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FOREWORD

Bringing the quality of evaluation at UNFPA on par with internationally recognized standards remains
a challenge. In particular, many country programme evaluations are still characterized by
insufficiently substantiated findings and fall short of responding to the request of the community of
donors for greater accountability and transparency.

The Handbook on how to Design and Conduct a Country Programme Evaluation at UNFPA has been
designed as a guide to help evaluation managers and evaluators apply methodological rigor to
evaluation practices in decentralized units. It also shifts the focus of evaluations from activities and
outputs to the results of country programmes, which are of particular interest for the partners of
UNFPA.

Taking stock of best practices among UN organizations, the handbook has been tailor-made for the
assessment of interventions falling specifically within the mandate areas of UNFPA. It provides
practical guidance to independent evaluators for the assessment of UNFPA country programmes and
helps evaluation managers get a comprehensive grasp of the evaluation process, methods and
techniques. The handbook thus aims at the production of evaluation reports that can be used in
confidence while contributing to the harmonization of evaluation practices organization-wide. It also
serves the purpose of reinforcing accountability and transparency.

However, the handbook cannot, on its own, foster professional standards of quality in evaluation
throughout the organization. This important goal can only be achieved if it is embraced by all.
Building a culture of evaluation implies in particular, that evaluation becomes a corner-stone of the
UNFPA results-based management system.

To this aim, the foundation must be laid for the establishment of an effective results-oriented
monitoring system to support — and complement — the evaluation function. Currently, evaluations at
UNFPA are still constrained by the scarcity and limited usefulness of monitoring data. If interventions
are not properly monitored, it may not be possible to subsequently evaluate them in a satisfactory
manner.

The Handbook on How to Design and Conduct a Country Programme Evaluation at UNFPA is the
product of a joint effort of the Evaluation Branch at the Division for Oversight Services in
collaboration with two external methodology experts. The process of writing this handbook also
benefitted from the active collaboration of colleagues in country and regional offices. During a pilot
phase, the draft methodology was tested in Bolivia and Cameroon where the Evaluation Branch
conducted the country programme evaluations in close collaboration with the country offices.

It is our hope, within the Evaluation Branch, that this handbook will lead to good quality reports.
They are indispensable tools to inform programming and decision-making with a view to ensuring
that interventions are effective and respond to the needs of the beneficiaries.

Louis Charpentier
Chief, Evaluation Branch — DOS
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INTRODUCTION

The United Nations Population Fund (UNFPA) is an international development agency that promotes
the right of every woman, man and child to enjoy a life of health and equal opportunity. UNFPA
supports countries in using population data for policies and programmes to reduce poverty and to
ensure that every pregnancy is wanted, every birth is safe, every young person is free of HIV, and
every girl and woman is treated with dignity and respect.

UNFPA is a subsidiary organ of the United Nations General Assembly. It plays a unique role within
the United Nations system: to address population and development issues, with an emphasis on
reproductive health and gender equality, within the context of the International Conference on
Population and Development (ICPD) Programme of Action and the Millennium Development Goals
(MDG), in particular MDG 5.1

In 2009, UNFPA provided support to 155 developing countries, areas and territories: 45 in sub-
Saharan Africa, 14 in the Arab States, 20 in Eastern Europe and Central Asia, 40 in Latin America
and the Caribbean, and 36 in Asia and the Pacific.

The constant improvement of evaluations practices is essential for UNFPA. In addition to contributing
to the greater accountability and transparency of the organization, good quality evaluation reports also
respond to the need to learn lessons from past interventions. For these purposes, the Evaluation
Branch at the Division for Oversight Services produced a fully-fledged methodology tailor-made for
country programme evaluations (CPE) at UNFPA.

The Handbook for the Design and Conduct of Country Programme Evaluation at UNFPA was
developed by the evaluation branch in collaboration with two selected experienced evaluation
methodology experts2.

The handbook was developed in a participatory manner which entailed, in particular, rounds of
discussion among the Evaluation Branch staff and external experts. The methodology was tested in
two pilot country programme evaluations designed and conducted by the Evaluation Branch in close
cooperation with the country offices in Bolivia and Cameroon. The handbook also benefitted from
substantive input from colleagues in those country offices as well as from independent national and
international evaluators and experts who implemented the methodology during those two “pilot
CPEs.”

Structure and contents of the handbook

The handbook is structured in three parts. It also contains an overview of the entire evaluation process
and a specific Note for the attention of the evaluation manager.

! See the Statement by the Executive Director to the Executive Board, February 2012
http://unfpa.org/public/home/news/pid/9946 and a presentation on UNFPA Internal Audit and Oversight and the
Business Plan http://www.unfpa.org/public/home/exbrd/pid/8683

? The Handbook for the Design and Conduct of Country Programme Evaluation at UNFPA is the result of a
collective work — Louis Charpentier (Chief, Evaluation Branch), Alexandra Chambel (Evaluation Adviser),
Hicham Daoudi (Evaluation Adviser) — in collaboration with two international consultants — Jordi del Bas
(leading expert on evaluation methodology) and Rafael Eguiguren (expert on data collection methods) — and
with the support of Valeria Carou-Jones (Evaluation Specialist) and Olivia Roberts (Evaluation Analyst).
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The overview presents the evaluation process step by step. It is intended for those readers interested
in obtaining an understanding of the key stages in the conduct of a CPE. It also includes a presentation
of the tools, resources and templates to be used throughout the process. A special emphasis is placed
on the evaluation matrix as a central tool for the design and conduct of a CPE.

Designing the Evaluation This first part sets forth the methodological, procedural and information
requirements of the design phase. It provides the evaluation manager and evaluators with practical
explanations on all the issues to be addressed in the design of a country programme evaluation.

Conducting the Evaluation This second part deals with practical aspects of field work -- from the
arrival of the evaluation team in the country to the presentation of preliminary findings and
recommendations to the country office. It provides the evaluators with guidance on methods for
collecting and analysing data. As a complement to the CPE, the evaluators will also find a specific
section on how to conduct an assessment of the country office monitoring and evaluation (M&E)
system in the specific UNFPA set-up.

Figure 1 The structure of the handbook
Tools and Resources - this third part
is divided in five sections:

PART 1 L

. The Toolkit equips the evaluators
Designing the Condichnsithe with a set of evaluation tools for both
Evaluation Evaluation the design phase and the data
collection and analysis stages. The
evaluators will find tools for: (i)
structuring information, (ii) data
PART 3 collection, (iii) data analysis and (iv)
Tools & assessing the M&E system.
Resalices The Outlines section guides the
evaluation  manager and  the
evaluators through the structure of
the design and final reports.

Fifteen ready-to-use Templates (e.g.,
ToR, stakeholder map, CPE agenda, interview logbook, management response etc.) are also available
with a view to facilitating the work of the evaluation manager and evaluators throughout the different
phases of the evaluation process.

The Elements of theory section proposes to readers who want to know more detailed explanations on
evaluation concepts, approaches and techniques.

Finally, a Glossary presents the definitions of the main methodological terms.

How to navigate the handbook

The handbook offers step-by-step practical guidance to the evaluators throughout the different stages
of the evaluation process. It also provides the evaluation manager with the information required to be
able to supervise the evaluation process and ensure the quality of deliverables.

Evaluators and evaluation managers who are not well versed in evaluation methodologies
(terminology, methods, tools and processes), have little evaluation practice (notably in conducting
data collection and analysis, and drafting of reports) and are not yet familiar with the UNFPA
programming and operational framework , should read the entire handbook in the chronological order
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of the evaluation process. Those, on the contrary, who are well acquainted with evaluation concepts
and the CPE process may want to go directly to Part 3 which provides tools, templates as well as
guidance on how to structure the design and final reports.

Table 1 How to navigate the handbook depending on the profile of the reader

The reader is the evaluation manager

=> Read the entire handbook in a sequential way, i.e., Overview, Part 1, Part 2 and tools and resources in Part 3
whenever indicated.

=> S/he can omit sections 1.1.5 if already well acquainted with the UNFPA framework
=> S/he should pay particular attention to the Detailed outlines for the reports, in Part 3.

The reader is the team leader

=>» S/he should be familiar with the entire handbook so s/he can direct the evaluation team members to relevant
specific sections and/or tools for their respective tasks.

=> S/he should pay particular attention to the Detailed outlines for the reports, in Part 3.

=> S/he should pay particular attention to sections 2.1 Starting the field mission and 2.3.2 Presenting
preliminary results, since s/he will play a key leading role at these two stages of the evaluation process.

The reader is not familiar with UNFPA and has no extensive experience in evaluation

=> Read the entire handbook in a sequential way, i.e., Overview, Part 1, Part 2 and tools and resources in Part 3
whenever indicated.

The reader is already familiar with the UNFPA framework

=> S/he can omit sections 1.1.5

The reader has previous experience in UNFPA country programme evaluations

=>» S/he can omit the overview and the section 1.1 Understanding the framework of the CPE.

The reader has previous experience in evaluation

=> S/he should nonetheless read sections 1.2 Drafting and selecting the evaluation questions, 1.3 Selecting a
sample of stakeholders and 1.4 Planning data collection and analysis.

Note: section 2.2.1 “How to conduct interviews: practical tips” is also highly recommended since it
provides evaluators with suggestions on how to deal with data collection problems.

The reader is the evaluator assessing the country office monitoring and evaluation system

=>S/he should read section 2.3.3 A particular case: Assessing the country office M&E system as well as tools
15, 16, and 17.

The evaluators should gain an in-depth knowledge of several crucial topics as a prerequisite to
designing and conducting a country programme evaluations.

Table 2 Evaluation topics of particular importance

The topics and their location in the handbook

Topics Where to find them in the handbook
The evaluation matrix Overview; 1.2.2; tool 1
Stakeholders sample selection Section 1.3, 2.1, and tools 1, 3, 4, 7 and 10.
Drafting agendas
Ensuring that the evaluation is evidence-based, Section 1.4, 2.3.1 and tool 14

logical and coherent




| How to draft the design and the final reports | Detailed outlines for the reports, in Part 3

The reader will find pointers throughout the text. These pointers have three functions: (i)
summarising key features; (ii) assisting the reader to find relevant information; and (iii) providing
practical tips and advice. There are four types of pointers:

.—‘|| Name of the quoted document
= [reference of the document]

9 | Whatisthe use of [....]

This pointer is meant to inform the reader on the practical application of a specific concept or
document for the evaluation (design or implementation)

& Gotol...]

Go-to pointers refer to other parts of the handbook where the reader will find complementary
information.

= Tip and reminders
Include practical suggestions, advice and/or warnings.




Handbook: How to Design and Conduct a Country Programme Evaluation at UNFPA Evaluation Branch at DOS

OVERVIEW

A country programme evaluation unfolds in five phases: preparatory phase, design phase, field phase,
reporting phase, and dissemination and follow-up phase.

Figure 2 The phases of a country programme evaluation
. ) Management
Preparatory Design Field Pha Reporting Response,
Phase Phase ® = Phase Dissemination

& Follow-up

The preparatory phase comprises the following tasks:

¢ Drafting the terms of reference. The terms of reference should address the following issues:
- Why should we undertake the evaluation?
- What are the objectives of the evaluation?
- What should be evaluated?
e Gathering background information and documentation on both the country context and the
UNFPA country programme;
¢ Selecting and recruiting external consultants to form the evaluation team;
o Constituting the evaluation reference group.3

The design phase describes the process of structuring the evaluation. It also includes the planning for
the subsequent conduct of the field work: methodological framework, data collection and analysis
strategy.

The design phase should provide answers to the following key questions:
o How will the evaluation be conducted? On which criteria will it be based? What will be the

methodological approach and related tools?
e When will each stage of the evaluation take place?

3 It is strongly advised to the evaluation manager to constitute a reference group. An evaluation reference group
is usually composed of country office senior managers, a representative of the regional office management (e.g,
the M&E regional adviser), and representatives of national counterparts. They may also include representatives
of the academia and of civil society organisations.



o What are the specific responsibilities of the evaluation manager? Which member of the
evaluation team will be responsible for each task? (organisation, work process and work

plan)

At design phase, the evaluation team must gain an in-depth understanding of both the country context
and the UNFPA country programme. The evaluators must draft the evaluation questions, choose the
most appropriate methods for data collection and analysis, and select a sample of stakeholders to
interview in view of the data collection and analysis stages. These tasks should be performed in close
cooperation with the UNFPA country office personnel particularly with a view to refining the
evaluation questions, consolidating the stakeholders mapping, drafting the preliminary agenda of
interviewees and identifying additional documentation.

The evaluation manager and evaluators must dedicate much attention to the design phase since any
flaw will be very difficult to mitigate during the data collection and analysis stages.

The main output of the design phase is the design report.

&= | Section Detailed outlines for the reports in Part 3 of the handbook presents the structure of the
design report and provides guidance on how to draft it.

The field phase consists of a three to four week mission in the country in order to complete the data
collection and proceed with the analysis. Evaluators will collect data through individual interviews,
group discussions, focus groups, and by way of consulting further documentation. The evaluators will
then analyse the assembled data and shall produce a first set of preliminary findings and
recommendations. At the end of the field mission, a debriefing meeting will allow for the validation
of findings and the discussion of preliminary recommendations with the country office and key
partners.

The reporting phase refers to the process of drafting the evaluation report. After its submission, the
draft final evaluation report undergoes a quality assessment (EQA) by the evaluation manager. The
reporting phase also includes the review process consisting in: (i) the provision of comments by the
reference group; (ii) the evaluators producing the final report, taking into account the comments of the
reference group.

The reporting phase ends with the evaluation quality assessment (EQA) of the final report. The EQA
process foresees: (a) a quality assessment by the evaluation manager; (b) a quality assessment by the
regional monitoring and evaluation adviser (c) a final quality assessment conducted by the Evaluation
Branch at DOS.

< | Template 15 in Part 3 of the handbook features the EQA grid. NB: the EQA template must be
attached to the Terms of Reference.

During the dissemination and follow-up phase, the main recommendations of the final evaluation
report are circulated to the relevant units (country and regional offices, divisions at headquarters)
which are, in turn, invited to submit a response. The evaluation manager consolidates all responses in
a final management response document.

@ | Template 14 in Part 3 of the handbook presents the format of the management response.

The Programme Division ensures that evaluation findings are integrated into strategic policy and
planning (DP/FPA/2009/4, IV, 14, b and c) and is responsible for monitoring and overseeing the
implementation of the recommendations. The Evaluation Branch at DOS ensures that all CPE reports
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and respective evaluation quality assessment grids are available on the UNFPA evaluation webpage
(see Evaluation Database at http://web2.unfpa.org/public/about/oversight/evaluations/ )

The evaluation report is made available to the UNFPA Executive Board and is widely distributed
within and outside of the organization (hence the importance of the executive summary and abstract
as communication stand-alone products of the evaluation). The country office is also responsible for
placing: the evaluation report, its abstract, the evaluation quality assessment and the management
response on the CO website.

Figure 3

Summary of the main aspects to cover in each phase of the evaluation

Preparatory
Phase

» Initial documentary research and ToR drafting
* Desk review
* Stakeholder mapping

Design Phase

* Setting the methodology framework: evaluation criteria, evaluation questions, selection of methods
andtools
* Development of a detailed evaluation plan

* Drafting of a design report

Field Phase

*» Three-week mission for the data collection and analysis with a view to formulating preliminary
findings andrecommendations

* Debriefing meeting on the preliminary findings and recommendations with a view to obtaining
comments firom the CO and key partners

Reporting
Phase

Management
Response,
Dissemination
and Follow-Up

* Production of the draft final evaluation report )
* CO evaluation manager performs the EQA of the draft final report
* Review process based on comments from the reference group

* Drafting of the final evaluation report

* Evaluation Branch performs the final EQA )

\

*» The report is distributedto stakeholders in the country and at UNFPA headquarters

*» The country office, the regional office and relevant HQ services provide responses to the
recommendations of the evaluation report within a management response

*» The final CPE report is made available to the UNFPA Executive Board along with the new CPD
*» The report, the final evaluation quality assessment grid and the management response are
published onthe UNFPA evaluation webpage as well as on the CO website

* Follow up of progress of the implementation of recommendations one year later

J
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Main actors and their respective roles and responsibilities in the conduct of decentralized CPEs

Actors Roles and Responsibilities Time line -
Year of
Programme
cycle
Evaluation e Include evaluation activity in the PAD e Y1
manager e Launches the evaluation e Y3
- Drafts the ToR
- Establishes the evaluation reference group
- Prepares initial documentation
- Prepares list of atlas projects by CPAP output and Strategic Plan outcome
- Prepares stakeholders mapping
e Selects and recruits the evaluation team e Y3
e Supervises the work of the evaluation team and provides guidance throughout the | o Y3/4
entire exercise
e Provides comments on the design report and inputs to the evaluation matrix e Y3/4
e Manages the logistics for the field mission e Y3/4
e Provides comments on the draft final evaluation report e Y3/4
e Conducts the evaluation quality assessment on the draft final evaluation report | e Y3/4
(EQA)
e Approves the final evaluation report and finalizes the EQA e Y3/4
e Submits the evaluation recommendations to the relevant services for the | e Y3/4
management response
e Supervises the editing, layout and printing process of the report e Y4
e Ensures the dissemination and outreach processes of the evaluation e Y4/5
Evaluation e Carries out the evaluation based on parts 1, 2 and 3 of the handbook e Y3/4
team e Produces the design report e Y3/4
e  Produces the evaluation report e Y3/4
Evaluation | e Provides input to the ToR e Y3/4
Reference e Contributes to the selection of evaluation questions e Y3/4
Group e Provides comments on the design report e Y3/4
(ERG) e Provides comments on the draft final evaluation report e Y3/4
Regional e  Supports the country office upon request e Continuous
Office (RO e Monitors progress of implementation of evaluations in the region, especially the | ¢ Continuous
M&E mandatory ones
adviser) o Fills the EQA grid and discusses it with the CO e Continuous
Programme | e Provide process evaluation guidelines e Continuous
Division e Monitor and report on preparation and implementation of management responses | ¢  Continuous
e Usesresults and recommendations of CPEs. e Continuous
e Review CPD to check use of evaluation results. e Continuous
e Provide to the Executive Committee EC synthesis of evaluation findings e Continuous
Technical e Provide technical support to implementation of evaluation, as requested e Continuous
Division
Evaluation e Provides methodological support to decentralized units e Continuous
Branch at e Provides methodological guidance to decentralized evaluations in particular CPEs | ¢  Continuous
DOS e Conducts CPEs in close collaboration with COs and with the support of regional | ¢ Continuous
offices
e Conducts the final assessment of the quality of evaluation reports e Continuous
e Reports to the UNFPA Executive Board on the quality of decentralized evaluations | ¢ Continuous
e Manages the evaluation database e Continuous
e Reports the results and main lessons learned of evaluations to the UNFPA | ¢ Continuous

Executive Board
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Evaluation Branch at DOS

Each phase of the evaluation process entails a set of specific tasks for evaluators. With a view to
accompanying the evaluation manager and facilitating the work of the evaluation team, the handbook
provides a number of readily usable tools, resources and templates. The table below links the main
tasks for each phase of the evaluation process with the related tools, resources and templates.

Table 3

CPE Phases & tasks
Preparatory Phase
Drafting the ToRs

Tools, resources and templates available throughout the evaluation process

Tools & Resources Templates
Non applicable (NA) Template 1
Tool 1 (T1) — The evaluation matrix Template 4

Desk review

T9 - Checklist for the documents to be provided by the
evaluation manager to the evaluation team

(Included in T9)

Stakeholder mapping T4 — Stakeholders mapping table Template 3

besgntFnase . . |

questions

Understanding the UNFPA T2 - Effects diagram NA
strategic response

Understanding the UNFPA T3 - List of Atlas projects by CPAP output and Strategic Plan | Template 2
programmatic response outcome

Drafting and selecting evaluation T1 — The evaluation matrix Template 4

T5 - The corporate alignment matrix

(Included in T4)

T6 - The evaluation questions selection matrix

(Included in T6)

Drafting the CPE agenda and
individual agendas

T7 - The CPE agenda

Template 5

T10 - Checklist of issues to be considered when drafting the
agenda for interviews

(Included in T10)

T4 — Stakeholders mapping table

Template 3

T3 - List of Atlas projects by CPAP output and Strategic Plan
outcome

Template 2

Choosing data collection methods

T8 - Checklist for preparatory tasks prior to data collection

(Included in T8)

T9 - Checklist for the documents to be provided by the
evaluation manager to the evaluation team

(Included in T9)

T11 - Principles to develop interview guides

NA

T13 - Interview logbook

Template 6

Choosing data analysis methods
Field Phase
Conducting data collection

T14 - Preliminary findings summary table

T1 — The evaluation matrix

(Included in T14)

Template 4

T8 - Checklist for preparatory tasks prior to data collection

(Included in T8)

T10 Checklist: considerations when drafting the agenda of
interviews

(Included in T10)

Reporting Phase
Drafting the design report and the
final report

Dissemination and follow up
Management Response

T11 — Advice on how to develop interview guides NA

T12 - Checklist for sequencing interviews NA

T13 - Interview loghook Template 6
Conducting data analysis T1 — The evaluation matrix Template 4

T14 - Preliminary findings summary table (Included in T14)
Conducting the assessment of the T15 - M&E system assessment grid Template 10
country office M&E system T16 -CPAP indicators quality assessment grid Template 9

T17 - Action plan for improvement of the M&E system

T1 — The evaluation matrix

Template 11

Template 4

Part 3 — How to structure and draft the design report

Template 7 &13

Part 3 — How to structure and draft the final report

Template 12

Evaluation Quality Assessment (EQA) Grid

NA

Template 15

Template 14
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Some of the tools and templates are indispensable to the conduct of good quality evaluations. The
evaluation manager must ensure that they are duly used by the evaluators.

&= | See the cover page of the Toolkit and Templates sections in Part 3 for an overview of the
compulsory tools.

The evaluation matrix plays a role at all stages of the evaluation process. As such, it deserves
particular attention from the evaluation manager who should know how to develop and use it. Both
the evaluation manager and the evaluation team should get an in-depth understanding of this tool (its
purpose and how to use it) prior to reading Part 1 of the handbook.

The evaluation matrix in a nutshell
The evaluation matrix is an essential tool which displays the core elements of the evaluation: (a) what
will be evaluated (evaluation criteria, evaluation questions and related issues to be examined — “what

to check”); (b) how to evaluate (data sources and collection methods).

The evaluation manager must ensure that the evaluation matrix is annexed to the design and final
reports.

&= | Tool 1 in Part 3, explains what the evaluation matrix is, why it must be used, how and at what
stages of the evaluation process. This tool also provides guidance (and examples) on how
evaluators should complete the evaluation matrix.

@ Why should evaluators use an evaluation matrix?

o It is a communication tool to inform (in a snapshot) the relevant stakeholders on the core
aspects of the evaluation

o It is the reference document for developing the agenda (data collection and analysis stages)
and for preparing the structure of interviews, group discussions and focus groups

o ltis a useful tool to check the feasibility of the evaluation questions

o Itis a control tool to verify the extent to which evaluation questions have been answered and
to check whether enough evidence has been collected

Who should draft the evaluation matrix?

The main responsibility for drawing up the evaluation matrix lies with the evaluation team under the
supervision of the evaluation team leader. This process also involves the evaluation manager, the
UNFPA regional office M&E adviser, and the members of the reference group since they should all
be consulted, in particular for the selection of the evaluation questions.

Refining the evaluation matrix
The evaluation matrix will be drafted at design phase and must be included in the design report.
However, it may be necessary to revise the matrix at the beginning of the field phase.

* This situation is described in more detail in section 2.1 Starting the field mission, in Part 2 of the handbook.
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NOTE TO THE EVALUATION MANAGER

What is your role as the evaluation manager of a CPE?

The role of the evaluation manager in the design and conduct of a country programme evaluation is
paramount. He or she is the person who will be managing the whole process from the beginning to the
end on behalf of the country office.

The evaluation manager will ensure consistency throughout the evaluation process, from drafting the
terms of reference to the dissemination of the report, the preparation of the management response and
the follow-up of recommendations.

The evaluation manager will also be the contact person for all administrative and organizational issues
and will coordinate the activity of the different actors involved in the CPE (evaluation team and
reference group).

S/he will also organize and supervise the different phases of the evaluation process and ensure the
quality of all deliverables submitted by the evaluation team.

Why should you use the handbook?

Although the handbook is primarily meant for evaluators -- i.e., the national and international experts
(consultants) who will be responsible for implementing the evaluation exercise, it provides the
evaluation manager with a comprehensive grasp of evaluation methods and techniques which are
necessary for his supervisory work.

The handbook will also help the evaluation manager establish the “rules of communication and
reporting” with the evaluation team: what are the key issues the evaluation manager needs to pay
particular attention to; what are the key tasks of the evaluators and what are the deliverables expected
from them.

Finally, the evaluation manager will find in the handbook all the information required in order to
perform his backstopping and quality assurance role throughout the evaluation process.

For more details on the evaluation process, the evaluation manager may consult the
= Programme Division, Evaluation Process Guidelines: Guidance for Evaluation Managers
7 on How to commission and manage evaluation

What are your tasks at each phase of the evaluation process?
1. During the preparatory phase, the main tasks of the evaluation manager are:

1.1 Drafting the terms of reference

The terms of reference (ToR) shall abide by the UNEG guidelines on drawing up ToR® and must
include a description of both the overall and the specific objectives of the CPE. They must be annexed
to the contract of the consultants.

® http://www.uneval.org/papersandpubs/documentdetail.jsp?doc_id=608
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| = | See Template 1 — The ToR

The ToR spell out the objectives of the country programme evaluation.

The overall objectives of a CPE are to render account on the performance (accountability) of the
country programme and draw lessons from past and current cooperation in order to improve future
programming (learning).

The specific objectives will be:

1. To provide an independent evaluation of the progress, or lack thereof, towards the expected
outcomes envisaged in the UNFPA programming documents. Where appropriate, the
evaluation also highlights unexpected results (positive or negative) and missed
opportunities;

2. To provide an analysis of how UNFPA has positioned itself to add value in response to
national needs and changes in the national development context;

3. To present key findings, formulate conclusions, and provide a set of clear and forward-
looking options leading to strategic and actionable recommendations for the next
programming cycle.

(7 | As a complement to the CPE, the ToR shall include an assessment of the monitoring and
evaluation (M&E) system of the country programme. However, this assessment will be
conditioned by the resources and time available for the exercise.

The ToR will also contain information on the scope, background and context of the evaluation. The
scope will determine the geographical reach and the time span covered by the exercise.

The evaluation manager must be well acquainted with the definition of each evaluation criterion. In
particular, s/lhe must clearly distinguish such notions as: efficiency vs. to effectiveness;
responsiveness vs. relevance.

In the terms of reference, the evaluation manager should include a first set of evaluation questions
based on issues identified by the country office and the reference group. Hence the evaluation
manager needs to be well aware of how to draft evaluation questions. Part 1 of the Handbook includes
a section with examples of evaluation questions.

< | 1.2.1 Evaluation criteria and examples of related evaluation questions. See also Tool 1 —
The evaluation matrix and the glossary in part 3.5 of this Handbook

1.2 Selecting and recruiting the evaluation team. The evaluation manager shall be familiar with
the Ethical Code of Conduct for UNEG/UNFPA evaluations and guarantee that the evaluation
team meets all the requirements relating to independence and prevention of conflicts of
interest. The evaluation manager will ensure a multidisciplinary composition of the team with
both thematic and evaluation skills.

The evaluation manager shall be familiar with the norms and standards for evaluation in the
UN system

0 = http://www.unevaluation.org/unegstandards

= http://www.unevaluation.org/ethicalguidelines

= http://www.unevaluation.org/unegcodeofconduct
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1.3 Establishing the Reference Group and indicating its role in quality assurance

1.4 Preparing initial documentation

(7 | The evaluation manager shall provide the CPD, the CPAP, the AWPs, SPRs, COARs, and
evaluations to the team of evaluators.

See Tool 9 — Checklist for the documents to be provided by the country office to the
evaluation team.

1.5 Preparing list of Atlas projects by CPAP output and Strategic Plan outcome

< | Tool 3 List of Atlas projects by CPAP output and Strategic Plan outcome presents a wide range
of data not readily retrievable since it is generally scattered throughout a number of AWPs.

1.6 Preparing a stakeholders map. The handbook presents the rationale for selecting a sample of
stakeholders and not a sample of projects.

& | Steps in the process of selecting the sample and the role of the evaluator manager in each stage
are presented in section 1.3 Selecting a sample of stakeholders

The stakeholders mapping table (tool 4) in Tools for structuring information provides an
inventory of the implementing agencies, other partners and beneficiaries classified by Strategic
Plan outcomes, CPAP outputs and Atlas projects.

2. Inthe design phase, the role of the evaluation manager consists in providing quality assurance
on the design report and making sure that the team uses the tools for the design (available in
Part 3) as well as the outline of the design report (presented in Part 3.2).

| & | Seealso Tool 1 — The evaluation matrix.

3. With regard to the field mission, the evaluation manager will take care of the logistics and in
particular of the agenda. The evaluation manager will play a prominent role given her/his
easier access to the contact details of stakeholders identified for interviews.

& | Seesection 1.4 Planning data collection and analysis for more details on the preparation of
the CPE agenda. 1.5.2 Resource requirements and logistical support.

See also Tool 7 — The CPE agenda.

The evaluation manager shall also facilitate the organization of the debriefing meeting for the
presentation by the evaluation team of the preliminary results and recommendations of the evaluation.

4.  During the reporting phase the evaluation manager will make sure that the evaluation team
uses the outlines for the structure of the report included in Part 3.2 of this handbook. The
evaluation manager will conduct a quality assessment (EQA) of the draft evaluation report
and discuss its results with the evaluation team. The EQA grid as well as the comments of the
reference group on the draft final report will be used to obtain a good quality final report. The
EQA grid and scoring will be revised according to the quality of the final version of the
report.
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< | See Template 15 — Evaluation Quality Assessment Grid and Explanatory Note.

5. During the dissemination and follow-up phase, the evaluation manager coordinates
contributions to the management response from relevant units, including the country office,
the regional office as well as divisions from the headquarters. He/she also promotes the use of
the evaluation recommendations to inform all relevant decision-making instances.

The evaluation manager monitors the status of the management response and proactively
promotes the implementation of the actions planned.

| = | Template 14 — Management response

The report is distributed to stakeholders in the country and in the headquarters. The evaluation
report is made available to the UNFPA Executive Board by the time of approving a new
country programme document. The report will be published, along with the EQA grid and the
management response, on both: (ii) the country office web site and (ii) on the evaluation
database (http://web2.unfpa.org/public/about/oversight/evaluations/)

For more details on the management response process consult
= Programme Division, Evaluation Process Guidelines: Guidance for Evaluation Managers
i on How to Commission and Manage Evaluation
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PART 1 - DESIGNING THE EVALUATION

1.1.1. Country Programme Evaluations and the UNFPA evaluation framework

Country programme evaluations are inserted in the UNFPA evaluation framework. This framework
sets out the mandate for the evaluation, as well as the main objectives of the CPE. The evaluators
should be familiar with the CPE mandate and goals.

According to the UNFPA evaluation policy regulatory framework, end-of-cycle country programme
evaluations are mandatory and their findings should be used to inform subsequent programming
cycles. For this purpose, they need to be completed by the end of the penultimate year of the
programme cycle.

Article 18 of the UNFPA evaluation policy states that “UNFPA seeks to strengthen evaluation in
order to strengthen accountability for results and ensure that evaluation results are used by the
management to inform decision-making and contribute to more effective programming”. This overall
approach to evaluation also applies to CPE.

The spirit and essence of CPE is also reasserted in a decision adopted by the UNFPA Executive Board
at its annual session 2010 in Geneva (DP/2010/34). In this Decision the Executive Board:

“Emphasises that building lessons learned into future policies, programmes and operations is
essential, and stresses the importance of implementing the (evaluation) system to ensure a systematic
response to and follow-up of decentralised evaluation recommendations and to disseminate lessons
learned”. In the same decision, the Executive Board: “Welcomes the priority of UNFPA to conduct
end-of cycle country programme evaluations in the current biennium during the penultimate year of
the country programme, and, in that regard, looks forward to seeing end-of-cycle country programme
evaluations and budgeted country programme evaluation plans being presented together with the
country programme documents from the annual session 2011 of the Executive Board”

Therefore, not only is the CPE final report expected to inform the next programming cycle, it is also
to be presented to the Executive Board together with the country programme document (CPD)
outlining the next five-year cycle. However, there are two preconditions for CPE reports to inform the
next country programme in a useful and meaningful manner:

e The report must be of good quality -- i.e., clearly structured, well written, and providing evidence-
based findings, valid conclusions and useful recommendations;

e The CPE must be performed in a manner that guarantees the independence of the evaluators’
judgments and the impartiality of their conclusions; especially when considering that CPE reports
are presented to the UNFPA Executive Board.

Evaluators should be acquainted and comply with the norms and standards of the United Nations

Evaluation Group (UNEG) when designing and conducting the CPE. The evaluation team should also
adhere to the ethical guidelines for evaluators and the Code of Conduct also established by UNEG.
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Standards for Evaluation in the UN System

= http://www.unevaluation.org/unegstandards

= http://www.unevaluation.org/ethicalguidelines
l——|| = http://www.unevaluation.org/unegcodeofconduct

1.1.2 The objectives of the evaluation

The overall objectives of a CPE are: (i) to fulfil the accountability and learning functions of
evaluation and (ii) to provide inputs into the design of the next programming cycle.

Its specific objectives are related to: (i) assessing the relevance and performance of the UNFPA on-
going programme (i.e., an independent assessment of the progress of the programme towards the
expected outputs and outcomes set forth in the results framework) and (ii) reviewing the country
office (CO) positioning within the developing community and national partners in order to respond to
national needs while adding value to the country development results.

1.1.3 The object of the evaluation

The object of a country programme evaluation comprises three components:
1) The analysis of UNFPA focus areas

The evaluators assess the relevance of the UNFPA country programme as well as progress in the
achievement of outputs and outcomes set in the three interrelated focus areas -- population and
development, reproductive health and rights and gender equality -- against what was planned in the
country programme action plan (CPAP).

2) The analysis of UNFPA strategic positioning in the country

The evaluators assess the alignment of the country programme with the UNFPA Strategic Plan and
with the UN Development Assistance Framework (UNDAF), including the UNFPA contribution to
the UN country team (UNCT) coordination mechanisms.

The evaluators also assess the capacity of the CO to respond to the country needs and challenges, as
well as the added value of UNFPA vis-a-vis the development community (government, civil society,
NGOs, other development partners).

The above components 1 and 2 are usually referred to as the “CPE components.” They are analysed in
Chapters 4 (core focus areas) and 5 (strategic positioning) of the final report. It is important to note
that whereas the analysis of the focus areas tends to consist of an “individual exercise™ (every expert
will assess the focus area corresponding to her/his field of expertise), all evaluation team members
will collect data and contribute to the analysis of the strategic positioning.

&= | For more detailed information on how to plan for the analysis of the CPE components see
sections 1.1.5 Understanding the UNFPA response, 1.2.1 Evaluation criteria and 1.2.2
Remarks on evaluation questions.

® However evaluators must coordinate their individual contributions since the three core areas of focus of the
UNFPA - reproductive health, gender and population and development - are highly interrelated.
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Figure 4 The three CPE components

— 3) The analysis of the country
Country programme M&E system
Context
Corporate The assessment of the M&E system
ON Sy s should be performed as a complement to
‘o,, sy Analysisofthe | the CPE and, therefore, deserves a
¢, =— UNFPA Strategic

Positioning specific section in the final report. Indeed,
an effective M&E system is indispensable
to the measurement of progress (or lack
thereof) in the achievement of the results
of the country programme. It is also

- essential as it provides useful and valuable
Analysis information for evaluation. Chapter 6 of
of the focus areas the final report will feature the analysis of

the country programme M&E system. ’

1.14 Understanding the country context

The country context must be analysed at two different levels: the wider country context and the
country challenges in terms of: reproductive health, gender equality and population and development.

1) First level: Evaluators must familiarise themselves with the development, socio-economic and
political situation of the country. To this end, the evaluation manager must ensure that the
following documents are provided to and reviewed by the evaluators:

e The global and country-specific Human Development Reports produced by the United
Nations Development Programme (UNDP). These reports contain Human Development
Index trends and data related to population and development, reproductive health and gender
such as life expectancy, the gender inequality index or the statistical annex on demographic
trends. UNDP thematic reports may also touch upon population issues such as migration,
reproductive health rights, etc.

e The country national development strategy is usually contained in the National Development
Plan. This document is usually available in the Internet site of the Ministry of Planning.

e The Poverty Reduction Strategy Paper (PRSP) or national planning documents describe the
country macroeconomic, structural and social policies and programmes over a three-year or
longer period of time with a view to promoting broad-based growth and reducing poverty.
These papers are updated every three years through annual progress reports.

e The United Nations Country Common Assessment (CCA) includes the demographic, socio-
economic and political features of the country. It often contains a section on the status of the
Millennium Development Goals (MDGS) in the country.

e The United Nations Development Assistance Framework (UNDAF) contains the priority
areas for assistance and provides an indication of the main development challenges as
perceived by the partner government.

" The assessment of the country office M&E systems is addressed in detail in section 2.3.3 of the Handbook.
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Box 1

The link between the CCA and the UNDAF

The CCA is an independent assessment - carried out by the UN system - of the development situation and
critical issues faced by a particular country. The process of preparing the CCA is led by the UNCT. It is a joint
work involving national authorities and, increasingly, the civil society, other development partners and the
private sector. Once the CCA is finalized, the UNCT, in close cooperation with the host government and other
key partners, drafts the UNDAF which can be seen as the “UN business plan” at the country level. The
UNDAF identifies common objectives, strategies for development assistance and a timeframe for follow-up
activities shared by all resident UN agencies.

2) Second level: Evaluators must understand the country challenges and the corresponding national
strategies in terms of population and development, reproductive health and gender equality.
Documents providing information in this regard are:

The UNFPA Country Programme Document (CPD) and the Country Programme Action
Plan (CPAP) feature sections on situation analysis and lessons learnt; they describe the
country’s main challenges in the three UNFPA focus areas.

Reports on the country progress towards the achievement of the Millennium Development
Goals (MDG), in particular towards MDG 5.

Reports on the country progress towards the fulfilment of the commitments adopted in the
framework of the International Conference on Population and Development (ICPD).

Technical studies and reports on the three focus areas produced at regional level. These
reports offer both a regional perspective of the challenges affecting the country. They also
contain country-specific sections on each country. Regional reports are usually produced by
regional-based organisations both outside and within the UN system, e.g., the Asia-Pacific
Population Journal of the Economic and Social Commission for Asia and the Pacific
(ESCAP) and regional assessments conducted by UNFPA.

23




Table 4

Resources on country challenges in the three focus areas

Information Description Where to find it
source
UNPFA (global) | Publications and reports containing regional | https://www.unfpa.org/public/h

assessments including regional and country data in
the three core focus areas

ome/publications

The Population
Council (global)

The Population and Development Review.

The Council conducts research in three areas: HIV
and AIDS; poverty, gender, and youth; and
reproductive health.

http://www.popcouncil.org/publ
ications/pdr.asp (another
access:
http://onlinelibrary.wiley.com/j
ournal/10.1111/(ISSN)1728-
4457/issues)

World  Health | This organization provides useful information | http://www.who.int/topics/gend
Organization regarding health issues. The information is | er/en/ and
(WHO) classified into regions, countries or topics. Under | http://www.who.int/topics/repro
the gender topic are documents about women and | ductive health/en/
rights, gender equality and women’s health etc.
Pan  American | Context information by country on reproductive | http://new.paho.org/
Health health aspects.
Organization
(PAHO)
Population This site provides research information about | http://www.prb.org
Reference population, health and the environment. Some of

Bureau (PRB)

its core themes include reproductive health and
fertility and gender. The information can be
browsed by topic or by region/country.

MEASURE
DHS
Demographic
and health
surveys

Data on population, HIVV and nutrition through
different surveys on different countries. It provides
information to plan, monitor and improve
population, health and nutrition programmes.
Gender is one of the topics.

http://www.measuredhs.com/

Women Watch
(UN System)

Vast wealth of information and resources on
gender equality and empowerment of women by
world regions.

http://www.un.org/womenwatc
h/directory/regions_and_countri
es 20.htm

Asia Society
(regional)

Regional overview region; covers topics such as
gender, public health, HIV/ADIS, human rights.
Topics also presented by country.

http://asiasociety.org/policy-
politics

Committee  on
the Elimination
of

Discrimination
against Women

The country report section of the site contains the
most recent reports submitted under article 18 of
the Convention on the Elimination of All Forms of
Discrimination against Women, to the Division for
the Advancement of Women.

http://www.un.org/womenwatc
h/daw/cedaw

(CEDAW)

Social Asia-Pacific Population Journal includes articles | http://www.un.org/Depts/escap/
Commission for | on specific countries on population and | pop/journal.htm

Asia and the | development issues.

Pacific

(ESCAP)

African Gender profiles by country http://www.afdb.org/en/docume

Development
Bank Group
(AfDB)

nts/project-operations/country-
gender-profiles/gender/

Latin American
and Caribbean
Committee  for
the Defence of
Women’s Rights

This is a feminist network that works to contribute
towards the full enforcement of women’s rights in
LA and the Caribbean, using the law as a means of
change. They have written a full report about
sexual and reproductive rights in LA.

http://www.cladem.org/images/
stories/publications/Cairo_-

Avances_ingls.pdf

(CLADEM)

Pan  American | Context information by country on reproductive | http://new.paho.org/
Health health aspects.

Organization

(PAHO)
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http://onlinelibrary.wiley.com/journal/10.1111/(ISSN)1728-4457/issues
http://onlinelibrary.wiley.com/journal/10.1111/(ISSN)1728-4457/issues
http://onlinelibrary.wiley.com/journal/10.1111/(ISSN)1728-4457/issues
http://www.who.int/topics/gender/en/
http://www.who.int/topics/gender/en/
http://www.who.int/topics/reproductive_health/en/
http://www.who.int/topics/reproductive_health/en/
http://new.paho.org/
http://www.prb.org/
http://www.measuredhs.com/
http://www.un.org/womenwatch/directory/regions_and_countries_20.htm
http://www.un.org/womenwatch/directory/regions_and_countries_20.htm
http://www.un.org/womenwatch/directory/regions_and_countries_20.htm
http://asiasociety.org/policy-politics
http://asiasociety.org/policy-politics
http://www.un.org/womenwatch/daw/cedaw
http://www.un.org/womenwatch/daw/cedaw
http://www.un.org/Depts/escap/pop/journal.htm
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http://www.afdb.org/en/documents/project-operations/country-gender-profiles/gender/
http://www.afdb.org/en/documents/project-operations/country-gender-profiles/gender/
http://www.afdb.org/en/documents/project-operations/country-gender-profiles/gender/
http://www.cladem.org/images/stories/publications/Cairo_-Avances_ingls.pdf
http://www.cladem.org/images/stories/publications/Cairo_-Avances_ingls.pdf
http://www.cladem.org/images/stories/publications/Cairo_-Avances_ingls.pdf
http://new.paho.org/
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< | Why should you analyse the country context?

o The country context, and in particular the country’s state of development in the three
programmatic areas, will constitute the main benchmark against which the analysis of the
strategic positioning will be made. The country context will be especially important when
analysing the responsiveness criteria under the strategic positioning component of the evaluation.

o The country context will also be used when assessing the relevance criterion in each
programmatic area.

o The country context will be the starting point for drawing up Chapter 2 of the design and the final
reports.

1.15 Understanding the UNFPA response

1.1.5.1 The UNFPA strategic response

The evaluators must gain a clear understanding of the overall UNFPA corporate context in which the
country programme is designed and implemented. This context is defined by the UNFPA corporate
strategy (global level) and the United Nations programming framework (country level).

The UNFPA corporate strategy is set out in the UNFPA Strategic Plan. Paragraph 5 of this
document establishes that “The plan will provide the overall direction for guiding UNFPA support to
programme countries to achieve their nationally-owned development objectives over the next four
years in the three interrelated focus areas of population and development, reproductive health and
rights and gender equality.”®

.—‘|| UNFPA Strategic Plan
=http://www.unfpa.org/public/site/global/lang/en/pid/4631

The country programme should be aligned and comply with the principles and approaches promoted
in the Strategic Plan. Therefore, the Strategic Plan needs to be reviewed and closely studied by
evaluators during the design phase.

< | Why should you examine the Strategic Plan?

o At the design phase, the Strategic Plan will be used to identify evaluation questions.

o UNFPA corporate requirements included in the Strategic Plan cover a wide range of issues. Some
of these issues are linked to: (i) the analysis of the focus areas, (ii) the review of the strategic
positioning and (iii) the assessment of the country office M&E system.

&= | Go to section 1.2.1.2 Evaluation criteria (for strategic alignment) and Tool 5 The corporate
alignment matrix for more details on the uses of the Strategic Plan in CPE.

® See UNFPA Strategic Plan 2008-2011: Accelerating progress and national ownership of the ICPD
Programme of Action.
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S | Why should you analyse the UNDAF?

At country level, the CO strategy is embedded in the United National Development Assistance
Framework (UNDAF) which sets out the joint strategy for all UN agencies.

The evaluation team must gain a clear understanding of how the UNFPA country programme fits into
the UNDAF (as main “UN programme document”). Studying the UNDAF in detail is necessary in
the design phase.

o The UNDAF will be used as a reference when assessing the appropriateness of the objectives, a
key aspect of the relevance criterion used in the analysis by focus areas (section 1.2.1)

o The UNDAF will be used as a reference when assessing the systemic dimension of the strategic
alignment criterion applied in the analysis of the strategic positioning (section 1.2.1).

o The UNDAF will also be the starting point for drawing up Chapter 3.1 of the design and the final
reports.

.—‘|| The United Nations Development Group (UNDG) site features UNDAF by country in
alphabetical order:

United National Development Assistance Framework (UNDAF)
=http://www.undg.org/index.cfm?P=234&f=A

The Strategic Plan and the UNDAF present the broader expected effects of the country
programme. The outputs of the Country Programme Action Plan (CPAP) are linked to the outcomes
of the Strategic Plan; the outcomes of the CPAP are, in turn, linked to the outcomes of the UNDAF.
The Strategic Plan establishes that country offices should choose at least one UNFPA Strategic Plan
outcome and determine the focus of the UNFPA contribution through clearly formulated outputs.®
Indeed, a country programme is not linked to all outcomes of the Strategic Plan but only to selected
outcomes which, in turn, become an integral part of the country programme in support of the
UNDAF.*

At the design phase, evaluators should have a clear understanding of the main outputs and outcomes
of the country programme and how these relate to the outcomes of both the UNDAF and the Strategic
Plan. These output-outcome relationships can be illustrated by way of an effects diagram. This
diagram is a tree-type representation illustrating the correspondence and contribution links between
the CPAP, the Strategic Plan, the UNDAF and the Millennium Development Goals (MDG).

& | Part 3, Toolkit, Tool 2 explains the uses of effects diagrams, how to draw them up, analyses
their pros and cons and provides one practical example.

1.15.2 The UNFPA programmatic response

The UNFPA programmatic response is presented in the Country Programme Document (CPD) and in
the two instruments that guide the implementation of the country programme: the Country
Programme Action Plan (CPAP) and the Annual Work Plans (AWPs).

® See paragraph 103 of the UNFPA Strategic Plan 2008-2011.
10 See paragraph 127 of the UNFPA Strategic Plan 2008-2011.
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[J | The evaluation manager shall provide the CPD, the CPAP and the AWPs to the team of
evaluators.

The rationale of the country programme is to satisfy needs, solve problems and tackle gender,
population and development and reproductive health challenges. Such problems and challenges
correspond to joint priorities of the partner government and the UNFPA country office as established
in the joint country response provided by the United Nations in the Country (UNCT).

&= | In you want to know more about the components of the intervention logic: needs, inputs,
activities, outputs and outcomes see Part 3, 3.4 Elements of Theory, 3.4.1 Intervention Logic

< | Why should you analyse the CPD, CPAP and the AWPs?

Each evaluator should also examine in detail all Annual Work Plans (AWPs) associated with the
focus areas s/he is responsible for. AWPs operationalize the CPAP whereas the CPD and the CPAP
set forth what should be produced and achieved. AWPs"" describe the activities to be carried out
during a specific year and the inputs to be provided for the achievement of a programme output/s
outlined in the CPD and in the CPAP.

Box 2 Similarities and differences between the CPD and the CPAP

The CPD and the CPAP bear some resemblance to each other, yet they are documents of different natures.

The CPD provides the main programmatic framework and the CPAP takes it one step forward by way of
presenting objectives and strategies in more detail. The CPAP also reflects the views of government
counterparts. Both the CPD and the CPAP contain a description of outcomes and outputs, but not of activities.
Activities and associated inputs are detailed in the AWPs.

However, while the CPD is a UNFPA internal document drafted by the CO — in line with the UNDAF - and
approved by UNFPA Executive Board, the CPAP is not an internal document. The CPAP stems from the CPD
and is jointly developed, agreed and signed between the partner Government and the UNFPA CO.

They both contain the programme strategy for a given period in the country, yet their result frameworks may
differ. The main reason for this is that CPD and CPAP are drafted at different points in time. As a result, the
CPAP may include outputs that were not foreseen when the CPD was drafted.

Evaluators will find the following information in AWPs:

o A description of activities for each country programme output to be implemented by December of
the same year;

e The name of the implementing partners;

e The description of the country programme outputs (as described in the CPD and in the CPAP) as
well as output indicators and annual targets to be achieved;

e The time frame for undertaking the planned activities;

e The inputs to be provided for each activity, including the budget source.

1 To obtain a comprehensive overview of the planned activities, the evaluation team must study all AWPs
corresponding to the period under evaluation.
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Evaluators should be aware that different situations can be encountered when they analyse the AWPSs:

- Whereas each output in the CPAP should at least have one associated AWP, one AWP may
contribute to more than one output.*? Evaluators may thus encounter either AWPs associated
to a single output and/or AWPs linked to more than one output.

- When several implementing partners work on a single output, the country office may sign one
AWP with multiple implementing partners or choose to sign a separate AWP with each
implementing partner. Consequently, evaluators may find, for example, three AWPs for the
same year with each one of them signed with a different implementing partner.

- UNFPA Policies and Procedures Guidelines for the implementation of country programmes
strongly recommend that when an implementing partner is involved in the achievement of
several outputs, a separate AWP should be prepared for each output.*®

In order to get an overview of all the activities that have really been implemented in the period under
evaluation, evaluators should complement the review of AWPs with the study of Atlas data on
budgeted activities and actual expenditure. Indeed, all the activities that have been carried out during
the period may not necessarily be included in AWPs while all will be registered in Atlas. After the
signing of the AWP, new activities are often added and/or adjustments take place in response to
specific demands from the counterparts. These new activities - or the cancellation of previously
planned activities - are often not reflected in the AWPs, yet they can be inferred from Atlas budget
and expenditure records.

Evaluators will find this information in the Excel spreadsheet called “List of Atlas projects by CPAP
output and Strategic Plan outcome”, which will be compiled and provided by the country offices
under the guidance of the evaluation manager. This spreadsheet contains a great deal of information
and can also be used for other purposes.*

& | Part 3, Toolkit, tool 3 List of Atlas projects by CPAP output and Strategic Plan outcome
presents a wide range of data not readily retrievable since it is generally scattered throughout a
number of AWPs.

It is important to note that some UNFPA activities may be not included in Annual Work Plans due to
the following reasons:

(i) the funds to carry them out were committed and assigned after the signature of the AWP;

(if) they consist of “soft activities”, that is: actions not related to any AWP in particular, yet
important to achieve CPAP outputs. Soft activities are usually performed by UNFPA CO
senior management and programme officers.

Box 3  Soft activities

UNFPA support includes activities related to AWPs as well as “non-project activities” or “soft activities” such
as advocacy, policy dialogue, national consultations, and institutional mediation.

12 When this happens the AWP contains the description of all the outputs it contributes to.

" The rationale of this recommendation lies in the fact that when activities are transcribed in Atlas, the financial
information is recorded per output, not by implementing partner.

 The spreadsheet can be used: for the selection of the sample of stakeholders; when assessing the efficiency
criterion; in interviews (when evaluators want to know exactly what activities an executing agency has been
involved in).
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S | Why should you analyse the Standard Progress Reports (SPR) and Country Office Annual
Reports (COAR)?

Two additional documents will help evaluators gain a more comprehensive overview of the country
programme intervention logic: Standard Progress Reports (SPR) and Country Office Annual
Reports (COAR). Standard Progress Reports are produced on a yearly basis; they review (by focus
area) the completion of activities and how these have contributed to achieving the CPAP outputs and
outcomes. Annual SPR also contain an expenditure report. The COARs, on the other hand, are
mainly used to report to headquarters on progress towards expected outputs and outcomes. They can
help evaluators clarifying the logic of intervention at the level of outcomes (links with the Strategic
Plan).

[J | The evaluation manager at the CO will provide the evaluators with the SPRs and COARs.
Box4  The central focus of a CPE

The central focus of Country Programme Evaluations - their “centre of gravity” - is the outputs and how
these contribute to the achievement of the outcomes. CPEs are, indeed, not to be conducted as project-level
evaluations. Activities should be assessed only to the extent they account for the level of achievements
observed. Gathering data on actual outputs and comparing them to what was expected (planned outputs) is also
a core aspect of evaluations.™

< | Why should you analyse the programmatic response?

o It will be used as the basis for the identification of needs, inputs, activities, outputs and outcomes,
which are key elements that evaluators should identify in order to formulate evaluation questions.

o Data on activities and inputs will be used when assessing the efficiency criterion in the analysis of
each focus areas (see section 1.2.1)

o The information collected and reviewed by evaluators when getting acquainted with the UNFPA
programmatic response will also be used for drawing up Chapters 3.2 of the design and the final
evaluation reports.

The documents used throughout the UNFPA programming process -- CCA, UNDAF, UNFPA
Strategic Plan, CPD, CPAP, and AWPs — are presented in figure 5 below (example: CPE Cameroon)

15 See the Glossary at the end of part 3 for further considerations between on planned and actual outputs.
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Figure 5 Overview of the UNFPA response — programming flow (example for Cameroon)
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At design phase, the evaluation manager should provide the team with information on the CO M&E
system. This usually encompasses: the M&E plan attached to the CPAP, the CPAP results framework,
and the CPAP M&E framework. At this stage the evaluator in charge of the M&E component should
read these documents to gain a better understanding of the CO M&E system.

CPAP results framework, CPAP M&E framework and CPAP M&E plan.
.=|| = Will be provided to the evaluators by the evaluation manager at the CO.

1.15.3 The financial structure of the country programme

Atlas is the main source of data regarding the financial structure of the programme. At design phase,
evaluators should get an understanding of how financial resources have been distributed and spent by
focus areas. In particular, evaluators must assess:

1) The overall budget, expenditures and their evolution over time. This entails identifying how much
funds were budgeted and spent on the programme on a yearly basis for the period under
evaluation.

2) The breakdown of budget and expenditures should also be done by focus area: how much funds
were budgeted and spent by year and by focus area during the period under analysis. Funds for the
management of the CO should also be included to provide an overview of the overall programme
financial envelope.
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3) Yearly budget and expenditure by origin of the funds and by year. The basic breakdown by origin
should distinguish between regular resources and other resources (external). Also the non-regular
resources should be further broken down by origin of resource (e.g., by donor).

4) An overview of Atlas projects by year, specifying the budget and expenditures allocated to each
Atlas project.

S | Why should you analyse the country programme financial structure?

o It will be used as a main source of raw data to assess the efficiency criterion applied in the
analysis of each focus areas (see section 1.2.1)

o The assembled data will also be used for drawing up Chapter 3.2.2 of the design report and
Chapter 3.2.3 of the final report.

Evaluation questions are at centre of the evaluation. A substantial part of a CPE is about answering
evaluation questions in a credible and evidence-based manner. The process of formulating and
selecting evaluation questions is one of the most important tasks of the design phase.

Evaluation questions are associated with evaluation criteria.'® The first part of this section (1.2.1
Evaluation criteria) introduces the evaluation criteria applied in a country programme evaluation. The
second part of the section (1.2.2 Remarks on evaluation questions) guides the evaluation manager
and evaluators throughout the process of formulating and selecting evaluation questions and
translating them in terms of data requirements. This last stage of the process is reflected in the
evaluation matrix.

= Tip: this section includes a considerable amount of methodological terms. It is advisable for

readers to use the Glossary in Part 3 while reading this section. The Glossary presents a summary of
definitions as well a series of tips to avoid confusion and misinterpretations.

1.2.1 Evaluation criteria and examples of related evaluation questions

The evaluation has two components: (i) the analysis of the focus areas, (ii) the analysis of the strategic
positioning and is complemented by (iii) the assessment of the CO M&E system. Evaluation criteria
are applied to the two CPE components.’

[ 2 | What is the purpose of evaluation criteria?

o Evaluation criteria define the broad aspects of the country programme that will be assessed in the
analysis of the focus areas and in the analysis of the strategic positioning.

o They constitute the framework used to formulate the evaluation questions.

16 Evaluation questions narrow down the wide range of aspects covered by evaluation criteria and focus the
evaluation exercise on a series of key points.
" The assessment of the CO M&E system follows a slightly different rationale. See section 2.3.3 for details.
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Figure 6 The evaluation criteria in a country programme evaluation

Evaluation criteria correspond to various ways
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Evaluators will analyse relevance, efficiency, effectiveness and sustainability for reproductive health,
for population and development and for gender equality.*®

The evaluation criteria encompass a rather broad perspective from which evaluators look at the
intervention (the country programme). Therefore, the evaluation questions and the “what to check”
column in the evaluation matrix will be used to zoom in on specific aspects and features of the
evaluation criteria.

The evaluation criteria and their main features are as follows:*

Relevance

The extent to which the objectives of a development intervention are adapted to national needs (e.g.,
needs of the population, in particular vulnerable groups) and are aligned with government priorities
as well as policies and strategies of UNFPA.

Box 5 Examples of evaluation questions on relevance

e To what extent is UNFPA support to Cameroon aligned to the objectives in the Growth and Employment
Strategy Paper 2010-20 (DSCE) and “Vision — 2035 and responding to the national priorities? Is the
strategy appropriate vis-a-vis the needs as expressed in the DSCE and “Vision 2035” documents?

e To what extent is the UNFPA support in the field of reproductive health (i) adapted to the needs of the
population (ii) and in line with the priorities set by the international and national policy frameworks? Do
planned interventions adequately reflect the goals stated in the CPAP?

18 Although the analysis of the four criteria will be by focus area, the results of the analysis may be presented by
criteria. For more details on this option see in How to structure and draft the final report, in Part 3.

19 The definitions used here are a combination of the terms in the “Glossary of Key Terms in Evaluation and
Results Based Management. OECD. 2002” available in http://www.oecd.org/dataoecd/29/21/2754804.pdf; and
the definitions contained in Volume 1 of the “Evaluation Methods for the European Union External Assistance”,
available in http://ec.europa.eu/europeaid/evaluation/methodology/examples/guidel_en.pdf.
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&= | If you want to know more see Part 3, 3.4 Elements of Theory: 3.4.2 Evaluation criteria for the
analysis of the focus areas

Effectiveness

The generic definition of effectiveness is: the extent to which the objectives of the intervention have
been reached. The specific definition that will be used in the CPE is: the degree of achievement of
the outputs and the extent to which outputs have contributed to the achievement of the CPAP
outcomes

Effectiveness looks at whether the actual effects correspond to the planned ones (in the CPAP). In
other words effectiveness measures the extent to which intended effects have or not been achieved.
There are three levels of effects: outputs, outcomes and impact. Evaluators will focus only on outputs
and outcomes. Indeed, the timespan covered by the CPE (five-year programmes) does not allow for an
assessment of impact.

= | If you want to know more see Part 3, 3.4 Elements of Theory, 3.4.1 Intervention Logic

Box 6 Examples of evaluation questions on effectiveness

e To what extent were the expected outputs of the CPAP achieved or are likely to be achieved?

e To what extent are population data (demographic statistics, census data, etc.) taken into account in
poverty reduction strategies, policies, plans and programmes?

e To what extent has the country programme contributed to improving the quality and affordability of SRH
services provided, particularly for the management of delivery and of its complications, including the
surgical repair of obstetrical fistulae?

e To what extent have the interventions in gender contributed to (i) raising awareness on gender based
violence and (ii) positioning this theme on the national agenda?

e To what extent were the targeted groups of beneficiaries reached by UNFPA support?

« | If you want to know more see Part 3, 3.4 Elements of Theory: 3.4.2 Evaluation criteria for the
analysis of the focus areas

Efficiency

A measure of how resources/inputs (funds, expertise, time, etc.) are converted into results. Another definition is
the extent to which outputs and/or outcomes are achieved with the appropriate amount of resources/inputs
(funds, expertise, time, administrative costs, etc.).

Box 7  Examples of evaluation questions on efficiency

e How appropriately and adequately are the available resources (funds and staff) used to carry out
activities?

e To what extent did the intervention mechanisms (financing instruments, administrative regulatory
framework, staff, timing and procedures) foster or hinder the achievement of the programme outputs?

e To what extent were UNFPA resources focused on a limited set of core activities likely to produce
significant results?
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= | If you want to know more see Part 3, 3.4 Elements of Theory, 3.4.2 Evaluation criteria for the
analysis of the focus areas

Sustainability

The continuation of benefits from a development intervention after its termination. The continued
resilience to risk of the benefits from a development intervention in the long term.

Whereas the three criteria above are expressed in terms of a relation between two or more elements of
the results chain (correspondence between needs and objectives, inputs and outputs, etc.),
sustainability is essentially a quality feature of the effects: the extent to which benefits endure.

Box 8 Examples of evaluation questions on sustainability

¢ To what extent has UNFPA been able to support its partners and the beneficiaries in developing capacities
and establishing mechanisms to ensure ownership and the durability of effects?

e To what extent were interventions designed in a manner that ensured continued resilience to risks?

e To what extent were activities designed in a manner that ensured a reasonable handover to local
partners?

e To what extent has national capacity been developed so that UNFPA may realistically plan progressive
disengagement?

« | If you want to know more see Part 3, 3.4 Elements of Theory, 3.4.2 Evaluation criteria for the
analysis of the focus areas

The strategic positioning of CO has both an internal and an external dimension.
The internal dimension refers to the CO alignment with the UNFPA and the wider UN strategic

frameworks; the external dimension (“responsiveness” and “added value”) designates the CO
position among the country development partners in view of responding to country needs.
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Figure 7 Evaluation criteria for strategic positioning
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The strategic alignment criterion has two dimensions.

The corporate dimension looks at the extent to which the country programme is aligned with the
UNFPA Strategic Plan.

The systemic dimension looks at the extent to which the UNFPA country programme is aligned with
the UN strategy (UNDAF) in the country.

1) The corporate dimension: to what extent is the country programme aligned with UNFPA
Strategic Plan?

Figure 8 illustrates the corporate framework:
(i) how the country programme fits into it, and

(if) the mechanisms for alignment. The figure conveys a clear message: every country
programme should be aligned with the UNFPA Strategic Plan.
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Figure 8 The UNFPA corporate framework for strengthening alignment and coherence
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It must be emphasised that the corporate dimension does not only refer to the extent to which country
programme documents (CPD and CPAP) are aligned with the Strategic Plan; it refers also to the
alignment of the actual implementation of the country programme.

The UNFPA corporate mandate as presented in the Strategic Plan contains a broad range of issues
that should be examined. The corporate alignment matrix (Tool 5) and table 5 below provide guidance
for the selection of issues that should be analysed by the evaluators.

&= | Part 3, Toolkit, tool 5 in Tools for structuring information is intended to assist evaluators in
identifying the corporate issues — established in the Strategic Plan

Table 5 below pre-identifies a set of ten issues from the Strategic Plan 2008-2013% that should be
analysed under the corporate dimension of the strategic alignment criterion. The evaluators will note
(see column 2 of the Table below) that a number of issues also need to be examined while assessing
the country programme focus areas.

% The Strategic Plan initially covered the period 2008-2011 and was subsequently extended until 2013. A
Midterm Review (MTR) of the Strategic Plan was conducted in mid-2011.
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Table 5

Evaluation Branch at DOS

Corporate mandate aspects that should be assessed and the criteria under which they

could be assessed

Corporate mandate / Strategic Plan Focus areas Strategic
issues positioning
Core Issues
Promotion of the International Population & development -
Conference  on  Population  and Relevance or Effectiveness
Development (ICPD) Agenda.
Development of national capacity Strategic
alignment
(Corporate
dimension)
Crosscutting and horizontal issues
Special attention to the most vulnerable, Strategic
disadvantaged, marginalized and alignment
excluded population groups. (Corporate
dimension)
Mainstreaming young people’s concerns Strategic
alignment
(Corporate
dimension)
Gender  equality and  women’s | Gender equality — Relevance or
empowerment Effectiveness
South — South cooperation Strategic
alignment
(Corporate
dimension)
Other broader issues
Guiding principles (National ownership, Strategic
national leadership and national alignment
capacity development) (Corporate
dimension)
Internal capacity All three focus areas -
Effectiveness and/or efficiency
Development of partnerships All three focus areas -
Effectiveness
Humanitarian assistance™ All the focus areas — Relevance Added value
and effectiveness

The evaluators should choose under which evaluation component (analysis of focus areas or strategic
positioning) they will analyse each Strategic Plan issue listed above. The options chosen and the
reasons why should be explained in section 4.1 Evaluation criteria and evaluation questions of the
design report.

When adjusting the distribution of the Strategic Plan issues (see table 5), evaluators should follow the
following steps (figure 9 illustrates this sequence):

Q) Select the key strategic issues of the UNFPA Strategic Plan that should be considered
under the corporate dimension of the strategic alignment criterion.

2! “Humanitarian assistance” is an additional issue that was included in the table since it is given much emphasis
in the Midterm Review of the Strategic Plan.
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(i) The issues evaluators choose not to consider under the strategic alignment criterion
should then be assigned to other evaluation criteria: either under responsiveness
and/or added value (strategic positioning) or under the four criteria for the three focus
areas (relevance, effectiveness, efficiency, sustainability).

(iii)  Formulate these worth-examining issues as evaluation questions and /or as aspects to
analyse under the “what to check column” of the evaluation matrix.

Figure 9 The analysis of key corporate issues: from the Strategic Plan to the evaluation matrix
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Box 9 Examples of evaluation questions on the corporate dimension of the strategic alignment
criterion

e To what extent has the CO positioned ICPD goals and issues within governmental processes at the
national and local levels?

e To what extent have soft-aid activities contributed to the achievement of ICPD goals, notably through
better engagement on policy dialogue and advocacy?

e To what extent has the CO prioritised intervention strategies targeted at most vulnerable, disadvantaged,
marginalised and excluded population groups, in line with the stipulations of the Strategic Plan?

e To what extent has South-South cooperation been mainstreamed in the country programme through the
enhanced use of capacities and as a means to share best practices among countries of the South? If so, is
this cooperation modality reflected in the results framework by means of specific indicators?

e To what extent is the CO abiding by the corporate principles of national ownership, national leadership
and national capacity development? Are these principles effectively applied during the planning and
implementation phases?
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This list is not exhaustive and evaluators may consider other evaluation questions.

&= | If you want to know more see Part 3, 3.4 Elements of Theory, 3.4.3 Evaluation Questions

2) The systemic dimension: How is the UNFPA CO aligned with the UN strategic framework?

The assessment of this sub-criterion requires time and resources that should not be underestimated®
and depends on whether resources allocated to the CPE are sufficient or not. In this sense a
comprehensive assessment of the systemic dimension is optional.

Indeed this assessment is not limited to a mere comparative approach - that is, checking whether the
country programme (CPD and CPAP) is aligned with the UNDAF. The systemic dimension should be
assessed on the basis on the actual implementation of the programme.

The evaluators shall:

e Check whether the CPD/CPAP are in line with the UNDAF;
e Check whether the UNDAF reflects the interests, priorities and mandate of UNFPA,;

e Check the degree of coordination between UNFPA and other UN agencies.

Coordination is a crucial aspect that evaluators should assess. Indeed, mandate areas in some UN
agencies sometimes overlap. For instance, while antenatal care belongs to the UNFPA mandate,
postnatal care is part of the mandates of both UNICEF and UNFPA. Evaluators should check whether
such overlaps exist and whether they result in duplication of activities.” Once duplications and their
consequences have been identified, evaluators should check whether they have - or not — been
resolved and how.

Evaluators will dedicate attention to the coordination mechanisms (or lack thereof) between UNFPA
and the agencies whose mandates are closely related to UNFPA focus areas -- i.e., UNICEF, UN
Women, WHO, UNAIDS and UNDP.

Box 10  Examples of evaluation questions on the systemic dimension of strategic alignment

e To what extent is the country programme, as currently implemented, in line with the UNDAF? Is
there any mismatch?

e To what extent does the UNDAF fully reflect the interests, priorities and mandate of UNFPA in
the country? Have any UNDAF outputs or outcomes which clearly belong to the UNFPA
mandate not been attributed to UNFPA?

e To what extent is the UNFPA CO coordinating with other UN agencies in the country,
particularly in the event of potential overlaps?

Whereas the strategic alignment criterion is linked to the CO alignment with the UNFPA strategic
plan and the UNDAF, responsiveness and added value refer to the CO position among the country
development partners in view of responding to the country needs.

22 1t implies, at least, having meetings with the Resident Coordinator, the UN Country Team, several UN

agencies and national government counterparts.
2 This refers to activities of similar or equivalent nature carried out by UNFPA as well as by other UN agencies
for the same final beneficiary communities, civil service organizations or government institutions.
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Responsiveness

The ability of the CO to respond to: (i) changes and/or additional requests from national
counterparts, and (ii) shifts caused by external factors in an evolving country context.

This criterion assesses the ability of the country office to respond to:

(i) Changes in population and development needs and priorities in national strategies, or to shifts
caused by major event (e.g., natural disasters, conflicts etc.).

(ii) Specific requests from the partner country counterparts.

Evaluators will assess:
e The speed and timeliness of the response (response capacity);

o Whether the scale of the response was adequate in relation to the magnitude of the demand
(quality of the response);

e The balance between short-term responsiveness and long-term development objectives
embedded in UNFPA corporate mandate (quality of the response).

Under this third aspect, the evaluators should look at whether responding to short-term demands has
implied any deviation from UNFPA strategic mid- to long-term objectives. Evaluators should analyse
whether the CO managed to strike a balance, and if not, assess what the implications are in terms of
use of resources and coherence of the overall country programme.

Box 11  Examples of evaluation questions on the responsiveness criterion

e To what extent has the CO been able to respond to changes in national needs and priorities or to
shifts caused by crisis or major political changes?

e What was the quality of the response? (Note that: the “what to check column” in the evaluation
matrix could then include the specific quality aspects to be checked by evaluators -- e.g.,
timeliness and appropriateness of the response, and the balance struck between short and long-
term objectives).

e To what extent has the CO been able to respond to specific/ad-hoc/urgent requests of partner
country counterparts? What was the quality of the response?

Added value

The extent to which the UNFPA country programme adds benefit to the results from other
development actors’ interventions only.
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This criterion assesses the added value of UNFPA within the country development framework.?
Under this criterion, evaluators will check whether there are any visible benefits specifically resulting
from the UNFPA country programme and they will assess their magnitude.

Generally, the UNFPA added value in the country will be a direct consequence of its comparative
strengths. Comparative strengths refer to what UNFPA does particularly and distinctively well as
compared to other development partners in the country. The UNFPA CO can demonstrate
comparative strengths, for example, as: a policy dialogue facilitator, a generator of knowledge (by
means of introducing new concepts and/or sharing experience and good practices), as a technical
advising body, or as a driving force for national capacity development.

When assessing this criterion, evaluators should give special attention to the comparative strengths of
the UNFPA CO in relation to other UN agencies working in similar areas -- i.e., UNICEF, UN
Women, WHO and UNDP.

Evaluators should differentiate between:

o Country-specific comparative strengths: those directly associated with specific features, abilities
and capacity of the country office;

e Comparative strengths resulting from generic corporate features of UNFPA (those characteristics
of UNFPA as an agency, irrespective of the country).

Similarly, the evaluators may distinguish between:

e The added value brought by the implementation of specific projects (e.g., technical skills and
expertise, conceptual frameworks and methods, introduced by consultants funded under UNFPA
interventions, etc.);

o The added value generated through soft-aid activities carried out either by the CO, or the regional
and sub-regional offices.

Box 12  Examples of evaluation questions on the added value criterion

e What are the main UNFPA comparative strengths in the country — particularly in comparison to
other UN agencies? Are they a result of UNFPA corporate features or are they explained by the
specific features of the CO?

e To what extent would the results observed within the three focus areas have been achieved
without UNFPA support?

e What is the main UNFPA added value in the country context as perceived by national
stakeholders? (Note that: the “what to check column” in the evaluation matrix could then include
issues such as: in case the added value is not tangible or widely recognized, find out the reasons
why; and examine the explanatory factors behind a good degree of added value).

** This framework is composed of all the agencies and organizations that work on reproductive health, gender
and population and development in the country: the government, donors, civil society organizations, national
and international NGOs, other UN agencies, etc.
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1.2.2 Remarks on evaluation questions

Evaluation questions are meant to translate the broad information demands as expressed in the
terms of reference into a set of clearly delineated issues.

Evaluation questions focus the evaluators’ work on a limited number of key points, thus allowing for
more targeted data collection, a more in-depth analysis and, ultimately, a more useful report.

[ 2 | What is the purpose of evaluation questions?

o They are at the core of the evaluation exercise: the entire data collection and analysis process
is aimed at answering evaluation questions.

o They will be used to determine the type and sources of data as well as the data collection
methods that will be applied during the evaluation.

o The presentation of the analysis of the focus areas and the strategic positioning will be
organised and presented according to the selected evaluation questions.

o They are the main entry in the evaluation matrix.

Table 6 establishes the link between evaluation criteria, evaluation questions and related information
sources.

Table 6 Main documentary sources for the formulation of evaluation questions
For evaluation questions related to the focus areas
Item for which information is required Document

Needs (relevance) CPD, CPAP, CCA, UNDAF (at a broader
level),
National Development Strategy

Inputs (efficiency) AWP, Atlas

Activities (efficiency) AWP, SPR

Planned outputs (efficiency and | CPD, CPAP, SPR, COAR, previous

effectiveness) evaluations

Planned outcomes (effectiveness, | CPD, CPAP, COAR, previous evaluations

sustainability and efficiency)

Evaluation criteria for the analysis of the strategic positioning

Item for which information is required Document
Strategic alignment (corporate dimension) UNFPA Strategic Plan
Strategic alignment (systemic dimension) CCA, UNDAF, Resident Coordinator Annual

Report (RCAR)
Responsiveness Previous evaluation reports (CPE, outcome
Added value evaluations, thematic evaluations)
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Step 1: Select the evaluation questions

In section 1.2.1, the evaluators are presented with examples of evaluation questions for each criterion
that needs to be examined within the framework of a CPE.

Once a preliminary list has been established, the evaluators (in agreement with the Reference Group)
should select a limited number of evaluation questions on the basis of (i) their potential usefulness and
(i) their feasibility (i.e., it possible to answer them).

Priority questions can be defined as highly useful questions which can be answered (they are
“feasible”). Note that the evaluators should first identify the most useful questions and then assess
whether they are feasible or not. If a question is not particularly useful there will be no need to assess
whether it is feasible (such a question will not be considered a priority question).

< | Go to Part 3, 3.1 toolkit, tool 6 in Tools for structuring information provides an example of
how an evaluation questions’ selection matrix could be used when selecting priority questions.

Box 13  How many evaluation questions should be selected?

Choosing an appropriate number of evaluation questions is crucial. Too many questions may render
the evaluation unmanageable; too few may not allow the evaluation to fulfil its accountability and
learning objectives. There is no pre-determined standard number of evaluation questions for CPE.
However, in a well-designed CPE, there should be at least one question for each criterion. In
finalizing the list of questions, evaluators and evaluation managers must be aware of the fact that a
CPE is often characterized by limited availability of data; they also need to consolidate the list of
guestions against the time (necessarily limited) for collection and analysis.

Step 2: Translate the selected evaluation questions into data requirements

Once the evaluations questions have been selected, evaluators must insert them within the evaluation
matrix (under their respective evaluation criteria). Evaluators should then determine, for each
guestion:

(M what should exactly be checked (type of data required);
(i) what are the data sources and;
(iii)  the data collection methods.

These three aspects correspond to the last three columns of the evaluation matrix: what to check, data
sources, and data collection methods.

& | Go to Part 3, Toolkit, tool 1 provides guidance and examples on how to complete the
evaluation matrix.

Figure 10 illustrates the entire process described in sections 1.2.1 and 1.2.2. This process starts with
defining the evaluation criteria and ends with determining data requirements.
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Figure 10 Narrowing down the focus: from evaluation criteria to data requirements
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&= | If you want to know more see Part 3, 3.4 Elements of Theory, 3.4.3 Evaluation Questions

The UNFPA country programme involves/affects a wide range of stakeholders. They include:
execution agencies, implementing partners, other organizations involved in implementation, direct
and indirect beneficiary groups and donors, ministries and administrative entities, academia, civil
society organisations, etc.

The evaluators must first select a number of interventions which shall constitute the focus of their
analysis. This selection will, in turn, lead to the identification of the sample of stakeholders needed for
the data collection stage.

However, in the UNFPA programming framework, selecting a sample of projects presents a series of
challenges:

o At UNFPA, project is a financial concept used to designate Atlas projects, not interventions in the
traditional sense of the term.

e The UNFPA programming framework is results-based: the focus is placed on outputs and
outcomes, not on projects.

As a result, for the evaluators, the element to be considered for the sampling will not be the project
but the stakeholder and, in particular, the stakeholder/output relationship.

By the end of the design phase the evaluation team should have selected a sample of stakeholders to

meet during the data collection and analysis phase. This, in turn, requires that evaluators draw up the
agenda for the evaluation.
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& | Go to Part 3, 3.1 toolkit, tool 7 for brief guidance on how to fill out the suggested format for
the CPE agenda (the overall agenda for the entire evaluation) and be familiar with minimum
requirements.

The process for the preparation of the agenda for the entire evaluation encompasses the following
main steps:

Step 1 Stakeholder mapping®
“Mapping” consists of identifying the whole range of stakeholders directly or indirectly involved in

and/or affected by the country programme. This task often takes place in the preparatory phase and is
carried out by the evaluation manager.

& | Go to Part 3, Toolkit, tool 3 List of Atlas projects by CPAP output and Strategic Plan outcome
in Tools for structuring information may be a useful instrument when selecting the sample.

& | The stakeholders mapping table (tool 4) in Tools for structuring information provides an
inventory of the implementing agencies, other partners and beneficiaries classified by Strategic
Plan outcomes, CPAP outputs and Atlas projects.

Step 2 Selection criteria for the stakeholder sample
The evaluators must select a sample of stakeholders. To do so, they should use the criteria listed in

Table 7 below. The evaluators should not aim at obtaining a statistically representative sample, but
rather an illustrative sample.

Table 7 Stakeholder selection criteria

Brief description of the criteria

The sample should include stakeholders involved in seemingly good performing and poor
performing interventions of the country programme.

The sample should include all type of stakeholders for each given output / outcome i.e.
implementing partners, execution agencies, other partners, direct and indirect beneficiaries, and
donors.

For each output/outcome the sample should include both stakeholders associated to on-going
activities and with activities (AWPs) that have already been completed.

The sample should include both stakeholders related to parts of the programme implemented in the
country capital and parts implemented in the rest of the country.

The sample should include both stakeholders associated with financially large and financially
modest AWP

The sample should include both stakeholders associated to regular actions and pilot interventions.
The sample should include both stakeholders involved with the National Execution Modality and
with the Direct Execution Modality.

The sample should include stakeholders associated with soft-aid activities carried out by the country
office.

The sample should include stakeholders associated to regional interventions.

The sample should include — whenever relevant — stakeholders that have been involved with
interagency projects

25 Prior to developing the stakeholders mapping table, evaluators should have read the main programming
documents to gain an understating of the main stakeholders involved.
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Step 3 Fill out the “data sources” column in the evaluation matrix.

The evaluation matrix allows the evaluators to establish a correspondence between the information
requirements and the selected stakeholders.

Step 4 The evaluation team produces a first draft agenda and sends it to the evaluation manager for
input from the country office.

Step 5 The evaluators revise and provide feedback on the additions made by the evaluation manager
and finalize the CPE agenda.

1.4.1 Drafting the overall and individual agendas of the evaluation

As shown in Tool 7, the agenda has seven columns:

Date Act. / Institution People to Location Link with Selection Justification

meet CP criteria

At this stage the evaluation team should be able to fill in the columns: activity/institution; link with
country programme (CP);?® selection criteria and justification for all stakeholders identified and
selected as a result of the three previous steps.

Note that: It is crucial to include two to three days for initial teamwork and meetings with the
evaluation manager and managerial and technical personnel at the country office at the start of the
field mission. Another two to three days for preparing and presenting preliminary findings to the
country office at the end of the mission must also be foreseen.

The evaluation team should then send this first draft of the CPE agenda to the evaluation manager,
who should provide inputs (see Note to the evaluation manager). The evaluation manager should
play an active role in this process and work very closely with the evaluation team so that evaluators
are informed swiftly on the number and interviews and the names and position of the people
suggested for the meetings.

= Tip: when evaluators send the draft CPE agenda to the evaluation manager, they could already
include in “people to meet” some indications on the profile and sub-groups of people they wish to
meet (within that particular institution) so as to provide the country office with comments.

& | See Part 3, 3.1 toolkit, tools for data collection, tool 10

Developing individual agendas is a crucial activity that should not be underestimated as it involves a
significant amount of time and effort. Arranging the meetings will not only require contacting
stakeholders but also recurrent back-and-forth communication loops until the final agenda is finalised.

% This column provides information on the AWP and CPAP output the selected stakeholders is related with.
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Figure 11 From the CPE overall agenda to individual agendas
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Developing individual agendas will be a joint effort between the evaluation manager/CO and the
evaluation team. However, the evaluation manager and staff at the CO will play a more prominent
role given their easier access to the contact details of stakeholders identified for interviews.

Box 14  Some tips for evaluators when developing the individual agendas

= Use the checklist in tool 10 when working on the individual agendas. It will help you to make the choice of
whom to interview and when in each stakeholder institution.

=> It is very advisable that the “location” column in the agenda includes brief explanations on the best way to

get to the place of the interview as well as the telephone number of the contact person/person to be
interviewed.

=> Do not develop your individual agenda in isolation. Coordinate closely with your teammates:

o Among the interviews you are planning, there may be interviewees who can answer questions that
affect not only your area, but areas other evaluators are working on. Always keep teammates informed
of your plan to interview a person of her/his interest and ask them for recommended questions.

o It could happen that different teammates have thought of interviewing the same person. Unless
different interviews are justified for technical reasons, the approach should be coordinated. In this
case, it should be decided which evaluator is in the best position to conduct that particular interview.

o It could also happen that, due to time limitations, an evaluator has to “give up” a particular region of
the country that could provide him/her complementary information for the programmatic area s/he is
in charge of. However, it may be that one of the other evaluators has planned to visit that particular
area. S/he could obtain that information if provided with the appropriate questions in advance.
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1.4.2 Methods for data collection

The objective of an evaluation is to produce a rigorous analysis and operational recommendations.
The data collection methods and their proper application, as well as the choice of techniques and
methods for data analysis will determine the usefulness of the evaluation results.

The main factors that determine the most appropriate methods for data collection are:

e The evaluation questions with the corresponding “what to check” and data sources in the
evaluation matrix;

e The budget available for the evaluation;

o The time available for data collection;

o The availability of data and the type of data available (quantitative or qualitative, primary or
secondary).

Country programme evaluations are characterized by limited availability of data as well as by
collection and analysis periods that will not normally exceed three weeks.

In those circumstances, the most common methods for data collection are:
e Documentary review;
e Individual interviews;
e Group discussions;

e Focus groups.

The time span and budget generally allocated to CPEs do not allow for the use of data collection
methods such as surveys. Instead, the evaluation team should consider such methods as: case studies,
expert panels, obtaining data from management information systems.

& | Go to Part 3, 3.1 toolkit, Tool 8 includes a checklist for preparatory tasks prior to data
collection.

1.4.2.1 Documentary review

The documentary review is useful in view of:

e understanding the country context and UNFPA country programme
e identifying the sample of stakeholders (section 1.3);

o collecting qualitative and quantitative secondary data;

e identifying specific interview questions;

e completing the evaluation matrix;

o validating and crosschecking preliminary findings (see triangulation in 1.4.2).
There are a wide range of documents containing data and information that can be used in the process
of answering evaluation questions. The most common are: programming documents; previous

evaluation reports; project documents such as progress and monitoring reports, technical studies and
technical reports; statistical digests and reports, etc.
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Besides the documentation provided by the evaluation manager, evaluators will also collect and
review additional documentation throughout the field phase.

&= | Go to Part 3, Toolkit, tool 9 is a checklist for the documents to be provided by the evaluation
manager /country office to the evaluation team.

Secondary data obtained through documentary review will complement primary data (obtained
through interviews and focus groups) in order to conduct triangulation, that is: to verify and
crosscheck the validity of preliminary findings (see section 1.4.2 for more details)

1.4.2.2 Interviews: Individual interviews, group discussions, and focus groups
During the design phase, the evaluation team has to decide on the type of interviews to be conducted.
Types of interviews are linked to both the evaluation questions and the nature of stakeholders to be

interviewed.,

In a UNFPA CPE, a great deal of the evaluators’ access to high value information depends on
interviews.

&= | Go to Part 3, 3.1 toolkit, Tool 11 presents a number of guiding principles to develop interview
guides.

Part 2 (Conducting the evaluation) and part 3.1 (Toolkit) of the Handbook focuses on the practical
aspects of organising, preparing, conducting, coding and interpreting information obtained through
interviews.

&= | See Part 3, 3.1 toolkit, 3.1.2, Tools for data collection, tool 13-bis: Practical Tips to conduct
Interviews and Focus Groups

A - Structured, semi-structured and unstructured interviews

An interview is a data collection tool used to:
e Confirm or check facts learnt from the documentation or from other interviews;
o Collect new data to complement the documentary review;
o Collect opinions, perceptions and analysis from a reasonable number of varied stakeholders.

A structured interview is based upon a standardized set of questions following a pre-determined
order. Structured interviews do not leave space for improvisation. They allow for comparability,
ensure neutrality, and the information obtained can be more easily processed.

A semi-structured interview is based on an interview guide listing the main topics to be treated and
their ideal order. Unlike the structured interview, questions remain open and the interviewer does not
necessarily follow the predetermined order. It allows for improvisation while keeping track of the
main subjects to be dealt with.

An unstructured or open-ended interview consists of an informal conversation on a topic(s). It does
not require predefined questions. It provides flexibility to the interviewer on how to lead the
conversation. It allows for empathy and mutual understanding with a view to facilitating the exchange
of information. Unstructured interviews are used in situations where the evaluator wants to explore
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the opinion of interviewees in a fully open-ended manner. Within the context of UNFPA CPE,
unstructured interviews may prove useful in situations such as unplanned meetings and/or meetings
taking place with end beneficiaries of the programme (notably vulnerable groups: refugees,
adolescents/children, gender-violence victims, etc.)

Box 15  Which type of interview should you select: structured, semi-structured or unstructured?

These three types are not mutually exclusive. Evaluators may use them all in the course of the evaluation
exercise. However, semi-structured interviews are recommended for UNFPA CPE since they provide a
good balance between rigor and flexibility which are both necessary given the nature of themes under
evaluation and related variety of stakeholders.

- Tip: The team leader must ensure that all evaluators have the same understanding of the set of
interview questions (in the case of structured and semi-structured interviews) in order to ensure
homogeneity and to enable comparison between the information obtained by the different
interviewers.

&= | Part 3, Toolkit, the interview logbook - tool 13 (and template 6) is a tool for semi-structured
interviews.

B - Focus groups

As opposed to individual interviews, a focus group is a form of group interviewing method which is
particularly recommended when the evaluators need to capture the stakeholders’ opinions and
perceptions.

In a focus group, interactions between stakeholders allow participants to comment on each other’s
opinions, to bring up new topics inspired by the interventions of others, and to contradict or support
others. This makes focus groups a useful instrument for the confirmation of information on
preliminary findings or hypotheses stemming from the documentary review and individual interviews.

A focus group requires a certain degree of homogeneity among participants. However, the level of
homogeneity will depend on the specific objective sought by the evaluators. The focus group allows
interviews to go beyond commonly expressed views and opinions, and makes it possible to capture a
wealth of details and nuances.

Careful preparation and conduct of the focus groups is necessary to obtain valuable results.

&= | See Part 3, 3.1 toolkit, 3.1.2, Tools for data collection, tool 13-bis: Practical Tips to conduct
Interviews and Focus Groups
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Figure 12 below gives general tips to help evaluators choose individual interviews and focus groups.

Figure 12 Choosing between individual interviews and focus groups
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1.4.3 Methods for data analysis

In the design phase evaluators must select the methods for analysing data.

By data analysis, we refer to the process of assessing the evaluative information gathered by means of
the documentary review, interviews and focus groups.

Analytical work is performed throughout the evaluation exercise. Indeed, evaluators should start
analysing partial data as it becomes available. Data analysis consists of both individual and joint work
within the evaluation team. However, this process culminates at the reporting phase when evaluators
draft the findings and proceed with the formulation of conclusions and related recommendations.

Due to the poor availability of quantitative data in most country offices (due, in particular to
ineffective results oriented monitoring and reporting system), the type of data collected in a CPE will
be mostly primary qualitative data. Short timelines and limited financial resources allocated to
CPEs also generally exclude the possibility of resorting to sophisticated methods for data analysis
(such as cost-benefit analysis, cost-effectiveness analysis and econometric based models like
regression analysis). However, evaluators should consider applying quantitative methods for data
analysis when the CO Monitoring & Evaluation system is in place and when national statistical data
are readily available.

When analysing primary qualitative data, evaluators must use triangulation and validation techniques,
as well as evidence-based approaches.

The focus of the data analysis process in a CPE is the identification of evidence.
Indeed, findings, conclusions and recommendations to be presented in the final evaluation report must
be evidence-based. Evidence may be based on opinions and perceptions, and on hard data (values of

the indicators in the CPAP). Such evidence should be used to validate the answers to the evaluation
questions.
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Tool 14 features a table to allow evaluators to link preliminary findings (by evaluation question) with
the evidence that supports such findings as well as with the sources of the evidence. In this sense, the
table “summarizes” the results of the data analysis process. At design phase the evaluation team
should decide whether to use this tool or elaborate another one. In any event, the evaluation manager
must ensure that (in Chapter 4 of the design report - evaluation methodology and approach), the
evaluators present the techniques that will be used to ensure that the results of the data analysis are
credible and evidence-based.

& | Go to Part 3, Toolkit, tool 14 presents the preliminary findings summary table, which
summarizes the results of the data analysis process. This tool may be used in the preparation of
the presentation of preliminary findings and recommendations to the country office.

In order to reinforce the credibility and validity of the findings, judgments and conclusions obtained
on the basis of primary qualitative data, evaluators should use triangulation techniques.

Triangulation implies double or triple checking the results of the data analysis by way of cross-
comparing the information obtained via each data collection method (desk study, individual
interviews, discussion groups, focus groups). Evaluators should also cross-compare the results
obtained through different data sources -- i.e., compare results obtained from interviews with
government staff with those obtained from beneficiaries or from statistical data (e.g., evolution of
reproductive health indicators).

Whenever substantial discrepancies appear when comparing the information obtained from different
collection methods (for a given evaluation question), evaluators should try to find out the reason why.
In the event this is not possible, preliminary findings should be disregarded.

During the design phase, the evaluation team should also agree on validation mechanisms. The
design report should present them in the methodology chapter. These mechanisms are arrangements
that enable the verification and validation of hypothesis and preliminary findings.

The most common validation techniques in CPE are:

e Internal team-based revisions: convening a series of internal team meetings during the data
collection and analysis phases to share and discuss preliminary findings/conclusions, hypotheses
and evidence among evaluation team members. In UNFPA programmes, focus areas are highly
interrelated by nature, which means evaluators will collect evidence not only on the areas they are
responsible for but also on other colleagues’ areas. Sharing and discussing the validity of
preliminary findings and their supporting evidence for each focus area constitutes a validation
process. The most important team-based revision is the one that will take place prior to the
presentation of the preliminary findings to the country office.

e Presenting and discussing preliminary findings with the country office and the Reference
Group. This presentation should ideally take place in a workshop. Preliminary findings and
recommendations should be presented and then discussed and reviewed by evaluators subsequent
to the presentation.

e Focus groups can also be used as a validation technique. When conducted near the end of the
field phase, focus groups make it possible to present preliminary findings to a relevant audience
that may validate them or cast doubts on their validity.

To check the validity and robustness of the findings evaluators should not wait until the field phase.
This control must also be performed throughout the process. In this manner, evaluators can assess
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whether to keep on working on specific hypotheses (lines of argument) or disregard them when there
are indications that they are weak (contradictory findings or lack of evidence).

= Tip: Part 3 of the Handbook Conducting the evaluation provides tips on how to approach data
collection and analysis in the field phase.

1.4.4 Limitations and ways to mitigate them

At design phase, the evaluators must assess the following aspects:

e The availability of data and information is often constrained by the lack of a results oriented
monitoring and reporting system in CO®” and/or poor national statistical data.

= Tip: Due to the poor availability of quantitative data in most country offices (e.g., ineffective
results oriented monitoring and reporting system), the type of data collected in a CPE will be
mostly primary qualitative data. Furthermore the short timelines and limited financial
resources dedicated to the CPE generally exclude the possibility to resort to sophisticated
methods for data analysis (such as cost-benefit analysis, cost-effectiveness analysis and
econometric based models such as regression analysis.

e The quantity and quality of the data produced by monitoring and evaluation as well as results-
based management systems -- i.e., the existence (or lack thereof) of baselines, targets, and current
values for key indicators of output and outcomes. Missing data on indicators will hinder the
ability of evaluators to answer evaluation questions.

e The access to sources of information (both documentary sources and stakeholders). Some of the
factors behind such restrictions may be: organizational restructuring processes — either at the CO
or in national counterpart institutions - are factors which adversely affect institutional memory
and makes it difficult to obtain accurate and representative data for the period under evaluation.
High staff turnover among civil servants; changes in government (after elections) also make the
identification of key informants (in view of interviews) a difficult and time consuming process.

e The timing of the evaluation. This has implications with regard to the observation of actual effects
-- e.g., it may be too early to observe the effects generated by some of the outputs of the
programme. This is particularly relevant to the nature of interventions implemented by UNFPA
which imply in many cases changes of behaviour, culture and mentality that require time to see
effects.

Once limitations have been identified, the assessment should conclude with a clear description of
mitigating measures.
Some examples of mitigation approaches are:

e Triangulation techniques: Evaluators must check whether given information is
confirmed across data sources and collection methods used (e.g., interviews with
beneficiaries, progress reports, a group discussion with national counterparts).

e Validation techniques (as mentioned in the previous section).

e Ad-hoc proxies: to offset the lack of current values for indicators.

%" In the event that the CO M&E system is in place and when national statistical data are readily available,
evaluators should consider applying quantitative methods for data analysis
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151 Team responsibilities and distribution of tasks

The allocation of responsibilities and distribution of workload should comprise, at least, two aspects:
(i) allocation of responsibility by area of work; (ii) allocation of responsibility by sections of the final
evaluation report.

1) Allocation of responsibilities by area of work

Each evaluator shall:
() lead the evaluation work on evaluation questions associated with her/his area of expertise;
(b) provide input when relevant on other experts’ focus areas;”®
(c) gather information on strategic positioning evaluation questions and,

(d) be responsible for any or all of the strategic positioning evaluation questions.?® Decisions on
what type of input experts should provide to others should be made during the design phase.

2) Allocation of responsibilities by sections of the final evaluation report

It is also advised to decide, before the start of data collection, which evaluator will be responsible for
each section of the final report. This will allow team members to plan their workload well in advance
and will prompt coordination among team members. Although there might be adjustments at a later
stage of the evaluation process, it is recommended that evaluators agree on a distribution of tasks at
the design phase.

It is advised to draft a two-column table showing who will be in charge of which part of which
section(s) of the final report and who should provide inputs to the sections under the responsibility of
other evaluators.

Sections of the final evaluation report Responsible person Inputs / support required from
(including annexes)

When assigning tasks and responsibilities, it is important to ensure that workload and timeline
estimates are consistent with each team members’ allocations in terms of days.

1.5.2 Resource requirements and logistical support

Evaluators should identify all resources required to carry out the evaluation and the nature of the
support expected from the evaluation manager and country office. Aspects to be considered include:

e Support to organize the agenda of interviews, group discussions and focus groups (once
evaluators have selected the sample of stakeholders to be interviewed).

e Means of transportation (in the capital and to travel to other regions), travelling permits and
authorizations.

% E.g., gender and monitoring issues are often to be assessed across the programme, hence involving all the
evaluators.

 The team leader or any other designated evaluator will be the lead responsible for the strategic positioning
chapter.
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o Meeting facilities. This includes (i) room facilities for team meetings, to be provided by the
UNFPA country office; and (ii) a first estimation of logistical arrangements needed for the
focus groups. Evaluators must inform the evaluation manager as soon as possible so that
preliminary arrangements and contact with national counterparts may take place well in
advance.

e Equipment such as overhead projector, printer, etc.

o Whenever appropriate, interpreters for international consultants and for national consultants
in multi-lingual countries.

At this stage the evaluation manager should also ensure that evaluators are familiar with safety and
security issues as well as with financial arrangements and procedures regarding payment and
reimbursement of transport costs.

1.5.3 Work plan

The team should agree on, and draw up a work plan. This plan should reflect the timelines (as per
Terms of Reference) and provide the sequence of main activities and milestones from the end of the
delivery of the design report to the submission of the final evaluation report.

The Gantt chart below shows an example of the main elements to be included in the work plan:

. . e Week
Main Activities - Week |
Field Mission Month 1 Month 2 Month 3

30 4a 56 1a 26 3a 4a 1a 28 33 43

Delivery of the design report

Approval of the design report

Completion of the agenda for in-country
meetings and interviews

Preparation of the interviews and
adjustments in the agenda

In-depth study of AWP, previous
evaluations, etc (secondary sources)

Data collection

Data analysis, triangulation (teamwork)

Presentation preliminary results to CO m]

Delivery of 1st draft evaluation report A

Comments from the CO

Delivery of final evaluation report O

Legend and milestones:

° Monday 24, agendas for field visits completed Friday 21, workshop presenting preliminary evaluation results

]

A | Monday 8, delivery of the first draft evaluation report O Friday 30, delivery of the final evaluation report
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PART 2 - CONDUCTING THE EVALUATION

The field consists of a three to four week mission in order to complete the data collection and proceed
with the analysis. Evaluators will collect additional data through field visits.

Part 2 of the handbook is structured as follows:

2.1 Starting the field phase, usually covering the first two or three days of the phase

2.2 Collecting and ensuring the validity of data refers to the core part of the field phase (field
visits, including the conduct of interviews and focus groups)

2.3 Analysing data

2.4 Presenting preliminary results, usually covering the last two or three days of the field
phase. Preliminary findings and recommendations are presented to the CO and main
stakeholders during a plenary debriefing session.

Part 2 of the handbook must be used in conjunction with Part 3 which contains the tools which the
evaluators must use throughout the evaluation process.

During the two to three first days at the country office premises, the evaluators shall meet with
relevant CO staff with a view to validating the evaluation matrix. They shall also make final
arrangements regarding agendas, logistics and security matters.

Figure 13 Main tasks at the start of the field phase
The evaluation team must carry out four
Internal main tasks:
team
meeting . o
e Security briefing
L 3

¢ Internal evaluation team meeting

Starting .
General . S - . .
bricfing . e red . bricfing e General briefing with the country office
9 e Individual briefings with the CO

programme officers by mandate area:
overview of each mandate area of the
Individual country programme, finalisation of
briefings s e qe .

evaluators’ individual agendas and

related logistics matters.

Security briefing
The CO should organize this briefing before the evaluators travel to the field. Evaluators must be fully
acquainted with all security issues and procedures prior to travelling in the field.
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Evaluation team meeting
In this meeting the team members should deal with initial aspects of the mission. Table 8 presents
some suggestions for the agenda.

Table 8 Evaluation team meeting
Overview
The team leader should chair the meeting and go through the following issues:

Brief review of the main objectives and goals of the evaluation exercise;

Enquire about any aspect of the field phase that is unclear to any of the members;

Provide an overview of the main steps of the field phase;

Provide an overview of what is expected from each member of the evaluation team;

Agree on internal rules regarding internal communication during the field visits,
communication with the evaluation manager and other CO staff;

o The team leader should inform the team on the expected product of the field phase:
debriefing to CO and main stakeholders on preliminary findings and recommendations.

O O 0O 0 O

= Tip: Before the start of data collection, it should be decided which evaluator will be
responsible for each section of the final report. This will allow team members to plan their
respective work. This should also encourage coordination between team members.

Methodological aspects

The team leader should ensure that all evaluators are fully familiar with the methodological
framework and approach, in particular:

o How to use the evaluation matrix and its role in the evaluation exercise;

o Definition of each evaluation criterion;

o How to ensure that preliminary findings are supported by and can be traced back to
evidence.

Arrangements about sharing information of common interest

o The team should discuss how to proceed when the data to be collected are relevant for
various team members;

o Once common data sources are identified ensure that information needs of each concerned
team member are reflected within interview guides and/or interview logbooks.

Agendas and logistics

o Identify within the overall agenda the activities and meetings involving all team members;

o ldentify within the individual agendas which meetings still have to be arranged;

o ldentify any overlap in agendas, that is instances when two team members have a meeting
with the same person and make arrangements accordingly;

o Logistics: review travel itineraries and arrangements (transportation, travelling permits,
etc.) and ensure efficient use of transportation means (e.g. team members travelling to the
same region should share the same means of transport).

Aspects to be addressed in the general briefing with the country office

The team should review the agenda of the general briefing with the country office — usually
scheduled for the next day.
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General briefing with the country office
Prior to the start of the field phase, the team leader should discuss with the evaluation manager a
date and agenda for the general briefing meeting.

On the second day of the field phase, a general briefing should be held with the country office to
present the objectives, the process and the deliverables of the evaluation. The aim of the meeting is to
reach a common understanding on the contents of the evaluation matrix and agree upon the overall
agenda of the field phase.

The briefing meeting should involve:

o All members of the evaluation team.

e The relevant country office staff: senior management, heads of the programmatic areas, heads
of finance and administration, the M&E focal point/officer, the evaluation manager,
programme officers, and technical and administrative support staff;

o Representative(s) of the relevant UNFPA regional office.

e Members of the evaluation reference group other than UNFPA staff.*

Table 9 suggests an outline for the briefing meeting.

Table 9 Suggested outline for the general briefing meeting at the start of the field phase

Evaluation team

Presentation of the evaluation team members and the distributions of tasks and responsibilities

Presentation of the scope and objectives of the evaluation

Presentation of the methodology for CPEs, including detailed review of the evaluation matrix

Presentation by the evaluation team of planned field visits and necessary support from the CO
Country office

Briefing from the CO on the general context (including political aspects) of the programme

Presentation of CO expectations on the evaluation exercise
Presentations of the programme portfolio by mandate area
Presentation of the main challenges faced by the country programme
Main issues regarding the agenda and logistics

Joint discussion

Based on discussion between main stakeholders (CO and Reference Group), adjust and refine
the evaluation matrix. This may involve, for example, the inclusion of new evaluation
questions, reformulation or removal of existing evaluation questions, and adjustments in the
what to check, data sources and data collection methods columns of the matrix. (see below)
Agree on the parameters against which the assessment will be made (see below)

Validate the overall CPE agenda

= Tip: it is advisable to discuss issues such as refinement of the evaluation matrix and the
parameters of the assessment with the senior management prior to the general briefing meeting. Such
discussion could be held in the meeting with the senior management, which takes place usually on the
first day of the mission (see Part 3, Tool 7 — The CPE agenda).

% For example: government bodies (Ministries, Agencies), academia, civil society organizations, other UN
agencies, etc.
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Adjusting and refining the evaluation matrix

The evaluation matrix is the backbone of the CPE. Since it summarises the core aspects of the
exercise (what will be evaluated and how), it should be validated by the evaluation manager and the
reference group. This, in turn, will increase ownership of the evaluation process and ensure optimal
use of its results by all parties.

The team leader must ensure that, prior to the briefing meeting, the CO and reference group have
already had opportunities to provide inputs and comments on evaluation matrix included in the design
report.

Reaching an agreement on the parameters against which the assessment will be made

When the evaluators are faced with a poor CPAP results framework -- i.e., when indicators are not
adequately defined, targets are either absent or unrealistic and/or baselines are missing — there is a
need for designing an alternative reference framework for the assessment of the country programme.

This implies the setting of ad-hoc proxy indicators that should be used as a reference to establish the
degree of progress and success of the country programme, alternative sources of information (and,
whenever possible, attempts to establish credible baselines).

The use of this alternative reference framework should be clearly explained and accounted for in the
final report.

Figure 14 Adjusting and refining the evaluation matrix
Eval.uation Briefing v E_valua;iont )
Maix at the Mecting at the O Matrix at the star
esign Phase of the Fie ase
e &

= [ ==
| O

The CO and the SG provide
comments to both the Design
Report and the Evaluation Matrix

Design
Report

~m—

The evaluation reference group should be encouraged to provide comments on the evaluation matrix
before the joint discussion.

The evaluation team should avoid that a lack of information identified at this early stage leads to the
exclusion of key evaluation questions. In such cases, it is advisable to keep the evaluation question(s)
and look for alternative sources of information. Similarly, the evaluation team should avoid being
directed to evaluation question(s) prioritised merely on the basis of the information available.
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The evaluation matrix should be agreed upon by the time the evaluation team starts the field visits.

= Reminder: although the evaluation matrix should incorporate inputs from the evaluation reference
group, it remains the responsibility of the evaluation team which retains the final decision on its
content.

Individual briefings with the CO programme officers: Individual agendas, logistics and
programme overview

Each evaluator should hold an individual interview with the programme officer(s) in charge of the
programmatic area s/he is assessing. These meetings should cover the following aspects:

Table 10 Aspects to be covered in individual interviews with programme officers
Aspects related to the individual agendas

Individual agendas should be organized prior to the beginning of the field phase. However,

some key aspects need to be reviewed with the relevant CO programme officer:

o Timing of interviews;

o Practical arrangements regarding field visits (should additional field visits be organized?);

o Rationale for each interview and link(s) with related information needs (should additional
stakeholders be consulted?).

Detailed overview of the programme and its context

It is very important that the evaluation team meets the relevant programme officers before
undertaking field visits and meeting other stakeholders.

Programme officers can provide valuable information regarding the context information which
does not appear in the CPAP, AWPs, COARs or SPRs. This is especially useful in order to
highlight potential gaps between “what is in the CPAP” and “what is implemented.”

Specific questions related to the evaluation

Programme officers are also stakeholders in the UNFPA country programme as they are
involved in its implementation (as such, they also appear in the data sources column of the
evaluation matrix). In order to ensure efficient use of time, the evaluators should also take
advantage of this first meeting to obtain information to start filling the information matrix.

The programme officer’s expectations for the evaluation

This first meeting should also be an opportunity for the programme officer to express his/her
expectations and concerns regarding the evaluation exercise.

= Tip: At this point in time, evaluators should use the checklist provided in tool 8.

&= | Part 3, Toolkit, tool 8 Checklist for preparatory tasks prior to data collection provides a
list of the key steps and tasks evaluators should have gone through prior to start collecting
the data.
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The value of the information and data collected in the field requires a rigorous preparation of
interviews and focus groups.

Methods for collecting data are selected at design phase. Optimizing the time of the field phase
requires early planning (interviewees must be informed well in advance) and practical arrangements
(logistics). However, at the start of the field phase, evaluators have access to more detailed
information; as a result the approach for data collection can be adjusted.

&= | Methodological explanations on data collection can be found in section 1.4.2 Methods for data
collection.

Go to Part 3, 3.1 toolkit, 3.1.2, Tools for data collection -- contains all tools for data collection.
It is strongly suggested to review tools 8, 10, 11 and 12.

It is also recommended to refer to tool 13

Part 3 of the Handbook, presents a set of practical tips that can help the evaluator in the field, with a
special emphasis on what constitutes the main instruments for data collection: the interviews and the
focus groups.

&= | Goto Part 3, 3.1 toolkit, 3.1.2, Tools for data collection, tool 13-bis: Practical Tips to conduct
Interviews and Focus Groups

Throughout the data collection process, evaluators must ensure the validity of the data and
information collected. To this aim, one of the most commonly used techniques is triangulation.

Figure 15 Triangulating data sources and data collection methods
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Evaluators should systematically double or triple check the data and information obtained through
different data collection methods (study of documentation, individual interviews, discussion groups,
focus groups). Similarly, evaluators should cross-compare the data and information obtained from
different sources of data -- e.g., compare the data obtained through interviews with government staff
with those obtained from beneficiaries.

Whenever discrepancies appear when comparing the data obtained from different methods and/or
sources, evaluators should proceed as follows:

1) Look for further data and/or information with a view to validating/invalidating the
data/information collected;

2) In the case the evaluator cannot decide between contradictory data/information stemming
from two equally reliable sources, it is advisable to display the data/information from both
sources, while highlighting subsequent limitations in their use for the purpose of the
evaluation.

The data analysis is conducted in three stages of increasing importance: (i) all along the data
collection process — both at design phase (documentary review) and during the field phase; (ii) when
preparing the presentation of the preliminary findings and recommendations to the country office and
the Reference Group at the debriefing meeting which concludes the field phase; (iii) the bulk of the
analysis takes place during the reporting phase, in view of producing the draft final report.

&= | See Part 3, 3.2 Detailed outlines for the reports, 3.2.2 How to structure and draft the final
evaluation report

Data analysis rests upon (i) the individual work performed by each evaluator and (ii) the joint analysis
carried out collectively by the evaluation team under the supervision of the team leader. The joint
analysis consists in submitting the individual preliminary findings of each evaluator to collective
validation mechanisms. In this regard, the role of each evaluator is dual: analysing data for the area(s)
s/he is in charge of as well as providing input to the analysis conducted by other evaluators in a
collaborative manner.

Since UNFPA mandate areas are highly interrelated, the data and information gathered by each
evaluator for his/her mandate area(s) can also be of use for other mandate areas under the
responsibility of other team members. For this reason, it is very important that each evaluator knows
very well all the evaluation questions (as listed in the evaluation matrix) beyond the ones s/he is more
directly concerned with.

In short, each evaluator should:
e gather data and collect information which can be relevant both for his/her mandate area(s) and
for those of other team members;

e conduct an in-depth analysis of the data related to the mandate area(s) s/he is in charge of;
e provide input for the analysis conducted by other evaluators.
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2.3.1 What is data analysis in practice?

Country programme evaluations are not descriptive studies consisting in collecting and presenting
data. On the contrary, evaluations entail an in-depth analysis which leads to the expression of value
judgements on the programme/interventions in relation to the objectives set out in the CPAP. In this
context, data analysis corresponds to the process by which the evaluators examine the information
gathered during the design and field phases with a view to identifying causality links and/or the
contribution of UNFPA interventions to changes observed in the national development context.

The data analysis process starts at field phase and continues during the reporting phase. A first level
of data analysis shall lead to the formulation of preliminary findings, with a view to proposing a set of
provisional recommendations to be discussed during the debriefing presentation to the country office
at the end of the field phase. During the reporting phase, the evaluators will proceed with a second
level of analysis consisting in confirming/infirming the preliminary findings. Once the findings are
validated, they shall constitute the basis for the expression of judgments on the
programme/interventions in the form of conclusions.

2.3.2 Basic principles for analysing data

Findings must systematically be supported by evidence; findings which are not convincingly
supported by evidence should be disregarded. Subjective appreciations, impressions or intuitive
judgements should be systematically excluded from an evaluation report.

9 | In the CPE, evaluators should be able to systematically trace findings back to evidence.
Based on the findings, conclusions should express the evaluators’ unbiased and
substantiated judgements on the programme/interventions.

A significant part of the work carried out by evaluators during the field phase consists in filtering out
data that is not relevant for answering evaluation questions, and identifying and processing data and
information that may qualify as evidence for potential findings.

Figure 16, presents the data analysis process: from collecting data to answering evaluation questions /
criteria by means of judgments based on findings, which in turn are based on evidence.
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Figure 16  How to analyse data: from collecting data to answering evaluation questions
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2.3.3 Recurrent obstacles and difficulties when conducting data analysis

The following boxes present the most recurrent obstacles and difficulties encountered by evaluators
when analysing data. Each box features three entries: the area of analysis where the obstacle might
occur, a description of the obstacle, and suggestions on how to overcome it.

When the definition of “needs” is unclear

Obstacle: needs are understood differently by the Government and final beneficiaries
Needs may be those put forward by the government or those as perceived by the final
beneficiaries; they may not necessarily coincide. Government priorities are clearly set forth
in national level policies and plans, but how can evaluators identify the overall needs of the
population, without having to interview a large section of the population?

Suggested way forward: one option is to use the qualitative and quantitative data provided
in Demographic Health Surveys (DHS) as proxies for the needs of the population. This
option is recommended when the data and analysis provided in DHS coincides, at least
partly, with the country programme time span. Evaluators should compare the situation and
trends described in the DHS with the priorities and strategies set forth by the CO in the
CPAP.

When the CPAP results framework is ill-designed

Obstacle: outputs are formulated as outcomes.

Sometimes evaluators may find that CPAP outputs are formulated as outcomes while
outcomes are formulated as development results (i.e. impact). If evaluators assess the
actual achievement of outputs as they are formulated (in terms of outcomes) the assessment
of the effectiveness of the programme will inevitably conclude that it is unsatisfactory.
Evaluators will also have to conclude that outputs have been largely underachieved, since
in reality they correspond to outcomes which, by essence, are beyond the control of
UNFPA.

Suggested way forward: Evaluators must have pointed at the conceptual flaws in the
CPAP and its results framework (i.e. inconsistencies in the levels of the chain of effects of
the programme) as early as the beginning of the design phase, when reconstructing the
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intervention logic of the programme. Therefore, for the data analysis, the evaluators must
use as the reference document for the assessment of the country programme the revised
results framework as proposed by the evaluation team and agreed upon by the reference
group at design phase.

When the CPAP results framework is not up-to-date

Obstacle: changes in the CPAP have not led to corresponding adaptation of the results
framework (e.g. following the country programme mid-term review).

In case of changes in the CPAP, if the results framework is not updated, evaluators are
faced with the risk of assessing the programme against outputs that no longer exist or that
should have been modified. They may also omit outputs which should have been included
in a revised results framework.

Suggested way forward: Evaluators must have pointed at the need for an updated version
of the CPAP results framework as early as the beginning of the design phase, when
reconstructing the intervention logic of the programme. Therefore, for the data analysis, the
evaluators must use as the reference document for the assessment of the country
programme the revised results framework as proposed by the evaluation team and agreed
upon by the reference group at design phase.

When an issue cuts across several evaluation criteria

Obstacle: issues such as: development of national capacity; national ownership; special
attention to the most vulnerable, disadvantaged, marginalized and excluded population
groups; or the development of partnerships can be looked at from different angles -- i.e.
evaluation criteria.

For example, the development of national capacity may be dealt with both when assessing
the sustainability of UNFPA interventions and under the strategic alignment criterion
(corporate dimension).
e Should evaluators choose only one criterion under which development of national
capacity should appear?
e Or conversely, should it appear under all concerned criteria?

Suggested way forward: this decision on how to proceed is for the team leader, in
consultation with the rest of the team. Any of the two aforementioned options would be
valid. If the team opts for analysing the issue under a single criterion, the team leader must
ensure that this analysis also informs the answers to other evaluation questions (when
relevant) so that no valuable information is lost.

2.3.4 From data to evidences

Throughout the field phase, the evaluators must examine the data collected with a view to:

o Dismissing data and/or information the reliability of which seems to be weak -- e.g., statistics the
source of which is not identified, or statements made by interviewees on past events that cannot
be double checked.

o Disregarding data and/or information that do not pass the triangulation test (see below);

e Rejecting data and/or information which are not relevant for answering the evaluation questions.
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The data resulting from this filtering process can be used in confidence by the evaluators as evidences
to substantiate their findings.

2.3.5 From evidences to findings

At this stage, the evaluators will fill in the “what to check” column of the evaluation matrix, using the
set of evidences previously identified. The elements listed in the “what to check” column will become
the findings the evaluators must use so as to answer the evaluation guestions.

& | Goto Part 3, 3.1 Toolkit, tool 1 evaluation matrix, provides guidance (what, when and how to
use it) and examples on how to complete the evaluation matrix.

Box 16  Evidences do not amount to findings

A key role for evaluators when presenting evidence is to provide for a reasoned interpretation of what has
happened and why, and not just provide facts on what has happened. A finding such as “the final beneficiaries
do not apply the knowledge transferred by the interventions funded by UNFPA”, backed by evidence such as
“this is the case in all the sample beneficiary institutions covered by the evaluation (75% of the total)” is a
clear indication that there are problems in effectiveness. However evaluators should go further and provide a
logical interpretation of what has happened and why, supported by evidence.

2.3.6 Validating the findings

Once a set of preliminary findings has been consolidated, the evaluation team must proceed with their
validation. The validation process unfolds as follows: (i) within the evaluation team: cross-
examination by all evaluators of their respective findings; (ii) with the CO: presentation and
discussion of preliminary findings during an end of field phase debriefing workshop (see section 2.4
below).

The cross-examination of findings within the evaluation team requires at least two internal team
meetings during which preliminary findings and evidence are discussed among the evaluation team.
The team leader, in consultation with the evaluators, must schedule internal validation meetings at the
beginning of the field phase. If time and logistics permit, it is recommended that an internal validation
meeting be convened halfway through the field phase in order to: (i) determine how much evidence
has been gathered so far; (ii) check on progress in the establishment of findings; (iii) test preliminary
findings. The second validation meeting must take place before the debriefing workshop with the CO
and the members of the reference group. Other internal validation meetings can be arranged on an ad
hoc basis.

The table below provides suggestions with a view to structuring the internal validation meeting
preparing for the debriefing workshop with CO staff and members of the reference group.
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Table 11 Conducting the internal validation meeting preceding the debriefing workshop

Preparatory work

Every evaluation team member should prepare a preliminary findings summary table
describing the preliminary findings and recommendations, the evidence that the findings
are based upon, and the sources of the evidence (see Tool 14 in Part 3 of the handbook)

=»Tip: do not underestimate this task, it is highly time-consuming: evaluation team
members should be given one (at least) to two full days to carry out this exercise. This
should be reflected in the CPE agenda (see tool 7)

Duration

At least one full day should be allocated to the internal team discussion.

Roles and responsibilities

The team leader must act as a facilitator. A member of the team should be tasked with
compiling the agreed preliminary findings and recommendations in a PowerPoint slide
presentation.

Agenda / steps in the sequence of the session

1. Individual presentations

Individual presentations may be organized by area/unit of analysis. For example: (1)
gender quality; (2) population and development; (3) reproductive health; (4’ strategic
positioning — strategic alignment / corporate dimension; (5) strategic positioning — strategic
alignment / systemic dimension; (6) strategic positioning — responsiveness; (7) strategic
positioning — added value, and (8) assessment of M&E system. Evaluators should present
findings, judgments (answers to evaluation questions) and preliminary recommendations
for the areas of analysis they are responsible for, according to the agreed sequence and
using the preliminary findings summary table or a similar tool.

2.a Validation

After each individual presentation, there should be a joint assessment of: (i) the quality of
supporting evidences; (ii) the rigor of the reasoning; (iii) the resulting overall validity of
findings.

2.b Complementary inputs

During the individual presentations, the other evaluators should, whenever relevant,
provide the presenter with complementary evidence and/or findings they have gathered.

3. Consolidation

Agree upon and consolidate findings, formulate preliminary answers to the evaluation
questions and preliminary recommendations.

4. ldentify issues to be discussed with the CO

During the internal meeting, the evaluation team should identify and select specific issues
or aspects that should be discussed with the country office. Such aspects could include
controversial findings and the feasibility of some preliminary recommendations.

Output

A PowerPoint presentation of the preliminary findings and recommendations: (i) by
programmatic area; (ii) on the CO strategic positioning and (iii) the country office M&E
system (if assessed as part of the CPE; see section on optional M&E assessment).

2.3.7 From findings to answers to evaluation questions

At times, the answer to an evaluation question can be derived directly from a single finding. However,
in most cases, answers to evaluation questions result from a combination of findings.
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Examples:

e The evaluation question on sustainability “Were activities and outputs designed taking into
account a handover to local partners?” could be answered simply on the basis of one
finding: “handover to local partners was not incorporated in the design of any of the
interventions”

¢ An evaluation question on efficiency such as “To what extent were activities managed in a
manner to ensure the delivery of high quality outputs?” will require a reasoned line of
argument building upon a combination of findings. In this case the answer to the evaluation
guestion should be based on such findings as: provision of equipment and medicines was
timely (this finding is “positive™); the training sessions were delivered late, thus affecting
the overall quality of the outputs (this finding is “negative”); district staff were not
acquainted with the use of the new equipment in time for service delivery (this finding is
“negative”).

The steps depicted in figure 16 will often not be as clear-cut as in the examples above, and the
difference between an evidence and a finding will be tenuous at times. This, however, should not be
seen as a problem. What is important is that evaluators support answers to evaluation questions with
evidence, and that they are confident about the logical sequence that links evidence to findings, and
ultimately to the answer to an evaluation question. In this perspective, it is highly advisable that
evaluators use the Preliminary findings summary table (Tool 14).

& | Tool 14 in Tools for data analysis presents the preliminary findings summary table, a matrix
that links, for each evaluation question, preliminary findings with their supporting evidence
and, ultimately, with the main sources of evidence.

=» Tip: do not confuse evidences with quantitative data. Evidences may be based on quantitative data
such as the percentage of skilled birth attendance at delivery, but also on qualitative data such as
opinions and perceptions.

The preliminary results of the CPE must be presented to the country office and the reference group
during a debriefing workshop on the last day of the field phase. The evaluators will use a PowerPoint
presentation synthesising the results of the final internal validation meeting.

The following table presents an outline for the presentation.
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Table 12

Outline of the PowerPoint presentation for the debriefing workshop

Suggested length

Description of each part / section of the PowerPoint presentation

One slide Objectives of the debriefing workshop -- i.e. share and validate the
findings of the evaluation and discuss the feasibility of the
preliminary recommendations.

One slide The objectives of the country programme evaluation.

One to three slides

Description of the CPE methodology: process, scope, evaluation
criteria and evaluation questions, sampling methods for the selection
of stakeholders.

One to two slides

Conduct of the field phase: field visits undertaken; number of
stakeholders met by type of institution / geographical distribution.

14 to 16 slides: 1 to
2 per mandate area;
1 to 2 for each
element of the
strategic
positioning (and 1
to 2 for M&E
system if assessed)

Present preliminary findings for each of the following:

(1) Reproductive health; (2) population and development; (3) gender
quality; (4) strategic positioning — strategic alignment / corporate
dimension; (5) strategic positioning — strategic alignment / systemic
dimension; (6) strategic positioning — responsiveness; (7) strategic
positioning — added value, and (8) assessment of M&E system (if
assessed).

Slides for 10 to 15
recommendations

Preliminary recommendations. Usually there is one slide devoted
to recommendations under each programmatic area, one or two
slides for strategic positioning and one slide for preliminary
recommendations associated to the assessment of the M&E system
(if assessed).

Two to three slides

Presentation of the next phases: reporting phase (including the
quality assessment of the final report) and dissemination / follow-up
phase (including the management response).

Participants to the workshops should ideally include:

e All the members of the evaluation team;

e Country office staff: senior management, heads of the programmatic areas, heads of finance
and administration, the M&E focal point / officer, programme officers, and technical and

administrative support staff;
The members of the Reference Group;
¢ Representatives of the relevant UNFPA regional office.

The sequence of the workshop will follow the PowerPoint structure, with a question/answer session

after the presentation of each section (as defined in the above table).

= Tip: it is preferable that every evaluation team member presents the areas of analysis s/he is

responsible for. Avoid the situation in which the team leader delivers the entire presentation.

During the discussion with CO staff and reference group members, evaluators should pay special

attention to problems regarding data accuracy and information gaps.
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It is advisable that the team of evaluators convene in a wrap-up meeting after the debriefing
workshop. This meeting, led by the team leader, should cover, at least, the following items:

e Reactions of the participants in the debriefing workshop. In particular, discuss the
weaknesses identified by CO staff and/or reference group members in the preliminary
findings and recommendations. Decide how to address comments made -- e.g. disregard the
finding, reformulate the finding or recommendation, etc.

o Allocate the drafting of chapters and sections of the final report among evaluation team
members. This should also include responsibilities with regard to the annexes.

e  Agree on the deadlines and obtain firm commitment from all regarding: (i) deliverables by
each evaluator, (ii) consolidation by team leader, (iii) submission of the draft final report to
the evaluation manager for distribution to the CO and members of the reference group; (iv)
receiving comments from the reference group; (v) revising and drafting the final version of
the evaluation report.
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Assessing the country office

monitoring and evaluation
system

Optional guide
Presents the approach for a complementary assessment of the monitoring and
evaluation system of the country office
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This section offers some theoretical background on what are the main features of a fully-operational
monitoring and evaluation (M&E) system. It also provides guidance to the evaluators throughout the
process of assessing the M&E system.

Box 17  Why should a CPE include an assessment of the country office M&E system?

An effective M&E system is both a cornerstone and a precondition for fulfilling UNFPA corporate
strategy towards:
- strengthening results-based management,
putting in place a culture of measurement of results,
using evidence of results to inform decision-making,
improving measurability to ensure accountability of results, and
strengthening national M&E systems.31

Yet, a number of assessments have shown that the M&E system currently in place in country offices is
weak, is largely focused on the budget expenditures and is mostly activity-oriented.

The evaluation team member responsible for the assessment of the M&E system shall:

e Provide a snapshot of the type of M&E system in place including a brief description of the
features of the system;

o Assess the quality of the M&E system and its features (tool 15); in particular, the quality of
the CPAP indicators (Tool 16); as the backbone for result-oriented monitoring;

o Assess UNFPA support to capacity building and/or strengthening of the national M&E
systems and management for results;

e Provide a series of practical and actionable recommendations on how to improve the M&E
system in the country office.

Box 18 Purpose for the inclusion of this component in a CPE:

Contribute to a corporate-level analysis of the situation of M&E systems in UNFPA as a
whole, and most importantly, to contribute to the improvement of such systems.

2.5.1 Assessing the country office monitoring and evaluation system as compared to
other CPE components

The methodology to collect and analyse data presented in this handbook applies to the three CPE
components: analysis of programmatic areas, analysis of strategic positioning, and assessment of the
country office M&E system. However, the M&E component presents a number of distinct features,
such as:

1. The assessment of the CO M&E system is not based upon a number of specific evaluation
questions and related evaluation criteria. For this reason, the evaluation manager and the

%! See paragraphs 19, 27, 32, 87, 88 and 199 of the Strategic Plan 2008-2011; paragraph 40 of the Midterm
Review of the UNFPA Strategic Plan 2008-2013; and paragraphs 1,2,5, 6 (principles 3 and 4), 17 and 18 of the
UNFPA Results Based Management Policy 2010.
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evaluators will not use the evaluation matrix. Instead, the assessment of the M&E system will
be conducted against a quality framework included in tools 15 and 16.

2. For the data collection and analysis methods, the evaluators will resort mostly to group
discussions and will analyse very specific programming and implementation documents.

3. Asillustrated by the crosscutting shape of the blue ellipse in the figure below, the assessment
of the CO M&E system is transversal to the country programme, the system framework of
UNFPA, and the country context.

Figure 17 The three CPE components

—_—

The M&E system aims at measuring progress
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Conext towards inputs, activities, outputs and outcomes as
Corparate planned in the country programme. The
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L unrpastrategic | OUtCOMeES is also directly associated with the
Positionine | country programme contribution to the UNDAF.
Finally, the M&E system also encompasses the
monitoring of risks and assumptions which directly
relate to the country context.

Analysis
of the focus areas

2.5.2 The components of a monitoring and evaluation system

A country office M&E system has four components: monitoring of inputs and activities; monitoring
of outputs and outcomes; monitoring of risks and assumptions; and evaluation. Although the
monitoring and the evaluation functions are closely related within the country office system, they are
of a different nature and should be assessed separately.

Figure 18 The components of the M&E system

The monitoring of inputs and activities refers to
Results-oriented monitoring | The day-to-day monitoring tasks carried out by
programme officers at CO, in particular: budgets
and expenditure follow-up; supervision of
activities implementation. Actions undertaken
peenttoring & under this component correspond to compliance

~ monitoring, i.e., monitoring tasks performed by all
UNFPA staff as an integral part of their job
description.

Compliance Monitoring

Evaluation

The monitoring of outputs and outcomes is
closely associated to results-oriented monitoring,
which, in turn, is an essential part of results-based management. The assessment of the CO M&E
system will place special emphasis on this component in view of its high strategic relevance within
the UNFPA corporate framework.*

%2 See paragraphs 27, 87, and 88 of the UNFPA Strategic Plan and UNFPA Results Based Management Policy,
2010.

74



Handbook: How to Design and Conduct a Country Programme Evaluation at UNFPA Evaluation Branch at DOS

The monitoring of risks and assumptions is another important level to be covered. Following the
current Strategic Plan, the improvement of risks management is one of the elements to take into
account to strengthen results based management.®

The evaluation component corresponds to the evaluation function within the country office and
encompasses the process of planning, conducting and using the results of evaluation exercises.

2.5.3 Data collection methods and sources of data

For the assessment of the CO M&E system, the main data collection methods will consist in:
documentation review, semi-structured interviews and group discussions.

Documentation review

Monitoring inputs and activities

Reference documents when assessing the monitoring of inputs and activities will mostly consist of the
templates and forms included in the UNFPA Policies and Procedures Manual (2004, and December
2010).** The most relevant documents to assess the quality of the monitoring of activities are Field
Visit Monitoring Reports (FVMR) and Annual Work Plan Monitoring Tools (AWMP). Data sources
related to the monitoring of inputs include financial reporting templates which can be found in Atlas

Monitoring outputs and outcomes
The main reference documents required to assess the monitoring of outputs and outcomes are
summarised in the following table.

Table 13 Main documents related to outputs and outcomes monitoring

Document What it is / where can you find it

CPAP results and It contains the country programme outputs and outcomes listed by
resources framework programmatic area with associated indicators. It is an annex to the CPAP.
M&E plan It includes the CPAP M&E framework. At times it also contains the CPAP

M&E calendar for the programming cycle with the roles and functions of the
different actors (i.e., implementing partners, UNFPA staff, UNFPA
headquarters, CPAP national coordination authority).

CPAP M&E This document, based on the CPAP results and resources framework, includes
framework® the sources of verification for each indicator. It also allow for reporting on
achievements against baselines and targets both by indicator and by year. It is
included in the M&E plan.

= Tip: this is the reference document when applying Tool 16 to assess the
quality of indicators.

CPAP M&E calendar It presents the main M&E activities, events and milestones by year throughout
the programming cycle. It is generally included in the M&E plan.

Monitoring risks and assumptions

There are no standard templates for the monitoring of risks and assumptions. Evaluators should
enquire whether there are any documentary sources such as a risk management matrix, a risk
management plan or a risk management strategy currently in used within the country office. Minutes
of Senior Management Team / Country Management Team meetings may include considerations on
strategic issues related to risks and assumptions.

% See paragraph 87 of the UNFPA Strategic Plan.
# See Country Programme Monitoring and Evaluation in the Manual.
% It is also referred to as CPAP planning and tracking tool.
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Evaluation

The main sources of documentation to assess the quality of the evaluation function will be the
evaluation reports, the evaluation plan (if such a plan exists) and the CPAP M&E calendar, which
should include, at minima, the evaluations to be conducted throughout the programming period.

= Tip: do not rely excessively on the study of documentation when assessing and country office M&E
system. Indeed, most of the data and information on some key features of the M&E system such as
information management systems, human resources, operational indicators, cannot be readily found
within documents. Instead, the evaluators should devote much time to interviewing the relevant
actors.

Interviews and group discussions

The evaluation manager should provide assistance to the evaluator to identify the stakeholders to be
interviewed. They are: (i) UNFPA staff directly and indirectly involved with the M&E system; (ii)
those benefiting from the support by the country office in view of building and/or strengthening the
national monitoring and evaluation system:

Country office focal point / M&E officer

Country office programme officers

Regional office monitoring and evaluation adviser

The national authority in charge of the monitoring CPAP progress

Implementing partners

Counterparts benefiting from capacity development related activities funded by UNFPA (e.g.,
training sessions or technical assistance on monitoring and/or evaluation).

Group discussions with the country office programme officers
One of the core aspects to analyse within the assessment of the country office M&E system is the
quality of the CPAP indicators.

This analysis looks at how well indicators are formulated and how operational and useful they are in
reality. Programme officers are a key source of information and should be invited by the evaluators to
participate in group discussions. Such working sessions will be useful to gather evidence on the
quality of indicators as well as to gather information on other aspects of the M&E system in place in
the country office and how it works in practice.

It is advisable to organise separate group discussions for each programmatic area since discussing
indicators imply a certain level of technicalities which is specific to each area (SRH, Population and
development, gender equality/women empowerment). The country office M&E officer or focal point
should attend each session.

During the discussion, the evaluator should take the group through the CPAP M&E framework
indicators (for the specific programmatic area) and jointly assess the quality of each indicator against
the criteria as presented in the CPAP indicators quality assessment grid (tool 16). The M&E evaluator
will use the results of the discussion as an input to fill in the quality assessment grid.*

In the course of the discussion, the M&E evaluator should avoid being “too technical” since the
programme officers might not have sufficient background on M&E terminology.

In order to avoid using M&E jargon, the Table 14 presents options for conducting the group
discussions.

% There will be other inputs such as the opinions of other members of the evaluation team and the appraisal of
the M&E evaluator on the basis of her/his expertise.
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Table 14  Suggestions to avoid the use of jargon when conducting group discussions

Technical question Instead the evaluator should ask...

Is the indicator clearly formulated? | What does this indicator mean?

Does it mean the same to all of you?

= Tip: take the indicator and ask programme officers about aspects of the indicator as currently
formulated. If they do not agree on what it means (i.e. if there are different interpretations or if some
participant/s do not understand exactly what the indicator means) it is an indication that the indicator
may not be clearly formulated.

Is the indicator relevant enough? Is the indicator directly related to the output / outcome?

Does it give you information on the degree of achievement of
the output/outcome?

= Tip: an indicator could be relevant at the time of its formulation yet lose its relevance due to changes
in the programme or in the context. Ask programme officers if the indicator gives them useful
information today (not at the time of its formulation).

Is the indicator specific enough? Does the indicator provide you with precise and concise
information on the degree of achievement of the
output/outcome?

= Tip: the opposite of a specific indicator is and indicator which provides information beyond the
output/outcome it is meant to measure. Check with the programme officers if the indicator also provides
information on other outputs or outcomes; if this is the case, then the indicator is not specific enough.

To what extent is the indicator | Could you use this indicator today to measure the extent to
operational? which the output/outcomes have been achieved?

= Tip: there are five elements that make an indicator operational (see tool 16). If you want to know
quickly whether the indicator is, overall, operational, ask the programme officers whether it can be
measured. Measurability is the precondition for an indicator to be operational.

Are there means of verification | Where / what do you look at to know the value of the indicator
associated to the indicator? at a given point in time?

= Tip: Once identified, do not forget to ask the programme officers whether they do have access to that
source/s of information.. If they do not have access to it/tem, then the means of verification are
“theoretical means” and the indicator will not be operational.

= Tip: it is recommended that the evaluator in charge of the M&E system invites other evaluation
team members to group discussions related to the programmatic area they are in charge of within the
country programme evaluation. Their in-depth knowledge of the topic (gender, population and
development, reproductive health) will be a useful contribution to the discussion and will help the
M&E evaluator to understand technical aspects related to the indicators that s/he may otherwise
omit.
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2.5.4 Data analysis

The evaluator in charge of the assessment of the country office M&E system should focus his/her
analysis on: (i) the quality of the system, (ii) the quality of the indicators and (iii) the country office
support to the national M&E systems. In addition, s/he should provide a series of practical and
actionable recommendations on how to improve the country office M&E system.

1) To assess the degree of development and quality of the country office M&E system - and its
four components (see above), the evaluator may use the M&E system assessment grid (tool 15).

This tool guides the evaluator through the main features of the system to be assessed. The answers to
the questions proposed in tool 15 should allow the evaluator to present a snapshot of: (i) the type of
M&E system in place in the country office; (ii) the degree of development of the four components of
the system, including their quality and their main weaknesses.

< | Tool 15 M&E system assessment grid guides the evaluator through the different aspects to be
analysed when assessing the CO M&E system. The tool incorporates a scoring system and a
narrative column to gather the main findings.

=» Reminder: when organising your schedule, note that the most important component of the M&E
system to be assessed is the monitoring of outputs and outcomes, i.e., the results-oriented monitoring
part of the system. Meanwhile the evaluator should only check whether there are major problems and
room for improvement for the monitoring of inputs and activities (compliance monitoring) (overall,
monitoring of inputs and activities is well developed in UNFPA country offices).

2) To assess the quality of the indicators in the CPAP M&E framework, the evaluator may use
the CPAP indicators quality assessment grid presented in tool 16.

< | Tool 16 includes the CPAP indicators quality assessment grid, an instrument enabling the
assessment of the quality of output and outcomes indicators against a set of eight criteria and
sub-criteria.

This tool is designed to carry out an in-depth and detailed assessment of output and outcomes
indicators. The evaluator may simplify it and adapt it according to the specific context of the CPE, or
even choose to use any other tool s/he might deem more relevant and a better fit for the purpose.
However, s/he must not exclude the analysis of the quality of output and outcomes indicators, as they
are the backbone for evidence-based result-oriented monitoring.
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Box 19  Why is it important to assess the quality of the indicators?

Indicators play a crucial role in the UNFPA framework:

(1) Measuring the degree of achievement of outputs and outcomes on the basis of evidence is a
corporate requirement. Indeed, the Strategic Plan stipulates that UNFPA-supported programmes
must produce a demonstrable change and have an impact within the environment in which they
operate.3” The UNFPA Results Based Management Policy requires that staff “gather and analyze
credible information on performance through credibly measuring results” in order to, “(assess)
the contribution and influence made by the programmes and management activities to the
observed results”, and “(confirm) the validity of the results measured, providing sufficient
evidence”.38 The policy also requires UNFPA staff to “(gather) evidence and information on key
outputs, outcomes and goals, and [to] assess this information against the defined targets. ’3°

(2) Indicators are the necessary starting point to establish accountability to donors and government
counterparts as well as to jointly assess with them the quality and effectiveness of UNFPA
support.

(3) Beyond corporate requirements, the use of operational indicators is crucial to enable a country
office to analyse — on the basis of evidence — “what works” and “what does not work.”

Overall, without indicators there is no results-based management, nor the possibility to have an objective
debate on the degree of achievement of outputs and outcomes.

3) To assess UNFPA support to build and/or strengthen the national M&E systems and the
capacity of the national partner to manage for results.

UNFPA corporate requirements go beyond the in-house application of results-based management and
the implementation of in-house monitoring system(s). The Strategic Plan also seeks that “UNFPA
plays a central role in strengthening national monitoring systems to help Governments to keep track
of progress on ICPD implementation.” The Strategic Plan explicitly calls “for the strengthening of
national systems, accountability, harmonization and management for results.”*® The M&E system
assessment grid (tool 15) addresses a number of these issues.

There are two ways in which a country office can contribute to strengthening the national M&E
system. The country office can support specific capacity development actions such as training
sessions or technical assistance (through the recruitment of external consultants). The country office
can also involve relevant national counterparts™ in the implementation and follow up of the CPAP
M&E framework. The evaluators’ assessment should focus mainly on the latter since the transferring
capacity to national counterparts on result-oriented monitoring and management for results inevitably
poses the question of the quality and effectiveness of the M&E system in place in the country office
and notably its ability to go beyond input and activities and measure the achievement of
outputs/outcomes.

%7 See paragraph 88 of the UNFPA Strategic Plan 2008-2013.

% See paragraph 6 (Guiding principles) of the UNFPA Results Based Management Policy, 2010.

% See paragraph 17 (Monitored implementation) of the Policy.

“0 See paragraphs 32 and 199 of the UNFPA Strategic Plan 2008-2013.

! These will generally include: (i) the Ministry of Planning or a similar institution appointed as national
coordination body for the implementation of the CPAP; (ii) and at a lower level, it will include the
implementing partners responsible for producing the intended outputs.
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4) Provide a series of practical and actionable recommendations on how to improve the country
office M&E system.

The scoring system (+, -,O) in the M&E assessment grid allows for a rapid identification of the
features and aspects of the M&E system that need improvement. However, the assessment of the
country office M&E system should not be limited to the identification of weaknesses. The evaluator
must a go a step further and propose actions for improvement.

The M&E evaluator will present these actions in the plenary debriefing at the end of the field work.
Once his/her recommendations for the improvement of the M&E system have been validated, the
team leader shall include the recommendations in the final report. The M&E recommendations can
also lead to a specific action plan to provide more detailed guidance to the CO.

Choosing to draw up an M&E action plan depends on two factors:

e  On the number of M&E specific recommendations: if the recommendations are many it will
be difficult to include them all in the final report.

e On the interest shown by the CO senior management, the time and resources available to
drawing up an action plan. If there is an interest in the country office, then drawing up the
action plan presents three advantages:

1. itincreases the likelihood that the CO takes the necessary steps to improve the quality of
the M&E system;

2. it makes it possible for evaluators in the subsequent CPE to assess progress on the
improvement of the system in a more structured, systematised and detailed manner;

3. it allows UNFPA headquarters to have an overview of the progress made towards the
fulfilment of corporate M&E requirements, as well as the actions that could be taken at
headquarters level to enable such improvements.

& | See Tool 17 Action Plan for the improvement of the M&E system for an optional format to be
used when drawing up a detail action plan for the implementation of the recommendations
associated with the assessment of the CO M&E system.

The validation and triangulation mechanisms presented in section 1.4.3 Methods for data analysis
of the handbook is also applicable to this component.

It is important that the M&E system is discussed within the team. The members of the team in charge
of assessing programmatic areas are experts in their respective fields, and the M&E evaluator should
make use of such expertise when assessing and validating the quality of the CPAP indicators.
Similarly, evaluation team members will collect findings and evidence on the M&E system when
assessing the efficiency and effectiveness criteria under the programmatic areas they are assessing.
These findings and evidence should be communicated to the M&E evaluator.

If time and logistics allows, this exchange should ideally take place in the form of an internal group
discussion. Some considerations are:

e The working session should ideally take place halfway through the field phase. This would
increase the chances of evaluators having been in touch with functioning (or non-operational)
aspects of the country office M&E system and therefore would allow the M&E evaluator to
contrast preliminary findings with those of her/his colleagues.
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o The M&E evaluator should enquire and discuss with her/his colleagues on the quality of the
M&E system (see tool 15), and on the quality of indicators in their area of expertise.
Evaluators should discuss the repercussions of inoperative features of the system, and
possible short and medium-term solutions to overcome current flaws.

e Evaluators should also discuss the quality of the UNFPA support to build up and/or
strengthen the national M&E system.

The presentation of preliminary findings in the PowerPoint presentation for the plenary debriefing
can be organised in a number of ways:

e By strengths and weaknesses: using the quality / status column of the M&E system
assessment grid (tool 15) and select features with the most prominent positive (“+”) and poor
(“~*) scores.

e By component of the M&E system:

= monitoring of inputs and activities;

= monitoring of outputs and outcomes;
= monitoring of risks and assumptions;
= evaluation

e By features of the system: using the features of the M&E system column included in the M&E
system assessment grid (tool 15).

Preliminary recommendations shall focus on aspects to be improved to overcome current flaws as
well as on good practices requiring further attention or support. The feasibility and prioritization of
the recommendations should be validated at the general debriefing workshop.

The results of the validation will lead to:

a. the inclusion by the team leader of the recommendations on M&E in the final report
and/or

b. the drafting by the M&E evaluator of an action plan for the improvement of the
country office M&E system.

< | For an example of an assessment of a country office monitoring and evaluation system, see
Bolivia Country Programme Evaluation, volume 2 - Assessment of the Bolivia country office
monitoring and evaluation system

English Version -
http://www.unfpa.org/webdav/site/global/shared/documents/Evaluation branch/Bolivia_country
programme_evaluation partial/\VVolumen%202%20%20Bolivia%20CPE.pdf

Spanish Version —
http://www.unfpa.org/webdav/site/global/shared/documents/Evaluation branch/4.%20Volumen%
202%20 Bolivia%?20final.pdf

81



http://www.unfpa.org/webdav/site/global/shared/documents/Evaluation_branch/Bolivia_country_programme_evaluation_partial/Volumen%202%20%20Bolivia%20CPE.pdf
http://www.unfpa.org/webdav/site/global/shared/documents/Evaluation_branch/Bolivia_country_programme_evaluation_partial/Volumen%202%20%20Bolivia%20CPE.pdf
http://www.unfpa.org/webdav/site/global/shared/documents/Evaluation_branch/Bolivia_country_programme_evaluation_partial/Volumen%202%20%20Bolivia%20CPE.pdf
http://www.unfpa.org/webdav/site/global/shared/documents/Evaluation_branch/Bolivia_country_programme_evaluation_partial/Volumen%202%20%20Bolivia%20CPE.pdf
http://www.unfpa.org/webdav/site/global/shared/documents/Evaluation_branch/4.%20Volumen%202%20_Bolivia%20final.pdf
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PART 3

TOOLS &
RESOURCES

TOOLKIT

A set of evaluation tools that evaluators can use in the design and field phases
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TOOLKIT
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PART 3 - TOOLS & RESOURCES

This section offers practical solutions and guidelines in the form of tools, checklists and practical tips
with the objective of supporting evaluators in designing and conducting the country programme
evaluation.
The toolkit is organised in four categories of tools:

1) Tools for structuring information

2) Tools for data collection

3) Tools for data analysis

4) Tools for assessing the country office’s M&E system

There are two types of tools: optional or obligatory. The latter are compulsorily required in a CPE
and their templates must be filled in and presented either in the design report and/or in the final report.
The evaluation team will decide the use of the optional tools on the basis of the specific requirements
of the evaluation.

Some tools may be designed and/or used only in the design or field phase, whereas others may be
used in both. In fact, some of the tools will be drawn up during the design phase but applied while
conducting the evaluation, that is, during the data collection and analysis phase.

The plum-coloured box designates that the tool is drawn up and/or used during the design phase
Dark green colour designates that the tool is drawn up and/or used during the field phase
The tool is drawn up in the design phase and used in both or only in the field phase

Table 15 Summary of tools included in the toolkit
Tool Category and name of the tool Design Phase
Tools for structuring information

Tool 1 The evaluation matrix Obligatory
Tool 2 The effects diagram Optional

Tool 3 List of Atlas projects by CPAP output and Strategic Plan outcome Obligatory
Tool 4 Stakeholders’ mapping table Obligatory

Tool 5 The corporate alignment matrix Optional
Tool 6 Evaluation questions’ selection matrix Optional
Tool 7 The CPE agenda Obligatory
Tools for data collection

Tool 8 Checklist for preparatory tasks prior to data collection Optional

Tool 9 Checklist for the documents to be provided by the country office Obligatory
to the evaluation team

Tool 10 | Checklist of considerations when drafting the agenda of Optional
interviews

Tool 11 | Guiding principles to develop interview guides

Tool 12 | Checklist for sequencing interviews ]

Tool 13 | Interview loghook Optional

Tool 13 | Additional Tool — Practical tips to conduct interviews and focus Optional

bis groups
Tools for data analysis

_Tool 14_| Preliminary findings summary table .| |

Tools for assessing the country office M&E system

Tool 15 | M&E system assessment grid

Tool 16 | Country programme action plan indicators quality assessment grid

Tool 17 | Action plan for the improvement of the M&E system

Optional
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3.1.1 Tools for structuring information

This set of tools is intended to help evaluators in the process
of structuring and organising raw information and preliminary aspects to be
addressed during the design phase. Once developed, some of these tools will
also be used during the field phase.
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Tool 1 — The evaluation matrix
Obligatory  Obligatory

What is the evaluation matrix?
The evaluation matrix summarises the core aspects of the evaluation exercise by specifying what will
be evaluated and how.

When to use it and why?

In the design phase, the matrix refines the focus of the evaluation. It reflects the process that starts
with the definition of the evaluation criteria and ends with determining data requirements in terms of
the sources and collection methods used to respond to the evaluation questions. The matrix specifies:
the evaluation questions for each programmatic area and strategic positioning criteria; the particular
issues that will be checked under each question; the “data sources” (where to look for information)
that will be used to answer the questions; and the data collection methods that will be applied to
retrieve the data. In short, it is a tool to help evaluators determine what type of information will be
needed to answer the evaluation questions and how it will be collected. The evaluation matrix must be
included in the design report as an annex.

In the field phase, while conducting data collection and analysis, the matrix will be used as a reference
framework to check that all evaluation questions are being answered. At the end of the field phase
evaluators will use the matrix to verify that enough evidence has been collected to answer all the
evaluation questions. The evaluation matrix must be included in the final report as an annex.

The evaluation matrix drawn up in the design phase and included in the design report might not be the
same as the one included in the final report as there may be adjustments during the field phase (see
“Adjusting and refining the evaluation matrix” in section 2.1 of the Handbook).

How to use the evaluation matrix?

The matrix is structured into two sections that correspond to the two components of the evaluation:
the analysis of the focus areas and the analysis of the strategic positioning. For the first component,
the rows correspond to the three focus areas: reproductive health, gender equality and population and
development. The matrix has four columns: evaluation questions; what to check; data sources and
data collection methods. These are explained below.

Evaluation questions

This column will include the priority evaluation questions, that is, the questions resulting from the
selection process.

What to check

This column is an interface between the evaluation question and the data sources. It narrows the
evaluation question further by specifying what evaluators should focus upon and what they should
check precisely when attempting to answer the question.

Data sources

This column specifies the documents and informants that will provide the data and information that the
evaluators will analyse in order to answer the questions. The use of the stakeholders mapping table
(Tool 4) is a good starting point to identify and pre-select key informants.
Data collection methods

This column indicates the techniques that will be used to collect data from the sources. The methods
usually used in a CPE are the study of documentation, individual interviews, group discussions and
focus groups. The next section, Tools for data collection, describes and analyses the features,
advantages and disadvantages of these methods.




Handbook: How to Design and Conduct a Country Programme Evaluation at UNFPA Evaluation Branch at DOS

The evaluation matrix is organised on the basis of the evaluation criteria.* This layout allows for
structuring the matrix in a meaningful manner by combining cells whenever evaluation questions,
what to check, data sources or data collection methods are the same for two or more focus areas. It
also incorporates a certain degree of flexibility that CPE require, given that CPE in different countries
will often call for different ways of organising the information contained in the matrix. For example:

e In a particular country, evaluators may find it suitable to ask the same evaluation questions on
sustainability for the three focus areas. In such cases the current layout allows for combining cells
so that evaluation questions under sustainability are shared among the three focus areas.

e Even if the evaluation questions under sustainability are the same for the three focus areas, the
specific issues to check for each focus area (the ‘what to check’ column) may be different. The
layout of the matrix allows for evaluation questions to be merged while differentiating between
the “what to check” column by focus area.

e Even if questions are different for each focus area, the data sources, and especially data collection
methods, may be the same. The layout allows for cells to be merged when this happens.

e In some countries it may be suitable to answer the effectiveness and sustainability criteria
together. The matrix layout allows that by combining the headings of both criteria in one single
heading.

The standard template for the evaluation matrix can be found in Part 3 of the Handbook. The
following page presents an illustrative example of how to fill in the matrix. It also contains some
possible options in terms of merging cells. These examples are not exhaustive as there are many more
possible combinations than the ones presented below. Similarly, note that evaluation matrices will
often be much larger®® than in the example, which is intended for illustrative purposes only. The aim
of this example is to show the internal logic of the matrix (between columns; and between columns
and rows) rather than presenting a fully comprehensive evaluation matrix.

Evaluators and the evaluation manager should note that the assessment of the country office M&E
system will not be conducted using the evaluation criteria and therefore there are no questions related
to this component in the evaluation matrix. The assessment of the country office M&E system will
instead be made against the set of aspects included in the M&E system assessment grid, presented in
tool 15.

*2 An alternative would be to organize it by putting the three programmatic areas as the central headings of the
matrix; but this would not make it possible to combine cells.

*® They will include more evaluation questions, more “what to check aspects”, more data sources and more data
collection methods.
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CRITERIA EVALUATION QUESTIONS WHAT TO CHECK DATA SOURCES DATA COLLECTION METHODS
COMPONENT 1: ANALYSIS BY FOCUS AREAS
RELEVANCE
Reproductive To what extent are the objectives of the | Check whether reproductive health services for refugee | Target beneficiary groups.
Health reproductive health focus area of the 2008- | populations are incorporated in UNFPA Local health authorities’ staff

2012 CPAP adapted to the needs of the
population?

To what extent are the objectives of the
reproductive health focus area component in
line with the priorities of the national policies
and programmes?

supported/funded activities, plans, and programmes;
and the geographical consistency of the programme vis-
a-vis the needs and problems of the target groups.

Check whether UNFPA programme is in line with the
national reproductive health strategy and programmes;
and especially, whether the current UNFPA strategy in
terms of family planning is appropriate vis-a-vis the
new national reproductive health strategy.

Annual Work Plans

Contingency plan for the refugees in the
Northern Region.

National Family Health Survey

Target beneficiary groups.

Local health authorities’ staff

National Health Policy and Reproductive
Health Strategy 2005-2015

Personnel at the Ministry of Public Health
Laws and by-laws

Sector programme documents

Gender Equality

To what extent are the intervention strategies
of the gender equality focus area of the 2008-
2012 CPAP adapted to the country’s ethnic and
cultural diversity?

To what extent are the objectives of the gender
equality focus area component in line with the
priorities of the national and international
policy frameworks?

Check whether gender equality objectives and
approaches of the current CPAP take account of
regional diversity in terms of ethnicity and culture.
Check whether UNFPA country programme objectives
correspond to need according to the National Family
Health Survey.

Check whether the objectives of International
Conference on Women, CEDAW, UNDAF and the
Strategic Plan of UNFPA are reflected in UNFPA
programming documents.

Target beneficiary groups.

Local authority personnel.

National Family Health Survey
Ministry of indigenous communities
Sector programme documents
Annual Work Plans

ICPD and CEDAW progress reports

UN agencies locally involved in reproductive
health issues (UNFPA, WHO, UN Women,
UNDP).

National Health Policy and Health Sector
Strategy 2005-2015

Personnel at the Ministry of Public Health and
Ministry of Gender

Laws and by-laws

Study of relevant documentation

Comparative analysis of programming
documents

Comparative analysis National Family
Health Survey — country programme
objectives

Semi-structured interviews

Group discussions with final beneficiaries

Population &
Development

To what extent are the objectives of the CPAP
aligned to the objectives in the Growth and
Employment Strategy Paper documents and
responding to the national priorities?

To which extent CPAP planned interventions
are appropriately designed to reach the goals of
the National Development Plan in terms of
better service provision to citizens through
evidence-based planning of policies?

Check to what extent the priority areas of the Growth
and Employment Strategy Paper have been included in
CPAP objectives and interventions.

Check the balance between policy-level and project-
level initiatives. Check whether the three pilot
interventions in the CPAP have been appropriately
designed for scale-up and replication.

Growth and Employment Strategy Paper
National Development Strategy

Annual Work Plans

Personnel at the Ministry of Planning and
Development and at the Ministry of Social
Affairs

Civil society organizations

Laws and by-laws

Study of relevant documentation

Comparative analysis between policy and
programming documents

Semi-structured interviews

Group discussions with civil society
organisations

EFFECTIVENESS

Reproductive

To what extent were the excepted outputs of

| Check degree of completion of outputs planned in the

| CPAP M&E Framework indicators
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CRITERIA
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EVALUATION QUESTIONS

WHAT TO CHECK

Evaluation Branch at DOS

DATA SOURCES

DATA COLLECTION METHODS

Health

Gender Equality

Population &
Development

the CPAP achieved (both in terms of quantity
and quality)?

To what extent were the targeted groups of
beneficiaries reached by UNFPA support?

Are these beneficiaries taking advantage of
benefits from the intervention supported?

Have there been any unintended effects,
positive or negative, direct or indirect?

COMPONENT 1: ANALYSIS BY FOCUS AREAS

CPAP against indicators.

Check whether there is evidence that completed outputs
are contributed to planned outcomes.

Check especially whether there have been significant
changes in marginalised populations i.e. poor women in
both rural and urban settings, women affected by
HIV/AIDS, young girls.

CPAP M&E Plan progress reports

National Statistics Bureau figures
Demographic Health Survey data for 2010
Personnel at the Ministry of Health at central,
provincial at district levels.

Progress reports of the Ministry of Health
Beneficiary groups / communities

UNDAF progress reports / mid-term review
Implementing partners

Quarterly and annual implementation progress
reports

UNICEF annual reports and evaluations
UNFPA country office staff

Country Office Annual Reports

Previous evaluations

Check degree of completion of outputs planned in the
CPAP against indicators.

Check especially the degree of geographical and
demographic coverage of gender activities i.e. whether
all provinces and health districts targeted by the
interventions have effectively and equally benefitted
from the interventions.

Check whether the fact that UNFPA is the only agency
operating in the Southern region has led to any intended
displacement effects e.g. other agencies deciding not to
intervene in the area.

CPAP M&E Framework indicators

CPAP M&E Plan progress reports

National Statistics Bureau figures

Beneficiary groups / communities
Implementing partners

Quarterly and annual implementation progress
reports.

United Nations Development Fund for Women
(UNIFEM) reports and evaluations

UNFPA country office staff

Country Office Annual Reports

Previous evaluations

Check degree of completion of outputs planned in the
CPAP against indicators.

Check whether the achievement of the outputs at
national level is followed by an effective use at
provincial level.

CPAP M&E Framework indicators

CPAP M&E Plan progress reports
Implementing partners

Quarterly and annual implementation progress
reports.

Personnel at the Ministry of Planning and
Development at central and provincial levels.
UNFPA country office staff

Country Office Annual Reports

Previous evaluations

Study of documentation

Comparative analyses of the value of CPAP
indicators (targets versus actual values)

Semi-structured interviews

Group discussions to asses the quality of the
outputs

EFFICIENCY

Reproductive
Health

Gender Equality

To what extent did the intervention
mechanisms (financing instruments,
administrative regulatory framework, staff,
timing and procedures) foster or hinder the
achievement of the programme outputs?

Check whether administrative and financial procedures
allow for smooth, accountable and responsive
management of financial and human resources.

Check whether there have been deviations to the
planned budgets in all areas, and whether workflows

Atlas records

Country office information management
systems

Annual Work Plans

Country Office Standard Progress Reports

Study of documentation
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CRITERIA

EVALUATION QUESTIONS

WHAT TO CHECK

DATA SOURCES

COMPONENT 1: ANALYSIS BY FOCUS AREAS

DATA COLLECTION METHODS

Population &
Development

To what extent were activities managed in a
manner to ensure the delivery of quality
outputs?

have been smooth or whether there have been
bottlenecks. Analyse repercussions on activities and
outputs.

Check in particular the role and contribution of soft-
activities in producing the outputs.

Check deviations from planned activities (newly added
activities, cancelled activities) and their consequences
on the quantity and quality of the outputs.

(SPR)

Implementing partner quarterly and annual
progress reports

Donors (providing funding to UNFPA country
office)

Implementing partners

Beneficiary groups/communities

UNFPA country office staff

Comparative analyses of planned and actual
expenditure and activities

Semi-structured interviews

SUSTAINABILITY

Reproductive
Health

Gender Equality

Population &
Development

STRATEGIC ALIG

To what extent are the benefits likely to
continue beyond program termination?

Were the activities and outputs designed taking
into account a handover to local partners?

Do interventions in the focus area incorporate
exit strategies?

To which extent has the UNFPA been able to
support its partners and the beneficiaries in
developing capacities that ensure the durability
of outputs, and eventually outcomes?

NMENT

Check in particular to what extent the government and
implementing partners have the financial means for
continued support in maintenance of facilities,
procurement of medicines and conducting follow-
through refresher training sessions. Assess whether
UNFPA has taken any mitigating steps and whether
there might be problems in this regard.

Check if the current changes in the legislative
framework for gender (Gender Act) will have any
implications in terms of sustainability, and assess what
UNFPA is doing to offset potential adverse
consequences in this regard.

Assess in particular whether factors ensuring ownership
were factored in the design of interventions in the
context of the country’s vast ethnic diversity.

Check what measures and coping strategies have been
taken to minimise the adverse effects of the country’s
traditional high staff turnover in the Ministry of
Planning and Development and provincial authorities.

Beneficiary groups / communities
Line ministries’ personnel
Provincial and local authorities
Implementing partners

UNFPA country office staff
CPAP

Annual Work Plans

Previous evaluations

Study of documentation

Semi-structured interviews

Group discussions with target beneficiaries
and local authorities

COMPONENT 2: ANALYSIS OF THE STRATEGIC POSITIONING

Corporate
dimension

To what extent is the implementation of the
country programme aligned with UNFPA
Strategic Plan dimensions? (And in particular
with special attention to disadvantaged and
vulnerable groups and the promotion of south-
south cooperation?

Check whether the country office prioritised
intervention strategies targeted at the most vulnerable,
disadvantages, marginalised and excluded population
groups in line with the stipulations of the UNFPA
Strategic Plan? If not, why?

Check whether support of south-south cooperation is
done in a rather ad-hoc manner or through the enhanced
use of local capacities and as a means to share best
practices.

Also check whether south-south cooperation related
indicators are included in the CPAP results’ framework

CPAP
CPD
UNFPA Strategic Plan

All the information collected when assessing
the effectiveness criterion

Ministry of External Relations

Study of documentation

Semi-structured interviews
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EVALUATION QUESTIONS

WHAT TO CHECK

Evaluation Branch at DOS

DATA SOURCES

DATA COLLECTION METHODS

COMPONENT 1: ANALYSIS BY FOCUS AREAS

or any other management tool.

Systemic
dimension*

To what extent is the country programme, as
currently implemented, in line with the
UNDAF? Are there any mismatches? If so,
what measures have been adopted to reverse
the situation?

To what extent is the UNFPA CO coordinating
with other UN agencies in the country,
particularly in the event of potential overlaps?

Check whether the CPAP is in line with the UNDAF
and also whether UNDAF fully reflect the interests,
priorities and mandate of the UNFPA in the country If
any aspects have not been included, find out the reasons
why.

Check what are the main coordination mechanisms and
their quality. In the event of inadequate coordination
mechanisms, check the implications for UNFPA
strategic positioning.

UNDAF, UNDAF mid-term review
CPD, CPAP

AWP

Resident Coordinator

Resident Coordinator Annual Report

UN organisations: UNICEF, UN Women,
WHO, UNAIDS and UNDP.

Donors

Line Ministries

Study of documentation
Semi-structured interviews
Focus group with representatives of

UNICEF, UN Women, WHO, UNAIDS and
UNDP.

RESPONSIVENESS

To what extent has the CO been able to
respond to changes in national needs and
priorities or to shifts caused by crisis or major
political changes and to specific ad-hoc urgent
requests of partner country counterparts? What
was the quality of the response?

Has the response capacity of the country office
experienced any repercussions in terms of
major deviations in planned resource
allocations and in terms of maintaining the
coherence of the country programme as set
forth in the then CPAP?

Check in particular the speed and timeliness of the
response.

Check whether the scale of the response was adequate
in relation to the magnitude of the demands.

Check especially the balance between short-term
responsiveness and long-term development objectives
embedded in UNFPA corporate mandate: has
responsiveness implied deviations to the UNFPA
mandate?

Check the degree of flexibility in redirecting funds and
adapting objectives and interventions in light of urgent
requests.

Beneficiary groups/communities

Senior management in line ministries and
national government counterparts

Implementing partners
Donors

Other UN organisations

Semi-structured interview

Focus group

ADDED VALUE

What is the added value of UNFPA in the
development partners’ country context as
perceived by national stakeholders?

What are the main UNFPA comparative
strengths in the country — particularly in
comparison to other UN agencies? Are they a
result of UNFPA corporate features or are they
explained by the specific features of the CO?

Has UNFPA had any intended substitution or
displacement effects at national, provincial or
local level? If so, what is the magnitude of
such effect and what are their repercussions?

In case the added value is not tangible or recognized,
find out the reasons why. In case there is a tangible
added value, examine the main UNFPA comparative
strengths in the country — particularly in comparison to
other United Nations organisations, and find out
whether they are due to UNFPA corporate features or
are explained by specific aptitudes of the country office.

Check whether there is evidence of possible substitution
or displacements effects on the private sector, civil
society organisations, academia, specific government
bodies and other development partners in the country,
including other United Nations organisations.

Beneficiary groups/communities

Senior management in line ministries and
national government counterparts

Implementing partners
Donors

Other United Nations organisations

Semi-structured interview

Focus group

* Optional, depending on whether there are enough resources (man-days) to undertake this assessment.
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Tool 2 — The effects diagram
Optional

What is the effects diagram?

An effects diagram is a tree diagram that provides an overview of the causal links and contribution
relationships between the outputs and outcomes of the CPAP, the outcomes of the Strategic Plan, the
outcomes of the UNDAF, and the Millennium Development Goals (MDG). Drawing an effects
diagram is not compulsory in a CPE; it is an optional tool that, in a snapshot, facilitates the
understanding of the logic of effects. Additionally, it may help evaluators understand whether the
outputs of the CPAP are coherent with the outcomes of the UNFPA Strategic Plan and aligned with
the objectives of the UNDAF in the country. The diagram depicts the higher-level effects framework
that the country programme is inserted in and illustrates how the country programme is linked to its
broader strategic framework.

It is worth noting that the effects diagram provides a partial view of the overall country programme
intervention logic, as it focuses on the chain of effects i.e. the relationship between outcomes at
different levels as well as the contribution of outputs to outcomes. It does not illustrate the
intervention logic at the level of inputs and activities or the links between activities and outputs.

When to use it?
During the design phase when examining and understanding the UNFPA strategic response.

Why use the effects diagram?
o [tallows clear visualisation of the strategic framework at the effects level.

e |tis useful in evaluations in which analysing the strategic alignment is a priority.

Strategic alignment has two dimensions, the corporate dimension, which relates to the alignment of
the country programme to the Strategic Plan, and the systemic dimension, which looks at alignment
between the country programme and the UNDAF.

The corporate dimension usually addresses the alignment with the principles and corporate directives
set out in the Strategic Plan, and covers a wide range of areas. It can also include examining the extent
to which the country programme outcomes are aligned to the Strategic Plan, which, by definition, they
should be linked to.

Constructing the effects diagram is a time-consuming exercise. Therefore evaluators should consider
carefully what would be the added value and the actual use of the effects diagram before starting the
process of producing one.

How to construct the effects diagram?
The construction of the effects diagram for a country programme evaluation involves four steps:

1) Consultation of documents

Country programming and strategy documents are reviewed to establish how the country programme
contributes and is linked to the UNDAF, to the 13 UNFPA Strategic Plan outcomes, and to the eight
Millennium Development Goals (MDG). The main documents to be reviewed are the CPAP, the
UNDAF, and the UNFPA Strategic Plan.

2) Creation of linkages

Linkages are then drafted between CPAP, UNDAF, and the Strategic Plan for the three mandate areas
of reproductive health, population and development and gender. These are based on how the reviewed
documents portray the UNFPA country programme outputs contribution to UNDAF and UNFPA
corporate outcomes. The linkages are presented in the form of a text box diagram, subdivided by
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document (CPAP, UNDAF, Strategic Plan) and grouped by mandate area. It is intended that the
country programme outputs link to a selection, but not all, of the 13 Strategic Plan outcomes. A link
to the relevant MDG through UNDAF should also be included.

3) Corroboration with Annual Work Plans (AWPs)

It is important to verify the linkages that have been drafted through analysis of how the country office
has linked its programming to the UNDAF and Strategic Plan respectively. This is possible through
reference to AWPs. These are coded using a unique eight-character identifier, which includes a
reference to Strategic Plan outcomes e.g. AWP code CMR5G11A links to Strategic Plan outcome 1
for Gender (refer to page 46 in the Atlas User Guide on Programme Management). Through
identifying all Strategic Plan outcomes contained in the AWP codes for the period of analysis, it is
possible to verify in what respect the country office has articulated how its programming would
contribute to the UNFPA Strategic Plan.

4) Finalization of the effects diagram

Following the corroboration of linkages through reference to AWP codes, the linkages between
documents as represented by the effects diagram can be finalized. It is recommended that all UNFPA
Strategic Plan outcomes remain in the diagram even if they lack linkages. By making those Strategic
Plan outcomes with established linkages evident, it is possible to see which Strategic Plan outcomes
the country programme does not appear to link with. See example of an Effects Diagram for
Cameroon in figure below:

Effects diagram — CAMEROON

SP Outcomes ‘ ‘ CPAP Outputs and results ‘ _ ‘ UMW

Population dynamics and interlinkages with gender, RH and National counterparts capacities strengthened to

HIV/AIDS incorporated in policies (1.1) integrate population, RH, gender and rights in

political strategies, plans and development

Young people's rights and multisectoral needs programs at all levels (2.1)

incorporated in policies (1.2)

Population issues (migration, ization, age National counterpart capacities in charge of

ion and envi )i in integrated information systems reinforced (2.2)

agendas (1.4)

Data on PD, gender, RH and HIV/AIDS as basis to develop/

monitor policies (1.3)

RH integrated in public policies of development with monitorin:

(2.1) g P P 5 g National capacities strengthened for the reduction

= of maternal mortality and morbidity (1.1) -

Access and use of maternal health services increased (2.2)
Capacities of health services and institutions MDG 1
strengthened for solving RH problems and —

Access and use of voluntary family planning services resources mobilization (1.3)

increased (2.3)

Demand, access and use of quality HIV/STI prevention Capacities of national health service providers

services, especially for women, young people and strengthened to promote social mobilization and MDG 6

vulnerable groups increased (2.4) adoption of conducive behaviour to RH, including =
prevention of STD-HIV/AIDS (1.2) MDG 5 ?

B MDG 3

Access of young people to SRH, HIV and gender violence

prevention services (2.5)

Human rights protecti S!?;Eg:ztzgf icipate ’ﬁgms National staff capacity strengthened to mainstream

and to be free from violence (3.3) i = gender in soqal pohcy apd program forrpulauon,

implementation, monitoring and evaluation (3.1)
Gender equality, rep ive rights and ment
ot vamenioung giis pomoted (82) Social sector Ministries and civil society capacities
—1 strengthened to prevent gender-based violence
(3:2)

Gender equality and women/young girls rights integrated in

national policies (3.1)

Responses to gender-based violence, expanded through

improved policies, protection, legal and prevention systems (3.4)
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Tool 3 — List of Atlas projects by CPAP output and Strategic Plan outcome

Obligatory Optional
What is it?

The spreadsheet of Atlas projects links expenditure (inputs) — the lowest level of the intervention
logic— with the outcomes of the UNFPA Strategic Plan - one of the highest levels of effects. It also
establishes a link between CPAP outputs, activities and inputs (budget and expenditure) while
providing information on implementing and executing agencies, type of funding and the origin of the
funds.

The evaluation manager / country office staff will compile the information contained in this
spreadsheet. This tool is obligatory in the design phase and it has to be attached to the design report.

What is it used for, when and how?
What makes the spreadsheet particularly useful is that it presents data that is not immediately
retrievable, as the data is generally scattered throughout AWPs. The spreadsheet has three main uses:

1) It can be used, in the study of the UNFPA programmatic response, to complement the review of the
AWP when evaluators want to obtain a clear picture of the activities that have been implemented
during the period. For this purpose evaluators should compare the AWP budget, the Atlas budget and
expense columns in the table:

e If, for a given activity, there is an AWP budget but not an Atlas budget, this indicates that a
planned activity has been cancelled.

e Conversely, whenever there is an Atlas budget but not an AWP budget (the cell is empty) it
means that an activity has been added to the programme that was not envisaged in the
original AWP.

e An AWP budget amount that is higher than the Atlas budget indicates that inputs associated
to that planned activity have been reduced.

e Conversely, whenever the Atlas budget is higher than the AWP budget, it means that inputs
associated to that planned activity were revised upwards.

2) The spreadsheet can also be used when assessing the efficiency criterion in the analysis of the
focus areas. For that purpose, evaluators should use the implementation rate column, which is the
ratio between the expense and the Atlas budget columns. This ratio reveals whether actual
expenditure was higher than planned expenditure in Atlas and indicates the extent to which resources
have been provided in a timely manner or if there have been delays. When compared to the AWP
budget column this also indicates whether there have been cost overruns and deviations to the budget
as set out in the AWP.

3) The table can also be used as a tool to assist in the selection of the sample of stakeholders to be
interviewed during the data collection and analysis phase of the evaluation. This spreadsheet expands
the information included in the stakeholders mapping table by providing information on additional
variables such as:

e Geographical locations: This column can be used by evaluators to ensure that the sample includes
stakeholders related to aspects of the programme implemented in both the capital of the country
and the rest of the country. It can also be used when drafting the tentative agenda for the
interviews, given that geographical locations are a key aspect to take into account when assessing
the feasibility of the agenda.

94



Handbook: How to Design and Conduct a Country Programme Evaluation at UNFPA

e Activities (by output and stakeholder), activity description and cluster: These three additional
columns may be used by evaluators to identify stakeholders associated with activities of a

Evaluation Branch at DOS

particular nature e.g. advocacy, capacity building or procurement of goods.

e Financial information and the implementation rate: The last four columns of the spreadsheet may
be used by evaluators: (i) to identify stakeholders associated with both large and small AWP; (ii)
to identify activities for which the expenditure rate is particularly low - an indication of potential
problems in performance; and (iii) to identify stakeholders who may be related to activities that
have been cancelled or activities that have been added to the initial AWP.

4) The table can also be used in the data collection phase during an interview to identify what
activities the interviewee/s has/have been involved in. In such cases, evaluators can use the search
function in the Excel spreadsheet to find an institution and see which activities that institution is or
has been involved in. This will, however, be applicable to executing agencies only and whenever the
evaluator knows the Atlas code for this implementing agency.

The figure below illustrates, for a CPE in Cameroon, the outlook of the “List of Atlas projects by

CPAP output and Strategic Plan outcome” table once it has been filled out.

List of Projects Atlas by CPAP Output and Strategic Plan outcome
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Tool 4 — The stakeholders mapping table
Obligatory Optional

Mapping all the stakeholders involved in the country programme is a requirement of the CPE. The use
of this tool is obligatory in the design phase and it has to be attached to the design report.

What is it?

The stakeholders mapping table presents a full inventory of the implementing agencies, other partners
and beneficiaries classified by Strategic Plan outcomes, CPAP output and Atlas project. Its structure
is based on data as provided in Atlas.

When to use it?

The table will be used in the design phase: when selecting the sample of stakeholder to be interviewed
during the field phase; when developing the CPE agenda; and as a supporting tool when filling out the
“data sources column” of the evaluation matrix.

Why use it?

Firstly, for transparency purposes: the table offers a picture of the range of stakeholders that are
related to the country programme being evaluated. Therefore, it enables any third party to assess the
appropriateness of the size of the chosen illustrative sample as well as the possibility of pointing out
whether there have been any oversights in terms of selecting key stakeholders.

Secondly, the table is a tool that facilitates several processes that will take place during the design
phase:

e |t facilitates the process of choosing a sample of stakeholders from whom to collect information.

e The table links stakeholders with outputs in a context where the unit of analysis in the country
programme evaluation is the relationship of stakeholder/output (see section 1.3 of the Handbook).

e The table also facilitates the process of completing the “data sources” column of the evaluation
matrix.

How to use it?

The table is divided in three main sections, one per focus area. Stakeholders are clustered in four main
categories: donors, implementing agencies, other partners and beneficiaries. For each focus area
stakeholders are grouped by Strategic Plan outcome / CPAP output / Atlas project.

The extract of Template 3 provided below shows a generic format, although there are many possible
options for a particular group of stakeholders to appear. For example, it may be that there is only one
Atlas project for a Strategic Plan outcome/CPAP output pair. In the table below this will appear as
only one yellow entry for that particular pair of Strategic Plan outcome/CPAP output. Similarly, there
could be more than one CPAP output per Strategic Plan outcome, which in the table below would
appear as more than one lavender coloured row under that particular Strategic Plan outcome.

The white cells will feature the name of the stakeholders. The first row in the extract of Template 3
below includes a fictional example of how these cells would be filled out.
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Donors Implementing Agencies Other partners Beneficiaries

CMR5G11A - Integration of gender issues
Catalonian Agency for Ministry for the promotion Ministry of Health, Ministry | Women associations at
Development Aid (ACCD) of women and family for the promotion of youth, | provincial, district and
(MPWF) National Health Institute village level in the Northern
and Ministry of Justice province.
Atlas Project (code and name)
(..) (..) (..) (..)

Atlas Project (code and name)

(..) (..) | (..) (..)
Atlas Project (code and name)

(..) (..) (..) (..)

Atlas Project (code and name)

(..) | (..) | (..) | (..)
Atlas Project (code and name)
(..) | (..) | (..) | (..)

Data on implementing partners and other partners is contained in Atlas and AWPs. Details about
donors can be retrieved from Atlas. The identification of beneficiaries, however, is the most
problematic column. Beneficiaries may at times be identified from the text contained in AWPs.
However, not all AWPs present a narrative section and are often presented in a schematic table
format. Support from country office programme officers should therefore be sought in order to fill out
the beneficiary column. The image below shows an example of a stakeholders mapping table where

beneficiaries are yet to be determined.

E
Cameroon Stakeholders Mapping Table

Implementing Agencies Other partners

CMRSGLIA - des questions de gender

MINEPAT, MINJEUN, MINJUSTICE, MINDEF, MINSANTE, MINFOPRA, MINAS, MINRESI, MINESUP, INS, DGSN,
SED, EMIA

CMRSG41A: Genre - lutte contre les violences
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Tool 5 - The corporate alignment matrix

Optional
What is it?
It is a matrix that assists evaluators in identifying and selecting the corporate mandate issues set forth
in the Strategic Plan that should be checked either under the corporate dimension of the strategic
alignment criterion, under other strategic positioning criteria (responsiveness, added value), and/or
under the evaluation criteria applied to the three UNFPA focus areas.

When to use it?

It can be used at two moments of the design phase. During the design phase evaluators should become
acquainted with the UNFPA strategic response through reading the UNFPA Strategic Plan in detail.
The matrix can serve as a guiding reference at this stage as it already identifies specific strategic /
corporate mandate issues and points out the precise paragraphs they are mentioned in. The matrix can
also be used at the time of identifying and selecting evaluation questions under any of the evaluation
criteria, particularly for the evaluation questions under the corporate dimension of the strategic
alignment criterion.

Why use it?

The Strategic Plan plays a key role in country programmes. As stated in the Plan: “it sets the Strategic
direction and provides the overall framework for guiding UNFPA support to programme countries to
achieve their nationally-owned development objectives in the three interrelated focus areas of
population and development, reproductive health and rights and gender equality”. Moreover, “it is the
centrepiece for organizational programming, management and accountability for 2008-2013”.

Whereas the use of tool 5 is optional, identifying and selecting Strategic Plan issues to be assessed
when conducting the evaluation is obligatory in a CPE. Evaluators should look at whether the
country office’s programming, management and accountability activities comply, in practice, with the
strategic direction principles set out in the Strategic Plan and, whenever deviations occur, analyse the
reasons why and their repercussions. The matrix facilitates compliance with this requirement.

How to use it?

The matrix contains a list of pre-identified corporate mandate / strategic issues that would be useful to
consider. The last column, “what could be checked”, is intended to be used as a reference to formulate
evaluation questions to be included in the evaluation matrix. The decision on which issues should go
under the corporate dimension of the strategic alignment criterion and the ones that should be under
other evaluation criteria is a decision for evaluators to make. Table 5 in section 1.2.1 includes a
suggested distribution.*

The Midterm Review of the Strategic Plan 2008-2013 (MTR) “® was conducted in mid-2011. This
review contains several considerations on the corporate mandate / strategic issues pre-identified in the
corporate alignment matrix. These considerations are included in Italics blue font in the matrix.

It is worth noting that the matrix, as well as table 5, is based on the UNFPA Strategic Plan 2008-2013
and therefore will have to be updated alongside the publication of subsequent Strategic Plans beyond
2013.

*® This distribution is based on the lessons learnt during when piloting the methodology in the CPE in Bolivia
and Cameroon in June and July 2011 respectively.

*® The original time span of the Strategic Plan was 2008-2011, but Executive Board decision 2009/16 extended
the Plan’s timeframe to 2013.
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Strategic Plan - Issue |

Source

Description

What could be checked?

CORE ISSUES

During 2008-2011, the focus for UNFPA and its development partners needs to be on accelerating progress to meet the unmet ICPD benchmarks in countries and concomitantly on
development of national capacity (paragraph 11 of the Strategic Plan)

MTR: Page 12 of the MTR and the Revised Results Framework (annex) include the goal of achieving universal access to SRH, promote reproductive rights, reduce maternal mortality, and
to accelerate progress on the ICPD agenda and MDG 5.

Promotion of the
International Conference
on Population and
Development (ICPD)
Agenda.

Paragraphs: 10,
11, 14, 16, 25, 26,
40, 43, 82, 83, 95

There is an explicit corporate requirement to promote the ICPD Agenda
and position it at the country level. This requirement has implications in
terms of how country offices should build partnerships; and in terms of
how they should approach emergency preparedness, humanitarian crisis
response and transition and recovery processes at the national level.

The extent to which the country office is promoting and positioning ICPD
issues in the national agenda, policies and programmes as well as whether this
is being a major focus of soft aid activities (policy dialogue and advocacy),
given that paragraph 43 establishes that “UNFPA will strengthen its efforts
working with Governments and development partners to position the ICPD
goals and issues within the global intergovernmental process and at the
national and local levels through better engagement in policy dialogue,
evidence-based advocacy and by actively supporting data collection, analysis
and use in development planning, implementation and monitoring.”

Development of national
capacity

MTR: the importance of
this issue is enhanced in
the MTR. The term
“national capacity” is
mentioned in 17 of the 18
outputs of the Revised
Results Framework
(RRF).

Paragraphs: 11,
22, 23, 26, 34, 78,
79, 80, 82, 84

Development of national capacity is the other focus of the Strategic Plan.
Paragraph 80 states “Capacity development will be the central thrust of the
Fund’s work at the country level and will be supported with regional and
global technical and programmatic resources”

UNFPA is formulating its policy in line with the UNDG position statement
and a comprehensive technical guidance on capacity assessments,
strategies, and impact measurement of the UNFPA role in capacity
development. The guidance will be operationalized in the course of the
strategic plan, 2008-2011 and will address the specific roles of the Fund in
capacity development and the methodology for measuring the impact of
capacity development strategies.

The paragraphs mentioned in the second column establish the corporate
requirements on how national capacity development should be approached. In
this regard, some possible issues evaluators could pay attention to are (this is
not an exhaustive list):

Are civil society organizations counted in when supporting national systems
and institutional development? Are advocacy and policy dialogue (soft
activities) contributing to increase the capacities of countries for policy
analysis and development, and building the capacity of Governments, civil
society and other partners to advocate for ICPD agenda? Is the country office
building capacity to implement a rights-based approach in programming and
policies at country level? Does the way in which the country office carries out
capacity development comply with the definition of capacity development for
UNFPA (paragraph78)?

The Strategic Plan, also stipulates that “UNFPA core contribution to capacity-
building at national level will be through the transfer of knowledge and skills
to individuals, development of national institutions, and support to national
policies and strategies”. Is this happening i.e. is the knowledge really
transferred to individuals and institutions? And is this knowledge retained?
(The Strategic Plan also states that the “UNFPA will also build the institutional
capacity to develop, motivate and retain skilled human resources).

Crosscutting and horizontal issues

Special attention to the
most vulnerable,
disadvantaged,
marginalized
excluded

and
population

Paragraphs: 34,
39, 41, 49, 50, 52,
54, 63, 64, 66, 67,
72,73 and 76.

(See mention in

This is one of the three crosscutting concerns.

Given the corporate importance UNFPA attaches to focusing on the most
vulnerable groups, evaluators should check whether this is the case in the
country. If it were not the case, evaluators should analyse the reasons why, and
above all, assess whether this is justifiable or not. It could be that the country
office does not focus in the most vulnerable groups due to the country context,
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groups.

paragraph 54
below)

or because of division of labour arrangements with other agencies or donors. In
any case, the reasons for non-alignment in this aspect should be analysed.

Mainstreaming
people’s concerns
In MTR referred to as
“Mainstreaming needs of
young people (including
adolescents)

young

Paragraph 39
MTR Paragraph
54

This is one of the three crosscutting concerns stressed in the Strategic Plan.
The importance of the focus on young people, particularly young women is
also stressed throughout the Plan in paragraphs: 42, 47, and 49, 56, 57,
63,64, 65 and 75.

The MTR states that UNFPA will strengthen its work with governments
and other partners to advocate for increasing health, education and
livelihood investments for young people (including adolescents), and for
seizing demographic windows of opportunity, while also addressing the
critical issues of SRH services, HIV prevention and gender equality.
Special attention will be given to promote the rights of young people
including their rights to participate at all levels of policy development,
implementation and monitoring. UNFPA will focus on the most vulnerable
and marginalized groups, in particular adolescent girls. Due to the
multispectral nature of issues related to young people, coordination with
other partners is crucial.

The Strategic Plan sets out that special attention will be given to promote the
rights of young people to participate at all levels of policy development,
implementation and monitoring. Is this happening? Do outputs and activities in
the AWP reflect this corporate priority? To what extent has work with the
government to advocate for increasing health, education and livelihood
investments for young people including adolescents been prioritised? Is the
country office focusing on the most vulnerable and marginalised groups, in
particular adolescent girls?

Gender equality and
women’s empowerment

In MTR referred to as

Paragraph 35

MTR Paragraph
55

This is another crosscutting issue. It is not mentioned as such in the
Strategic Plan, but it is presented as an area to be strengthened in all three
focus areas: UNFPA operations at all levels are guided by the importance
of ensuring gender equality and women’s empowerment. UNFPA will
strengthen gender equality programming across all three goals of the
strategic plan and will work to ensure that girls and women are able to
benefit equally and fully and have access to the opportunities and
resources made available through UNFPA-supported interventions.

The MTR states that human rights and gender equality will continue to be
mainstreamed across UNFPA operations using a culturally sensitive
approach, with a focus on the poorest and most excluded groups. This
includes using a human rights and gender-equality lens in developing
plans, policies, laws, and programmes; and also ensuring that women,
young people and other vulnerable groups are informed of their rights and
empowered to make decisions regarding their sexual reproductive health
and life options.

To what extent are gender equality and women’s empowerment taken into
account by the country office when designing and implementing country
programme activities - together with the partner government? To what extent
has the country office used a culturally sensitive approach when doing so? To
what extent and how has the country office used a human rights and gender-
equality lens in the development of plans, policies, laws, and programmes? To
what extent and how has the country ensured that women, young people and
other vulnerable groups are informed of their rights and empowered to make
decisions regarding their sexual reproductive health and life options?

“human rights  and
gender equality”
South - South

cooperation

Paragraph 36 and
also 22, 81, 90,
128 and 130.

The Strategic Plan sets forth that the UNFPA, in line with General
Assembly resolution 60/212 and other resolutions relevant to south-south
cooperation, will continue to provide support to deepen, intensify and
enhance south-south cooperation, including through triangular cooperation.
The MTR states that UNFPA will strengthen its support for south-south
cooperation to facilitate the exchange of knowledge and lessons learned
and to build capacity for accelerating the implementation of ICPD
Programme of Action and the MDGs.

Are country-level activities mainstreaming modalities to support south-south
cooperation through the enhanced use of local capacities and as a means to
share best practices? Is the country office promoting south-south cooperation?
And is the country office monitoring its inputs in this regard by means of an
appropriate indicator in the results framework? To what extent are south-south
cooperation supported activities facilitating the effective exchange of
knowledge and lessons learned? To what extent and how have the supported
south-south cooperation activities contributed to build capacity for accelerating
the implementation of ICPD Programme of Action and the MDGs?

100




Handbook: How to Design and Conduct a Country Programme Evaluation at UNFPA

Evaluation Branch at DOS

Other broader issues

Guiding Principles

Paragraph 32
(Not mentioned in
MTR)

UNFPA is fully committed to the principles of national ownership,
national leadership and national capacity development and these form
the fundamental basis of the Fund’s Strategic Plan and, indeed, of all
UNFPA operational activities and programming.

Is the country office respecting these principles? Are there any signs of
weaknesses in this regard? And if so, how is this affecting the country office’s
strategic positioning in the country?

Internal Capacity

Paragraphs 27, 28,
93 and 130.

(Not mentioned in
MTR)

The Strategic Plan points at the fact that “Placing national capacity
development at the centre of the UNFPA strategic direction entails
enhanced efforts to build internal capacity among UNFPA staff to respond
to the changing development environment and greater expectations by
Governments”. Aspects regarding the country office’s internal capacity
may arise when assessing efficiency aspects of the programme. When
doing this assessment it is important to take into account the corporate
requirements regarding what is expected of the capacity of country offices.
The Plan also stresses the fact that UNFPA must strengthen country offices
and increase the amount of funds directed to county programmes.

Does the country office have adequate in-house capacity? If this is not the case,
does the office or UNFPA allocate resources to reverse the situation through
in-house capacity building programmes?

UNFPA at corporate level is committed to further strengthen results-based
management in planning, quality assurance, monitoring and evaluation to
enhance accountability: is the country office taking steps in this regard? The
Strategic Plan also stipulates that attention will be paid to attracting and
retaining the best available professionals and technical support personnel who
meet staff competency requirements and that UNFPA will provide learning,
career, and professional growth opportunities. Is this happening at country
office level? Is the country office adequately funded so that it can fulfil its
human resource strategy according to corporate requirements?

Development
partnerships

of

In MTR referred to as

“Inclusive

partnerships
and national ownership

Paragraphs 26, 83,
90 and 95

MTR Paragraph
56

The Strategic Plan also determines some requirements on the type of
partnerships that should be prioritised and the areas e.g. partnerships to
mobilize support and complementary resources for the ICPD agenda;
partnerships with other United Nations partner organisations, and
international, regional and national institutions and non-governmental
organizations in the context of the ICPD agenda; leverage support for
Governments by brokering bilateral and multilateral partnerships with
parliamentary groups, civil society organizations, religious and faith-based
groups, intergovernmental organizations, United Nations partner
organisations, academia and research partners, the media, as well as non-
traditional partners, including the private sector.

The MTR states that UNFPA work across each of the outcome areas will
remain based on principles of inclusive partnerships and support to
national ownership. Governments will remain the key partners for UNFPA
even as the organization builds new strategic collaborations with non-
governmental organizations, including faith-based organizations, academic
institutions and the private sector (balanced by the need to avoid a
proliferation of partnerships, as noted above).

Is the country office working on developing partnerships according to the
requirements of the Strategic Plan? To what extent is the country office aligned
to the principles of inclusive partnerships and support to national ownership?
Has the country office managed to strike a balance between keeping the
government as a main partner while building new strategic collaborations with
other partners?

Humanitarian assistance

(Newly added in MTR)

MTR Paragraph
57

UNFPA will continue to support the integration of the ICPD Programme
of Action into emergency preparedness, humanitarian response and
transition and recovery processes. The UNFPA comparative advantage in
humanitarian settings is in reproductive health and addressing gender-
based violence.

To what extent and how has the country office supported the integration of the
ICPD Programme of Action into emergency preparedness, humanitarian
response and transition and recovery processes? Has the country office proved
to have a comparative advantage in humanitarian settings in the areas of
reproductive health and addressing gender-based violence?
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Tool 6 — The evaluation questions selection matrix
Optional

What is it and why using it?

This tool consists of a matrix that classifies and ranks questions according to their feasibility and the
degree of usefulness of their answers. The main added value of the matrix is that it allows
visualisation of the selection of evaluation questions in a clear manner.

Feasibility
High Medium Low
% High A B C
(5]
% Medium D E
2 [Low G H |
-]

Where, for example, A designates highly feasible and highly useful questions, B designates highly useful questions with a
medium-degree of feasibility, and C designates highly useful questions with a low degree of feasibility.

Priority questions
Questions to be further analysed
Questions not to be considered

When to use it?

The use of this tool is optional. Its main purpose is to facilitate discussion with stakeholders during
the process of selecting priority evaluation questions. The matrix will be particularly useful when the
number of initial evaluation questions to choose from is relatively large.

How to use it?

The classification of the questions (the three colours) in the table above is a suggestion. Stakeholders
involved in the selection process may opt for other alternatives e.g. the “C” type may be changed to a
priority question (orange colour) or the “E” type changed to a question not to be considered (blue
colour). The main steps when applying the tool are:

Step 1 Agree on the classification of the cells (assign colours to cells A to I)

Step 2 Number the evaluation guestions.

Step 3 Assign a degree of usefulness and a degree of feasibility to every question.

Step 4 Insert the question into the table.

Step 5 Questions to be further analysed should be examined in detail to see whether they could be
moved to a higher rank if they were reformulated.

Step 6 Ensure that priority questions (cells A and B) include questions that cover all evaluation
criteria, if not, formulate new questions.

Step 8 Conduct an iterative process’’ until the team reaches a consensus on the final priority
evaluation questions.

The following table illustrates a hypothetical example for an initial list of 40 evaluation questions. Q
stands for question and the number is the number of the question in the initial list.

Feasibility
High Medium Low
High Q2, Q3, Q8, Q10, Q24, Q1, Q4, Q7, Q9, Q16, Q5, Q14, Q25, Q34
. Q26, Q31, Q35, Q39, Q40 | Q19, Q18, Q36, Q37, Q38
s Medium Q23, Q22, Q27 Q13, Q12, Q32 Q17, Q20, Q33
= Low Q6, Q11, Q28 Q15, Q30 Q21, Q29

*" Such an iterative process would consist of reformulating some questions so that they may move to higher-
level cells, removing others and adding new questions.
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Tool 7 — The CPE Agenda
Obligatory  Obligatory

An agenda covering the field phase should be developed for every CPE. The format below is a
suggestion, and the evaluation team is free to adapt and adjust this format as required. However,
developing and finalising an agenda and including it as an annex to the design report is obligatory for
a CPE.

What is it?

It is a double entry table presenting the main activities to be carried out by the evaluation team during
the field phase as well as an aggregate overview of all stakeholders that will be consulted when
conducting the evaluation.

When to use it?
The CPE agenda will be used at three points throughout the evaluation: in the design phase, between
the design and the field phases (field phase preparation) and during the actual field phase.

Why use it?

For three reasons:

e In the design phase it will be used to provide an overview of the schedule and itinerary of the
evaluation team and a tentative summary of all stakeholders that will be consulted. It therefore
provides transparency i.e. informs relevant stakeholders of the coverage of the CPE, what will be
done and who will be meet, when and where. Moreover, the agenda is also intended to inform the
country office and the CPE Reference Group in advance on their required availability for briefing
and debriefing sessions with the evaluation team.

e Between the design and the field phase, the agenda will be the starting point for drawing up the
individual agendas for every evaluation team member and inform logistics arrangements.

e In the field phase the CPE team leader and the country office will use the agenda to have an
overview of the main milestones of the data collection and analysis phase.

About the structure

The agenda has seven columns, which correspond to types of information to be provided for each
activity or, more often, institution. Activities correspond mainly to joint evaluation team activities and
briefing and debriefing sessions with country office staff and the Reference Group. Information on
logistics will also be included as activities in the agenda e.g. travel from the capital to
regions/provinces, specifying, if possible, the means of transport and the travelling time. The term
institution designates meetings with stakeholder institutions as part of the data collection work.*®

It may not be possible to fill some of the sections of the agenda at the time of presenting it in the
design report; they will be filled at a later stage, as information becomes available. The table below
provides descriptions of what should be included in each column:

*8 This may include individual structured and semi-structured interviews, group discussions and focus groups.
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Date
At this stage the schedule will be mostly tentative. However, in the particular case of teamwork sessions and
the briefing sessions with country office staff, it would be advisable to agree on a specific time.
Activity / Institution
The name of the activity e.g. evaluation team working sessions; the general debriefing session; presentations of
the country office portfolio by focus area; bilateral meetings between evaluation team members and focus
areas’ programme officers, etc.
The name/brief description of the logistical arrangement e.g. travel by plane to the Northern Province; car trip
from town A to town B.
The name of the institution/stakeholder to meet e.g. Ministry of Health, Department of Family Planning; the
UN Resident Coordinator and members of United Nations Country Team, etc..
People to meet
The name and position of the persons to meet. It is usually difficult to have all this information at the time of
completing the CPE agenda, but information should be entered whenever possible. If the name of the person/s
were not known at this stage, her/his/their position would suffice e.g. director of the Department of Family
Planning and technical officers; head of the village and members of the village council; members of the
village’s women’s association; director of the district health bureau.
Location
The name of the place where the meeting will take place. If the name of the exact place is not known, at least
the district and/ or province/region should be mentioned so that the evaluation team and the country office can
assess the overall feasibility of the agenda given the available time.

Link with the country programme
The AWP code and/or the CPAP output that the stakeholder is related to e.g. CMR5R21A, Output 3 of
Reproductive Health.
Yet, in some cases the selected stakeholder will not be associated with any specific AWP and / or output. This is
the case for stakeholders interviewed exclusively for the purpose of assessing strategic positioning evaluation
criteria, or for actors related exclusively to country offices’ soft-aid actions. In such cases the terms
“framework / context stakeholder”, and “soft-aid activities” may be used.
Selection criteria
Table 7 in section 1.3 “Selecting a sample of stakeholders” presents a series of ten criteria that should be
applied when selecting the sample of stakeholders to be met during the field visit.** This column should refer to
the specific selection criterion (or criteria) that has been applied to choose that particular stakeholder e.g.
involvement in activities (AWP) that have already been completed (criterion n° 3); involvement in pilot actions
(criterion n° 6); involvement in actions related to soft-aid activities carried out by the country office (criterion
n° 9).
Justification
A brief explanation of the main reason why the institution and/or the person/s to be met with have been chosen
e.g. this technical officer was chosen instead of the director of the department because she has been working in
the institution for over ten years and has the institutional memory while the director has been only recently
appointed. Often, the reason for the justification will simply be the fact that the institution/person to be met
complies with the selection criteria e.g. the institution is an example of a stakeholder involved in pilot actions.

* As mentioned in section 1.3 these ten criteria are minimal requirements that should be taken into account by
evaluators in order to avoid bias towards stakeholders associated with specific parts of the programme. Criteria
though should not be restricted to these ten: the team may add other criteria they deem appropriate

104



Handbook: How to Design and Conduct a Country Programme Evaluation at UNFPA

Evaluation Branch at DOS

This is an illustrative, partially fictionalised version for Bolivia of how a CPE agenda may look like at the time of attaching it to the design report. The
example focuses on the first and last part of the field visit, which are both of crucial importance (see Part 2 of the Handbook).

Activity / Institution People to meet Location Link with the CP Selection criteria Justification
WEEK 1
9:00 - 13:00 Evaluation team internal Country Office (CO) NA%® NA Preparation of the briefing
Da Evaluation team meeting meeting session; review of individual
yl :
agendas; methodology refresher.
14:00 - 16:00 Resident Representative, Country Office NA NA Presentation of the evaluation
Meeting with CO senior (RR), Deputy RR, Heads of team; preliminary discussions;
management focus areas. approach to the plenary debriefing
session.
9:00 — 11:00 Portfolio Heads and technical Country Office NA NA Brief the evaluation team on the
presentation by focus area officers of each focus area actual portfolio being
implemented.
Day 2 11:30 — 13:00 Meeting with Mr Carlos Saenz, Head of Ministry of Foreign CPAP coordinator on the NA Main government counterpart in
Ministry of Foreign Affairs the planning division, Affairs government side the implementation of the CPAP.
project managers
15:00 — 17:00 General All CO staff and Reference | Country Office NA NA Presentation of the CPE;
briefing session (plenary) group members validation of the Evaluation
Matrix, the Intervention logic and
the overall agenda.
9:00 - 10:00 Mr Pedro Sano, Minister of | Ministry of Health Outputs 2 and 3 of RH and Criteria2, 4 and 7 Main beneficiary institution;
Ministry of Health Health all associated AWP implementing partner for National
Execution interventions.
10:30 - 11:30 Ms Valeria Nogales, Head Ministry of Health BOL4R11A; BOL4R23B, Criteria 2,4 and 7 Implementing partner and
Day 3 Ministry of Health, Family of Family Planning, project BOL4R14A and output 1 beneficiary of capacity building
Planning Department coordinators of RH. activities.
12:30-13:30 Mr Leonardo Ramos, Head | Ministry of Planning CPAP’s M&E Plan Part of the “assessment of Key role in M&E systems;
Ministry of Planning, M&E of M&E division, technical M&E systems” component provision of data on indicators;
division officers of the CPE intended beneficiary for M&E
capacity-building activities
7:00 — 12:00 Travel by plane La Paz — Sucre and by car Sucre - Tarabuco Evaluator in charge of Population
and Development, and Team
Leader.
8:00 — 11:00 Travel by plane to Potosi Evaluator in charge of
Day 4 Reproductive Health and Gender

Equality

14:00 — 16:00
Meeting with San Carlos
Community (Potosi)

Primary Health Centre staff
and users

San Carlos (Potosi)

BOL4R11A, output 1 of
RH

Criteria 3 and 4

Interviews and group discussion

with final beneficiaries.

14:00 — 17:00

Staff of the Research

Sucre

BOL4P22A, output 2 of

Criteria 1, 2 and 4

Selected mainly as an example of

%0 Stands for non-applicable.
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Activity / Institution
University of Sucre

People to meet
Department

Location

Link with the CP
P&D

Selection criteria

Justification
a particularly well performing
intervention with a new innovative
approach.

WEEK 2
WEEK 3
9:00 —12:00 To be determined (thd) Ministry of Foreign CP external Framework UNFPA development Focus group to gather opinions
Focus Group on strategic Affairs (tentative) partners e.g. Government, and validate partial findings on
positioning civil society, Academia strategic positioning criteria
(added value and responsiveness)
Day N-3 Afternoon (time thd) Mr Pierre Brel, Head of EC Delegation (La Paz) BOL4R18A, output 2 of Criterion 2 (donor) One of the main current donors in
European Commission Operations, Task Managers RH; BOL4P15B, output 1 terms of the scale of funding.
Delegation of P&D; etc.
Afternoon (time thd) Ms Anne Pieper, Resident UN ICEF premises UN system framework Criterion 2 (UN agencies) Assessment of the systemic
UNICEF Representative; Programme dimension of the strategic
Officers alignment criterion:
complementarity and coordination
issues; and responsiveness.
Day N-2 Data analysis (individual NA Country Office NA NA Evaluator team members work
work) individually in data analysis and
preparation of their individual
findings to the team the next day
Day N-1 Preparation of the NA Country Office NA NA Internal team meeting. Internal
presentation of preliminary presentation of preliminary results
results (teamwork) by each evaluator and preparation
of a joint presentation.
Morning: Debriefing session | All CO staff and members Country Office NA NA Presentation of the CPE
Day N5? and plenary discussion of the Reference Group preliminary findings and

(RG) members

recommendations; open
discussions (workshop) with CO
staff and RG members.

Afternoon: evaluation team internal wrap up meeting (Country Office)

Analysis of the outcome of the
workshop; distribution of tasks;
next steps, etc.

51 Where “N” designated the last day of the field phase.
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3.1.2 Tools for data collection
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Tool 8 — Checklist for preparatory tasks prior to data collection

Optional

This checklist provides key steps that evaluators should follow during the design phase and before
collection of the data begins. Even though the team leader will usually coordinate common aspects of
the preparation and field visit, it is the responsibility of every evaluator to consider each of the
following steps before starting data collection visits. In some cases, it will not be possible to
accomplish all of these tasks before the start of data collection, or some will need to be refined during

the process of collecting the data.

CHECKULIST - Preparatory tasks before data collection
ITEMS

A. Evaluation Framework

STATUS

1. Identify main inputs activities, outputs and outcomes and their logical sequence for the focus area you will
have to assess.

2. Review personally, and with the team leader, the objectives and scope of the evaluation as well as the main
evaluation guestions you will have to work on.

3. Ensure that your evaluation questions cover all the required criteria and that you are clear on the “what to
check” column for each question.

4. ldentify what crosscutting and common areas you will have to contribute to e.g. gender mainstreaming,
vulnerable groups, youth; capacity development and partnerships; strategic alignment

5. Identify what questions depend both on your programmatic area and on other areas. Identify what inputs you
will need from your colleagues and on what aspects.

6. Make sure you have identified the sample of stakeholders to interview in order to answer the evaluation
questions you are responsible for.

7. Ensure you are clear on the data collection sources and methods: where and how to collect information to
answer the identified questions e.g. analysis of existing data/documents, interviews, focus groups - what
documentation you require, location and type of interviews needed, where and the sample.

B. Documentation

1. Draft checklists for document collection: review which key documents you have and which documents are
missing.

2. Who may have the documents you are missing?

3. Check what missing documents you can obtain before starting interviews.

C. Stakeholders

1. Conduct preliminary stakeholder mapping and analysis.

2. Who should you see in the visit?

3. Where are they located, will you need to travel to different areas, and how long will it take you?

4. Can you contact directly those stakeholders or does it need to be done formally by the country office?

5. How much notice do these stakeholders need for a meeting?

6. Is the sample of interview coverage balanced?

7. Are any of these stakeholders useful for somebody else in my team? What are the coordination needs?

D. Interviews or/and focus groups

1. Decide which interviews will be individual or group interviews, and which ones will be focus groups.

2. Decide which interviews will be structured, semi-structured, or open.

3. Draft the interview guides needed for different kinds of stakeholders.

4. Double check that no key question within the programmatic area has been left out.

5. Decide on the use of focus group discussions; define objectives, a restricted set of issues that need validation;
identify the target participants.

6. Coordinate with the team leader on the need to include additional issues/questions needed for the final report.

E. Individual agenda

Organize the individual agenda after approval from the team leader and in consultation with the country office
and local stakeholders (based on key documents, evaluation questions and number of stakeholders).

F. Anticipate logistic issues

Is there a need for translator, local transport, facilities for focus group or other meetings, etc.?

And after everything has been carefully planned... be ready for changes!
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Tool 9 — Checklist for the documents to be i office to the evaluation team
Obligatory

Evaluation managers should note that the use of this tool in the design phase is obligatory.

DOCUMENTS

STATUS COMMENTS

1. Programming Documents

1.1. Common Country Assessment

1.2. Current UNDAF

1.3. Current CPD and CPAP

1.4. (a) Results and Resources Framework
(b) Planning and Tracking Tools
(c) Monitoring and Evaluation calendars

1.5. Relevant national policy documents for each focus area (PD, RH - including
national Roadmap to Reduce Maternal Mortality Rates - and Gender
Equality)

2. Annual Work Plans [for the period under evaluation]

2.1 AWP Population & Development

2.2. AWP Reproductive Health

2.3. AWP Gender Equality

Also: Annual Standard Progress Report for each AWP; Country Office Annual

Reports [for the period under evaluation]
3. List of Atlas projects

4. Evaluation/ Reviews Reports [for the period under evaluation] >

4.1, Previous Country Programme Evaluations

4.2. Mid-term review of the current cycle

4.3. Evaluation reports by focus area: Population and Development;
Reproductive Health; Gender Equality

5. Surveys and Studies

5.1. Baseline and end line survey reports for current CPAP

5.2. Other studies in Population and Development

5.3. Other studies in Reproductive Health

5.4. Other studies in Gender Equality
6. Monitoring

5.1.  Field monitoring visits reports in all three Components (P&D; RH; GE)
7. Partners
7.2. 1Ps: Reports assessing technical capacity of implementing partners

7.3. United Nations Country Team:

Documentation regarding joint programmes

Documentation regarding joint working groups, corresponding meeting agendas and
minutes

7.4. Other donors: Documentation on donor coordination mechanisms:
- List of donor coordination groups in which UNFPA participates
- Corresponding meeting agendas and minutes

- Co-financing agreements and amendments

*2 List here each evaluation report for the period under evaluation. For each repo

rt indicate: the title, the author

and date of completion. All evaluation reports must include ToRs. If no evaluations were undertaken, please

state.
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Tool 10 — Checklist of considerations when drafting the agenda

Optional Optional
Once the sample of stakeholders has been selected, evaluators should decide whom to interview and
when for each stakeholder institution or beneficiary group. This checklist introduces seven aspects
that need to be considered when making this choice:

Description of the issue to take into account Check
Who should | meet in the interview? y

To make a preliminary decision on whom you should ideally meet in order to understand and
evaluate the programme, it is crucial to be familiar with the outputs and activities that the
stakeholder has been involved with. The decision on whom to meet will be based on a number of

1 | factors: (i) what evaluation questions is the stakeholder associated with in the evaluation matrix?
(ii) what outputs / outcomes is the stakeholder associated with? (iii) is it an implementing partner, a
supporting partner, a beneficiary institution/community,> or an institution providing key context or
information on strategic positioning aspects? Depending on the answers to these three questions,
evaluators may want to meet senior management, mid-level managers, technical staff, heads of
villages, pregnant women in a particular community, regular member of a youth association, etc.
Where are they located, will | need to travel to different areas, how long will it take me? y
This is a question that affects logistics and time allocation. The degree of centralization or
2 | decentralization of the programme, and the homogeneity of the programme and the beneficiaries,
will affect the need to travel. Make sure that you have approximate information on the real
distances between places.

Can | contact directly the stakeholders or does it need to be done formally by the country
office?

The team leader will establish certain minimum coordination rules and will give evaluators the
3 | green light to contact directly the persons to be interviewed once this issue has been discussed with
the country office. Depending on the nature of the stakeholders, there will be certain protocol to be
followed in terms of formality procedures. Some interviews will need to be prepared through the
involvement of the country office or central or local government institutions.

4 | Decide on a balanced sample of interviewees within each stakeholder institution / group.

Make sure that the views of all relevant people in the stakeholder institution / group are covered by
the interviews in order to avoid biases. This consideration will, at times, only be possible once the
evaluator has started conducting data collection in the country and this issue, therefore demands a
certain degree of flexibility i.e. the possibility of meeting people that were not initially included in
the agenda.

5 | Can | answer every question for which | identified that particular stakeholder using the
selected group of interviewees?

Compare the choice of interviewees with the “data sources” column of the evaluation matrix and
check that every information need can be addressed. Additionally, see if some questions can be
answered or complemented by study of documentation. In some occasions a component of the
programme can be understood by observing how a key activity is implemented. Check if a key
activity is being implemented during your visit.

6 | Do I have too many interviews aimed at answering the same guestion?

Multiplication of interviews is justified as long as it serves the purpose of triangulation and
crosschecking of information. However, if an excessive number of interviews address one question
whereas others remain unaddressed, you should reconsider the balance among the data collection
tools available for the evaluation (e.g. interviews, focus groups, documentary review, etc.)

7 | Do I ensure the consultation of final beneficiaries?

Programme managers and implementing agencies can give you very useful secondary information
to understand how programmes are implemented. However, when assessing outputs, it is essential
to meet final beneficiaries of UNFPA interventions in order to understand their perspective or/and
validate your preliminary findings.

>> We may distinguish between direct beneficiaries, organizations directly receiving UNFPA support, and
ultimate beneficiaries, citizens who benefit from a better quality, quantity and/or access to supported services.
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Tool 11 — Guiding principles to develop interview guides

Optional Optional
The interview guide is a simple page or two pages containing the main objectives and sequence of an
interview. The evaluator, in coordination with her/his teammates and team leader, needs to design
her/his interview guides (one per cluster of stakeholders) before the field visit. The exact content of
the interview guides will depend® on the evaluation questions and on the type of stakeholders to be
interviewed. Creating an interview guide is not overly complicated once the evaluator thoroughly
understands the evaluation questions. The evaluator should pay special attention to the following
aspects when designing interview guides:

1. Write objectives for the interview, not specific questions. Depending on the interviewee’s
attitude, context of the interview or previous responses, you may prefer to ask about the same concept
in different ways or with alternative formulations. For this reason, it is not advisable to write specific
guestions in the interview guide, but just the objectives that must be covered by the evaluator. For
example, an interview guide would include an objective such as “Understand coordination with
counterparts” rather than pre-establish concrete questions such as “How is your relationship with
UNAIDS?” Establishing objectives provides the kind of flexibility that allows greater adaptation to
different interviewees with different characteristics and information. It also allows the flexibility to
adjust to the natural flow of an interview in which new information is likely to have been added and
will need to be followed up on. In this same example, the objective “Understand coordination with
counterparts” may result in asking a number of questions such as “Who are the main organizations
working in this particular field?”, “Have they been established in the country for a long time?”, “What
is your interest in working with them?”, “How often do you meet?” The main advantage of
predetermining the objective and not the questions is that if, for example, the interviewee has told you
in a previous part of the interview that “Since last year GTZ is one of the main implementers of this
kind of programme in the rural areas” we can follow up by asking “Are you working with GTZ in the
rural areas?”, a question that could not have been predetermined. Conversely, some questions will
naturally become irrelevant in the course of the interview. In conclusion, the main objectives of the
interview are predetermined in the interview guide to ensure consistency and prevent the omission of
any major points, but the decision on emphasising specific questions depends on the flow of the
conversation and any new information that appears in the course of the interview.

2. Separate stakeholders by categories or clusters. The evaluator needs to cluster the different
stakeholders in different homogeneous groups. Creating distinct clusters of stakeholders will create a
better position to answer different kinds of questions. This initial separation should be enough to give
a general sense of what information objectives are more appropriate to each cluster, and constitute the
basis for organizing each of the interview guides — one per cluster.

Typical clusters you will find in almost every field visit for data collection are the following:
e Implementers of the programme;
UN agencies and other main donors;
Political decision makers;
Direct beneficiaries of the country programme;
Ultimate beneficiaries of the country programme;
Organizations that are not implementing the programme but are key players in the sector.

Within each of these clusters there will usually be many different organizations and persons. The
evaluator will have to determine who specifically to interview depending on the evaluation questions,

>* Each different mission requires different interview guides, and each different group of stakeholders requires
interview guides with different emphasis; thus, it is not possible to offer a predetermined template that suits
every mission.
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programme profile, time, resources, etc. Additionally, even though within each of these clusters there
are different actors with different features, this first breakdown is sufficient to draft the information
objectives that should be included in each of your interview guides.

3. Draft different interview guides for different groups of stakeholders. Interview guides are not
prescriptive: they do not include detailed questions, just objectives of the interview so that evaluators
can retain greater flexibility to adapt the guides to the specific nuances of each specific interviewee.
As previously mentioned, different categories of stakeholders possess different kinds of information.
Accordingly, your interviews should emphasize different objectives depending on the stakeholder
cluster. For example, when you meet with beneficiaries of a service that has been created or supported
by UNFPA, how important such new service is for them (relevance), whether they have real access to
that service and to what extent (effectiveness), how it has affected their lives and the community as a
whole (impact), etc. should be emphasised in the interview. However, when you interview an
implementing agency, the objective should be trying to understand the rationale behind the
programme (design) or the pace of implementation of activities and how to solve any given
difficulties (efficiency). The most effective and natural way of approaching the drafting of interview
guides is to cluster the stakeholders depending on their role vis-a-vis the programme (e.g.
implementers, beneficiaries, other donors, etc.) and then draft one interview guide per cluster. Within
each cluster it is useful to keep the same interview guide to facilitate comparability and retrieval of
data in the report-writing phase.

4. Number of objectives/questions. It is not possible to predetermine the number of objectives and
sub-questions that an interview guide should contain. Indeed, depending on the evaluation questions,
you may want to spend more time and maybe conduct several interviews with key stakeholders for a
given question, whereas for other questions 30 minutes may be enough. With a key stakeholder you
may be attempting to address five or seven different information objectives, whereas with other
stakeholders you may want to address only one. It should also be noted that some information
objectives may be covered by one straight question that is easily addressed, whereas other information
objectives may require a large number of different sub-questions to ensure that it is properly
addressed.

Having said this, some general guidelines apply regarding the ideal number of objectives and
guestions:

e In general terms, interviews should neither be shorter than 30 or 40 minutes (see below the
need to establish rapport, etc.) nor longer than two or three hours for comprehensive
interviews. More time can be used in exceptional circumstances, particularly debriefings. The
evaluator needs to draft the information objectives of her/his interview guideline taking into
account these time frameworks. In some occasions, multiple interviews rather than one long
interview may be pertinent.

e Regardless of the number of objectives, the evaluator needs to always be prepared for the
interviewee to only be available for a short period of time. Even if the interview guide is
designed for one or two hours, a reflection before the meeting about what objective or
question is the most crucial with this particular stakeholder is a good way to guarantee that
the main points will be addressed. This prioritisation will depend on elements such as the
position of the interviewee and the information already collected from others interviewees.

o |t is easier to hold longer interviews with actors that are directly involved in implementation
of the programme than with external actors. However, external actors and beneficiaries bring
information and opinions that are of special value to UNFPA.

e The evaluator should take into account that the time being used for an interview is taken from
other regular activities that the interviewees are implementing. It is a good practice for the

112



Handbook: How to Design and Conduct a Country Programme Evaluation at UNFPA Evaluation Branch at DOS

evaluator to be proactive in using as little time as possible from the interviewee and prolong
interviews only if it is justified.

5. Sequencing. Certain general sequencing is advisable so as to ensure a good conversational flow in
the interview. In this regard, it should be noted that time should be allowed for aspects that are not
necessarily directed to obtain information per se, but to show the necessary respect and to establish a
human connection. Regarding respect, it is an essential good practice to inform the interviewee of the
objective of the interview until it is satisfactorily understood. In terms of human connection, it is
important to remember that an evaluator is after all a stranger for the interviewee and that they may
not be entirely comfortable answering detailed questions related to their work if they are
implementers or about their life if they are beneficiaries.
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Tool 12 — Checklist for sequencing interviews

Optional

The following checklist provides a framework for the evaluator to sequence her/his interview guides.
Some questions will be less relevant in certain contexts, for example, an explanation about the role of
an evaluator is not necessary for UNFPA staff, but it is very necessary for beneficiaries who may not
be familiar with the purpose of the visit or what an evaluation is. In such scenarios, it is not fair for the
interviewee not to be given a proper introduction which also increases the likelihood of distortions in
the information obtained through the interview. There are five stages when sequencing interviews:

1. Human connection

Spend a few minutes to understand how the interviewee is today. Is the interview convenient or problematic in any
way? Is s/he really busy and we should make the interview shorter than agreed?

Explain briefly something about yourself, where do you come from, other interviews you are doing that also frame
this present interview, etc.

Thank the interviewee for the time dedicated to this interview.

2. Inform the interviewee of the objective and context of the interview

Clarify briefly the work for the evaluation.

Confirm the time available for the interview.

Inform of confidentiality of the information collected.

Explain what the objective of the interview (context) is. This not only shows respect, but is also useful for the
evaluator, as it helps the interview answer in a more relevant manner.

3. Opening general questions: refining our understanding of the interviewee’s role

Before addressing the objectives of the interview guide, the evaluator needs to ensure that s/he understands the role of
the interviewee vis-a-vis the organization, the programme, etc., so as to adjust the questions and address them in the
most effective way.

4. Core interview: objectives of the interview guide transformed into questions

Follow the objectives of the interview guide, transforming them into questions adapted to the natural language and
context of the interviewee.

Even if the interview is structured in the evaluator’s guide, it should “feel” like a conversation: the evaluator should
react to responses with follow up questions, requests for clarification, etc. Even though the evaluator should not
express opinions during interviews, it may be useful to express surprise about results that seem contradictory, etc., to
invi