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DISCLAIMER

This document has been produced without formal United Nations editing. The designations
employed and the presentation of the material in this document do not imply the expression of any
opinion whatsoever on the part of the Secretariat of the United Nations Industrial Development
Organization (UNIDO) concerning the legal status of any country, territory, city or area or of its
authorities, or concerning the delimitation of its frontiers or boundaries, or its economic system or
degree of development. Designations such as “developed”, “industrialized” and “developing” are
intended for statistical convenience and do not necessarily express a judgment about the stage
reached by a particular country or area in the development process. Mention of firm names or
commercial products does not constitute an endorsement by UNIDO.

FAIR USE POLICY
Any part of this publication may be quoted and referenced for educational and research purposes
without additional permission from UNIDO. However, those who make use of quoting and
referencing this publication are requested to follow the Fair Use Policy of giving due credit to
UNIDO.
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Please contact publications@unido.org for further information concerning UNIDO publications.
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UNIDO Guidelines on
Technical Co-operation Project Design and Appraisal

De/irition ard Purpose:

1. Project design arl appraisai is intended to enabie UNIDO to

decids vhether a project is "vorta doing™ and whether UNIDO can assist
the co-operating government in executing the project. As such, it is

a critical function carried out by the Programme levelopment Branch !
(PC/DEV) ir fulfilling its mission "to develop operational programmes

of the Organization"”. While DEV should and will rlav s leading role,
project design and appraisal is a process vhich alsc requires signifi-
cant contridutions from other sections and divisions, particrlariy in
terms of clarifyirg the principal design elements and project approach.
Good design is alsc a sine qua non for objective evaluation. The purpose
of these guidelines is toc provide a description of the impoztant 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 belovw

takes (a) adequate data, (b) technical knowledge in depth, (c) skill in

the use of programming, design and management techniques, and (d) consider-
able time - one or all of vwhich may be in short supply depending upcn the
prcject and circumstances. In addition, not all projects will require such
a thorough design and appraisal and in some, certain elements of project i
design and appraisal v'll require emphasis over others. In other vords,
Aiscretion will be necessary in the application of this approach. Depending
upon the cost, Aura~ion, 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 $400,000 in total costs, a complete description of all project
design elements will de required unless this is to be a major outout of
preparatory assistance or a first phase.

The iogic of Project J:si :lj

3. An important aspect of project formulation and appraisal concemns
the design of a project, i.e., its principal elements, their linkages,

and technical or sudbstantive feasidbility. Basically, a project involves

a means/ends chain wvhich includes the provision of specified resources
(inputs) in a plan of work (activities) designed to produce certasn recog-
nizadle end-results (outputs) within a given time-frame. It is hypothe-
sized or assumed that the successful production of these outputs will

lead to the achieverent of a Ligher-level end nos called the project ob-
Jective (or purpor:). This means/end scquence is called the ceusal
relationship , lin¥age, or project hypothesis and approach. In turn, the
achievement of the project odbjective 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 sudject to technical
assistance, more macro in nature and of‘en but not necessarily of a

longer term. Ior example, a project may involve the use of teachers,
consultants, students, and training materials (inputs) in a series of
education activities (workplan) t> produce yaalified tool designers (output)

1/ A handbook on project design and evaluation for use by field and head-
quarters staff has dbeen prepared by DPC as part of the internal evalu-
ation systems design. It includes definitions and exaamples 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). o ‘




in order to increase (the project hypothesis) the production of
machine tools (project objective). In the long run, schievement of
this is expected to contridute (another causal rslationship, i.e.,

the development hynsothesis) in some measure to a grovth of manufac-
turing sector production, an increase in exports, a decline in imports,
etc. {development objective).

Basic Elements of Project Design: 2/

k., A comprehensive project appraisal involves the analysis .f each
element in the means-end chain briefly deseribed above, including the
importsnt assumptions regarding actions outside the management control

of the Chief Technical Adviser (CTA) or National Project Co-ordinator (NPC)
(particularly those actione of the cooperating government and/or industry)
relevant to each level (i.e., inputs, workplan, outputs) and tk> 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,
feagibility and/or validity of the development hypothesis or, in other
words, that the project will do vhat we may 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 (HIO) - 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 UNIDO or UNDP 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 HIO and to mandates given the UN system by its various legislative
bodies. in UNIDO-funded projects, if not a country project, the statement
stould explain the "programme" objective being addressed, e.g., "estab-
lishing and strengthening training institutions in developing comtries".
The dbasic question to be considered here is whether achieving the purpose
or objective of the project will have a significant development impact,
e.s. »

. what is the target group to be affected by the project?

» hov will project bemefits be distributed?

. Wwill the projec’. results affect more than one development
or higher level objective?

+ 1is there a better or less expensive way of approaching
the prodlem?

. 1s the project responsive to the Lima Declaration and Plan
of Action, Nev Delhi, and other UN mandates?

. 1s it an appropriate project for UNIDO to execute, should it

- involve a joint approach with a sister organization?

It may be easier and more useful to express the HLO in terms of a prohlem,
susceptidble to technical co-operation, vhich the project is inteuded to
ameliorate or solve. In either eveut, the linkage between the project and
HLO becomes the raison d'étre for the project and, for this reason, should
be clews to any reviever of the proposal.

2/ See Appendix No. L, Vcl. I, UNIDO Self-evaluation handbook, for
glossary of terms.




5.2 Project objective - This is a statement of what the prol-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 ani vor this reason multi-objectives
should be avoided. For example, the objective of . training project is
not to produce a given number of trained people but to enable p=ople to
perform a nev function or in a better manner than before. Therefore,
the design and appraisal of a training project must cnnsider not only
the contemplated training itself but more important how it will be
utilized and with vhat effect on the problem which the project is de-
signed to solve cr ameliorate.

This is the level where substantive/technical snd programeing consider-
ations merge and clearly require a joint judgemeni. The important
analytical aspects include:

. 1is the project objective stated in a clear, succinct,
and specific enough way to be recognized when it is
successfully achieved?

. 1is the project hypothesis esteblishing the causal re-
lationship between the proposed outputs and the project
objective reasonable and feasible?

. are there alternative vays to achieve the objective
vhich (a) require fexar or less expensive outpris, (b)
take less time, or (c) can produce greater impact for
the same level of effort anc’/or expenditures?

. 1is there an adequate description of taseline data (i.e.,
conditions present at the start of project activity)
wvith 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? Hov long a time-lag, if any,
will there be between completion of project operations
and project objective achievement?

. wnat critical assumptions, explicit and implied, affect
achievement of .he project objective?

5.3 Outputs - At this and lower levels of the project design, tech-
nical considerations beccme paramsunt and the role of the DIO technicali
officer, vorking with his DEV cnlleague, 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 will be successfully achieved (i.e., the
causal relationship or linkage). 1In such an analysis, the follow ng
points should he considered:

. are the putputs described in specific enough terms,
quastitatively and/or qualitatively, thet their achieve-
ment, i.e., production, occurance or completion, can be
recognized at a specifie point in time?

. 1z the causal linkage to the project's objective {purpose)
plausible and reasonable?




. vhat are the critical ass ions concerning (a) the
conversion of inputs into outputs and (b) tLeir causal
linkage to the project objective? Theze may include
conditions vhich must be met dut vhich are not directly
controlled by the project, e.g., passage of a lav, as-
signment of sufficient civil service posts, etec.

. are the proposed outputs appropriste for the conditione
present in the cooperating coumtry, i.e., appropriateness
of proposed technology, adequacy of infrastructure, level
of sophistication of techniques to be employed and data
available?! In other wvords, are they technically, econ-
omically and socially feasible?

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

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

5.k Input~ - This i3 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 terms 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 UNIDO ané the co-operating government provide the required inputs
in a timely and sufficient fashisn, THEN the project ocutputs can be pro-
duced within the projected time-frame. Some points to consider include:

. are the inputs of (a) UNIDO 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 NPC to produce the end-results
a3 specified?

. vhat are the critical assumptions concerning providing
the inputs (in particular, the relatiomvhip between UNIDO's
and the co—operating government's inputs, e.g. traiping ...
available candidates, technology transfer ... counterparts)?

. ccn UNIDO 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 twinniag arrange.. nts be used in
lieu of recruiting individual experts?

Additional Project Appraisal Elements

6, An analytical reviev of the basic elements of project design as
suggested above vill constitute a major portion of the project appraisal
performed at headquarters but additional information and analysis may be
vequired wvhich, although no: necessarily included in design statemenus,
should also be a part of the Project Doc:ment or subsequent backup docu-
mentatinn, for example:
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does the bacl.ground statement establish the project
relevance, priority and justification?

vhat pre-conditions, if any, should be met before im-
plem:ntation can begin? Are they stated and are they
reasd>nable?

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

should the project be planned snd imple>~.ced by phases
or stages with the initiation o1 a subsequent phase
being dependent upon successful completion of a prior one?

vhen the project is completed, is further UNDP/URIDO
assistance coatemplated or necessary? What 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

- tisely and pertinent substantive reporting
requirements related directly to expected outputs

- effective participation of appropriate national
officials

~ unlacious decision as to vhether a performance
{e¢.* and/or iu-depth) or ex post evaluation is
vequised 3/

- affic.ent pLase-out of UNIDO assistance?

Resuits cf Professisiai Appraisel

T. In an ideal situation, applying the above criteria of design and
appraisal to proposed technical co-operation projects should tell us:

. vhether tne project is worth doing

. whether UNIDO can and/or should execute the project

. vhether the project is cost-effective and technically sound
vhether the design is reasonuble
vhether an adequate project management and evaluation plan
has been prepared.

8. This, in turn, should allowv 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 anl 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 T of UNIDO Guidel1nes for Preparation of Project Proposals

(revised >n 20.5.82) for guidance on evaluation requirements.

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




A CHECKLIST FOR THE DESIGN AKD
APPRAISAL OF TECHMICAL CO-OPERATION PROJECT *)

PROJECT RUMBER AND TITLE: DATE OF APPRAIJAL:
SOURCE OF FINANCING: PROGRAMME CONPONENT -
PROJECT DESIGH ELEMENTS
Don't Don't
Development objective(HLD) Yes No knov  Qutputs Yes Ko know
-Will project have signitizant impact? SCTearTy and specifically described?

-1s project responsive to INID0 sandates? -Is linkage to project objective plausible? -
-1s project appropriate for UNIDO tc - -Are outputs appropriate for country -
execute? ' conditions '
-Should other agencies be involved? -Are interis targets or performance
indicators reasonable?

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

I
I
l

Don't ~ Don't
Pro[cct oojective Yes No know lnputs (UNIDO and cooperating governaent) Yes No know
-Clearly state LTear description of quantity and quality?

-Is causal linkage to outputs plausibie?
-hre critical assusptions plus relationship
tu country inputs stated?
-Has sub-contracting or twinning been
con. .idered?
-Can ade:uate placesent of fellows be sade?
-Can UNIDC supply other inputs and nocessary—
technical and adeinistrative backstonping?

-Are thers better alternatives?

-Are end-of-project indicators included?
-Are critical assusptions stated?
-Current conditions described?

(1
b
NN

ADD I TIORAL PROJECT APPRAISAL ELEWENTS Yes No knov ,
-Is the background information on project relavance, priority and justification adequate?
-Ars the necessary pre-conditions for project isplesentation clearly stated?

-Should the project have an initial design or preparatory phase?
-1s the projsct sanagesent plan {isplementation) rcﬂ‘l”i‘;tic and appropriate?

.Yes No know

. feasible workplan and budget?

. realistic schedules and assusptions?
. headquarter participation? -
_ participation of national officials?
. oerfersance(seif)evaluation nw!nr
. in-depth evaluation required?

. efficient phase-ont?

-Is tie project related to any other assictance activities undertaken by UNIDO in the courtry? —_

Don't
No know

<
L.
“n

CONCLUS iON 3
~1s the project warth deing?
-Can and shoyld UNINO execute the pro]oct?
-Is the praject cost-effective and technically sound?
-|s the prajsct design adequata7
-1s the project management plan adequate?
-1s the schedule of expenditures realistic?
-1s the propused project duration sufficient to produce outputs?

RECORMEMDAT 1 ON This project should be approved relected reforaulated
approved for joint iaplementation with
deferrad . referred to another agency

COMMENTS
[Please provide axplanatory or additional comesnts on the project, if necessarv, In an attachad narrative. In particuylar,
» comsent is suscifically requected vhenever a negative ites is checked above. [f an appraisal of all elemenis is not
required, the rolevant quastions will be circled by DEV and you need on]y f411 ¥n those portions of the form, Please chck
"don't know® coluen {f information not provided.

*)  Pl..se refer to "Guidelines on Technical Co-ope-ation Project Design and Appraisal® dated May 1982 before completing
fora. . L — -










