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Introductory Note

Problem addressed:

There is an insufficient common undarstanding of what constitutes
"quality” in technical co-operat:on programmes and orojects. A main cause of
this problem is the inadequacv of existing tools to assess or measure whether
quality criteria (e.g. relevance, feasibility, cost-effectivess,
sustainability) are met by such programmes and prejects. Furthermore, there

are no generally accepted standards against which to measure these criteria.

Objective:
The improvement of the tools and techniques used for the apprazisal of

technical co-operation programmes and projects so as to better ensure their

nverall quality.

This reference paper prepared by the Project Appraisal Section of UNIDO
raises a series of questicns for discussion by experts in the field of

appraisal of technical co-operation programmes and projects.




OVERVIEW

PPD/SMA/PA
16 May 1993

General agreement on the need for project

r (IDENTIZICATION)
== But what is the real purpose?

4 ~ appraisal.

Speciallized staff, staff responsible for

(FORMULAT ION )
T~ T project preparation, external consultants?

TECHNICAL
CO-OPERATION —— PROJECT ~¥¢

} APPRALSAL —>

v

wWhen a project documnt is completed and/or
-————— daifferent steps during projsct preparation?

Advisory role or participation in approval
decision?

WHEN

M.k, © MO PROUECT DOCUMENT IS PERFECT
© A GOOD PROVECT DOCUNMENT MAY NOT
PRODUCE ITS EXPECTED RESULTS
BOW oot
© MNOWEVER, A BETTER PROJECT DOCUMENT -
MAKES A PROJECT EASIER TO INPLENMENT

© QUALITY CANNOT BE DEFINED
IN ABRSOLUTE TERMS

All projects or according to certain limitationa (value, categories, etc.),
How comprehenslve?

Sound apprajusl requires to go virtually through the same kind of
project planner (PINNIDA)

o see page 6

exercise ss the

KETHOD UNDP,'UNIDO T00LS CRITERTA
l GUIDELDES
LOGICAL THINXING ,
(LOGICAL fRAANEWORK)
see page 7 see page 8 see page 9 see page 10

o Ald s provided to thoae
countries shere institu-
tions are weakest and risks
are greatest (British ODA)

o Ald foouses on cowuntries
which arxe too risky for
foreign commercial invest
ment (ODA)

© Tech. oco-operation should
provide support to private
sector investmeata (UNDP)

o Teah. cooperation covers a
wide spentrum of assiest-
arce, depending on:

812EZ (small projects;
(integrated programmes

TYPE (autoncmous aotivities;
(relatel to investmert

LEVEL OF DEVELOPHENT RECIPIFNT

GRANT OR PURCHASE BA3IS

o€e page 11
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WHAT_IS_APPRAISAL?

UNIDO

"Appraisal is the critical assessment of the relevance, feasibility and potential effectiveness of an activity before a decision
is made to undertake that activity, or to approve assistance for It." [United Nations: Joint Inspection Unit (JIU/REP/78/5)]

The Project Mppraisal Section will appraise complete draft project documents and their overall quality on the basis of the
WNDP/URIDO guidelines for project design and evaluation and of the applicable guldelines of the donor or financing
organization(s). It will also ensure that piojects conform with UNIDO policy. [ UNIDO ]

The Project Appraisal Section may be requested to advise on project design and formulation (particularly in the case of large,
complex programmes comprising a set of interrelated projects). [UNIDO]

A Appraisal Nemorandum on each project’s relevance, feasibility and potential effectiveness is issued to the approval

autharities at UNIDO to facilitate decision-making on each project; the Chief of Section is an advisor to the Project Review
Commlttee. [UNIDO)

ORCD, DAC Principles for Project Appraisal, 1988

"Tho purpose of appraisal is to enable declsion-makers to make rational project cholces and to contribute to good project
design". [paragraph 18 ]

This presupposes a thorough initial project screening process resulting in a short-list of projects which would be the subject
of detailed formulation and appraisal. This process ensures that implausible projects do not acquire a life of their own.

[paragraph 9 ]

At the decision stage, appraisal will enable those concemed to ensure the soundness (overall quality) of a project, the
superiority of its design to alternative means of meeting its objectives and its readiness for implementation. [ paragraph 19]




Cause/Effect
analysis

Tree analysis

Problem
Ubjective
Alternative

v

CONSTRAINTS related to

—————— OBJECTIVE

Firet used by USAID; Jlater adopted by all
major development agencies

It is used toO:
Analyse problema, stats realistic objectives,
£ind suitable solutions, anticipate risks (DANIDA)

PROBLEM

(ALSO GOAL, SOLUTION)

STRATEGY

(ALSO APPROACH, SOLUTION)

METHOD per se

METHOD as applied

PRACTICE
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METHOD

LOGICAL THINKING

(LOGICAL FRAMIWORK)

sane questions which arise when using the tree amalysis

How to identify the central problem? s it always possible to single it out?
What if & project le iIntended tO address several problems at the same time?
How to verify a problem’s importance to the recipient country?

What 12 UNIDO and/or donor do not agree wWith recipient?

What if available inputs are not adequate to the problem(s) identifiea?

How to link inmmediate objectives to development cbjective? (short-term versus long-term goal)
How to select appropriate cobjectives? (priorities)

Are there any objectives other than the dhe ones atated? (overt v,
What Af some of the cbjectives are incompatible?

What if there is disagresment over odjectives between UNIDO & Govt. or between counterparts?

covert goals)

How to ensure conajlatency between inputs and major elements?

When ehould & phased approach be preferable?

How to asseas whether counterpart pport ie adequate? What if it is not?
Mow to reach direct reciplents/target beneficlaries?

Is it always possible to minimise internal and external riska?

To what extent outputs should be quantified?

How to determine whether a regional or national approach is best?

Logical analysis depends On viewer’s assumptiona (to what extent e to
everybody?)

Although there is a lack 2f independent measurements, an appralser has to maks choices basad nn
value judgemente.

Can the same approach be used for all type of projecta? Doea it make aense?

Sometimes inputs/budget are & known quantity and project has to be based on those elements
rather than developed from problem analysie.

Political ressons for doing the project.

Lack of basio information on problems to be addressed, counterparts, etc,

what information is provided is not linked to the project

Time constraints, pressure on officers responsible for project development,

Financing institutions tend to be more lenient when they are i{nterested in a project, and may
have design requirements which do not fully coincide with thome of UNIDO,




UNDP/UNIDO

GUIDELINES
;. ::.:rl" ‘:“ °"_: 2 ovor The design of a project and the information required may
- Nost country stretegy < (A) CONTEXT vary agcording to SIE: > § 180,000 (large-scale)
3. Prior or ongoling amslstance < § 150,000 (snall-scale)
4. Institutional framework FUNCTION: Institution-Building (modules in outputs)
t t
1. Present situation ::::"‘:"’”'
2. End o: project situation seminar
3. :.zvo bono!lox:rl.o- v Fillot
4. Stimtegy & ilnstitutional arrangemente -
3. Reason for UNIDO amsistance - (B) JUSTIFICATION
. s ‘el conald o Based on experience and the feedback of evaluation ewsrcises,
. c:::d:uuan erations guidelines tend to become MOre Specific and come
. arrangements
e, Cowterpart s rt capagity close to providing same sort of standarda.
° How far can this process go?
v
(C) DEV. OBJECTIVE
Irmediate objective(s)
Ooutput(s)
Activities < (D) “AJOR ELBMENTS
Govermment <———CRITERIA AND STANDARDS [ sce page 6]
UNIDO :
}: (E) INPUTS
(F) RISKS
Prior obligations
b ilsites
rereq < (G) OBLIGATIONS
heviewm
Reportl
e tat tom * (H) MONITORING
Areas of main cnncern for donors
(I) LEGAL CONTEXT (how do they affect guidelines,tools, criteria?)
o Socio-sconomic aspects
(J) B U D G E T o Dnvironmental effects
:t?rk plan © Allocation of resources
£ ‘nedule fOr reviasws, reporting, evaluation © Sustainability
:u:du‘dm legal text for nom-SAB countriess/ (K) A N N B X E S © Beneficlaries
TRiINING progreasmas/ [ dequate maint
Equiprent requireresntas/ o Riwks
Job descriptionas/ © Absorptive capacity
Fremework for effective participation of national & international ataffa/ © Supp. to private industries, commercial agreements
i 1al & ing ar ) ta (for nutional execution)

&7 1f required




A. PRIMARY B. ANCILLARY

|

CENERAL CHMECKLIST
(Intermal Appralsal Aesport) Project databaae

SHRALL-SCALE PROVECT Cvaluation reporta

WORXSHOPS Hesti™e/discussions with substantive ataff
TRAAINING Individual research on documents

PREFPARATORY ASSISTANCE Appraisal misalona

[anlanYant e Ve o Pon Y o

ENVIRCGMMENT

[atasdsasniasaia adatalale ool s s o au ey

WCHEN

A CRECKLIST la & tool to aaaial in the appralsal process, as a
reminder o the appralser of certain key queastions wr ch should bdbe
coneidered besfore recarvending whether Oor not A pProject ahould be
approved. A chacklist doea not attempt O COVer every queation
appropriats to the proper appralsal of a project; not all queations
in the checkllet ars necessarily applicable to all projecta. 1t
must be applled with common eense. (UNDP)

HEASUREMENTS: To esach question In the checklist appraisers are
SUpposad to anawer with a valus judgerent, To what sxtent are asuch
juigerents based on:
© logle
conTrONn SeNae
personal experience
comron experlence
specific parametare

o000

C. TO WHAT EXTENT CAN CHECKLISTS APPLIED FOR APPRAISAL
OF INVESTMENT PROJECTS BE USED? (see rinnioa: ceneral cuidelines

for Project Appraiesal)

Technical Appraisal
Technology & engineering
Plant layout
Cost estimates
IspleMantation sohedules
Supplies
outputas

Inetitutional & Managerial Appraisal
Plant/project organisation
Managerial skills
Utilisatian of local capabilities
Training provieions
Relation to country institutions

Scclal Aspects Appraisal
Income distribution
Job oreation
Women particlpation
Regional development
Effects on traditional life pattemrn
culturel/political effecta

Commeroial Appraisal
Demand
Marketing channsls
Procurement procedures

Legeal Aspects Appralsal
Contracts among parties concerned
Licencing proocedures
Finanoing procedures
Proourement procedures

Environment Aspects Apprsisal
Waste management
Ecological impacts
Nealth

rinanclal Appraisal
(Non-income projects)
sSumtained avallsblility of funds
(Non~profit projeota)
Subsldies
(Profit projects)
Het income/loss
Assets/liabllities
Cash flows, eto.

Cconomic Appralsal
Shadow or scolal prices
Transfer payments
Indirect effects

Soenaitivity Analyals

Quantities and prices of outputs & Lnpute

Time-frame for project implementation




CRITERIA

RELEVANCE: Consistency of the
lrmediate objective(s) with (a) the
central problem identified and (b)
the prilority needa of the recliplent
country (or 9roup of nountries) as
indicated in the Development
Objective.

FEASIALLITY: The extent to which a
project is likely to achieve its

Irmediate Objective(s).

COAX-XFFECTIVENESS: Envisaged
relationship betwesn the costs of
implerent.ng a project and its
esxpected Dbenefite (outputs or
objectives)

SUSMIAINARILITY: A project can be
coneidered to be sustainable when it

is able to deliver benefits for an
extended pericd of time after
external assistance has besn
terminated.

{DAC principlea, para.2o0)

SOME_CRITERIA FOR _OVERALL QUALITY

COMMENTS

A project might be found to be both feasible and cost-effactive - as
described below - but still not be relevant because it fails to make

MEANS OF ASSESSMENT

(&)

Logle; common sense

& significant contribution to the solution of the identified problem {(b) Loglc; experience
or the attalnment of the long-range goals and priorities of the
recipliesnt cocuntry. [l‘c P.d ]
There arc several key factors which may affect the consistency of
the proposed project satrstegy, such as:
(a) the adequacy - both in qualitative and quantitative termas - asa (a) OQuantifiable
well as the timsliness of all inputs, inaluding counterpart indlocators
Support capacity;
(b) the nature of the prior obligations and prerequisites which are (b) Experience
required for project implementation;
(¢) external rieks; (¢) Experience;cammon sense
(d) the attitude of the project beneficliaries. (d) Experience
[uo p.3 ]
When comparing different atrategies for the same project or Experience; quantifiable
different projects, the alternative to he preferred 1ls that one indicators,
which requires the lesser cort to produce the expected
outputs/achieve the cbjectives. [uo P.3 ]
Depending on each project sustainabllity criteria may include)
(1) Conducive policy enviromment
(11) Clear and realietic goals
(1\1) iec a and sustalnablity
(iv) Affordabllity in terms of initlal costs and of operations & maintenance
(v) Active involvement of local authorities and counterparta.
(vi) Cholce of technologies appropriate to recipient‘s economic and social conditlons
(vil) Realistic time-frames
{vil}1) Adequate maint and PPOrt aystems, and their management after project completion

(ix) Compatibllity with socio-cultural environment
(x) Environmental sustalnebility,

STANDARDS
AL _Rressnl

There are no
generally accetable
yardsticks againast
which to measure
the relevarce,
feasibillity &
cost-effectivenass
©f technical coope-
ration projects,

Technical coopera-
tion projects eiude
simple and rigorous
criteria [unw.
Hanual on how to
write a project
document ]

in_the future
Would it be poe-
Sible & necessary
to develop such
standards based on;

(8) the feedback
from evalustion
exercises [ see p, 4]

(b) the analysis
used in connwection
with investment
pm‘ocnt see p.5 ]

(c) Other?

- 01



Particularly in the case of funds for which projects are very often developed on a case by case basis without any significant
programming or initial screening with recipients’ involvement, it is noted that:

1.

There is often an incompatibility between the need to obtain quick results in the short-term and tie need for strengthening
local capabilities in the long-term.

Projects are often designed for objectives identified by UNIDO and/or the donor for the recipient - not vice-versa,

Technical cooperation is provided free of charge to the recipients; their costs are generally limited to administrative
and logistic support.

Resulting partly (but not only) from this, the wmitment and Involvement of the recipient is weak. Indeed counterparts
are viewed in general as the “assistants" of the foreign experts who act as frontline operators. Should these roles not be
inversed, so that the supplier of services (foreign expert) ls the counterpart of the "buyer" of services (the recipient
institution and its staff)?

In this connection, the inadequate local cost funding of projects tends to reduce the effectiveness and quality of projects
and threaten their sustainability.
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