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VALUATIONS ARE VITAL to improve
E the quality of development assis-

tance. They are instruments
which are used to steer projects towards
the attainment of their goals and to pro-
vide information on which to base deci-
sions. The knowledge and experience gai-
ned during evaluations helps us to
understand the fnechanisms in play
within the development and assistance
processes. Another purpose of evaluation
is to provide a basis for accountability
and information to external audiences.
SIIA’s evaluations report the results of
development assistance. Credibility is
assured by the utilisation of external,
independent expertise.

The Evaluation Unit at SIDA bears
overall responsibility for the evaluation
of SIDA’s development assistance.
However, several of SIDA's other organi-
sational units commission evaluations
within their own sectors. Each unit must
ensure that the results of these evahua-
tions influence and enhance the activiti-
es of SIDA and its recipient countries.

This manual’s primary aim is to clarify
the role of evaluation as 2 working tool
to SIDA management and personnel and
to facilitate the work of evaluation

at SIDA. A secondary aim is to explain
SIDA’s evaluation policy and quality
requirements to consultants. Finally, it is
also hoped that NGOs involved in deve-
lopment assistance and students interes-
ted in evaluation will be able to find
information: of value in this book.

The manual has no “official” status in
that it establishes compulsory instruc-
tions for evaluation activities. Formal
regulations are published in SIDA’s
Development Assistance Manual.

The main part of this manual has
been written by Elisabeth Lewin, Head
of SIDA’s Evaluation Unit 1986-20. The
first edition of this manual was publis-
hed in 1992 A second edition followed
in 1993, This edition includes a new first
step in the evaluation process, the “Start
Meeting” introduced by the Evaluation
Unit in 1993,

This English version is a translation of
the second Swedish edition. It is inten-
ded to meet the needs of non-Swedish
staff at the Development Cooperation
Offices abroad and international consul-
tants contracted by SIDA.

Stefan Dahlgen
Head of Fvaluation Unit



What and
Why Are They Undertaken?

Introduction

EVALUATIONS ARE SYSTEMATIC assessments
of projects and programmes, strategies
and methods and their results and
effects.

Evaluations are, of course, not exclusi-
ve to development assistance. They are
carried out in all sorts of activities: tech-
nieal, medical, economic etc — anywhere
it is necessary to ascertain if objectives
have been achieved, which results and
effects the ectivities have had, which
constraints and problems have occurred
and if the efforts made have been worth
the funds invested.

Evaluation of developrnent assistance
is no exact science, but neither is it mere-
ly generalised opinions. Evaluation in the
development assistance context is imple-
mented in a systematic and methodical
fashion and is based on scientific met-
had, expertise and sound common sense.

Evaluation, just as overall develop-
ment policy, must be based on a concept
of what is meant by development, how
economic and social change is achieved
and which processes lead to the real
development of people, communities
and nations. It is important to under-
stand the development process on both
macro and micro levels.

There is no single development theory
which applies to every situation in every
country. Various approaches have domji-
nated in different eras and countries,

and diverse political systems have
espoused different ideas.

Similarly, there is not one single form
of approach to, and method of, evalua-
tion but a multitude. Evaluation metho-
dology must be adapted in each individu-
al case to the character of the pro-
gramine, the context in which the pro-
gramme is placed and the time and
resources available. The aim of the evalu-
ation also affects the choice of approach
and data collection methods.

Various reasons for
undertaking evaluations

THE PRIMARY AIM of evaluation is to provi-
de knowledge and experience which will
lead to improvement of both the quality
of developrment co-operation and the
processes of giving and receiving deve-
lopment assistance. By provision of a tho-
rough and independent analysis of the
results and effects of the various pro-
grammes, evaluations shall provide deci-
sion makers at all levels with the oppor-
tunity to make well informed decisions.
There is a clear link between evaluation
activities on the one hand and decision
makers both in Sweden and recipient
countries on the other. Evaluations are
steering instruments. They also function
as alarm bells which ring if projects are
not leading to the desired resuits.
Evaluations also provide information.
Even if other objectives dominate, the
accountability and information aspects

Chapter 1
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carried out in all sorts of activities: tech-
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constraints and problems have occurred
and if the efforts made have been worth
the funds invested.

Evaluation of development assistance
is no exact science, but neither is it mere-
ly generalised opinions. Evaluation in the
development assistance context is imple-
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fashion and is based on scientific met-
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economic and social change is achieved
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development of peeple, communities
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gramme is placed and the time and
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ation also affects the choice of approach
and data collection methods.

Various reasons for
undertaking evaluations

THE PRIMARY AIM of evaluation is to provi-
de knowledze and experience which will
lead to improvement of bath the quality
of development co-operation and the
processes of giving and receiving deve-
lopment assistance. By provision of 2 tho-
rough and independent analysis of the
results and effects of the various pro-
grammes, evaluations shall provide deci-
sion makers at all levels with the oppor-
tunity to make well informed decisions,
There is a clear link between evaluation
activities on the one hand and decision
makers both in Sweden and recipient
countries on the other. Evaluations are
steering instruments. They also function
as alarm bells which ring if projects are
not leading to the desired results.
Evaluations also provide information.
Even if other objectives dominate, the
accountability and information aspects
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are always present. In addition, evalua-
tions attempt, at 2 more general level, to
increase the level of knowledge of the
mechanisms at play within development
assistance.

Evaluations teach us what works well,
and less well, in the programmes, which
problems exist and why the intended
objectives have been achieved or not as
the case may be, They can prevent the
repeat of the same mistakes and so lead
to better development assistance.

In summary, evaluation activities can
be said to have three major aims:

1) to improve strategies, projects and pro-

ZYAMmmEs.

Through evaluations of both unsuc-
cessful and successful programmes,
knowledge and experience is generated
which can improve future development
assistance, Availability of funds is always
limited in relation to existing needs and
it is a legitimate interest for both donors
and recipients to achieve the best possi-
ble results from available resources.
Evaluations can provide knowledge
which contributes to an optimal utilisa-
tion of resources.

2) to increase knowledge of developmenm
mechanisms and the effectivensss of
different srrategies

Evaluations often give rise to debates
concerning development objectives and
programme design both within SIDA
and in society in general There are many
examples of how this has lead to a re-
examination and improvement of met-
hods and approaches — both at the pro-
ject and strategy levels,

Evaluations contribute to the learning
process in organisations, In that evalua-
tions demonstrate which strategies and
methods are successful, and unsuccess-

ful, and which factors encourage or hin-
der the attasinment of the desired results
and effects, they help to teach the mana-
gement and personnel of all organisa-
tions involved. In the long term this
should lead to a more effective and effi-
cient development assistance.

3) to report the results of development

assistance

Result reporting is here defined as the
provision of systematic information on
the results and effects which have occur-
red from a development assistance input.
This information is required by the parlia-
ment which has established the goals for
development assistance, supplied policy
guidelines and allocated funds for its
implementation, the government which
provides instructions to SIDA as to the
utilisation of the funds and the public
which contributes resources through taxa-
tion. It should be observed that the infor-
mation mentioned here does not include
financial accounting for allocated funds
which is carried out by external auditors.

For SIDA intemally, and for the reci-
pient countries the first two aims are the
most importarit. The third aim is, howe-
ver, fundamental to SIDA’s external rela-
tions to Parliament, the Government and
the general public and is essential to
retain political support for development
assistance,

internal users of evaluations

B SIDA: sector divisions, regional
secretariats, SIDA’s Executive and
management

M Recipient countries: project mana-
gement, implementing institutions

External users of evaluations

B Sweden: Parliament, Government,




|
!
{
|
r

the general public

B Recipient countries: Government,
public and private institutions,
researchers, other donors

B Donors agencies, international
development organisations and
research institutions.

What is evaluation?
Definitions and demarcations

ACOORDING TO THE Oxford Dictionary,
the verb to evaluate means “to establish
or assess the value or result”. As applied
to Swedish development assistance, the
word mieans an activity which establis-
hes the value and results of those deve-
lopment assistance programmes suppor-
ted by Sweden.

Within the professional literature of
the field, a large number of definitions
can be found, some wider or narrower;
others more vague or more specific. The
Expert Group on Aid Evaluation, form-
ed by OECD’s Development Assistance
Committee, DAC, representing the
evaluation expertise of some twenty
bilateral and multilateral development
agencies has established the following
definition:

99 An evaluation is an assessment, as syste-
matic and as objective as possible, of an
ongoing or completed project, programme
or policy, its design, implementation and
results. The aim is to determine the rele-
vance and fulfilment of objectives, deve-
lopment of efficiency, effectiveness,
impact and sustainability. An evaluation
should provide information that is credible
and useful, enabling the incorporation of
lessons learned into the decision-making
process of both recipients and donors. LL
SIDA has adopted this definition and

the approach it represents.

What are evaluations and why are they undertaken?

‘What, then, characterises evaluations,
separates them from other studies and
attributes special value to them as deci-
sion making tools?

SIDA’s Evaluation Unit has formula-
ted the following criteria for evaluations.
They shall:

M review programmes which have
been implemented for an extended
period of time,

B aim at measurement of results and
effects against stated goals, analyse
causes and effects, examine effici-
ency, implementing processes and
work organisation,

B be based on systematic collection
of data and recognised evaluation
methods,

B be as objective as possible and
implemented by independent
expertise who are unconnected to
the activity to be evaluated,

B serve as a basis for decision-making
and planning concerning continu-
ed support and /or the systematic
build-up of knowledge in specific
areas.

These requirements establish the char-
acter of evaluations but do not form an
absolute and unambiguous borderline
between evaluations and other types of
agsessnent studies. Many other studies
fulfil one or more of these requirements,
sometimes it is a question of degree rather
than type of distinction.

The independence criterion is an abso-
lute demand concerning SIDA’s evalua-
tions and therefore establishes 2 demar-
cation line between evaluations and seve-
ral other studies which are carried out, at
least partially, by SIDA’s own staff or by
consultants or institutions closely con-
nected with SIDA.

Chapter 1




What are evaluations and why are they undertaken?

Impartiality in the evaluation process
is a precondition for independent, neu-
tral value judgements and decreases the
risk of conflicts of interest between
those responsible for the programme and
the evaluating authority or organisation.
Independent evaluators, who have gained
experience of similar activities but have
not previously been involved in the pro-
gramme to be evaluated, can take a fresh
look at activities and propose new and
unconventional ideas and solutions.

An independent evaluation process
and a high level of integrity of evaluators
give credibility to evaluation results, espe-
cially with external interested parties, It
must, however, be said that absclute
independence is an ideal which is diffi-
cult to realise — even independent consul-
tants may have interests to protect.

The position of the evaluation
in the project cycle

EVALUATIONS ARE ONLY one of several
sources of knowledge at SIDA's disposal.
The authority continucusly carries out
both periodic and ad hoc assessments of
projects, programmes, sectoral support,
strategies and methods. SIDA has access
to a large number of information sources
— appraisals, formal and informal project
reports , sector reviews, special studies
and evaluations, All these sources inter-
act to form SIDA’s collected assessment
and are the basis for decision making.

I is important that SIDA applies a
single terminology with regard to diffe-
rent studies and reports. In-house defini-
tions are as follows

The Appraisal is an assessment of a
project idea before SIDA takes the final
decision on support. The Appraisal is
often carried out by Swedish consultants
in order 1o assist the recipient country in

the development of a project idea or to
specify and delimit a proposed project.
The Appraisal Report forms the basis of
the recipient country’s request.

Monitoring is the term used for the
continuous reporting concerning utilisa-
tion of resources and progress of activi-
ties which is carried out during project
implementation. The aim is to check
that activities are implemented as plan-
ned and lead to established objectives.
Monitoring should be adapted to the
recipient’s own reporting procedures as
far as possible. Annual sector reviews
carried out by SIDA are a part of this
process.

Responsibility for this monitoring lies
within SIDA at the sector divisions and
the Development Co-operation Offices
(DCOs) in the countries concerned.

Evaluation is an assessment, after the
fact, of the effects and resuits of a pro-
ject or programme. Evaluation can be car-
ried out when a long term development
assistance project is about to be comple-
ted or when one phase of the project, eg
an agreement period, comes to an end.
The responsibility for evaluations may lie
with: the Evaluation Unit, the sector divi-
sion which has administered the project,
the Regional Secretariat or the DCO,
Division of responsibility, and degree of
involvernent of Fvaluation Unit is deci-
ded at the outset of each individual eva-
luation process at the so called "Start
Meeting”, (see Page 26 below}.

The concepts appraisal, monitoring
and evaluation must be clearly separated.
It is especially important to remember
that project, programme and sector re-
views are various forms of monitoring
and that evaluation is something totally
different.

One distinction between these three



What are evaluations and why are they undertaken?

appraisal monitoring evaluation
-].--- --time axle .. __ |_ __________ |_ ..................... J.---.I-..,.
project  idea agreement  project end of project phase 1
idea preparation  signed; implementation period of agreement
project started
types of study is the timing of their Cause and effect

implementation. Their respective places
in the profect cycle ie time schedule for
the project is illustrated in the figure
below. The studies are listed above the
time axle and the project events below it.

What does the evaluation
attempt to measure?

ALLevaLuaTIONs differ. Each evaluation
must be based on the prograrmme to be
evaluated, its objectives, plans, implemen-
tation, effects and special problems. It is,
however, possible to identify a number
of assessments which must be made in
the majority of evaluations.

Relevance

Is THE SweDISH input relevant — in rela-
tionship to the needs and problems expe-
rienced by the recipient? In relationship
to the Swedish development goals?

The degree of relevance has of course
been explored before the Swedish sup-
port was initiated but the recipient
country situation may have undergone
change, or mistakes may have been made
in the original analysis.

Achievement of chjectives

To wHICH DEGREE have the stated objecti-
ves been achieved? The analysis concerns
objectives at.different levels: outputs and
project, sectoral and development objec-
tives,

WHAT WERE THE causes of low or high
levels of achievement of objectives? Can
a cause and effect relationship be signifi-
cantly established between the project
and the measured results? What have
been the main problems experienced
during programume implementation?
Which constraints and which opportuni-
ties exist in the project environment?

Efficiency

WHAT HAVE THE ACTIVITIES cost — totally
and in relation to results? Have resources
been utilised efficiently? Could the same
or better results have been achieved with
less resources? Could the allocated resour-

ces have been utilised more efficiently?

Impact
WHICH LONG TERM results has the pro-
gramme achieved? Which economic, so-
cial or other impact has the programme
had on the target group and the society
in which they live? Has the programme
lead to any permanent and sustainable
changes or improvements? Have any
unforeseen effects occurred? Positive or
negative? Has there been any environ-
mental impact?

Lessons learned

WHICH IMPORTANT LESSONS and experience
of a more general nature has the evalua-
tion provided? Any lessons of interest to
those who are not directly involved in

Chapter 1




What are evaluations and why are they undertaken?

the specific programme should be repor-
ted separately in the evaluation report.

Different types of evaluations

SEVERAL DIFFERENT TYFES of evaluation can
be distinguished. Evaluations are carried
out at different aggregation levels — project,
programrne, sector and country. Evalua-
tions can also be thematic in nature.

NGOs or international organisations
which are recipients of Swedish develop-
ment assistanée funds may also be evaluated.

Another possible focus could be the
comparison of different development
assistanice methods. One special type of
evaluation is named “impact evaluation”.
Below follows a brief description of each
of the types mentioned above

Project evaluation is aimed at one sing-
le project. This enables a thorough analy-
sis of the entire project and can cover all
its important aspects. This type of evalu-
ation is problem oriented and project
specific. The results of the evaluation
can therefore be of substantial use to the
management of the project. Evaluations
of pilot projects can gain influence
which extends far beyond the actual
project in questior,

Programme evaluation covers the evalu-
ation of a programme, ie. several projects
which are interconnected and related to
the same goal. As an example, the evalua-
tion could cover several projects within
the health sector in a country: training
essential drugs, equipping of health cen-
tres, support to the planning unit of the
Ministry of Health etc. Swedish support
to this type of programme is called sec-
tor support (see below),

The term programme is also utilised
for certain other forms of development
assistance which are not connected to

projects or sectors, eg commodity assis-
tance, support to structural adjustment
programmes, regional programmes,
humanitarian assistance and disaster reli-
ef. The concept “non-project assistance” is
also used for these forms of assistance.

Sector evaluation concerns the evalua-
tion of a country’s sectoral support eg.
the Swedish assistance to several projects
which are interconnected and related to
the same goal {see above). In these cases
the sector evaluation is the same as the
programme evaluation. However, a sec-
tor evaluation can also cover several dif-
ferent, programmes within the same sec-
tor in a country, eg. the industry sector
in Tanzania (small industries, rehabilita-
tion o f large scale industrial plant and
import support), where each programme
has a different goal.

Country evaluation is the highest level
of aggregation and consists of an evalua-
tion of all SIDA's (or Sweden's) develop-
ment assistance to a certain country over
an extended period of time. Only a few
such evaluations have been carried out
to date,

Thematic evaluations cover the evalua-
tion of a series of projects or program-
mes of the same or similar type, often in
different countries. As examples, evalua-
tions of essential drugs programmes,
rural electrification programmes and
development of teaching materials for
primary schools can be mentioned.

Impact evaluations concem studies
which attempt to measure the long term
impact of a programme An impact evalu-
ation is only meaningful when a program-
me has consisted of a massive input
aimed at solving a certain problem and
has continued for a considerable period of
time. An example of such an evalus-




tion is the study carried out on the effect
of a measles vaccination campaign on
morbidity and meortality from this disease.

According to SIDA's “Guidelines for
Project Support”, the “input” is the part
of the project financed by Sweden.
Generally it is impossible to assess the
effects of the Swedish contribution sepa-
rately, only as a part of the project or
programme supported.

The prevailing policy is that SIDA's
support cannot be viewed as a separate
phenomenon, but as an integrated part
of a programme for which the recipient
country bears the full responsibility.
However, within the framework of the
evaluation, special attention shall be paid
to the Swedish input and SIDA’s role in
the development process,

Organisational evaluations are underta-
ken of non-governmental organisations
(NGQs) which are recipients of SIDA
funds for the support of development
projects. Such studies called “capacity
studies” are commissioned by the NGO
Division at SIDA with the purpose of
assessing these organisations’ capacity to
manage development assistance projects.
International organisations through
which SIDA channels development
assistance may also be subject to such
studies.

Evaluation of development assistance
methods, finally, concerns analyses of the
effectiveness of various approaches and
strategies. As an example may be mentio-
ned the evaluation of the effectiveness
of technical assistance personnel or insti-
tution to institution collaboration.

Evaluation of mulii-biprojects. In princi-
pal, SIDA’s mandate is limited to bilate-
ral assistance, while multilateral develop-
ment assistance is administered by the

What are evaluations and why are they undertaken?

Ministry for Foreign Affairs. However, a
considerable portion of bilateral funds is
channelled through the United Nations,
in the form of multi-bi projects. This
arrangernent could mean that UNDP
and one of specialised agencies of the
UN (ILO, UNESCO, WHO etc) together
with the recipient country are responsi-
ble for the planning and implementation
of the project, while SIDA. provides the
financing. SIDA's role is then to examine
the plans and budget before decision on
financing is taken, periodically monitor
reporting and possibly take part in evalu-
ations,

Within the UN systern annual re-
views of projects are carried out together
with more extensive mid-term reviews
half way through the project period.
These tripartite reviews are jointly carri-
ed out by cooperating partiess UNDP,
recipient country government and the
implementing agency. The fatter can be
one of UIN’s specialised agencies or a
national institution. SIDA, is invited to
participate in reviews of Swedish finan-
ced multi-bi projects. The three parties
named above plus the financier, eg.
SIDA, are also invited to take part in
final evaluations of multi-bi projects.
Generally SIDA ‘s participation is limited
1o approving the Terms of Reference,
the selection or approval of evaluators,
and the examination of the final repost,
although personal participation in such
evaluations does also occur. This involve-
ment provides SIDA with a valuable
opportunity to monitor the effective use
of development assistance funds and to
ensure that they are utilised in accord-
ance with guidelines for Swedish deve-
lopment assistance,

Chapter 1




Approches and trends in development assistance

Approches and trends

in development assistance

T and the processes of develop-
ment-are issues always at the

fore for those involved with develop-

ment assistance. These issues: are very
complex and there are no su‘nple an-

swers, Development theories change

over time, each era is ‘characterised by
one or mgre dominant approach.

Organisations-and donors design
their developrient assistance policies
in accordance with the approach that
they and their decision makers:adopt.
When the approach changes, so do’
the policies.

Some clear trends can be distin-
guished concerning development -and
development assistance policies.
Witheut claiming total coverage-or
accuracy, some of the most important
trends in the last 30 years may. brreﬂy
be described as-follows:

During the 1960s, when the deco-
lonisation of, primarily, Africa progres-
sed at an increasing pace, an extreme
development optimism prevailed.
Development, which had been held
back by colonialism would take off
with the help of massive transfer of
capital and technical assistance.
Development was equated with

economicgrowth. The goal of the - -

UN's first development decade ~ the-
60s —was ap annual GNP growth of
5% for developing countries as'a
group. Towards the end of the deca-
de, the insight that economic growth
did not necessarily mean development
began to dominate. Theories concer-
ning continued dependence stated

HE CAUSES OF un'der.develop'_ment _

that the underdevelopment of the
third-world was a precondition for
continued welfare in industrialised
countries. Neo-colonialism became a
current concept. -

The 70s began with the establish-
ment of a number of global strategies
for the development of the third

_ world. The problems were naw consi-

dered to beso large scale and s com-
plex that co-ordinated inputs on a
global scale were necessary in order
to find a solution to them: Global UN
conferences followed each other in
rapid succession: food supply, populs-
tion, environment, water, women;
industry. Global goals were establis-
hed. Developing countries demanded
that new organisations and special
funds be set up for aII these specific
purposes:

After the first ol crisis of 1973,
when the QPEC countries demonstra-
ted their strength and the dependence
of the industrialised world, the UN
succeeded in adopting a resolution
concerning a New Economic World
Order. Unfair terms of trade were
defined as the source of underdeve-
lopment. Alterations in the rules of the
game werge demanded by the third”
world including foreign trade, transfer:
of technology and increased influence
in international organisations. The

. North-South dialogue was initiated

with the aim of creating a more equal
situation betweeén the industrialised

and the developing nations. in Sweden
the devefopment assistarice debate
was widened to include developing




‘countries as a whole and demands
‘were made for a co-ordinated
.Swedish development assutance

policy.
In 1976, ILO presented a new

~ approach to development, the so cal-

led basic needs strategy. The most
|mportant development goals were
now to fulfil the basic needs of the

entire population: food, housing,

hiealth, education, employment oppor-
tunities. Distribution of resources rath-
~ er'tham economic growth was empha-

- sised. Development assistance was

. increasingly steered towards the social

* sectors.and peorer groups. This strate-

gy was well placed in the Swedish

‘. development assistance ideology.

~ The1980s brought disappoint-

. ments. The developmental optimism
 of the 60s:had been replaced by pessi-
- mistri. The recession in industrialised
countries also affected the developing

-countnes negatively in the form of

e_c_re_as_ed___deman:d and lower prices

or their preducts. Econamic policies

--pursued in mariy developing countries

- “f4iled which resulted in decreased -

. 'agncultural production and ineffective

' industries. A massive transfer of

resaurces during the 70s and early 80s

_ from the industrialised countries to the
. developing countries eventually resul-

ed in a paralysing debt crisis.

it became clear that the long term-
crisis and the enormous debt burdén’
had damaged ary preconditiens for

-ecenomic growth and development. A

inful réstructuring was considered,

- - achieving future development. Thiese
“thetefore offered financial resources to
- those developing countries which

'p‘rrman]y by donars, as the only way- of

Approches and trends in development assistance

were prepared to implement a structu-
ral adjustment programme. Macro
economic analyses were increasingly
used to design development assistan-
ce. Donors.entered into “policy dialo=
gues” with recipient countries to a

-much greater degree, i.e: discussions

on-the country’s total development.
strategies.

The 80s became, with certain
exceptions in e.g. South East Asia, to
be concerned much more with survival
than development. The 19805 was 1o
e a lost decade for much of Africa
and Latin America. Drought in Africa
and other natural disasters lead to

‘epnergency situations in many countri-

es which threatened the lives of many
millions of people. Development assis-
tahce increasingly assumed the charac-
ter of disaster relief. Global and natio-

‘1l development plans were put on .
- hold. GNP per-capita decreased.in

many cases to 605 and 70s levels.
Social indicators showed deterioration.
It became clear that the State-had -
falled in its role as development _
- Centralisation; abuse of pcwer
mefﬂcnency and faulty investments -
were considered to be the causes of
the negative results. The development
model based on a strong governmen-

. tal apparatus ahd centralised decision-
1 ‘making was abandoned. A democrati-
“sation process was initiated in many’

countries. InLatin America, a transfer

| “4rom dictatorship to démocracy.oceur- -

red and by the end of the decade the

- era of the dictators was past.

Countries’ own respensibility for
their development was.increasingly
ernphasised towards the end of the

80s. Development assistance ¢an only.

Chapter 1
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be help to self help, a suppon to
national development efforts. At the.
same time, the insight grew stronger:

that msﬂtution buildmg and transfer of |

.cemnonents to, enabte the cour[tnes
_themselves to exefcise an eﬁectwe

ment T.he tnd ividual aga subject:rat-
‘her than an.object, The goal js to pro-
vide reasonable living conditions for.
all, but-also access to knowledge and -

' 'Itwng standard measurement —
- GNP/capita - UNDP has canstructed a
new meastirement. &f development,

the "human development mdex"

] Becen_val lsed systems are

' 'parhally replacing centralplanning and: _-

market forces determine production.

| seff-reliance, mdependence and

sustamab!e development are impor-

opportunities for. p_eople to gain power. | tar tc

~and influence over thelr own lives—
'empowerment _Democracy, human




The tasks of the Evaluation Unit

THE cenTRAL Evaluation Unit at SIDA
reports directly to the Director-General.
Organisationally the unit forms a part of
the Planning Secretariat. The unit is
independent of the operative sections, ie.
the sector divisions and regional secreta-
riats.

In spite of the comparatively strong
position of the Evaluation Unit, SIDA
can be said to employ a decentralised
evaluation system as it is the sector divi-
sions which have the responsibility for
the major part of project and programme
evaluations, The Evaluation Unit con-
centrates its resources on a limited num-
ber of comprehensive and principally
important evaluations.

OCne of the tasks of the Evaluation
Unit is to promote quality and indepen-
dence in all SIDA evaluations including
those commissioned by the sector divi-
sions or regional secretariats. The inde-
pendence criterion dictates that evalua-
tors shall be independent and unconnec-
ted to the decision making, administra-
tion and responsibility for the program-
me to be evaluated. This same indepen-
dence should, in principle, apply to all
stages of the evaluatio n process: deci-
sions to evaluate programmes, design of
Terms of Reference, selection of evalua-
tors and approval and publishing of
reports. The most important tasks of the
Evaluation Unit are :

A

Establishment of Evaluation Pian

SIDA’s Evaluation Unit proposes,
after discussion with other units in the
organisation, an Evaluation Plan for each
financial year. This rolling plan covers
three consecutive financial years. The
final plan is approved by the Director-
General on an annual basis.

The Evaluation Flan is an irnportant
policy instrument for SIDA as it deter-
mines the focus of the organisation’s eva-
luations and therefore also the feedback
and learning which is to occuy,

Responsibility for implementation
of certain evaluations

THE EVALUATION UNIT initiates, and is
responsible for, the implementation of a
limited number of general or thematic
evaluations each year. This task tends to
take an increasing amount of the unit's
human resources.

The evaluations undertaken by the
Evaluation Unit are generally of interest
to several divisions and units, within
SIDA and can significantly contribute to
the overall development of knowledge
in the organisation.

Provision of support to other units
within SIDA

THE EvaLuATION UNIT provides support
and service to sector divisions and regio-
nal secretariats regarding planning and
implementation of evaluations, design of
terms of reference, organisation of evalu-
ation process, selection of consultants

‘i'",n‘,-: ™ e
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Evaluations at SIDA

and dissemination of evaluation results.
Expertise in evaluation methodology,
experience of management of evaluation
processes, knowledge of consultants avai-
lable in such areas as transfer of know-
ledge, institutiona! development, leader-
ship and organisation, gender and envi-
ronmental issues plus experience of
effective feedback of results and lessons
learned from evaluations can be found
within the unit,

'rrainir;g SIDA personnel in the
management of the evaluation
process

I cO-OPERATION WiTH SIDA's Personmel
Development Division, the Evaluation
Unit has the task of training SIDA per-
sonnel in the management of the evalua-
tion process. Consultants may also parti-
cipate in this type of training,

Follow-up of evaluation results

I 15 ALSO the responsibility of the
Evaluation Unit to ensure that results
and recommendations are taken into
account when subsequent phases of the
evaluated projects are under preparation.

Stimulation of Organisational
Learning

IT 1s MPORTANT that general experience
and lessons learned are internalised and
lead to organisational learning. This
information must be utilised in the plan-
ning of other inputs and the establish-
ment and enhancement of strategies (see
Chapter 6).

Using completed evaluations as a basis
and in co-operation with the operative
units, the Evaluation Unit attempts to
disseminate the knowledge and experi-
ence gained and thereby stimulate lear-
ning within the organisation.

Publication of an annual report
and individual evaluation reporis

T EvaLuaTion Uit has an informa-
tion mandate vis a vis the different inter-
ested parties, primarily outside SIDA. A
reference library containing all SIDA
evaluation reports since 1968 is maintai-
ned and an annual catalogue issued. A
selection of evaluation reports are
published in book form in the series
“Bistand Utviirderat” in Swedish and
“SIDA Evaluation Reports” in English.

Beginning 1993, the Evaluation Unit
publishes an Annual Report which
includes a repost on current evaluation
themes and a summary of evaluations
within a special field. Summaries of the
previous year's evaluations are also inclu-
ded. The Evaluation Annual Reportisa
complement to SIDA’s Annual General
Report.

Responsibility for analysis of
results in SIDA’s budget proposal
(FAF)

In 1991, the Swedish Government intro-
duced a system by which SIDA is requi-
red to report the concrete results of deve-

lopment assistance activities (FAF).
Even though the organisation as a
whole must respond to this demand,
Evaluation Unit has the main responsibi-
lity for the analysis of the effectiveness
and efficiency of development assistance

Programmes,

The Evaluation Plan

PLANNING IS INITIATED when proposals for
evaluations are submitted by the opera-
tive divisions, regional secretariats and
DCQs in connection with their annual
planning exercise in March and April
each year. Each proposed evaluation shall
be well justified and fulfil certain requi-




rements, Together with SIDA’%s Execu-
tive, the Evaluation Unit has a special
responsibility to initiate evaluations
which are of general interest to the
entire organisation.

The Evaluation Unit makes a selec-
tion of proposed evaluations and propo-
ses a preliminary plan to be discussed
with SIDA's operative units, regional
secretariats and Executive, The final plan
is approved by decision of the Director-
General, usually in May each year, and
then distributed to all units in the orga-
nisatior, including the DCQOs,

The plan encompasses 2030 evalua-
tions per financial year. It should be
emphasised that these studies are merely
part of all the evaluations carried out by
SIDA each year. Further project evalua-
tions or detailed monitoring reports are
carried out and entirely administered by
the sector division or regional secretariat
concerned. The common factors for all
evaluations included in the plan are that
they fulfil the necessary criteria and that
the Evaluation Unit takes responsibility
for them.

Evaluations included in the pian can
be divided into three categories:

1. Studies undertaken entirely by
the Evaluation Unit. These are
marked (PLAN) in the Evaluation
Plan.

2 Priority evaluations which are
undertaken by a sector division or
other unit within SIDA but in
which the Evaluation Unit partici-
pates in certain phases and thereby
attempts to guarantee a certain
quality, These evaluations are
named priority evaluations and
marked in the plan by the use of
boldface type. The Evaluation

Evaluations at SIDA

Unit participates in the design of
the terms of reference, selection of
consultants, checking of final
report and feed back.

Approval of Terms of Reference and choi-
ce of consultant by the Evaluation Unit is
compulsory for priority evaluations. As
well as actual consultations, the
Evaluation Unit shail formally approve
these matters and be named on the deci-
sion form under “consulted” (samrad).
Consultations also take place in the
“Start Meeting” which is held to initiate
an evaluation. Co-operation between the
division responsible, the Evaluation Unit
and other int erested parties, e.g. regional
secretariats, shall be carried out accor-
ding to prescribed administrative routi-
nes. A successful working model could
be to form a steering committee (see
Chapter 3, pages 26 and 38).

3. Other evaluations entirely

undertaken by sector divisions.
On request from the division con-
cerned, the Evaluation Unit will
assist in the form of advice and
support regarding the design of
Terms of Reference and choice of
consultant, but no formal approval
is required. The “Start Meeting”
shall also be called for non priority
evaluations. s

It is obligatory to keep the Evaluation
Unit informed of the progress of the
implermnentation of the evaluation and
furnish the unit with some copies of the
final report. This is essential if all evalua-
tion reports mentioned in the plan are to
be kept in the Evaluation Unit’s referen-
ce library.
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which may be applied in other
projects and programmes. The
same is also true for evaluations of
pilot projects and experimental
activities.

5 Question. Evaluation results, par-
ticularly the unexpected ones, may
question what is being done and
may give rise to debate concerning
objectives, programme designs,
strategies or methods of imple-
mentation. Eventually this may
lead to changes in these areas.

6. Choose between different projects.
Evaluations can be used as a tool
when two or more projects are in
competition for funding, by
reporting which project is most
effective and efficient and there-
fore worth supporting, This can be
specially useful in times of
decreasing resources.

7. Report and assess effectiveness and
efficiency of utilisation of develop-
ment assistance funds. This func-
tion is of primary importance con-
cerning SIDA’s external principals
— the Parliament, the Government
and the general public.

A prerequisite for the influence of
evaluations is, of course, their active unli-
sation. both within the development assistan-
ce authority and in the recipient country.
The greatest risk to the successful fulfil-
ment of the Evaluation Unit’s functions
is that the evaluations are not put to use,
that the reports gather dust on shelves
and are not disserminated, read or discus-
sed. Implementation of an evaluation is
only half the job; to ensure that it influ-
ences decision making and learning wit-
hin both donor and recipient organisa-
tions is the other half.

Abuse of evaluations

Evaluations are not always the objec-
tive and unbiased studies they claim to
be. They are powerful weapons which
can be used for obscure and unexpressed
aims. It is wise to remember the risk of
abuse. There are good reasons to be awa-
re of the following situations

B The real aim of the evaluation can
be to validate decisions which
have, to all practical purposes, alre-
ady been taken, ie. the evaluation
is expected to provide arguments
to back up a decision and thereby
create opinion within the organisa-
tion for a certain action, An evalua-
tion is demanded for a project, al-
ready known to be a failure, in
order to obtain “objective support”
for the difficult decision to termi-
nate support.

B In close connection to the above is
the evaluation undertaken to legiti-
mise a programme or course of
action which has been questioned or
criticised by outsiders, An attempt is
made to prove that the "right
things” are being done, instead of
reporting the real problems.

B An evaluation can be used to post-
pone difficult decisions e.g. cancel-
ling a project, with the excuse that
more information is needed.

M An evaluation can be used to cover
up failure or mistakes by limiting
the study to activities which have
succeeded. Undesirable evaluation
results can be ignored by claiming
that the evaluators lack sufficient
competence, independence or
other prerequisites to carry out the
evaluation,
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agencies. After the first enthusiastic peri-

B An evaluation can be used to sink a 8
od of continuously expanding develop- : e
A

’ project, eg. during a power struggle

e ¢

prmm—

ture on evaluations. They are included in
order to make the user or cormumnissioner
of evaluations aware of abuse situations,
not because they are common at SIDA
or in any other development assistance
organisatioTL
Review of the origins and
development of evaluation

EVALUATION AS A CONCEPT within behav-
joural science has its origin in the 1930s
in USA when the need arose to measure
the target group effects of the social pro-
gramme introduced during Franklin D
Roosevelt’s presidency. However it was
not until the 60sand 70s that evalua-
tions became a common method within
the social sciences. Several of the stan-
dard works on the subject have their ori-
gins in this period.(}

In Sweden, evaluation was first deve-
loped and applied in the 50s, primarily in
the public school system through the
auspices of Professor Torsten Husén.
During more recent times the primary

-methodological innovators in the field
have been the National Audit Board, the
National Office for Rationalisation and
Economy and the Public Accounts
Committee of Partiament, all of whom
have a mandate to assess the efficiency
of the public sector and the civil service.

During the 70s, evaluations were seen
as a tool for project steering and policy
development in development assistance

or other conflict between inter- tment assistance allocatiohs and program-
E ested parties. mes and approaches often built on very T
These examples are taken from litera- | shaky ground, a need was felt to take a e

breather in order to review and critically
examine experience from activities to
date. By the beginning of the 80s most
donors had established evaluation units.
The United States Agency for
International Development, USAID, has
lead the field in development of approe-
ches and methods such as the LFA —
Logical Framework Analysis —a method
which has later been applied by a sub-
stantial number of donors including
NORAD and DANIDA. Within the UN
systern, concerted efforts have been
made to standardise terminology. The
World Bank has invested considerable
resources in evaluation and has become a
leading light concerning methodology
development, especiallycost /benefit ana-
fysis. This method is especially applicable
to infrastructure projects, the Bank's
most commeon field of operations at the
time.

During the 80s, most attention was
paid to evaluation as an instrument for
project steering. The work of methodo
logy development continued among
donors in co-operation, primarily within '
OFECD's Development Assistance
Commmittee (DAC) where a special
expert group on evaluation was formed.

Utilisation of evaluation results was,
however, considered to be the weak link
in the evaluation process at the end of the
80s and considerable efforts were made

by development agencies to improve and

1. For example Edward A Suchman: Evaluate Research, Principles and Practice in Public Service and
Sacial Action Programs,(1967) Carol Weiss: Evaluation Research in the Pchitical Context {1975),
Michael Quinn Patton: Qualitative Evaluation Methods{1980C) and Peter H Rossi and Howard E

Freeman: Evaluation, a Systematic Approach {1982}
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systemise the feedback of knowledge and
experience generated by evaluations,
Another weak link was considered to be
the recipient countries’ lack of interest
and involvernent in evaluation activities.

The more general evaluations began

to be seen as a tool for improving the
quality of development assistance and as
a valuable source of organisational lear-
ning about the development assistance
process. SIDA’s Evaluation Unit was for-
med as early as 1973. The evaluation func-
tion has, since then, developed in pace
with increased demands and improved
evaluation methods. Parallel with this
growth, the Evaluation Unit has gradually
acquired a stronger position within the
organisation.

All larger donors now include one or
several evaluation units. These units are
either located within the governmental
development assistance authority
(Denmark, Sweden, Great Britain,
Canada, USA) or within the ministry
charged with the supervision of develop-
ment assistance (Norway, Germany). In a
few cases evaluation units are located
both within and outside the develop-
ment assistance authority (Holland). The
World Bank has chosen a different
model in that its evaluation unit is a
totally independent department which
reports directly to the Board of the Bank
and not to its operative management.

The organisational location of the eva-
luation unit is not unimportant as it can
be assumed that the choice of organisa-
tional form reflects the attitude to evalu-
ation activities. In those cases where an
independent, external evaluation func-
tion exists as in Norway and Holland,
its main task is to examine and exercise
control over development assistance and
the work of the development assistance

authority from a policy point of view.
Studies undertaken are usually wide in
scope and are carried out over a longer
time period, generally one to two years.
Evaluations are on a political /strategic
level and the control function is impor-
tant. In cases such as the Swedish model,
however, when the Evaluation Unit is
located within the development assistan-
ce authority and carries on close co-ope-
ration with the operative units, the
emphasis is instead placed on the evalua-
tion function as a provider of informa-
tioni on which to base decisions and as a
source of organisational learning,

There has also been an evaluation
function at ministry level in Sweden.
The post of Development Assistance
Inspector existed in the Ministry for
Foreign Affairs for some years at the
beginning of the 80s. This position was
cancelled and instead two posts as evalu-
ators were established in the Department
for International Co-operation of the
same Ministry, one to examine bilateral
development assistance and the other
multilateral.

A study of the quality of decision-
making processes in Swedish aid organi-
sations initiated in 1989 by the Foreign
Ministry of Sweden proposed the estab-
lishment of a special secretariat for the
evaluation and analysis of development
assistance. The Secretariat for Analysis of
Swedish Development Assistance (SAS-
DA) began its work in 1993, It’s mandate
is related to fundamental issues in
Sweden's development co-operation poli-
cy. It does not replace the evaluation
units of the individual development aut-
horities, SIDA, SAREC, BITS and SWE-
DECORP continue to bear evaluation
responsibility within their respective are-
as.
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The Characteristics of a Good
Evaluation System

reflection of development
 assistance activities.

E VALUATIONS ARE A representational

B Evaluation of large scale,
. problematic, complicated.or prin-
- cipally important programiries
are given priority. '
W Evaluations are focused on issues

which are important for decision

making within the donor agency
and ini the public administrations
of the recipient countries; evalua-
tions provide new knowledge

.and contribute to organisational

learning rather than merely con-

-firm what is already known.
‘M Evaluations are:carried out from

 anindependent perspective,
using innovative approaches.

W Evaluations have credibility. The

degree of credibility is, among
other things, dependent on the
quality of the personnel responsi-
ble for thie evaluation process,
choice-of evaluators, survey .

- methods used, the‘degree of -

batance in the evaluation condlu-
sions (j.e. expression of both
pasutl\te and _nega'trve as;zects)

\@pen and cntlcal
* discussiori concerning the: evaiua—
tion lmpIEmentatlon and condlu-

sions.between the various inter-
ested parties.

B Evaluations are timely i.e. the
results are presented at a point
when just this type of informa-
tion is needed, ©.g. at certaln sta-
ges in the project cycle when
decisions are to be made or
when a certain problem becomes
acute. This demands forward
planning from those who sche-
dule the evaluations-and a cer-
tain sensitivity as to currentS in
the development assistance
world.

W Evaluation results are utilised.
This reguires that conclusions
-and possible recommendations
are relevant, that credlblllty is

" high, that they are preserited cle-
arly and understandably and that
they are disseminated to all inter-
ested partles in the develupment
assistance process.

M Both partners in the development
process, hot'only the dénor but
also the recipient, participate
actively and are ‘committed to the
evaluation process. This is speci-

. allyimportant: for the dissernina-

“tion and feedback of the: eva[ua—

' tmn results







The EvalNation Process
Step by Step

THE AM OF THIS CHAPTER is to assist
SIDA’s project administrators to plan,
commission, mariage and check evalua-
tions of projects (£ and programmes,

Evaluations are strategic instruments
for SIDA as a donor. Some of SIDA’s per-
sonrel regularly initiate, plan and
manage evaluations. This role pre-
supposes a certain knowledge and under-
standing of the evaluation process and
the various steps included in it

The different phases in the evaluation
process are described below in order of
implementation, with special emphasis
on the responsibilities of the SIDA pro-
ject administrator.

Step 1: The decision to evaluate

A REMINDER OF the three major aims of
evaluations as discussed in Chapter 1:

1) To steer the project and to impro-

ve projects and strategies

2} To increase knowledge on the

mechanisms at play within deve-
lopment assistance, and to test and
renew approaches and methods.

3) To report development assistance

results.

The first step in the evaluation pro-
cess is, of course, to take the decision to
evaluate a certain project. This must be a
carefully considered decision as an evalu-
ation is not something to be undertaken
lightly and demands a considerable
amount of work, involvement and finan-

cial resources. For this reason it may be
sometimes better to decide not to evalua-
te, if &g, the project has developed as
expected and sufficient knowledge of
the project s results and effects can be
gained through efficient monitoring,

Sometimes the decision to evaluate is
made when the project is at the planning
stage. This may occur when, for exam-
ple, a project is planned in clearly de-
fined phases and each phase is depen-
dent on experiences from its predecessor.
This also occurs when an activity is plan-
ned as a pilot project on a small scale in
order to, when the experience gained has
been analysed and absorbed, continue on
a larger scale.

Sometimes evaluations are specified in
agreements, ie. SIDA and the recipient
country have made a formal agreement
that an evaluation shall be undertaken at
a certain point in time. The advantage of
this system is that both parties are pre-
pared for an evaluation which makes the
whole process less dramatic. The disad-
vantage is that the evaluation is expected
to be carried out whether there is a real
need or not. s

In other cases, the decision to evaluate
is made while the project is ongoing,
One reason for this could be that an
assessment is thought necessary before
decision to prolong is taken and that
experience gained is to be incorporated
into the next phase. However, the reason

2. The word "project” wilt be used as a group name for projects, programmes and sector suppart
l.e. the different activities which are normally evaluated by SIDA.
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advance; six months before the actual

evaluation takes place is a suitable peri-
od.

Participants shall include sector divi-
sion administrators, country desk offi-
cers plus possibly other memtbers who
may have valuable opinions on the mat-
ter as well as a representative from the
Evaluation: Unit. The desk officers shali
have obtained any relevant ideas from
the DCO prior to the meeting. The
meeting deals with issues such as divi-
sion of responsibilities, time schedule,
approach and main design components
of the evaluation.

It may be advisable to establish a steer-
ing committee from the outset which
may consist of representatives of the sec-
tor divisions, the regional secretariats, the
Evaluation Unit plus possibly expert
members or institutional consultants,
The Programme Officer at the DCO
may be appointed as a correspondent
member.

The work of the steering committee is
often a natural prolongation of the
START MEETING.

The following issues should be discus-
sed and decided within the steering com-
mittee before the Terms of Reference is
established:

W The aim of the evaluation

B Who is the evaluation for?

B Its scope and focus.

B The background and competence

needed by the evaluators.

B The time schedule for implementa-

tion.

B Estimated costs and sources of
financing.

The evaluation process step by step

Step 2: The design of the Terms
of Reference

ONCE THE DECISION to implement an eva-
luation has been taken, the next step is
to design the Terms of Reference .

The importance of investing suffi-
cient tirne and energy into the Terms of
Reference cannot be overemphasised.
This is the primary instrument used to
ensure that SIDA receives the evaluation
desired and instructs the chosen consult-
ant correctly. The Terms of Reference
establishes the framework for the evalua-
tion and states SIDA’s requirements. The
selection and contracting of the consul-
tant is based on the Terms of Reference
as well as the assessment of the final eva-
luation report. A well designed and accu-
rate Terms of Reference considerably
increases the chances of receiving a rele-
vant and useful evaluation .

The establishment of a good Terms of
Reference is no easy or rapidly accom-
plished task. It must be unambiguous,
well thought out and all interested parti-
es must have agreed on the contents,
Normally several rounds of consultations
and redesign must be concluded before a
Tertns of Reference can finally be estab-
lished.

The process must be allowed the
necessary time. All parties concerned at
SIDA and in the recipient countries
must receive real opportunities # influence
the scope and focus of the evaluation. In an
ideal situation there should be at least 6
months between the first planning meet-
ing and the beginning of the evaluatiorn.

The responsibility for Terms of
Reference design usually lies with the
project administrator at SIDA . This task
is included in the administrator’s official
duties of public governance and may not be
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they are not directly involved in the ope-
rative activities.

The independence criterion is less
important in evaluations whose aim is
the increase of knowledge, when no
important decisions are to be based on
the outcome or where the risk of con-
flict of interest is considered small. In
these cases it may be acceptable for
SIDA personnel or representatives of
SIDA’s institutional consultants to parti-
cipate as consultative experts, These
cases are however exceptions and even
then a SIDA officer shall in no case be a
full member of the evaluation tearm.
However, the project administrator at
SIDA Stockholm and the Programme
Officer at DCO should not participate
in this type of evaluation either, as they
are 100 closely related to the project and
belong to those parties who have a vest-
ed interest in the evaluation. Their role is
to steer the consultants , furnish as
much inforrnation as possible to thern
and provide useful contacts.

The advantages of employing exter-
nal, independent evaluators are several:
the results of the evaluation receive a
higher degree of credibility and are
therefore more easily accepted, evalua-
tors who have exactly the correct special
knowledge required can be contracted
and can, in the light of their previous
knowledge of other development assis-
tance projects or activities, contribute
fresh ideas and a new perspective on the
activities,

The participation of the recipient
country in the evaluation is an impor-
tant issue.

SIDA's aim is to include at least one
member from the recipient country on
every evaluation team. This is partly due

The evaluation process step by step

to the importance of incorporating the
country’s own perspective into the evalu-
ation and partly to facilitate feedback in
the country itself. An additional advan-
tage is that transfer of knowledge and
training in evaluation technigues is also
achieved. This team member however
shall not be considered as a representative
of the recipient country. It is therefore
important that SIDA officers avoid the
use of the expression “recipient country
representative” during contacts concer-
ning the evaluation as these words send
incorrect signals, In spite of this, the reci-
pients commonly propose civil servants
from involved ministries as members.
This is clearly unsuitable as the individual
cannot be expected to maintain a critical
stance concerning the evaluated activiti-
es. It is better to locate suitable personnel
in universities, research institutions or
consultancy compenies.

The size of the evaluation team may
vary according to the nature and com-
plexity of the evaluation. Most evalua-
tions are carried out by a team of 2-5
people. A smaller team is preferable, if it
Fulfils required qualifications, as larger
numbers increase the complexity of
logistics and co-ordination within the
team and bring higher costs,

The team generally needs a professio-
nal expert {agronomist, educationalist etc
according to the orientation of the pro-
gramme) plus an expert on. development
with knowledge of the country and the
region. Knowledge of evaluation methodolo-
gy and approaches should also be repre-
sented on the team to counteract the
narrow, technical view of development
which is often found in professional spe-
clalists. It must not be assumed that the
professional expert shall automatically
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be the team leader, instead someone
with thorough knowledge of SIDA and
Swedish development assistance policy
as well as experience of evaluations may
be chosen.

In summary, it could be said that the
evaluation team should include the follo-
wing aress of competence: professional
knowledge, development policy and eva-
luation expertise, knowledge of the
country and the project environment
and knowledge of gender and environ-
mental issues. It is preferable to include
both men and women on the tearn and
desirable to include representatives
from the Nordic countries as well as
from the recipient country.

Procurement of consultancy services
for evaluation shall follow the same for-
mal regulations as procurement of other
consultants (see SIDA's Manual on
Procurement of Consultancy Services).
As mentioned earlier, the Evaluation
Unit shall approve the choice of consul-
tant for priority evaluations. In this way
the independence criterion can be fulfil-
led as it is not the responsible sector divi-
sion alone who selects the evaluation
team.

A formal contract is established with
the selected consultant/s well in advan-
ce of the beginning of the evaluation.
The Terms of Reference shall be the
basis of the agreement and be included
as an annex. The recipient country con-
sultant is procured by the DCO after
approval from SIDA Stockholm; the
DCO establishes a suitable contract with
him/her.

Step 4: Implementation

ONCE THE TEAM has been contracted, the
administrator at SIDA should meet the

members, or at least the team leader, for
a thorough discussion of the task and
SIDA’s expectations concerning the com-
pleted report. This meeting gives an
opportunity to provide information, dis-
cuss implementation, methodology and
division of responsibilities as well as
establishing a time schedule and travel
plan.

This is also a suitable cccasion for the
SIDA administrator to provide more
informal knowledge of the project, its
environment, problems and conflicts.
The chance must be taken here to provi-
de the consultant with the best possible
background information. For larger, very
comprehensive evaluations, SIDA should
request proposals concerning the structu-
re of the study, suggested approaches,
methods of data collection and estimated
costs, before the evaluation itself is initia-
ted.

An evaluation can sometimes be per-
ceived as something threatening or intru-
sive by the recipient country, it is there-
fore vital that SIDA provides full infor-
mation or, if necessary, requests approval
from all parties concerned before the
evaluation begins.

Larger scale evaluations are sometirnes
preceded by a preparatory desk study
including a summary of docurnentation
concerning the project and its environ-
ment. The reason for this study is to pro-
vide relevant information for the evalua-
tion team in a concentrated form, with
the aim of saving time and improving
quality. This prestudy is carried out by
the project personnel or by researchers
or consultants in Sweden or in the re-
cipient country. The desk study must be
initiated sufficiently in advance for the
material to be available when the evalua-
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tion starts. A special Terms of Reference
shall be established for this prestudy. It
is advantageous if the team leader takes
an active part in this.

It can be motivated, in the case of lar-
ge scale, more complex evaluations that
the evaluation teamn, or at least the team
leader, travels to the country in question
one or two months before the field pha-
se of the actual evaluation starts, to plan
the process and possibly initiate pre-stu-
dies or data collection activities on site.

Normally, a welcome period of tran-
quillity is experienced by the project
administrator 2s soon as the evaluation
proper actually begins. If no acute pro-
blems arise and if the team does not
request complementary material, the pro-
ject administrator does not need to inter-
vene and can wait calmly for the evalua.
tion report.

All evaluations are differently structu-
red but they also have many characteris-
tics in commor. The implementation of
a typical evaluation is described at the
end of this chapter on Page 34.

Step 5: Reporting

ONCE THE DRAFT report has been submit-
ted to SIDA, it is the responsibility of
the project administrator to distribute
copies as rapidly as possible to the mem-
bers of the steering committee, the DCO
and other individuals or institutions in
the recipient country with a request for
comments within a reasonable period of
time.

The report should be examined using

the following points of departure:

M Does the form and content of the
teport correspond to the require-
merts stated in the Terms of
Reference (compare to points

The evaluation process step by step

under heading “The Task”)?

B Have all the important issues been
dealt with satisfactorily?

B Are the conclusions logical and
well supported by facts and data
presented in the evaluation?

B Is the analysis well performed and
do the results have credibility?

B Are the methodology and con-
straints of the evaluation well
described?

W Are the results presented in a clear
and unambiguous fashion? Is the
form, presentation, language and
the technical quality of printing
satisfactory?

The Evaluation Unit has designed a
checklist for assessment of evaluation
veports to use during this examination
(see Annex 4 of this manual),

When the stated period for com-
rments has expired, the SIDA administra-
tor shall summarise comments from
SIDA and other parties and forward
them to the evaluating team. Even more
advantageous is a meeting between the
evaluators and the steering committee.

The evaluators shall produce a final
report on the basis of the comments
received. It should be observed here that
the above mentioned comments should
not aim at influencing the conclusions
and recommendations of the evaluators.
They should merely be aimed at the
need for complementation of informa-
tion, indication of errors or misunder-
standings or proposals concerning impro-
ved presentation. It does occasionally
happen, of course, that additions to or
editing of the draft report is not necessa-
ry. Consultancy fees shall not be disbur-
sed in full until the final evaluation
report has been submitted and approved.
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When the final evaluation report has
been submitted, SIDA shall respond to the
conclusions and recommendations stated in
the evaluation A good method is to orge-
nise a esponse meeting” at SIDA bet-
ween all involved parties to discuss the
scope and form of measures to be taken
as a result of the evaluation. It is not of

7 course necessary for SIDA to accept all

the assessments or recommendations pro-
posed by the evaluation. It is recommen-
ded that a Memo be written or detailed
Minutes of the meeting taken in order to
document SIDA’s views on the evalu-
ation’s conclusions and recommenda-
tions, These should be filed together
with the eveluation report so that future
administrators will be able to understand
actions taken. An excellent idea is to
hold a follow-up meeting 612 months
afterwards to check that measures have
been followed up.

Step 6: Feedback - dissemina-
tion - publication

Unfortunately there is a tendency to
invest considerable time, resources and
interest in the actual evaluations thern-
selves, but to treat the feedback and dis-
semination of results a little more lightly.
However it is not the evaluation itself
but its effect that is the most important
part of the evaluation process. Feedback
is an integrated component of the evalu-
ation process. Its application shall be dis-
cussed during the evaluation planning
phase. The evaluation is not completed
until the conclusions and recommenda-
tions have been made available to all
interested parties and thoroughly discus-
sed from all points of view.

The direct feedback at project and pro-
gramme level to administrators at SIDA
Stockholm and DCQs usually functions

in a satisfactory fashion. There is a natu- b
ral, immediate need of the evaluation
results among these groups of personnel,
especially if they are in the process of
making decisions concerning a new pha-
se in the project. However the evaluation
can also provide valuable information to
those who recruit personnel, select, pro-
cure and train consultants or support the
project through procurement of goods. It
is therefore important to ensure that the-
se groups also participate in discussions
concerning the results of the evaluation
and the lessons that can be learned for
the future,

The main responsibility for the dis-
sernination of the results of the evalua-
tion lies with the SIDA administrator,
but the programme officer at the DCO
also has an important role to play in the
process of feedback in the recipient
country. It may be suitable for the same
group which participated in the Start
Meeting to reunite after the completion
of the evaluation and discuss the feed-
back procedure in detail. The administra-
tor responsible should consider the follo-
wing during the feedback procedure:

B that the information produced by ..
the evaluation is available — inform
through suitable channels when
the report is finalised, print the
report in sufficient numbers to
facilitate distribution.

M that the report is made available to
the correct people — well thought
out and rapid distribution at the
point in time when the informa-
tion is in demand. Distribution in
the recipient county through DCO
should also be considered

N that the report is easy to read -
well written and edited, nat too
long, good executive summary, sui-
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1atu- table language and easily legible 2} Make summaries of important eva-

n print. luation results either on an annual

mnel, B that opportunity for discussion is or sector basis or concentrating on

of afforded to all interested parties — a certain aspect of development

pha- organise a seminar at SIDA and assistance such as those produced

1ation preferably in the recipient country for FAF — SIDA’s detailed budget

on to as well. proposal.

pro- W that STDA's assessment of the eva- 3) Make brief presentations in SIDA’s
it the luation and decisions on measures Management Committee of the

ods. 1t to be taken are formulated, This more important evaluations. (The o
at the takes the form of an action plan Evaluation Unit in co-operation 8
ions for SIDA during the continuation with the division concerned). 2
ation of activities, 4) Organise seminars in connection 5 |
for The reporting to higher levels of deci- with the more important evalua-
sion and policy making must be selective, tions either in Sweden or in the
dis- SIDA’s Executive is not so interested in recipient country.
ua- the exact results of each individual pro- 5} Publish selected evaluations in the
tor, ject as much as the experienice gained Evaluation Unit publications
CO and lessons learned which may be appli- “Bistind Utviirderat” or “SIDA
a the ed in a wider context., Evaluation Report” or in the series
t Dissernination and feedback rmust be published by the sector divisions
same cartied out in several different forms themselves,
art adapted to the various target groups. 6) Send press releases or organise
letion Certain groups need detailed informa- press conferences on specially sig-
eed- tion whilst for others it is sufficient to nificant or unusual evaluation !
inistra- 1 receive a short summary and the most results, ,
= follo- important conclusions, Below are listed 7) Maintain the reference library for
o : various ways of disseminating evaluation evaluation reports which is availa-
ed by i results: ble to administrators, researchers
nform 1} Distribute summaries (zpprox. 2 and consultants.
‘hen pages) to a wider circie. The A vital task for the Evaluation Unit
the Executive Summary which is an and divisional management is to ensure
3 to _' obligatory part of each evaluation | that those responsible for project plan-
“ report shall be suitable for this ning and implementation apply the

able to purpose. It is therefore important knowledge gained in plannihg of new
sught . that SIDA ensure high quality in projects.
t the E- this part of the report.
rma- }
icn in

hDCO
d-

oo
ary, sui-
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|mp|ementatmn of a typlcal

evaluation ~

. _Prepasration" phase

. Study of project documentatlon
Appraisal and Feasibility studies,
Idea Memos, Project SUpport
Memaos, Plan of Operation, Tou-
tine reporting and any previous
evaluations.

2. Planning of actual evaluation.

Develop operational evaluation
issues. Establishment ofwork
plan and. methodology. Decisions
on time schedules and travel

plans. plus division” of. responSnblh- _

ties between team members.

3. Discussion with pnnc1pals cencer-
ning design, desirable focuses in

the evaluation, backgraund to
and possible implicit motives for:
evaluation-and selection of pro-
blem areas to'be Wuminated.

g that the: Terms of

document of guite brief ormat
theremay. be valuable: additional.

iformation that shﬁuid be- sha-

red with the -evaluation team

lmplémentatmn ('Eield) phase

4. The evgluation team 'S stay in the
. recipient country i ;=normally Iniiti- |

ated by a visit’ e DEOAfalle- -
wed by farmal ntroductions of -

- _the team’ and its task-to: these N

~ an example
‘be equipped with a number of

copies of the Terms of Reference

10be distritiuted to the main
institutions.and people who are

intérested. Sometimes. two visits
tothe country of operation are
necessary.

. Project visits, observation, collec-

tion of data; interviews, discus-
sions.

5. Collation and analysis of data

and other information . Possible
checkmg and complernentmg of
mformatlon

7. Dascussmns within the team and

estabhshment of conclusions:

8. Presentation-of prelifminary conc- -

fusioris. 1o responﬂbie authorities;

- project: management ‘and DC@

before the team leaves the recipi-

ent country

- write their ind
The Teart- Lean;tenr is responsable
' for edlimg, completion and sub-

mlssmn -'of_

the eval uatlon report

parti p’af.lon ina semmar or dis-

o _cussiah on evaluation and its




1. BACKGROUND
. (half a page to one page long)
IEr DESCRIPTION Of the project. Which:
blems was the project intended to

2 What were its objectives?
ich farget group was assigried.and
re they expected to be mﬂuen—
W lorig has the project been in
hich activities were carried
BHE? Where? How is the pro;ect striic-
d? Who are SIDA’s development
ttriers? Who is responsible in the

nment like? What has the pro-
510 date? How have the
b_een_ utiiised_?-Which p’ha_se

) ( —operatlon and the
eratlon are geod examples

,-REASON FOR. EVALUATION
(RIS lines)
/15, THE PROJECT 10 be evaluated? Why

this point in time? How is the
at the evaluatlon is expected

rit country? What is the project

The evaluation process step by step

Terms of Reference
~ form and contents

principals? Which other interested par-
ties.are there?
Most evaluations are undertaken

for one or more of the following rea-

sons:

‘B One phase.of the project will
.soon be finalised and an analysis
of results is needed for decision’
-on.and planning of the next pha-
se,

W SIDA has to make a decision
whether to continue or terminate

" support to the project.
B Experience and lessons from just
~ this project are needed for utilisa-
tion in-other contexts.

M The project is not working satis-
factonly and it is necessary to -
“find out exactly what the pro-
bléms.are and how they cary be
' solved, '

- M The preject has come t6:an ehd
and the results and experiences
should be surmmarized.

3. THE TASK -

(12 pages)
Twis 1s THe CORE Of the Terms of
Refarence; its.riost- important section.

_The foliov mg shail.be included:

n What are thé main issues 16 be
éxamined by the evaluation?

o Which parts of the activities are

to'be pajd special attention? -
' ch'parts are to be treated
' uperficially?
| What shall the project be compa-
- fed 10?7 Which objectives? Which’
 points of departure shall be.utili-
sed? (1t is an advantage 1o de-
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3,

i

] e '_father i ckground materlal is to be

; _ | studied befor‘e the ts:yfalu.atu:tn7 Which

L Re_..rence) SRR " “places _

0 D I Which types nf analyszs afe to be | -vwhign daﬁa is: to be coliected? WhICh ,

] S - made? | _ ‘| methods of data ¢ollection are antici-

. - m Whlch aspects’ shall the-evalua— . pated? \Which interviews are.to 0e

- | ' n Swieden respectwely recnplent o

___;country
|- How fany peeple shall be mcluded
R b in the tearm? Which areas of compe-

wer |t tence should they peossess? n which B

' : tife from the recipient

articipate? Is it possible for '
20Ul pre oF SUD-5t s 1
on s y form ad(ground- R
“riaterial fort a]uatiom o
How rnany s weeks shall the evalua- :
tion take? When is it to be carried ,_
out? When.-ls ittobe. completed? How

o as o competﬁnce deve#opment' insti-
~ tutional development and-environ- -
mental effects are generally aiso lnclu-.

ON.. feport y
S DA ha appom’eedasteermg :
‘ aluz :sbate o
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ecipient: country.
State the date that the draft report
be subrnitted 1o SIDA and men-
in how many copies it shall be
bitted: State also how many days
weeks the evaluators have to finali-
' report once they have received
ents on the draft.
ecide in which language the
p@rt is to be presented. State that.

A ‘has established and attach
DA evaluation reports — a stan-
zed format” to the Terms of
fice (Annex 3 in this marual).

%1 that the report shall be writ-
@n a word processor in the pro-
ie Microsoft Word and that a

fe ensures that SIDA can, if
ary, edit thé report on its own
! equipment for publication
chisaves time and money. Point
the report shall be so written

port shall follow a format which™ |

ette shall be supplied to SIDA. This-

that it can be published immediately
without further editing or proof rea-
ding.

It may be suitable to state the
approximate number of pages the
report is éxpected toinclude. SIDA’s
aim is that the reports shall be anatyii-

¢al, summarised, easy to read, well

structured and possessing a clear orga-
nisation and table of contents.
The number of pages varies of cour-

‘se, but most reports should be within

the 40-60 page range: The "Executive
Summary” may be maximum 3-4
pages Jong. A considerable amount of
material can advantageously be placed
in the annexes.

If applicable, state that SIDA
expects the implementation of a semi-

“nar of similar to discuss the results of

the evaluation and point out if the
evaluators' participation in this is inclu-
ded in the agreed fee.

| Chapter 3
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The evaluation process step by step

Recipient participation in evaluation

plays an active part in the évalu-

ation process. This both gives-
the evaluation more weight and
improves the preconditions for an effi-
cient feedback process. This participa-
tion must be planned from the outset
which ‘may prolong the planning sta-
ge. __
The recipient, usually the agree-
ment co-signee or the recipient coun-
try.authority responsible for the pre-
ject. should:
- W participate in the decision 1o eva-

luate;

W influence and approve the Terms

" of Reference;

W propose or approve the members
of the evaluation team;

B at the carliest opportunity, recei-
ve the draft report and the
opportunity to submit comments
en it, and

W actively participate in discussions
on the. conclusions and recom-
mendations, e.g. in the form of a
seminar with SIDA representati-
Ves.

it is given that the evaluation team

begins its wark by being introduced to
the recipient authorities:and project
managefment.and-personnel. Similarly
that the team presents preliminary
conclusions to the same people before
leaving the country. In addition o the
fact that. good manners demands this,
efficient feedback is also facilitated.

The final report, written in a lan-

I T is IMPORTANT that the recipient

guage understood by all parties in the
recipient country, shall be submitted
to all organisations involved without
delay.

The ideal situation is when the eva- ;

- |uyation team consists of consultants

from both the donor and the rec:pl-
ent. In principle, the same require-
ments ¢oncerning independence, per-

sonal and professional gualifications

shall be placed on recipient country
- consultants.. However it is occasionally
necessary to accept a slightly different
profile. Gine.of the mest important

+ contributions which can be made by .

national consultants is an understan-=
ding of the project environment and .
local conditions. Their frame of refer * |
renice reflects national cuttureand . |
values which helps in the interpreta-
tion of information. Recipient partici-
pation may also take the form of com-

. missions to local researchers or institu-

tions to implement baseline studies,
feasibility studies, pre-studies, sub—stu—
dies or data collection.

Unfortunately, it is often the case.
that the recipient shows little interest
in evaluations. it is felt that the recipi-
ent has no influence in the matter and
that evaluations are- primarily for the
donor's own purposes and often utili-
sed to check the flow of funds. There
is often.a lack of understanding on the
part of the recipient that evaluations ,
are management tools and represent a
learning process of mutual value.
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[ XTERNAL EVALUATORS :

M are independent of the activi-
ty to be evaluated, _

posséss greater objectivity and

‘therefore bring more credlbmty

and weight to the evaluatiori.

- Their conclusions-and recommen-

dations carry therefore more

weight in this context.

['Often have more specific profes-

: SJonaI knowledge and a wider

 experienice of similar develop-

ment-assistance programmes,

"M take-a fresh fook at the project,
are not mired down in the exis-

~ ting approach and often contri-

bute new ideas and different per-

. -spectives,

O~OPERATION BETWEEN thi sector
division, the Evaluation Unit
and possrbly other SIDA upits,
nsultarits- and other: interested parti-
should be operated in an organised
. A useful model to use is a
t@enng Committee consisting of
presentatives of the above groups
hich is formed atthe very begmnmg

fs for the official Start Meeting
Id probably be the core members
of the Steering Committe e. Point 1
listed below shall be discussed at this
“Start Meeting. The Steering Com-

- ‘Mittee meets several times during the
evaluation process to discuss and take
decisions concerning the implementa-
 tion of the evaluation, The Steering
Committee’s most important tasks are
as follows:

the: pfanmng stage. The group that

' "'he advantages of external evaluators

M are neutral in their relationship to
project management and person-
nel which is specially. advantage-
ous if conflicts exist between dif-
ferent groups in the programme.

' EXTERNAL EVALUATORS ARE

- SPECIAYLY IMPORTANT

W when the evaluation is to form
the basis of a decision on contin-
uation or termination.

W when internal conflicts and pro-
blems exist in a project,

W when the evaluation isimple-
mented by a funding or control-
ling authority . :

| The Evaluation _§tgering Commiittee

1. Discuss the reasons for carrying -
-outithe evaluation, who the prin-
cipals are, how the results are to
be utifised, how feedback is to
be carried out.

2.-Design and take the decision on

the Terms of Reference.

3. Select the consultants. _

4. Examine the draft report and

submit.comments to the authers.

. Approve the final report.

6. Plan and organise the didsemina-
tion and feedback activities of
the evaluation results in suitable
forms through e.g. publication,
seminars etc.

7. Ensure that the evaluation results’
are utifised in the continued
planning and management of
the project.

i
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Evaluation - for whose benefit?

N N IMPORTANT (s5uE s for whose
s benefit'an evaluation is carri-

BB cd out and how it will be utili-
sed. There are several principals for
each evaluation, both in Sweden and
the recipient country. These often

- have mutually disparate motives and

intérests which can sometimes be uni-
ted, but often are in fact totally incom-
patible, It is not unusual for conflicts
t0 accur between the different princi-
pals. It may be necessary to dlarify
exactly who is t he mairi principal.

" When an evaluatiori is commissioned

and-financed by SIDA it i§ usually this-
organisation which cafries the most
weight. An analysis of the different
actors and their motives could be

' described as follows;

SIDA'S MANAGEMENT
Assess the efficiency and effectiveness
of the project, give legitimacy to com-
mitrment of resources. '

THE SECTOR DIVISION

" Provide information on which to base

decisions-and future planning.
| ' THE DCO

Assess goal atfainment and efficiency,
problern analysis, receive proposals on
how to solve problems.

 SIDA AS A WHOLE
Increased knowledge, institutional
learning. :

SIDA'S INFORMATION

SECRETARIAT

Provide information for interested out-

siders on the results of development

assistance .
RECIPIENT COUNTRY'
AUTHORITIES
Provide information oh activities.

Insight and control. Learning. Provide

background information on which to
base further applications for deveiop-
ment assistance .

PROJECT MANAGEMENT/
"PERSONNEL

Provide attention and approval for

work efforts, Problem analysis and
proposals on solutions.

EXTERNAL AUTHORITIES IN SWE-
DEN: (THE MINISTRY FOR
FOREIGN AFFAIRS, NATIONAL
AUDIT BOARD, PARLIAMENT ETC)

| Check that development assistance

funds are efficiently and correctly utili-
sed for the purposes'stated.

As is discussed in Chapter 1 (page 19),
there may be interested parties who
wish to utilise the evaluation for nega-
tive reasons. 1t lies in'the critical nature
of an evaluation that problems and
faults are dluminated. This means that
evaluations may be used by e.g. mass
media and paliticians as a weapon
against development assistance inste-
ad of a tool for its improvement, This
forms a difemma for evaluation activi-
ties.
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Data collection during a
field trip. (Construction of
health buildings, Kenya)

» Arrival and introduction
* Group interview with
village health committee

= [nspection and interview
with personnel

A large team requires effi-
cient divisicn of responsi-

bilities.

Photo: Stefan Dabligren
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During Evaluations

introduction

TuE A OF EVERY development project is
to achieve change (improvement) for a cer-
tain group of people, an institution or a
community, It is expected that these
changes shall occur within a certain
given period of time and within the
framework of a certain planned resource
allocation (cost). At the inception of the
project, the desired changes should be
formulated as immediate ohjectives (pro-
ject objectives). All actors in the develop-
ment co-operation should be unanimous
concerning these objectives. As is men-
tioned in the previous chapter, the
importance of documentation clearly ste-
ting these objectives and target groups
cannot be overestimated. These docu-
ments must be available to the donor,
recipient and the evaluating consultants
in order to create a common frame of
reference for the evaluation.

It is essential that the desirable chan-
ges and improvements are so described
that whether the project has achieved the
stated objectives can be measured later. Tt
is important to be able to ascertain if the
project has benefited the exact intended
target group. The measurement of the
achievement of objectives in relation to
the stated target group is the main func-
tion of the evaluation.

The connection between on the one
hand, the original project documenta-
tion, and on the other hand the results
and effects, forms the basis and point of

departure for the evaluation. The assess-
ment of the outcome of a project compared
10 expected results as formulated in the
decision and planning documents is the
essence of the task. Requirements for
project documentation are therefore legi-
on; they must be clear, well thought out,
logical a nd consistenit. This is not only
vital for project implementation but also
to enzble an evaluation of the project
after the event. If the project decision
makers and planners have not clearly
defined exactly what they wish to achie-
ve (the objectives) or clearly defined the
target groups, it is not possible for the
evaluators to assess the extent of the pro-
ject’s success.

In order to measure changes between
one point in time and another, informa-
tion on the original situation, the basic
data must be available. It is a distinct
advantage if certain important informa-
tion on the project area and target group
is collected before the project is initiated.
This data can then be compared to the
equivalent information collected at an-
other peint in time eg. when evaluating,
and possible changes noted. When this
data gathering is carried out in a thor-
ough and systematic fashion, the proce-
dure is called a baseline study.
Unfortunately such studies are not routi-
ne which considerably limits the precon-
ditions for successful evaluation activi-
ties.

In 1992 the Evaluation Unit published
a handbook dealing with this issue —
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“Baseline Study Handbook, Focus on the
Field” by Solveig Freudenthal and Judith
Narrowe — which may be extremely use-
ful for project administrators planning a
new programme. See further “A brief
checklist for Baseline Studies” at the end
of this chapter on page 55.

Goal related and process
related evaluations

DISTINCTIONS ARE DRAWN between goal
related and process related evaluations.

Goal related evaluations assess the
results of the project in relation to its
stated objectives and attempt to discern
to which degree these results are due to
the effects of the project and which are
due to other factors. These evaluations
answer the question: What has happened
as a result of the project? Goal related
evaluations are carried out in projects
such as construction of roads or power
plants, renovation of health centres,
teacher training or child vaccination pro-
grammes.

Process related evaluations assess the
project as to how #t functions in its envi-
ronment and its community. The aim is
to understand the processes which are
initiated by the project and the conse-
quences of these. processes. They measu-
te eg. the changes in how an institution
functions, how programmes are imple-
mented and knowledge developed. They
answer the question: What is happening
2s a result of this project? Which processes
have been initiated? Process related eva-
luations are carried out in the case of eg.
support to institutional and human
resources development, improvement of
teaching methods and democratisation
projects. )

The border between these two types
of evaluation is not absolutely delinea-

ted. Often, it is not a case of the oneor -
the other — the common scenario is that
the evaluation attempts to assess both
achievement of objectives and process
initiation, perhaps with special emphasis
on the one or the other.

Bases for assessment

As prREVIOUSLY MENTIONED in Chapter 1,
achievement of objectives is not the sole
basis of assessment for an evalustion.
Other issues are examined such as the
relevance of the project, cause and effect
connection between activities and
results, side effects, efficiency, impact on
the target groups etc. Below follows 2

more thorough review of these concepts: .

1. RELEVANCE

THE DECISION to supply development
assistance is preceded by a problem ana-
lysis. The vital issue is whether the pro-
posed activities are the correct inputs to
solve the identified problems. This ques-
tion is again applied during the evalua-
tion. Has the project actually contribu-
ted to the solution of the problem? Has
the project been the correct solution to
the problem? Is the project still relevant
in a situation which has possibly under-
gone changes of circumstance? Relevance
should of course be considered at the
inception of the programime, however
external changes can have diluted the
relevance of the project. The following
questions should then be applied during
the evaluation :

B Has the project developed other
wise than that anticipated?

M Have the circumstances surroun-
ding the praject and its environ-
ment changed to a significant
degree?

M Were the correct assessments rmade
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Assessments to be made during evaluations

in the original problem analysis
and project design?

2. ACHIEVEMENT OF OBJECTIVES

Tais activiTy includes an assessment of
attainment of the originally established
objectives. The analysis concerns goals at
different levels: outputs, immediate
objectives {project objectives), sectoral
objectives and development goals are the
normal levels applied but variations are
possible,
Together they form the concept goal
hievarchy which is illustrated on page 54.
Common to all Swedish development
assistance is the primary goal~ to improve
the living standard of the poorest people.
This goal has been separated into the fol-
lowing five development objectives
which have been adopted by the
Swedish Parliament:
B Fconomic growth
B Economic and social equality
B Economic and political indepen-
dence
B Democratic development of
society, and
B Sustainable use of natural resour-
ces and protection of the environ-
ment
Each individual development assistan-
ce input does not have to fulfil all five
goals but should not work against any of
them. Several of the goals are interrela-
ted: economic growth is, in most cases, a
precondition for the attainment of all
the other goals. It is not unusual for one
goal to be in conflict with another eg.
economic growth can be a direct threat
to equality or environmental preserva-
tion,
Goal formulation is nat only vital for
the planning of an input, it is also impor-
tant for its evaluation. These goals must

be formulated clearly and unambiguously g
if an assessment of their attainment is to
be made. They must be operationalised
ie. they must be made practical and mea- _
surable. It is not sufficient to formulate a g
goal as “to increase” or “to improve” with-
out stating by how much and in which
ways. However it must be noted here
that the goals higher up in the hierarchy
can seldom be operationalised and for-
mulated so clearly that they are directly
measurable,

Once the objectives have been esta-
blished, the indicators, ie. the actual
modes of measurement shall be chosen.

The following, unusually distinct
example, may iltustrate this procedure.
In a nutrition project for malnourished
children, the objective is that they shall
reach normal weight; the indicator is
the children’s weight in relation to a sta-
ted weight scale according to age, sex
and build. Unfortunately, there are sel-
dom such clear and measurable objecti-
ves available as in this example,

The evaluation begins by measuring
achievement of objectives at the lower 1
levels of the goal hierarchy. Resource :
inputs, activities and outputs seldorn pre-
sent serious problems if the planning
documents have been properly comple-
ted and the periodic reporting has been
efficient. The measurement of immedia-
te objective attainrnent is, however, a
more complex task as there aré factors
outside the project which cannot be
influenced by the donor and which also
affect the attainment of immediate
objectives.

The higher goal levels cannot be a-
chieved by a development assistance pro-
ject alone Instead, an atternpt must be
made to assess the project’s contribution
to the sectoral and development objec-
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tives, This is difficult to prove as these
higher level objectives have seldom been
operationalised. What is meant by impro-
ved health (sectoral goal) or by demecra-
tic developrment (development goal)?
Even in the considerable number of
cases where it is not possible to prove t©
which degree the project has contributed

" to sector and development objectives,

the evaluator should include a discussion
on the connection between the results of
the project and these objectives.

it should be noted that the goal hier-
archy includes a time dimension — the hig-
her up in the hierarchy the longer it is
estimated it will take to attain the goal

The plans for the utilisation of resour-
ce inputs and activities plus the attain-
ment of outputs normally cover the
same period of time as the agreement
period, ie. approx. 3 years. These are then
reworked for the next agreement period.
The immediate objective [project objecti-
ve) lies considerably more in the future,
perhaps in excess of 810 years. The
intermediate or sectoral objective is even
further into the distant future, usually
decades away. The development goals
may be considered as “guiding stars” on
the horizon. As a summary, the time per-
spective could be stated as follows:

Goal level Time dimension
Development ~ Guiding star on
objectives horizon

Sectoral

objectives 1520 years or more
Immediate

objectives 810 years or more
Qutputs 23 years

The approximate time schedules for
the different levels of objectives should

be stated in the planning docurents. A
general observation here is that project
planners are often far too optimistic and
have exaggerated expectations of rapid
results. The goal formulations tend to be
far too ambitious which leads to disap-
pointment and poor evaluation results. It .
is useful to remember that development
assistance work is long term, gradual and
that results are often slow in coming,
Making an assessment of the realism
of the stated objectives should be part of
the evaluation. The evaluator must also
take the time dimension into considera-
tion: at the different levels of objectives
and avoid applying wunrealistic demands

for rapid results.
3. CAUSE AND EFFECT

THE CONNECTION between the project _and'h
goal attainment may be illustrated as fol-
lows:

Project —
Achievement,
Other factors — of objectives

The evaluator shall examine the exist-
ence of a causal relationship. Are the
results and effects really due to the pro-
ject activities or can there be other fac-
tors behind them? Observed better stan-
dards of health may be the result of
improved nutrition as a result of good
harvests or availability of clean water
and not the result of a Swedish finance:
health care project. Higher agricultural
productivity may be the result of impre
ved weather conditions and not the agre- .
cultaral extension service and improveu
seeds provided by a SIDA supported pro-
ject

The assessment of causal effect is dif-
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ficult as many different factors outside
the project can affect the situation. The
cause and effect connection between dif-
ferent factors is seldom obvious, It is
especially difficult if a long period of
time has elapsed between the initiation
of the project and the point of measure-
ment as the surrounding circumstances,
ie. the project environment, has had

time to change considerably.

4. TARGET GROUP

WHEN A FROJECT s planned, the intended
target group must be carefully defined.
The target group is the group of people,
households or other units which the pro-
Ject activities are to affect positively so
that their situation is improved. The tar-
get group can be defined in various ways
by gender, age, living standard, urban or
rural residence, geographical position, tra-
de or profession etc. The important

point is to clarify from the inception
who the project is designed to reach and
that SIDA, project management and the
recipient authorities are in agreement
and apply the same definition of the tar-
get group.

In certain projects the target group is
very closely defined as in eg. a project
for the rehabilitation of the disabled. In
other projects a wider definition is appli-
ed eg support to primary schools on a
national level, and encompasses an entire
age group — both the poorest and the
not s poor — in a country. There are also
development assistance activities where
the target group can be said to be the
entire population in eg larger scale infra-
structure projects, In other instances it is
impossible to identify a target group as
in assistance to public administration or
balance of payments assistance.

Assessments to he made during evaluations

The primary and the secondary target
groups are identified separately. The pri-
mmary target group is the people who are
directly affected by the project, eg agri-
cultural instructors who are trained in a
development assistance project. The
secondary target group then becomes the
people who receive advice and service
from those who have been trained ie.
the peasants or smallholders in a certain
area, It is the latter group who should
receive pri mary attention during an eva-
luation of the results of the project.

5. IMPACT ON WOMEN AND MEN
RESPECTIVELY

ONe OF THE BASIC principles of Swedish
development assistance is that Swedish
supported projects shall benefit both
men and women. Experience has shown
that development projects have primari-
ly benefited men in most cases. This has
not generally happened on purpose. One
of the reasons is that the planners have
not been in possession of a clear idea of
the different roles played by women and
men and their different tasks in the soci-
eties involved. They have therefore not
designed the development assistance acti-
vities in such a way as to fulfil the needs
of both women and men,

The insight that women and men are
affected differently by development
assistance inputs has resulted in SIDA,
both in the planning of new projects,and
in the monitoring and evaluation of ‘old
projects, undertaking gender specific ana-
Iyses. For evaluations , this means that
assesstrient is not made on the effects of
the project on the entire target group
only but also the degree to which
women and men respectively have parti-
cipated and been affected
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Assessments to be made during evaluations

Collected data shall, as far as possible,
be gender disaggregated, the effect on
the situation of women and men in the
family and society examined, and the
participation of both women and men in
the various phases of the project assessed.

Any possible constraints which pre-
vent the project from meeting the needs
of wornen must be identified and analy-
sed. The strategic needs of wornen can
thereby be separated from their practical
needs. The practical needs can be met
within the framework of the traditional
role of women as those needs are related
to food production, children, responsibili-
ty for family health, housing etc. Their
strategic needs on the other hand, are
those whose coverage results in the posi-
tion of women in the family and society
being changed and strengthened, eg.
ownership rights to land and property,
new income opportunities, education,
fairer division of workload plus increased

equality within the family and society.
6. SIDE EFFECTS

Tr 15 NOT UNUSUAL for a project to have
effects other than those anticipated at
the planning stage. These effects, usually
called side effects, can be positive or
negative.

Tt is important that the evaluators do
not have too narrow a view of the pro-
ject but are also observant of factors
which lie outside the actual project in
order to identify possibie side effects.
Some examples of side effects follow:

An agricultural project can, through
increased utilisation of fertiliser, provide
increased harvests but also contributes to
the degradation of the environment - a
negative side effect. A project aimed at
drilling wells can also save a great deal of

time for the women of the area — a posi-
tive side effect. But it may also lead to

an overutilisation of water supplies

which may lead to a water shortage —a
negative side effect. The project may also
affect groups other than the target

group positively or negatively. Increased
availability of water through well dril-
ling for one group may lead to a decrea-
sed availability for another.

Negative impact on the environment
is the most common side effect. It is
therefore SIDA’s responsibility to carry
out environmental impact studies before
decisions concerning new inputs are
made (see further “Environmental
Consequences’, page 50)

7. COST-EFFECTIVENESS

WHAT HAS THE PROJECT cost? How do
costs and budget reconcile? Are the
costs reasonable in relation to achieve-
ments? Could the same results have
been achieved at a lower cost, ie, are
there more costeffective alternatives?

All evaluations are required to in-
clude a calculation of the financial costs
and benefits and an assessment of the
efficiency of the utilization of resources.
If we consider only the financial costs
and benefits which accrue to the project
and the actual prices the project faces,
we are doing financial costbenefit analysis.

If we instead 1) consider all the costs
and benefits which arise because of the
project and 2) assign them their true eco-
nomic value, then we are performing ecu-
nomic cost-benefit analysis. This kind of
analysis includes external effects, that is,
costs and benefits which arise because of
the project but do not accrue to the pro-
ject. For example, if a factory pollutes
fishing waters, or if a public agency




t posi-
dto

2=
ay also

-eased
dril-
rea-

iment

carry
fore

W

1o

ve-
e
e

vin-
costs
the
UICES,
Bis
roject
ces, -
1alysis
costs-

Fthe

1e eco-

ag eco-
1of

it is,
use of
: pro-
Ites, -

F
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trains jts employees who then quit to get
jobs in the private sector, then there are
costs and benefits which do not accrue
to the factory and public agency respec-
tively.

The true economic cost of putting
recourses to one use is its opportunity cost,
the benefits forgone by not putting the
resources to their best alternative use, If
the prices the project faces do not reflect
opportunity costs, then economic cost-
benefit analysis requires that shadow pri-
ces reflecting opportunity costs be calcu-
lated. For example, if the exchange rate
is fixed so that foreign currency is scarce
and ratjoned and the exchange rate on
the parallel market is higher, then the
opportunity cost of foreign currency is
higher than the offictal exchange rate.

Economic cost-benefit analysis is a
very comprehensive and time<onsuming
exercise requiring high level expertise in
economic analysis. Several development
agencies, including the Woarld Bank,
UNIDO, and QECD, have elaborated
detailed guidelines on how to proceed
when carrying out economic cost-benefit
analyses of development projects.

If it is not possible to put a monetary
value on the benefits of a project, then
an economic cost-benefit analysis is not
possible. This is often the case in the
social sectors such as health and educa-

tion. Sometimes cost-effectiveness analysis
can be used instead. With this techni-
que benefit are counted and then com-
pared with costs, often in the form of a
cost per unit of output, eg, per teacher
or per vaccinated child.

Cost-effectiveness analysis is always
comparative. It is used to compare diffe-
rent ways of achieving the same objective
and choosing the alternative that will

accomplish the objective at [owest cost.
Often some imagination is required to
find a sensible basis for comparisor.
Those in SIDA’s sector divisions responsi-
ble for systematizing evaluation results
should assume the role of gathering and -
systematizing data on costs in projects of
different types, thereby gradually buil-
ding up a data bank which can provide a
basis for cost-effectiveness comparisons.

In projects aiming and social impact
{awareness,empowerment, strengthening
of institutions, etc.) it may be difficult
to measure the output or benefits in
quantitative terms. In such cases, the
analysis may have to be lirnited to a dis-
cussion of the reasonableness of the
costs in view of the results.. A compari-
son of similar projects may give a useful
perspective. The level of cost-conscious!
ness of the project management can also
be discussed; signs of wasted resources
can be locked for.

8. IMPACT

DEVELOPMENT PROJECTS aim at improve-
ments for a certain target group — effects
which remain in place also in the long
rurn. This is called project impact. Impact
is distinct from achievement of project
objectives primarily in their time per-
spective and their orientation towards
the target groups.

Have primary health care projects
really lead to improved health, lower
infant mortality, longer life expectancy?
(Health care projects can have been
"successful” in the improved delivery of
service but the expected impact has still
not materialised).

Have literacy and education for women
lead to influence and a stronger position
in society? (Education for women may
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Assessments to be made during evaluations

have been successful, but perhaps has not
lead to increased influence).

Has the construction of a certain
highway really lead to decreased depen-
dence on a neighbouring country? (The
highway may have been completed
according to plan, but is perhaps not
fully utilised due to fear of sabotage;
dependence on previous transpost routes
rernains).

The impact assessment is fundamen-
tal for determining whether a project
can be considered successful and worth
the resources invested in it. One problem
is the time aspect. The relatively early
timing of evatuations usually prechudes
an assessment of sustainable, long term
effects as it may be necessary to wait
510 years or more to be able to ascertain
their extent. However waiting this long
1o assess impact would in itself cause a
problem of attribution, ie. the possibility
to trace back effects to just this project
as so many other changes have occurred
in the meantime.

9. HUMAN RESOURCES
DEVELOPMENT

To DEVELOP 18 to increase the knowledge
possessed both by individuals and coun-
tries

Human resources development i3 a
razjor element in almost all developrnent
assistance programimes, not merely for
projects which are of directly educatio-
nal character, Human resources develop-
ment must be an integrated part of any
project plan and must be regularly moni-
tored.

Hurnan resources development occurs
when the total mass of knowledge with-
in an organisation increases. During
project preparation, the level of compe-

tence (quality and quantity) in the orga-
nisation should be established as a base-
line or “benchmark’. Objectives for the
development of competence should be
formulated, plans on how to achieve the
objectives be made and indicators of
measurement identified. If this is proper
ly carried out, it will be possible to inclu
de an assessment of the human rescurce
development attained in a future evelua
tion.

10. INSTITUTIONAL
DEVELOPMENT

CERTAIN DEVELOPMENT assistance inprats,
eg. within the assistance to Public
Administration and Management fave
the primary goal of institutional develop-
ment. Institutional development can
encompass training of personnel, organ
sational change, development of systen
and routines, acquisition of modern
equipment in order to make the work
more efficient etc.

However, many, in fact the majority
of programmes aimed at 2 totally diffe
rent primary objective include nsinuti
nal development as a subgoaleg.
strengthening of recipient organisatior
If the programme is to be sustainable i
the long term, is not merely dependen
on the attainraent of its primary goal,
but also to a considerable degree on if
the subgoal — the strengthening of the
recipient organisations — has been atta
ned. For this reason most evaluations
must include an assessment of institu
nal development and competen"c-cf.-'

11, ENVIRONMENTAL,
CONSEQUENCES

EFFECTIVE, LONG TERM developrnent re-
quires a sustainable utilisation of natt




resources and the protection of the envi-
ronment. The concept environment is
awarded, in this context, a wide interpre-
tation and encompasses everything that
surrounds us and forms our jife environ-
ment: the soil, the seas and oceans, the
climate, natural resources, plants and ani-
mals and their natural environment, the
immediate surroundings of human
beings and their health.

Not all development assistance pro-
jects affect the environment, but many
do. The effects on the environment are
sometimes obvious, but sometimes also
indirect and difficult to interpret.
Effects may occur through a long chain
of cause and effect which can be diffi-
cuk to discern. Types of projects which,
from experience, always effect the envi-
ronment are those within agriculture,
forestry, fishery, water supply, transport
and industry. Those which seldom pro-
duce negative environmental effects are
projects within environment, education,
health care and institution building,
However, environmental aspects shall be
included in the assessments of projects
in these areas as well

Nowadays, SIDA is required to assess
future environmental consequences
during the preparation of all project pro-
posais (4). The results shall be stated in
the Idea and Project Support Memos.
All evaluations must include an assess-
ment of environmental impact. The task
of the evaluators is to examine any envi-
ronmental impact made by the project.
The availzbility of a environmental
impact analysis carried out during the
preparation phase is, of course, advanta-
geous as it provides baseline data for
comparison.

Assessments to be made during evaluations

12. EFFECTIVENESS OF PROJECT
IMPLEMENTATION .

THE EVALUATION SHOULD also contain an
analysis of the execution and administration
af the project covering how the various
actors ~ SIDA-S, DCO, any consultants
involved, recipient organisatiens, project
management and personnel — have per-
formed their various roles. An important
issue connected to this is if the recipient
has taken full responsibility for the acti-
vity and if SIDA has played the required
supporting and advisory role. Experience
shows that the donor all too easily takes a
dominating role which does not bode
well for the survival of the activity.

13. SUSTAINABILITY

THE DECISIVE ISSUE concerning the value
of a development project is whether the
activity supported can continue and be
maintained retaining a reasonable level
of quality after support from external
sources has been withdrawn.

The Evaluation Committee of
OECD/DAC has defined sustainability

as follows:

9"A development programme is sustaina-
ble when it is able to deliver an appropria-
te level of benefits for an extended period
of time after major financial, managerial
and technical assistance from an external
donor is terminated, 99

The sustainability of a project will not
be demonstrated until long after the with-
drawal of donor funds. It is therefore not
always possible to make definite assertions
concerning sustainability during evalua-
tions; instead the preconditions for the survi-
val of the activities should be discussed. The

4. See “Guidelines for environmental impact assessments” SIDA, april 1991
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Jegree of sustainability of the project
depends on several factors including;
a) Recipient government policies
Development projects always operate
within the context of a national goverr-
rment policy environment. Government
commitment and policies that support

_project objectives are critical to sustaina-

bility. Even the results of a “good” project
will not be sustainable if the policy envi-
ronment is hostile. The donor and the
recipient government may have different
priosities, Where there is no perceived
need for a development progratime,
government support is unlikely to be
forthcoming, In contrast, programmes
that are consistent with government prio-
rities may expect national support.

b) Management, Organisation and
Local Participation

Good management and effective orga-
nisation in host-country institutions are
key factors in achieving sustainability.
Most development assistance projects
inctude support to the institutional deve-
lopment of the recipient ministry or
institution involved. One decisive factor
for survival is whether the institution
has developed sufficient management
capacity at the point in time when deve-
lopment assistance is withdrawn.

¢) Financial factors

A major impediment to sustainability
is the inability to provide continued,
regular funding of annual operating
costs. Support from donors must be
replaced by financing from other sour-
ces. One method is to introduce user
fees for services provided ie. the consu-
mer pays for access to water, health care
or education. A second way is for the
project to include income generating
cornponents such as the sale of medi-

cines to finance 2 health care project. A
third possibility is that the government
or iocal authority allocates funding for
the activity. There is strong evidence to
suggest that prospects for sustainability
are greater for projects which do not
depend on general public funds.

d) Level of technelogy

The technology utilised in the project
must be appropriate to the economic,
educational, cultural and institutional
conditions in the country in question, i
the level of technology is too advanced,
the likelihood of continued operations
once the donor has withdrawn its tech-
nical assistance, is reduced.

¢) Socio-cultural factors

For & programme to be sustained it
must be well integrated into the local
social and cultural environment and be
accepted by the local population and deci-
sion makers. While a project may be able
to exert some influence over local socio-
cultural factors when external funding is
still available, it is unlikely that this will
continue when assistance is withdrawn.

f) Environmental factors

The ecological balance is often fragile -
in developing countries and under con-
tinual pressure from population and poor -
management of natural resources. Certain
development assistance programmes tax
scarce local resources and accelerate envi-
ronmental degradation. Sometimes, pro-
jects have unintentional impacts which
are detrimental to the environment or
ecological balance. For example a water
supply project involving well drilling
leads to an o verexploitation of water and
a resultant lowering of the water table.

The cccurrence of negative environmen-
tal effects may force the cessation of the acti-
vities supported by development assistance.
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\ ;ectlyes _Iaut are merely a
mor - non decss:ve part

g) External factors

Development projects function with-
in the existing political, economic, social
and cultural frameworks of the recipient
country. These lie outside the control of
- the project but are decistve for its possi-
] bilities to function and develop.

Political instability decreases the chan-
ces of national economic growth on
which all development activities are
based. Econotnic instability in the form
of eg high rate of inflation, lack of
foreign currency or cutbacks in the
national budget decreases the pro-
grammes’ chances of survival Natural

An example of goal huerarchy

or VALE o read the goal hlerarcby -

. -F an factors whuch can be.control— 1

led-by the. project and partly on exter-

nal factors whu_:h cannot be: control-
led, e.g. governrnent pelicies, trade
barriers; |ack of infrastructure, events.

- such as-droughit, armed conflicts, epi-

demics and environmental degrada-

| tion,

Whlie'th"e' project can exercise'a

: _relatrvely strict control ‘over the lower
| levels of the-goal hierarchy (investment
-, of iriputs,’ mplementatron of activities,

attainment of Gutputs), extérial face
“tors play a vital rofe in the achieve-

E meﬁt of abjecﬂves at hlgher levels. feis

| and dssess the risk of their affectlng

the success of the prOJect durlng the

disasters may also terminate the opera-
tion of development activities.

The list of bases for assessment above
is not intended to cover every eventuali-
ty, neither is it a catalogue’of aspects
which must be included in every evalua-
tion. As mentioned before, different eva-
luations have differing emphases and
focuses. No evaluation can completely
cover every possible aspect. It is SIDA's
task to state priorities in the Terms of
Reference, ie. which aspects are 10 exa-
mined in detail and which may be trea-
ted more generally.

Chapter 4
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Assessments to be made during evaluations

Goal hierarchy for health care project

. Jr- o o D .PrownceX

Development objectwe o Economucandsooaldevei@pment . |

":Sectoral objective  Improved hiealth for the population of

Province X -

. Staffed by trained persenne[

' Equment accczrdmg to agreement
Vaccines and drigs.
Adwsers (number of ﬁeaple and months)

iy ven"'|f thé persd' :e!




Assessments to be made during evaluations

WHAT IS A BASELINE STUDY?
BASELINE STUDY is-a collection of
primary and secondary data
which describes and analyses
sacio-economic situation in a cer-

or measurement of change at a later
gint in time. '_lndicators are estab-

: "then ut1h5ed when monrtormg angd
valuating.

WHY IS A BASELINE STUDY

: IMPORTANT?
0 BASIC AND EXACT mforma’aon .provi-
lod by such a study enables the for-
ation of dear and realistic objec-
t diffetent levels. The baséline

: the project ang actlvtt[es

WHEN ANDHOWISA BASEIM
STUDY USED? |

1 In connection. with the plannlng
-of the project. The iriformation

 provided facilitates the prannl ng
of the activities needed to attain
the goals and to éstablish the
needs of the different parrs of
the target group

A brief checklist for baseline studies

This dat'a'then forms the benchmark -

ides the basis for the plan~

2 To design the monitoring system
and to be ablé to continuously
measure changesin refation to
the starting point, the bench-
mark. This makes it possible to
check that the project is moving
in the desired direction and'if
not, to institute changes.

3. To be used as a point of departu-
re and to enable measurements

- of change over longer periods of

time which are to be made
during the evafuation of the pro-
Ject. To be able to use objective

data to'establish goal attainment.

A saseLiNE sTUDY. shalk be carried out

‘when idea preparatiori is completed
“but before project support preparation
* begins, i.e. when the sector: and geo-

| graphical area have:been establishad

but:the:actual planning:of the project
has -not yet begun. A good baseline
- study takes: time ~ a few months —so.

adyanc_e_ ptannmg is- essen_tlal. '

Further read;ng &ASELINE STUDY

- HANDBOOK FOR: SIDA by Solveig

Frelidenthal and Judrth Narmrowe,

. published by the Evaluation Unit, 1992'_.!

N Chapter -
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Evaluation ®

proaches and

Data Collection Methods

THE FOLLOWING CHAPTER shall not be con-
sidered as a definitive manual on evalua-
tion methods but more as an orientation.
in certain different approaches which
are applied to evaluations . Anyone wish-
ing to study the subject more closely will
find a fairly lavish amount of literature
on the subject, some of it mentioned in
annex 7.

Formal and informal
evaluation methods

The primary task of the evaluator is
to measure changes, explain thern and
assess to which degree they are the result
of the project under evaluation. The pro-
blem is to find reasonable, proper and
practically implementable methods for
data collection which are acceptable
from the point of view of the time and
funds available. These methods can be
divided into the formal and the infor-
mal.

The formal methods originate in the
world of research and are characterised
by a clearly defined method, established
in advance with data collection and mea-
surements carvied out directly on the tar-
get group or project. The results consist
of quantitative and qualitative informa-
tion of a high degree of precision.

The advantage of these formal meth-
ods is that they, as far as is humanly pos-
sible, reduce the problem of subjective,
personal influence and low validity and
reliability (see definitions at the end of

this chapter, page 65). However, formal
methods generally demand extensive
amounts of time and resources and can
be specially difficult to apply in develop-
ing country environments.

The informal methods are characterised
by the fact that they do not follow clear-
ly established criteria and are therefore
less exact, systematic and verifiable. In
contrast to general opinion, the informal
methods require higher standards of
commpetence and experience from the
avaluators as they are more dependent
on the individual executing thern (the
evaluator) and his/her knowledge, expe-
rience, values and working methods.
There may be a tendency for an evalua-
tor to subconsciously notice exactly the
kind of information which supports
his/her preliminary conclusions and
neglect any information which indicates
anything different.

Evaluations using informal methods
may, although they need not, have a
lower degree of reliability than those
applying formal methods. The advanta-
ges of the informal types of evaluation
are that they are less demasiding as far as
time and resources are concerned and
often result in information which is
adapted to the needs of decision makers.

Development assistance evaluators
should endeavour to use, whenever pos-
sible, a combination of the formal and
informal methods. Some type of middle
way is usually applied, often tending
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Evaluation approaches and data collection methods

more to the informal than the formal
These can be called adapted methods”
whase aim is more to analyse and
explain a situation rather than carry out
exact measurements of results. The goal
is to maintain a reasonable degree of pre-

cision without undertaking the collec-
tion and processing of substantial
amounts of data which demands enor-
mous time inputs.

Same basic approaches

BEFORE — AFTER PROJECT

THE EVALUATOR utilises methods which
enable a comparison of the situation befo-
re the project began with the situation
some years later at the evaluation. This
method is named the before—after project
approach. The method presupposes know-
ledge of the preproject situatior, prefera-
bly in the form of a beseline study (see
Chapter 4) before the project began The
equivalent data is collected during the
evaluation and any changes can be asses-
sed. The most serious methodological pro-
blem with this approach is to establish
and assess any independent changes with-
in the project environment and their pos-
sible effects on project results.

WTITH - WITHOUT PROJECT

THIS APPROACH consists of a comparison
hetween the situation in the project area
with another, similar area which has not
been part of the project. This means an
attempt to establish a “control” situation.
This approach is named with—without pro-
ject and is often suitable for the evalua-
tion of pilot projects and experirnental
activities. The major methodological pro-
blem with this approach is to find a con-

characteristics as the project area and to
isolate those Factors which may have
influenced the two areas in different
ways. A disadvantage is that the costs are
doubled for this type of study as data
collection must be carried out twice. In
addition, it could be considered ethically
doubtful to intensively study a target
group without taking any measures
which could contribute to their develop-
ment.

COST/BENEFTT ANALYSIS

Orrier METHODS used to assess the results
of a project are based on econormic ;
models, primarily the cost/bengfit analysis . '
or a costeffectiveness analysis. One pro- o
blern with this method is that it is based
on certain suppositions, made by the eva-
Juator, on the costs and benefits of a pro-
ject. Establishing the costs of a project is
not usually a problem, however assigning
an objective value to the benefits is not

so easy. (See page 48-49)

This spproach is best utilised when
evaluating projects based on capital
investment eg. industry and infrastruc-
ture projects rather than education,
health care and public administration.
However, even in the latter case it is of
importance to include an analysis of costs
and benefits This is useful in that at
Jeast the planned costs and results can be
compared to the actual costs and results,
Cost,/benefit analysis should not be the
only approach utilised, it should be
applied parallel with other complementa-
ry methods. '

QUANTITATIVE AND QUALITA-
TIVE DATA AND ANALYSIS

[NFORMATION COLLECTED and analysed for

trol situation which exhibits the same

the purpose of evaluation can be quanti-
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tative or qualitative. Quantitative methods
are defined as data collection methods
which can easily be expressed in figures,
be collated in tables and processed using
statistical methods of analysis, This data
may be project specific or general statis-
tics.

Quantitative data in the form of figu-
res and tables provides a illusionary
impression of objectivity and credibility.
However, availability and quality of sta-
tistics in developing countries is often
uncertain and it may be difficult to
assess the reliability of existing statistical
data. It is therefore important that any
such data, and the methods used to gat-
her it, be critically examined by the eva-
luators. Quantitative methods are used
by researchers in eg medicine, technolo-
gy and economics and also by sociolo-
gists who work with large scale surveys,

Qualitative approaches and data collec-
tion methods provide information which
is difficult to transform into figures, col-
late into tables or process statistically,
Qualitative data is descriptive, often
expressed in words and contributes to
the increased understanding of the situa-
tior. However, it should be noted that
qualitative information can also be awar-
ded number values and surnmarised in
tables; for example, it may be possible to
rank th e units examined by placing
thern on a scale. Qualitative methods are
typically used by social anthropologists
and other social researchers.

Almost all evaluations use a combina-
tion of quantitative and qualitative met-
hods. The two methods used together
provide better preconditions for convin-
cing conclusions than each one by itself.
Some quantitative data is always inclu-
ded but its usefulness is often limited.

Many issues under evaluation are such
that they cannot be discussed using
quantitative data alone. Development
programme evaluations are generally
based on information of the qualitative
type which can net a lot of information
which would otherwise be lost and there-
fore advantageously complements quanti-
tative information. However one of the
disadvantages of qualitative methods is
that they tend to be coloured by the eva-
luators own values and interpretations.

Importance of several different
sources as bases
for conclusions

THE DECISIVE 15SUE for the credibility of
the evaluation is the amount and quality
of information which the evaluators uti-
lise as a basis for their assessments and
conclusions. The importance of using
several sources — preferably both qualita-
tive and quantitative types — cannot be
stressed enough. These sources are com-
monly referred to as nultiple lines of evi-
dence”,

The more sources utilised and the more
information which supports them, the
more reliable the evaluation conclusions, It
is also relevant to state here that the
conclusions must be based on facts and
relationships which have been observed
during the evaluation not on general
opinions.

Below is a survey of various sources
of information and a number of meth-
ods of data collection which can be utili-
sed in an evaluation. .
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Evaluation approaches and data collection methods

Various data collection
methods

DESK STUDIES

THE PREPARATION PHASE of all — and there
are no exceptions — evaluations includes
a desk study of the project documenta-
tion. A/onsiderable part of the data
needed by the evaluators is to be found
in SIDA’s documentation, primarily the
“ides” and “Project Support” memos, deci-
sion documents, formal agreements, base-
line studies, plans of operation, momnitor-
ing reports and previous evaluations.

DIRECT MEASUREMENTS

WHEN EVALUATING projects which have
physical, measurable objectives, (eg pro-
ductive projects, infrastructure and other
projects with quantitative obijectives ),
quantitative measurements can and
should be made. Such measurements
could be body weight and height ina
nutrition project, production volume in
an agriculture or industry programme or
number of books produced in a educa-
tion programme. Often this type of
information is already available from the
monitering reports but needs to be col-
lated, analysed and compared to plans
and prognoses.

A distinction is made between prima-
7y data which is collected by the evalua-
tors for a certain need and secondary-
data eg, statistics which is already availa-
ble, Tf the evaluation is to be based on pri-
mary data, it generally must be imple-
rmented in two or more phases and inclu-
de at least two visits to the recipient
country. The planning and execution of
the data collection must be carried out
well in advance of the actual evaluation

in order for the data to be available in

time. Quantitative data must generally
e combined with an assessment-of qua-
lity in order to be meaningful

It is important to critically examine
data collected by different people as con-
selots or subconscious systematic measu-
rement €rrors may occur.

INTERVIEWS WITH KEY PEOPLE

THis IS WITHOUT DOUBT the most common
method used in SIDA evaluations, It is
doubtful that any SIDA evaluation
exists which does not include this as one
of the main methods used. The concept
“key people” consists of a variety of
groups representing SIDA, organisations
and authorities in Sweden and corre-
sponding entities in the recipient coun-
try who have been involved in the pro-
ject in one way or another.

‘Selection of interviewees is decisive for
the utility of this method. The choices
made must be well thought-out and
representative. All the actors and interes-
ted parties in the project should be given
a hearing Interviewees shall be selected
on the basis of their position and their
knowledge, not because they are availa-
ble or well known to the project person-

" nel. A comron practice is to select inter-

viewees with the help of project person
nel, which exacerbates the risk of a
biased sample.

The opinjons and attitudes of the pro-
ject administrator at SIDA plus the pro-
ject management naturally colour the
evaluator’s image of the project. This is
difficult to avoid and there is a conside-
rable risk that the evaluators become caught
in this image It is therefore extremely
important that others who view matters
from another perspective have their say,
e.g non rmanagement personnel in the

TR
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project and target group representatives.
These people may express totally diffe-
rent opinions on how the project func-
tiens in reality. It is usually necessary to
use some type of random selection meth-
od when constructing the target group
sample.

One or more interview guides should
be designed in advance stating which
questions will be put to which categories
of interviewees. Valuable assistance can
be provided by the establishment of an
interview schedule stating the different
categories of personnel to be interviewed
on one axle and the questions to be put
on the ather.

Questions to be put to each group can
then be ticked off.

The evaluator should take notes
during ot immediately after the inter-
view. He/she should be well read as far
as the project and its context is concer-
ned so that the interview can begin with
current information and continue to
new information. In this way more well
informed questions can be put concer-
ning the relationships and problems in
the project. In the case of the most
important interviewees, it is advantage-
ous to schedule at least two interviews
with each person in order to deepen the
contact and to be able to confront
hirn/her with any new information
which may have been collected during
the course of the evaluation .

The atmosphere during the interview
should be open, informal and create con-
fidence in the interviewer. Interviewees
shall be guaranteed confidentiality and
anonymity in the evaluation report ie.
they will not be named when quoted.
The interviewer may not, of course,

spread information which has been

Evaluation approaches and data collection methods
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given in confidence.

The criteria used for the selection of
interviewees shall be recorded in the
methods chapter of the evaluation
report and a list of those interviewed
shall be attached as an annex.

The method Snterviews with key people”
can be used 1o advantage:

W when general, descriptive informa-

tion is needed.

M to gain insights into motives and
relationships among the various
actors

M to interpret available quantitative
information and to make qualitati-
Ve assessments.

8 when the aim is to generate propo-
sals and recommendations

B when the need is to develop issues,
hypotheses and proposals for later
testing.

The limitations of the method lie primari-
ly in the risk of onesidedness or bias in
the selection of interviewees and that
the interviewer may interpret the infor
mation in a non-objective manner, This
method should not be utilised alone but
in combinatien with other methods of
higher reliability and validity eg. statisti-
cal data, quantitative data from project
reports or first hand measurements,

Interviews with key people may appe-
ar far too fuzzy and subjective but this
need not be the case. The method does,
however, need a well structured selec-
tion of interviewees and preparation of
systematic interview guides in order to
achieve good results. It also requires eva-
luators who are experienced, methodical
and of independent nature.
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GROUP INTERVIEWS

COLLECTING A NUMEBER of people, some-
times referred to as focus groups , and
holding a question and discussion meet-
ing instead of interviewing them indivi-
dually can give advantages concerning
both time and results. Observed group
dynamics can supply information on reac-
tions and relationships within the group
which would not have been available
using any other method. The method is
suitable if it is necessary to find out the
target group’s attitude and degree of sup-
port to a planned project, the priorities of
different categories and individuals and
possible conflicts within the group.

Leading such groups is extremely
demanding. Good background know-
ledge, well formulated, exact questions
and experience of managing similar situ-
ations contribute to success. There is a
risk that one or several individuals domi-
nate the discussion, effectively silencing
those who hold other opinions.

I this is the case then complementary
discussions with smaller groups or indivi-
duals who have not been sble to state
their opinions might be suitable, It is
sometimes advisable to hold separate dis-
cussion sessions for women and men

QUESTIONNAIRES

QUESTIONNAIRES IN THE FORM of lists of
questions to a larger samiple could be an
alternative to personal interviews in
order to obtain information from a
wider circle of people. Questionnaires do
have several disadvantages, not least in
the context of developing countries whe-
re literacy is often poor or non existent,
there is limited experience of filling in
forms and a lack of trust in anonymity
promises. Also experience has shown

that the reply frequency is extremely
low in extensive questionnaire surveys.
There are however circumstances when
questionnaires can be used to advantage,
eg when administered to course partici-
pants at the completion of 2 course.

The selection of the sample is decisi-
ve. It can sometimes be difficult or
impossible to select 2 representative
sample. A controlled, non-representative
sample will risk the reliability of the
result. This method may therefore only
be used with care and only as a comple-
ment to other methods,

OBSERVATION

THE FIRST HAND OBSERVATIONS of the eva-
luators concerning the project, its envi-
ronment, the various actors and their
reactions are always an important com-
plement to other data collection met-
hods. The primary aim of the project
visit is to provide an orientation for the
evaluators.

A distinction is made between partici-
patory observation, a method mostly
used by anthropologists, and non parti-
Cipatory observation which has a much
wider application eg. in medicine and
education etc. These methods are briefly
described below:

FParticipatory observation works in such
2 way that the observer (often a social
anthropologist in development assistance
situations) participates as @ member of a
social system which is under study.
Observation is carried out during an
extensive period of time (months or
even years} so that the observer’s partici-
pation gradually ceases to disturb and
influence the results. This method is spe-
cially useful when the aim is to under-
stand unknown socio-cultural situations,




processes and reaction patterns eg, in
order to anticipate how a certain type of
project will be received and function.

A disadvantage of this method is that
it demands extensive resources in the
form of time and consequently generates
high cost levels. In addition the quality
of the information is considerably
dependent on the observation abilities,
character, training level , experience and
values of the observer,

Non participatory observation appears
in all evaluations (with the exception of
pure desk studies) as the evaluators
when visiting the project and its environ-
ment observe, register and evaluate what
they see.

The observations can be more or less
systematic. An observation guide can
contribute to the completeness and sys-
tematisation of the observations and
minimise the risk of subjective assess-
ments. This is valuable in that it helps
the evaluator to understand the project
situation and contributes to placing
information obtained through interviews
in the correct context. It is given that the
quality of the information gained
depends on the observation abilities of
the evaluator. It is not unusual that the
evaluator registers situations and rela-
tionships which have not been noticed
or mentioned by the personnel who live
and work in the project. It is natural of
course for the impressions registered by
the evaluators to be influenced — con-
sciously or subconsciousty — by their
own values and frames of reference. The
use of several observers can be vahuable
in order to counteract this individual
influence,

Evaluation approaches and data collection methods

PARTICIPATORY EVALUATION

Ti1s CONCEPT REQUIRES that the people
who work in the project and those who
form the target group evaluate it them-
selves often without inputs from outsi-
de.

However is it hardly possible to dis-
cuss “participatory evaluation” as an isola-
ted occurrence. Instead it must be consi-
dered as a part of the process where the
target group participates in every stage:
planning, decision making, implementa-
tion and evaluation. The evaluation
therefore becomes one of several activiti-
€s in the project in which the target
group participates. The aim of the parti-
cipatory evaluation could be to steer the
project or to increase knowledge about it
and the development process.

In recent years the concept “target
group participation” has been highligh-
ted especially among popular mave-
ments and organisations which work at
grass roots level with strongly target
group oriented projects. The participation
of the target group is both a means to reach a
result and.a goal in irself. It forms a
method for the target group to gain
power, responsibility and control over its
own situation and developrnent — in
other words “empowering”.

A participatory evaluation is valuable
from several points of view primarily as a
method of increasing knowledge, fnvol-
vement and self confidence among the
target group and project organisation, It
should also be remembered however
that the method has its limitations.

Participatory evaluation cannot replace
an external independent evaluation, It can-
not be used by the donor to gain an
objective impression of the project’s
results, It is not useful to obtain 2 critical
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examination of the project organisation
or the effectiveness of the project imple-
mentation. Neither is it possible if there
are problems or conflicts of interest wit-
hin the project. Finally, participatory eva-
luation seldom throw s up new perspec-
tives or proposals for new solutions.

RAPID RURAL APPRAISAL (RRA)
PARTICIPATORY RURAL
APPRAISAL (PRA)

THESE METHODS may be viewed as varia-
tions of participatory evaluations. They
were developed at the end of the 70s for
rapid evaluation of agricultural projects
and have become an alternative to time-
consuming, costly and extensive data col-
lection methods, The design of these
methods is a result of dissatisfaction
with studies carried out by highly quali-
fied agricultural experts which were
often misleading as these evaluators had
very little understanding of the living
conditions of the rural poor.

Another reason was the dissatisfaction
with the methods then applied which
required long, complicated question-
naires and extensive and expensive data
processing. A contributing factor was
also the insight within donor and agri-
cultural circles that the rural population
itself had valuable knowledge and expe-
rience and that it was efficient to take
advantage of this knowledge directly.

Initially, RRA was met by scepticism
from the academic world but once it
had been proved that this method could
provide just as reliable results as the tra-

ditional survey techniques, it became
more sccepted. Participatory Rural
Appraisal (PRA}is a more modern varia-
tion developed from RRA, which allows
the rural population rather than external
expertise to play the major role in the
process to an even greater degree.

Briefly, RRA and PRA are based on
the technique that the evaluators
attempt to collect data by talking direct-
ly to the rural population about their
experiences, problems and priorities. The
methods are focused on a limited num-
ber of key issues. Unnecessarily extensive
data collection is avoided and costs can
therefore be considerably reduced. The
interviewer behaves flexibly during the
interview, listens carefully and attempts
to avoid contr olling the interviewee too
much. Interviewees should not come
from the leadership level in the local
society. The poorest, the women and
people who live on the periphery are
carefully listened to and leamed from.

This method has advantages and dis-
advantages It is extremely informal and
requires that the evaluator possesses a
humble attitude and especially good abi-
lity to settle in to a usually demanding
project environment, to establish perso-
nal contacts and to listen actively. The
method is specially suitable for studies
aimed at increasing knowledge, identify-
ing problems, developing new ideas and
providing a general understanding of
how the project functions rather than
evaluations which are aimed at assessing
effects, physical results and efficiency.
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THERE ARE MANY sources of learning with-
in SIDA, but one of the most important
Is its evaluation activities. One of the
main aims of evaluation is, as stated at
the beginning of this book, to enhance
knowledge of development mechanisms
and test strategies and methods through
the systematic analysis of €xperience
acquired,

When experience has taught us what
functions well and less well, our work
can gradually change and improve. We
can avoid repeating rmistakes and learn
which methods function best through
the observation of successful cases, We
can gradually become better at identify-
ing factors which mean risk of failure
and also those which provide the best
preconditions for good results. This
applies to life in general and also to deve-
lopment assistance activities, The idea is
that experience leads to knowledge
which in its turn leads to improved
working methods.

The information and conclusions
drawn from evaluations are answers to
important questions about the effective-
ness of development assistance program-
mes. Bvaluations are management tools, ie,
high quality evaluations provide infor-
mation on which to base important deci-
sions and quality planning at project and
programme level,

Evaluations form a tool for institutic-
nal, strategic learning,

There are lessons to be learned on
two levels:

Operational lessons: learning concer-
ning project organisation, design, plan-
ning and implementation, choice of tech.
nology, development of knowledge and
institutions plus costeffectiveness, ie
learning at the project level.

Development lessons: lessons at a higher
level je. concerning the effectiveness of
different development strategies, the
importance of donor assistance for deve.
lopment in different sectors, the roles
played by donors, recipients and cther
actors in the development process respec-
tively, the long term effects of develop-
ment assistance and the sustainability of
programmes,

Lessons learned” are defined as know-
ledge which is generated by individual
evaluations but which has replicability
beyond the project specific level and can
be applied at a more general level. Every
evaluation report shall include a special
chapter for such information entitled
“lessons learned”. A selection of these les-
sons are integrated and become a part of
SIDA’s “organisational knowledge bank”
Lessons learned can affect thinking, stra-
tegies and decision making in the organi-
sation for many years and in many diffe-
rent contexts,

It is necessary to emphasise that the
relevance and quality of the evaluations
and the professionalism and credibility of
the evaluators are decisive for the role
that the evaluations will play in organisa-
tiona] learning, It is important that SIDA
carefully selects and spends time and




Learning

through €valuatiop

many questions:
B How does learning occur? Whe
learns and ey does it happen?

B How s knowledge and experience

which are provided by evaluationg

transferred o decisi

assistance work?
N What role doeg evaluation
institutiona] learning?

recipient
Countries?
informatior, Twenty or 50 donors - B What mechanisms ensyge that
through OECD/DACY Expert Group acquired experience jg utilised ang
on Ajd Evaluation - have established a applied in future development
- Common database from which SIDA can

14w an enormous ameyng of high qua-
lity evaluation inform

ation,

play in




ar, barkraftig utveckling

ator

futionellt samarbete

itutionell utveckling

e faktorer

handlingsplan

kostnadseffektivitet

kunskapsutveckling

konsaspekter/genusaspekter

miljéaspekter

mottagarland

mal

malgrupp

maluppfyllelse

‘ personalbistand

X produktionsmal

1 projektbeskrivning

i projektgenomfirande

projektgranskning

projektmal

S relevans

e resursinsatser

sektormal

o svensk bistindsinsats
sektorstdd
uppféljning
uppdragsbeskrivning
utvirdering
utvirderingsmetodik
utvirderingsrapport
varaktiga effekter

< yttre faktorer

Terminology
Swedish — English

Annexes

activities

development objective

donor

participatory evaluation

feasibility study

sustainable development

indicator

institutional cooperation

institutional development
inxernal factors

plan of operation
costeffectiveness, efficiency
human resource development
gender aspects
environmental aspects
recipient country
goal, objective, purpose, target
target group
achjevement of objectives, effectiveness
technical assistance
outputs
project document
project implementation
appraisal
immediate objective, project objective
relevance
inputs
intermediate or sectoral objective -
Swedish support, input
sectoral support
monitoring
terms of reference
evaluation
evaluation methodology
evaluation report
impact
external factors, assumptions

N
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Annex 2

Headings for Model

Terms of Reference

— Ditferent Languages

A STANDARDIZED FORMAT for the contents
under each heading can be found on
pages 34-36

English — Terms of Reference

1. Background

2 Reasons for the Evaluation

3. Scope and Focus of the Evaluation

4. Methodology, Evaluation Team and
Time Schedule

5. Reporting

Swedish — Uppdragsbeskrivning

1. Bakgrund

2 Anledning till utvirdering

3 Uppdraget

4 Metodik, utvirderingsteamets sam-
manséittning och tidplan

5 Rapportering

Spanish — Términos de Referencia

1 Antecedentes

2 Proposito de la evaluacion

3 Descripcién de tareas

4. Metologia, equipo y fecha para la
evaluacion

5. Informe .

French ~ Mandat

1 Contexte ®

2. Raisons d'évaluation &

3 Envergure et axes d'évaluation et -
échéancier

4. Méthodologie, équipe d'évaluation
et échéancier

5. Activités de compte-rendu
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Annex 3

Sida Evaluation Report
— A Standardized Format

(SIDA evaluation reports — a standardized format)

INFORMATION TO AUTHORS OF
EVALUATION REPORTS FOR SIDA:

ALL SIDA EVALUATION reports should fol-
low a standardized format The language
of the report should be English unless
otherwise agreed. If considered necessary,
SIDA may demand that the report be
checked by a professional fanguage con-
sultant at the expense of the author(s) of
the report.

The report must follow the Terms of
Reference agreed upon for the evalua-
tion. The report should be brief and con-
cise, the normal length varying between
40 and 60 pages. Additional material
should be presented in annexes or
appendices.

The report shall be typed on a word
processor, using Microsoft Word as soft-
ware. Authors shall supply SIDA with a
disk to facilitate editing and printing.

Format for SIDA
evaluation reports

EXECUTIVE SUMMARY

B First in the report immediately fol-
lowing the cover. Preferably not
more than two-three pages; these
pages numbered separately.

The summary should be selfcontained
and self-explanatory — it will be read by
some people who do not know anything
about the programme. It should include

W 2 very brief description of the pro-
ject/programme /sector support
evaluated (purpose, time frame,
volurne of funds, main compo-
nents, geographic location)

B purpose and focus of the evalua-
tion as expressed in the Terms of
Reference

M summary of findings, conclusions
and recommendations {this should
be the main part of the executive
summary).

TABLE OF CONTENTS

PROGRAMME CONTEXT

B the development context of the
project

B the project history

B description of the project: the goal-
hierarchy, the Swedish inputs, acti-
vities planned and undertaken,
expected outputs, effects and
impact.

THE EVALUATION;
METHODOLOGY.

M reasons for the evaluation, scope
and focus of the evaluation as out-
lined in the Terms of Reference

W approaches and methods used in
conducting the evaluation (what
was done, by whom, when, where
and how)

B limitations of the study

Ry L
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FINDINGS

(MAY BE EXPANDED intto several consecuti-
ve sections)

Information, analysis and findings
should be presented in cleaily defined
sections addressing each one of the issues
to be covered in the evaluation as outli-
ned in the Terms of Reference.
Conclusions should be stated clearly and
substangiated by the evidence and analy-
sis presented,

The degree of confidence with which
the conclusions can be drawn should be
explicitly mentioned.

CONCLUSIONS
AND RECOMMENDATIONS

THIS CHAPTER SHOULD contain a summary
of conclusions and recommendations.

Conclusions and recommendations may
be written in separate chapters. It should

Annexes

be concise and may preferably make refe-
rences to the sections of the report where
the respective conclusions are dealt with
more extensively,

LESSONS LEARNED

THIS SHOULD BE a short chapter on lessons
of a more general nature that the evalia-
tion has generated, i.e. lessons and experi-
ences that may be of importance also for
other projects and programs.

APPENDICES

1. Terms of Reference for the
Evaluation (must be included),

2. List of persons interviewed, inclu-
ding the institution they represent
and the position: they hold.

3. List of documentation and other
references.

4. Tables, diagrams, statistical infor-
mation etc (optional),
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Annex 4

Checklist for Assessment of
Evaluation Reports

O Are all paints stated in the Terms
of Reference covered?
3 Is the aim of the evaluation clearly
stated?
U Is the composition of the Swedish
input clearly stated?
Ul Are the results achieved clearly sta-
ted?
U Does the evaluation include an
assessment of:
O the relevance of the input?
Q achievement of abjectives?
Q efficiency?
U sustainability?

0 Have the following points been

dealt with?

0O gender

8 environment (if applicable)
Q institutional development

Q s there a chapter on lessons lear-
ned?

Q Have the evaluators clearly stated
which document /documents have
formed the point of departure
{reference point) of the evaluation?
( This is not always the “Project
support memo”)

U Are the data collection and analysis
methods reasonable?

U Does the evaluation report contain
a summary of costs and other
resources (eg. personnel months)
for the input?

Q' Are the conclusions and recom.
mendations clearly supported by

‘the evaluation results?

4 Do any points need to be clarified
or expanded?

Q Is the report the right length?
(Main text 5060 Ppages or shorter if
possible)

O Can any points be abbreviated or
moved to the annexes?

Q Is the report sufficiently rich in
facts and argumentation to be able
to be read independently and used
for decision making without extra,
verbal information?

Q Is there an Executive Surnmary? [s
this a real executive summary and
not a summarised discussion?

O Are the conclusions and recom.
mendations contained in indepen-
dent chapters and not pert of the
Executive Summary?

Q Are the following points well
described?

O background
O methods

O sources

I tearn

Q Are the following annexes atta-

ched? ;

U Terms of Reference

U People met/interviewed

L Field visit fvisits programme if

applicable

J Acronyms and abbreviations

0 Printed sources/bibliography
O Is the level of the text and context

appropriate? (The target reader

should be & person who, though
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he/she is well versed in develop-
ment assistance issues, does not
have detailed knowledge of this
project or recipient country, eg. a
mermber of SIDA’s Board of
Diirectors)

O Is the language of an acceptable
standard? (It is possible to include a
surn for language editing in the ori-
ginal contract surn)

0 Have abbreviations been avoided
or at least explained in the text the
first time they appear?

O When the original report is in
Spanish or Portuguese — is there a
full summary in English?

U Has the report been submitted in
the requisite number of copies?

[ Is the text on a diskette in
MSWORD? (The diskette is sub-
mitted together with the final
report).

O Has the Evaluation Unit received a
copy of the Draft Report?
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Annex 5

Methods for Evaluation of
Environmental Consequences

in SIDA’s Guidelines for Assessment of
Environmental Consequences).

THE EVALUATION PROCESS can, with advan-
tage, be divided into three sequential
steps;
1) determination of project type
2) evaluation of environmental con-
sequences
3) check that the evaluation covers

all necessary aspects

1. Determination of
project types
Projects are divided into two cate-

gories: environmentally neutral and envi-
ronmentally consequential projects. This
determination is generally easy to carry
out and occurs with the application of
sound common sense,

ENVIRONMENTALLY NEUTRAL
PROJECTS

PROJECTS IN THIS GROUP cannot be conside-
ted to have any effect on the environ-
ment, or at least an extremely indirect
effect,

Administrative transfer of knowled-
ge, health projects, food aid and teaching
projects can be mentioned as examples
of environmentally neutral projects,

A group of projects which at first
sight appears environmentally neutzal
but whose focus can cause environmen:
tal effects form a grey zone which
should be considered carefully. This type
of project includes education, vocational
training, research, disaster relief, institu-
tonal support and rehabilitation of exis-
ting infrastructure. (see also pages 16-17

ENVIRONMENTALLY
CONSEQUENTIAL PROJECTS

ALL NON ENVIRONMENTALLY neutra) pro-
Jects are included in this group, even pro-
jects whose primary aim is to protect the
environment or rehabilitate damaged
areas. The actual goals of these projects
demand that positive or negative goal
attainment is evaluated,

2. Evaluation of
the environmental
consequences of the project

SIDA’s GuipELEs for Assessment of
Environmental Consequences are a use-
ful tool during evaluation. The most rele-
vant questions concerning the most cam-
mon project types are listed there.

In addition to the environmental
impact which can be observed during
field visits there are many other sources
to refer to e.g. project management per-
sonnel, local population and NGOs, earli-
er environmental impact; studies, earlier
follow up of such studies, national, regio-
nal and local environmental authorities,
unjversities and technical colleges, natio-
nal surveying authorities, literature and
databases,

ENVIRONMENTALLY NEUTRAL
PROJECTS

THE ENVIRONMENTAL evaluation of these
projects is based on a question which the
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; evaluator should ask himself and both
i central and local project management
: when visiting the project;
L M Have any positive or negative envi-
"!r ! ronmental consequences been

ik noted?
: If the answer is yes then the type and
it scale of the impact should be noted
0 together with any measures taken to deal ronmental impact necessary?
' with possibly negative impact. An environmental impact study has not
'; previously been carvied our:
: ENVIRONMENTALLY W Attempt to create a picture of the

actually been implemented? ‘
B Have any measures to counteract
possible negative consequences !
been taken? I
B 5 there or should there be a con-
tinuous environmental impact 5
check mechanism? |

M Is a more extensive study of envi-

iy

CONSEQUENTIAL PROJECTS

A MORE DETAILED evaluation is carried out
for these types of projects. A step by step
guide is presented below.

The types of questions may vary a

envirotrnental situation before the
start of the project. Use eg. project
documents, zerial photographs, maps,
satellite photos, interviews with key
people and local population.

8 Make an assessment of environ-
mental impact through interviews

little depending on whether an environ-
mental impact study has previously been

carried out. with project leadership, field obser-
; An environmental impact study has pre- vations and local sources. Use
i viously been carried out SIDA’s checklists.

B Have the environmental activities
mentioned in the documentation
actually been implemented?

B Have any measures to counteract
possible negative consequences
been taken?

W Is there or should there be a con-
tinuous environmental Impact
check tmechanism?

W Is a more extensive study of envi-
ronmental impact necessary?

; 'h Begin by asking if a follow up study
of environmental consequences hasalrea-
dy been carried out, if not start with
i question 3.
| B Was the follow-up full scale? Were
E any aspects neglected?
: W Are the reported results in accord
with the opinions of the project
L leadership, environmental authori-
i' ties, local population and the evalu-
1

ator’s first hand observations?

M Describe the most important envi-
ronmental effects. Positive or nega-
tive? Use any existing follow up,
interview key people, make a field
inspection, Use STDA’s checklists,

B How does the actual environmen-
tal impact compare with that envi-
saged in the Environmental Impact
Study?

B Have the environmental inputs
mentioned in the documentation

Checklist for evaluator

L Hentification of impact
Has the project affected environmentally
sensitive areas, e.g. rain forests, mangrove
swamps or coral reefs?

Has the project caused a significant
positive or negative impact?

Has the total geographical area of the
impact been considered? Delays before
the impact is noticed?

g T e e

L L



Is 2 more extensive study of environ-
mental impact necessary?

2. Limitation of environmental impact

Have measures been taken to decrease
possible negative impact?

Have the interests and opinions of
those people directly affected been taken
into account?

Have people or property been moved?

Have compensation measures for
affected people been executed?

3. Procedures

Has SIDA's methodology for environ-
mental evaluation been utilised?

Has the value of the positive and
negative effects been taken into conside-
ration in the financial /economic analysis
of the project?

Annexes

Have the recipient environmental au-
thorities been consulted and have they
been able to express their views on the
environmental consequences of the pro-
ject?

4. Implementation

Have sufficient baseline studies been
carried out?

Have the environmental activities
mentioned in the documentation actual-
ly been implemented?

Does the recipient country need sup-
port to be able to include specific envi-
ronmental components in the project or
support for environmental education?

Has the environmental impact been
monitored during the implementation
and operational phase of the project?

STEP 1

Project type
determination

Environmentally
neutral project

Environmentally
consequential project

_-..-_-____-_..__,.__-____..___i.__..___..

STEP 2

Evaluation

Standard
questions

STEP 3

Previous Env.
impact study?

YES | ——» NO

Y

Has env, impact
been monitored?

'

Questions Questions

Check

CHECK EVALUATION
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Annex 6

Methods for Integration
of Gender Aspects
in Evaluations

/1. Formal regulation
within SIDA

INSTRUCTIONS CONCERNING evaluations
can be found in SIDA’s Guidelines and
Action Plan for development assistance
to women (9 October 1985),

To apply these guidelines it is recorn-
mended that the following questions
should be answered in the evaluation:

B Which groups, separated into men
and women, is the development
assistance aimed at, directly or indi-
rectly?

B Which positive respectively nega-
tive effects has the project had on
wornen and men respectively?

Further it is stated that these aspects
shall be included in the Terms of
Reference of the members of the evalua-
tion team.

SIDA’sGender Unitshall be provided
with an opportunity to give their views
in order to ensure that these aspects are
considered properly.

2. Methods of assessment

Which methods have been developed
within SIDA to assess the impact on
women and men in evaluations?

The concept “target group” is expan-
ded to cover three separate groups of
women and men which should be cove-
red by the analysis:

B “che target group”, ie. those who

are benefited by the input;

W groups which are expected to
take part in implementation;

B groups which will be influenced
but which are neither target group
nor participants. !

Important aspects to remember when
planning evaluations:
B Terms of Reference should include
a practical gender perspective ie.
the actual questions to be answer-

ed shall be formulated in the
Terms of Reference — if necessary
in an annex.

B The evaluation team should inclu-
de one person who possesses gen-
der competence and who is assign-
ed the task of monitoring gender
aspects in the evaluation as well as
ensuring that the other members
of the team consider these aspects
in their work.

8 The gender perspective should be
considered as relevant in all aspects
of an evaluation including financi-
al, technical, administrative and
social as well as having its own pla-
Ce s a separate issue

B Reports on gender aspects shall be
submitted by all members of the
team. They are to be integrated
into the main report and not inclu-
ded as an annex.
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Even if the input under evaluation
has not had the explicit objective of inte-
grating gender aspects, or lacks specific
data or monitoring system, there are
opportunities to monitor gender issues
through eg.

B Identification of lack of informa-
tion concerning the different
groups — target group, participants
and affected groups;

i B collection of existing gender speci-
o fic statistics and identification of
N important gaps in information;
| W Identification of special constraints
on women — factors which mean
that women do not have the same
opportunities 25 men to benefit
from the project, and explanations
of possible negative effects on
, women,

’1 M identification of indicators for
improved monitoring.

W practical proposals for changes

j in the input.

3. What does OECD/DAC
recommend?

OECD/DAC WID Expert Group and
Evaluation Expert Group have together
established a plan covering those gender
' aspects which should be integrated into
' Terms of Reference for evaluators (May
1992),

These questions are by no means com-
Plete or perfect but they can be utilised
and further developed.

1. Idea Preparation, Project
Proposal and Project Implementation

a) How were the interests and roles

of women (in comparison to those
of men) examined and considered
during the three stages mentioned
above in the project / programre
under evaluation?

b) In which ways did women (in
comparison to men) take part in
these processes?

2. Results and Impact

a) Were women (in comparison to
men) positively or negatively affec-
ted by the project/programme
concerning access to income, train-
ing, workload, household and soci-
al role and health?

b) How were the interests and roles
of women (in comparison to men)
examined and considered during
the evaluation stage?

¢) Have important factors concerning
women {in comparison to men)
not been considered at the project
proposal stage?

3. Availability of data.

Was gender specific data available at
all project/programme stages?

i) idea preparation

i} project proposal

if} implementation

iv) monitoring

v) evaluation

4. Sustainability .

Have the results attained by the pro-
Ject/programme the sarne level of sustai-
nability for women as for men?

R
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