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Executive summary 
 
 
Evaluation background 
 
The evaluated project UE/GLO/04/148 included activities in two countries: Jordan 
and Peru. This evaluation is limited to the Peru component of the project and its 
purpose is twofold: a) First, it is designed to produce findings that will be used as 
an input to the upcoming “Thematic Evaluation of UNIDO’s Cluster and 
Networking Development (CND) Initiatives” and b) it aims at enabling the 
respective Governments, counterparts, donors, UNIDO and other stakeholders to 
learn from the project experience, draw lessons and assess project performance so 
far. 
 
The evaluation was carried out by a staff member of UNIDO Evaluation Group 
and a national evaluator from PRODUCE. The evaluation team reviewed a 
number of documents, including the original planning documents, progress 
reports, case studies, training materials, etc. and carried out interviews with the 
main project counterparts, direct beneficiaries in Lima and Cuzco and project 
staff. Overall, the availability and quality of information was good and sufficient to 
evaluate the project. 
 
 
Summative assessment 
 
The UNIDO approach for promotion of Export Consortia (EC) has been 
introduced successfully in Peru. Despite some shortcomings in the original 
design and the rather small budget the project has created capacity and a 
number of pilot experiences with enterprises benefiting from the creation of ECs. 
This and the high relevance of the EC approach in the Peruvian context call for 
continued efforts to replicate and upscale the experience thereby creating impact. 
While the EC project in Peru shows some differences to other CND interventions, 
the overall approach, consisting in a catalytic intervention (no direct subsidies to 
enterprises, no-protagonism of project advisors) leading to sustainable self-
management of ECs and leveraging of resources, can be considered compatible 
with UNIDO’s CND approach. 
 
 
Project design 
 
The identification of the countries the project was implemented in was done after 
project approval. It followed a rather supply/solution instead of a demand/needs 
oriented approach. Given the generic nature of the project document, a detailed 
inception report could have been prepared. Such a document could then also 
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make the choice of countries more transparent and inform about the contributions 
of local stakeholders and the different outcomes to be expected from the work in 
the different countries (countries with no or limited experience in EC promotion).  
 
While the design of the EC project includes references to the UNIDO CND 
approach, major differences between the EC project design and the typical 
intervention logic of UNIDO CND initiatives can be observed. Most importantly, 
very different approaches are applied at the outcome and impact levels with the 
EC project showing a need for better definition in both categories. 
 
Apart from setting a general guideline for project implementation (pilot EC, 
capacity building and policy advice) the project document has not been used as a 
tool for overall project management (monitoring and evaluation on basis of 
logframe, indicators, counterpart contributions, exit strategy). Hence the 
shortcomings mentioned above did not affect project implementation to a 
significant extent. However, the limited usefulness of the project document 
represents a lost opportunity to ensure results orientation and organizational 
learning since lessons learned from former projects should be fed into the design 
of the successors. 
 
The shortcomings in project design have not affected the effectiveness of the 
project, but they represent a limitation for more efficient project management and 
stakeholder coordination. 
 
 
Relevance 
 
The project is relevant in the Peruvian context and for the entrepreneurial target 
groups. Relevance was not affected by the supply driven project design since the 
implementation followed a participatory approach, involving Government and 
private sector stakeholders and entrepreneurs. 
 
Overall, the project is also relevant to UNIDO as a promoter of sustainable 
industrial development. However, the effects of EC on poverty reduction and their 
role within local production systems of Clusters need to be better demonstrated. 
 
 
Efficiency  
 
Overall the project can be considered efficient, having supported a large number 
of EC and having produced most of the outputs originally planned and some 
additional outputs in an efficient manner. 
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Efficiency was highest in the catalytic support provided to EC and lower in the 
production of policy related outputs (reporting and consultations on national 
incentive systems).  
 
With regard to the EC support, the tutors’ work has been affected due to the 
double responsibility they have to assume as tutors and coordinators. The 
original planning foresaw that each EC would be co-ordinated by it’s own co-
ordinator. The co-ordinator was supposed to be provided by counterpart 
organizations or nominated by the EC itself. In practice many co-ordinators 
stopped working after some months and the UNIDO paid tutors had to take over 
their responsibilities. The future approach to EC support thus needs to address 
this issue. In particular, the role of the counterpart institutions in providing co-
ordinators needs to be clarified. The role of the tutors should be mainly the 
training and coaching of co-ordinators and only to a limited extent direct 
involvement in the co-ordination of ECs. 
 
The project has been very active in establishing a global forum for professionals 
in the field of EC. Two expert group meetings, several international trainings and 
the development of methodologies and tools for EC promotion illustrate this. 
 
The monitoring and evaluation system of the project was not well designed in the 
first place, but has made good progress in the recent past of the project (detailed 
case studies of EC). 
 
Project management and the quality of inputs used are considered efficient. The 
project is based on the use of local expertise, supported by international 
consultants and UNIDO staff in a complementary manner. Systematic reporting 
should be improved. 
 
The project’s budget has been spent to trigger institutional and organizational 
changes and does not provide any type of direct subsidy for EC formation. This 
has been scored as a good practice, especially, in the starting phase of EC. 
Furthermore, the project is efficient in leveraging additional resources (financial 
and others) towards EC and their necessities. 
 
 
Effectiveness and Impact 
 
Overall the project approach, combining capacity building with demonstration of 
real-life cases and involvement of local institutions created a good potential for 
effectiveness.  However, the project has had only a short duration (actual project 
start was delayed and only 2.5 years can be regarded effective implementation 
period). As a result, the good potential created throughout the current phase of 
the project, has not yet been fully exploited. In particular the case studies and 
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practical experiences need to be disseminated more widely to lead to replication 
and up-scaling. 
 
The effectiveness of training was high and the training methodology applied by 
the project can be considered a best practice also for other UNIDO projects. Also 
the EC support activities have been effective, creating sustainable and locally 
owned efforts to increase export performance. 
 
Impact at the firm level has been produced by the project, including impact in 
terms of poverty reduction in some cases (in particular where links exist between 
exporting firms and associations of local producers and farmers). But more needs 
to be done to better understand the relations between export performance and 
other desirable impacts, e.g. poverty reduction and spill over effects for other 
enterprises in the same sector. 
 
Given the relatively small size and limited duration of the project not too much 
can be expected in terms of impact and effectiveness regarding aggregate 
categories such as the Peruvian export potential. But the basis built up by the 
project is solid and recent activities (e.g. construction of a sound and results-
oriented M&E system, policy proposals such as the revolving fund) point into the 
right direction. Continued work is required to ensure the created potential can be 
fully exploited. 
 
 
Sustainability 
 
There is a high likelihood of sustainability with regard to the effects of training and 
support to ECs. Overall and at the national level sustainability of the EC approach 
in Peru is yet limited, which is not surprising given the limited size and duration of 
the project. But it seems to be better at the level of the regions covered by the 
project. 
 
 
Main Recommendations 
 
• Overall, it is recommended to continue developing and implementing the EC 

approach in Peru. 
• It is recommended to organize a workshop together with the UNIDO CND 

project in Nicaragua in order to facilitate experience exchange and to discuss 
the role of EC in the context of Clusters and local productive systems. 

• It is recommended to develop specific criteria to identify and support EC with 
high potential for employment generation and poverty reduction effects. In this 
context it is important to take into account direct and indirect employment 
effects. 
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• It is recommended that in future projects the role of coordinators of EC and of 
tutors should be planned in a more realistic way in order to avoid a double 
function of tutors (as is the case at present). In particular, the role of the 
counterpart instititutions in providing co-ordinators needs to be clarified. The 
role of the (project paid) tutors should be mainly the training and coaching of 
co-ordinators and only to a limited extent direct involvement in the co-
ordination of ECs. 

• Where possible, preference should be given to an internal coordinator of an 
EC (a member of a consortium) or an external coordinator who is paid by the 
consortium. It should be avoided that the project staff plays the role of 
coordinator. 

• Activities to disseminate successful case studies and the project’s 
methodology (including public institutions and technical cooperation 
organisms with complementary initiatives) should be strengthened in the 
future. 

• A dissemination campaign with leading entrepreneurs of successful EC 
should be designed in order to spread EC experiences not only to potential 
new beneficiaries, but also to those EC that are part of the project and are still 
starting. 

• On top of the ongoing negotiations to establish a revolving fund for the 
support of existing EC, a revolving fund for the creation and consolidation of 
new EC should be established. Such a fund could take over the role of the 
project in the future.   

• Specific training courses should be designed to address the different needs of 
EC in different stages of development, such as design and market search for 
more advanced EC. 

• If a second phase of the project is implemented, the roles of the different 
Steering Committee members should be defined more clearly. This should 
ensure that EC could benefit from the different support initiatives that the 
members provide. For instance: Italian market information (ICE). 

• It is recommended to have a stronger participation of PRODUCE (national 
counterpart) in the different Peruvian regions. 

 
 
 
Lessons Learned 
 
• EC are more successful as they are formed by enterprises with three 

characteristics: (i) similar size, (ii) share a common vision, (iii) offer 
complementary products and services. 

• EC must hire coordinators once they are mature or have started operations, 
not earlier. Recruiting a coordinator with external funding (e.g. through a EC 
project) who’s task it is to identify and establish a new EC is likely to produce 
poor results. 
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• EC can be an effective tool to promote pro-poor productive activities in rural 
areas. An example in Peru of an EC formed by tour operators in the Cuzco 
area showed that employment effects could be generated outside the 
enterprises involved in the EC by establishing cooperation between EC 
enterprises and with local communities. 
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1 
Introduction an Evaluation Background  
_______________________________________ 
 
 
The project US/GLO/04/158 “Promotion of SME Export Consortia” is part of 
UNIDO’s activities in the field of “Cluster and Networking Development (CND)”. 
CND initiatives have been part of UNIDO’s technical cooperation for over a 
decade, while the focus on the promotion of export consortia is relatively new. It 
was part of the UNIDO medium term planning framework 2004-2007. While the 
first experiences in promotion of export consortia were made in India within the 
CND activities in that country (the project was completed in 2002), the first project 
with an explicit focus on export consortia has been developed and implemented 
in Tunisia from 2003 onwards. The present project was designed to develop the 
export consortia approach further, implementing pilot schemes in three different 
countries. Later it was decided to limit the project’s activities to two countries: 
Jordan and Peru.  
 

Budget and status of expenditures in EURO as of June 2008 
 
Budget Line Original Budget Total Allotment Expenditures % 
19-99 Personnel 460,000 606,010 529,361 87%
29-99 Contracts 140,000 9,000 9,000 100%
39-99 Training 170,000 165,524 123,784 75%
49-99 Equipment 0 1,822 1,822 100%
59-99 Miscellaneous 30,000 17,646 10,482 59%
       
Total  800,000 800,002 674,449 84%

Source: UNIDO Infobase 
 
The project started implementation early 2005 with a planned implementation 
period of four years. The full budget was provided as planned by the Government 
of Italy. Of the total expenditures stated in the table above, approximately EURO 
282,000 were spent for the Peru component of the project. The rest was spent in 
Jordan, for global activities and/or for backstopping at UNIDO headquarters 
(monitoring missions, consultants, etc.). 
 
 
Purpose and scope of the evaluation 
 
As mentioned above, the evaluated project UE/GLO/04/148 includes activities in 
two countries: Jordan and Peru. This evaluation is limited to the Peru component 
of the project and its purpose is twofold:  
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a) First, it is designed to produce findings that will be used as an input to the 
upcoming “Thematic Evaluation of UNIDO’s Cluster and Networking 
Development Initiatives”.  
 
This thematic evaluation aims at answering a number of key questions, which will 
shed light on the relevance, effectiveness, efficiency and sustainability of these 
activities. It will furthermore provide inputs for the discussion of UNIDO’s future 
CND strategy by formulating recommendations to enhance UNIDO contributions 
to private sector development in general and CND initiatives in particular.  
 
The key evaluation questions of the thematic evaluation are: 
 
Regarding the design, intervention logic and the underlying theory of change: 
• Are UNIDO CND initiatives based on- and consistent with state-of-the-art 

knowledge about institutional change, SME development and Clusters? 
• Is the design of the overall programme and of individual projects consistent 

with the underlying theory of change? 
• Does UNIDO, through its CND initiatives, contribute to the international body 

of knowledge and does it influence the way similar initiatives are planned and 
implemented by international agencies and donors? 

• How does the CND concept fit into the overall technical cooperation 
framework of UNIDO? 

 
Regarding the implementation and the results of CND interventions 
• Are individual CND interventions implemented in line with the underlying 

theory of change? 
• What are the main factors that influence effectiveness of CND interventions 

(e.g. institutional anchorage, operational anchorage, access to finance, 
access to non-financial services, exit strategy and local contributions)? 

• Are individual CND interventions producing the expected results? 
• Are individual CND interventions producing non-intended results? 
• How do implementation modalities affect efficiency and results? 
• Is the implementation of CND interventions in UNIDO organized in an efficient 

manner? 
• Is the information on CND interventions and their results sufficient and 

relevant (M&E)? 
 
Regarding context of CND interventions 
• Are UNIDO CND interventions relevant and effective in the different socio-

economic contexts found in different countries? Is the model flexible enough 
to address different cultural sensitivities? 

• What are the main context factors that influence relevance of CND 
interventions? 

• How do UNIDO CND interventions relate to other SME support interventions 
with similar objectives within and outside of UNIDO? 

 
b) Besides providing an important part of the evidence base of the thematic 
evaluation, the review of the Peru component of project US/GLO/04/158 will 
produce a stand alone report to the stakeholders of the project in order to enable 
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the respective Governments, counterparts, donors and UNIDO and other 
stakeholders to: 
 
• Verify prospects for development impact and sustainability, providing an 

analysis of the attainment of development objectives and project objectives, 
delivery and completion of project outputs/activities, and outcomes/impacts 
based on indicators. The assessment includes re-examination of the relevance 
of the objectives and other elements of project design: 

o Implementation approach 
o Country ownership/Driveness 
o Stakeholder participation 
o Sustainability 
o Replication approach 
o Financial planning 
o Cost-effectiveness 
o Monitoring and evaluation 

• Enhance project relevance, effectiveness, efficiency and sustainability by 
proposing a set of recommendations with a view to ongoing and future 
activities. 

• Draw lessons of wider applicability for the replication of the experience gained 
in this project in other projects/countries.  

 
 
Methodology, evaluation team and availability of information 
 
A field mission to Peru was undertaken by a staff member of UNIDO evaluation 
group (Mr. Johannes Dobinger) who was joined by Ms. Maria del Pilar Pinto de la 
Sota from PRODUCE. The evaluation team carried out all interviews together in 
the period of June 2008 and the report reflects the common view of the evaluation 
team.  
 
The evaluation team reviewed a number of documents, including the original 
planning documents, progress reports, case studies, training materials, etc. and 
carried out interviews with the main project counterparts, direct beneficiaries in 
Lima and Cuzco and project staff. Overall, the availability and quality of information 
was good and sufficient to evaluate the project. 
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2 
Country and project context  
_______________________________________ 
 
 
Peru is located in the central and western part of South America, and has a 
population of 28 million inhabitants. One of the most remarkable characteristics of 
the Peruvian economy is the growth that reflects a positive trend during the last 
years, going from 0.2% in 2001 to 9.0% in 2007. So far this year (2008), this rate 
has reached a figure as high as 9.6%, and it is expected that this trend will 
continue. In terms of GDP growth, Peru is considered as the second most 
prosperous Latin American economy, just behind Panama. In addition to overall 
economic expansion, industrial activity has registered an accumulated growth of 
35.5% from 2003 to 2007, representing 15.10% of the total GDP. 
 
In 1992, an economic liberalization process started with a number of reforms in 
different sectors, such as trade, telecommunications and labour. In particular, 
those reforms related to foreign trade, such as reduction of tariffs and 
improvement of customs efficiency have contributed to the current economic 
growth. Since 2003 to 2007, exports have increased in 147.4% and, in 2007, the 
total amount of exports (US$ 27,588 million) represented around 48% of the total 
GDP. In terms of exported value, small and medium enterprises (SME) 
contributed with only 3% of the total amount. 
 
As part of the Peruvian economic policy related to foreign trade, free trade 
agreements have contributed to the positive trend of exports. However, despite 
this positive economic performance, there are many factors that still need 
attention, especially those related to the micro level that guarantees a sustained 
and sustainable growth. Thus, the increase of SMEs’ competitiveness and their 
expansion to foreign markets becomes relevant. 
 
In July 2002, the National Accord (NA) was signed and constitutes an agreement 
between public, private, political, academic and civil society sectors. The NA 
serves as the basis of the democracy consolidation process and has contributed 
to the design of a country’s shared vision. As a result, 31 state policies were 
established and 7 of them are designed to increase country’s competitiveness. 
 
At the National level, there are two governmental institutions in charge of the 
promotion of foreign trade. One of those institutions is the Ministry of Foreign 
Trade and Tourism (MINCETUR), which has the responsibility of defining and 
implementing policies related to the promotion of exports and foreign trade. In 
this framework, the National Export Strategic Plan – PENX (2003 – 2013) was 
designed and establishes the strategic guidelines for export promotion. The 
objective of this Plan is to develop the exportable offer with an economic sector-
based perspective in order to take advantage of commercial agreements that 
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Peru has subscribed and will be subscribing with its main commercial partners. In 
conclusion, this document presents a number of strategies addressed to improve 
the exportable offer, develop exporter culture, facilitate commerce and search 
foreign markets.  
 
In 1996, the Commission for Export Promotion (PROMPEX) was created as the 
institution in charge of national export promotion. PROMPEX has carried out 
activities that improve the competitiveness of exporter SMEs such as training, 
consultancy and advise on improved access to finance. Since the last decade, 
PROMPEX has implemented a series of activities related to export consortia (EC) 
formation, mainly in the agro-business sector. Some of these EC are still working 
and successful, such as Corporación Peruana de Frutas (CPF) and Instituto 
Peruano del Espárrago y Hortalizas (IPEH). Likewise, PROMPEX has provided 
training courses for EC consolidation like product design and market search. 
 
In 2007, PROMPEX was merged with the Commission for the Promotion of Peru 
(PROMPERU) into a new institution called Commission for the Export and 
Tourism Promotion of Peru (a new PROMPERU).  
 
At the beginning of this decade, the Commission for the Promotion of Micro and 
Small Enterprises (PROMPYME) carried out a project for the promotion of 
networking at the SME level, which was funded by the Inter-American 
Development Bank (IADB). The purpose of this project was to strengthen 
productive and commercial relationships among enterprises through networking. 
This project implemented consortia development activities like fair participation, 
samples delivery, road shows, etc. However, in 2006, PROMPYME was 
absorbed by the Ministry of Labour and Social Promotion (MINTRA) and the 
project was stopped.  
 
Stakeholders in Peru recon that at the level of the different Peruvian regions, the 
industrial sector has a good potential to stimulate decentralised economic growth 
if regional production is addressed to international markets. For that reason, 
Regional Directions of Foreign Trade and Tourism (DIRCETUR) play a very 
important role in the articulation of actions for the promotion of assorted, high 
quality and value added products. It is important to highlight that some 
DIRCETUR has incorporated the concept of EC in their actions plans in order to 
facilitate the consolidation of the regional exportable offer. In particular, 
DIRCETUR Cuzco co-finances with up to US$ 5,000 the participation of 
enterprises in international trade fairs. 
 
Additionally to DIRCETUR activities, every Region has formulated Regional 
Export Strategic Plans (PERX). Each one contains a number of regional products 
with export potential. The purpose of PERX is to define a strategy that 
decentralizes the exportable offer that is concentrated in Lima through public-
private alliances. For that purpose, a Regional Executive Committee for Export 
(CERX) has been established in every Region. Its mandate is to articulate 
different regional actors from the public, private, academic and civil society 
sectors in order to carry out activities contained in PERX and to secure the 
sustainability of PENX. For example, CERX Cuzco has formulated its annual plan 
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2008 including actions that contribute to the formation and consolidation of EC. 
Also, it is important to say that some EC project tutors participate in CERX. 
 
Moreover, PROMPERU has offices in some regions called Export Promotion 
Offices (OPE) that work very closely with DIRCETUR in export promotion at the 
regional level. OPE recognize the importance of EC not only because the 
extended exportable offer, but also because they consider it more effective to 
provide services to a group of enterprises than to individual firms. In some cases, 
OPE and the EC project have coordinated activities in order to create synergies 
in the EC already formed. 
 
In terms of financing, it should be noted that public institutions in Peru, be it at the 
national, regional or local levels, provide limited funding (e.g. in the form of public 
biddings for capacity building, technical assistance, product development, fair 
participation, among others) in the specific field of export consortia (EC). At the 
national level, there are 2 new funds that would finance activities related to some 
existing EC, but not the creation and consolidation of new EC. They are the 
Science and Technology Fund (FONCYT) and Innovation and Competitiveness 
Fund (FIDECOM). At the regional level, as was mentioned before, DIRCETUR 
co-finance fair participations to EC. Moreover, it is important to mention that there 
are some small funds provided by local foundations and international institutions, 
such as INCAGRO that may contribute to EC development, but these funds are 
not created for that purpose. In conclusion, financial support can be considered 
an important limiting factor to wider application of the EC approach. 
 
Finally it should be noted that the benefits of EC and the importance of EC as a 
mechanism for export promotion are widely recognized by private and public 
sectors in Peru. Given the strong involvement of regional institutions in export 
promotion, it seems that EC promotion efforts are likely to be more relevant at the 
regional level than at the national level. 
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3 
Planning, Design and Strategy of the 
Project  
_______________________________________ 

 
 
3.1 Project identification 
 
Regarding the origins of the project, the original project document refers to three 
main issues: 
a. the fact that export consortia represent a priority service area of UNIDO; 
b. the uneven distribution of the benefits of globalisation, calling for assistance 

to countries that need to improve access of their companies to foreign 
markets; 

c. a number of constraints faced by SMEs in their attempts to increase exports. 
 
The project document does not identify the countries it would be implemented in. 
Instead, it refers to two types of countries: countries with no experience in EC 
and countries with limited experience in EC. The project would then be 
implemented in two countries of the former and one of the latter category. No 
detailed criteria are specified to distinguish between “no” and “limited” 
experience. 
 
The selection of countries was then made based on discussion between the 
donor and UNIDO, taking into account requests for assistance received from 
several countries. The finally selected countries were Jordan, Peru and Lebanon. 
Lebanon was then de-selected due to the unfavorable security situation in the 
country. 
 
 
3.2 Project design 
 
The original project was designed to be implemented in two phases with the 
following objectives and outputs: 
 
Development 
Objective 

 Increase export potential of 3 developing countries by 
facilitating their access to markets through the promotion of EC 

Immediate 
Objectives 

 1) Build capacity in 2 countries 
with no experience 

2) Increase capacity in 1 
country with limited 
experience 
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Beneficiary countries and 
counterparts identified 

Beneficiary country identified 
and recommendations for a 
more effective EC 
programme formulated 

Phase 
I 

National action plans prepared 
and potential firms identified 

 

Pilot SME EC created and 
available incentives identified 

Support institutions and 
existing EC strengthened 

Outputs 

Phase 
II 

Recommendations for future 
action & case studies prepared 

Recommendations for future 
action & case studies 
prepared 

 
In March 2005 the document was revised and a third immediate objective was 
introduced: “Increase awareness at the global level on the export consortia 
approach as a possible strategy to increase SME exports.” The corresponding 
outputs included two international training courses with participants from at least 
ten countries and the dissemination of UNIDO experience in global fora events. 
 
The overall design of the project and the fact that the project was developed prior 
to the selection of implementation countries suggests that an implicit aim was to 
test the EC promotion concept under different conditions. This aim could have 
been made more explicit and a number of concrete outputs/activities could have 
been planned in order to adapt or amend the UNIDO approach for EC promotion 
in accordance with the project experience.  
 
The project document does not contain a logical framework and no indicators are 
defined at impact, outcome and output levels. This limits the usefulness of the 
project document as a management tool for all stakeholders involved and makes 
reporting less result-oriented. 
 
The expected counterpart contributions are not specified in the project document, 
except from a coordinating role of the Ministries of Industry in the selected 
countries. 
 
Taking into account the experiences in Peru regarding EC promotion prior to the 
project (see chapter 3), the Peru component evaluated here can be seen as part 
of immediate objective/outcome 2. 
 
The project document does not define an exit strategy of the project. 
Furthermore, while dissemination of results is foreseen as one of the activities, no 
strategy has been developed how to do this. As a result, the overall intervention 
logic (e.g. Capacity building + successful case studies → dissemination → up 
scaling & replication → impact at national level) of the project remains vague.  
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3.3  Export Consortia, Clusters and Networks 
 
The evaluation of the Peru EC project will also serve as an input into the 
upcoming thematic evaluation of UNIDO CND Initiatives. Within the framework of 
CND, EC are considered a special case of networking among enterprises. Hence 
the comparison of the current UNIDO CND approach and the one applied in the 
evaluated project is of interest. 
 
UNIDO CND initiatives typically apply the following results chain1: 

 
Figure 1: Results chain of a typical UNIDO CND project 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Source: Draft Training Kit, UNIDO Cluster and Business Linkages Unit, 2008 

                                                 
1 The results chain displayed in figure 1 is taken from a recent draft document of the UNIDO CBL 
Unit. It reflects the overall approach of the CBL Unit, but it did not exist at the time the present 
project was designed.  
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Outcomes 
Cluster governance: 
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Comparing the results described in the project document of the evaluated EC 
project with the current UNIDO CND approach as outlined in Figure 1, some 
similarities and some differences can be observed: 

• The activities and inputs used in the EC project are similar to those in the 
CND approach: study tours, support to coordination, training, and 
technical assistance to consortia.  

• The outputs of the EC project are quite different from the CND approach. 
While both include the strengthened capacities of support institutions, the 
EC approach emphasises more the national action plans while the CND 
approach focuses on the linkages and structures created in networks and 
clusters. 

• The differences are even more significant at the outcome level: while the 
CND approach specifies the changed behaviour at the Cluster level, the 
EC project refers to a very generic capacity effect. 

• At impact level the CND approach includes the poverty and the 
competitiveness dimensions, while the EC project limits itself to one 
aspect of the competitiveness dimension, namely the increased export 
potential. 

 
3.4 Conclusions on project design 
 
The identification of the countries the project was implemented in followed a 
rather supply/solution- instead of a demand/needs oriented approach. To some 
extent this approach can be justified by the fact that the export consortia model is 
relatively new and the project can be regarded a pilot initiative, designed to 
produce case studies and methodologies that can be upscaled later on. But this 
has not been made explicit in the project document and no dedicated activities 
and outputs have been built into the project to ensure learning and up-scaling 
beyond the two countries covered by the project. 
 
Given the generic nature of the project document, a detailed inception report 
could have been prepared to specify the contributions of local stakeholders and 
to translate the generic description of objectives, outputs and activities into 
country-specific documents to be used as management tools (including 
logframes and indicators) for the implementation and for monitoring progress 
together with the counterparts and donor based on an agreed set of goals. Such 
a document could then also make the choice of countries more transparent and 
inform about the different outcomes to be expected from the work in the different 
countries (countries with no or limited experience in EC promotion).  
 
While the design of the EC project includes references to the UNIDO CND 
approach, major differences between the EC project design and the typical 
intervention logic of UNIDO CND initiatives can be observed. Most importantly, 
very different approaches are applied at the outcome and impact levels with the 
EC project showing a need for better definition in both categories. 
 
Apart from setting a general guideline for project implementation (pilot Ecs, 
capacity building and policy advice) the project document has not been used as a 
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tool for monitoring, evaluation and overall project management (logframe, 
indicators, counterpart contributions, exit strategy). Hence the shortcomings 
mentioned above did not affect project implementation to a significant extent. 
However, the limited usefulness of the project document represents a lost 
opportunity to ensure results orientation and organizational learning since 
lessons learned from former projects should be fed into the design of the 
successors. 
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4 
Assessment  
_______________________________________ 
 
 
4.1 Relevance and ownership 
 
Relevance in the socio-economic context of the country 
As highlighted in chapter 3, Peru has an open foreign trade regime with 
traditional exports continuously increasing over the last years. However, SMEs 
benefit only to a very small extent from this trend. The support to EC 
development can be regarded a very relevant attempt to make the 
internationalisation processes in Peru more inclusive, reaching smaller 
companies and less developed regions within Peru. 
 
Ownership of the project by the main counterpart – PRODUCE – is strong and 
project results are used in the Ministry’s own SME support schemes. Other 
counterparts involved in the steering committee are also committed to the project 
concept. However, currently no mechanism is available to fully assume the duties 
and responsibilities currently executed by project staff if the project was 
terminated. 
 
Relevance with regard to target groups 
The selection of EC and the participating enterprises followed clear criteria. The 
enterprises need to have sufficient management capacities to handle exports and 
the products or services need to be exportable in principle. This clear selection 
has helped to ensure the relevance of the EC approach to target groups, since 
the project did not have the means nor the resources to upgrade enterprises that 
are not yet ready to start exporting. On the other hand, by not providing subsidies 
to the enterprises it was ensured that they contributed with their own resources to 
the common projects, which clearly demonstrates the relevance of the EC to 
them. All beneficiaries interviewed made it clear that increased exports is their 
number one priority. 
 
Relevance to UNIDO 
The relevance of pure export promotion to UNIDO as a promoter of sustainable 
industrial development is not necessarily given. Exports do not automatically 
produce development results that are inclusive in nature and that generate 
benefits for the poor. Moreover, export operations can produce adverse effects, 
such as environmental degradation and socially undesirable dependence on 
certain sectors vulnerable to external shocks. 
 
Taking this into account the evaluation finds that the EC project in Peru clearly is 
relevant to UNIDO, since it promotes inclusiveness by developing and 
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demonstrating an approach to exports promotion that is applicable for a large 
number of not-yet-exporting enterprises in Peru. Furthermore the project does not 
limit its geographical reach to the more developed regions in Peru. Evidence was 
found that EC in Peru do produce tangible effects in terms of poverty alleviation, 
in particular through linking exporting enterprises to local producers and farmers. 
 
However, the effects of the project in terms of poverty reduction are not yet 
monitored and demonstrated. UNIDO commits to “poverty reduction through 
productive activities”. Hence, the poverty dimension of EC, such as direct effects 
on workers, job generation, community development, etc. need to be taken into 
consideration in project design and implementation in order to ensure full 
relevance for UNIDO. 
 
The EC approach as applied in Peru can be considered relevant also in the wider 
context of UNIDO CND initiatives. However, so far the perspective of Clusters or 
local productive systems has not played a role in the project. By analyzing the 
potential of EC to act as catalysts for technological change and innovative ways 
of enterprise cooperation, the relevance of this project could be further increased.  
 
Conclusions on the relevance of the project  
 
The project is relevant in the Peruvian context and for the entrepreneurial target 
groups. Relevance was not affected by the supply driven project design since the 
implementation followed a participatory approach, involving Government and 
private sector stakeholders and entrepreneurs. 
 
Overall, the project is also relevant to UNIDO as a promoter of sustainable 
industrial development. However, the effects of EC on poverty reduction and their 
role within local production systems of Clusters need to be better demonstrated. 
 
 
4.2 Efficiency  
 
Efficiency refers to how the project’s resources (financial, human, technical, etc.) 
were used to carry out activities and to produce the planned results at output 
level (capacity building, technical assistance and policy advice).  
 
Activities and results per output 
 
As outlined in chapter 4.2. for the attainment of the immediate objective 2 
(increase the capacity to EC in a developing country with some experience in this 
field) three products were foreseen in two stages. The efficiency of the activities 
carried out in order to produce the outputs is analysed below: 
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Output 2.1: Recommendations for a more effective programme in order to develop 
EC2 

Efficiency Activities Rating Justification 
1. Identification of relevant 

counterparts for the EC 
component  

High · The national counterpart is PRODUCE 
and MINCETUR, PROMPERU, CCL 
and ICE are the main allies in EC 
promotion. All these institutions are 
part of the Steering Committee of the 
project. However, support institutions 
that are part of the Steering Committee 
are not very clear about their role in the 
EC promotion. 

· A number of counterparts have been 
identified and have become partners 
for EC promotion, such as Chamber of 
Commerce of Huancayo, GTZ 
(BIOCOMERCIO Programme). 

2. Revision of existing EC 
initiatives, role of support 
institutions and legislative 
organs/ available incentives 
for export promotion in 
general and EC in particular. 

Medium · A brief country paper on EC policy in 
Peru was prepared in 2005. 

· No comprehensive report on incentives 
and institutions was produced under 
the project. 

· The lack of funding for EC promotion 
was identified. 

· International cooperation initiatives for 
EC promotion have been identified 
(PROMPEX, SNV). 

3. Present the review findings 
at a national workshop 

- · No evidence of such a workshop has 
been presented 

4. Formulation of 
recommendations for 
increasing the efficiency of 
EC promotion in the country 
(including EC incentive 
revision and the role and 
services of support 
institutions).  
 

Medium · There is a generic country paper 
describing the EC policy in Peru which 
includes some generic 
recommendations. 

· However, recommendations have been 
developed on the basis of the 
experiences in the EC supported by the 
project:  

· It is important that before exporting 
enterprises have sufficient experience 
and are consolidated in the domestic 
market. Likewise, enterprises must 
have exportable offer, sufficient 
management capacities and a strong 
commitment to participating in an EC.  

· At early stages of EC, it is important 

                                                 
2 The identification of the beneficiary country, which was part of this output in the original project 
document, has been commented on in chapter 4 (identification). 
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not to provide any kind of subsidy. 
Financial support must be given once 
EC are already consolidated and need 
to upgrade. For that purpose, a fund for 
EC promotion has been designed. 

 
Output 2.2: The capacity of SME support institutions in the promotion and 
establishment of EC has been strengthened 

Efficiency Activities Rating Justification 
1. Organization of training 

courses and study tours for 
directors of existing EC and 
for representatives of support 
institutions.  

High · Five training workshops in Lima, 
Lambayeque, Cusco, Arequipa and 
Huancayo were carried out and 
approximately 250 professionals 
(support institutions representatives, 
consultants, entrepreneurs) were 
trained in the UNIDO methodology. 

· The methodology, content and quality 
of the material of the workshop were 
considered as good (in average) by all 
the trainees interviewed. However, 
most of them recognized that 
workshops should last longer. 

· A study tour was organised in 2005 to 
Italy with 4 participants from public and 
private sector support institutions. 

2. Improve the performance of 
existing export consortia 
through technical assistance 
services (i.e. revision of 
business plans; identification 
of new services to be 
provided, etc.)  

High · The project has contributed to the 
formation and/or consolidation of 30 
EC. 

· The tutors’ performance was affected 
because they had to assume the role 
of EC coordinators due to the lack of 
monetary incentives of the latter. 

· EC members expressed that they had 
received only limited assistance in 
market identification and product 
development/design.  

· Tutors have supported EC in 
mobilizing resources (financial and 
others) 

3. Strengthen or promote the 
creation of a national 
federation of EC 

- No evidence of efforts to create such a 
federation was presented 
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Output 2.3: Recommendations for future actions related to the EC promotion and case 
studies formulation for lessons learned dissemination. 

Efficiency Activities Rating Justification 
1. Revision of the 

implementation of 
recommendations formulated 
in output 2.1 and 
presentation of findings to 
the national counterpart.  

Medium · The project has contributed to the 
introduction of the EC promotion 
concept in regional policies (CERX, 
DIRECTUR). 

· The project produced a concrete 
proposal for the creation of a fund to 
support EC. The proposal has been 
presented to donors. 

· A periodic bulletin on project’s progress 
is elaborated and disseminated. 

2. Case studies preparation 
and dissemination of results 
at the end of the project 
through participant 
institutions. 

Medium · A number of case studies have been 
elaborated, but not disseminated 
extensively yet. 

· A regional symposium on successful 
EC experiences was carried out for 
southern region EC. 

 
The immediate objective 3 was to “increase awareness at the global level on the 
export consortia approach as a possible strategy to increase SME exports.” The 
corresponding activities were of global nature and not related to the Peru 
component alone. Hence no full assessment of these activities was possible 
within the terms of reference of this evaluation. However, the following is a brief 
summary of outputs and activities: 
 
Output 3.1: Two global training courses on SME export consortia organized. It is 
expected that representatives from approximately 10 developing countries will attend 
the training courses. 

Efficiency Activities Rating Justification 
Prepare course materials and 
advertise course. Deliver 
training courses and evaluate 
them. 

High · A global training programme on EC 
was implemented three times (2006, 
2007 and 2008) in the ILO Training 
Centre in Turin with the participation of 
56 private and public sector 
participants from 33 countries. In 2008 
UNIDO project management carried 
out a survey among the participants of 
the 2006 and 2007 training courses. 
The survey showed that at least 35% of 
participants in 7 countries are actively 
involved in the promotion of EC. 
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Output 3.2.: UNIDO experience on export consortia development disseminated 
through presentations at global/regional fora events, preparation of a dedicated web 
page and discussion paper. 

Efficiency Activities Rating Justification 
Present UNIDO experience in at 
least one global/regional fora 
event  
Prepare a dedicated web page 
on UNIDO export consortia 
programme 
Prepare a discussion paper on 
UNIDO project experience 

Not 
known 

· Two expert group meetings (EGM); 
one in Italy in 2005 and one in Morocco 
in 2007 with approximately 150 
participants all together. In the Italy 
EGM a country presentation on the 
Peru experience was included, while 
the Morocco EGM included a 
presentation on the Jordan experience. 

· A webpage on the project was 
established at PRODUCE. The 
webpage provides information on most 
of the EC supported by the project. 
This webpage could provide more 
informative materials and background 
documents. 

· The UNIDO website 
www.unido.org/exportconsortia has 
been set up partially using funds from 
the evaluated project. Many of the 
materials to be found on the website 
are products of the project. Currently 
the website is not fully available, since 
it has been integrated into the main 
UNIDO webpage and some technical 
difficulties remain to make the contents 
available again in all languages. 

 
 
The project produced some outputs that were not originally foreseen in the 
project document. 
 
Additional outputs:  
 
Support to the identification of 
potential SME for the creation of 
EC.  

 

High · A number of criteria were used in order 
to select potential EC: management 
capacity, basic international trade 
knowledge, direct or indirect export 
experience, commitment in time/money 
and similar-size enterprises. Potential 
on industrial transformation was not 
explicitly considered, but it has been 
implicitly applied.  

· The theoretical and practical approach 
of workshops has contributed to 
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identify potential EC. 
· Identification of potential EC was part 

of the workshop. 
Development of a methodology 
for EC promotion 

High · The UNIDO EC guideline is a 
document that provides general 
information on EC formation. Adapting 
the generic model to the Peruvian 
reality, the project developed a five-
stage methodology: identification, trust, 
capabilities development, strategic plan 
development and organizational 
structure development.  

· The methodology was considered 
effective and relevant by all 
stakeholders interviewed. 

 
 
Assessment of Monitoring and Evaluation Systems 
 
The project document does not include a monitoring system or logical framework 
that allows using indicators to evaluate EC performance. Despite the UNIDO EC 
guideline document providing a general overview of different evaluation methods 
and indicators, it is important to mention that the collection of baseline information 
at the enterprise level was included among the activities of the project.  
 
Despite the lack of a formal monitoring method, a number of activities have been 
carried out in order to measure project results. There is one narrative report on 
UNIDO EC development results elaborated by the international expert3 that 
shows a brief description of the main project results (such as number of consortia 
supported, number of trainings carried out, etc.) and presents some quantitative 
data of the consortia, such as the number of enterprises affiliated and the number 
of employees. However this report focuses on the project outputs and does not 
provide information on outcomes and impact. For example the results achieved at 
enterprise level (export performance, employment generation, etc.) or at the level 
of institutional capacity building. 
 
The team of national consultants prepared more results oriented reports at the 
level of consortia, using a standardised tool that is based on five step 
methodology of EC promotion (“cuadros de evaluación flash”). This tool uses a 
number of indicators to measure the progress of the EC on its way towards 
consolidation and sustainability. The indicators cover the following categories: 

• Coordination (self-coordination, meeting resolutions, linkages to support 
institutions, etc.) 

• Quality and regularity of meetings (punctuality, regularity of assistance, 
etc.) 

• Development of a trust base (internal procedures, exchange of 
experiences between firms, common objectives, etc.) 

                                                 
3 Consorcios de exportacion en el Peru, Resultados, Mayo 2006 – Mayo 2008, UNIDO 
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• Pilot joint activities (selection of projects, design of projects, formal 
commitment to projects, common fund for projects, etc.) 

• Long-term strategy of the EC (business plan of the EC, plan to improve 
participating firms, etc.) 

• EC constitution and management (formal constitution of the EC, 
recruitment/nomination of Director, infrastructure and export capacity, 
etc.). 

 
This tool is designed to support self-evaluation of progress of EC and is very 
similar to the tools developed in the long term UNIDO CND project in Nicaragua 
to measure progress of the networks assisted by that project. In the case of 
Nicaragua, the last stage (EC constitution and management) puts more emphasis 
on monitoring and evaluation of progress at the firm level. 
 
Recently, a number of well-structured case studies have been elaborated. These 
case studies do not only present a narrative section (consortium structure, 
functioning, activities and results), but also show some quantitative indicators of 
each enterprise and the consortium. Additional to the number of enterprises and 
workers, such indicators include sales, exports, distribution channels, distribution 
of exports per market destiny, among others. This information establishes a 
baseline and provides a good basis of a systematic and results-oriented 
monitoring system. 
 
As has been described in chapter 4.3., the EC project shows some important 
differences with regard to the typical intervention logic found in UNIDO CND 
initiatives. This is especially relevant for the issue of monitoring and evaluation of 
project outcomes and impact. In particular the dimension of poverty reduction 
(impact) and the institutional capacity building (outcome) are not sufficiently 
reflected in the current M&E system of the project. 
 
Evaluation of trainings by trainees after the training course completion – a regular 
practice in many training programmes - has not been carried out and no 
monitoring of the effect of training on trainees professional performance has been 
done. Such course evaluations and post course monitoring was not included in 
the project design. However, according to the interviews carried out by the 
evaluation team, on average, the interviewees declared that the courses were of 
good quality and that the methodology learned has been applied to some extent 
in their professional activities.  
 
Project management 
 
The project was implemented in agency execution mode, i.e. the project manager 
was based at UNIDO headquarters and a team of national experts reported back 
to him. A long-term consultant was recruited at UNIDO headquarters to assist the 
project manager. 
 
In Peru a Steering Committee was established gathering the key institutions 
(PRODUCE, MINCETUR, PROMPERU, CCL and ICE) in EC promotion. 
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However, despite of being the main actors in the subject, these institutions are 
not clear on the role they play.  
 
Support to EC was provided indirectly by a local team of national experts who 
acted as “tutors” for local stakeholders directly involved in the promotion of EC 
(coordinators). At the beginning, two experts were recruited and at the time of the 
evaluation mission five experts were working for the project, with one of them 
acting as project coordinator.  
 
International expertise in terms of EC methodology, training of local experts and 
quality control of the assistance to EC was provided mainly by one international 
consultant from Mexico. This consultant maintained close relations with the 
project team throughout implementation. 
 
UNIDO networking initiatives usually use “brokers” or “cluster/network 
development agents” to provide coaching and technical assistance to the 
supported networks. These agents can be either recruited by the project (as 
UNIDO consultants or through a subcontract to a local NGO) or they can be 
provided by local partner institutions who have an own interest in training their 
staff on the job.  
 
In the case of Peru, an attempt was made to support the work of the EC through 
the staff of local partners, i.e. without using project funds. As a result, these 
“coordinators” did not receive any additional payment for their work and some of 
them dropped out after an initial phase. The UNIDO consultants then had to take 
over their responsibilities to ensure continuation of the EC (the average 
permanence period of an unpaid coordinator is three months). It appeared that 
due to this problem the UNIDO consultants were spending more time as EC 
coordinators than as tutors. 
 
With regard to other UNIDO activities and the project’s relation to them the 
following could be observed. The UNIDO Regional Office in Colombia did not 
play a particular role in this project. Peru does not have a UNIDO Integrated 
Programme yet, but is currently working on a final proposal, which is expected to 
be finalized in 2008.  
 
Reports on project progress are available and summarize activities and outputs 
achieved so far. However, the reporting on project progress and results achieved 
is not based on the use of a logical framework and reports do not compare the 
project progress with the original planning documents. 
 
Financial management 
 
The summary of expenditure of the global project (Table 1) and of the Peru 
component (Table 2) shows that most of the project funds have been utilized and 
that some 35% of the overall budget had been utilized for the Peru component by 
March 2008. 
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The bulk of funds has been used to recruit national experts, but also a significant 
amount has been used for several missions of one international expert. 
 
Subcontracts, foreseen in the original project budget, were not used in Peru. Also 
training was used to a lesser extent than originally planned. 
 
No direct subsidies are given to EC or their member enterprises. 
 
It should also be noted here that the project has leveraged the use of local 
resources for the support of EC, including the coordination of activities with public 
and private institutions (DIRCETUR, CERX, GTZ) producing synergies and 
contributing to the efficiency of the project. 
 
Overall, the financial management of the project seems to have been efficient 
and no evidence of major delays or problems was presented to the evaluation 
team. 
 
Table 1: Budget vs. Expenditures as of October 2008 (Including Jordan, Peru and 

general expenses) 
 
Budge
t Line 

Description Original 
Budget in 
€ 

Total 
Allotment 
in € 

% of 
original 
budget 

Total 
Expenditur
e in € 

% of 
allotment 
spent 

11-00 International 
Experts 

230,000 353,277
154%

330,934 
94%

15-00 Local travel 
of experts 

50,000 36,717
73%

30,317 
83%

16-00 Staff 
missions 

30,000 35,275
118%

30,240 
86%

17-00 National 
consultants 

150,000 204,071
136%

204,280 
100%

21-00 Subcontract
s 

140,000 9,000
6%

9,000 
100%

32-00 Study tours 140,000 65,782 47% 48,968 74%
33-00 In-service 

training in 
countries 

30,000 21,128

70%

20,006 

95%
35-00 Non-UNDP 

meetings 
0 56,946 not 

planned 
56,946 

100%
45-00 Equipment 0 1,822 not 

planned 
1,822 

100%
51-00 Miscellaneo

us 
30,000 15,986

53%
12,487 

78%
  800,000 800,004 100% 745,000 93%

Source: UNIDO Infobase 
 
 



 
 

 22

 
Table 2: Expenditures for the Peru Component of the project as of March 2008 
 
Budget 
Line 

Description Total Expenditure in € % of total 

11-00 International 
Experts 107,025 40% 

15-00 Local travel of 
experts 7,760 3% 

17-00 National 
consultants 141,254 53% 

33-00 
In-service training 
in the beneficiary 

countries 
10,390 4% 

Total 266,429 100% 
Source: data supplied by project manager 

 
 
Quality of Inputs 
 
The main inputs used for the project in Peru were national and international 
experts. No subcontracts and no equipment was used.  The national team is 
highly qualified and dedicated to attain results. Likewise, according to the 
interviews, international consultants have made relevant contributions 
appreciated by Peruvian stakeholders and counterparts.   
 
Conclusions on the efficiency of the Project 
 
Overall the project can be considered efficient, having supported a large number 
of EC and having produced most of the outputs originally planned in an efficient 
manner. 
 
Efficiency was highest in the catalytic support provided to EC and lower in the 
production of policy related outputs (reporting and consultations on national 
incentive systems). With regard to the EC support, the tutors’ work has been 
affected due to the double responsibility they have to assume as tutors and 
coordinators. The future approach to EC support thus needs to address this 
issue. 
 
Considering the small size of the project, a considerable number of “global forum” 
activities has been carried out (international trainings, expert group meetings). 
 
Additional outputs have been produced that were not originally foreseen in the 
project document. This added favorably to the overall efficiency of the project. 
 
The project has been very active in establishing a global forum for professionals 
in the field of EC. Two expert group meetings, several international trainings and 
the development of methodologies and tools for EC promotion illustrate this. 
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The monitoring and evaluation system of the project was not well designed in the 
first place, but has made good progress in the recent past of the project (detailed 
case studies of EC). 
 
Project management and the quality of inputs used are considered efficient. The 
project is based on the use of local expertise, supported by international 
consultants and UNIDO staff in a complementary manner. Reporting could be 
improved. 
 
The project’s budget has been spent to trigger institutional and organizational 
changes and does not provide any type of direct subsidy for EC formation. This 
has been scored as a good practice, especially, in the starting phase of EC. 
Furthermore, the project is efficient in leveraging additional resources (financial 
and others) towards EC and their necessities. 
 
 
4.3 Effectiveness and Impact 

4.3.1 Immediate objectives and outcomes 
 
The main expected outcome of the project in Peru was an increased national 
capacity to promote EC. To achieve this goal, trainings were carried out, a 
number of practical cases of EC support were created to demonstrate the 
potential of the EC approach and a national steering mechanism for EC 
promotion was put in place and some policy recommendations were formulated. 
 
Outcomes of Training 
The project was particularly effective with regard to the local training activities. 
The evaluation team verified training effectiveness through a survey of training 
participants. 23 participants replied to the survey. The summary of the results are 
shown below. 
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Promotion 
16%

Development 
22%

Management 
9%

Others 
25%

No Experience
28%

 
Survey: Capacity Building for Export Consortia promotion in Peru 

 
 

Diagram 1: prior EC experience of trainees 
 
 

 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Diagram 2: Quality of training courses 
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Yes
87%

No
13%

 
 
Diagram 3: Have you applied the concepts that you learned in the course? 
 

 
 

 
 
 
 
 
 

Box 1 
 
 
 
 
 
 
 
 
 
 
 

 

Some suggestions of course participants: 
 

• specify concrete details regarding tax-accounting and legal aspect of 
an export consortium. 

• include more real-life successful examples of consortia in the training 
(this recommendation was made several times). 

• perform similar trainings in other regions of the country 
• give greater emphasis on the internal organization of consortiums: 

accounts - tax profits of associates or direct benefits packages, social 
responsibility, business plans 

• Methodology could be included as an item or within curricula of 
university or technical school 

• Continue communications and coordination with the participants to 
share their experiences 

• have consortia managers that could better articulate a vision of 
market and make efforts for concrete results  

• people that passed the course should be certified as specialists  
• a course workshop on agro export could complement the first event  
• course should last longer 
• make a careful selection of course participants in successive courses
• respect strictly the UNIDO methodology as it is applicable and gives 

good results 
• adjust the course to the reality of Peruvian businesses 
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The evaluation team found the training methodology applied by the project 
particularly effective: trainees were selected based on their practical and proven 
interest in EC promotion. Trainees then brought concrete proposals for EC 
development to the training and these proposals were developed further with the 
support of instructors. After the training the proposed, EC were visited by project 
staff and where sufficient potential was found, the project supported the EC 
creation. 
 
Outcomes of EC support 
On the basis of the sample of EC visited by the evaluation team, it can be said 
that the support to 30 EC has been effective.  
 
This support consisted mainly in two lines of activities: a) applying the UNIDO 
methodology, i.e. building trust among members and the structure of the 
consortium and b) support the consortium to the extent possible in the 
implementation of common projects, e.g. trade fair participation, development of 
promotional materials, training to improve enterprise performance (including 
language training in some cases), etc. It is important to stress here that the 
project itself did not finance the second strain of activities; instead, it assisted the 
EC members to gain access to available services and funds.  
 
The support can be regarded effective due to the high level of commitment of the 
EC member firms that was observed during the evaluation mission. Furthermore, 
most of the consortia visited had established the core elements of the EC 
structure: internal procedures, regular meetings, sometimes even a legal entity, 
common promotional materials, etc. 
 
An overview table of the EC supported by the project is given in Annex III. 
 
Outcomes of policy work 
The project has not been very active in the development of new and/or more 
effective policies or policy instruments to promote EC at a broader scale. 
However, the good results achieved through training and the wide set of practical 
cases of EC promotion provides a good basis for future effectiveness at the 
policy level. Here it will be important to continue strengthening the monitoring and 
evaluation system in order to produce reliable and detailed information that 
demonstrates the effects of EC on export performance and local development. 
 
One dedicated activity at the policy level was the development of a project to 
establish a revolving fund for technical assistance to EC. This project has been 
presented to the Interamerican Development Bank (IDB). At the time of the 
evaluation, it was not clear whether the project would be approved or not, but it 
had received positive comments from donors and counterparts. 
 

4.3.2 Overall objectives and impact 
 
The overall objective of the project is to increase the export potential of the 
country, including an increased market access. The intention of the project was to 
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demonstrate through a number of practical cases the viability of EC promotion 
and to prove the impact that such promotion produces on the export performance 
of participating enterprises. 
 
With regard to the impact at the enterprise level the example of the Muyu EC can 
be stated. From the below table it can be seen that the export performance of this 
EC improved dramatically over the project period. This analysis of data coincides 
with the EC members’ own perception that being associated within the EC has 
had an important influence on their firms’ performance. 
 

Annual sales of EC MUYU PERÚ 

Firm : 
Sales 2005 

US$ 
% Export 

Sales 2008 
US$ 

% Export 

CARYLUIS ALPACA 25,000 0% 70,000 93% 
CUSCO HANDS 17,000 70% 40,000 70% 
COLECCION SIMONI 20,000 0% 50,000 10% 
TEXTIL TAQRUY 50,000 35% 10,000 2% 
Total US$ 112,000 26% 170,000 58% 

Source: case study Muyu prepared by project staff 
 
However, it is interesting to note that in the same time, the total number of 
workers employed by the EC remained stable. A similar effect can be observed in 
the “Ande Natura” EC, while the other two EC for which data is available (“Bio 
Consortia” and “ACMC”) showed both, improvements in export performance and 
some increase in the numbers of operators. 
 
An important aspect not covered by the project’s monitoring system is the impact 
EC may have on the local production system they are located in. Within the 
UNIDO CND approach, the EC concept plays an important role. Exporting firms 
are usually more advanced than those catering exclusively to domestic markets. 
Thus, EC can become catalysts for improved competitiveness. The underlying 
mechanism being technology spill over effects and others. This dimension of 
project impact has not yet been taken into consideration by the project. 
 
Similarly, the possible impact of EC promotion on poverty reduction should be 
included in the project monitoring and maybe also in the strategy.  
 
This is not a dedicated impact evaluation. However, from the sample visited by 
the evaluation team and the data produced by the project, it can be safely 
assumed that the EC approach has produced positive impact at the firm level, 
including impact in terms of poverty reduction in some cases (in particular where 
links exist between exporting firms and associations of local producers and 
farmers). 
 
With regard to the impact at the national level, it is yet too early to observe any 
impact on Peru’s export potential. But most of the institutions involved in export 
promotion and SME support are aware of the EC model. Through the project 
steering committee, an institutional framework has been set up that can as a 
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facilitator to achieve more results at the policy level, which, in turn, might lead to 
wider impact. 
 

4.3.3 Conclusions on effectiveness of the project 
 
Overall the project approach, combining capacity building with demonstration of 
real-life cases and involvement of local institutions created a good potential for 
effectiveness.  However, the project has had only a short duration (actual project 
start was delayed and only 2.5 years can be regarded effective implementation 
period). As a result, the good potential created throughout the current phase of 
the project, has not yet been fully exploited. In particular, the case studies and 
practical experiences need to be disseminated more widely to lead to replication 
and up-scaling. 
 
The effectiveness of training was high and the training methodology applied by 
the project can be considered a best practice also for other UNIDO projects. Also 
the EC support activities have been effective, creating sustainable and locally 
owned efforts to increase export performance. 
 
Impact at the firm level has been produced by the project. But more needs to be 
done to better understand the relations between export performance and other 
desirable impacts, e.g. poverty reduction and spill over effects for other 
enterprises in the same sector. 
 
Given the relatively small size and limited duration of the project not too much 
can be expected in terms of impact and effectiveness regarding aggregate 
categories such as the Peruvian export potential. But the basis built up by the 
project is solid and recent activities (e.g. construction of a sound and results-
oriented M&E system, policy proposals such as the revolving fund) point into the 
right direction. Continued work is required to ensure the created potential can be 
fully exploited. 
 
The shortcomings in project design (refer to chapter 4) have not affected the 
effectiveness of the project, but they represent a limitation for more efficient 
project management and stakeholder coordination. 
 
 
4.4 Sustainability 
 
The sustainability of the project is analyzed in order to determine if the benefits 
achieved from the EC project will continue into the future.  
 
Sustainability of EC supported by the project 
In terms of financial resources, as the project has only delivered advisory and 
training services, the outcomes of the project at the level of EC are independent 
of the project’s financial support. Fore example, enterprises must assume the 
cost of hiring a coordinator with their own financial resources. At the same time, 
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the project has contributed to identify and channel funds from national and 
international technical cooperation organizations to the EC. 
 
Discussions and interviews with members of EC showed that there is a strong 
local ownership and the likelihood of the EC continuing after project completion is 
high. However, the replication of the experience to new EC will depend on 
national policies and incentives yet to be put in place. 
 
Sustainability of capacity building 
The project has contributed to the sustainability of the EC promotion model in 
Peru, due to the capacity building activities (training, study tours, methodology 
development) that have been performed.  
 
Furthermore, the scheme of a fund for EC promotion has been designed and has 
been discussed with different actors and potential donors. If such a scheme is 
established sustainability would increase further. 
 
According to the institutional framework and governance, the project has 
contributed to introduce the concept of EC as a mechanism of implementation of 
export promotion policies, in private and public institutions, especially at the 
regional level. At the national level this contribution has been more limited so far. 
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4.5 Summary: strength and weaknesses of the project  
 
 Strengths Weaknesses 
Design • Overall relevant project 

model 
• Reference made to the 

UNIDO CND approach 

• Supply/solution driven 
• Some differences to overall 

CND approach 
• No M&E system 
• No indicators 

Implementation • Design weaknesses 
overcome through 
implementation 

• Emphasis on national 
experts 

• Steering Committee 
established 

• Good backstopping by 
UNIDO HQ 

• Good, complementary 
international expertise 

• Recent progress in 
systematic, results oriented 
monitoring 

• No systematic monitoring 
at the initial phase, no 
baseline information 
collected 

• Role of Steering 
Committee members not 
well defined 

Relevance • High relevance in the 
Peruvian open trade regime 

• High relevance to target 
groups (enterprises) 

• Overall relevant to UNIDO 
and within the CND context 

• role of EC for poverty 
reduction and local 
economic development 
need to be demonstrated 
better 

• relevance could be 
increased through 
stressing more role of EC 
to create spillover effects 

Results • Very good results at output 
level (30 ECs supported) 

• Good results regarding 
capacity building 

• Good outcomes of training  
and EC support  

• Additional outputs produced 
at the global forum level 

• So far limited (but 
promising) results at policy 
level 

• No clear strategy for 
replication and up-scaling 

Sustainability • No subsidies to enterprises 
• Good sustainability of the 

EC supported by the project 
• Good sustainability of 

institutional capacity 
building at regional level 

• So far no funding models 
have been established to 
ensure sustainable 
application of EC initiatives 
in Peru (but the project has 
developed a proposal) 

Others • Overall, the sustainable introduction of the EC approach in 
Peru will require continued external support 
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5 
Recommendations  
_______________________________________ 
 

 
 

• Overall, it is recommended to continue developing and implementing the 
EC approach in Peru. 

• It is recommended to organize a workshop together with the UNIDO CND 
project in Nicaragua in order to facilitate experience exchange and to 
discuss the role of EC in the context of Clusters and local productive 
systems. 

• It is recommended to develop specific criteria to identify and support EC 
with high potential for employment generation and poverty reduction 
effects. In this context, it is important to take into account direct and 
indirect employment effects. 

• It is recommended to dedicate more resources (especially time of 
coordinators and tutors of ECs) to establish long lasting linkages with 
support institutions. 

• It is recommended that in future projects the role of coordinators of EC 
and of tutors should be planned in a more realistic way in order to avoid a 
double function of tutors (as is the case at present). In particular, the role 
of the counterpart institutions in providing co-ordinators needs to be 
clarified. The role of the (project paid) tutors should be mainly the training 
and coaching of co-ordinators and only to a limited extent direct 
involvement in the co-ordination of ECs. 

• Where possible, preference should be given to an internal coordinator of 
an EC (a member of a consortium) or an external coordinator who is paid 
by the consortium. It should be avoided that the project staff plays the role 
of coordinator. 

• Activities to disseminate successful case studies and the project’s 
methodology (including public institutions and technical cooperation 
organisms with complementary initiatives) should be strengthened in the 
future. 

• A dissemination campaign with leading entrepreneurs of successful EC 
should be designed in order to spread EC experiences not only to 
potential new beneficiaries, but also to those EC that are part of the 
project and are still starting. 

• On top of the ongoing negotiations to establish a revolving fund for the 
support of existing EC, a revolving fund for the creation and consolidation 
of new EC should be established. Such a fund could take over the role of 
the project in the future.   

• Specific training courses should be designed to address the different 
needs of EC in different stages of development, such as design and 
market search for more advanced EC. 
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• If a second phase of the project is implemented, the roles of the different 
Steering Committee members should be defined more clearly. This 
should ensure that EC could benefit from the different support initiatives 
that the members provide. For instance: Italian market information (ICE). 

• It is recommended to have a stronger participation of PRODUCE (national 
counterpart) in the different Peruvian regions. 
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6 
Lessons learned   
_______________________________________ 
 
 
 
• EC are more successful as they are formed by enterprises with three 

characteristics: (i) similar size, (ii) share a common vision, (iii) offer 
complementary products and services. 

• EC must hire coordinators once they are mature or have started operations, 
not earlier. Recruiting a coordinator with external funding (e.g. through a EC 
project) whose task it is to identify and establish a new EC is likely to produce 
poor results. 

• EC can be an effective tool to promote pro-poor productive activities in rural 
areas. An example in Peru of a EC formed by tour operators in the Cuzco 
area showed that employment effects can be generated outside the 
enterprises involved in the EC by establishing cooperation between EC 
enterprises and with local communities. 
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I. Project Background and overview 

 
Project origin and objectives 
The promotion of SME export consortia is one of the priority services included in the 
UNIDO Medium Term Programme Framework, 2004-2007 and it capitalizes on UNIDO's 
long-lasting experience in SME cluster and network development. Through this project, 
UNIDO with the support of the Italian Federation of Export Consortia (Federexport) 
planned to build the capacities of selected developing countries to promote SME export 
consortia. Export consortia are voluntary alliances of firms with the objective of promoting 
the goods and services of its members abroad and facilitating the export of these 
products through joint actions.  
 
During the four year project duration three countries were planned to be assisted. Main 
project activities would include the organization of training courses for consortia directors 
and for promoters of export consortia from public and private sector support institutions; 
assistance to the creation of pilot export consortia; advice to government authorities on 
the development of an enabling regulatory framework for the promotion of export 
consortia; benchmarking of international best practices; preparation of case studies.  
 
Moreover UNIDO would forge a strategic knowledge partnership with Federexport, which 
has relevant experience for developing export consortia and for promoting the relevant 
regulatory framework. 
 
Implementation arragements and Status 
The project implementing agency is UNIDO. The project main counterpart in Perú is the 
Ministerio de la Producción (PRODUCE). A steering committee (comité directriz) is 
overlooking the project’s operations and progress. 
 
Locally the project is managed and implemented by a national coordinator and local 
project staff. Support has been provided by international experts. 
 
The project reports 30 active export consortia as per may 2008. A number of training and 
awareness raising activities have been carried out. 
 
Budget Information 
The donor of this project is the Government of Italy.  

Budget Line Original Budget Total Allotment Expenditures % 
19-99 Personnel 460,000 606,010 529,361 87%
29-99 Contracts 140,000 9,000 9,000 100%
39-99 Training 170,000 165,524 123,784 75%
49-99 Equipment 0 1,822 1,822 100%
59-99 Miscellanneous 30,000 17,646 10,482 59%
       
Total   800,000 800,002 674,449 84%

 Source and date of information: original project document, UNIDO Infobase, May 
2008 

 
 
II. Objectives and scope of the evaluation 
 
The  evaluation will look at project activities in Peru only and will be carried out for two 
different purposes: 
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1) The evaluation will feed into the Independent Thematic Evaluation of the UNIDO 

Cluster and Networking Development (CND) Initiatives. This evaluation aims at 
answering a number of key questions, which will shed light on the relevance, 
effectiveness, efficiency and sustainability of these activities. It will furthermore 
provide inputs for the discussion of UNIDO’s future CND strategy by formulating 
recommendations to enhance UNIDO contributions to private sector development in 
general and CND initiatives in particular. The key evaluation questions are: 

 
Regarding the design, intervention logic and the underlying theory of change: 
o Are UNIDO CND initiatives based on and consistent with state-of-the-art 

knowledge about institutional change, SME development and Clusters? 
o Is the design of the overall programme and of individual projects consistent with 

the underlying theory of change? 
o Does UNIDO, through it’s CND initiatives, contribute to the international body of 

knowledge and does it influence the way similar initiatives are planned and 
implemented by international agencies and donors? 

o How does the CND concept fit into the overall technical cooperation framework of 
UNIDO? 

 
Regarding the implementation and the results of CND interventions 
o Are individual CND interventions implemented in line with the underlying theory of 

change? 
o What are the main factors that influence effectiveness of CND interventions (e.g. 

institutional anchorage, operational anchorage, access to finance, access to non-
financial services, exit strategy and local contributions)? 

o Are individual CND interventions producing the expected results? 
o Are individual CND interventions producing non-intended results? 
o How do implementation modalities affect efficiency and results? 
o Is the implementation of CND interventions in UNIDO organized in an efficient 

manner? 
o Is the information on CND interventions and their results sufficient and relevant 

(M&E)? 
 

Regarding context of CND interventions 
o Are UNIDO CND interventions relevant and effective in the different socio-

economic contexts found in different countries?  
o What are the main context factors that influence relevance of CND interventions? 
o How do UNIDO CND interventions relate to other SME support interventions with 

similar objectives within and outside of UNIDO? 
 
2) With regard to the part of the project that is carried out in Peru the purpose of the 

evaluation is to enable the Government, counterparts, donors  and UNIDO and other 
stakeholders to: 

 
(a) verify prospects for development impact and sustainability,  providing an analysis of 

the attainment of global environmental objectives, project objectives, delivery 
and completion of project outputs/activities, and outcomes/impacts based on 
indicators. The assessment includes re-examination of the relevance of the 
objectives and other elements of project  design according to GEF Project 
Review Criteria (annex 3)4: 

- Implementation approach 
- Country ownership/Driveness 
- Stakeholder participation 

                                                 
4 see “Guidelines for Implementing Agencies to Conduct Terminal Evaluations, May 2003) 
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- Sustainability 
- Replication approach 
- Financial planning 
- Cost-effectiveness 
- Monitoring and evaluation 

(b) Enhance project relevance, effectiveness, efficiency and sustainability by proposing 
a set of recommendations with a view to ongoing and future activities. 

(c) Draw lessons of wider applicability for the replication of the experience gained in 
this project in other projects/countries.  

 
 
III. METHODOLOGY 
 
The evaluation will follow UNIDO evaluation guidelines and policies. It will be carried out 
as as an independent in-depth evaluation using a participatory approach whereby the 
UNIDO staff associated with the project are kept informed and regularly consulted 
throughout the evaluation. The draft report will be delivered to UNIDO OSL/EVA and 
circulated to UNIDO staff associated with the project, including project staff in Perú. Any 
comments or responses to the draft report will be sent to UNIDO OSL/EVA for collation 
and onward transmission to the evaluation team leader; he/she will be advised of any 
necessary revisions. 
 
The findings of the evaluation will be based on the following: 
 
1. A desk review of project documents including, but not limited to: 

(a) The original project document, monitoring reports (such as progress and 
financial reports to UNIDO), output reports (policy studies, manuals and 
guidelines, sectoral studies, etc.) and, if required, relevant correspondence. 

(b) Other project-related material produced by the project staff or partners. 
 
2. Interviews with project management and technical support including Mr. Fabio 

Russo, UNIDO Project Manager and project staff in Peru and administrative staff 
associated with the project’s financial administration if necessary. 

 
3. Interviews with project partners, in particular PRODUCE and other members of 

the “comité directríz”, local counterparts and partners supporting the export 
consortia (provincial governments, chambers, etc.) and the Government of Italy. 

 
4. Interviews and a web-based or email survey of users of the project outputs 

(trainees, entrepreneurs) and other stakeholders involved with this project. The 
team leader shall determine whether to seek additional information and opinions 
from representatives of any donor agencies or other organizations.  

 
5. Other interviews, surveys or document reviews as deemed necessary by the 

evaluator and/or UNIDO EVA. 
 
Project Evaluation Parameters  
 
A. Project Relevance 

Country socio-economic context. Is the project relevant under the given socio-
economic conditions in Peru and the different regions of Peru? Is there a need to 
intervene at all? 
 
Country ownership/drivenness. This is the relevance of the project to national 
development and environmental agendas, recipient country commitment, and 
regional and international agreements. Examples of possible evaluative questions 
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include: Was the project design in-line with the national sectoral and development 
priorities and plans and free trade agreements? Are project outcomes contributing to 
national and regional development priorities and plans? Were the relevant country 
representatives, from government, private sector and civil society, involved in the 
project? Did the recipient government maintain its financial commitment to the 
project?  
 
Relevance to target groups: relevance of the project’s objectives, outcomes and 
outputs to the different target groups of the interventions (e.g. companies, civil 
society, beneficiaries of capacity building and training, etc.). 
 
Relevance to UNIDO: In retrospect, were the project’s outcomes consistent with the 
UNIDO mandate, corporate strategy and core competencies?  

 
B. Effectiveness: attainment of objectives and planned results (progress to 

date): 
The assessment of project results seeks to determine the extent to which the project 
objectives were achieved, or are expected to be achieved, and assess if the project 
has led to any other positive or negative consequences. While assessing the project’s 
outcomes the evaluation will seek to determine the extent of achievement and 
shortcomings in reaching the project’s objectives as stated in the project document 
and also indicate if there were any changes and whether those changes were 
approved. If the project did not establish a baseline (initial conditions), the evaluator 
should seek to estimate the baseline condition so that achievements and results can 
be properly established (or state simplifying assumptions used). Assessment of 
project outcomes should be a priority. Outcomes are the likely or achieved short-term 
and medium-term effects of an intervention’s outputs. Examples of outcomes could 
include but are not restricted to improved business competitiveness, employment 
generation, stronger institutional capacities, higher public awareness (when leading to 
changes of behaviour), and transformed policy frameworks or markets. The 
evaluation should assess the extent to which the project's objectives were effectively 
and efficiently achieved or are expected to be achieved.  

Identify the potential longer-term impacts and describe any catalytic or replication 
effect of the project, both within the project (such as the replication of demonstrations) 
and outside of the project. Are there lessons and experiences coming emanating from 
the project that are replicated or scaled up in the design and implementation of other 
projects, or replication within the projects. Replication can have two aspects, 
replication proper (lessons and experiences are replicated in different geographic 
area) or scaling up (lessons and experiences are replicated within the same 
geographic area but funded by other sources). Does the project have a strategy for 
replication? 
 

C. Assessment of sustainability of project outcomes: 
Sustainability is understood as the probability of continued long-term project-derived 
outcomes and impacts after the project funding ends. The evaluation will identify and 
assess the key conditions or factors that are likely to contribute or undermine the 
persistence of benefits after the project ends.  
 
Four aspects of sustainability should be addressed: financial, socio-political, 
institutional frameworks and governance, and environmental (if applicable). The 
following questions provide guidance on the assessment of these aspects: 
• Financial resources. To what extent are the outcomes of the project dependent 

on continued financial support? What is the likelihood that any required financial 
resources will be available to sustain the project outcomes/benefits once the 
UNIDO assistance ends (resources can be from multiple sources, such as the 
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public and private sectors, income generating activities, and market trends that 
support the project’s objectives)? Was the project was successful in identifying 
and leveraging co-financing? 

• Socio-political: To what extent are the outcomes of the project dependent on 
socio-political factors? What is the likelihood that the level of stakeholder 
ownership will allow for the project outcomes/benefits to be sustained? Is there 
sufficient public / stakeholder awareness in support of the long term objectives of 
the project?  

• Institutional framework and governance. To what extent are the outcomes of the 
project dependent on issues relating to institutional frameworks and governance? 
What is the likelihood that institutional and technical achievements, legal 
frameworks, policies and governance structures and processes will allow for the 
project outcomes/benefits to be sustained?  

• Environmental and social. Are there any environmental or social risks that can 
undermine the future flow of project benefits?  

 

D. Efficiency 
Assesses the achievement of the project’s objectives and outcomes as well as the 
project’s outputs in relation to the inputs, costs, and implementing time based on the 
following questions: Was the project cost-effective? Was the project the least cost 
option? Was the project implementation delayed and if it was then did that affect cost-
effectiveness? The evaluation should assess the contribution of cash and in-kind co-
financing to project implementation and to what extent the project leveraged 
additional resources.  

E. Assessment of Monitoring and Evaluation Systems: 
• M&E design. Does the project have a sound M&E plan to monitor results and 

track progress towards achieving project objectives? Is the project document and 
the logical framework useful as a management and M&E tool? 

• M&E implementation. The evaluation shall include an assessment of the quality 
of project monitoring and (self-) evaluation, including an assessment of risk 
management based on the assumptions and risks identified in the project 
document. Are annual project reports complete, accurate and with well justified 
ratings? Has the information provided by the M&E system been used during the 
project to improve project performance and to adapt to changing needs?  

• Budgeting and Funding for M&E activities. Have adequate budget provisions 
been made for M&E made and have such resources made available in a timely 
fashion during implementation?  

 

F. Assessment of processes that affected attainment of project results.  
The evaluation will consider, but need not be limited to, consideration of the following 
issues that may have affected project implementation and attainment of project 
results: 
• Quality at entry and implementation approach.  Were the project’s objectives 

and components clear, practicable and feasible within its timeframe? The 
evaluation should also assess whether outcomes specified in the project 
document and/or logical framework are actually outcomes and not outputs or 
activities.  

 
Were capacities of the executing institutions and counterparts properly 
considered when the project was designed?  Were lessons from other relevant 
projects properly incorporated in design? Were the partnership arrangements 
properly identified and the roles and responsibilities negotiated prior to 
implementation? Was availability of counterpart resources (funding, staff, and 
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facilities), passage of enabling legislation, and adequate project management 
arrangements in place at project entry? 
 
Ascertain to what extent the project implementation mechanisms outlined in the 
project document have been followed. In particular, assess the role of the “comité 
directríz” and how well the management was able to adapt effectively to changes 
of framework conditions during the life of the project.  
 
Assess the quality and adaptability of project management and the supervision of 
project activities / project execution arrangements. Did UNIDO staff identify 
problems in a timely fashion and accurately estimate their seriousness? Did 
UNIDO staff provide quality support and advice to the project, approved 
modifications in time and restructure the project when needed? Did UNIDO 
provide the right staffing levels, continuity, skill mix, frequency of field visits? 

• Stakeholder involvement. Did the project involve the relevant stakeholders 
through information sharing, consultation and by seeking their participation in 
project’s design, implementation, and monitoring and evaluation? For example, 
did the project implement appropriate outreach and public awareness 
campaigns? Did the project consult and make use of the skills, experience and 
knowledge of the appropriate government entities, NGOs, community groups, 
private sector, local governments and academic institutions in the design, 
implementation and evaluation of project activities? Specifically the evaluation 
will: 
 Assess the mechanisms put in place by the project for identification and 

engagement of stakeholders and establish, in consultation with the 
stakeholders, whether this mechanism was successful, and identify its 
strengths and weaknesses.  

 Assess the degree and effectiveness of collaboration/interactions between the 
various project partners and institutions during the course of implementation 
of the project. 

 Assess the degree and effectiveness of various public awareness activities. 
• Financial planning. Did the project have the appropriate financial 

controls, including reporting and planning and including information on additional 
resources mobilised, that allowed management to make informed decisions 
regarding the budget and allowed for timely flow of funds.  

 
Evaluation report format and review procedures 
The report should be brief, to the point and easy to understand. It must explain; the 
purpose of the evaluation, exactly what was evaluated and the methods used.  The report 
must highlight any methodological limitations, identify key concerns and present 
evidence-based findings, consequent conclusions, recommendations and lessons. The 
report should provide information on when the evaluation took place, the places visited, 
who was involved and be presented in a way that makes the information accessible and 
comprehensible. The report should include an executive summary that encapsulates the 
essence of the information contained in the report to facilitate dissemination and 
distillation of lessons.  
 
Evidence, findings, conclusions and recommendations should be presented in a complete 
and balanced manner.  The evaluation report shall be written in English and follow the 
outline given in annex 1. 
 
 
IV. Evaluation Team and Timing 
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The evaluation team will be composed of a one staff member of UNIDO Evaluation Group 
acting as team leader and one national evaluation consultant.  
 
UNIDO evaluation group will be responsible for the quality control of the evaluation process 
and report. It will provide inputs regarding findings, lessons learned and recommendations 
from other UNIDO evaluations, ensuring that the evaluation report is useful for UNIDO in 
terms of organizational learning (recommendations and lessons learned) and its 
compliance with UNIDO evaluation policy and these terms of reference. 
 
The national consultant will be contracted by UNIDO. The tasks are specified in the job 
description attached to these terms of reference.  
 
Members of the evaluation team must not have been directly involved in the design and/or 
implementation of the programme/projects. 
 
The project office in Peru will support the evaluation team. However, all evaluation 
interviews will be carried out independently, i.e. in absence of project staff. Donor 
representatives from the bilateral donor representations will be briefed and debriefed. 
 
Timing 
The evaluation is scheduled to take place in the period May to August 2008. The field 
mission for the evaluation is scheduled for the first half of June 2008. 
 
After the field mission, the evaluation team leader will present preliminary findings to 
UNIDO project management. The draft version of the evaluation report will be submitted 6-8 
weeks after the debriefing at the latest. 
 
V. REPORTING 
 
The evaluation report shall follow the structure given in annex 1. The reporting language will 
be English. 
     
Review of the Draft Report: Draft reports submitted to UNIDO Evaluation Group are 
shared with the corresponding Programme or Project Officer 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. 
 
Quality Assessment of the Evaluation Report: All UNIDO evaluations are subject to 
quality assessments by UNIDO Evaluation Group. These apply evaluation quality 
assessment criteria and are used as a tool for providing structured feedback. The quality of 
the evaluation report will be assessed and rated against the criteria set forth in the Checklist 
on evaluation report quality (annex 2).  
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Annex 2  
List of persons/institutions interviewed 
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Annex 3: Overview Table of EC supported by the project 
LIMA 
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