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1
UhiüO Guidelines on

Technical Co-operation Project Design and Appraisal

Definition and Purpose:

1. Project design and appraisal is intended to enable UHIDO to 
decide whether a project is "north doing" and whether UIIDO can assist 
the co-operating government in executing the project. As such, it is 
a critical function carried out by the Programs Development Branch 
(PC/DEV) in fulfilling its aission "to develop operational programmes 
of the Organization”. While DEV should and will play * leading role, 
project design and appraisal is a process which also requires signifi­
cant contributions from other sections and divisions, particularly in 
terms of clarifying the principal design elements and project approach.
Good design is also a sine qua non for objective evaluation. The purpose 
of these guidelines is to provide a description of the important elements 
in the process for help in preparing the required documentation.

Application and Limitations:

2. To do the type of project design and appraisal described below 
takes (a) adequate data, (b) technical knowledge in depth, (c) skill in 
the use of programing, design and management techniques, and (d) consider­
able time - one or all of which nay be in short supply depending upon the 
project and circumstances. In addition, not all projects will require such 
a thorough design and appraisal and in some, certain elements of project 
design and appraisal v'll require emphasis over others. In other words, 
discretion will be necessary in the application of this approach. Depending 
upon the cost, duration, size, complexity, innovativeness, importance, 
risk, etc. of a specific project, the process may be teler~oped or used 
selectively at the option of management. However, for all projects ex­
ceeding $U00,000 in total costs, a complete description of all project 
design elements will be required unless this is to be a major output of 
preparatory assistance or a first phase.

The Logic of Project Joslgn ^

3. An important aspect of project formulation and appraisal concent, 
the design of a project, i.e., its principal elements, their linkages, 
and technical or substantive feasibility. Basically, a project involves 
a neans/ends chain which Includes the provision of specified resources 
(inputs) in a plan of work (activities) designed to produce certain recog­
nizable end-results (outputs) within a given time-frame. It is hypothe­
sized or assmed that the successful production of these outputs will 
lead to the achievement of a higher-level end nov called the project ob­
jective (or purpose). This means/end sequence is called the causal 
relationship , linkage, or project hypothesis and approach. In turn, the 
achievement of the project objective is hypothesized to contribute, but 
usually only in a partial sense, to the achievement of a higher level 
objective (HLO) or solution of a larger problem subject to technical 
assistance, more macro in nature and often but not necessarily of a 
longer term. For example, a project may involve the use of teachers, 
consultants, students, and training materials (inputs) in a series of 
education activities (workplan) t> produce qualified tool designers (output)

1/ A handbook on project design and evaluation for use by field and head­
quarters staff has been prepared by DPC as part of the internal evalu­
ation systems design. It includes definitions and examples of the 
terms and concepts mentioned in this guideline appropriate for indus­
trial projects of technical assistance. (See UNIDO/PC.31, distributed 
5 January 1982).
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in order to increase (the project hypothesis) the production of 
■achine tools (project objective}. In the long run, achievement of 
this is expected to contribute (another causal relationship, i.e., 
the development hypothesis) in sone Measure to a growth of Manufac­
turing sector production, an increase in exports, a decline in imports, 
etc. (development objective).

2/Basic Elements of Project Design; —

1». A comprehensive project appraisal involves the analysis each 
element in the means-end chain briefly described above, including the 
important asswptions regarding actions outside the management control 
of the Chief Technical Adviser (CTA) or Vational Project Co-ordinator (IPC) 
(particularly those actions of the cooperating government and/or industry) 
relevant to each level (i.e., inputs, workplan, outputs) and tb? under­
lying project hypothesis or predicted causal relationship between produc­
tion of the specified outputs and achievement of the project objective.
This will provide the basis for an informed Judgement on the significance, 
feasibility and/or validity of the development hypothesis or, in other 
words, that the project will do what we nay it will do and is worth doing 
to the parties concerned.

5. A brief explanation of the significant areas of project analysis is 
provided for each design element as follows:

5.1 Development or higher level objective (HLO) - In most cases, par­
ticularly in IPF funded projects, these may be accepted as given, since 
they are the responsibility of the cooperating country and are identified 
in the country programming process. In any case, they are not usually 
modified by views expressed in a UHIDO or UBDP appraisal of a particular 
project. We can and should, however, express an opinion concerning the 
feasibility and cost-effectiveness of the proposed project as related to 
the HLO and to mandates given the UH system by its various legislative 
bodies. In UHIDO-funded projects, if not a country project, the statement 
should explain the "programme" objective being addressed, e.g., "estab­
lishing and strengthening training institutions in developing corntries". 
The basic question to be considered here is whether achieving tbe purpose 
or objective of the project will have a significant development impact, 
e.g.,

. what is the target group to be affected by the project?
, how will project benefits be distributed?
. will the project results affect more than one development 

or higher level objective?
. is there a better or less expensive way of approaching 

the problem?
is the project responsive to the Lima Declaration and Plan 
of Action, lew Delhi, and other UH mandates?

. is it an appropriate project for UHIDO to execute, should it 
• involve a Joint approach vith a sister organization?

It nay be easier and more useful to express the HLO in terms of a problem, 
susceptible to technical co-operation, which the project is intended to 
ameliorate or solve. In either event, the linkage between the project and 
HLO becomes the raison d*ftre for tbe project and, for this reason, should 
be den»' to any reviewer of the proposal.

2/ See Appendix Ho. It, Vol. I, UHIDO Self-evaluation handbook, for 
glossary of terms.



5.2 Project objective - This is a statement of vhat the proj-.ct is 
expected to achieve and should be given very careful attention. The 
purpose, function or objective of the project should not be confused 
vith its outputs or expected results and ?'or this reason multi-objectives 
should be avoided. For example, the objective of u training project is 
not to produce a given number of trained people but to enable people to 
perform a nev function or in a better manner than before. Therefore, 
the design and appraisal of a training project must consider not only 
the contemplated training itself but more important hov it vill be 
utilized and with vhat effect on the problem vhich the project i3 de­
signed to solve or ameliorate.

This is the level where substantive/technical and programming consider­
ations merge and clearly require a joint judgement. The important 
analytical aspects include:

. is the project objective stated in a clear, succinct, 
and specific enough way to be recognized when it is 
successfully achieved?

. is the project hypothesis establishing the causal re­
lationship betveen the proposed outputs and the project 
objective reasonable and feasible?

. are there alternative ways to achieve the objective 
which (a) require fever or less expensive outpr.ts, (b) 
take lésa time, or (c) can produce greater impact for 
the same level of effort and/or expenditures?

. is there an adequate description of baseline data (i.e. , 
conditions present at the start of project activity) 
with respect to project purpose, e.g., existing capac­
ities in the case of an institution-building project?

. what will be the end-of-the-project status indicators 
at the objective level? How long a time-lag, if any, 
vill there be betveen completion of project operations 
and project objective achievement?

. what critical assumptions, explicit and implied, affect 
achievement of the project objective?

5.3 Outputs - At this and lower levels of the project design, tech­
nical considerations become paramount and the role of the DIO technical 
officer, vorking vith his DEV colleague, becomes more crucial to the 
project appraisal process. The most critical question is an analysis 
of the implied proposition that IF the described outputs are produced 
THEN the project’s objective vill be successfully achieved (i.e., the 
causal relationship or linkage). In such an analysis, the follow:'ng 
points should be considered:

. are the outputs described in specific enough terms,
quantitatively and/or qualitatively, that their achieve­
ment , i.e., production, occurance or completion, can be 
recognized at a specific point in time?

. is the causal linkage to the project's objective (purpose) 
plausible and reasonable ?



what are the critical asstasptiona concerning (a) the 
conversion of inputs into outputs and (b) tLeir causal 
linkage to the project objectireT These may include 
conditions vhich sust he set but which are not directly 
controlled by the project, e.g., passage of a lav, as­
signment of sufficient civil service posts, etc.

are the proposed outputs appropriate for the conditions 
present in the cooperating country, i.e., appropriateness 
of proposed technology, adequacy of infrastructure, level 
of sophistication of techniques to be employed and data 
availableT In other words, are they technically, econ- 
ouically and socially feasible?

what are the verifiable performance indicators and/or 
interim targets, e.g., milestone events?

has the baseline data been established or are there plans 
to gather such data?

5. ** Input- - This is the easiest design element to describe and 
quantify. The important point of analysis is the adequacy and suffic­
iency of the requested inputs to the work or activity to be performed 
in terns of the targeted outputs to be produced or, again, the plausi­
bility of the causal relationship or linkage between inputs and outputs, 
i.e., If UMIDO and the co-operating government provide the required inputs 
in a timely and sufficient fashion, ThHI the project outputs can be pro­
duced within the projected tine-frame. Some points to consider include:

are the inputs of (a) UIIDO and (b) the cooperating govern­
ment sufficiently described in quantity and quality (be 
careful to distinguish inputs from actual activity)?

is the causal linkage to the project outputs plausible. 
i.e., if the Inputs are provided as planned, is it reason­
able to expect the CTA or IPC to produce the end-results 
as specified?

what are the critical assumptions concerning providing 
the inputs (in particular, the relationship between UIIDO's 
and the co-operating government's inputs, e.g. training ... 
available candidates, technology transfer ... counterparts)?

. can UIIDO provide the inputs requested in suitable form 
and time (e.g., adequate placement of fellows); including 
any necessary headquarters technical and administrative 
support?

. should sub-contracting or twinning arrange.' nts be used in 
lieu of recruiting individual experts?

Additional Project Appraisal Elements

6. An analytical review of the basic elements of project design as 
suggested above will constitute a major portion of the project appraisal 
performed at headquarters but additional information and analysis may be 
required which, although no!- necessarily included in design statements, 
should also be a part of the Project Docnaent or subsequent backup docu­
mentation, for example:
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does the bad.ground statement establish the project 
relevance, priority and justification?

vhat pre-conditions, if any, should be set before im­
plementation can begin? Are they stated and are they 
reasonable?

is a project design or formulation phase necessary or 
desirable before full-scale implementation begins?

should the project be planned end implei-r-Led by phases 
or stages with the initiation of a subsequent phase 
being dependent upon successful completion of a prior one?

when the project is completed, is further UNDP/UIIDO 
assistance contemplated or necessary? Vhat effect should 
this have on project approval?

is there an adequate and practical project management 
(i.e., implementation) plan which reflects:

- a feasible workplan including milestones/ 
indicators at the output(s) level

- realistic targets and assumptions
- desirable/necessary headquarter participation 

and/or support
- tiraely and pertinent substantive reporting 

requirements related directly to expected outputs
- effective participation of appropriate national 

officials
~ ous decision as to whether a performance

* and/or in-depth) or ex post evaluation is
veqv.sed  3/

- affif ¡.vnt phase-out of UWIDO assistance?
Results cf Professional Appraisal
7. In an ideal situation, applying the above criteria of design and 
appraisal to proposed technical co-operation projects should tell us:

whether tne project is worth doing 
whether UHIDO can and/or should execute the project 
whether the project is cost-effective and technically sound 
whether the design is reasonable
whether an adequate project management and evaluation plan 
has been prepared.

8. This, in turn, should allow us to decide whether the project should 
be (a) approved, (b) rejected, (c) referred to another executing agency,
(d) reformulated, or (e) deferred. If the decision is positive, it should 
help us to increase the probability of success and quality, i.e., the effec­
tiveness and impact of UNIDO technical cooperation assistance. That is
the ultimate purpose!

3/ See Chapter 6.0 of Instructions and Guidelines for Self-evaluation of 
UNIDO-executed Technical. Co -operation Field Projects (UNIDO/P.C.31) 
and paragraph 7 of UNIDO Guidelines for Preparation of Project Proposals 
(revised 3n 20.5.82) for guidance on evaluation requirements.

PC/EVL
May 1982 (revised version) 
REK/ls



*  CHECKLIST FOR THE OESIGN ANO 
APPRAISAL OF TECHNICAL CO-OPERATION PROJECT *)

PROJECT NURBER AND TITLE:

SOURCE OF FINANCING:

PROJECT OCSIGN ElEHENTS

Development objective(HLO) Yes No
-Will project hav« significant iapact? ____ ___
- I s  project responsive to UNIDO eandates?
- Is  project appropriate for UNIDO to __  ___ _ _
execute?

-Should other agencies be involved?

Unit, ur « i t m i j a l ;

PROGRAHHE COPPONENT:

Don't
know

Project objective 
-Clearly stated?
-Are there better alternatives?
-Are snd-of-proJett indicators included? 
-Are critica l assuaptions stated? 
-Current conditions described?

Yes No
Don't
know

ADDITIONAL PROJECT APPRAISAL ELEHENTS

Outputs Yes
-Uearly  and specifically described?
- I s  linkage to project objective plausible? _ _  
-Are outputs appropriate for country 
conditions

-Are interin targets or performance 
indicators reasonable?

-Are critical assumptions provided?
- Is  baseline data being provided?

Inputs (UNIDO and cooperating government) Yes 
-Clear description of quantity and quality?
- I s  causal linkage to outputs plausible? ___
-Are critical assuaptions plus relationship 
tu country inputs stated?

-Has sub-contracting or twinning been 
cor. A  dared?

-Can adequate placeeent of fellows be made?
-Can UN 100 supply other inputs and necessary 
technical and administrative backstopping?

Oon't 
Yes No know

Don't 

No know

Oon't 
No know

- Is  the background information on project relevance, p riority  and justification adequate?
-Are the necessary pre-conditions for project implementation clearly state47 
-Should the project have an in itia l desigi or preparatory phase?
- Is  the project management plan (i^lementation) re g lt^ ie  and appropriate? ___ _ _  _

.Yes No know
. feasible workplan and budget?
. rea list ic  schedules and assuaptions?
. headquarter participation? ___
. participation of national o ffic ia ls ?
. oerfemance(self)evelwatlon r o q u l r o d f ~ _______
. in-depth evaluation required?
. efficient phase-out? _ _  ___ ___

- Is  tiia project related to any other assistance activ itie s undertaken by UNIDO in the country?

Don't
CONCLUSION! ves No know

- Is  the project worth doing? ___ ___
-Can and should UN 100 execute the project? _ _  _ _  ___
- Is  the piaject cost-effective and technically sound?
- I s  the project design adequate ? ___ ___ ___
- Is  the project aanageeent plan adequate?
- Is  the schedule of expenditures rea list ic ? _ _
- Is  the proposed project duration sufficient to produce outputs?

RFCOKHENDATI ON: This project should be approved rejected reformulated ___
approved for joint ieplementation with 
deferred referred to another agency

COHHENTS
(Please provide explanatory or additional coements on the project, if  necessarv. In an attached narrative. In particular 
r comment is  specifically requested whenever a negative item is checked above. If an appraisal of all elements is  not 
required, the relevant questions w ill be circled by DEV and you need only f i l l  in those portions of the form. Please ch" 
"don't know1 column If  information not provided.

*) PI» <se refer to "Guidelines on Technical Co-operation Project Design and Appraisal" dated Nay 198? before completing 

for J.






