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Glossary of evaluation related terms

Term Definition

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

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

Effectiveness The extent to which the development objectives of an intervention were or
are expected to be achieved.

Efficiency A measure of how economically inputs (through activities) are converted
into outputs.

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

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

Intervention An external action to assist a national effort to achieve specific

development goals.

Lessons learned

Generalizations based on evaluation experiences that abstract from
specific to broader circumstances.

Log frame (logical

Management tool used to guide the planning, implementation and

framework evaluation of an intervention. System based on MBO (management by

approach) objectives) also called RBM (results based management) principles.

Outcomes The achieved or likely effects of an intervention’s outputs.

Outputs The products in terms of physical and human capacities that result from an
intervention.

Relevance The extent to which the objectives of an intervention are consistent with
the requirements of the end-users, government and donor’s policies.

Risks Factors, normally outside the scope of an intervention, which may affect
the achievement of an intervention’s objectives.

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

Target groups The specific individuals or organizations for whose benefit an intervention

is undertaken.
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Executive summary

This independent final evaluation of the UNIDO project “Increase Access to Export Markets for
Lebanese Products and Improvement of its Quality Infrastructure to Increase TBT/SPS
Compliance” (MACLE) was conducted by Mr. Daniel Keller and Mr. Fouad Mrad in October
20009.

MACLE was fully funded by the Swiss State Secretariat for Economic Affairs (SECO) with an
overall budget of USD 1,946,903 (excluding support cost) and started in March 2007 with a
planned end date in March 2010.

MACLE’s overall development objective has been to facilitate industrial development and trade by
reducing technical barriers to trade through strengthening the Lebanese TBT/SPS infrastructure
and capabilities. The specific objectives set out in the project document were: (1) Upgrading of
laboratories, services for packaging and labeling for exports; (2) Technical support, information for
market access and consumer protection and (3) Improving Lebanese quality chain of selected agro-
based products.

Counterparts and direct beneficiaries of MACLE included: the Ministry of Economy and Trade
(MOET); the Industrial Research Institute (IRI); the Lebanese American University (LAU); the
Lebanese Standards Body (LIBNOR); the Chamber of Commerce of Tripoli; the Syndicate of
Packaging and Syndicate of the Lebanese Food Industry; and the Association of Lebanese
Industrialists (ALI) hosting LibanPack at its premises.

The main findings and conclusions of the independent final evaluation are as follows:

(a) Funding and disbursements: The project is fully funded. 85% of the total project budget
had been disbursed at the point in time of the evaluation.

(b) Project preparation: Identification and formulation were generally well done, with the
exception that UNIDO did not properly apply standard planning tools such as logframe.
This shortcoming did, however, not have a negative impact on the implementation of
MACLE, with the exception of monitoring and evaluation. Project preparation included
careful needs assessment at the company level.

(©) Implementation: Most activities have been completed as planned. As of October 2009 the
following activities were still under implementation: (1) support to laboratories to
obtaining accreditation and proficiency testing (2) the twinning arrangement with the
Swiss Packaging Institute (SVI), (3) visits to trade fairs, (4) traceability schemes for apples
and olive oil, and (5) standard operating procedures and business plan for LibanPack.
Taking into consideration the shortage of qualified metrology staff, the Steering Committee
decided that a basic set of calibration equipment for market surveillance should be
procured instead of the originally planned mobile calibration unit. Finalizing the
accreditation of the two packaging laboratories, the standard operation procedures for
LibanPack and the traceability schemes will be essential for the success of the project. This
requires a non-cost extension by six months from April until September 2010.
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(e)
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Relevance: MACLE matches UNIDO and SECO’s core mandates and competencies and is
highly relevant to international priorities, national policies and to the bilateral and
multilateral trade agreements that Lebanon has signed. The project was specifically
tailored to the needs of enterprises and also responded well to the demand of laboratories
and market surveillance. MACLE focused on strengthening packaging services that are
relevant across a variety of industries and not covered by other donors in the country.

Ownership: Ownership of stakeholders was exceptionally strong, evidenced by their active
involvement into planning of the project, strong support of implementation and the
extensive use of outputs produced. UNIDO played an important role in actively
strengthening ownership by enrolling and empowering local counterparts.

Efficiency: The management of the project was excellent. Selecting project staff with the
right profile and delegating day-to-day management to the National Project Coordinator
(NPC) were key success factors. The Project Manager and the CTA focused effectively on
those issues of vital importance for the success of the project. With the exception of not
applying result-based planning and financial reporting, the management of MACLE could
be considered as a benchmark.

Effectiveness: Most planned outputs have so far been achieved. The remaining outputs are
likely to be completed within 12 months and within the existing budget. The right mix of
capacity building, provision of equipment and the quality of technical inputs contributed to
effectiveness. MACLE is also a good example of how a project can add significant value
to south-to-south cooperation (twinning with the Tunisian packaging centre, capitalizing
on expertise developed by ETRACE in Egypt).

Synergies: Synergies and complementarities with other SMTQ projects (mainly QUALEB
and ELCIM) were successfully exploited and economies of scale and scope generated,
including through exchanges with ETRACE (Egypt). However, the envisaged linkages
within the SECO programme (SIPPO, Geographical Indications) and with Swiss
institutions did not materialize mainly because these projects were not designed as
synergetic operations, linkages were not specific and formalized, and also because of a
lack of interest from the Swiss Packaging Institute (SVI).

Sustainability of results: The Industrial Research Institute (IRI) and the Lebanese
American University (LAU) are likely to provide packaging testing services beyond the
end of the project, without additional donor funding. Continued support to LibanPack
would be essential to consolidate achieved results and enhance perspectives for long-term
institutional and technical sustainability. A follow-up phase would also be needed to extend
the traceability pilots to other products (including processed food), which would be
important for maintaining results. Support to institutionalizing business development
services rather than continuing direct interventions at the enterprise level would increase
sustainability.



Table 1: Summary of key strengths and weaknesses of the project

Main Strengths

Main Weaknesses

Niche focus, complementary to other
interventions, covering areas where
UNIDO has a significant comparative
advantage - focus on a few aspects and
sectors, but going in-depth rather than
staying generic

Excellent administrative and technical
management - selection of the right NPC,
delegation of day-today management to
the field level (project)

High quality of expert input - use of
regional and local expertise
Coordination with other projects, in
particular QUALEB

Concept of LibanPack - using and
strengthening existing capacities of
packaging testing providers rather than
duplicating infrastructure

Innovative way of expanding TCB
approach beyond traditional understanding
of “compete and connect” by including
marketing related issues

UNIDO actively and successfully fostered
local ownership through deeply involving
local partners, especially the civil society

UNIDO capitalized on results of its
previous IP, other projects in the region
(ETRACE in Egypt), and opportunities to
strengthen south-to-south networks
(Tunisian packaging centre)

Log-frame as standard project
management tool not properly applied and
not updated during implementation of the
project. Project document does not clearly
define management structure

Activity- rather than result-based reporting
(although reporting is updated and
informative). Detailed assessment of
efficiency not possible

Effectiveness of direct interventions at
enterprise level in the area of food safety
questionable.

Missed opportunities to implement the
envisaged synergies under SECO
programme
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Main recommendations

To SECO:

ey

Grant a non-cost extension of six months, until September 2010, in order to deliver
remaining outputs, including support to accreditation, pilot traceability schemes,
business plan and capacity building for LibanPack. An extension would also provide
UNIDO with more time for fund mobilization. Continue facilitating fund-raising for a
possible follow-up phase.

To UNIDO:

1)

@)

Finalize activities - except the planned twinning arrangements with the Swiss Packaging
Institute, further visits to international trade fares, and the “business plan” for the quality
seal.

Use the remaining time of the project to consolidate the capacity building at LibanPack.
A comprehensive business plan should be prepared that could include the following
services: Expand the scope of packaging services beyond paper (glass, metal, plastic,
environmentally friendly packaging); continue awareness raising programmes; act as a
resource centre for packaging and develop a portal for information on
packaging/labeling requirements in different markets. Support in marketing related
issues (beyond packaging) would also continue to be in high demand. The standard
operation procedures of LibanPack should also be completed. Work closely with the
counterparts in establishing a contingency plan for operating LibanPack, in case fund
mobilization efforts should fail.

To the Government of Lebanon:

Approve the extension of MACLE and facilitate the approval of a second phase.

Design of MACLE II

()

We recommend designing MACLE 1I as a focused but modular intervention in order to
address the uncertainties of funds mobilization and to build upon the achievements of
MACLE I along the following lines (in order of priority):

a. Continue institutional and technical strengthening of LibanPack (not as a project
operation, but as an independent institution).

b. Expand traceability pilots to other regions and/or to higher value added products
(processed food).

c. Consider promoting the application of QMS in key service sectors. At this stage,
support should be provided through strengthening the meso level, i.e. business
service providers rather than direct interventions at the enterprise level.

d. Leave further support to inspection/certification and metrology to the EU.
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Lessons learned

For SECO:

(1

Enhance synergies within country programmes by designing interventions as synergetic
from the beginning and formalizing linkages between projects through agreements.

For UNIDO:

1)

2

3)

Further develop and possibly revisit the UNIDO “Three C” approach. Issues
recommended for consideration are: strengthen the TCB approach by an integration of
marketing related issues such as packaging and branding; enlarging the scope of TCB to
the service sector, in particular for relatively advanced emerging countries with a strong
potential for a service-driven economy; implementing the “Three C” approach through
integrated projects jointly with other UN organizations in accordance with their
mandates and include the promotion of access to finance for SMEs into the scope of the
“Three C” approach, which might require working with external partners.

Due consideration needs to be given not to distort the market for business development
services but to address market failures by strengthening the existing providers of
business development services, in particular those from the private sector.

Look into the success factors of this project and whether lessons of wider applicability
could be learned. These success factors were:

a. The good coordination between project management and headquarter services
(procurement, human resources and accounting);

b. The selection of highly qualified local project management staff, taking into
account not primarily technical qualifications, but management and leadership
skills; result-orientation; interpersonal skills and the ability to work in a team;
language skills and familiarity with the cultural and political context; and

c. The efficient use of and delegation of decision power to the local project
management staff.
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Introduction

A. Background

This evaluation report covers the UNIDO project “Increase access to export markets for
Lebanese products and improvement of its quality infrastructure to increase TBT/SPS
compliance” (US/LEB/06/002), which is referred to in the following by its abbreviated name
MACLE (Market Access & Compliance for Lebanese Exports).

MACLE was designed as the first phase of a stand-alone intervention and funded by the Swiss
State Secretariat for Economic Affairs (SECO). The project document' defines the
development objective of MACLE as follows: “to facilitate industrial development (supply
capacity) and trade (and consequently spurring economic growth and employment
opportunities) by reducing technical barriers to trade through strengthening capacities of the
Lebanese TBT/SPS infrastructure and capabilities”.

The three objectives of MACLE are:
1. Upgrading of laboratories, services for packaging and labeling for exports
2. Technical support, information for market access and consumer protection

3. Improving Lebanese quality chain of selected agro-based products

MACLE started in March 2007* with a planned end date in March 2010. During the period of
political instability between November 2007 and June 2008, which culminated in armed
clashes in May 2008, project activities were temporarily suspended. The planned tri-partite
mid-term review (GoL, SECO and UNIDO) was not conducted. At the time of this evaluation,
some of the key activities were still ongoing, in particular the support to the packaging centre
and the implementation of a pilot traceability scheme for food exporters.

Counterparts and direct beneficiaries of MACLE are:

e The Ministry of Economy and Trade (MoET) is the formal official counterpart
and government coordinating agency - its Legal Metrology Division also received
basic metrology equipment for market surveillance and staff training.

! Latest version of the Project Document dated 6 July 2006 (signed on 3 November 2006)
? First reported activity; official starting date according to the Project Document: November 2006



e The Industrial Research Institute (IRI) and the Lebanese American University
(LAU): Their packaging laboratories benefited from equipment provision and
training. The planned support in obtaining accreditation and performing
proficiency testing has not yet been provided.

e [ebanese Standards Body (LIBNOR): received support in reviewing and
completing missing standards on packaging - LIBNOR is also responsible for the
existing quality seal that was “revised” under the project.

e The Chamber of Commerce of Tripoli: is the key partner in establishing
traceability software and database - it will host the database.

e Syndicate of Packaging and Syndicate of Food Industry: Their members benefited
from various trainings and participated in study tours. The President of the
Syndicate of Packaging is also the President of LibanPack.

e The Association of Lebanese Industrialists (ALI): Key stakeholder of the
Lebanese Packaging Centre (LibanPack) established under the project - they
currently host LibanPack in their premises free of charge.

e [ebanese companies and industrialists

B. Purpose and methodology of the evaluation

This independent final evaluation of the first phase of MACLE was carried out on the basis of
the Terms of Reference (ToR) that is attached as Annex A and the UNEG evaluation norms
and standards’. The evaluation aimed at the following purposes:

1. Evaluation of MACLE to assess the identification, formulation, design and management
structure/processes of the project as well as its relevance, ownership, effectiveness,
efficiency and sustainability of results.

2. Contribute to a larger thematic evaluation of UNIDO SMTQ projects (with a particular
emphasis on packaging and interdependencies, synergies between the “Compliance” and
“Compete” aspects of UNIDO TCB approach)®.

The evaluation team was composed of an international evaluator’ appointed by UNIDO (team
leader) and a national evaluator® appointed by the Government of Lebanon (GoL). Both
evaluators were not involved in the preparation and/or implementation of MACLE.

The UNIDO Evaluation Group provided methodological guidance before and systematic feed-
back after the field work. During a one-week mission to Beirut, the evaluators interviewed
counterparts, direct beneficiaries, enterprises, the UNIDO Representative in Beirut and the
Embassy of Switzerland (responsible for monitoring the project on behalf of SECO)’. A
telephone interview with the Project Manager at UNIDO Headquarters and a meeting with the

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

* The team leader contributed as a team member to the thematic evaluation. The results of the MACLE evaluation
were directly integrated into the thematic evaluation report.

5 Daniel P. Keller, Director, Swiss Consulting Co. Ltd., Hanoi - Vietnam

% Fouad Mrad, PhD, Professor at the American University of Beirut

7 The Swiss Coordination Office in Beirut mentioned in the Project Document is not responsible for SECO projects.
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Programme Manager at SECO Headquarters were arranged before the evaluation mission. The
project office suggested stakeholders to be interviewed and prepared an updated activity
report.

Comprehensive documentation for each activity was sent to the evaluation team in advance.
An updated progress table comparing actual status of each activity with deadline and degree
of implementation in percent was also made available®, but no systematic assessment of
achievements against planned objectives. During the initial briefing the NPC provided
additional information.

We applied an interactive, participatory evaluation approach, based on meetings and
interviews with stakeholders. A detailed schedule of meetings is included as Annex B. We
further reviewed a number of background papers and reports (see detailed list in Annex C)
and validated them through interviews and qualitative assessments.

Findings, conclusions and recommendations were presented to the NPC, the UNIDO Regional
Office, the Embassy of Switzerland in Beirut, and the President of LibanPack. Some minor
factual errors were immediately corrected based on the feed-back received, before circulating
the preliminary evaluation results to UNIDO and the donor.

After the mission, a de-briefing meeting with the new SECO Programme Manager responsible
for MACLE was conducted at SECO headquarters in Berne. The international evaluator also
met the UNIDO Project Manager in Vienna. His substantive comments related to findings on
project design were taken into account in this report.

Limitations to this evaluation were the following:

The project document does not include a logical framework but only a list of performance
indicators (without baseline data). During the inception phase’ a logical framework was
established, which is an improvement. However, the project progress report on activities
conducted and outputs produced did not include an assessment of achievements against planned
outputs and objectives. This shortcoming made an assessment of effectiveness and efficiency
difficult.

Because most outputs were completed only recently or are still in process, a detailed assessment
on possible impact would be premature. The project document includes two budget breakdowns,
one by UN budget lines and one by outputs. The budgeting and financial reporting, although in
line with UN norms, does not provide information on the planned and effective use of funds per
category of expenditure for each activity. The Inception Report added an output-related budget
detailing categories of expenses, but those are different from the UN-budget lines.

Two separate reports on expenses per objective/activity and expenditures per UN-budget line are
available. While this is a significant step towards Result-Based Management (RBM), the two
reports (output-based and according to budget lines) are not linked together. Thus, a detailed
efficiency assessment is still not possible.

% Monthly progress report April - September 2009 plus table progress activities against planning
% See Annex 4 of Inception Report dated May 2007.



Unfortunately, UN security regulations did not allow visits to the companies. An on-site
assessment of the work done would certainly have provided an additional insight.

Despite these limitations, the factual information available provided sufficient basis for a well
founded assessment.



Project planning and achievements

A. Project funding

MACLE is fully funded by SECO with an overall budget of USD 1,946,903 (plus USD 253°057
agency support cost), of which USD1,663,060 or 85% were disbursed or committed'. At the
moment of the evaluation, the uncommitted balance was USD283,843.

Table 2: Project budget and expenditures

. Total as at LGS Percentage
E"f.e“d't“res by budget | j10tment | 01.06.09 ofactual | py qoet spent
ines/type of input in USD expenditure )
(rounded)

11-00 |(International Experts 506,000 480,944 29% 95%
13-00 [Support Staff 45,800 31,769 2% 69 %
15-00 |Local Travel 52,000 42,115 3% 81%
16-00 [Other personnel costs 24,000 11,532 1% 48%
17-00 [National Experts 495,500 372,815 22% 75%
21-00 |Sub-contract 96,000 52,550 3% 55%
32-00 |[Study tours 140,000 116,030 T% 83%
33-00 |In service training 65,500 54,663 3% 83%
45-00 |Equipment 448,000 436,508 26% 97 %
51-00 [Miscellaneous 74,103 64,134 4% 87%
99-99 |Total 1,946,903 1,663,060 85% 100 %
Source: Project document, InfoBase, UNIDO (based on uncommitted amount, calculated by evaluators)

' Financial status based on On-line Project Detail Report as per 20 September 2009, provided by the project - see
detailed table reproduced in section II.C below.




Table 3: Expenditures by objectives

] s . Total Percent of Percent of total
LR3I GE y AEAGEE (DAL Expenditures expenditures Project Budget
1 Objective A :Upgrading of laboratories
and services for packaging and
Services for Packaging & Labeling for 801,551 48% 41.2%
Export
2 Ob]CCthf.: B: Technical support and 83815 5% 43%
Information for market access
3 Objective C: Upgrading the Lebanese
Quality Chain for selected agro-based 241,997 15% 12%
products
4 Not allocated (CTA, NPC, mission
costs, evaluation, transportation, 535,697 32% 252%
sundries, accommodation etc.)
Total (excl. UNIDO support) 1,663,060 100% 85.5%
Total budget (excl. UNIDO support) 1,946,903 100%
Remaining 283,843 14.5%

Source: Project reporting, evaluation team based on information provided by the project

B. Project planning

Identification

MACLE addressed issues related to Sanitary and Phytosanitary Measures (SPS), to Technical
Barriers to Trade (TBT) and to strengthening the competitiveness of Lebanese enterprises''.

In 2004 a survey among 100 Lebanese exporters revealed the major challenges for Lebanese food
exporters, such as difficulties to proof conformity of products with mandatory standards of
importing countries and a large number of rejections due to wrong labeling and deficient
packaging'>. Non-compliance with quality management standards related to food safety was
identified as another problem.

With its focus on the improvement of packaging testing, advisory services for packaging and
labeling and on compliance with food safety requirements of key export markets (in particular
traceability), MACLE was designed as a complementary effort to the more comprehensive EU
quality programme (QUALEB). UNIDO identified the appropriate partners responsible for the
various fields of the intervention. Taking into account the important role of the civil society in
Lebanon, the project worked closely with private sector associations, industrialists and chambers
of commerce.

The intervention was timely and synchronized with the implementation of other donor-funded
initiatives, which cover various aspects of strengthening the NQI and competitiveness of Lebanese
enterprises, in particular, QUALEB, the Euro-Lebanese Centre for Industrial Modernization
(ELCIM) and the UNIDO LAISER Project (Lebanese Agro-Industry Support and Economic
Recovery).

" Compliance with the SPS and the TBT Agreement is compulsory for all WTO members. Lebanon is observer to
the WTO and currently in the process of joining WTO, but not yet a member. However, the Free-Trade
Agreement signed between EFTA and Lebanon (in particular Art. 12 and 13) refers explicitly to TBT and SPS.

"2 Barrier to Trade Report, UNIDO - INFOPRO Research, May 2004. Results were confirmed by additional
research done under QUALEB. The INFORPRO report was recently updated (draft version October 2010).




UNIDO capitalized on the earlier Integrated Programme (IP) in Lebanon, under which a
comprehensive assessment of the National Quality Infrastructure (NQI) with focus on
standardization and testing was conducted. The IP had also included a component on
“Strengthening human and institutional capacity for upgrading safety, quality and standards of
Lebanese SMEs - pilot application to Tahineh'? and Halawa'* manufacturers”. The detailed needs
assessment at institutional and enterprise levels and the practical experience in working with
Lebanese enterprises were benefits of this IP. Main activities conducted under the IP are
summarized in the MACLE Inception Report'.

MACLE was developed in the context of the Free Trade Agreement (FTA) between the EFTA
Countries and Lebanon signed in 2004, under which Switzerland and Lebanon agreed on a
bilateral technical assistance programme.

At the national level, MACLE is well aligned with Lebanon’s trade facilitation strategies and
policies endorsed by the government'®.

Assistance to increasing competitiveness of enterprises, enhancing trade infrastructure, the
reduction of technical barriers to trade, improvement of market access and integration into the
world economy are among the core areas of SECO’s support to developing and transition
countries'’. Lebanon is not a priority country of Switzerland’s development cooperation but
benefited from a technical cooperation programme under the EFTA-FTA.

The project matches perfectly the mandate and the core competencies of UNIDO'®, which is to
alleviate poverty and promote social advance, by supporting developing and transition countries to
participate in the world production system by helping them to raise productivity and to develop
competitive economies.

Beyond the boundaries of Lebanon, UNIDO also identified the opportunity for possible synergies
with the E-Trace project in Egypt (supported by UNIDO).

Formulation

The project document includes a comprehensive analysis of the challenges of Lebanese exporters.
It is remarkable that the problem analysis of MACLE started with the needs of enterprises and not
with a wish list of official counterparts. The relevance of SMTQ capacities as a mechanism for
trade facilitation is also well explained.

Against this background, MACLE addresses primarily “conform” aspects (improving availability
of recognized testing results) and “compete” aspects (improving productivity and product quality)
but also some “connect” aspects (information on packaging requirements and labeling) - all key
drivers of opening export markets for developing countries'. All stakeholders interviewed by the
mission confirmed that MACLE was the right type of intervention at the right time. We received a

" Sauce made from sesame seeds and olive oil

' Sweet confection popular in Lebanon

" Inception Report, page 12 - 13

' No written policy document was available to the mission, but confirmed through interviews with government
representatives. The MoU signed between UNIDO and the Republic of Lebanon on 23 August 2009 (in particular
Article 10) reconfirms the expressed demand for assistance in areas covered by MACLE.

" SECO’s strategy 2006 and SECO’s vision 2010

* UNIDO in brief, June 2005

' Enhancing compliance, competitiveness and connectivity are the three core elements of UNIDO Trade Capacity
Building Approach, also referred to as the “3 C - Approach”



particularly strong affirmation of MACLE’s importance from the private sector. This is clear
evidence that the project’s objectives met expressed needs of end-users of quality services.

Considering the specific challenges in Lebanon (in terms of rejections of Lebanese exports by
importing countries) and the donor context, the project focused on two key thematic areas:
compliance with labeling and packaging standards and food quality management systems required
by importing countries (including traceability). It should be noted that the importance of packaging
goes beyond mere compliance issues. Packaging is an important tool to increase value to and
increase competitiveness of products. This is particularly important for Lebanon, where production
costs (salaries, energy) are higher than in other countries in the region. Rather than competing by
price, Lebanese enterprises must be able to offer superior quality and to convey this to customers.
Thus, packaging and the implementation of quality management systems are also a way of
strengthening competitiveness of businesses - not only a compliance issue. Creating brand value
through strong and internationally protected brands (trademarks, geographical indications or
collective marks) is another important aspect.”” In the relatively advanced economic context of
Lebanon, UNIDO made the right choices on the scope of the intervention and on delivering in-
depth instead of generic technical assistance.

Good packaging contributes to improved marketability for many different consumer goods.
Relatively minor improvements in packaging can add significant value to products, and this with a
comparatively small investment.

Current and planned activities of other donors were taken into account at the design stage. In
cognizance of the broad cooperation between the MoET and the European Union, it was
appropriate to design the intervention as complementary (filling gaps) of existing donor
interventions. The project document also provides for a formal, although unilateral, coordination
mechanism with key projects through including representatives of ELCIM and QUALEB into the
Steering Committee.

Explicitly mentioned but not specified in the project document were synergies with SECO-funded
projects in the country and the possibility to include relating Swiss organizations into the
cooperation.”’ While expected cooperation within the SECO portfolio seems not to have
materialized, there were also no significant overlaps.

The project is reasonably well structured - with the exception of the local consumer protection
element (inspection, quality seal, basic metrology services through a mobile metrology
laboratory), which does not really fit into the overall intervention logic that is tailored towards
improving access to international markets.

During implementation, the key focus of the project shifted towards packaging and food safety. In
particular, the Steering Committee decided not to procure a mobile calibration unit but to purchase
of some simple metrology equipment for the use in local markets instead. This was however more
a result of practical reasons (staffing problems within the Legal Metrology Department) rather than
based on strategic considerations.

Instead of a complete logical framework, the project document includes a list of objectives,
required outputs and performance indicators. However, some of the performance indicators are
either (a) not clearly measurable and/or (b) no causal links exist between the performance

* This was partially covered by a SECO-funded project strengthening Geographical Indications in Lebanon that has
ended in early 2009.

2! Mentioned are the Swiss Accreditation System (SAS), the Schweizerische Normenvereinigung (SNV, the Swiss
Standardization Association and the Swiss Import Promotion Programme (SIPPO) funded by SECO.



indicators and the objectives. Some of the links between project inputs and outputs are not
exclusive (defined outputs are only one among many factors to reach the objective). Parts of the
“outputs” defined are in fact “outcomes” (for instance accreditation of laboratories, a condition to
provide recognized certification services for packaging in output 1.2, is not a direct output of the
project). Moreover, a number of “sources of verification” for success indicators are not clear.
Baseline indicators (status at the beginning of the project) are not available, which makes it
difficult to measure impact.

The identification of risks and assumptions is rudimentary and generic (availability of staff,
willingness to use assistance rendered to beneficiaries, willingness of laboratories to maintain
accreditation). A plan how to address risks is missing.

The project document includes an estimated budget using the standard UNIDO format by UN-
budget lines™, but not allocated to outputs.

While this fulfills the requirements of UNIDO Technical Cooperation Guidelines, it does not show
(a) the amount allocated to each of the outputs and (b) how the funds will be used to deliver the
expected results (e.g. for equipment, expert input, study visits)™.

A budget per budget lines allocated to each output would give project management a better basis to
systematically consider different options for implementing a certain task, in order to identify the
most cost efficient solution. The donor and the government would also be better able to appraise
efficiency and effectiveness of funds use prior to approving the project. Subsequently comparing
budgets with actual expenses per budget line and output would provide UNIDO with a sound basis
to more accurately plan future interventions in other countries. Taken a step further, it would allow
UNIDO to systematically benchmark its projects within and across different branches and to
strengthen organizational learning.

There is further room for improvement in defining a clear management structure and specific
responsibilities, both of which are only marginally mentioned in the Project Document, although in
this particular project, this did not lead to any problems.

The development objective is broken down into three immediate objectives with one to four
outputs and the respective activities. A logical vertical link exists for most outputs from the overall
objective down to the activity level, with the exception of output 2.4 (mobile metrology laboratory
for market surveillance with the objective to improve consumer protection), which aims to serve
the domestic market and is therefore not directly related to the overall development objective. The
second output of a “business plan” for a national quality seal (2.2) also relates to consumer
protection, but is better linked to the overall objective in terms of strengthening the “quality
culture”, which might lead to an impact on product quality (including for exported products). It is
not clear why the procurement of a mobile metrology laboratory was included in the original
project plan, other than the general reference made to Mozambique and Tanzania, where a mobile
metrology laboratory was procured, and the need expressed by MOET to strengthen domestic
market surveillance.

The project duration of three years was commensurate for achieving the planned results.

2 Annex 1 to the project document presents a yearly budget with some useful explanation on what type of expenses
are included in each budget line.

 The project document includes a very rough breakdown according to objectives (page 16), but without any details
on assumptions and not broken down to the task level. Subsequently, the project office established a budget per
activity, yet without specifying the type of planned expenditures according to UN-budget lines. This is a
significant step into the right direction.



As discussed in greater depth in section C (implementation), minor delays in delivering expected
results were mainly due to external conditions rather than to over-ambitious plans.

Conclusion:

Identification and design of the project were well done, with the exception of applying good
practices in strategic, operational and financial planning, including the logical framework.**. As
shown in section D below - the shortcomings in applying project planning tools at the design stage
did not have a negative impact on the implementation of MACLE.

C. Project management

MACLE is implemented under the same rules and regulations as other UNIDO interventions under
the responsibility of a Project Manager based in Vienna.”> However, in practice, implementation
was clearly driven by the field and in close coordination with partners.

Successful delegation of day-to-day management to the field

The Project Manager delegated de facto most of the day-to-day management to the field. Day-to-
day coordination with partners took place in the field, specifically by the NPC who obtained
instructions and support from the Project Manager when needed. The NPC - who seems to be
exceptionally well in control and “on top of things” - fulfilled a key role in moving the project
forward. Delegation of day-to-day management to the field seems to have succeeded, because (a)
UNIDO appointed the right staff with complementary skills to the project team (Project Manager,
CTA, NPC, and Project Assistant) and (b) because of the way the Project Manager led his team.

UNIDO used the right approach to building and managing the project team

This included firstly the selection of the right NPC. Unlike in other projects, the NPC was selected
based on her management skills, an existing local network, familiarity with the local context, as
well as experience to work with a wide range of different stakeholders rather than her technical
skills, prior UN-experience or political considerations. Strong interpersonal skills, commitment to
results and ability to move things forward seem to be her key strengths.

Secondly, the Project Manager empowered the NPC, but still actively coached her together with
the CTA. She was granted with a wide autonomy, empowered to take initiative, and enabled to use
her technical and managerial capacities. This created the necessary conditions for the NPC to bring
her strengths into play. At the same time, the Project Manager and the CTA supported her
whenever needed, in particular also in coping with the UNIDO administrative rules. Both the
Project Manager and the CTA applied the right mix of supervision and hands-on-support whenever
needed, rather than micromanaging the project.

The excellent day-to-day coordination by the NPC freed up time of the part-time CTA and the
Project Manager in Vienna. This again allowed them to focus key strategic and technical problems
of MACLE that really mattered. An assessment of mission reports showed that the visits of the

* Reflected for example in SECO’s manual on logical frameworks published on www seco.admin.ch or UNIDO
new Technical Cooperation Guidelines.

» Project Manager with overall management responsibility based at UNIDO HQ, part-time CTA, NPC and Project
Assistant; external PMU at UNIDO Office in Beirut.
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CTA and the Project Manager were used efficiently and included extensive networking with
partners.

The UNIDO Representative fulfilled an important role in day-to-day coordination at a more
political level, including cooperation with other donors.

Project Manager coordinated effectively with UNIDO support services

The effective provision of UNIDO support services (accounting, human resources and
procurement) was another crucial factor that contributed to the smooth implementation of the
project. Headquarters and the local UNIDO Office delivered all services on time and as requested.
Recruiting national and international consultants took, on average, only two weeks to as compared
to up to six months in other UNIDO projects we have evaluated. International procurement
required three to six months, which is reasonable considering the many steps involved. The Project
Manager seems to have played a key coordination role between MACLE in the field and UNIDO
Headquarters.

Steering Committee with focus on strategic matters and stakeholder involvement

The Steering Committee met twice and focused on strategic matters and stakeholder involvement.
The presence of representatives of QUALEB and ELCIM in the Steering Committee facilitated
donor coordination in the field of SMTQ. MACLE and QUALEB also shared the same National
Project Director, which was a distinctive advantage.

External PMU based at UNIDO Office, but still close coordination with partners

While the “PMU” was based at the UNIDO Office, the actual implementation of the project
happened within or in close cooperation with partner institutions. The NPC spent a significant part
of her time directly with partner institutions. The key added value of the PMU was coordination
between UNIDO Headquarters and beneficiaries, support and trouble shooting. While external
PMUs are strictly speaking not in line with the Paris Declaration on Aid Harmonization and
Effectiveness, the fact that the PMU was not embedded in one of the partner institutions had no
negative impact on the implementation of MACLE. Because the project worked with multiple
partners in different fields, it might have been difficult to find an appropriate institutional base for
the PMU.

Coordination with SECO

Coordination between UNIDO and SECO at Headquarters and in the field went smoothly. In the
field, the Embassy of Switzerland monitored the project through participation in Steering
Committee meetings and certain project events. It should also be highlighted that the Embassy and
the Ambassador in person actively lobbied for the interests of the project. For instance, the
Ambassador personally liaised actively with other potential donors in order to identify alternative
funding opportunities for a continuation of MACLE.

Conclusion:

The technical and administrative management of the project were excellent. This is even more
remarkable considering the difficult context the project was working in. Many beneficiaries
compared MACLE positively with other projects, which according to them, showed only mixed
results. Key to success was the selection of the right NPC, the delegation of day-to-day
management to the project combined with the right degree of technical and administrative support.
The Project Manager and the CTA used their time effectively by focusing on issues that really
mattered for the success of the project, including coordination with different service departments
at UNIDO headquarters. Room for improvement exists in consistently applying RBM.
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Coordination between SECO and UNIDO went smoothly, both in the field and at Headquarters.
The Embassy of Switzerland®® monitored the project through participation in Steering Committee
Meetings and selected project events and also provided political support on a demand basis.

D. Project implementation

The following paragraph compares planned with achieved activities based on a validation of
progress reports> in the light of the evaluation findings on the ground. Amendments of the
planning basis have been integrated that were made during the inception phase and at a later stage
by the Steering Committee. Information provided by the NPC was also taken into consideration.
Because not all outputs are already delivered, we included an assessment on what is likely to be
achieved by the end of March 2010 and how much time would be needed to complete remaining
tasks.

Development Objective:

Facilitate industrial development (supply capacity) and trade (and consequently spurring economic
growth and employment opportunities) by reducing technical barriers to trade through
strengthening capacities of the Lebanese TBT/SPS infrastructure and capabilities.

Immediate Objective 1: Upgrade laboratories, services for packaging and labeling for export.

Output 1.1 Planned/Realized

GAP analysis of packaging |Planned activities (P.1 - P.5)

and labeling requirements |1. In-depth assessment of the packaging industry capability and demand

and available services and by updating previous studies, carrying out a market analysis and

capabilities SWTO analysis to develop the sector

2. Review and carry out a feasibility study for a packaging centre and
identification of gaps in the supporting infrastructure

3. Assessment of national, regional and international requirements (key
export markets) in terms of standards, labeling and testing to identify
gaps, barriers to trade and investment requirements

4. Assessment and review of public/private laboratories involved into R
& D, testing and certification for packaging

5. National seminar on packaging and labeling: Barriers to Trade and
Opportunities

Realized activities

e  Established report on assessment of packaging industry

e  Prior feasibility study done under ELCIM updated, which includes
“business plan”. Done with the view of assessing feasibility - not
applicable to current model of LibanPack

e Assessment report on local laboratories proving testing in packaging
and some packaging producers

e  National seminar on packaging was conducted in conjunction with
the launch of LibanPack in April 2009

No outstanding activities

*% The Embassy represented SECO directly. The Swiss Coordination Office in Beirut is only responsible for
Humanitarian Aid provided by the Swiss Organization of Development and Cooperation. , which is different
from the approach used in other countries covered by SECO.

" Progress Reports dated September 2009 (covering April - September 2009), 6 November 2008 (covering
November 2007 - October 2008) and minutes of the Steering Committee.
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Output 1.2

Planned/Realized

Up to two laboratories able
to provide testing and
certification for packaging

Planned activities (P.6 - P.14)

1.

9.

Gap analysis and identification of needs and weaknesses in consumer
packaging (standards, testing, physical infrastructure, equipment and
skills)

Market survey of needs for consumer packaging

Assess packaging and labeling requirements for the selected food
products

Review LIBNOR standards and work related to packaging and
labeling

Upgrade packaging laboratories (equipment and skills required to
carry out [testing] on consumer packaging

Identification of priority tests based on the market analysis and
requirements

Promote use of Lebanese capacity for packaging in the country and in
the region

Support in accreditation including proficiency testing of the
packaging division in the relating laboratories

Establish twinning arrangements with packaging testing laboratories
in Switzerland or in other countries

Realized activities:

Report on gap analysis on packaging sector

Market survey conducted (report available)

List of selected products and status of compliance to requirements
completed

LIBNOR standards on packaging were reviewed and updated in 2008
- as an additional activity, a local expert is currently supporting the
technical committees and LIBNOR to draft the missing standards on
packaging - not yet completed and outcome (publishing standards)
too early to assess

Based on a list of needed tests, characteristics of equipment needed
to conduct those tests have been defined and the equipment to be
procured identified. Equipment procurement and installation is
completed (IRI and LAI). Trainings were conducted in both Lebanon
and Tunis

The project produced 3 promotion boxes to show solutions and
capabilities using local packaging facilities. Packaging industry
participated in international fares and exhibitions (funded by the
project). The NPC visited the Pack & Gift exhibition in Paris. Also, a
study visit was arranged to the IPACK-IMA exhibition in Milan
Training on fundamentals on packaging and packaging design was
conducted in Beirut

Study tour to Switzerland was conducted but the Swiss Packaging
Institute did not show any interest for a twining agreement.
Subsequently, a twinning agreement was signed with PACKTEC
(Tunisian packaging centre)

Outstanding activities:

Support laborat