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Annex

.Commehts of the Administrative Coﬁmittee on'Comordination '

N\ . ) i

"It'mGENERAL"BEMARKS_

1;p The report proposes a comprehen51ve set of'conszderatlons and choices for

adoptlon ag. a common framework integrating the diverse practices descrlbed in the
Joint Inspection Unit's previous report on the history, nature and status of
evaluation efforts in the United Nations system (JIU/REP/TT/l) 1/ A related
report of ‘the Joint Inspection Unit, providing a glossary of evaluatlon terms
(JIU/REP/TB/5) 2/ has been commented on separately (A/Bh/286/Add 1}.  The report of

... the Joint. Inspectlon Unit on medivm-term plamning in the United Nations

~indicators.

(JIU/RE/T9/5) 3/ is also related to the present report, since both deal with such
isgues as the epeczflcatlon of obgectlves and the formulatlon of achievement

2. These initial guidelines constitute, in the oplnlon of the Admlnlstratlve
Committee on Co-ordination (ACC) a2 valuable step in’ the development of a common
approach to evaluatlon whlch by stre551ng common grouad among the organlzatlons

AT tHe United Natious system and while preservrng the necessary degree of

flexibility, -should pave the way for further advances in thls area.’ As eXperlence

is gained in the application of these guldellnes they ‘will no doubt be progre851vely
developed and refined, but ACC greatly appreciates this helpful report, which

affords a sound reallstlc ba51s for the development of commen eveluatlon prectlcesﬂ

-3 As gtated in paragraph 8 of the report of the Joint Inspectlon Unit, these

initial guldellnes have two maln objectives:

;.(a):'“To.stimu;ate_thinking“;m“._ _m.vrrow;"_ R
lﬂ(bj To prov1de 'a Proad common guldance framework to be zpplied flex1bly
TTTTTERGT pragmat1cally‘tO“the“menyrdIverse evaluatlon 51tuat10ns whlch
United Wations Organizations face”

. There is no doubt that this very interesting and useful report will stimulate
thinking in all organizations of the system which are currently engaged in various
klnde of evaluaticn of their activities., The main body of the report, as well as

annex I, which provides a checklist of questlons to be posed when evaluatlng, will

— be used EXtensively as & reference documendt

l/ Clrculeted +to members of the: Economlc and Social Counc11 ‘under the_symbol .
E/6003. . ¥ e S

2/ Circulated to members of the General Assembly under the symbol A/3h/286

3/ Circulated to members of the General Assembly under the symbol A/SH/SM
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5. The report defines purposes and desirable characteristics of evaluations

with which ACC is in general agreement. - It also stresses that a programme can be
evaluated with success only if evaluation is built in the programme design both in
terms of procedure and substance. ACC is in full agreement with this proposition.

6. The report selects, for use in United Nations organizations what is called
“modest methodologies™. At the same time, it recognizes that the desirable criterias
for the definition of objectives and indicators are mot essy to meet and offers six
progressive levels for evaluation. In this respect, ACC is in full agreement with
the statement that many problems and constraints prevent full use in the United
Nations system of the more sophisticated methodologies and that in most cases the
"ideal” or "desirable" eveluation may nct be possible in the immediste future. The
guidance given on how to select appropriaste methodologies and how to assess them

“will prove most valuable to evalustion units and teams throughout the system.

T The Joint Ins?ection Unit is engaged in two other sctivities that cdntribute
to the furthering of a common understanding and the development of more useful

-evalustion-methodologisgs ="

(a) The Unit has arranged informal meetings of sﬁafﬁ qem@g;gﬁggggggg;infw;w
evaluation at which the experience of the different organizations and their

. solutions to common difficulties is shared and corceptions of eveluation discussed,

Two such meetings have been held and their periodic continuance will facilitate and
consolidate progress and agreement on principleés in this aves. o
(b) The Unit is also engaging in external evaluations of programmes, The

first evaluation by the Unit, of the public administration and finance Programme in
the United Nations (A/33/227), was discussed by the Committee for Programme and
Co-ordination at its eighteenth session. In addition to the value of its substantive
investigation and conclusions, the report proved useful as an example and model of
applied methodology. Several of its festures were utilized in the subsequent

internal evaluations of the transnational corporations programme (E/AC.51/98 and

Corr.l and Add.l and 2) in the United Nations. In this connexion, slthough the
guidelines in the report under review are for "internal’ evaluation systems of

United Nations organizations, it is felt that most of the consideraticns and
prineiples are alsc valid for external evaluation. : '

8. In both of these activities, the Joint inspectiqn Unit is facilitating the
identification and spread-of-best practice’ technigues, as well as helping to’

define .common denominatprg, ~These approaches aregnof_course; chplementary, At
this stage in the development of evalustion in the United Nations system, when

common denominators must necessarily be quite general , the spread of whatever
techniques prove useful in actual eveluvetions is s most valuable contribution by
the Unit. -

9. In addition to the practices of the organizations of the United Nations system,
it may be useful ‘o take account also of the lesscns to be drawn from experience
gained elsevhere. '
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I _ - II. COMMENTS

10. A4s stated ir paragraph L above, the formulation of virtusliy ali considerations
J and cholces in the text of the report by the Joint Inspection Unit appears

, satisfactory to most agencles of the systen, There are, however, a few points on

J which ACC Wlshes to comment. v

| A, ggyerage . : e e

] 11. In discussing evalustion covérage, the report provides, in paragraph 32, a
useful list of criteria for selecting activities for evaluation. These include

1 activities being considered for subgtantial reorganization, those whose cost-

| effectiveness is uncertain and other categories. It might be useful to add one

: 'category to this list:~ activities that are péreelved to be successful. Here the

| PUTPOSsE- of the evaluation would not be primarily to. uncover problems (although these

i should not be neﬂlected if found), but to understand (two) things:

____ {a)._The_reasons_.for suceess, o that these cen be emulated where‘poesible;
() The nature of the success and, in Particular, jits limitations, so

that prograrme menagers can learn to formulate.objectives for less successiul.areas
. that are realistic and therefore truly demandlng

B. Plan for organlzamlonal'coverage o SR

i2. The report states, in paragraph 29, that internal evaluatlon efforts should
be gulded by & well-<thought-out plan of organizational coverage In several
agencies, medium- or long~term plans for evaluation exercises have already been
drawn up covering, over a period of time, all the activities of the agency. In
some organizations, such evaluations are carried out on a continuing basis by the
governing organs. In still other organizations, the competent intergovernmental

= organs -did not feel that a- formal plan.of- coverage-was-needed. In the United
Nztions, for instance, it has been the- praetiee“ef%%he-ﬁemmlttee—%eanrogramme and

) Comordlnatlon to spe01fy two or three programues to be evaluated one or two years

in advance and this sllght but precise plannlng has proved adequate.

o C. Objectives -

. 13. Regarding the statement in paragraph“ho that the “clarity of objectives’
.analysed along crlterla in paragreph 39 "is not easy. to achieve™ , ACC wishes td
_____elabgrate further. The first criterion-is’ tnat obJeCulves,”should cliearly state
the specific situation in which the objective is to be cbtained (baseline
condition).” Almost all activities of Taited Nations organizations that are nct
1 technical co-operation country. progects are designed to benefit many countries and
so wili have to Work their effects in many different contexts. Under these ... .
' c:J_rcumstances3 the notion of a “specific situation on which thée cbjective is tobe
obtained’ mey not apply to cértain types of programues. Tnstances where
applicability is doubtful are activities in support of multilateral negotlailons

[ees
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and studies and surveys of global, political, economic and sccial problems and/or
policies. This is equally true of the second criteriom: A worldswide programme .
aimed at pollcy formulatlon may have to adapﬁ to different priorities in different
regions or countrles. In effect, the fifth crlterlon menticns this problem and poses
the challenge of "keeping statements of objectives as clear and simple as possible’
while "taking account of: multlple and potentially conflicting cbjectives”. This

is a formidable chalilenge, indeed, with which programmne designers in the Unlted
Nations system are confronted and whlch can be solved only with the help of
pollcynmaklng organsn

D. '-”Ong01ﬂg versus ”ex;post” evaluation

14, In paragraphs TO and Tl of the report, reference is made to the p0551b111ty of
conducting evaluatlon durlng the implementation of activities ("ongoing" evaluation)

" and affer completion of "an activity (“ex-post"” evaluation). The same distinction

is made in the report of the Joint Inspection Unit on a glossary of evaluation
terms (A/34/286). The issue is fully dlscuesed in the comments of ACC on the
" latteéer report (A/3L7286/4dd.T) ' :

© IIT. RECOMMENDATIONS OF THE REPCRT

15. The recommendation in paragraph &4 of the report proposes the adoption of
"these guidelines as the initial guidelines for internal evaluation activities

in the -United Nations gystem". In the light of paragraph 8, which states that
these guldellnes are ... not intended as a rigid set of 1nstruct10ns” and that
they are ”to be applled flex1bly and pragmatlcally to the many diverse evaluatlon
situations™ AGC accepts this reccmmendation.

16." In the same paragrapi, the Joint InsPectlon Unit proposes the initiation of
periodic reviews of those _guidelines. ACC Teels thet such reviews would indeed

be quite useful3 pIOVlded a sufficient length of time elepses between each review
so as to allow for the_lessons of experience to be available.

17. 1In peragraph B85, the Joint Inspection Unit recommends that each organization

of the United Nations system “report at an early date to its executive or

governing body” on 12 items relating to evaluation activities listed in paragraph 86.
While several organizations of the system have already underteken to report to

tHely respective” approprlatE“lntergovernmental -orgen on internal evaluation - —ir
) actlv1t1e59 those repbrts may not fully comprehend, at least at the initial stage,

atl-the r2—1tems—of—preeedure"and methodology listed. in the table in paragraph 86.

At the same time, it should be noted that in other organlzatlons there are
1ntergovernmental reviews of evaluation reports and these reviews cover many of

the aspects of evaluation listed in the table. In some organlzatlons, there are
already reporting requlrements 1n.ether contexts5 often—&n—respense to reiated reports
of the J01nt Inspection Unit, on planning and programming, the 1mprovement of ™
objectives, the use of indicators and, less directly, on many of the other items

. in the table. 'In the latter ease, it is felt that the recommendation in paragraph 85

[ens
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is adequately taken care of Dy these reporting requirements. In addition, the
pursuit of informal conmsultations with agency staff engaged in evaluation, which
wes initiated by the Joint Inspection Unit, could well help refine further the
process while reducing the need for frequent reporting. |

5

18. Although these initial guidelines are directed to internal evaluation systems
of United Nations organizaticns, they may alsc lend themselves to use by
Governments in their own evaluation of programmes and projects which benefit from
technical co-operation by United Nations organizations. Active national
participation in evaluetion at the country level would seem essential in order to
safeguard full govermment involvement in and control of technical co~operatlon
activities to which the contribution of United Nations orgenizations in the majority
of cases is only of limited scope.




