end” chain concepte A set of
mu. matrices, amisinilar tools have been developed which assist the
project designer and subsequent evaluators in providing desired information re-
gaxding different aspects of project design and evaluation., It helps digtin-
guish between the resources to be provided, the activity or work which con-
sumes these resources, the outputs or results to be producﬁd or achieved by
such work , and the purpose for the whole endeavor as related to a higher
level goal, It also facilitates the use of interim targetis as a baz’‘'s for
Tresource scheduling and emphasises the need for baseline data, progress indicators,
and ocomplementary actions required for the successful achievement of project
purpose. Beyond this conceptual approach to project desigr and evaluation,
the methodology consists of a series of procedures and forms unique to a
particular bureaucracy involving a large, decentralized field staff, The systenm
in its current form is not generaligable and, in fact, requires considerable
adaptation by the Agency itself farprograns administered at the headquarters
level. However, the logical framewerk concept itself is transferable, with

hecessary adaptations, to any development agency which is dealing with a sig-
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nificant Project portfolio,

The Covernment of Switzerland emphasizes ongoing evaluation at
"redeterained times and performed by outsiders, The rerorted purpose is
Lo assess the soclo~economic impact of itg bilateral projects and to
suggest modifications or fo]l.ow-up actions to improve ongoing projects
and the selection and menagement of new projects. Guidelines for on-gite
evaluations ang format for reporting have been developed with hodel
grids used to facilitate Pro ject planning and evaluation, Iphe system is
completely oriented to project evaluation,

The Netherlands also provided a brief description of it system
which emphasizes Progress control with the principal Tesponsibility being

with the host gnvernment,
Implications for UNIDO

Evolutionary Procesas
As is both illustrited and demonstrated by the above ducripum.

concepts and Rethodologies of evaluation are in an early and evolutionary
Phase and can be described as sub-system of Mnagement by objectives,

In the United States, it is a ¢oncept which, along with Project design,
received significant emphasis only in the late fifties and oarly sixtiee
when large sung of Roney were flowing into the research anq development
of ma jor weapons and space Systems, The 1iea of planning and evaluating
Projects in terns of pPre~determined goals, objectives, outruts or targets,
is relatively new in the development field, Pariicularly, in the area of
technical assistance and similar activity, Tpe Problem .g compounded by
confusion as to definition and yse of the term "evaluation" apg by the
difference between evaluation rhetoric and actual practices. Tnditiomlly.

evaluation has been looked at in the same teras as 1n-poction. audit and

post-facto autopsies, The vision of evaluation as an ongoing mangement
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] concept is new but, despite its challenge of work habits formed by cultural
patterns and long years of tradition, is increasingly gaining in importance

and acceptance,

Nethodology - A Function of Critical Variables
There is not and never will be any standard methodology of evaluation
% with general applicability just as there is no one management system applicable
| to all programs, organirations and managers, MNethodology is a function of three
basic factors: (1) Purposs - Ideally the purpose of evaluation is to help
~ develop amd implement better projects and programs in cooperation with the
; recipient developing countries. Bvalustion can alsc serve other purposes some
acosptable, soms less so. For example, the purpose of evaluation my be to
learn the lessoms of experience or it my be simply to satisfy higher levels of
autherity thet programs and projects are being managed effectively, It may be
used as a device to communicate and involve other parties. Whatever the aix,
doninant and cemplementary purposes have to be recaognised in developing appro-
Friate metrodolegy. (2) Iype - A second factor affecting methodology is the
type of activity to be evaluated. Notwithstanding the current efforts of
mtional, bilateral and multilatersl organisations to grapple with sector evelua-
tioms, a differeat approach is required vhen evaluating a progrea or sector vis-
a-vis a preject. The logical framework concept is an outstanding tool for de-
signing amievaluating significant projects. Its usefuiness, however, is greatly
diminished in small, rvutine or non-project type activity. Bxcept for the
genexal applicetion of the scientific method for problea-solving and modern
mnageasnt primciples, nothing deservingthe description of an evaluation metnod-
Ology has been developed at the program or sector level, (d) Gonstraints -
Jinlli apother important factor in developing a methedology for a particular




orsanization and program involves constraints, In the case of most UN executive
agencies these constriints consist, among others, of outside requirements
(€., UNTF), the sc neitivity of dealing with sovereign governments who are
not onlv recirients of assistance but often members of the Board of Directors,
the dilenma of inierrndent versus seltf-evaiuvation (part1cular1y. as it affects
soverelsrty and role icsues) and last, but equally if not most important, the
amount of recources (1,e,, staff and time) available for evaluation activity,
When these factors have been adequately considered, a function of this
meeting, arproaches my be developed for different types of evaluation sxcrelises
approrriate to the neeis and limitations of UNIDO, It is at this point where
gener>]l guidelines can be developed to provide both a consistent standard and
approach as well as a methodology and package of analytical tools to assist

the evaluators,

Changing Concepts of Technical Assistance

A treatment of evaluation methodology would not be complete without
some discussion of its usefulness ar. applied to technical assistance which is,
of course, quite different from capital assistance. The concept of a technical
assistance project has been transforme'® over the years from one identified
by the donor inputs provided to ore which is a Joint endeavor of the assisted
government, UNDP, and the executing agency designed to carry out special
activities for the purrcse of achieving spec ifie objectives, Ir the -ace of
UNIDO, the feeling is even stronger ®, , ,that % th parties, ‘eveloped and
developing countries, should cooperate in the search for exch-nge of experienes

and identification of cooperative actions tnat will further, in the long rua,

cIamon objectives and a more equitable and pesitive dev. lopment of all ocountries, "

uiatoricully, technical assistance activities which invelve advisory serviees,
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training, ete., &n been difficult to measure except in terms of inputs,

The impact, for example, of institutional development projects is subject to

§ 2 groat deal ofsubjective judgment amiprojection. The developing concept of

? technical assistance which emphasizes the transfer of knowledge within a
problea-oriented and cooperative structure will require new svaluation concepts

as, indeed, it will require mew concepts of cooperative projects.

Deteraining a Proper Malance

UNIDO, like all organiszations involved in providing development assistance,
will meed to give increasing attention to two types of evaluation activity,
First, that which is essentially involved in the BADALgRent of current technical
] sssistamse programs and prejects. At the project level, methodology should
stress the adequate design and redesign of projects with emphasis om the
S{fislanay vith which inputs are supplied and the gffectiveness of the outputs
or Fosults prodused. A different approach will have to be used in evaluating
pregrams and centyel suppmrt activities with the emphasis being on evaluating
the signifinnnee of these activities.
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The second activity requires a type of evaluation nthodolod tailored
to the consideration of xev problems and sectors. Here, the emphasis is on the
futurer 1in both identifying the problems which impede the development process;
ir. aralyzing alternative plans to ameliorate the problem; and in providing
a structure fcr orienting an agency’s allocation of itsresources to attack
critical protlems., It is also a process for looking at problems which cross
sectors or traditional divisions of labor and for providing a forum for involving
a development organization with other sources of knowleage, expertise and assis-

tance, private as well as pubdlic,

Conclusion

Despite a lot of rhetoric, organisational imagery, publications of guide-
lines and handbooks, etc., the state-of-the-art in evaluation both within the
UN system and among bilatersl agencies is in an evolutionary stage, particularly
as it applies to technical assistance activities, There is no single "scieatifie"
method that can be uniformly applied nor any set of procedures whioch ‘\-l'.lnm
"success,"” If the Bxecutive Director accepts evaluation as a continuing manage-
ment process related to improved program management, the challenge is to face
the issues which are identified here and to make his decisions regarding a systess
dezign and investment of resources taking into account thecritical varisbles and
constraints relevant to UNIDO. There are some principles ard concepts to guide
the Executive Secretariat and outside expertise to advise on tne basis of oapiri-
cal and organisational experience (the purpose of this meeting),but the search
for a magic formula which will please all people is useless. An cvaluation
methodology, 1.e. a systems design, appropriate for UNT™ yill evolve frea

eonsiderations and decisions regarding the purpose of svaluation, the types

appropriate, and the constraints imposed,




CRITICAL ISSUES

These issues have bein developed to provoke informed discussions on the
important variables and constraints, as mentioned above, which can apply to
UNIDO evaluation activities . In some cases, they represent the questions
raised by parties of concern, in others they represent problems facing all
development agencies which are seeking to improve their efficiency and effective-
ness. One viewpoint, including conclusions and/or recomnendations, 1is presented
to stimulate debate., Other viewpaints, other issues, and allernative recomnmenda-
tions from the expert group are welcomed by the Secretariat,

1. Ip there s need for formalized evaluption of UNIDO activities?

Riacusslos - while mny "Group B* meaber countries of the IDB and senior
staff of the Becretariat accept evalustion as a necessary component of UNIDO's
Managenent activities, there is by no means a consensus on this point on the part
of all IDB meabers and secretariat staff. Among the more important objections

and reservations to the ewaluation function are:

it infringes oa the sovereignty of national governments

it dimiaishes the authority of the Bxecutive Director

it diverts resourves which can better be employed in direct technical
assistance to developing countries, It is premature and of second
prierity to the expansion of operational activities in the field,

#® need because of the limited scale of UNIDO's activities

Gplicates evaluation already done by field personnel and hosi
goverament

is premture in view of ACAIQ refussl to btudget for an evaluation staff

it 1s impossibdle to measure the impact of limited technical assistance
imvelviag only partial inputs

Tosulis are of low value as compared to the investaent and staff time,
required for other priorities

fear of persomal or organisational oriticisms




-2 -

Some of these reservations are specious and self-serving. Others are
quite real and must be dealt with by UNIDO, It is useful to refer back to the
UN.TAR study which suggested the following rationale for evaluation:

ma jor contributers, and their legislative bodies, necd assurances
that resources made available to multilateral organizations are
used both efficiently and affectively and are directed to the priority
needs of developing countries.
developing countries need assurance that technical cooperation
programs are being developed and implemented in accordance with
their own rational objectives

A third rationale, one which sffects UNIDO management directly, needs to

be added, nanmely

Secretariat senior staff, UNDP, and reviewing bodies need assurances
that on-going and planned programs, projects, and activities are
formulated, designed und managed in a fashion to most effectively
meet the needs of developing countries inselected areas of progran
concentration. and priority development problexs.

Conclusions
No large organization can successfully administer a world-wide and complicated

set of programs in a rapidly changing environment without hdsquato Planning and

adjustments as events require changes in those plans. Evaluation provides the

fuedback to make these adjustments in a rationale way, It is part of the total

management process. This fact is recognized by the Executive Director and his seni/

staff. The real issue at hand 1s not the aeed for evaluation per se but to
develop an approach which makes the optimum use of the minimum resources availe
able to obtaln actionable results in areas or subjects of pricrity concern.

As UNIDO's role increases in scope and importance, the challenge is greater and

the results more critical.
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2. What should be the purpose of evaluation in UNIDO?

Discussion - In October 1972, UNIDO's evaluation mission was described
as having three primary tasks:

the evaluation of all completed and ongoing UNIDO administered
projects and activities in a selected country

the identification of special factors affecting the formulation
and implementation o projects

recommendations for ongoing and new projects to be included in
the country program for 1972-76 and for other worthwhile projects
to be financed from other sources

The besic purpose of built-inevaluation was described as providing the
project manager and other decision-makers with up-to~date information on
progress so that adjustments can be made at an earlier stage and in a more
specific manner than would otherwise be possible.

In the anmual report of the Executive Director for 1973, evaluation is
described as an intricate part of all planning and program exércises with
particular emphasis on work carried out in particular countries over a period of
years and of work in specific industrial branches or subsectors.

Ourrent thinking in the UNIDO Secretariat tends to view evaluation primarily
as an exercise to assess progress in order to improve the _eicisting situation
with enphasis on the efficiency of the inputs supplied, e.g., recruitment of
technicians. In other words, the practical aim of evaluation is to identify
prodbleas, find solutions, and improve on-going performance,

¥hile the above descriptions of purpose have been generally accepted, some
members of the IDB , the Secretariat, and others have suggested other purposes
such as:

measuring the broader impact of UNIDO projects on the economy of
the country concerned

btasis for mll@tion of resources to higher priority and/or more
effective projects/activities :

a msans for involving hoét country personnel, outside experts, other
UN agencies, etc.
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pProviding a more effective linkage of the pre-investment Activities
of UNIDO with a country's investment phase

to build up UNIDO's experience in industrial sectors and then
improve the quality of future technical assistance

relating UNIDO's activities in filelds chosen for study to the needs
of developing countries Seen as a whole and to the work being done
in the same field by other parts of the UN system, under bilateral
programs, and by private initiative

to utilize the capacities of soclalist countries with centrally
Planned econonies

to meet the requirements of the UNDP system
to increase the influence of the IDB and its Permanent Committee
to provide UNIDO with a "brain”
assure compliance with policies, directives, regulations and procedun
In addition to some of those implied abcve, there are ancillary purposes
which can be involved » Some legitimate, sore not 80, as, for example, to:

demonstrate interest in or focus attention on a particular country

Or progranm
improve understanding and internal communications
provide a historical record

stimulate attention to an identified problem by reluctant or buay
parties

serve a political objective
dolonstnte Ranagement concern ard diligence
In terms of the UNDP system, the stated y'~nsse 57 the Tripartite Se-i-

annual Reviews is to examine the progress being made by each po0ject, iden ify
the factors which enhances or diminishes project effect.veness and rave the way
for corrective action. In February of 1972, the Inter- Agency Study Group on
Evaluation (see “state-of-the-art” section) recommended a set of guidelines which
Tecognizes that (a) the purpose of a Foject is related to a higher level goal,
and, (b) a project can only make a partial contribution to such a €oal which,
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'- turn, depends -on whother the project results are effectively utilized.
e purpose of project evaluation was enlarged to include:
& reappraisal of the basic conception and design of the project

an examination of the various aspects of project implementation with
emphasis on inputs

e A e

88 assessment of the results achieved or likely to be achieved
Conclusions

In any organization, and among the pa.rticipa.tin; partles, there needs to
foo o sutually shared understanding of what can and should be produced by evalua-
tion activity and for what purpose(e) and what audience(s). Variatles in either
rpose or audience will affect the methodology used, 1.es., how euch an evalua-
tion is carriedout and the desired resulte.

A formal explanation* of the purpose of evaluation describes it as:

7 a lﬁtnatic asseesment of actions in order to improve planning
or implemsntation of current and future activiitlee. It is one
aspect of the intertwined program management cycle consisting of
planning, implementation, and evaluation
¥hile the needs of others cannot and should not be ignored, the primary
purpose of evaluation ehould be to aseist the Executive Director and eenior
staff of the Secretariat in decielon-making and program management’ by providing
dreasonably objective information sbout problems, programs, projects and support
activities in a regular and selective fashion. It ehould also facilitate greater
understanding of the development process taken as a total dynamic and help provide
& nore ratioml basie for future progranm pPlanning, policy and project foxmulation,
! Particularly, evaluation should help in determining what ways projects and prograns

can and should be shifted in directions to deal more effectively with 'priority

problems and selected areas of concentration. Thie function will become increasingly

* Ivaluation Mandbook (Becond edition), Agency for International Development,
Vaehington, D. C, 20523 .
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farortant as UNIDO takes on an enlarged role in the UN systenm,
Herornendation .
The primary purpose of evaluation activity should be to serve the needs
of UNIDO management - at all levels and Including participating parties - to:

help improve the efficiency and effectiveness of on-going operational
activities

help test the viability of current Strategles, policies and approaches
Suggest alternative courses of action

assist in determining new ways and means for dealing more effectively
with eritical developnent problems

The Secretariat should re-examine the types and priorities of evaluation activities

carried out in terms of the above (or substitute) purpose and develop a methodology

or system which will achieve the desired results,

3+ The roles and interests of other parties in UNIDO evaluation activities

Discussion

Outside of the Secretariat, including its field staff, there are three
ma jor groups which have a legitimate and continuing interest in the purpose,
type and quality of evaluation activity in UNIDO, namely, the Industrial
Development Board and its Permanent Committes, UNDP, and the governnments receiving
assistance,

- While a clear consensus on the Pirpose, valueand juality of evaluation has
Yot to emerge, the IDB has shown a continuing interest in the function and can
share a great deal of the credit for i.ts present status in UNIDO, All evaluation
reports are submitted to the IDB and there have been regularly scheduled sessions
to debate the implications of 1ndividual country and sector repcris as well as 2
proper methodology for evaluation,

Until quite recently, the involveaent of UNDP was pretty much limited to

the tripartite field reviews but, since over 68% of UNIDO's operational activities -
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are financed by UNDP, 1t can be correctly stated that the principal evaluatlion

of UNIDO activities takes place under the system designed by UNDP and under

the supervision of its own ‘field personnel. Recently, however, UNDP initiated

a Joint approach with UNIDO staff for a critlical assessment of 25 selected on-going
and completed technical assistance projects in the flieldof industrial strategy,
programaing and policles, If succeseful, UNDP and UNIDO can be expected to increaee
Joint evaluation of eelected subjecte of mutual interest,

The third group is the individual recipient countries themselvee whose
involvement has been primarily in Eho tripartite reviews and in the country
evaluations carried out by UNIDO in the past several ysars, There is no unifying
interest, common understanding or appreciation of the proceee eince, collectively
they represent a txroad spectrum of development, industrialization, national aspira-
tioim. resources, etc. There are certain characteristicsand aims, however, they
do share luh‘l_ll_govormunu. (8 _

avoid pudblic and/or personal embarrassment .

mintain their sovereignty and mational dignity - .
aore needs than resourcee avalladle |

increase the rate of economic and social development

The recipient governments are what the whole thing ie about and many of thea
ale0 serve on UKIDO's Board of Directors, Their willing and effective involvement
in evaluation is critical if there are to be any reasonable results and follow-up,
Sonclusions

A great deal of the evaluation activity to date in UNIDO has had the
preparation and submissior of a report to the 1DB as its priaary purpose and end-
result, Soms meabers have expressed dissatisfaction with the content and quality
of the reports and Secretariat staff themselves have been disappointed with the
inoon,o}ulin results of IDB discussions.which have been largely political in nmature,
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dealing in broad generalities, and/or not providing any guidance which is useful
to the Secretariat,
’ The mission and authurities of the IDB are not clearly established by
pracedent or otherwise and is constrained by the action or inaction of other UN
bodies, particularly those controlling funding. In addition, individual members
have sometimes expressed unreasonable expectations in terms of public self-examinatic
and In expected results which are not conformed to resource and other constraints
and to the type of projects and activities which make up the bulk of UNIDO's
prograns, There is a clear need for the new Executive Director to enter into
negotiations with the IDB to clarify the purposc of evaluation in UNIDO and the
respective roles and expectations of the IDB and the Secretariat,

As a political anlpolicy-making group with littlk or no expertise on the
subject matter, the IDB would do well to shift its emphasis from an almcst exclue
sive interest in operations to questions of atrategy andpolicy. They might alee
express more concern with the results of evaluation activity than with individual
reports submitted to thea. It 1s not meant to suggest that the IDB should be
unconcerned with evaluation but that it limit or focus 1ts concern to:

agreeing on the purpose of evaluation in general and in refersnce
to specific types or categories of evaluation

recognizing that internal and external constraints limit what can
be done

assisting the Executive Director in installirg » vy ‘ems design that
will meet the needs of all parties includingz, t- t of the Secretariat

participate in the establishment of evu..atior pricrities and selection
of subjects for evaluation - but not to the extent >f over=-buriening
the systea and/or precluding UNIDO mana, :ment fuo r-. ‘ng its own
selection to serve its own management purpose(.,

suppoxrt the ewmluation function by urging necessz -y funding and
staffing ardproviding voluntary contributions earmar: =4 for evaluatiom

arvanging for pudblic and private experts of meaber countries to partie
cipate in evaluation exercises and/or the analysis of their results
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The role of the UNDP in the evaluation of UNIDO's activities is eritical and
there is almost universal agreemsnt that the current system of tripartite
rcviews needs improvement. Even given such improvement, UNIDO cannot afford
and should not want to either participate in all field project evaluations or
rely only on project evaluations for providing the type of information Secretariat
managemsnt needs. Rather, UNIDO should:
in the UXDP‘'s general endeavors to improve its evaluation require-~
sents, support the efforts of the Inter-Agency Group on Evaluation
to expand the concept of project evaluation to include project design
and redesign and the effectiveness and significance of expected results
Jointly with UNDP, develop gcriteria for the selective involvement of
UNIDO headquarters and/or field staff in project forsulation, design and
4n depth evaluation at pre-determined and appropriate phases of project
iaplementation.

build on the recent experience of joint UNDF/UNIDO headquarter and
fleld staff evaluation of selected areas of concentration or priority

participate in UNDP sponsored country evaluations where program commit-
monts Justify.

In negotiating tiiese items with the IDB and the UNDP; the role and sensitivities
of the host government yust be clarified and recognized, 'l'hia is particularly ia-
Portant when deciding on the purpose and desired resuit of a particular evaluation;
the type of report required; and the foruam for discussion. As a principle, maxi-
WA participation of host government personnel 1a required but its application
has to be tempered by the limited host government staff and time that may be avail-
adle, the purpose of the ovaluation, and whether it directly affects one particu-
lar country.

Recospendation |

The Bxecutive Director of UNIDO, both separately and Jointly, should negotiate
the respective roles of the IIB, UNDP, recipient countries, and the Secretariat
in the evaluation of UNIDO's activities based on the purpose, principles, and

objectives specified above and Tecognising the primary concern of UNIDO management.
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Le Wit shouid be evalu:ted and why?
L scussion |

As the discussion below on metiiodology will show, one does not go about
evalurting everything in the same manner, for the same purpose and expect or
want the same results - nor should equal priority and investments be made in
all tyies of programs. The purpose of discussi~g this issue 1s to help determine
wnat are the appropriate categories of evaluati.n for UNIDO and their relative
priority and importance in terms of the purpose of evaluation agreed to, the
external constraints and requirements of the UN system, and ‘n consideration of
such important factors as program priorities, staff competence, expected useful
results, avallable resources, and other program management priorities,

A loose categorization already exists as follows:

Project Evaluation (Field)

Project evaluation in the fleld is carried out through the mechanisa
of the UNDP designed and supervised tripartite reviews. Because of the smll
size of UNIDO's field staff, they are often not even involved. In any ocase,
they are not viewed as particularly significant and are almost exclusively
performance or input oriented. The reviews are arbitrarily scheduled without
regard to the sige, importance, or significant implementation phases of a parti-
cular project and tend to become a routine "reporting® process.

Project evaluation is also carried out at UNIDO's headquarters through
its planning amdprogramming exercises. Theprincipal method employed is & con-
tinuing series of quarterly reviews of performance and progrese where the el=
phasis 1s on obligation rates and monitoring the delivery of project inputs ,
including the need for remedial actions. There reviews are chaired -
by the Executive Director, include the Division Chiefs, and are backstopped

by the Program Planning and Evaluation Unit, UNIDO relies on these reviews
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{for management purposes amd not the tripartite reports.

Qountry Evaluations

There have been ovsr 15 of these types so far which involvs the rsview
of all UNIDO projects, on-going and completed in the selected country. Some
involve tripe to the subject country and discussion with UNDP 2nd host country
staff but most do not because of funding limitations.

In the latter cass, the geographic (TCD) staff officer is reduced to a
reviev of project filol and inquiries by correspondence. Quality of the
reviews, not surprisingly, has varied widely and the subsequent reports have
been nore descriptive tham amalytiocal. It is generally agreed that the results,

except possibly to the staff officer assigned the task, have been minimal.

Secotor Bvaluations

Also referred to as sub-sector or btrinch evaluations, these involve
evaluations of programs which are uswally the responsidility of a single
branch in & substantive division, e.g., investment promotion, fertilisger
industry and oilseed processing. Thess studies, like the country evalustions,
have also concentrated on the review of on-going and completed projects.
They are usually prepared by the tochnich.nlAmpomiblo for the progrua,
However, there have been some recent innovations which merit considerstion. It is the
oonsuliant's opinion that the Swedish Intsrnational Development Agenoy (S8IDA) should
be involved in sending out joint missions to selected couniries for inteniive
on-the-spot examinations of projects concerning industrial estates with the
intent being to obtain direction for future projects including, if necessary,
a reformlation of the whole appreach.

A nost interesting jaint approach with UNDP is also in process of an
svalustion of imdividual projects in the field of industrial strategy, pro-
gramaing snd plicies. Initiated by UNDP, a critical assessment of field



2tersons is belng mounted fnvolviig 24 seiected ongoing and completed

tec.n'ral asclistance Froject., The UNDP Prejpared a brief description of the
burpose and approach of each project with UNIDO concertrating on the imple-
mertation, The assessment was carried out in several stages, first staff
members of {NDP ind UNIDC 20intly reviewed the outlire and agread upon the
approach, definitions, etc., tren ‘ndividual UNIDO professionais who Were
backstopping the selected proects reviewed thenm according to the outline,
Inderendently, UNDF officers also ;ssessed the projects and forwarded the
results to UNIDO; The individual pro ject Assessments were checked and

analyzed and brief summary of each was made. The findings on the individual
Projects were reviewed by the concerred substantive UNIDO section and a
generalized report was prepared for the project as a whole. A report was thea
prepared in draft for joimt review by UNDP and UNIDU., The assessment is
recognized as subjective and incomplete, especially since no investigation

was rade in the recipient countries., It is hoped, however, that the report -
will give a view of the Principal problems encountered in the design, executiem
and backstopping of projects in tnis field and indicate certain measure that
can be taken tc avoid or solve tre ldenti-field problems in the future, A
further elaboration of the Preliminary results and a more detailed assessmeat
in the recipient countries is deemed as essential to improving the r;lults of

technical assistance in the subject field,

Thematic Bvaluatior,
Also referred to as subject evaluations, these can involve evaluation studies
of selected subjects which do no: fit in the above categories, such as: the reole
of field advisors; recruitment of technicians; training; and special fund pro-

Ject implementation. There have not been any of these types undertaken in

recent years,
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(oncivsion
In deternining a stra egy for evaluation, there are a series of choices which muat

t¢ made and a belance struck regarding investments and expected benefits, Illustrative
of thess dichotomies, which are not absolute of sourse, are the following:

on-going v. post eveluat fon

macro v. micro (e.g., project v. country, sector v. sub-sector)

efficiency v effectiveness

offectiveness v. sigaificence

edninistrative complisnce v. tschnical eubstance

iaputs v, outputs

descriptive v. smalytical

actionsble v. historical record

preseat v. fnturc@d/or pu;?

iaternal v. externsal use

disseaination v. confidemtiality

‘ideal v. the feasible

hi';lahin“a overall conclusion of this issue, it will be ussful to firet
review the categories:

Rxgject Evalygtion - It 1is not the purpose of this mecting tv review ths
UNDP eystem. It suffices to say that the system is adequate for the type of
field projsct vhich ia most typical for UNIDO, 1.e., a "project" which averages
about $40 to 50,000 and the short-tsrm services of one or two specialists.

Bowever, there is a need for the selective involvement of UNIDO staff {n the
formulation, design, acheduling and on-going evaluation of pgigr projects, 1i.e.
projecte which involve e comparatively large investment, sevaral years of inputs,

an iamovation or experimeat, and/or high risk. If these actions are takem, it

vill remeve met of the confusion, frictiom, and useless debate of vhethsr and




Vione sobvad asstat ance progs s can be evaliootod and make the best use of
" " Timited resources.

vvuntry Evaluations - These reports have caused UNIDO the most trouble and

v 0 the Teast retura or {ts investment, To a significant extent, they
fple ate the UNDP system, toth fn term. ot country programming, tripartite
revier - and reporting. A more effective use of UNIDO resources would be joint |

patti-ipation with UNDP in analvtical count:y and regional studies. f

Scctor Evaluation - The majority ot the reports presented to the IDB {n

the pa<t have been descriptive, lacked analytical content, and did not result

in any actions efther by the Board or the Secretariat. Recent changes, including

Joint evaluation with UNDP staff, have indicated that a real potential exists
to provide specific and useful results.

The U, K. delegation to UNIDU has suggested the need for intensive and
expert unalysis of a particular sector or program component to relate UNIPO'-
activities {n the chosen sector, branch or subject to the needs of developing
countries and i{n relation to work being done in the same field by other parts
of the UN system, under bilateral development program, and by private i{nitiative.
The objectives of such studies should be to answer the fcllowing questions:

in the sector under study, is UNIDO doing the right thing?

is it doing them in the right way”

is 1t doing work which is unnecissarv, either because it duplicates
vork which is being done e¢lsewhere ur does not eftectively contribute
to industrial development?

is there work in the field that needs doing which {¢ not being
done, and which UNIDU could usefully equip itself to do?

It appears that this type ot evaluation activity would have the strong

suppotft of IDB membership and would provide the basic structure for the further

development of UNIDO's {ntellectual and analytical capabilities as well as to °
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dialogue with other UN, bjlateral and private organizations on the priority

needs and problems relating to industrialization in developing countries.
Ihematic studies - While increasing attention to program evaluation which

is focused on solving projected critical development problems is in order,

improving curreat performance both in technical and administrative content

cannot and should not be ignored or de-emphasized. Rather, existing systems

may be used to flag management problems which require improvement in terms

of both efficiency and effectiveness. There have already been a good many

subjects which have been identified and are susceptible tc definition and solution

by the use of mamagement analysis and improvement techniques. Examples include:

defining the role and functions of field advisors; reducing recruitment time

for experts; improving the organizational structure of UNIDO headquarters;

incressing the effectiveness of short-term training; and a myriad of other problems

vhich are commom to operational activities. While perhaps not evaluation in the

"pure” semse, effective work on such problems adds to the creditability of a

centysl staff unit and often gaine it access to and closer working relationships

vith the technical experts and those responsible for day-to~day operations. In

addition, this function generally requiree analytical skills which are not dis-

similar from those required in both project and eector evaluation.
Recommendation - UNIDO should shift ite focus from general and aggregata

project evaluatiom involving country-wide and subject-wide i:vestories to (a)

a further reliance on, and more effective participation with, the UNDP in ite

programming, design and evaluation systems and (b)a new focus on sub-eector or

problem—oriented evaluation studies. Specifically, (1) country evaluaticn

studies should be eliminated; {2) UNIDO should eelectively participate in tha

deeign and evalustion of important field projc&c according to pre-determined
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criteria; (3) sub-sector or problem-oriented,1n-depth evaluation studies,
with maximum participation of interested parties, should receive high prioricy; .

and (4) studies involving management improvement should be initiated.

5. Is there a standard methodology which can or should be applied to the

evaluation of UNIDO activities?
Digcussion

This {ssue has been tke subject of continuous debate within the IDB and
PC and with the Secretariat. Dissatisfied with the content, objectivity,
quality and usefulness of the reports submitted, a number cf delegations have
maintained pressure on the Secretariat to establish a standard methodology
which would permit the measurement of the effectiveness of UNIDO projects as
a basis for impeoving the design of new projects and developing new priorities,
Concern has also been expressed with the lack of specific guidelines and the over- |
reliance on subjective analyses.

The Secretariat has argued that the drawing up of a standard methodology

must be an evolutionary process. Over 18 countries and other organizations

vithin the UN family were contacted in an attempt to éeview their methodologies

in evaluating activities similar to those conducted by UNIDO. UNIDO staff have

attended evaluation seminars sponsored by the U.S, agency for International

Development and the OECD and participated in workshops of the Inter-agency Group

on Evaluation. Members of slster organizations, bilateral development agencies,

and individual experts have been invited by the Secretariat to recommend a method-

ology appropriate to UNIDO, The convening of this Group Meeting of Experts is

but the latest in a series of steps taken by UNIDO to comply. Notwithstanding

these attempts, the 1ssue is still unresolved. L,




- 37 -

Conclus ions

This issue is not understood by man& of the individuals whp argue for or
egainst a standard methodology. Even more serious, the arguments advanced,
either pro or con, often are specious or can mask different motives unrelated
to methodology, e.g. maximize use of UNIDO resources in the field, respect
the sovereignty of recipient countries, avoid or require the establishment of
] ;utrnl unit, diminishing or maximizing the authority of the Executive
Director or the IDB, etc. If not defined, it is also easy for non-experts to
debste ceaselessly because it cen mean all thing‘s to all people.

Undoubtedly, the raising of this issue in frequent sessions of the IDB and
PC is intended to urge and help the Secretariat improve its procedures and
tschniques for performing useful evaluation, In effect, the development of a

standard msthodology means to design an evaluation system appropriate to the

naeds and constraints of the principal parties.
1f methodology 1s defined es a given set of principles, procedures, models,
msasurements, forms, techniques and the like, then it is obvious upon reflection

that there is not now and never will be any standard methodology with universal

applicability. A review of the state-of-the-art clearly shows that both within
and among development agencies, it is still an evolving art. It can employ the
scientific method and use quantitatcive methods of measurement and analysis but
it is still an ert (as is technical assistance itself), not a science, and is
indispensibly related to thc management function.

Mathodology, or systems design, is a functiom of three critical variebles,
namely: .

the purpose of an evaluation and the intended rapults

the size, importance and cherecter.of the program, project or subject
~being appraised o
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the staff, time, ard resources available, including any special
requirements and constraints

While some generic guides are possible and, indeed necessary, more deteiled
guldelines and decision criterie are required for each major category of evelua-
tion activity to be undertaken. These guidelines should cover such points as:

purpose of evaluation

principal audience

intended results

desired participants, including role of coﬁttel'unit. field and/or
heedquarters staff, UNDP and/or other UN agencies, outside consultants/
experts, host country

necessery coordinstion

suggested techniques, tools, methode

end-product wanted, including report content and format

forun(s) for discussion and review

disseaination of final results

follow-up ections required

While conducting such en exercise will require s considerable expenditure of
in-house time, it will pay dividends in yesrs to come by fscilitating a more
effective allocation of progrem resources end greatly increesing the impact,
i.e., benefits in relation to costs, of evslustion activities on UNIDO's pclicies
snd program mansgement. Thesc ections will require time to develop, test and
adjust, While the evolution  of the process can be expected to continue indefi-
nitely, if UNIDO is provided with eufficient telent and resources, an effective
evelustion systems design (i.e., methodology) can be devcloped' and installed

vithin the reasonable future (two Years is e good estimate) which will provide

& common approsch applying consistent standesde appropriate to the evaluation

being undertaken.




-39 -

-If the Secretariat and Expert Group feels it would be a good use of its iime,
it might be productive to take a stab at each identified category applying the
above wriables and guideline requirements and suggest at least the outline of

8 preliminary asystems design, including alternative svzgestions if a consensus

is not possible or more than one viabdble approach appears evident or acceptable.

Recommendation

In consultation with the IIB and the UNDP, UNIDO should develop & systems
design which provides a consistent approach and reasonable standards for eaoh
m jor category of evaluation activity and ie appropriate to the needs and

oconstraints of the prinoipal parties involved.

6. Can technical ageistance activities of UNIDO be evaluated?

ion

Rxpectations regarding the resulte of UNIDO's evaluation activities reveal
8 wide range of opinion on what can and should be ewmluated. On the ome hand,
measuring the impaot of UNIDO's projects on the economy of the country ooncerned
is sought; on the other extrems, the simple measurement 4of the supply of inputs
is deemed sufficient.

Some delogations to the IDB urge a greater differentiation between objectives
and activities with more emphasie on qmlitnﬁw and quantitative indioators which
will permit a realistic asecesment of succeeese and failuros.

The former Executive Director, in a frank and illuminating report to the
IIB entitled "Bwaluating the Ewvaluation” oonceded that ewluation of performance
"is & basic function of mmgement and executive responaibility at any level,

The question is, however, how to meagure results against the origimal objectives

and how to propose actions that will lead to a more effeotive realisation of new

. objectives. This ie particularly a prodlea for UNIDO field operations whiod in-
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variably represents a limited segment of a more extended process. What 1is

called a "project" is a specific set of actions that generally never represent

a complete operation such as the establishment of a factory or the implement a-

tion of development policy for a cgttain region. Technical assistance projects

are not like financial or construction projects where exact measurement is
possible, where benefits can a'ways be balanced against cost, Given these and

53 host of other reasons cited, it is concluded that evaluation rmust be related more
precisely to the timing of the different phases identified se "final results."

In many cases, the delicate diplomatic and operational relations between govern-

ments and the UN make it undesirgble to express openly shortcoui.ugs on either

side, particularly when dependent upon subjective judgements that in many cases
are mere expressions of opinion rather than careful evaluation. However, the
discussion continues, within a limited circle and in a discrete, on~-the-spot
approach, a lot of careful criticism and reorientation can be done and is usually
gladly accepted by both parties.

Recognizing the increasing IDB interest in questions of evaluation, the use
of internal or external evaluation staff is cited as one of the most important.
8o 1s methodology and what is obtained from evaluation in the form of positive
and specific proposals for improvement through changes in procedures, personnel,
or organization. With specific components cf technical assistance, such as
fellowships, performance of experts, etc., there is a possibility of making a
Judgement about the soundness of the choice and the success of implementation.

But, the argument continues, to judge the imponderable implications of the project

operation against indicators of industrial growth or of productivity may go beyond

possible judgement and proper evaluation. At the present stage of cvaluation in

UNIDO, wmost procedures relate to the establishment of an identifiable and phaicd

program of action and to the quarterly and annual follow-up on the implementation
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of theee ptogrm' aga.imt planmed targets. At later stages, evaluation could
take the form of coet measurement for increasing implementation productivity
while at still another stage, a qualitative judgement on the operations and
the operatore could be sought through statistical and case studies so that judge-
ments could be reached about the advisability of continuing or modifying certain
approaches to program or activities. It 1e nduited that the country reports,
drafted jointly with the recipient government, may therefore suffer from a
autual comcealment of differences or adverse judgements. Yet they do present
8 total picture of cooperation and a reeeonabdle expression of value by the two
parties comcerned. It ie hoped that in succeesive years the technique and pro-
cedure of evaluation by cowntry and by eubject can be further developed so as to
combine a greater element of critical exsmination and more epecific proposale
for correction and improved actions that are realietic and lil.uly to be supple-
meated vithin the zithority aad reeources of UNIDO. The report concludee by
statiag that evalustion will be continued and amplified but it is desireble that
recipients should alwvaye be involved ia the proceee and that the evaluation effort
lead to practical proposale for improvement and not merely to ths i{llumination
of shortcemings against asswmed standards.

Conclwpionp .
Thg stated iseue contains a number of sub-issues, some of which have already
boea diecussed, e.g.
the purpose of evaluation and expscted reeulte
performance indicators
evaluetion priorities

involvement of mtpint goverament

coacepte of techaical aseistamce

the rele of UNINO, stc.




In the opinion of *his consultant, attempts to measure the impact of
any technical assistanc: project (vis-a-vis capital assistance) in objective
terms at the macro-level is an exercise in futility (refer to UNITAR study
reference on pages . and 5) and a poor use of UNIDO's limited resources., This

opinion is reinforced by the current portfolio of UNIDO "projects’ which are mosiiy
P

short-term, involving a small amount of money, and are responses to

country requests for operational and technical services, As previously stated,
the UNDP systems and UNIDO's quarterly reviews, toth o which are input and
performance criented, are sufficient.

However, as UNIDO assumes a new role of leadership and participates in
the development of innovative and complex projects aimed st developing soluticng
to global priority development problems, reliance on the above system will not
be sufficient as it is presently inadequate for projects which are, for example,
over three years in duration, involve costs exceeding $100,000, and/or meet
aome other combination of criteria which select a projc'ct for special attention,
In these csses, attention to the project outputsand their relationahip to a
higher level purpose may be at least .&ual and probably more important than
mere attention to performance efficiencies.

In such cases, there are objective means (at least more objective than the
personal opinions of ccncerned participants or coarultants) to measuic results
based on a specification of outputs (or objectives) and the establiahment of fre-
deterained quantitative and qualitative indicators*. The logical framework con-
cept is sn excellent tool for such an exercise as are the guidelines developed
by the Inter-Agency Evaluation Group (Refer to pages 9 to 12).

1f the sbove actions are taken, the debate over the measurement of techaicsl

#*See Chapter VI, Measurement, Data Collection and Analysis, Evaluatiom Handbook,
AID.
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assistancs can be by-passed if not eliginated. It does not, however, answer
‘the thorny question of how you §st sovareign governments to take necessary
remadial actions. Bi-lateral dsvelopment agencies can threaten to eliminate
or reduce aid if commitments are not met. Even sultilateral organizations
im the business of resource transfsrs can persuade or even force compliance
by reducing the flow of funds. An organization like UNIDO not only hae none
of these "veapome," but meny of the recipiant govsrnments sit on its own
Board of Dirsctors, {.e., the IDB.

Thers sre a number of vays to gat around this problem. PFirst, in the
type of country project "sslected" for special design and evaluation attsntion,
appropriste host government personnel eimply must be involvsd in all stages.
Porsal reports, however, rmy nesd to be 1:imited to those which reflect the remedial
or new actions taken, and not nsoessarily include all the data, analyses and decisions
which lead up to such actions. |

A second vay {s to iaclude an appraisal of the industrial ssctor and
UNIDO's assistamcs as part of am oversll assesesment of UN f:o.uu in a selectsd
country by (WDP in the meaner of the Nigeriam snd similsr evaluations. This
pernits an sssessment under comditions which are not likely to offand individmh’
and UNIDO, other UN agencies and the coumtry iteelf can disassociate itself from
the findings of the evaluation tsam or a specific recommendation.

Finally, with more concentration om themmtic swalusiions (with the joint par-
ticipation of UMDP) which cut across a selacted group of countriss, the nacaesity
te defend s [specifis/ comolusion or recommendation in iarar of a specifis deuntry is
Sredtly lessened if not elimimated.

In any eveat and in all cases, there must de recogrition that it fe the
ptocu; and the resulta it brings which are critical, not the publication of

rmr'to for outeide distribution. The IDB im particular will have to curb its
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desires for public reports and self-criticism by the Secretariat or recipient

‘countries and maintain a d licate balance betwean a flow of information useful

o -

to them in their deliberations and satting up requirements which will reduce

the quality of such a flow.

Recommendation

Recognizing the problems, limitations and difficulties in evaluating the

‘echnical assistance activities carried on by UNIDO now and in the future, am-

phasis should be given to: (1) the evaluation of selected field projects where

the focus will be on effectiveness, utilization and significance and using design
and measurement techniques adapted from the logical framework concept; (2) priority
participation in joint evaluations, particularly with the UNDP, in overall country
assessments and sector studies which include a cross-section or sampla of developing
countries; and (3) the process and actionable results, not the publication of

reports per se.

o

7. Salf-avaluation versus external and/or independent evaluations

Vary few UNIDO evalustions to date have involved the use of outside consul-

N

tants or contractors and, in at least one instance, a report prepared by a
consultant on a country evaluation caused UNIDO some ambarrassment. Most studiee

have been conducted by the staff officar, geographic or functional, who had tha

Z .

rasponsibility for the area or program. This has lad to criticisms regarding

objectivity, bias, and/or conflict of interast and suggestion that, in the

futura, a judicious mixture of internal and axternal avaluation should be adopted.
The Intar-agency Group on Evaluation havc endorsed the UNDP guide-

lines which provide for independent evaluation wvithin the United Nations Develop-

ment System vis-a-vis strictly "external" evaluation but added that use of out-

side ‘auict.nce should be considered where necassary and feaeible.
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Cogclg ion

The questiom of whether evaluation should be done inside or outside the

Secretsriat is s fglae dichotomy. Responsibility for assessment of UNIDO
sctivities must be ‘given to the Executive Director, not to outside consultants,
brsnch or geographic chiefs, or individual countries. Indeed one of the most
importsnt functions of a centrsl evsluation unit is to sssure that both a suffi-

cient degree of objectivity and uniformity is spplied to evaluation and that both

the orgsnization involved and other interested psrties believe that an objective
aad professional analytical study, within the constraints imposed, has been
performed.

There sre many wsys to do this without delegsting one's manegerial respon-
sibilities to sm outside group, organization or individual wh?-e own objectivity
may be suspect. It must also be recognized that evsluation which requires follow-
W actions and does not involve the Badagers and operators who will be responsi-
ble to tske such actions, is rarely useful. To the extent thst evsluation exer-
cises can be carried out Jointly and in cooperstion with other UN sgencies and
experts donated by bilatersl development agencies or independent organizstions,
however, this problem of objectivity will be minimized. In any case, an evalua-
tion unit wmust be adequately stsffed by professionally competent people with
enough steture, flexibility and independence to assure that the Executive
Director receives a frsnk and hard-hitting spprsissl including actionsble snd,
1f appropriete, alternative recommendstions.

Because of UNIDO's small stsff and the fsct that much of the industrisl
axpertise is located in the privste sector, it may be necessary for UNIDO to
aake s greeter use of privete consulteats than some other parts of the UN family.

This will be especially true if sub-sector evaluation studies concentrate on new

1
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problems, e.g. the effect of energy constraints, and the adaptation of new
technologies to the needs and resources of developing countries.

In any case, the seiection of in-house personnel and the mix of outside
personnel, if any, {s a zvitical step in any evaluation. I can foresee no
circumstances in which anv evaluation should be exterral only, On the other
nand, evaluation which involvcs only the operators of the program or projects
ceing evaluated is likely to result in little more than a susjective plea
fcr continuation.

Consultants, as we all know, have their advantages and disadvantages and
it a@ay be useful to review some of them at this point:

experts, particularly those in a nerrow or specialized field, may
have their own strong bias; however, disinterested consultants have
the advantage of cbjectivity and a fresh viewpoint

consultants can augment limited resources needed in a specific
evaluation, of particular importance to a small agency such

a8 UNIDO; however, the experience gained by the consultant is

lost to the agency when he leaves

consultants can provide a specialized knowledge, use of different
techniques, and add a cross-disciplinary dimension that cannot

be readily matched within the organization; they may also use up

valuable time of busy people in getting oriented and familiar
vith the problem

Some of the disadvantages in using outside consultants can be ameliorated
if they come from other multilateral, bilateral or private development organiza-
tion and sre experienced in :ths general art of development and/or a particular
aspect of it, This is cne good reason for UNIDO to seek out opportunities for
Joint evaluations with UNDP and other UN agencies as well as bilateral develop-
ment agencies. Another reason is that they often come free cf d}mrge. ' The question, -

wowever, is not whether o use consultants but how, when and who.

Hinally, the best assurance that there is a proper balance in evaluation

i.e. the right mixture of: inside and outside participants; line and staff,
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headquarters and é.uu- is a ceptral evaluation unit tied into the policy
reviav and resowrce allocetion functions. Such e staff will need sufficient
vtature to be taken seriously by the operetors and, at the sanme time, given
an independence from the objects of evaluation (through organizational location)

vith access to outside assistasmce and expertise.

Mecompendation

The primary responsibility for the evaluation of UNIDO'e activities must
memain with the Executive Dirsctor. Im order to achieve objectivity and

ct‘dtﬂlity, however, UNIDO ghould: (1) sncourage joint eveluations; (2) make

4 judicious use of outside ccnsultants 48 part of a team approach to evaluation;

aad (3) strengthen the central svaluatiosm uait to manage, participate in, and

assure the right mixturs of inside and outside sxpertiee on evaluation exerciases -

including subsequent review of results by its_own senior management.
\ - '
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