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Glossary of evaluation related terms

Term Definition

Baseline The situation, prior to an intervention, against which progress
can be assessed.

Effect Intended or unintended change due directly or indirectly to an
intervention.

Effectiveness The extent to which the development intervention’s objectives
were achieved, or are expected to be achieved.

Efficiency A measure of how economically resources/inputs (funds,
expertise, time, etc.) are converted to results.

Impact Positive and negative, intended and non-intended, directly and
indirectly, long term effects produced by a development
intervention.

Indicator Quantitative or qualitative factors that provide a means to
measure the changes caused by an intervention.

Lessons Generalizations based on evaluation experiences that abstract

learned from the specific circumstances to broader situations.

Logframe Management tool used to facilitate the planning,

(logical implementation and evaluation of an intervention. It involves

framework identifying strategic elements (activities, outputs, outcome,

approach) impact) and their causal relationships, indicators, and
assumptions that may affect success or failure. Based on RBM
(results based management) principles.

Outcome The likely or achieved (short-term and/or medium-term) effects
of an intervention’s outputs.

Outputs The products, capital goods and services which result from an
intervention; may also include changes resulting from the
intervention which are relevant to the achievement of
outcomes.

Relevance The extent to which the objectives of an intervention are
consistent with beneficiaries’ requirements, country needs,
global priorities and partners’ and donor’s policies.

Risks Factors, normally outside the scope of an intervention, which

may affect the achievement of an intervention’s objectives.

Sustainability

The continuation of benefits from an intervention, after the
development assistance has been completed.

Target groups

The specific individuals or organizations for whose benefit an
intervention is undertaken.
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Executive Summary

Background, purpose and methodology of this evaluan

This report covers the independent final evaluatibthe project “Strengthening international
certification capability in Sri Lanka with partiar reference to Social Accountability
standard (SA8000) and Food Safety (HACCP/ISO 22068@ndard” (UNIDO Project
TE/SRL/06/004) (“the Project”). Fully funded by thid¢orwegian Agency for Development
Cooperation (NORAD) with a total budget of € 1,16@8.03, it ended on 31 December
2013 after a total of three extensions. Main impdetation partner was IndExpo, a non-
for-profit business development and certificaticerdce provider, owned by the National
Chamber of Exporters (NCE) and the Ceylon NatioGalamber of Industries (CNCI),
established in March 2007 through UNIDO supportemithe Project.

The Project aimed at addressing standard- and canitiprelated aspects of trade capacity
building (TCB). Its original overall objective wase facilitate international market access
of Sri Lankan exporters by enabling them to compith food safety and social standards
required by importing countries and their buyerBeTintervention strategy was to establish
and strengthen IndExpo as an independent, privatéos driven certification body, which
would provide affordable, credible and internatibypaecognized certification services to
companies. Moreover, IndExpo would also host aamati conformity mark for the food
and catering sector to be developed with UNIDO'sistance.

Between 2007 and 2010, UNIDO mainly provided supporthe establishment of IndExpo

and general capacity building for ISO 22000 cectifions. Two extension phases (2011 -
2013) focused on providing tailored support to eesimdExpo’s sustainability as a service
provider.

Commissioned by UNIDO, this final evaluation wasidaocted by an independent evaluation
team composed of Mr. Daniel Keller and Ms. ShasHikbhani Gunasinghe, guided by the
Terms of Reference (ToRs) included in Annex 3 @&l WNIDO Evaluation Policy. The work
was undertaken by a team of one national and oternational evaluator who were both
selected by UNIDO based on a competitive selectiprocess. While maintaining
independence, the evaluators applied a particigaapproach, taking the views of all
stakeholders into account and seeking alignmentain conclusions and recommendations.
The methodological mix included: semi-structuredeimiews (both individual and focal
groups), personal observation during visits at rrdoanly selected sample of IndExpo client
companies and an in-depth review of project documamd reports. Overall, findings were
consistent and clear. Conclusions and recommentatieceived endorsement by key
stakeholders.

Main findings and conclusions

IndExpo’s system certification services developeth WNIDO's assistance are of high
relevance and resulted in tangible benefits amdintcompanies.

IndExpo’s system certification services fully métet needs of its clients. All companies

interviewed confirmed the excellent service recdivé/ith prices around 20% - 50% lower

than those of competitors, IndExpo fills a nichepogviding credible, high-quality services at

affordable prices to companies that use systenification primarily to gain a competitive

edge through operational improvements. Increaseadpetitiveness in terms of enhanced
vii



productivity and product quality were seen as they koenefits of obtaining system
certification from IndExpo. Meeting customer reaurirents or the use of the certificate as a
marketing tool was perceived as less important. s@ttaring that at least 15 certification
bodies are operating in Sri Lanka and over 2,500panies have obtained one or several
certificates, the Project’s wider impact on thetifeation market has so far been limited. The
evaluation found no evidence that the establishma&EnindExpo influenced pricing and
service quality in the Sri Lankan market.

As an originally not planned output, UNIDO suppattendExpo in obtaining certification as
a training provider by the Charter as a Charteredstitution for Environmental Health
(CIEH). Partially as a result of this, IndExpo tred over 3,500 persons in 58 different
training courses.

Although the limited number of trainees interviewlegl the evaluators confirmed a positive
effect of the CIEH courses at their companies, d@swnot possible to collect sufficient
information to assess the outcomes of trainingghatcompany level in detail. Based on the
positive outcomes reported and the large numberaiiees from all over Sri Lanka, it seems
however likely that IndExpo’s training services diggtnerate a positive impact on food
hygiene within Sri Lanka’s catering, hospitalitydafood processing industry.

While IndExpo is clearly institutionally and techally sustainable, achieving financial
sustainability would require doubling the numberceftifications, which seems ambitious.

Technical sustainability is clearly evidenced by thuccessful track-record of IndExpo in
serving company clients. A strong indication fostitutional sustainability is the fact that
IndExpo operates independently under a well fundtig governance and management
structure. Although IndExpo has a promising pipeliaf potential clients, the target of
increasing the number of certifications from 401(@0 to achieve break-even seems rather
ambitious. While IndExpo is well placed to move @& number of directions, careful
consideration must be given to how the organizatipositions and markets itself.
Contracting IndExpo for training and system cectfiion services for other UNIDO
projects would significantly enhance chances oftaugbility. Moreover, it would provide
IndExpo with the opportunity to gain an internatarrack-record, which is important for
the credibility among larger clients. CNCI and NGd&buld contribute to financial
sustainability of IndExpo by more actively promdjircertification services among their
members.

The Crowns Scheme provided IndExpo with visibditg a revenue source through training
services during the start-up period while preparihg develop its certification services.
Although companies highlighted substantial benefitem their participation in the
CROWN Scheme, its sustainability in the currenirfés questionable.

The CROWN Scheme fulfilled its aim to provide IndiExwith an initial revenue source
and a “Unique Selling Point”, while building up itsertification business. Operational
improvements resulting from implementing audit rexnendations were the key value
added of the CROWN Scheme for beneficiary companidewever, participating in

CROWN Scheme did otherwise not result in any corapee advantage for them. Demand
of hotels and restaurants to participate in the @RO Scheme is low. The CROWN

Scheme is not mandatory and essentially duplicategections required by law. IndExpo
does not have a membership base among which themscitould be promoted. Since the
CROWN Scheme is neither nationally nor internatipn&nown, it adds little value as a

marketing tool. Implementation of the CROWN Schemoasumes significant management
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resources and somewhat distracts IndExpo from d@ie dusiness. Furthermore, due to
possible conflicts of interest, IndExpo is not alkd to provide certification services to
CROWN Scheme participants. Each company partiangaiin the CROWN Scheme is thus
potentially a lost certification client. For thoseasons, the advantages for IndExpo to
continue operating the CROWN Scheme are limitece Viability of the CROWN Scheme
is questionable, unless its concept is entirelysed.

Strengthening IndExpo owned by two member-drivesinmss associations is an innovative
approach to provide companies with access to higlality certification and training
services at affordable prices.

UNIDO traditionally promoted certification servicethrough the public sector on the
grounds that they were a “public good”. This apmtoshowed rather mixed results. Some
of UNIDO'’s target institutions suffered from vari@eonflicts of interests and the quality of
their services did not always meet expectationgkireg credibility, certifications issued by
them were sometimes not accepted by buyers. Prog=utlts validate the thesis that (a)
“ownership” by the private sector and (b) non-ptafiientation of the provider (IndExpo)
results in a good value for money for service usArstronger promotion of services among
the chambers’ membership would further enhancebeefits of embedding IndExpo into
CNCI/NCE.

Weak project design and inappropriate strategicidems from UNIDO resulted in a trial-
and-error approach, which negatively affected puaijefficiency prior to 2010. Efficiency
was significantly improved through refocusing sugpowards institutional and technical
strengthening of IndExpo from 2011 onwards.

Careful project design is a crucial success fadtor project quality and is even more
important for the piloting of new approaches. Whihe concept of strengthening a private
sector institution was new, the original projecsidm implemented from 2007 - 2010 was a
generic replication of standard TCB projects. Pecbjereparation did not include a market
study and a business plan. Planned outputs werdezt®on from UNIDO’s standard tool

box, rather than a set of services tailored to kulEs specific needs. The concept of
running IndExpo as a typical UNIDO project operatiwas not adapted to the objectives to
develop an institutionally, technically and finaalty sustainable high-quality service

provider. Almost all funds prior to 2010 were spestt UNIDO inputs that were only

marginally relevant for the outcomes achieved. With highly committed and capable
counterparts and a UNIDO Project Manager who warttaf his way to turn the Project

around, very few results would have been achieved.

Subcontracting IndExpo for specific project-relatedrvices from 2011 onwards was an
appropriate way to gradually phase out support lie tview of ensuring sustainability.

The approach to eventually replace direct subsithestaff salaries through subcontracting
IndExpo to provide services from 2011 onwards wpgrapriate. This is also validated by
other UNIDO projects, e.g. the support to more matiNational Cleaner Production
Centers. But the shift from “operating” IndExpo wmda project structure towards paying
for specific project-related services came rathate.lln the Sri Lankan context with its
already existing, highly competitive certificatiomarket, UNIDO'’s initial approach to
develop certification capacities through promotiagoint Venture between IndExpo and an
international certification body was not effectivenainly because it would not have
addressed the problem of high certification costs.



The original idea to develop IndExpo’s certificaticapacities through promoting a Joint-
Venture between with Registrar of Standards (Had)nLimited and United Registrar of

Systems certification body (ROS/URS) was ineffegtim the Sri Lankan context with its

already existing, highly competitive certificationarket. The costs of joint-certifications

would have been at the same level of internati@mahpetitors. The subsequent decision to
not enter into a Joint Venture and to accredit Ixgd locally rather than through an

international accreditation body outside Sri Lanlkeas the right approach to keep

IndExpo’s cost structure and the cost of its cardifion services low.

Technical capacity building was insufficiently coimdd with institution building.

Very much needed and crucial for successful institu building would have been a more
sustained support to IndExpo in “organizational elepment”, in all areas that relate to
successfully operating as a service provider basedommercial principles with non-profit
orientation. This is for instance evidenced by po®r quality of “business plans” produced
with UNIDO support. With a few exceptions, UNIDOssipport was essentially focusing on
technical capacities only, which is not sufficieéatbuild strong institutions.

The Project did neither have any gender-relatedeotiyes, nor was reporting on results
disaggregated according to genders.

Recommendations
A. Recommendations to UNIDO (TCB Branch, project sfeki

(1) Finalize the Project as planned

(2) UNIDO should consider using IndExpo’s training as&ttification services for projects
in other countries, in order to increase chancesadiieving IndExpo’s financial
sustainability and provide opportunities for intational exposure of staff,.

B. Recommendations to UNIDO (TCB Branch, general)

(3) In countries with strong, private-sector driven ustty associations, UNIDO should
replicate the approach to support them to provideiness development services
(including training, consulting and where appropeziaertification).

(4) In advanced countries where a highly competitivetiteation market is already in
place, UNIDO should discontinue promoting Joint-Wees with international
certification bodies as a means to develop cediftn capacities. Where in place and
credible, UNIDO should promote the use of naticmedreditation systems.

(5) Prior to embarking on supporting the establishmeihguality schemes such as the
“CROWN scheme”, UNIDO should as a part of projecégaration or a project output
during the inception phase:

a. Conduct a thorough assessment of potential demandtife scheme among
specific target users, considering all other simdahemes already used by the
industry

b. Conduct a formal in-depth organizational assessmoktite host institution

c. Ensure that the host institution of the scheme risfgrably a strong industry
association, which is able to apply the schemeiwighlarge membership base.



d. Develop a full, detailed business plan and condeptthe scheme with the
assistance of consultants who have experienceeiséhtor and the country.

(6) Prior to engaging in strengthening organizationsawice providers, UNIDO should
as a part of project preparation or an output dyuthre inception phase:

a. Conduct a thorough assessment of demand and stqpall potential services to
be provided

b. Conduct a formal in-depth organizational assessrokttie beneficiary institution
as a basis to tailor the support needed to spe@tjairements

c. Develop a full, detailed business plan with theistamce of a management
consultant who has extensive experience in theos@ctd the country.

(7) In order to effectively build capacities within s&re providers, UNIDO should:

a. Refrain from “operating” providers to be strengtbdrunder a project structure

b. Provide tailor-made support, which combines tecahiavith institutional
strengthening on a demand basis

c. Offer coaching, but not directly involve into daibyperations

d. Rather than subsidizing salaries and/or operationats, provide initial revenues
to newly established organizations through subemts; which should be
gradually phased out

e. Hand over equipment provided as a contribution te tstart-up capital
immediately with the responsibility of the beneéigy institution to maintain and
amortize it properly.

C. Recommendations to CNCI and NCE

(8) CNCI and NCE should reinforce the promotion of IngB’'s certification services
among their members.

D. Recommendations to IndExpo

(9) IndExpo should as soon as possible and in closperation with the SLTDA revisit
the concept of the CROWN Scheme and explore alteeaptions for transforming
the scheme into a more viable concept. One of fimos would be to shift towards an
industry-based certification mark aligned to intionally recognized standards for
sustainable tourism.

Lessons learned

e Assisting enterprise associations to offer businesslevelopment services on a
commercial basis but with non-profit orientation isa good approach to ensure access
of companies to high quality support services at &brdable prices. Key success
factors are that the services are relevant for @bgociations’ members and promoted
through the association.

* Quality schemes and certification marksare more effective when receive support based
on (a) a careful selection of a host institution émd organizational assessment of the
host institution and (c) a business plan for thbesge/mark, including assessment of
potential demand for the scheme/mark based on &ehaurvey.
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Figure 1: Key strengths and weaknesses of the Bfroje

Key strengths

Key weaknesses

Innovative approach: concept of
business development service provid
embedded in enterprise association
validated.

High relevance and quality of
IndExpo’s services. Certification by
IndExpo provided excellent value for
money for IndExpo clients.

Substantial benefits of IndExpo’s
certification services for companies
with operational improvements leadin
to higher product quality and
productivity.

Unexpected outcome of originally not
planned: More than 58 different
training courses with over 3'500
people trained.

Weak preparation, including no
assessment of demand and supply fa
the CROWN Scheme and IndExpo’s
services, no organizational assessme
of beneficiary institution (IndExpo)

Generic TCB design. Implementation
structure not tailored to strategy.
Planned UNIDO inputs initially not
suitable to project objectives and the
objective of strengthening IndExpo

No sustainability strategy
Weak monitoring and reporting (RBM
tools not applied)

Late reaction on weak performance g
international long-term experts.
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1.
Background, objectives and
methodology

1.1 Background and objectives of the evaluation

This independent final evaluation covers the prof&trengthening international certification
capability in Sri Lanka with particular referena® $ocial Accountability standard (SA8000)
and Food Safety (HACCP/ISO 22000) standard” (UNIP@oject TE/SRL/06/004) (“the

Project”). The Project was not included into a piilmpact evaluation of UNIDO’s support to
Sri Lanka’s standards, metrology and testing irtfuature?

This final evaluation was conducted by an indepahdevaluation team composed of Mr.
Daniel Keller and Ms. Shashika Dilhani Gunasinghejded by the Terms of Reference
(ToRs) included in Annex 3, the UNIDO Evaluationliep® and the UNEG Evaluation Norms
and Standard$Both evaluators were not involved in the preparmatand/or implementation
of the Project

The purpose of this evaluation was to provide tlowg&nment of Sri Lanka (GoS), NORAD,

IndExpo, UNIDO and other stakeholders with an assent of project quality in terms of

relevance, efficiency, effectiveness, impact and fotential sustainability of its resufts.

NORAD asked in addition for a brief assessmenthaf Project’'s contribution to the “cross
cutting issues” of gender, environment and goodlipupovernance. As a particular focus,
UNIDO requested an assessment of the approachréagthen IndExpo as a private-sector
owned service provider to companies and to idenkidy lessons learned in the view of a
possible replication in other countries.

According to the ToRs, the scope of this evaluatioainly focused on the period from 1
January 2011 — November 2013 (“Extension Phaseipr RINIDO support under the Project
between 2008 and 2010 was taken into account, pilyrta analyze how UNIDO changed its
approach over time and to draw lessons learned frdéan future similar projects.

! See Independent Impact Evaluation of UNIDO SMT@jduts in Sri Lanka (covering projects XP/SRL/9®/04
TF/SRL/99/003; UB/SRL/00/001; US/SRL/01/108; TF/S&1/001 and US/SRL/04/059), UNIDO 2010

2 Available from www.unido.org

3 United Nations Evaluation Group (UNEG), Norms Faluations in the UN System, April 29, 2005

“This principle is underlined in the UNIDO Evaluati®olicy: “For independent evaluations, the membéen
evaluation team must not have been directly resplanfor the policy-setting, design or overall mgament of the
subject of evaluation (nor expect to be so in tharriuture)”

® Briefing with the Project Manager by conferenck ea 13 November 2013

1



1.2 Country context

Sri Lanka has shown strong economic growth, desaiteinternal conflict that ended in

May 2009 after more than 25 years. Since then,Glo& has been pursuing large-scale
reconstruction and development projects in its mffato spur growth in war-torn and

disadvantaged areas, develop small and medium priges and increase agricultural
productivity. The global financial crisis and resem exposed Sri Lanka's economic
vulnerabilities and nearly caused a balance of penis crisis. Growth slowed to 3.5% in

2009, before rebounding following the end of therwend an agreement with the

International Monetary Fund (IMF). After an increasf 8% in 2010 and 8.2% in 2011, the
GDP growth rate for 2012 reduced to 6.4%. Investmenontributing to around 35% of

GDP growth, mostly infrastructure projects funded |bans, were a major driver of GDP

growth. The estimated GDP per capita (purchase p@aety) reached US$6,200 in 2012.

In early 2012, Sri Lanka floated the rupee, resgtin a sharp depreciation. Measures to
curb imports and promote export-oriented industeased at curbing the large trade deficit
of more than US$ 8.5 billion, which remains a camce

Services were the largest economic sector wBth5% of GDP, followed by industry
(31.5%) and agriculture (11.1%). Key exportguots are: textiles and apparel, tea and
spices, rubber manufactures, precious stones, atcproducts, and fish. Key export
partners in 2012 included: the United States (23,64te United Kingdom (9.8%), India
(6.4%), Belgium (5.2%), Germany (4.8%), and Italg%.

While industry and service sectors have begrowing steadily, the growth of
agriculture has been fluctuating. Major segrmsennder manufacturing are food,
beverages and tobacco, textile, apparel and leadey agricultural products are paddy,
coconut and tea.

1.3 Project description and intervention logic

The Project’s intervention theory is that globatina and trade liberalization provides Sri
Lankan companies with an opportunity to capitalieea export-led growth. Besides
competitive products, successfully exporting to kéyternational markets requires
compliance with mandatory standards of buyers amgorting countries. Within this

context, the Project addressed standard and coiifprrelated issues of trade capacity
building (TCB). Overall objective was to “facilimtinternational market access of Sri
Lankan exporters by enabling them to comply withhesged international standards, in
particular SA8000, HACCP/ISO22000"The availability of system certification services
provided by accredited certification bodies is wideecognized as an important part of

what is commonly referred to “national quality iaftructure™

The initial intervention strategy outlined in theopect document was to establish and
strengthen IndExpo as a private-sector owned g¢eatibn provider to provide affordable,
credible and internationally recognized certificati services to companies. UNIDO’s
original intention was to develop IndExpo’s cerdiion services through establishing a

® Project title changed during extension phase3trehgthening international certification capapilit Sri Lanka”
" See for example: KELLERMANN Martin and KELLER DatjiAnalysis of donor practices in supporting
Quality Infrastructure reforms, published by thenBoCommittee for Enterprise Development (DCED),HEG
2014 (publication funded by the Government of Seviemd and UNIDO)

2



Joint-Venture with the Registrar of Standards (Hmoj$) Limited and United Registrar of
Systems certification body (ROS/URS). The Minissrief Industrial Development and
Ministry of Science & Technology were “cooperatipgrtners”, however only marginally
involved into the Project’'s implementation.

Figure 2: Current and planned system certificatiservices of IndExpo briefly explained

1. HACCP: Hazard analysis and critical control points isyatematic preventive approach {o
food safety and biological, chemical, and physk@tards in production processes that can cguse
the finished product to be unsafe, and designs uneaents to reduce these risks to a safe level.

2. 1SO 9000 The ISO 9000 family of standards is related taliyt management and designed fo
help organizations ensure that they meet the neédsistomers and other stakeholders, whHile
meeting statutory and regulatory requirements edlato the product. The standard requires
organizations to document their key procedures.

3. 1SO 14000 Refers to a series of standards related to emviemtal management systems. The
standard helps organizations to (a) minimize hosirtbperations negatively affect the environment,
(b) comply with applicable regulations, and othavieonmentally oriented requirements, and (c)
continually improve.

4. 1SO 18001 OHSASiInternationally recognized assessment specifingtr occupational health angl
safety management systems.

5. 1SO 22000 Specifies the requirements for a food safety mganmeent system that involves the
following elements: (a) interactive communicatiofn) system management, (c) prerequisjte
programs, and (d) HACCP principles.

6. 1SO 27000 Series of standards related to managing and magsinformation security. The|
standard explains the purpose of an Informationufiyc Management System (ISMS), g
management system, used to manage informationiseddsks and controls within an organization|.

7. 1SO 50000 Series of standards related to energy managesystgms.
8. OHSAS 18001:Standard for occupational health & safety managesgstems.

The above ISO-standards look primarily at the psecee. how a product is produced, rather thaheo
product itself. Certification is performed by addited third-party organizations rather than beihg
awarded by ISO directly.

Source: summarized by the evaluators from the u\elsfi the International Standards Organizatipn
(ISO) (www.iso.org)

Furthermore UNIDO planned to provide IndExpo withpport to establish and promote a
national food hygiene conformity mark (Crown Schgm@argeting the food and catering
sector. Direct target beneficiaries were IndExpa &rvi Lankan consultants who received
training. Companies using IndExpo’s certificatiogrgces or participating in the CROWN
Scheme were indirect target beneficiaries.

(a) Implementation between 2007 and 2010

Project implementation started in 2007 with a psmverall budget of US$ 757,100 (incl.
13% support costs), fully funded by NORAD for aritim duration of two years. Planned
national inputs were the provision of necessaryiceff space, staffing and office
infrastructure by CNCI and NCE and policy suppoytthe Ministries of Industry and the
Ministry of Science and Technology. .



By September 2010, UNIDO reported the following kegults (outputs/outcomé’s)

- The official registration of IndExpo owned by theNCI and the NCE, governance
system in place (Board of Directors with represéntaof NCE, CNCI and URS/ROS)

« The establishment of a joint-venture with RegistedrStandards (Holdings) Limited
and United Registrar of Systems certification bd@®OS/URS) established (holding
30% of the shares of IndExpo)

« The originally unplanned accreditation of IndExp® @& training center by the United
Kingdom’s Chartered Institute of Environmental H&a(CIEH)

« IndExpo conducted six training courses without pobjsupport

« IndExpo signed a MoU with the National Cleaner Rratibn Center (NCPC) for joint-
provision of courses

« The training of 22 1ISO22000 experts and four audito
- Pilot certification for ISO 22000 conducted for foompanies

« The development of a methodology for a 1ISO22000 gaalysis and implementation
process for national consultants and IndExpo

« The design of a national conformity mark scheme QW¥N scheme) in partnership
with a similar British scheme (Scores on the Dopis¢luding all operational manuals
and checklists

« Piloting of the CROWN Scheme in 17 food establishtse

- Two seminars for a total of 110 participants frohe tpublic and private sector on
“Certification of Food Management Systems and Slo8iecountability Standards for
international markets”.

Not further pursued were the planned accreditati@hsidExpo for SA8000, ISO9000 and
1SO14001, due to limited project funding and “margetential”*°

(b) Implementation of the extension phases (2011 — 2013

On 13 January 2011, the ProjHavas extended (2011/2012) with a total additionaiding

of € 350,000 (incl. 13% support cost). In 2013, Br@ject received a final extension with
an additional budget of € 75,221 (excluding 13%psrp cost). From 2011, UNIDO's focus
shifted towards ensuring financial, technical amdtitutional sustainability of IndExpo.

Otherwise, the planned objectives (outputs, outc®)nremained largely unchanged, with
the exception of adding national capacity developirfer ISO 50001 Energy Management
Systems Standards. UNIDO continued to strengthdiExpo through trainings, study visits
and fielding experts. Direct subsidies to IndExpaperating costs and UNIDO'’s

operational involvement were gradually phased dnstead, IndExpo was contracted to
provide certain services, both project outputs aodtputs for another project

8 Implementation Report as per 10 September 20p@rtiag from June 2008 to September 2010, whithesfirst
progress report available to the evaluators. Adogrtb interviews with key stakeholders, the Progarted
however already in 2007 and undertook some premgraiork, in particular on the establishment oftixgo.

° The evaluation revealed that this Joint Ventur mever been established; see comments in setBaelow.
%vet, IndExpo obtained accreditation for those d#ads and successfully performed certificationises:

" The Project title was changed to “Strengthenimgcirtification capacity in Sri Lanka”
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(TE/SRL/12001 “Enhancing the compliance and proitectapacities and competitiveness
of the cinnamon value chain in Sri Lankd?).At the time of the evaluation, most of the
planned outputs had been delivered.

1.4  Methodology and evaluation approach

In keeping with the UNIDO evaluation policy and whimaintaining independence, the
evaluation was carried out based on a participatpproach, seeking the views of all
parties. Whenever possible, while maintaining irelegence, the evaluators attempted to
obtain alignment of key stakeholders on their keynausions and recommendations.
Enrolment of key stakeholders in the evaluation cess enhances chances that
recommendations are subsequently implemented.

Methodology

The following main evaluation criteria were used fssessing whether the Project has
provided the right type of support in the right way

¢« Relevance: The extent to which project objectiveerevconsistent with beneficiaries’
requirements, member countries’ needs, global firésrand policies.

- Efficiency: How economically resources/inputs (efgnds, expertise, time) were
converted into resultd - i.e. “value for money”, including an assessmefuality of
service delivery and synergies achieved with o#isrilar programs.

« Effectiveness: The extent to which objectives warhieved, or are expected to be
achieved, taking into account their relative impaorte (e.g. significance of results for
companies in terms of financial or environmentalfpemance). This evaluation further
explored possible unplanned/unexpected negativéipesutcomes.

e Sustainability: An assessment of the likelihoodttheoject benefits will continue after
the assistance has been completed.

Different evaluation tools were combined to ensare evidence-based qualitative and
gquantitative assessment. Particular emphasis wasngio cross-validation (triangulation)
of data and an assessment of plausibility of tleulte obtained. Data was collected through
desk study (see list of documents included in Anheand during a field mission to Colombo
between 1 December 2013 and 6 December 2013. Duhiedield mission, the evaluators
conducted in-depth interviews with all key staketeyk of the Project, both in the form of
focal-group discussions and individual interviews€ list of organizations and persons met in
Annex 2). Particular emphasis was given to factifiig at the enterprise level. In-depth
interviews with a randomly selected sample of Ind&s clients and personal observation
at enterprises were used to validate and complenpenject reports. The enterprise
interviews also provided the factual basis to assbe relevance of IndExpo’s services and
the CROWN scheme for enterprises. Furthermore etleduators obtained qualitative data,
including on companies’ motivation, satisfactiondamenefits of using IndExpo’s services.

2 Funded by the Standard and Trade Developmentityatile GoS and UNIDO

3 This is an economic term which is used to assesssttent to which aid uses the least costly ressupossible in
order to achieve the desired results. This genemrdjuires comparing alternative approaches toeaaty the same
outputs, to see whether the most efficient probassbeen adopted.
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The evaluators mainly applied deductive reasoning, based their conclusions and
recommendations on evaluation findings.

The evaluation applied the basic principle of “is@ét evaluation”: “Intervention +
Environment = Impact™ Factorsexternalto the UNIDO support that may have facilitated
or impeded the achievement of tleepectedimpacts were thus taken into account. The
relative importance of external contributions te tbhanges observed (e.g. certifications
and consulting services provided by other compgnieas mainly assessed through
company interviews.

Figure 3 tries to capture the “result-levels” artk tcausal relationships between them.
During the evaluation, evolving findings were takémto account and subsequently
validated, as far as this was possible.

Figure 3: Causal Chain

(7] Expected wider impact: Successful participatioraf Lankan companies
in international markes

t(s)

H
External (6] Improved performance of

factors target companies

Jod

O uUse of IndExpo outputs © Other outcomes?
(certifications, trainings, Crown

Scheme) by IndExpo clients

(companies)
(3) IndExpo’s incorporation and
services to companies

(certification, training and
Crown Scheme)

(1) Outputs of NORAD/UNIDO ® Other inputs to IndExpo
Project = Inputs to IndExpo

4 pawson, Ray and Tilley, Nick; Realistic evaluatid897
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Explanations:

1. Inputs to IndExpo refers to UNIDO services, suchtramings, study visits and financial
support (both directly and indirectly through comssioning services to IndExpo funded
by the Project and other UNIDO interventions)

2. Other inputs to IndExpo: the evaluation looked #teo support IndExpo might have
received (such as through shareholders, other g@pnor

3. IndExpo outputs = project outcomes: System cesgtfans (ISO 9000, ISO 14000, ISO
22000) provided to companies; trainings (CIEH dfedent levels), CROWN certificates
and other services of IndExpo

4. Changes at company level generated through thefuselExpo’s services

5. Other outcomes observed (not at company level), immgroved or more competitively
priced certification services by competitors.

6. Changes observed at company level (e.g. improvedpetitiveness, food hygiene,
increased revenues, enhanced social standards etc.)

7. Broader economic changes in Sri Lanka (e.g. expamipetitiveness)

Overall, evaluation findings were consistent andacl All stakeholders interviewed were
willing to openly share relevant information. Preilhary findings were discussed with
IndExpo on 6 December 2013. A de-briefing on 16 &aber 2013 with the Project Manager
and the Evaluation Group allowed for a factual fieation of key findings and an in-depth
discussion of conclusions and recommendations.uecbrrections received were taken into
account. The key evaluation results presented beleve endorsed by key stakeholders.

Limitations

A key limitation was that the delivery of most difet main outputs relevant to the achievement
of outcomes was only completed in 2012 (e.g. thpaegion of scope/volume of service
provision by IndExpo). It was thus too early to ess the wider impact of project benefits.
The evaluators have however tried to assess tkéHikod of possible impact.

The project document did not include a logical feamork with clear and objectively
verifiable indicators. Most of the outputs definade rather outcomes (use of UNIDO’s
technical assistance). In order to assess resihiés,evaluators therefore reconstituted the
intervention logic based on interviews with the jpod Manager and IndExpo (see Figure 3
above) as far as this was possible. Project repprivas rather weak, partially not accurate
and required extensive additional fact finding dgria relatively short field mission.

The limited time available for the field missionddnot allow for validating interview data
against a reference group of companies that haveefltted from similar services from
competitors. It was also not possible to intervieiwect competitors of IndExpo (other
certification bodies and training providers in Sanka).

The Project did not have any gender-related, enwirental and good public governance
objectives and did not report on them. It is atsthime not possible to evaluate the
(unintended) potential future environmental impaletough IndExpo’s environment- and
energy-related certification services (1ISO 14006 £§050000).



2.
Findings

Nevertheless, despite these limitations, the evahsavere able to collect sufficient factual
information to provide a well-founded assessment.

2.1 Project design

This section assesses the quality of project pedjmar reflected in the original project
document and the summary for the extension phastiding its identification and design.

The Project was a timely and appropriate respoase tlearly defined, urgent and important
development challenge at the time it was designed2006: addressing the problem of
compliance of Sri Lankan exporters in the food gadment sector with standards required by
their buyers, in particular SA8000 and 1SO22000/H¥C Aiming at improving food safety,
the quality scheme for food hygiene and safety (RN Scheme), targeting the hospitality
and food catering sector, was only marginally rediatio the Project’'s general TCB objectives.

The project concept developed by UNIDO as such waevative. UNIDO traditionally
promoted certification services through the puldi&ctor on the grounds that they were a
“public good”. This approach showed rather mixedutts®. Some of the target institutions
suffered from various conflicts of interests ane tiuality of their services did not always
meet expectations. As a result, certifications essby them were sometimes not accepted by
buyers, as they lacked credibility. Buyers oftequest certification by larger international
providers, which is however not affordable for skeatompanies. The approach to strengthen
a non-profit organization under the umbrella of eeptise association as a provider of
credible, affordable certification services of gogaality was a pilot for UNIDO. The thesis
was that (a) “ownership” by the private sector gb§l non-profit orientation of the provider
(IndExpo) would result in a good value for money $ervice users.

The innovative approach to strengthen a privateéesedriven certification body was however

not translated into a project document with a felesstrategic approach. The implementation
strategy of the_original project document is gecefRather than crafting a tailor-made

approach, UNIDO selected a number of typical owgpservices) from its standard toolbox.

Demand and supply of different types of certificatiservices in Sri Lanka were obviously
not assessed. Without considering options on howafutalize on expertise that was already
widely available in Sri Lanka, planned outputs erxbed on training of specialists and on
conducting pilot projects in companies. Shortcomsinigp project design and planning

significantly affected project quality, particulgih the period before 2010.

Similarly, the revised and generally successfubtelgy applied from 2011 onwards (see
section 1.4 below), which mainly focused on stréraning IndExpo as a certification service

1% See in particular: Thematic Evaluation Report URIBCtivities in the area of Standards, MetroldEgsting and
Quality (SMTQ), UNIDO 2010 published on http://wvamido.org/fileadmin/user_media/EVA/UNIDO_SMTQ.pdf
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provider, is only reflected in a brief summary, winiis not self-explanatory. While the aim
was to achieve IndExpo’s financial, technical andtitutional sustainability, the strategy to
achieve this was not clearly spelled out, but depetl ad hoc during implementation.

A thorough preparation of both phases would fotanse have revealed the challenges of the
selected model (combination of CROWN scheme antification) to sustain (see section 1.4
below). Problems that could already have been ifledtat the design stage are: (a) the
conflict of interest of IndExpo to grant the “CROWLb its certification clients, (b) the lack
of demand for a voluntary scheme that is not irméomally known and thus would require
significant promotion efforts, (c) duplications Withe assessment by government inspectors
and thus reluctance of companies to undergo yethanonspection, (d) and the insufficient
cost coverage. Careful preparation would have redethat the more companies participate
in the CROWN scheme, the less potential certifaratlients IndExpo will be able to serve.

Both the original project document and the “agreachmary” for the extension phase do not
allow for steering and monitoring the Project thgbuapplying RBM tools. The updated

logical framework does not include specific targdtat are linked to Objectively Verifiable

Indicators (OVIs). Furthermore, no budget that pres the different in a matrix form

according to budget lines and different outcomes established. As a result, it is difficult for
the donor and the beneficiaries to understand howl$ were spent (see also section 11.4).

Project governance and management structures waragreed upon. The generic UNIDO
management structure practically applied until 2048 not conducive to strengthening
IndExpo as an independent service provider, whias whe key objective of the extension
phasé’. Consequently, IndExpo was “operated” under a dgpiproject setting, with
considerable UNIDO involvement into day-to-day dgmn making prior to 2013.

While project quality improved significantly from021 onwards, this was merely due to the
excellent work of the Project Managers, not a restiimproved planning. Most of the right
strategic steps taken during the extension phase éebcontracting IndExpo as a way to
phase out support, the audit of IndExpo) were adlliy not planned, but a flexible approach
of the Project Managers to respond to evolving seed

In conclusion: Project preparation of both project phases wasatisfactory. UNIDO’s
innovative approach to (a) strengthen a privatetsseorganization to provide credible,
affordable certification services of high quality tompanies and (b) to establish a quality
mark to enhance food safety in the hospitality sewtere not translated into a feasible project
concept, including an enabling governance/managémstiucture tailored to the
implementation strategy. Key shortcomings of projeeparation included: No assessment of
demand and supply of certification services in [Sxhka, no clear concept/business plan for
IndExpo and the quality mark, and no clear sustalitg strategy. Weak preparation resulted
in a “trial and error” approach, in particular pritco 2011. Moreover, neither the project
document nor the “summary” for the extension phpsevide an enabling framework for
result-based management and sound project govesnparich was one of the reasons for the

16 See Agreed Summary, “Strengthening internatioesification capability in Sri Lanka” and Logicatd&mework
TE/SRL/06/004: Strengthening international ceréifion capacity in Sri Lanka (first extension 2012042)

|n practice, the management approach was onlygeithat the end of 2012, when equipment was hangsd o
and support gradually shifted from directly covgrosperational cost to providing support by subating
specific assignments to INdExpo



unsatisfactory monitoring. As a result of poor plary, prior to 2011, most of the funds were
disbursed for technical support that only partiathet beneficiaries’ needs. The significant
improvements of project quality between 2011 and3@re clearly the merit of the Project
Manager’s good performance, not the results ofumd@roject planning.

2.2 Relevance

The assessment of relevance looks at the extewhtoh the objectives of the projects were
consistent with the requirements of the end-usew@mpanies), the GoS, international
priorities and donor policies.

A. Relevance of objectives to the GoS

The project’s original objective to enable compante comply with standards required by
buyers and importing countries is well aligned wkey policies of the Gd€. The GoS’ aim

is to promote economic development and create empot through a thriving,
internationally competitive, and environmentallyefrdly industrial sector that is driven by a
vibrant commercial environment. Services providedIbdExpo respond to the aim of the
Ministry of Industry and Commerce (MOIE)to promote quality, productivity in local
industries, while maintaining social and environtanstandards. They complement the
MOIC's comprehensive industry support program, whi@lso includes activities in
technology development & transfer, export promotiord market and product developméht.
The MOIC explicitly welcomes private sector invofment in implementing policies and fully
supports private initiatives that contribute to #wuntry’s economic advancement, including
service provision by IndExpo. Promoting food hygien the hospitality industry through the
“Crown Scheme” under MoUs with different local andtional authorities responds to Sri
Lanka'’s aim to develop high-quality tourism.

B. Relevance of objectives to international priorities

The Project potentially contributes to Millenniume@elopment Goal (MDG) 1 (eradicating

extreme hunger and poverty). A competitive indugteyperates more profits, is more likely to
create employment, to pay higher salaries and tdritite more taxes to the state budget,
which all has a direct link to poverty reduction.

More indirectly, by building certification capa@s in ISO14000 (environmental management
systems) and 1SO50001 (energy management systertB)nwndExpo, the Project also

potentially contributes to MDG 7 (environmental ®isability)’*. The implementation of

environmental- and energy-related quality managensgystems contributes to decoupling
economic growth from increased resource use anthdurenvironmental degradation, which
also affects the livelihood of the population inns of health, income and wellbeing. The
relevance of controlling pollution through the apption of environmental- and energy
management systems is therefore indirectly alsevesit for MDG 1, as it extends to the

28 Including key policies outlined in the Presiderit/sion for the Future — A New Sri Lanka, A BrightFuture”
1 Name changed: former name was Ministry of Indasfievelopment, one of UNIDO's two partner Miniesi

2 Hand book of Services of the Ministry of IndusénfCommerce, and interviews

2L It should be noted that ISO 14000 and ISO 50081nat only relevant for the environment, but alentdbute to
competitiveness through promoting an economic @ipeanluction resources.
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people’s health and wellbeing, thus to a broader & reduce “multidimensional” poverty.
Medical cost to cure health damage caused by poliyputs a significant burden on people
and the government. The cost for curing environmintrelated diseases further limits the
purchasing power of the poor and impacts theirighib earn a living. This indicates that the
potential relevance of implementing energy- andigmmental management systems goes
beyond merely environmental and competitivenesgeasp by contributing in addition, more
indirectly, to poverty reductioff.

C. Relevance for beneficiary companies (IndExpo clies)

Companies confirmed that IndExpo’s certificatiomsees are of high relevance to them and
well tailored to their needs. All companies intewied confirmed that credibility of
certification due to IndExpo’s “strict” approach Buditing added significant value. They
highlighted at the same time the excellent costefiemelationship. Remarkably, productivity
and competitiveness benefits of certification weeen as more important than complying
with buyers’ standards. Most companies also hidtiedg that obtaining certification was not
primarily a marketing tool for them. Some companiedicated that their clients require a
specific provider to obtain certifications.

Training courses (CIEH) fully met the need of thoparticipants interviewed by the
evaluators.

Food safety and hygiene standards promoted thrahghCROWN Scheme are obviously
highly relevant to the hospitality industry. Ovdrgahe CROWN Scheme seems to have met
the needs of participating companies, but rathex agans to enforce/improve the application
of food hygiene standards than to evidence of serguality to customers. Revealing was the
observation that only one company visited displayel CROWN certificate publically.

D. Relevance in regards to UNIDO'’s core mandate

The Project is fully aligned to UNIDO’s core manelato promote sustainable industries
(including the service sector) in developing coigdgr Furthermore, it is also relevant to
UNIDO'’s core objective to promote the integratioh developing countries in global trade
through fostering competitiveness and environmeststainability of industries. The Project
was less relevant to UNIDO’s TCB objectives (strdwggning export capabilities through
support to enhancing access of companies to amtifin services).

E. Relevance to the UN-Framework in Sri Lanka

The Project’s objectives are aligned to the oveshjective of UNIDO’s Country Program for
Sri Lanka (2010 — 2014), which focused on the oNedgective to “promote inclusive growth
trough enhancement of productive activities anditliduction of environmentally friendly
technologies” and mentions “quality infrastructared productivity” as a service.

The alignment of UNIDO’s objectives to the UN-Pragr in Sri Lanka reflected in the
UNDAF framework however seems to be rather vi&aKhe link to UNDAF Outcome 1

2 See also Desk review, What has UNIDO done to regioverty — Evidence from UNIDO evaluations 2008 an
2009, UNIDO 2010
% gee: The United Nations Development FramewdtkAF) for Sri Lanka, which outlines
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“Economic growth and social services are prorpequitable, inclusive and sustainable in
fulflment of the MDGs and MDGs plus, andcés in particular on the rural areas” is —
with the exception of the reference to the “fulfiknt of the MDGs™ not obvious.

F. Relevance to the Government of Norway

The Embassy of Norway confirmed that project objexs are well aligned with its policies.

The Project was however not relevant to the “crosting issues” of gender and public
governance, which were not project objectives.slttdé some degree potentially relevant to
NORAD'’s cross-cutting issue of environment (see cants to MDG 7 above).

In conclusion: Project relevance was highly satisfactory. Ohjexs are well aligned to key
policy objectives of the GoS and international pties. Services provided through IndExpo
potentially contribute to MDG 1 (eradicating extrenmunger and poverty) and MDG 7
(environmental sustainability). The Project wadyfuh line with UNIDO’s core mandate and
UNIDO'’s objective to promote the integration of @éaping countries in global trade through
fostering competitiveness and environmental suatdlity of industries. IndExpo’s
certification services met the needs of clientthalgh not primarily because they facilitated
market access, but because they contributed to owepk performance in terms of
productivity, product quality and environmental wisability of production. Promoting food
hygiene standards through CIEH trainings and th©®@Rl Scheme potentially contribute to
Sri Lanka’s objective to develop high-quality tam. Project objectives were not relevant to
Norway’s “cross-cutting issues” of gender and palgiovernance.

2.3 Effectiveness

Effectiveness looks at the extent to which the ttgwment objectives of an intervention were
or are expected to be achieved. The original oVelgkctive of the Project was to “facilitate
international market access of Sri Lankan exporbgrenabling them to comply with selected
international standards, in particular SA8000, HATIS022000%* The following section
looks at UNIDO inputs provided and results achieatdlifferent levels, as reflected in the
causal chain developed by the evaluators, whigivésented in Figure 3 above.

Subsequently, the evaluators attempted to compariewed results with planned results as far
as the rudimentary logical framework allowed tontify what the Project intended to achieve
(see comments under Sections 1.5 and II.1 above).

A. Project outputs = UNIDO inputs to IndExpo

(a) Between 2007 and 2010

» Pilot Certifications and auditor training : After reportedly conducting an assessment of
potential partner institutions (not documented),|D trained 22 1SO22000 experts and

development objectives for UN agencies foe fieriod of 2008 -2012.

2 The development goal for the extension phase rasulated as: “Facilitate industrial developmend amport
capabilities (and consequently spurring econormaevgt and employment opportunities) in Sri Larkareducing
technical barriers to trade through the strengtigenof standards, metrology, testing and qualityitungonal
structures and national capacities”, which is aegerobjective of UNIDO interventions in the fietd
strengthening quality infrastructure, yet not ditecelated to the outputs and outcomes the Prajieced at.
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(b)

four auditors. UNIDO also covered the fees for pdertifications were conducted at four
companies (by ROS/URS Pakistan under a UNIDO cotjtr&Regrettably, there was in
practice virtually no involvement of IndExpo intbet pilot certifications. The intention
was — in line with the approach UNIDO used in maoikier countries - to train local
consultants who would then work as auditors for Hrgo. A methodology for an
ISO22000 gap analysis and implementation procesadtonal consultants and IndExpo
was established, but its quality was insufficiemtalpply it in practice. The Project also
conducted seminars for a total of 110 participdntesn the public and private sector on
“Certification of Food Management Systems and Sogfiecountability Standards for
international markets”.

As an originally unplanned output initiated by tReoject Manager, UNIDO assisted
IndExpo to become @IEH accredited training provider on Quality Management, Food
Hygiene and Safety, Environmental Management andu@ational Health & Safety.
CIEH training material was translated into Singlsal¢level 1 and 2) and Tamil (level 1).

Furthermore, UNIDO designed a national “conformity mark scheme” (CROWN
scheme), by localizing a similar British scheme di@s on the Doors), including
operational manuals and checklists. Preparatiorkvieeluded two study visits to Great
Britain, one focusing on studying the scheme ane $econd on technical aspects.
Participants included inspectors of the Colombo Mipal Council, IndExpo staff and
the UNIDO Program Coordinator. Two short-term expgrovided on-site support.

UNIDO fielded two long-term advisers one for six months (full-time) and one for 18
months (part-time). Their specific deliverables eened unclear to the evaluators, but
were generally perceived as of mixed quality.

UNIDO moreover seconded one Project Coordinator ancdne Project Assistantto
IndExpo. A project car, office equipment and someniture were procured and handed
over to IndExpo at the end of 2012.

Between 2011 and 2013 (extension phase)

Expansion of CROWN Scheme After the expiry of MoU with Municipality with
Colombo, IndExpo signed new MoUs with the Sri Lafkaurism Development Authority
(SLTDA) the Kotte Municipal Council and the KaduweMunicipal Council in March
2012. Under these MoUs, two more rounds of “CROWMbADs” were funded. To ensure
the effectiveness and transparency, the CrownsrBetveas audited in December 2012 by
an international expert (within the scope of a bleramanagement audit of IndExpo).
IndExpo is taking actions to improve the scheméria with the recommendations of the
expert (see comments in section 11.3 below).

Exchange of experience with LaasIn August 2013, the CEO of IndExpo provided
CIEH trainings in Lao PDR. Also, a delegation of Lao PDR visited Sri Lanka.

% project “Enhancing sustainable tourism, clean petidn and export capacity in Lao People’s Demdcrat
Republic” funded by the Swiss Government, jointhplemented by several UN Agencies, including UNIDO
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* Funding of different activities through sub-contrading IndExpo: IndExpo completed
most services it committed to provide under a sabeet with UNIDO. The ToRs of this
contract included: (a) a market survey of certifica bodies, (b) promoting of the
Crowns scheme to the food businesses, (¢) conduassessment on the training needs in
food safety at public and private institutions, ¢nduct five training programs on food
safety in cooperation with SLTDA throughout the nty, (e) conducting a Gap analysis
(GMP and Food Safety) on existing Cinnamon GMP eenin Sri Lanka, (f) conducting
an awareness workshop on Food Safety and Good Hgdreactices (GHP) in the North-
Eastern provinces of Sri Lanka to the Hotel sedigyr,conducting an awareness workshop
on Good Manufacturing practices (GMP) in the NdEthstern provinces of Sri Lanka to
the manufacturing sector, (h) conducting awarensssiinars on certification at
universities, (i) producing a Consumer Guide on d&&afety. Not yet completed is the
printing work for the Consumer Guide and the trags for Cinnamon processing centers
in the Southern Province of Sri LarfRadue to a lack of interested trainees.

* Energy management (ISO 50001:2011JNIDO funded the training of 10 lead auditors
by an international certification provider. For thgactical part of the training, the
auditors were twinned with an experienced Indiapegk UNIDO also supported training
of IndExpo staff through the Sri Lanka National &er Production Center (CNGPpn
energy management requirement and techniques.

B. Outcomes observed at the level of IndExpo (use ofNUDO inputs)
(a) The establishment of IndExpo as a certification bdy and training provider

Key outcome of the Project was the incorporationrafExpo in March 2007 as a non-for-
profit public company owned by CNCI and NCE, whielach hold 50% of the shares.
IndExpo is an internationally recognized as Chadefnstitute for Environmental Health
(CIEH UK) Accredited Training Center. A quality magement system as per 1ISO 172§

in place. IndExpo is accredited with SLABto provide certification servicds National
accreditations for ISO 50000 and ISO 27000 areetuty under preparation (UNIDO will not
cover the costs). IndExpo has successfully undergofinancial audit for the financial years
2011/2012. IndExpo is fully staffed with a dediaatenthusiastic and well-qualified team of
consultants and a part-time Director (not full-tirae reported). An appropriate governance
system is documented and applied in practice fegular meetings of the Board, evidenced
by minutes). All staff salaries are fully paid bydExpo. Accreditation costs however have so

% project: “Enhancing the compliance and productiagacities and competitiveness of the cinnamorevethain
in Sri Lanka” (UNIDO TE/SRL 12001) funded by the &§dJNIDO and the Standard and Trade Development
Facility of the World Trade Organization

27 project TF/SRL/07 “Sti Lanka National Cleaner Rrctibn Center”

2 |SO/IEC 17021:2011: Contains principles and rezmaints for the competence, consistency and imfigrté
the audit and certification of management systehadl types (e.g. quality management systems oirenmental
management systems) and for bodies providing thetbéties. Certification bodies operating to 1SBX
17021:2011 need not offer all types of managemgsiem certification. Certification of managemenrgtsyns is a
third-party conformity assessment activity. Bogdesforming this activity are therefore third-pacgnformity
assessment bodies. Source: http://www.iso.orgasalegue_detail?csnumber=56676

2 Since 13 October 2013, SLAB is a member of thertrtional Accreditation Forum Multilateral Recdipm
Arrangement (IAF MLA) for Quality Management Systrinvironmental Management Systems and Product
Certification.

%0 Accreditation for different scopes of: 1SO2200800001, 1SO14001, OHAS 18000 (all funded by théeth
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far been covered by UNIDO and IndExpo also stilhéktted from a number of UNIDO sub-
contracts to perform certain services, includingtioer UNIDO projects (see below).

Planned, reportéd but not materialized has the establishment of iatjwenture with
ROS/URS (holding 30% of the shares of IndExpo). Tdes was that certification services
would be jointly provided, whereas certification wd be issued by ROS/URS, which was
internationally accredited. The unexpected negatiuecome was that ROS/URS were not
willing to use local experts and that prices imgbdey ROS/URS were not competitive,
partially also due to high travel cost to fly awdi to Sri Lanka. The idea of a joint venture
was subsequently abandoned and IndExpo decidebt&nonational accreditation.

Also not materialize did the planned cooperatiomeagnent between IndExpo and the Sri
Lanka Standards Institute (SLSI), initiated by UNODsince SLSI required an undertaking

by IndExpo not to undercut prices offered by SLENCI and NCE rightly refused such a

cartelistic practice. The reason for UNIDO suggegtthis partnership agreement became
not entirely clear, other than that the SLSI wgséner in prior projects.

None of the consultants trained prior to 2010 @p#ohemes on 1SO22000) are available to
work for IndExpo. Most returned to their employeasd some are working for IndExpo’s

competitors. Another issue was that some of thmedhauditors were actually employed in

the industry or as instructors in schools and tfeeeenot available for assignments, which
indicates a selection of the wrong participants.

(b) The “Crown Scheme”

In 2010, the CROWN Scheme was piloted in 17 foadldshments in Colombo, 10 of which
received the award. In 2012, 14 establishments ffom destinations were awarded (out of
20 selected) and in 2013 21 more. Over 50% of tkdénnot participate a second time (six
from Colombo, one from Kotte Municipal Council araad the rest of four other districts).
CROWN Scheme participants were suggested by thd &rtka Hotelier Association, after
consulting their members. A board consisting of BAT and IndExpo pre-selected the
candidates. Since 2012, IndExpo has independerdhyaged the CROWN Scheme.

(c) Trainings for companies

Between 21 November 2008 and 21 October 2013, IpdErrganized and delivered
approximately 58 different training programs (inditug CIEH courses) of which at least 45
were conducted without any direct UNIDO support.cAaing to project records, at least
3,500 people benefitted from IndExpo’s traininggifes reported by IndExpo are higher).

(d) System certification services provided by IndExpo
According to its records, IndExpo has so far issuéd certifications of which: 29

certifications for 1ISO22000 (in the scope of mamtifizing, catering, export of fresh food and
vegetables, food packaging); ISO 9001: 10 in thepss of fire protection, electricity supply,

3! The information in the progress report as peB&gtember 2010, page 2 on the establishment dbihe
Venture did not reflect the facts.
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packaging, ceramic ware, apparel, bottled wated, temining% 1SO 14001: one organization
(apparelf®; OHAS 18000: 1 organization manufacturing statign&emarkably, IndExpo has
refused applications of companies that obviouslyl diot fulfill the conditions for
certification. This indicates a high degree of grity. Prices of IndExpo are generally 20%
lower than of the state-owned provider (SLSI) amduad half of the cost of international
certification providers operating in Sri Lanka. Expo fills a niche by providing credible,
high-quality certification services at affordableges to companies that aim primarily for
certification as a tool to improve their operations

C. Outcomes observed at the level of IndExpo’s clienfaise of IndExpo’s services)
(a) Effects of system certification services

All enterprises interviewed confirmed the high quabf service, which is also reflected in
the high customer satisfaction documented in IndExguality control system (maintained
in line with the 1ISO 17021 standard). Companie® dlighlighted that IndExpo as a small
organization as opposed to a large internationalise provider was able to specifically
cater to their needs. IndExpo’s certification cterperceived significant benefits from
obtaining certification according to all standard®emarkably, the key value of system
certification for all of the companies interviewegs to enhance production processes, which
resulted in higher productivity, product quality darcompetitiveness. This is a strong
indication for the high quality IndExpo’s servicesccess to new clients or the ability to
fulfill buyers’ standards was not the primary banhdbr them. One company reported a
reduction of labor accidents following the cert#fion according to ISO9001 (not OHAS
8000!), because the workers more strictly followemmal procedures. Many companies seem
to be concerned about their environmental footpréotme of them have been or plan to be
certified according to ISO 14000.

(b) Crown Scheme

Companies that have been awarded the CROWN Schepueted significant improvements
in maintaining food hygiene standards. The evalsatwere not able to validate the
improvements, because time did not allow for asagsthe audit records. The CROWN
Scheme seems to have been mainly a tool for comtimimprovement. Not the award, but the
process of auditing and eliminating non-confornsitizvas important. Only one of the
companies interviewed felt that the CROWN Schemslted in higher competitiveness or
new clients. It should be noted that the implemgataof the CROWN scheme consumed
considerable resources and caused IndExpo to aioategree to deviate from certification
provision. On the other hand, the CROWN scheme eimsed IndExpo’s standing and
visibility and provided some revenues while gradiblilding up its certification client base.

(c) Trainings provided by IndExpo

The small and statistically not representative dengd course participants interviewed felt
that the CIEH courses they attended were of higmevand practical applicability. Neither
IndExpo nor the Project has tracked the outcomestraining courses at the level of
companies. At one particular hotel in Colombo, 28ff attended a CIEH course and the

%2 In addition audit and document review for addiéibtwo organizations are currently ongoing.
% Two more organizations reportedly expressed istere
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management confirmed that the course was instrusheot them to ensure the internal
implementation of food hygiene standards.

D. Wider impact
(a) System Certification services provided by IndExpo

Considering that IndExpo is only one of 15 certtion bodies are currently operating in Sri
Lanka (not yet including non-resident certificatigmmoviders), the impact on improving
certification in Sri Lanka overall is marginal. Th8LBA estimates that about 200
organizations are certified according to 1ISO22@000 organizations according to 1SO9000,
and around 200 companies according to 1ISO14000imrdpact of the total 40 certifications
issued by IndExpo on the certification market seemlgkely. No evidence was found that the
emergence of IndExpo would have influenced pricedibility or quality of certification
services in Sri Lanka. A market impact would requé significant scaling up of IndExpo’s
operations and this seems from today’s perspecétresr unlikely to occur.

(b) CROWN Scheme

According to the SLTDA, Sri Lanka has around 7,608,000 classified hotel rooms (star-
rated), and around 15,000 unclassified rooms (whisb include a number of top-hotels, e.g.
the Gall Face Hotel in Colombo). Around 3’000 hetale operating in Sri Lanka. Only a few
hotels outside Colombo more than 100 hotel roonmw)enhas more than 200 rooms. An
estimated 25% of hotels do not have licenses ardttars not eligible to CROWN scheme.
Enterprises the hospital currently participatingte CROWN scheme are only a small
fraction of the catering, restaurant and hotel aedmpact of the CROWN scheme has so far
been very limited.

(c) Training services provided by IndExpo

It was not possible to track wider impact of traigs in Sri Lanka at a statistically relevant
sample of companies. Based on the positive outcowfedrainings at the companies

interviewed and the large number of trainees (Cl&idrses in particular) from all over Sri

Lanka, it seems however likely that IndExpo’s tiag services did generate some positive
impact on food hygiene and safety within Sri Larskaatering, hospitality and food

processing industry.

E. External factors contributing to results at all levels

Key external factors that contributed to resultalatevels included:

« Firstly, a generally enabling environment for sus=fally operating a private certification
and training provider to operate was pivotal. Thiecludes a strong culture of
entrepreneurship and a vibrant private sector withny companies striving for
“excellency” in operations and long-term succesgher than short-term profits). Many
interview partners highlighted that Sri Lanka’s repreneurial culture is conducive to
applying standards in general. Standards are appl# mainly because buyers require
them, but because enterprises see a value addgapiying them.

e Secondly, the availability of local expertise todExpo and within client companies
(already prior to the Project) significantly comwied to results. The Project did not start
from scratch. It would be unlikely that a projecowid be able to “create” demand for
certification and training within a very limitecdhie.
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e Thirdly, an important precondition for the viabylibf the “IndExpo model” was also that
affordable and credible national accreditationdtilgh SLAB) became available.

» Last but not least, the strong backing of governimegencies (MOIC, SLTDA for the
CROWN scheme), and the managements of CNCI andNBE was essential. In some
other countries, the model of IndExpo would haveethstrong resistance by traditionally
government-operated service providers. Having #aiis] the full potential of CNCI and
NCE to market IndExpo’'s services among their mershigr (beyond providing
advertisement space in publications) has yet texpdoited. Only one certification client
interviewed was indirectly introduced by CNCI.

In conclusion: Overall, effectiveness was satisfactory. Due hlie tack of clearly defined
targets, an assessment of planned against achregedts at outcome and impact levels was
not possible. Most planned and some additional wistthave been delivered. The key
outcome was the development of IndExpo as a priasification body, a host of the
CROWN scheme and a successful training providecluiting CIEH courses. IndExpo’s
certification services provided an excellent vali money in terms of credibility,
affordability and quality of service. IndExpo clisnreported significant competitiveness
benefits from obtaining certification, but moreterms of improving productivity and product
quality than in their ability to attract new clisnor enter new export markets. The number of
trainees who benefited from CIEH training is immigse, but it was not possible to track
outcomes of trainings (practical application) a¢ tlevel of companies. Key benefits of the
CROWN scheme were operational improvements atq@patiing enterprises (relating to food
hygiene), less so however their reputation amomgntd. Furthermore, the CROWN scheme
increased IndExpo’s standing and visibility. Corsidg the high number of certification
providers and certified companies in Sri Lanka, bneader impact of IndExpo’s services is
rather low and is unlikely to result in significachhanges within the certification market. The
same applies to the CROWNS Scheme, with an extietoel reach among the thousands of
possible target companies. The potential of sudadgscaling up the CROWN Scheme in its
current form is low. Among the three services ofiErpo, trainings of approximately 6,000
persons in 94 courses nationwide, an originallylanped outcome, had possibly the broadest
impact.

2.4 Efficiency

This section looks at how economically inputs weoaverted into outputs. As a preliminary

remark, the Project did not report financial figsiragainst both budget lines and outcomes.
While financial report provide information on thgpes of expenditures (e.g. international

expertise), disbursements are not allocated teedifft outcomes. An analysis of funds used
(inputs) versus results achieved, which is thedabassessing efficiency, is not possible. The
evaluators therefore attempted to assess efficidrased on anecdotic evidence received
through stakeholder interviews.

A. Approach and quality of expert input

The approach used prior to 2011 to develop cedifie capacity through auditor trainings
and pilot certification projects implemented by URSS with very limited involvement of

IndExpo, was costly and led to very limited resul¢ge detailed comments in section 1.2
above). Equally, the value added of expertise gtediby UNIDO’s long-term advisers was
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low. From 2011 onwards, efficiency improved sigoéintly. Main reasons were UNIDO’s new
focus on providing tailor-made support to develoglExpo as a certification and training
provider. Expertise provided from 2011 onwards galg met the needs of IndExpo and was
of high quality. UNIDO selected the right expertsdaprovided the appropriate trainings to
the right beneficiaries in the right form, as evided by feed-back of IndExpo and the good
quality of expert reporfé. Beneficiaries perceived UNIDO services deliverfiedm 2010
onwards generally as more useful and of higherigual

Particularly efficient was UNIDO’s approach to euesally replace direct subsidies (payment
of IndExpo’s running cost) through subcontractimglExpo to provide services. But the shift
from “operating” IndExpo under a project structuteme rather late and was only fully
implemented at the end of 2012, when UNIDO stdfif ledExpo and equipment was handed
over. More efficient would have been to withdrawaf§thand over all equipment to IndExpo
prior to the extension phase and then to suppadExpo through gradually phased out
subcontracts, complemented through specific capacitiding on a demand basis.

Very much needed and crucial for successful ingtitubuilding would have been a more
sustained support to IndExpo in “organizational elepment”, in all areas that relate to
successfully operate as a service provider basedosmmercial principles with non-profit
orientation. Significant room for improvement ig fastance evidenced by the poor quality of
business plans produced with UNIDO support. UNID&Ipport was essentially focusing on
technical capacities only, which is not sufficigatbuild strong institutions. Recognizing the
importance to strengthen “management aspects”, UNtOmmissioned an international audit
and consultancy firm to conduct a “management meVie early 2014, which is — although
rather late — a good way to support IndExpo in echey its operations as a business.

B. Analysis of financial implementation

Figure 4: Expenditures according to outputs and hiNiget lines (reported by UNIDO) in US$

Total budget
PAD*
. approved (ses Total
SL#| BL Details . .| Aggregate . Balance
project extensior] . Expenditure
of installments
document)*
1 11-01 International Experts 274,458.57 274,458.5Y 272,469.30 1,989|27
2 17-00 National Experts 270,768.79 270,768.79 270,833.78 -
3 15-00 Travel of project staff 25,636.53 25,636/5325,435.12 201.41
4 16-00 Mission costs 41,162.57 41,162.57 41,162.87 -
5 21-00 Subcontracts 139,265.15 139,265(15 137143f. 1,762.97
7 | 3000 | In-service wraining & 168,713.58|  168,713.58 163,295.24  5,483[33
Study tours
8 45-00 Equipment 46,265.60 46,265.6 45,549(95 &a%p.
9 51-00 Sundries 73,205.38 73,205/3872,885.39 319.99
Total (excl. support costs) 1,039,476.17] 1,039,476.17 10,472.62

34 As an example: Report on Audit of IndExpo Ceréifion Limited by Kevin Swoffer, UNIDO Expert.
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An analysis of financial data in progress repotieves that of the disbursements_in Figure 4
above, € 350,000 incl. 13% support cost (first agien) and € 85,000 incl. 13% support cost
(final extension) were spent between January 20l Becember 2013, while the remaining
funds of roughly 50% of the total budget (US$500,0ih the period from 2007 - 2010.

Few of the outputs resulting from the approximatelg$500,000 spent before the extension
phase contributed to the outcomes reported in &edti2. As a significant contrast, most of
the outputs generated through funds disbursed duhe extension phase (2010 — 2013) were
instrumental for the Project’'s key achievementssTonfirms the conclusion drawn based on
anecdotic evidence (see above), which indicatetkar shift in 2010 towards a significantly
more efficient way to provide technical assistance.

The following factors reduced overall efficiencypmfoject implementation:

 The initially inappropriate approach to develop HExgo (Joint-Venture, pilot
certifications with limited involvement of IndExpand not accurately selected candidates
for auditor trainings), prior to 2011.

» Costly international advisers who generated veny fesults, including a CTA who
worked for the Project prior to 2009 and a partetimternational adviser at IndExpo.

» The high costs for the implementation of certaitivéites (e.g. contracting of an event
organizer for the launch of the CROWN scheme atieepthat was several times higher
than for the award ceremony organized in the follmwear directly by IndExpo).

* While the Program Coordinator seems to have couteidh some technical expertise prior
to 2010, her value added from 2011 onwards waserdimited. The Project Secretary
mainly worked on fulfilling different administratev work for UNIDO. Only at the
beginning of 2013, UNIDO offered both them a newvsigion in the Project: “Enhancing
the compliance and productive capacities and coitiyertess of the cinnamon value
chain in Sri Lanka” (UNIDO TE/SRL 12001).

The fact that the services of the two internatiopaperts, the piloting of 1ISO22000 in
companies with auditor training and most of theuinpf UNIDO Program Officer only
marginally contributed to the outcomes means thé&tast 30% of overall disbursements were
not causal for achieving results. Considering {@tmost of those expenditures accrued prior
to 2011 and (b) most result were recorded afterl26ice again confirms the significant
increase of efficiency during the Project’s extensphase.

C. Project management and implementation

Overall, project management was initially weak. \ir@010 onwards, the Project Manager
and management of IndExpo played a pivotal roléramsforming a poorly designed project
with initially very limited results into an interméion that finally led to tangible benefits.
Many of the substantial outcomes achieved after12@te a result of a flexible,
unconventional approach to adapt to changed néd¢asy UNIDO inputs (e.g. the support to
CIEH certification) were originally not planned, tbopportunistically integrated into the
Project. Both the Project Manager and IndExpo went of their way to pilot and
continuously improve innovative approaches to seéheeneeds of Sri Lankan companies.

Although the Project was to a large degree “agdady, UNIDO was generally responsive to
take up suggestions made by IndExpo. Occasionallyelver, the Project Manager reacted
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late to arising challenges, such as to signifigzemsonal conflicts between IndExpo staff and
the UNIDO Project Coordinator.

Moreover, project monitoring and reporting did noeet good practices of result-based
management. The mostly activity-based reports preduare incomplete, unclear, and
partially inaccurate. Examples: In 2010, UNIDO Istdported the existence of a joint venture
between IndExpo and URS/ROS, although it nevertedisUNIDO’s last progress report
firmly states that IndExpo has achieved financiatainability, which it is clearly not the case
if the estimated accrued costs for maintaining Ixuiis accreditations for different system
certification services are properly taken into agto(see section II.5 below). On the other
hand, the impressive results of IndExpo’s systentifteation services at company level were
not monitored and reported on, although achievingnges at the company level was the key
project objective. The same applies to the outconfe3IEH trainings and the CROWN mark.

D. Synergies with other UNIDO interventions

The Project Managers opportunistically capitalizedarising opportunities for economies of
scale and scope with other UNIDO projects. Thisegated the following main synergies:

e IndExpo provided some trainings to the beneficimr@ the project “Enhancing the
compliance and productive capacities and competitss of the cinnamon value chain in
Sri Lanka” (TE/SRL 12001) funded by the GoS, UNICxDd the Standard and Trade
Development Facility.

e Under a MoU with the Sri Lanka National Cleaner drction Center (NCPC), the NCPC
(supported by UNIDO through Project TF/SRL/07 “Skianka National Cleaner
Production Center”) provided trainings to IndExptfs on topics relating to energy
management.

e IndExpo provided trainings to staff of the Lao MNemal Institute of Tourism and
Hospitality, LANITH, funded by the Government of xemburg and the host of a tourism
quality mark developed with UNIDO’s assistance undbe Inter-Agency Cluster
“Enhancing sustainable tourism, clean productiod amport capacity in Lao People’s
Democratic Republic” funded by the Government ofit3erland. Exchanges took place
in the form of a study visit to Sri Lanka and triaigs provided by IndExpo in Laos. This
is an excellent example of promoting a meaningfutbk-to-south cooperation between a
more advanced developing country and a least dpedlcountry (Laos).

* We found no evidence of direct links to other defuorded projects in Sri Lanka.

In conclusion: Efficiency of the project was satisfactory (unsktetory until 2011 and
satisfactory from 2011 — 2013).

During the initial stage until 2011, efficiency wésw due to an inappropriate strategy to
achieve the objectives and its flawed implementatiBactors that contributed to the low
efficiency were in particular: (a) the choice of lkimg towards the establish a joint venture
between IndExpo and an international certificatimay, (b) the training of auditors that were
subsequently not available to IndExpo, (c) pilottiéeations conducted by URS/ROS with
only marginal involvement of IndExpo, (d) the poperformance of UNIDO long-term

experts and the fact that no timely action was taleereplace them. All of this resulted in a
significant waste of resources.
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During the extension phase (2011 — 2013) efficiemmyreased significantly. Key reasons

were: (a) a shift towards capacity building actest that were much better tailored to the
needs of IndExpo, (b) selection of experts thateaddalue and (c) generally the approach to
support IndExpo through subcontracts rather thasutosidize expenditures. Efficiency could

have been further increased by granting IndExpd &witonomy in how to produce the

required outputs and by withdrawing the UNIDO PobjeCoordinator and the Project

Assistant and an earlier stage. During the extenpitase, the Project further achieved some
synergies with two other UNIDO-funded projects in Banka and with one Project in Laos.

The links to Lao PDR are an excellent example anpoting a meaningful south-to-south

cooperation between a more advanced developingtoowmd a least developed country

within the framework of technical cooperation.

2.5 Sustainability

This section looks at the likelihood of continueghkfits beyond the end of the Project.

A. Sustainability of IndExpo as a certification and training service provider

Technical sustainability is clearly evidenced by tbuccessful track-record of IndExpo in
serving company clients. The same applies to tngirdctivities. Since IndExpo provides all
its services fully independently from UNIDO suppocontinuity of technical capacities at
IndExpo beyond the end of the Project seems likelgExpo is properly incorporated and
backed by two large enterprise associations asebbiters. A clear, well-functioning
governance and management structure in place. dbkshof IndExpo have been audited with
no qualifications. IndExpo’s management and stedf @mmitted, knowledgeable and able to
ensure daily operations with no further financialtechnical support. There is a high degree
of probability that IndExpo is institutionally sashable.

An analysis of reported financial figures and fingah forecasts by the evaluators shows that
achieving break-even would require to generate radolO0 certifications per year, which is

more than twice as much as the certifications idsne2013. This assumption is made on the
basis that (a) there will be no further UNIDO camts (b) the financial impact of hosting the

Crown Scheme on IndExpo is neutral and (c) the obatccreditation of around US$2,000 per
standard per year (approximate figure, dependinghennumber of scopes of accreditation)
remains unchanged and (d) the current revenues tiraiming courses are maintained.

Although management expressed a high degree ofidande in achieving a target of up to
100 yearly certifications in 2014 or 2015 and IngBxhas a promising pipeline of potential
clients, the target seems rather ambitious. UNID&ula significantly contribute to the
financial sustainability of IndExpo by continuinging IndExpo’s certification and training
services in other countries over a period of thet 2e- 3 years. This would in addition enable
IndExpo to gain an additional international traelcord, which is important for the credibility
among larger clients. CNCI and NCE could contribtddinancial sustainability of IndExpo
by more actively promoting certification and traigi services among their members. The
strong ownership and backing of its two major shalders provides some additional
assurance that IndExpo would receive support ire cafstemporary financial difficulties.
Overall, from today’s perspective the likelihoodfofancial sustainability is medium.
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B. Sustainability of the CROWN Scheme

The demand of hotels and restaurants to participaptate CROWN Scheme has been rather
low. It seems that IndExpo faces difficulties tdratt new clients. Some of the exiting
CROWN clients decided not to renew their certifesatOne of the reasons might be that the
CROWN Scheme is not mandatory and essentially daf@s inspections required by the law.
Furthermore, IndExpo does not have a membership basgong which the CROWN Scheme
could be promoted. Another reason is that the CROS¢Neme is internationally not known.
Even to make it known in Sri Lanka in order to deyeits potential for marketing purposes
would require significant additional investmentgoinpromotion, for which no funding is
available. IndExpo will not be able to further sighize the CROWN Scheme. Offering it not
only absorbs considerable resources within IndExgaiall team. Due to possible conflicts of
interest, IndExpo may not conduct system certifamad for CROWN scheme participants.
Each CROWN Scheme client is thus also a lost pratsgee certification client. Overall, it
seems unlikely that the CROWN Scheme will contimuéts present form beyond the expiry
of the ongoing MoUs. There is thus an urgent needigcuss and rethink the concept.

A possible option could be to transform the CROWMNh&me into an industry-driven
initiative (e.g. of the Sri Lanka Hotel and Touris&ssociation) rather than a government
partnership approach. Sustainable tourism is likedy become increasingly important,
especially for larger hotels that would also beling to pay for certification if this helps their
marketing efforts with international tour operatolsdExpo with its training operation and
links to the Sri Lankan government agencies woutdwell placed to promote sustainable
tourism standards. The following three options ssigd to IndExpo merit a positive
consideratiof: (1) to develop a Sri Lanka National Scheme to GSStandards, without the
involvement of any external organization or specBri Lankan organizations; (2) to facilitate
the development a Sri Lankan National Scheme to G%$tandards working with specific
Sri Lankan organizations; (3) to facilitate the dlpment a Sri Lankan National Scheme to
GSTC Standards working with specific Sri Lankanargations and external organizations.

In conclusion: Overall, the sustainability of outcomes is modeha likely (likely for the
service provision of IndExpo, unlikely for the CROWScheme in its current form).

Certification and training services: From today'srgpective IndExpo is technically and
institutionally sustainable. It seems moderatekely that IndExpo will become financially
sustainable by 2014 or 2015, provided that theemambitious business targets are met. If
this is the case, IndExpo will be able to contipreviding services of high quality at an
affordable price to Sri Lankan companies. The gfrownership and backing of its two major
shareholders provides some additional assuranddrntiBxpo would receive support in case
of temporary financial difficulties. CROWN SchemEhe likelihood of sustainability of the
CROWN Scheme in its current form is questionablg, dould be enhanced by redesigning
the scheme in a way that it better meets industeds.

% See Annex to report of Mr. Kevin Swoffer, UNIDO (iett
3 Global Sustainable Tourism Criteria for hotels &t operators, see also: http://www.gstcoungjl.or
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3.
Conclusions and overall rating

3.1 Conclusions

IndExpo’s certification services developed with UNDO’s assistance are of high
relevance and resulted in tangible benefits amondient companies

INndExpo’s certification services fully met the needf its clients. All companies interviewed
confirmed the excellent service received. With esi@around 20% - 50% lower than those of
competitors, IndExpo fills a niche by providing diele, high-quality services at affordable
prices to companies that use certification primatib gain a competitive edge through
operational improvements. Increased competitiveriederms of enhanced productivity and
product quality were seen as the key benefits ofaioing certification from IndExpo.
Meeting customer requirements or the use of théfwaite as a marketing tool was perceived
as less important. Considering that at least 1&fiation bodies are operating in Sri Lanka
and over 2,500 companies have obtained one or akeertificates, the Project’'s wider impact
on the certification market has so far been limit€de evaluation found no evidence that the
establishment of IndExpo influenced pricing andviass quality in the market.

Partially as a result of UNIDO'’s originally not planned support to accreditation
for CIEH courses, IndExpo trained over 3,500 persos in 58 different training
courses.

Although participants reported a high satisfactiate, it was not possible to collect sufficient
information to assess the outcomes of trainingeanhpany level in detail. Based on the
positive outcomes reported by the limited numbercofmpanies interviewed and the large
number of trainees (CIEH courses in particularyfrall over Sri Lanka, it seems however
likely that IndExpo’s training services did generat positive impact on food hygiene within
Sri Lanka’s catering, hospitality and food procegsindustry.

While IndExpo is clearly institutionally and technically sustainable, achieving
financial sustainability would require doubling the number of certifications, which
seems ambitious.

Technical sustainability is clearly evidenced by tbuccessful track-record of IndExpo in
serving company clients. A strong indication fostitutional sustainability is the fact that
IndExpo operates independently under a well fundtig governance and management
structure. Although IndExpo has a promising pipeliaf potential clients, the target of
increasing the number of certifications from 4011@0 to achieve break-even seems rather
ambitious. While IndExpo is well placed to move & number of directions, careful
consideration must be given to how the organizatipositions and markets itself.
Contracting IndExpo for training and certificatiservices for other UNIDO projects would
significantly enhance chances of sustainability.r&bver, it would provide IndExpo with
the opportunity to gain an international track-rebowhich is important for the credibility
among larger clients. CNCI and NCE could contribute financial sustainability of
IndExpo by more actively promoting certificationrgiees among their members.
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V.

Vi.

The Crowns Scheme provided IndExpo with visibility and a revenue source
through training services during the start-up period while preparing to develop
its certification services. Although companies higlghted substantial benefits
from their participation in the CROWN Scheme, its sustainability in the current
form is questionable.

The CROWN Scheme fulfilled its aim to provide IndExwith an initial revenue source
and a “Unique Selling Point”, while building up itsertification business. Operational
improvements resulting from implementing audit reeoendations were the key value
added of the CROWN Scheme for beneficiary companidewever, participating in
CROWN Scheme did otherwise not result in any corapee advantage for them. Demand
of hotels and restaurants to participate in the @RO Scheme is low. The CROWN
Scheme is not mandatory and essentially duplicategections required by law. IndExpo
does not have a membership base among which thereeltould be promoted. Since the
CROWN Scheme is neither nationally nor internatibn&nown, it adds little value as a
marketing tool. Implementation of the CROWN Schero@sumes significant management
resources and somewhat distracts IndExpo from d@e dusiness. Furthermore, due to
possible conflicts of interest, IndExpo is not alkd to provide certification services to
CROWN Scheme participants. Each company partiangaitn the CROWN Scheme is thus
potentially a lost certification client. For thoseasons, the advantages for IndExpo to
continue operating the CROWN Scheme are limitece Viability of the CROWN Scheme
is questionable, unless its concept is entirelysed.

Strengthening IndExpo owned by two member-driven eterprise associations is
an innovative approach to provide companies with amess to high quality
certification and training services.

UNIDO traditionally promoted certification servicethrough the public sector on the
grounds that they were a “public good”. This apmtoghowed rather mixed results. Some
of the target institutions suffered from variousmflicts of interests and the quality of their
services did not always meet expectations. Lackingdibility, certifications issued by
them were sometimes not accepted by buyers. Progsutlts validated the thesis that (a)
“ownership” by the private sector and (b) non-ptafiientation of the provider (IndExpo)
results in a good value for money for service usArstronger promotion of services among
the chambers’ members would further increase theeties of embedding IndExpo into
CNCI/NCE.

Weak project preparation and inappropriate strategic decisions from UNIDO
resulted during the first project phase in a trial-and-error approach, which
negatively affected project efficiency. Efficiencyimproved significantly through
refocusing support towards institutional and technecal strengthening of IndExpo
from 2011 onwards.

Careful project preparation is a crucial succesddiafor project quality and is even more
important for the piloting of new approaches. White concept of strengthening a private
sector institution was new, the original projecsidm implemented from 2007 - 2010 was a
generic replication of standard TCB projects. Pcojereparation did not include a market
study and a business plan. Planned outputs werdezt®on from UNIDO’s standard tool

box, rather than a set of services tailored to kutEs specific needs. The concept of
running IndExpo as a typical UNIDO project operatiwas not adapted to the objectives to
develop an institutionally, technically and finaally sustainable high-quality service
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Vil.

viii.

provider. Almost all funds prior to 2010 were spesrt UNIDO inputs that were only
marginally relevant for the outcomes achieved. With highly committed and capable
counterparts and a UNIDO Project Manager who warttaf his way to turn the Project
around, very few results would have been achieved.

Subcontracting IndExpo for specific project-relatedservices from 2011 onwards
was an appropriate way to gradually phase out suppt in the view of ensuring
sustainability.

The approach to eventually replace direct subsitiestaff salaries through subcontracting
IndExpo to provide services from 2011 onwards wpgraepriate. This is also validated by
other UNIDO projects, e.g. the support to more matNational Cleaner Production Centers.
But the shift from “operating” IndExpo under a prof structure towards paying for specific
project-related services came rather late. Handiveg all equipment to IndExpo and proving
support through gradually phased out subcontraxsiplemented through specific capacity
building on a demand basis should have started affhr IndExpo was incorporated.

In the Sri Lankan context with its already existing highly competitive
certification market, UNIDO’s initial approach to develop certification
capacities through promoting a Joint Venture betwee IndExpo and an
international certification body was not effective, mainly because it would not
have addressed the problem of high certification cis.

The original idea to develop IndExpo’s certificaticapacities through promoting a Joint-
Venture between with Registrar of Standards (Had)nLimited and United Registrar of

Systems certification body (ROS/URS) was ineffegetim the Sri Lankan context with its

already existing, highly competitive certificationarket. The costs of joint-certifications

would have been at the same level of internati@oahpetitors. The subsequent decision to
not enter into a Joint Venture and to accredit Ixg& locally rather than through an

international accreditation body outside Sri Lankeas the right approach to keep

IndExpo’s cost structure and the cost of its cardifion services low.

Technical capacity building was insufficiently comlned with institution
building.

Very much needed and crucial for successful ingtitu building would have been a more
sustained support to IndExpo in “organizational elepment”, in all areas that relate to
successfully operating as a service provider bagsedommercial principles with non-profit
orientation. This is for instance evidenced by pu®r quality of “business plans” produced
with UNIDO support. With a few exceptions, UNIDCssipport was essentially focusing on
technical capacities only, which is not sufficieéatbuild strong institutions.

Gender

The Project did neither have any gender-relateceatives, nor was reporting on results
disaggregated according to genders.
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3.2 Overall rating of the project

Criterion

Evaluators’ comments

Evaluators’ rating

Relevance

Fully in line with international
priorities, national policies ang
the needs of target enterpriseg

Highly satisfactory

Achievement of results

Effectiveness

Substantial, tangible results
achieved at enterprises level;
limited broader impact due to
small market share of IndExpg
and low number of CROWN
awards

Satisfactory

Efficiency

Mixed quality of some UNIDO
inputs in particular until 2010,
synergies with other projects,

Satisfactory

Project management

Satisfactory

National management

High degree of ownership of
IndExpo despite initially
limited involvement in
management

Highly satisfactory

UNIDO management

Flexible to adapt the project,
innovative, but occasionally
not responsive.

Satisfactory

Monitoring/self-evaluation

No documentation of results a
enterprise level. Reports
partially incomplete, not
against logical framework
(which was not in line with
good practices).

Unsatisfactory

Synergies

Attempt to capitalize on
synergies with other UNIDO
projects/partners in Sri Lanka
(NCPC, Cinnamon Project) an
Lao PDR

Satisfactory

Sustainability of outcomes

Moderately likely

Outcomes

IndExpo is institutionally and
technically sustainable,
financial sustainability
moderately likely;
sustainability of CROWN
Scheme in its current form
unlikely.

Moderately likely

Contextual factors

Support and interest of key
stakeholders to revise the
CROWN scheme; improved
promotion of IndExpo among
CNCI/NCE members.

Moderately likely

UNIDO-specific ratings

Satisfactory

Quality at entry

Unsatisfactory

Implementation approach

Prior to 2010: Unsatisfactory

Satisfactory

Overall rating

Satisfactory
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4.

Recommendations and lessons
learned

4.1

A.

)
2

©)

4

®)

(6)

™

Recommendations
Recommendations to UNIDO (TCB Branch, project spefic)

Finalize the Project as planned.

In order to increase chances of achieving IndExfioancial sustainability and provide
opportunities for international exposure of staBBNIDO should consider using
IndExpo’s training and certification services faofects in other countries.

Recommendations to UNIDO (TCB Branch, general)

In countries with strong, private-sector driven ustty associations, UNIDO should
replicate the approach to support them to provideiness development services
(including training, consulting and where appropeiaertification).

In advanced countries where a highly competitivetiteation market is already in
place, UNIDO should discontinue promoting Joint-Wees with international
certification bodies as a means to develop cediitn capacities. Where in place and
credible, UNIDO should promote the use of naticexadreditation systems.

Prior to embarking on supporting the establishmeihguality schemes such as the
“CROWN scheme”, UNIDO should as a part of projec¢garation or a project output
during the inception phase:

a. Conduct a thorough assessment of potential demandtife scheme among
specific target users, considering all other simdahemes already used by the
industry

b. Conduct a formal in-depth organizational assessmoktite host institution

c. Ensure that the host institution of the scheme risfggably a strong industry
association, which is able to apply the schemeiwighlarge membership base.

d. Develop a full, detailed business plan and condeptthe scheme with the
assistance of consultants who have experienceeiséitor and the country.

Prior to engaging in strengthening organizationsawice providers, UNIDO should
as a part of project preparation or an output dytire inception phase:

a. Conduct a thorough assessment of demand and stqupill potential services to
be provided

b. Conduct a formal in-depth organizational assessrottite beneficiary institution
as a basis to tailor the support needed to speafjairements

c. Develop a full, detailed business plan with theistance of a management
consultant who has extensive experience in theos@etd the country.

In order to effectively build capacities within s&re providers, UNIDO should:
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a. Refrain from “operating” providers to be strengtbdrunder a project structure

b. Provide tailor-made support, which combines tecahiavith institutional
strengthening on a demand basis

c. Offer coaching, but not directly involve into daibperations

d. Rather than subsidizing salaries and/or operationats, provide initial revenues
to newly established organizations through subemts; which should be
gradually phased out

e. Hand over equipment provided as a contribution te tstart-up capital
immediately with the responsibility of the beneéigy institution to maintain and
amortize it properly.

Recommendations to CNCI and NCE

CNCI and NCE should reinforce the promotion of ImgB’s certification services
among their members.

Recommendations to IndExpo

IndExpo should as soon as possible and in closperation with the SLTDA revisit
the concept of the CROWN scheme and explore alteen@ptions for transforming
the scheme into a more viable concept. One of fimos would be to shift towards an
industry-based certification mark aligned to intionally recognized standards for
sustainable tourism.
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4.2 Lessons learned
A. On the strengthening of service providers embeddeith enterprise associations

Assisting enterprise associations to offer businésgelopment services on a commercial
basis but with non-profit orientation is a good egaxrh to ensure access of companies to high
quality support services at affordable prices. Igeathe services are relevant for the
associations’ members and promoted through thecadsmn. At the design or inception stage,
it is essential is to conduct (a) an organizatioassessment of the host institution and (b)
draft a clear, full-fledged business plan, incluglim thorough analysis of demand and supply
(market study). Capacity building should combinellwailored institutional with technical
strengthening, identified based on the gap analgkithe organizational assessment. Type of
support and experts should be selected in closedowtion with the beneficiary institution.
Service providers should from the outset operat@dspendent commercial entities with own
governance and management structure, rather theralpaas a UNIDO project operation.
Initial financial support to the service providérneeded, should be provided in the form of
subcontracting services (project activities), whislgradually phased out, rather than through
directly subsidizing costs.

B. On quality schemes

Quality schemes and certification marksshould only receive support based on (a) a careful
selection of a host institution (b) and organizatibassessment of the host institution and (c)
a business plan for the scheme/mark, including ssssent of potential demand for the
scheme/mark based on a market survey. Host institsitshould be selected on the basis
whether they are able to promote the scheme/mar& targe number of members (e.g. a
national hotel association). Certification crites&ould not duplicate those of mandatory
standards. The business plan should provide chddeece that, based on a realistic estimate
on costs applicants are willing to pay and the ptieé demand for the scheme/mark, revenues
fully cover costs. Rather than operating the qyaditheme under a project, UNIDO should
provide on a demand basis specific, well-tailoredport to the host institutions in developing
the scheme/mark.
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Annex A: List of reference documents

Project documents

Project Document “Strengthening International dardition capability in Sri Lanka
with particular reference to Social Accountabilgtandard (SA8000) and Food Safety
(HACCP/ISO 22000) standard”, TE/SRL/06/004, 10 NeH08, UNIDO

Progress Report 25th March - 22th September 2010

UNIDO — NORAD GRANT IN AID TE/SRL/06/004 - Projedxtension 2011 & 2012
(outline the use of project budget for technicalpport and to partially cover
operational deficit of IndExpo, including budget imdExpo 2011-2015), UNIDO

Logical Framework TE/SRL/06/004: Strengthening intgional certification capacity
in Sri Lanka (first extension 2011 — 2012), UNIDO

Agreed Project Summary for Extension Phase (20W8),DO

Progress Report for the period 13 September 2019 March 2012

Progress Report for the period 1 January 2012 B&ember 2012, UNIDO
Progress Report for the period of 13 September 2018 March 2013

Progress Report for the period of 22 March 201B-March 2013

Progress Report for the period of 18 March 2012D-S2ptember 2013

Slides: IndExpo, supporting Sri Lanka to strengtlkertification capacities (UNIDO)

Project outputs

Report Technical Audit of IndExpo Certification Lited by Kevin Swoffer, UNIDO
Expert, December 2012

IndExpo Projected Profit & Loss Budget (2011 — 2))1dated October 2010
IndExpo Projected Profit & Loss Budget (2012 — 2ithdated

Strategic Business Plan of IndExpo, 2013

Draft copy of Financial Audit Report (for the yeamding March 2013)

Operational Manual Crowns for Food Hygiene Schenmgluding the following
Annexes: (1) Appeal Procedure, (2) Control of ResorProcedure (3) Control
Statement, (4) Corrective Action Procedure, (5) t6oser Complaints Procedure, (6)
Distribution List, (7) Document Control Procedurg8) Management Review
Procedure, (9) Non Conformance Procedure, (10) éhréve Actions Procedure, (11)
Revision Record

Table “Analysis of Food Hygiene Regulations and Wnccriteria” and H-800 standard,
List of companies that received “Crown Certificatidclient base of Crown)

IndExpo: Interim Report on activities pertainingT®R agreed with UNIDO (2013)
Video on Project published on YouTube http://yobeit9rC8IIVniQ

Other reference documents

Report Independent Impact Evaluation of UNIDO SMP€jects in Sri Lanka, 2010

Project Document TE/SRL/12001 “Enhancing the comupde and productive
capacities and competitiveness of the cinnamonevaluain in Sri Lanka”, funded by
the Standard and Trade Development Facility, th& @od UNIDO, dated 2012

UNIDO Country Program for Sri Lanka (2010 — 201i;luding UNDAF framework.
Various records of IndExpo relating to training agettification activities

Promotion material of IndExpo, articles and publioas (different issues of NCE
magazine, magazine “TREASUREISLAND").
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Annex B: Persons and organizations met

Service
Organization received from Position / post Name of interviewee
IndExpo
Monday, 14 November 2013 (by conference call)
UNIDO . .
PTC/TCB/QSC - Project Manager Mr. Ali Badarneh
UNIDO Junior Programme . . .
PTC/TCB/QSC - Officer Mr. Rakitha Nikahetiya

Monday, 2 December 2013

UNIDO Focal Point

Mr.

Sarath Abeysundar

12

Ministry of Industry
& Commerce

Secretary

Mr.

Anura Siriwardana

Norwegian Embassy

Senior Advisor

Mr.

Vijeyanathan

Chairman Mr. Gamini Gunasekarg
CNCI - Former Chairman Mr. Nimal Perera
CEO Mr. Kumar Kandalama
Executive Director \I\lﬂvrée?:ssiigham
NCE - President Dr. Jagath
Director Member Mr. L.S.G.

Service

Thilakarathne

Tuesday, 3 Decembe

r2013

Director

Mr.
Kuruppumulle

Shantha

Crown Scheme
Coordinator

Ms. Rosiana

IndExpo -

Operations Manager| Ms. Chandima

Quality Manager Ms. Filicia

Former Chairman Mr. Rathnarajah
SELMO_ ISO 2200 Senior Quality .| Mr. Samarasekare
(Packaging) Assurance Executive
IFCO ISO 2200 Chief Executive Dr. (Mrs) Sujeewa
(Food processing) HACCCP Quality Assurance | Gunarathne
ADI ISO 9001 Factory Manager Mr. Nimal Dissanayake

(Ceramic industry)

Wednesday, 4 December 2013

Sri Lanka Tourism

Former Director —

Development - . Mr, Rathnayake
Authority Quality Assurance
Sri Lanka - Director Mr. Thilak
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Accreditation Boarc

Wickramasingh

Cinnamon Lake Side

Crowns

Assistant Manager

(5 star Hotel) (5crowns) Quality Assurance | M" Thiwanka
ISO 9001
SARASAVI
1SO14001 CEO Mr. Hemantha Kumara

(Apparel Industry)

Thursday, 5 December 2013

Halchem Lanka

. . . ISO 9001 Managing Director | Mr. Cyril Halloluwa
(Fire Engineering) ging y
Group Chef Mr. Saman
Lh(te \|Surf Benthota | 55 22000 p Jayawardana
ote
General Manager Mr. Asela Karunarathna
Consultant Mr. Daya Siripala
Hotel Benthota Crowns Scheme - -
Beach (5 crowns) Chief Executive Mr. Senaka Wijerathne

Chef

Friday, 6 December 2013

Sens}al . Crowns Scheme Manager Mr. Ossman

(Café chain) (3 crowns)

Acces International Director Mr. Shanil Perera

(Bottled water ISO 22000

Industry) Manager Mr. Gamini

Lanka Hospital (Pvt) gc():\;\gr\\;nss)cheme Catering Manager Mr. Dharmasiri Silva

(B:uptlél)éaaﬁg)tomatmn ISO 9001 Owner Mr. Rodrigo
Assistant General

Ceylon Pencils OHSAS Manager — Process Mr. Ajantha Perera

& Product
Development
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Annex C: Terms of reference
TOR
Tripartite Terminal Evaluation of the UNIDO Project
Project TESRL06004 (SAP ID 106040)
Terminal evaluation on the project on strengthening the certification
capacity in Sri Lanka with focus on the sustainabil ity of the established

service center and its impact.

1. Background and context

Strengthening the certification capacity in Sri Lanka
Project title:

TE/SRL/06/004 - SAP ID100208
Donor NORAD (Norway)

National Chambers (Chambers of Exporters and Chambers
Partners -

of Industries)

The project aimed to develop the national capacity for the Food Safety
Management System (HACCP/ISO 22000) standard development and
certification as well as the national conformity marks for the hotel and catering
sector. One of the major objectives was to establish an independent private
sector driven certification body, meeting the requirements of ISO Guide 62 and
with management inputs and ownership from the private sector business
chambers (Ceylon National Chamber of Industries (CNCI) and National Chamber
of Exporters (NCE)), to provide certification services for HACCP/ISO 22000, SA
8000, and National food safety and GAP conformity marks in the country. The
association with the private sector business chambers of commerce and industry
(CNCI along NCE) seeked to enhance the credibility of the certification process
and ensure its transparency and high integrity. Adjacently, the project was aiming
to support the introduction of good hygiene and good manufacturing practices to
the tourism sector targeting the Hotels sector in the country and in cooperation
with the municipal councils, advising on the development of a national voluntary
conformity mark based on the Codex HACCP standards. To achieve this capacity
in the country, a national certification model had to be designed and promoted
with a number of pilot projects to be carried out.

In 2010 the Donor (NORAD) agreed to extend the support with additional funding
to ensure the sustainably of the created certification and training body.
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The project will be completed by 31 December 2013. Under the project a
certification body was successfully established by assisting the Ceylon
National Chamber of Industries, and the National Chamber of Exporters, to
establish Ind-Expo Certification Ltd. Ind-Expo, based in Colombo, Sri Lanka,
is registered as a public, non-profit, training and certification body, which
maintains a strong portfolio, offering certification services for a variety of
sectors, food safety training and awareness programmes throughout the
country. Ind-Expo further offers training on the requirements and internal
auditing of numerous ISO-created, food safety and occupational health and
safety standards and is internationally recognized by the Chartered Institute
of Environment and Health (CIEH UK).

In addition to its certification and training services Ind-Expo has the
onwership of the national Food Safety conformity mark the ,Crowns for
Food Hygiene" scheme, which has been developed based on International
best practices to assist and encourage food businesses in Sri Lanka to
follow good hygienic practices. The scheme was not only successfully
implented in several Municipality councils but was also launched
countrywide in partnership with the Sri Lanka Tourism Development
Authority (SLTDA) with a pilot group of hotels. Since the start of the project,
Ind-Expo has trained a total of 3,784 beneficiaries (industries, and service
sector) in Sri Lanka in the three local languages.

The conformity mark was audited last year and the management of the training
body will be audited by an international auditing company in the 4™ quarter of
2013. The aim of the extension is that by the end of the project, Ind-Expo will be
able to sustain itself without any external help and will have reached its ultimate
goal of becoming an independent, transparent and sustainable business.

Budget:

Overall total UNIDO Budget (including 13% of support costs) including
project extensions: EUR 1,174,608.03

Project Extension: The project was extended for 2 years (2011/2012) with a
total additional funding of EUR 350,000 (incl. 13% support cost).

Final Extension 2013 (residual and interest income): EUR 75,221.-
2. Evaluation rationale and purpose

In accordance with UNIDO evaluation policy all projects with a budget above
Euro 1 million need to undergo at least one independent evaluation. As the
project has not been evaluated at mid-term an independent final evaluation is
requested under this TOR to analyze the following:
- the achievement of the project objectives
- the performance of the project according to standard evaluation
criteria
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- the underlying model of private sector driven service centers and its
replicability in similar contexts

- concrete lessons learnt to be taken into account by similar initiatives

- concrete recommendations with regard to the project and its
sustainability in the future

3. Scope and focus

In line with the above the evaluation shall:

- The focus will be on the period of project extension: 2011 — 2013;
earlier activities will be taken into account if found necessary

- Analyze the project outcome and service center impact in the local
context: Colombo, Northern and Eastern Province.

4. Evaluation issues and key evaluation questions

The following key evaluation questions will be answered:

Project coordination and management:

The extent to which the national management and overall field
coordination mechanisms of the project have been efficient and effective
to date;

The UNIDO management, coordination, quality control and input delivery
mechanisms have been efficient and effective;

The extent to which changes in original project plans were transparently
reflected in project documentation and related correspodence
Coordination envisaged with any other development cooperation
programmes in the country has been realized and benefits achieved.
Synergy benefits can be found in relation to other UN activities in the
country.

Project ownership:

The extent to which counterparts were involved in project formulation
and are actively supporting the implementation of the project;
Counterpart contributions and other inputs have been received from the
Government as compared to the project document work plan.

Design:

Is the project design coherent with plausible links between activities,
outputs, outcomes and impacts?

Have the relevant external factors (assumptions, risks) been taken into
account?

Are the objectives at different levels measurable and achievable?
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* Have other relevant initiatives been taken into account?

« Has the local context been well analysed?

« Does the original project design contain comprehensive and relevant
information on the baseline situation?

Relevance:

The extent to which the project objectives are consistent with the requirements of
the needs of the end-users and government and donor’s policies.

* The extent to which the project addresses national priorities and plans.
» Does the project address the needs and priorities of the private sector?

« Is the project relevant in the context of local economic development?

Effectiveness

« Did the establishment of the service center strengthen the certification
services in Sri Lanka?

* Is the centre being used by the target group (enterprises)?

* What is the impact of the services of service center on the target
beneficiaries?

¢ Were the outcomes of the project extension period achieved?
(iii)
Impact and sustainability

() Which long term developmental changes have occurred or are likely to
occur as a result of the intervention and are these sustainable.

()] Was the project replicated/can it have a multiplying effect.

(k)  Was any sustainability strategy formulated.

)] What is the prospect for technical, organizational and financial
sustainability.

Recommendations and lessons learnt

Based on the above analysis the evaluation can draw specific conclusions
and make proposals for any necessary further action by the Government,
UNIDO and the donor to ensure sustainable development, including any
need for additional assistance and activities of the project after its
completion.

* Recommendations must be actionable; addressed to a
specific officer, group or entity who can act on it; have a
proposed timeline for implementation

« Recommendations should be structured by addressees
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Lessons learnt should describe elements or aspects of the project that are
of wider aplicability for similar interventions. They should be well justified
and include prescriptive proposals for project stakeholders as to how the
lessons can be built into future cooperation initiatives.

5. Evaluation approach and methodology

While maintaining independence, the evaluation will be carried out based on
a participatory approach, which seeks the views and assessments of all
parties. The full methodology of the evaluation will be outlined by the team
leader (senior evaluator) in an Inception Report due prior to the field
mission. It will address the following issues:

« A comprehensive review of project related documentation

* Review of relevant evaluation reports (including UNIDO thematic
evaluation of SMTQ initiatives)

¢ Interviews with UNIDO and project staff

¢ Interviews with counterparts and related stakeholders in Sri Lanka

« Interviews with target beneficiaries

« A survey of target beneficiaries if feasible (to be defined in inception
report)

6. Time schedule and deliverables/outputs

The following schedule is recommended:

Activity Duration Tentative deadline

Contract signed with evaluators i November 15"

Desk review

2.0 w/days November 18"
Prepara_ltlon of methodology, 3.0 widays November 20"
evaluations tools
Evaluation mission to Colombo, Sri 10.0 widays December 2™
Lanka
Data analysis and preparation of draft
report and debriefing meeting at 7.0 w/days December 10"
UNIDO HQ Vienna, Austria
Collection of comments and review of
draft report. Revision of draft report and 5.0 w/days December 15"

providing dissemination (evaluation brief
and article)

Approval of final report i December 20"

7. Evaluation team
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The evaluation expert need to have the following qualifications:

» Evaluation skills appropriate to the area of Quality Infrastructure and
Trade Capacity Building

» Technical competence

» Ability to address relevant cross-cutting thematic issues

» Adequate understanding of local social and cultural issues

» Appropriate language skills

* Process management skills, including facilitation skills

*  Writing and communications skills

* Good interpersonal skills

* Adequate mix of national and international expertise

8. Reporting

After reviewing the project documentation and initial interviews with project
manager(s) the International Evaluation Consultant will prepare a short
inception report that will operationalize the TOR relating the evaluation
gquestions to information on what type of and how the evidence will be
collected (methodology). It will be discussed with and approved by the
responsible UNIDO Evaluation Officer. The Inception Report will focus on
the following elements: preliminary project theory model(s); elaboration of
evaluation methodology including quantitative and qualitative approaches
through an evaluation framework (“evaluation matrix”); Findings of Final
Term Evaluation; division of work between the International Evaluation
Consultant and National Consultant; and a reporting timetable.

The evaluation report shall follow the structure given in Annex 1. Reporting
language will be English.

Draft reports submitted to project manager for initial review and
consultation. They may provide feedback on any errors of fact and may
highlight the significance of such errors in any conclusions. The consultation
also seeks agreement on the findings and recommendations. The
evaluators will take the comments into consideration in preparing the final
version of the report.

9. Governance and Management of the evaluation proc  ess

The TOR was formulated based on the UNIDO Evaluation group TOR
Guidance template and using information gathered throughout the duration
of the project. The first draft was prepared by the Project Manager &
Assistant, before being addressed to the Evaluation Group, government and
donor for their inputs.
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Report will be reviewed and commented on by all parties required by the
TOR Guidance template; that is to say the Project team, UNIDO Evaluation
Group, the government and the donor.

It will be assessed against the TOR and the criteria set out in the checklist
on evaluation report quality attached in Annex Il
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All UNIDO evaluations are subject to quality assessments by the UNIDO
Evaluation Group. Quality control is exercised throughout the evaluation
process as the above chart predicts. The quality of the evaluation report will
be assessed and rated against the criteria set forth in the Checklist on
evaluation report quality, attached as Annex 2.
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ANNEX 1

Acknowledgements
Acronyms and Abbreviations
Glossary of Evaluation Terms
Map

Executive Summary

1. Introduction and background

1.1 Introduction

1.2 Background (include a project factsheet, project formulation
process, project structure, objectives, donors (and their specific
requirements/objectives, e.g. the relevant fund’s priorities and
guidelines) counterparts, timing, cost etc — everything that is not
an ‘assessment’ and provides background to make the reader
understand what the project was/is about without delving into
details of LogFrame design and management — the background
to design and management should come under the assessment
chapter.)

2. Evaluation purpose, scope and methodology
2.1 Purpose
2.2 Scope
2.3 Methodology
2.4 Limitations of the evaluation

3. Region/country/programme context

3.1 Overall situation and trends (national and regional context,
especially as relevant to project area)

3.2 Government strategies and Policies (including local and regional,
as relevant)

3.3 UN frameworks (how the project fits into the Sri Lanka country
programme)

3.4 Initiatives of international cooperation partners (describe relevant
info on what other donors are doing)

4. Assessment

The assessment is based on the analysis carried out in chapters | & Il and.
It assesses the underlying intervention theory (causal chain: inputs-
activities-outputs-outcomes). Did it prove to be plausible and realistic? Has
it changed during implementation? This chapter includes the following
aspects:

4.1 Design (include logframe assessment)
4.2 Management (include details of arrangements and make an
assessment)
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4.3 Relevance and ownership

4.4 Efficiency

4.5 Effectiveness (include a table giving actual status of Outputs and
Outcomes against the project logframe)

4.6 Sustainability

4.7 Impact

4.8 Crosscutting issues (gender, environmental sustainability,
South/South cooperation, contribution to international
development goals)

5. Conclusions, recommendations and lessons learned

5.1 Conclusions

5.2 Recommendations

» Recommendations must be based on evaluation findings, forward
looking and related to future phases of the project

» Recommendations must be actionable; addressed to a specific
officer, group or entity who can act on it; have a proposed
timeline for implementation

» Recommendations should be structured by addressees:

o UNIDO
o0 Government and/or Counterpart Organisations
o Donor

5.3 Lessons learned

Annex A. Terms of Reference

Annex B. Organizations visited and persons met
Annex C. Bibliography

Annex D. Logframe

Annex E. Evaluation Matrix

Annex F. Interview Guidelines Etc.
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ANNEX 2

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION
(UNIDO)

TESRL06004/106040
Strengthening certification capacity in Sri Lanka

JOB DESCRIPTION

Post title:
Duration:
Date required:
Duty station:

Senior Expert- Terminal Evaluation

27 days

15 November 2013

Colombo, Sri Lanka and Home-based

Duties: Under the supervision of the UNIDO Project Manager

(UNIDO HQs) and in close consultation with the national

counterparts; the senior expert will perform the following duties:

Main duties Expepted Location Expected
duration results
1. Review the framework of the project gr? (\j/ oW
extension; the progress reports and other .
; ; . Home evaluation
available documentation. Preparation of 2 days L
. based mission
methodology and evaluations tools (to be |
shared with Project Manager for approval). plan
developed
2. In the field, carry out the evaluation in
line with the TOR in Annex 1. 12 days
including
The evaluation mission is expected to travel Vienna,
include meetings with relevant project Austria Evaluation
stakeholders, Ministry of Industry and and mission
Commerce, private sector representatives, Colombo, |undertake
Royal Norwegian Embassy in Colombo SriLanka |n
etc.
De-briefing meeting in Vienna, Austria
UNIDO HQ.
First draft
3. Prepare the first draft of the evaluation 10 davs Home- of
report for review by UNIDO project team Y based evaluation
report
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Main duties Expef:ted Location Expected
duration results

4. Prepare a final/terminal evaluation report at

the end of the contract comprising all relevant Home- .

; - : : Final

information including conclusions and 3 days based N

recommendations. repor

Qualifications Graduate level degree in science or engineering. At
least 15 years of progressive and proven professional experience in
operation and management of standardization, product and system
certification, accreditation activities at the national level.

Language: English
Additional competencies:

[JEvaluation skills appropriate to the subject area

[OJTechnical competence

[JAbility to address relevant cross-cutting thematic issues, including gender
[JAdequate understanding of local social and cultural issues

[JProcess management skills, including facilitation skills

[JWriting and communications skills

[JGood interpersonal skills

[JThe absence of conflict of interest should be clearly stated.
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ANNEX 3

Checklist on evaluation report quality

Checklist on evaluation report quality:

Independent Terminal Evaluation of the UNIDO Projec

‘Strengthening the certification capacity in Sri L anka’
(Project Number: TESRL06004, SAP ID 106040)

Evaluation team leader:
Quality review done by:
Date:

t

Report quality criteria

UNIDO
Evaluation Group

Assessment
notes

Rating

Report Structure and quality of writing

The report is written in clear language, correct
grammar and use of evaluation terminology. The
report is logically structured with clarity and
coherence. It contains a concise executive
summary and all other necessary elements as per
TOR.

Evaluation objective, scope and methodology

The evaluation objective is explained and the
scope defined. The methods employed are
explained and appropriate for answering the
evaluation questions.

The evaluation report gives a complete
description of stakeholder’s consultation process
in the evaluation.

The report describes the data sources and
collection methods and their limitations.

The evaluation report was delivered in a timely
manner so that the evaluation objective (e.qg.
important deadlines for presentations) was not
affected.
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Evaluation object

The logic model and/or the expected results chain
(inputs, outputs and outcomes) of the object is
clearly described.

The key social, political, economic, demographic,
and institutional factors that have a direct bearing
on the object are described.

The key stakeholders involved in the object
implementation, including the implementing
agency(s) and partners, other key stakeholders
and their roles are described.

The report identifies the implementation status of
the object, including its phase of implementation
and any significant changes (e.g. plans,
strategies, logical frameworks) that have occurred
over time and explains the implications of those
changes for the evaluation.

Findings and conclusions

The report is consistent and the evidence is
complete (covering all aspects defined in the
TOR) and convincing.

The report presents an assessment of relevant
outcomes and achievement of project objectives.

The report presents an assessment of relevant
external factors (assumptions, risks, impact
drivers) and how they influenced the evaluation
object and the achievement of results.

The report presents a sound assessment of
sustainability of outcomes or it explains why this is
not (yet) possible.

The report analyses the budget and actual project
costs.

Findings respond directly to the evaluation criteria
and questions detailed in the scope and
objectives section of the report and are based on
evidence derived from data collection and
analysis methods described in the methodology
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section of the report.

Reasons for accomplishments and failures,
especially continuing constraints, are identified as
much as possible.

Conclusions are well substantiated by the
evidence presented and are logically connected to
evaluation findings.

Relevant cross-cutting issues, such as gender,
human rights, and environment are appropriately
covered.

Recommendations and lessons learned

The lessons and recommendations are based on
the findings and conclusions presented in the
report.

The recommendations specify the actions
necessary to correct existing conditions or
improve operations (‘who?’ ‘what?’ ‘where?’
‘when?)’.

Recommendations are implementable and take
resource implications into account.

Lessons are readily applicable in other contexts
and suggest prescriptive action.

Rating system for quality of evaluation reports

A number rating 1-6 is used for each criterion: Highly Satisfactory = 6,

Satisfactory =

5, Moderately Satisfactory = 4, Moderately Unsatisfactory =
Unsatisfactory = 2,

Highly Unsatisfactory = 1, and unable to assess = 0.
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ANNEX 4

Logical Frameworks (Project Extension)

Key Indicator

Source of verification

Outcome

The national capacity creation

e Support to ensure

e Annual report of

related to address market sustainability of training and
access requirements and certification and certification center
technical barriers to trade training center 2013 and .S“."‘ﬁ' .
(TBT) and beyond. . Sta}tlgtlcs on services:
e GHP scheme trainings and
introduced throughout certification.
the country in * Budget calculation
partnership with Sri and forecasting of the
Lankan Tourism training and
Development Authority certification center
(SLTDA), in particular
in the North- and
Eastern Provinces.
¢ Number of training
and certification and
new services provided
by certification and
training centre.
¢ Number of auditors
and consultants trained
and qualified.
e Number of
enterprises certified
Output

1. A model for private
sector driven
certification developed

¢ No. of partnerships
and joint ventures
achieved through
INDEXPO model.

« Management of the
model audited

« Recognition of the
model at national and
international level.

¢ Acceptance of the
model by the
counterparts.

e Country wide
promotion of model
and services

« Financially
sustainable center in
the main scope of

* Physical presence of
the center.

 MOUs signed by the
center
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services

¢ No. of profitable
training and
certification services
maintained

2. National Capacity and
certification capacity
developed in the
country

* Management system
in place to operate as
training and
certification body.

* Obtain and implement
ISO 50001 Energy
Management Systems
(ENMS) Standards

« Awareness campaign
on INDEXPO trainings
and services for the
industries in
cooperation with CNCI
and NCE chambers

¢ No. of Auditors /
consultants affiliated to
INDEXPO.

¢ No. of training
courses organized in
related areas

* No. of auditors
trained and qualified.

* No. of consultants
trained and qualified.

¢ No. of enterprises
receive certification by
the center.

Annual reports of the
center and the staff
registrar.

Copies of certificates,
accreditations and
training packages

3. Support the
implementation and
sustainability of a
national conformity
mark for GHP in the
catering and restaurant
sector

¢ Quality management
system in place for
operating and
managing the mark

* GHP Mark audited

¢ Recognition and
accreditation of the
mark at national and
international level.

* No. of establishments
achieve Crowns rating
by INDEXPO in
particular in the North-
and Eastern Provinces.
* No. of awareness and
dissemination seminars
organized on the
Crowns Scheme

Annual reports of the
center.

Audit reports and
certificates for the
mark.

Minutes of meetings
for the certification
and advisory
committees

4. Sustainability of the
new certification body
private sector

* No. of partnerships
and accreditations
achieved

Management and
financial report so of
the center
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* No. of clients on
board

* No. of new services
introduced

* No. of full time staff in
the center paid by the

Minutes of meetings
of the Board of
Directors.

Audited financial
statements.

center.

per year.

place.

* No. of services
(training and
certification) offered on
yearly bases.

e Total yearly revenues

¢ Balanced profit and
loss statement
« Business plan in

Major External Factors

Risks/Assumptions Mitigation measures

The people who participate in the
implementation of this project are highly
committed and willing to cooperate and
collaborate with other participants

Participants will be aware of the benefits
and impact to be achieved.

The people involved with training and
certification will share their technical
knowledge with others and will implement
the knowledge in the workshops, trainings
and assessments.

Participants will be sharing their skills &
knowledge to others involved.

Timely financial and in-kind contributions
from all stakeholders

Clear and timely identification of roles and
responsibilities. Planning of activities in
advance.

Commitment of the private & public sector
institutions to adopt the model and fully
support of the model.

The private sector institutions will be aware
of the quality and relevance of the model of
the certification and training centre. They
will be committed regarding its adoption
and will fully support the model.

There is a market demand on the
certification and training services in the
country.

The counterparts will investigate if there is
a market demand for the services of the
centre. The market survey shall show as
well  which new services shall be
introduced/are needed.

52




There is a demand for the GHP scheme
and the municipal councils as well as in
the tourism sector are fully recognizing
the scheme.

Investigation on the demand for the GHP
scheme in two cities in the country.
Municipal council of the target cities will
fully recognize the scheme and will be
aware of its relevance.

The two chambers (CNCI and NCE) are
fully committed in achieving the
sustainability of the certification and
training center and the GHP scheme.

The involved chamber people are
committed in ensuring the sustainability of
the model and the scheme in the country.
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