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1 Ethics and conflict of interest 

1.1 What is the latest UNDP and UNEG ethical guidance for evaluation? 

In 2020, the United Nations Evaluation Group (UNEG) updated the UNEG Ethical Guidelines for 

Evaluation. This document aims to support leaders of United Nations entities and governing bodies, 

as well as those organizing and conducting evaluations for the United Nations, to ensure that an 

ethical lens informs day-to-day evaluation practice. This document provides: 

• Four ethical principles for evaluation; 

• Tailored guidelines for entity leaders and governing bodies, evaluation organizers and 

evaluation practitioners; 

• A Pledge of Commitment to Ethical Conduct in Evaluation that all those involved in evaluations 

are required to sign. 

 

1.2 Can we engage a former staff member/ project officer to take part in the 

evaluation of our country programme? 
 

No, according to the Evaluation Guidelines, “Evaluators should not have worked or contributed to the 
project/ programme, outcome or UNDAF/UNSDCF under evaluation at any time in any way”, therefore 
in this case, it would not be advisable to engage a national consultant who used to work for the 
country office. 
 

1.3 Can we engage the evaluator of a project/ outcome/ country programmeto 

support the development of the subsequent project/ outcome/ country 

programme? 
 

No, Section 4.3.5 of the Evaluation Guidelines is clear on the issue of conflict of interest due to 
potential future involvement or employment: “Programme units must ensure that the evaluators will 
not be rendering any service (related or unrelated to the subject of the evaluation) to the programme 
unit of the project or outcome being evaluated in the immediate future. Evaluators should not 
subsequently be engaged in the implementation of a programme or project that was the subject of 
their evaluation. Equally, evaluators should not be engaged as designers of next phases of projects 
that they have evaluated.” 
 

1.4 Some colleagues add the following statement to evaluation terms of reference 

(TOR) under the implementation arrangements “It is expected that at least one 

senior member of the project will accompany the evaluator during the meetings 

in order to facilitate and provide clarifications where necessary and UNDP norms 

and standards for evaluations will be applied”. Does this conflict with the 

evaluation ethics and norms? 
 

Section 7: Details some of the more frequently asked questions during the 2019 regional training 

and webinars throughout 2020.  Links to webinar recordings are in the annexes.  

http://www.unevaluation.org/document/detail/2866
http://www.unevaluation.org/document/detail/2866
http://www.unevaluation.org/document/download/3683
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UNDP staff should not join evaluators for stakeholder meetings, even when they have the best 

intentions. This is clearly stated Section 4.4.4 of the Evaluation Guidelines. Equally the presence of 

UNDP staff goes against the UNEG Norms and Standards for Evaluation  (Standard 3.2), which ensures 

the confidentiality and anonymity of stakeholders being interviewed.  

 

This needs to be clearly expressed to country offices, otherwise the independence and credibility of 

evaluations is under threat. 

 

2 Types of evaluation 
 
UNSDCF evaluations 

 

2.1 Should UNSDCF evaluations be included in UNDP evaluation plans, when they 

are no longer the responsibility of UNDP country offices? 
 

As of 2022, UNSDCF evaluations are not needed to be included in the evaluation plans. Final 

evaluations are not needed to be uploaded to the Evaluation Resource Center (ERC). UNDP IEO does 

not quality assess these evaluations. 

 

Decentralized Country Programme Evaluations (D-CPEs) 

 

2.2 Are CPD evaluations mandatory?  
 

New CPDs must be accompanied by an evaluation of the previous country programme which can come 

in the form of a D-CPE commissionedby the country office, or an Independent Country Programme 

Evaluation (ICPE) led and implemented by the Independent Evaluation Office (IEO).  

 

A midterm evaluation of the country programme will enable a country office to make course 

corrections during the implementation of their programme. 

 

Country offices may also consider an outcome evaluation instead of a midterm review. Outcome 

evaluations often produce more interesting results, because they focus on desired changes. The 

findings of an outcome evaluation can then be used for planning the next country programme. 

 

If you conduct a midterm review of your country programme at this time, it is essential to reflect 

changes due to COVID-19, especially if any reprogramming has been done or delays have occurred in 

the projects. This is all going to have major impacts on the achievements of the country programme. 

 

2.3 How can we find a quality assured international consultant to serve as the team 

lead for our country programme evaluation, working with a team of three 

national consultants sourced from an institutional service provider?  
 

https://eur03.safelinks.protection.outlook.com/?url=http%3A%2F%2Fwww.unevaluation.org%2Fdocument%2Fdownload%2F2787&data=04%7C01%7Crichard.jones%40undp.org%7C0096b22b4a394fb04fbb08d88c92916b%7Cb3e5db5e2944483799f57488ace54319%7C0%7C0%7C637413908420710474%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C1000&sdata=f2y91gKHsg9zWluzxbM8miaiX4p5SlEiNzGma48nJ3s%3D&reserved=0
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One way to look for evaluators is to check the ERC for evaluations that have received satisfactory or 

highly satisfactory quality assessment scores, particularly on D-CPE or outcome evaluations.  The IEO 

has prepared a step-by-step “how to” note on using the ERC for this purpose.1   

 

You may also want to check with the Bureau of Policy and Programme Support (BPPS) to access the 

Express Roster of evaluators, and ask the regional evaluation focal point whether there is a regional 

roster.   

 

Global Environment Facility (GEF) evaluations 

 

2.4 Why are GEF evaluations so dominant in evaluation plans and implementation? 
  

GEF terminal evaluations are mandatory for all mid-size and large GEF projects, and midterm reviews 

are mandatory for all large projects. All GEF terminal and midterm evaluations have clear budget 

allocations 

 

 

2.5 What are we supposed to do with terminal/final evaluation recommendations, 

which are often backward looking, when the project is completed and closed? 
 

You will always have an issue of the timeliness of recommendations, particularly for closing projects. 

This is especially true for GEF terminal evaluations. However, you will see that a good number of 

recommendations are also repetitive. Some issues that come up again and again can be very relevant 

for the design of new programmes. Therefore, though you may think these are not directly related to 

your work or the completed intervention, the value of that knowledge for designing new projects 

should not be underestimated. 

 

2.6 Are GEF evaluations excluded from the UNDP quality assessment process?  
 

GEF midterm reviews are not quality assessed by IEO. However, we do quality assess GEF terminal 

evaluations through the same QA process, plus an additional validation of the scoring of the GEF 

evaluation ratings. Therefore, we provide extra time for the GEF quality assessment, where the 

external reviewers also review the project documents and other relevant reports (Programme 

Implementation Reports and midterm reviews). Quality reviewers undertake a validation of whether 

they agree with the scoring that the evaluator has given, and GEF considers only the revised scores.   

 

There is newly updated guidance for terminal evaluations available, which is more detailed and 

outlines roles and responsibilities throughout. It is also aligned with the UNDP Evaluation Guidelines 

and the GEF evaluation policy. Hopefully, the quality of terminal evaluations will improve with this 

new detailed guidance. 

 

Outcome and impact evaluations 

 

 
1 https://erc.undp.org/resources/docs/guidance/ERC-Guide-finding-good-evaluator.pdf 

http://web.undp.org/evaluation/guideline/documents/GEF/TE_GuidanceforUNDP-supportedGEF-financedProjects.pd
https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Ferc.undp.org%2Fresources%2Fdocs%2Fguidance%2FERC-Guide-finding-good-evaluator.pdf&data=04%7C01%7Crichard.jones%40undp.org%7C63fb30c49bc24fd82ab708d88aa1bdf1%7Cb3e5db5e2944483799f57488ace54319%7C0%7C0%7C637411775888218503%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C1000&sdata=BYJQ43hc%2BtXtwos32DcXZn6m7OewC5pvTwpIhyLevZY%3D&reserved=0
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2.7 What can we do to make our reviews and evaluations more useful? How can we 

move towards more outcome and impact evaluations?  
 

In order to capture higher-level results at outcome and impact level, this needs to be clearly reflected 

in the TOR.  Evaluations should not look at activities and outputs, but should focus more on the links 

between outputs and the overall outcome and impact goals. Throughout the evaluation management 

process (inception reports, draft reports) it will be important to remain focused and ensure that those 

linkages are made. 

 

2.8 What are the recommended timing and costs for a complex outcome evaluation 

that covers several projects and requires an international consultant?  
 

The problem here is that budgets are often set first. Later in the evaluation process, we build our team 

according to our budget and find out that we do not have sufficient funds for the adequate number 

of days. It is estimated, depending on the scope of the evaluation, to consider 30 to 50 days for an 

outcome evaluation. Therefore, for two people with an average daily rate of US$ 650 per person per 

day, a standard outcome evaluation would require a budget of around $50,000. 

 

The ERC gives examples of TORs and budgets for all types of evaluations. 

 

2.9 We are planning to carry out three outcome evaluations this year, and also have 

an ICPE scheduled. Should we still carry out the outcome evaluations or can they 

be deleted?    
 

There may be a duplication of work and findings if the country office undertakes outcome evaluations 

at the same time as an ICPE, which will also cover outcomes in some detail. However, this should be 

discussed with the ICPE lead evaluator, the country office and the regional bureau. 

 

Virtual evaluations 

 

2.10 What is a virtual evaluation, and what does it mean in practice?  
 

When we talk about a “virtual” evaluation, we refer to an in-depth desk review coupled with remote 

interviews.    

 

Evaluators will need to be provided with all available documentation, including quarterly project 

reports and annual project board meeting notes, not only annual reports and work plans. It is also 

important that we provide detailed data to the evaluators and explain the rationale behind it.  

 

Remote interviews may be easier with UNDP staff and colleagues than with other stakeholders, due 

to internet access and connections. In the planning phase of the evaluation, it will be important to 

agree on which online tools to use, such as Skype, Zoom etc., appropriate to the country context. Of 

course, interviews can be conducted over the phone as well. Therefore, it is very important that you 

have updated telephone lists, including mobile phone numbers, for all stakeholders.  
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It is challenging to conduct a virtual evaluation, and stakeholders need to buy into and participate in 

the evaluation. There will be challenges such as delays when people are not available, extensions to 

contracts because interviews are spread across a longer time, and gaps which can affect the usability 

and the credibility of the evaluation.  

 

Another challenge is the possible differences in evaluation team composition and / or team dynamics 

between international and national evaluators. The virtual approach may be new for many people. It 

is very important to clearly specify the different tasks and roles between international and national 

evaluators in the TOR. 

 

Even though flexibility is important, we must also ensure that our evaluations remain credible. 

Therefore,  evaluation must follow very clear protocols, and record how they are conducted. We have 

released guidance on how to conduct evaluations remotely.  

 

3 Evaluation plans 
 

3.1 How should we adjust our evaluation plans during COVID-19? 
 

Given what we currently know about COVID-19, things are not going to go back to normal anytime 

soon. Therefore, we should be looking at restructuring our evaluation plans for 2021, and reviewing 

plans for 2022.  

 

Evaluations should not just be shifted from one year to another. We really should be looking at the 

evaluation plans in their entirety. We should be considering what exactly we want to capture from 

our portfolios of programmes and projects to inform our work going forward, whether for ongoing 

work, or new interventions related to COVID-19. This will take us to new areas regarding how to 

evaluate COVID-19 interventions, which will be necessary to support our programmes. 

 

3.2 Can we institutionalize the annual review of the country programme evaluation 

plan to make this part of the country office business plan discussion at the 

beginning of the year?  
 

Yes, we need to get the evaluation plan into country office business plan discussions. In the Evaluation 

Guidelines we recommend that you review your evaluation plan at the beginning of every year. We 

also recommend that you undertake a midterm review of your evaluation plan.  

 

We also need to work with regions and see how to get this formalized within the operational processes 

of the country offices. 

 

 

3.3 Can we combine several planned project evaluations that relate to one portfolio 

into a single portfolio evaluation?  
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Yes, you can do that. In such case, it is useful to communicate with any donors and enquire whether 

the planned project evaluations could be changed to outcome or thematic evaluations. It can be 

assumed that the majority of donors will be flexible in these challenging times.  

 

GEF still requires individual terminal and midterm evaluations. 

 

3.4 Are the new evaluation requirements mandatory for new projects only, or for all 

ongoing projects?  
 

The new evaluation requirements are mandatory for all new projects starting from January 2019, but 

we strongly recommend that you also consider ongoing projects with budgets of over $5,000,000. 

There is a great opportunity for learning and accountability from these projects and programmes. See 

Sections 2 and 3 of the Evaluation Guidelines for further details. 

 

In this sense it is important to continuously revisit your evaluation plans and see which type of projects 

and programmes need to be evaluated, and how. It is also useful to prioritize your evaluations. Instead 

of several project evaluations you could consider a portfolio, outcome or thematic evaluation, where 

applicable. 

 

3.5 Do we need to include all evaluations in the evaluation plan? Do evaluations 

which are financed and conducted by donors also need to be included?  
 

Yes, all evaluations where UNDP is involved need to be included in the evaluation plan, even when 

they are driven by the United Nations country team, resident coordinator or the European 

Commission. Only if all evaluations are included can we have a full picture of what is being evaluated. 

However, we only quality assess those evaluations that are managed by UNDP. 

 

It is mandatory to include evaluations conducted by donors in your evaluation plan, as this provides 

UNDP and its stakeholders with an understanding of the evaluative coverage of the UNDP programme. 

Joint evaluations also need to be included, because this helps us to track which joint evaluations have 

been conducted. 

 

3.6 The country office has several planned project evaluations this year, including a 

number of mandatory GEF evaluations, and we may need to reschedule some. 

Can we delete those that are below the evaluation guideline thresholds?   
 

We do not recommend deleting evaluations below the threshold. The thresholds were brought in to 
guarantee that larger projects are evaluated, not to eliminate the need to evaluate smaller ones. 
 
We suggest you review your evaluation plan with your regional monitoring and evaluation (M&E) focal 
point, looking at the critical importance of each evaluation for management decision-making. From 
there, you should consider what is mandatory, what could be rescheduled, and what you may be able 
to combine under a thematic or portfolio evaluation. 

 

http://web.undp.org/evaluation/guideline/index.shtml
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3.7 Do we have to submit an evaluation plan every year, even when the evaluation 

portfolio is very dynamic? 
 

The evaluation plan is approved and uploaded at the start of the country programme period. This 

should be reviewed every year to take account of changes and evaluation needs in the programme 

unit portfolio of projects. There is no need for a formal submission of a new evaluation plan. Revisions 

are managed through the ERC. 

 

3.8 What do I have to do to change or extend the completion date of an evaluation 

in the plan? 
 

Make the required date changes in the ERC along with a rationale/ justification for the change. This 

will be reviewed by the regional evaluation focal point and approved accordingly. There is guidance 

and a short video on how to upload the evaluation plan to the ERC. 

 

3.9 Is it possible to cancel an evaluation, for example due to security reasons? 
 

Yes, evaluations can be cancelled from the evaluation plan through the ERC, but only in exceptional 

circumstances. Cancellations will need a clear and detailed justification and rationale, which are 

reviewed and approved by the regional focal points.  See section 3.8 of the Evaluation Guidelines for 

more information on justifications for deleting an evaluation from the plan. 

 

4 Evaluation implementation 
 
Evaluation budget 

 

4.1 Can we adapt the evaluation budget, for instance to apply a different 

methodology for which we may need a different consultant or company? 
 

As far as IEO is concerned, the budget can be used however necessary for the evaluation, but there 

may be some administrative constraints for shifting budgets, for example from travel to consultants’ 

fees or remote data collection.   

 

4.2 How can we ensure the availability of funds for an evaluation? What can we do 

if we do not have sufficient budget for an evaluation?  
 

The budget for an evaluation needs to be defined in the project design phase. It is important to keep 

the monitoring and evaluation budgets separate to ensure that the majority of the funds are not spent 

on monitoring, and enough is left at the end of the project for the evaluation.  

 

If the project budget is high, then it should be able to allocate funds of $30,000 to $50,000 for an 

evaluation. 
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Often, we do not plan for our evaluations properly. We often plan late and, as a result, we work with 

the budget allocated for an evaluation, rather than asking early on why we want to do an evaluation 

(rationale), what we want to cover (scope), and, from there, how many days it will take and how much 

it will cost. 

 

We have seen some very low evaluation budgets, even below $5,000. It is very unrealistic to get a 

decent quality evaluation report with such a low budget. Even if only national consultants are selected, 

this is not going to provide a decent analysis of the results and project design.  

 

If you do not have enough budget to evaluate a project, you may want to explore pulling several 

projects together. You may want to think about a portfolio evaluation, thematic or an outcome 

evaluation.  

 

Another option is to reduce the scope of the evaluation, supporting the evaluator as much as possible 

in the preparatory phase by providing relevant documentation, so that they can focus. For example, 

if no theory of change is available, request that the programme team articulate it, ask them to write 

up some notes on the key elements of the project, so this does not become the task of the evaluator. 

The new COVID-19 evaluation guidelines also offer some support in this respect. 

 

It is important to mention that all projects with a budget above $5,000,000 must plan for an 

evaluation, this is mandatory. See Section 2 for further information. 

 

4.3 Many new European Union projects demand an evaluation no matter the project 

budget. What can we do about that, especially when funds are limited?  
 

You should discuss the evaluation budget with the donor. You can provide an explanation of why it 

might be beneficial to increase the budget. For example, you could indicate that you do not think that 

the scope will be covered sufficiently, or that it will influence the quality of the evaluation. If it is not 

possible for them to increase the budget, then you could enquire in the country office whether it is 

possible to increase the budget for this evaluation. You may also suggest decreasing the scope of the 

evaluation and reducing the number of evaluation questions. 

 

Finding an evaluator 

 

4.4 Is it possible to use internal staff as evaluators for projects, if they have not 

worked on the project? Can colleagues from the Resident Coordinator’s Office 

provide evaluative support and staff?  
 

Unfortunately, using a colleague from the Resident Coordinator’s Office or country office as an 

evaluator would not be considered sufficiently independent. 

 

If you do not wish to go through a further recruitment process using the available regional and 

headquarters rosters, you could continue with a review of the project, rather than an evaluation.  

Bureau colleagues may be able to give further guidance and support on this. 
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4.5 What are the best ways to identify strong evaluators? 
 

For the credibility of the evaluation, it is very important that you hire a vetted and highly experienced 

evaluator. 

 

A guidance note is available on how to use the ERC to identify good evaluators. In the ERC, you can 

search by country and theme. BPPS has a vetted roster which can be used to identify good evaluators. 

Regional evaluation focal points can help you access this roster and in some cases regional bureaux 

also have evaluator rosters. For GEF projects there is a consolidated roster platform, which details 

evaluator experience in evaluating environmental projects, as well as other topics such as climate 

change adaptation, climate mitigation, biodiversity, chemicals and waste management, water, and 

ocean governance. This roster is available to country offices, regional hubs and headquarters. 

 

We have seen cases of evaluators who conducted poor evaluations in the past being repeatedly 

selected. We encourage you to check the ERC quality assessment scores for evaluators and the level 

of consistency within the ERC. Also reach out to colleagues who have hired them before. Please, also 

contact the respective M&E focal point in order to find out what the issues were at the time.  

 

You could also ask your colleagues if they would recommend an evaluator. If you get a name you can 

then check the ERC, search for the evaluator's name, and see their previous evaluations reports along 

with the quality assessment scores. A guidance note is available on how to use the ERC to identify 

good evaluators. Evaluators should share an example of their previous work, some reports, or 

anything that they worked on previously, so that you can read some pages and see the quality of the 

work. 

 

In this respect it is also important to have a separate and adequate budget allocation for evaluations. 

At the time of budgeting for the evaluation you should broadly define the scope and rationale for the 

evaluation, which in turn will determine the competencies required of the evaluators. 

 

4.6 Would it be possible for somebody from the New York office to get involved in 

the interview process to help us find a good evaluator?  
 

IEO is not able to respond to all requests, given than there are about 350 evaluations a year in UNDP, 

but we could help for some key and larger evaluations.  

 

Cross-Cutting Issues and Gender 

 

4.7 Can we conduct a gender-related evaluation? 
 

Yes, you can decide to have a gender-related evaluation. In fact, gender is one of the most common 

thematic evaluations, to analyze how gender is mainstreamed across the programme portfolio. 

Additionally, all evaluations should include gender-related evaluation questions, as set out in the 

Evaluation Guidelines. 

 

https://erc.undp.org/resources/docs/guidance/ERC-Guide-finding-good-evaluator.pdf
https://erc.undp.org/resources/docs/guidance/ERC-Guide-finding-good-evaluator.pdf
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4.8 How can a project which does not have gender well integrated in its design be 

evaluated against the gender indicators?  
 

We do not integrate gender as well as we should as an organization. We have not guided evaluators 

very well on how, or what, to evaluate in relation to gender. However, the revised Guidelines integrate 

gender for the entire evaluation process and give detailed guidance.  

 

Where you have a project that has not considered gender very well in its design and implementation, 

the evaluation can look at this very thoroughly. The gender aspects, or lack of them, should be stated 

in the findings, conclusions and recommendations. 

 

Similarly, you could have a project that has contributed a lot to gender equality and women's 

empowerment, but with an evaluator who ignores that aspect, resulting in a low quality assurance 

rating for the gender questions.  

 

The inclusion of gender in evaluations is a consistent issue. Often gender appears in the TOR as a 

general statement that “gender needs to be considered”, without any concrete gender-related 

evaluation questions. Sometimes there are specific gender-related evaluation questions, but without 

guidance on how they should be addressed. It is surprising that you can have a poverty reduction or 

livelihood programme, which is about equality and “leaving no one behind”, where gender is not 

mentioned in the TOR or the final evaluation report. 

 

Here the role of the evaluation manager needs to be emphasized. If the evaluator ignores gender in 

the inception and/or final draft report, then it is the evaluation manager’s responsibility to get back 

to the evaluator and request it, assuming that it was specified in the TOR.  

 

4.9 What can be done about other cross-cutting issues missing in evaluations, such 

as human rights, poverty and SDG linkages?  
 

If the analysis of other cross-cutting issues is missing or not sufficiently covered in the final evaluation 

report, this is an issue of quality assurance.  As with the gender issues, the scope of the cross-cutting 

issues needs to be well defined in the TOR and followed up in the inception and draft final evaluation 

report processes. 

 

4.10 Can we ensure that gender advisors are consulted at some point in the 

preparation and implementation phases of an evaluation?  
 

Yes, it would be very good practice to engage your gender advisor or focal point, especially at the 

beginning of the evaluation process. 

 

General 

 

4.11 Do we have to send project evaluation TORs to IEO for approval?  
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No, TORs for project evaluations should be shared with the regional evaluation focal point directly, or 

through the ERC for technical inputs. 

 

4.12 Do we have to use the Development Assistance Committee (DAC) criteria in our 

evaluations?  
 

We often see errors, or low quality evaluations, when the DAC evaluation criteria are not used. The 

Evaluation Guidelines strongly recommend using them. It is clear that, when other frameworks are 

suggested in the TOR or applied by the evaluator, the quality of evaluations declines considerably. 

 

4.13 Should the Evaluation Guidelines be shared with the evaluator?  
 

Yes, we strongly recommend that you include a reference and link to the Evaluation Guidelines in the 

evaluation TOR. We also suggest that you remind the evaluator to look at the guidelines and use the 

templates provided for the inception and final reports. The UNDP and GEF evaluation guidelines are 

available in several languages. 

 

It is also essential for the evaluators to make themselves familiar with the quality assessment 

requirements. Please inform and remind them that their work will be quality assessed against the 

criteria stated in the Evaluation Guidelines, including for GEF evaluations. Evaluators should ensure 

that their evaluations are of the highest standards possible.  

 

Evaluation managers play an important role in ensuring the quality of the evaluation, drafting good 

TORs, and only approving inception and draft final reports if they meet the quality standards set out 

in the Evaluation Guidelines. If lower quality reports are approved by the evaluation manager, then 

the external quality reviewers will score them accordingly. 

 

4.14 How can we deal with the fact that end of the year is always a very busy time, 

when it is often difficult to deal with evaluations on top other work?  
 

We are fully aware that October, November and December are very important months for country 

offices to focus on delivery. That is why the evaluation planning process is so important, and you may 

want to consider scheduling your evaluations earlier.  Reviewing your evaluation plan in July or August 

is a good step for getting clarity on this. But if the last quarter of the year is the only option, we 

recommend that you ensure that everybody involved is aware of the time and agrees to it, and that 

you have full management support. 

 

Please also note that the evaluation plan considers the date for completion, not the start date for the 

evaluation. If evaluations are all dated October, November and December in your evaluation plan, this 

does not mean that you have to wait until then to start working on them. Any evaluation needs a six 

month process, so if the completion date is December, the process and TOR need to start in June at 

the latest. If your completion date is September, then the process should have started in February or 

March. 
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4.15 Is the evaluation manager a fixed staff member or will this change project by 

project?  
 

The evaluation manager cannot be the same person as the manager of the project being evaluated. 

In the majority of cases, the M&E officer will manage the evaluation. In some cases the project 

manager of one project may be the evaluation manager of another, for the duration of that particular 

evaluation.  

 

4.16 How can we triangulate data when field visits are not possible?  
 

If field trips are not possible, the only way to triangulate is between desk review, interviews and 

additional administrative records. Where useful, and possible, contact stakeholders via mobile phone. 

You may also be able to use alternative data sources, such as big data, geo-spatial data, social media 

data, etc.  

 

5 Evaluation quality assessment 
 

5.1 Is there a possibility to link evaluation through ERC with the Project Quality 

Assurance (PQA) portal?  
 

A feed has been made between the two portals. 

 

5.2 How can we support quality assurance work?  
 

The evaluation manager plays an important role in the entire quality assurance process. They will draft 

the TOR and approve the inception and final reports. If you have a good evaluation process which 

meets international standards, this will have a positive impact on the quality assurance.  

 

5.3 What is the role of M&E focal points to ensure quality, if not acting as the 

evaluation manager?  
 

From an evaluation perspective it is very important that all colleagues know about basic evaluation 

requirements. The Evaluation Guidelines are to be used by the entire organization, not only the M&E 

focal points, and include templates for TORs, inception and final reports, along with relevant links. Try 

to participate in the evaluation planning process and share these templates, which are the key tools 

to ensure the quality of the evaluation, with the evaluation managers. You can also share these links 

with your colleagues, especially for decentralized evaluations. 

 

IEO runs a short training course, “introduction”, which takes about 90 minutes and there is a longer 

certified training course available, which takes three hours. These courses are not just for the M&E 

focal points, but for the whole organization.  
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From experience, we know that a lot of time is spent looking for simple documents such as annual 

reports, work plans and monitoring data. As M&E focal points you can work with your colleagues to 

sensitize them on the importance of having a good knowledge management/ filing system.  

 

Another way to improve the quality of evaluations is to share the draft TOR, draft inception report 

and draft final report with your regional evaluation focal points. 

 

5.4 Would it make sense to have a two-step process so that the TORs are quality 

assured before moving on to the implementation of the evaluation?  
 

It is a great idea to quality assess the TOR prior to an evaluation. At the moment, this is a big weakness 

in the entire evaluation process. In order to take this further, we need to consider how best to set up 

the mechanisms for this. This brings us back to the role of the regional evaluation focal points, who 

can give technical inputs if involved early enough in the process. 

 

5.5  What are the major quality concerns in the different phases of an evaluation?  
 

TORs play a big role in the quality of evaluations. If the TOR are not clear and precise, clearly directing 

the evaluator towards the evaluation rationale, objectives and scope, or do not indicate an initial 

methodology or cover evaluative questions including gender and other cross-cutting questions, then 

the evaluation will not be of high quality. In general, good TORs lead to good evaluations, but of course 

you also need a good evaluator and sufficient budget for the evaluation. 

 

Sometimes, the DAC evaluation criteria are not followed. This results in a loss of structure in 

presenting the evaluation findings and results. If the DAC criteria are not followed, then the evaluators 

can lose their way. The DAC criteria provide a very clear framework, and guidance on how to present 

findings. The Evaluation Guidelines provide very clear instructions, and we have a clear outline on how 

the final report should be structured. 

 

Some other challenges relate to the evaluation reports. The linkages between findings, conclusions 

and recommendations are often weak. In particular, the quality of recommendations is very 

important, since they ultimately link to the usability of the evaluation. We often find 

recommendations are too generic and superficial, for example “you need to improve your monitoring 

system,” without providing further details. Recommendations need to help guide the country office 

and the project / programme on how better implement the programme. Therefore, the 

recommendations need to be specific, realistic and actionable. 

 

Generally, we must ensure that we take the entire evaluation process seriously. It is not simply about 

the preparation of an evaluation report. We also have to make sure that the evaluation findings and 

recommendations are made available to national governments and other donors, to ensure that they 

are used.   

 

There is also a financial component. Evaluations cost money and, therefore, every evaluation report 

which is not of decent quality is a financial loss to everybody. 
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6 COVID-19 
 

6.1 What are the key points to consider in adapting our evaluations to the COVID-19 

context?  
 

In a good year, we all have challenges implementing and maintaining the quality of our evaluations 

and keeping to our evaluation plan. This is by no means a normal year, and we have issued several 

guidance documents to help you to implement your evaluations. But there will be additional and new 

challenges emerging.  

 

Safety first. As a first step, we need to ensure that we are not putting ourselves, our colleagues, 

consultants, evaluators or partners in any danger.  

 

Our second step is to rethink our evaluation plans.  

 

If international and national colleagues and consultants are not able to travel, we must rethink, and 

reconfigure our evaluation teams. We are using Skype and Zoom and telephones to interview 

partners, United Nations colleagues and UNDP staff, alongside surveys and questionnaires and 

extended desk reviews. Where it is safe, we are also using more national consultants than before, and 

we are looking at various means to collect data in the field or use secondary data. 

 

There are a few things that we need to do: 

a. Look at our evaluation plans for 2021 (and possibly 2022) and do evaluability assessments.  

b. Enquire how we will implement these evaluations and, equally, think how we will evaluate 

COVID-19 interventions.  

c. Reconsider combining evaluations where possible and reconfigure evaluation teams. 

d. Use our international evaluators remotely, and clearly identify tasks for national evaluators.  

GEF evaluations can be delayed with the approval of your regional technical advisor but different GEF 

evaluations cannot be combined, and they certainly cannot be cancelled. 

 

There are a few other important questions to be consider: Can people travel to the country? Can we 

travel within the country? Are government partners and other stakeholders available for meetings (in 

person or online)? 

 

6.2 Are there criteria for re-prioritizing evaluation plans due to COVID-19?  
 

In our view, COVID-19 offers an opportunity to rethink the number of evaluations planned and reflect 

on how we can make our evaluation plans more of a managerial tool. We need to undertake a 

criticality assessment of our evaluation plans, asking: 

 

• Is this a mandatory evaluation, e.g. for GEF or other donor-funded projects? If yes, then all 

you can do is reschedule it for a later date, but even that must be decided in collaboration 

with the funding agency. 

• Is the timing realistic or helpful given the current situation? For example, are the midterm 

and final evaluations planned close together? Is the evaluation going to give us results that 

are useful for our portfolios, programmes and projects?  
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• Is the evaluation critical to management and decision-making within the country office at this 

time? 

 

6.3 How can I combine evaluations? 
 

Some planned project evaluations might fall under the same outcome, and could possibly be 

combined. Interventions with similar themes could also be covered under a thematic evaluation. 

 

You could capture synergies at different levels and only develop one TOR. You could also combine  

planned midterm and final evaluations in similar areas, which would increase the learning between 

different but similar projects. The recommendations would need to be specific for each project. This 

would be a type of joint evaluation. 

 

Where project implementation has slowed due to COVID-19 and may be extended, a midterm 

evaluation may still be beneficial to support the direction of the project. This should be done with the 

minimum evaluation standards as set out in the COVID-19 evaluation notes. 

 

6.4 Should we be documenting COVID-related changes to the country programme 

and projects? 
 

It is very important that any possible changes in respect to the country programme due to COVID-19 

are captured and documented.  Otherwise, 18 months down the line, we will find ourselves in a 

situation with nothing to base our evaluations on. 

 

6.5 We were planning a combined evaluation, but due to COVID-19 it is possible that 

some projects will get a no-cost extension and the end dates of the projects 

might be different. How do we then conduct an evaluation? 
 

Each project is different, and COVID-19 has posed different challenges at different stages in their 

implementation. If they all had an extension for 12 months, then you would likely want to extend that 

evaluation as well. If not, you may still have sufficient flexibility to combine the evaluations. If not, 

then you will have to revert to individual evaluations, and you can consult us directly. 

 

6.6 Some programming modalities have been adapted due to COVID-19. What does 

that mean for evaluating projects? 
 

It is a particular challenge for an evaluation if the theory of change is only partially applicable. Changes 

to their rationale, and relevant decisions, need to be captured for the evaluation, to understand the 

assumptions of the changed portfolio. 

 

Depending on the situation, different types of evaluations could be useful, for example separate 

project evaluations, portfolio evaluations, or including a separate section in the D-CPE and regional 

evaluations. On the global level we could expect COVID-19 evaluations at a UNDP or United Nations 

system-wide level, or together with other donors. 
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6.7 Will the conferences of national evaluation capacities (NEC) initiative continue? 
 

Yes, we will continue with the NEC conferences and the next ones will be conducted in 2021. This is 

an important area for IEO. We are also embarking in a partnership with the World Bank Independent 

Evaluation Group on a broader coalition called the “Global Evaluation Initiative” to support national 

evaluation systems with additional and substantial resources, combining the efforts of the World Bank 

with a number of other donors through a trust fund. Expect to hear more about that initiative soon.  

 

We will also explore how to continue to work better with national think tanks, academic institutions 

and consultants. 

 

7 Other questions and issues  
 

7.1 Why are evaluations for pilot projects mandatory?  
 

If your pilot project is aiming to go to scale, the proposal needs to be based on evidence-based results 

and findings. The best way to get those results is probably an evaluation.  

 

7.2 Do the Evaluation Guidelines cover aspects on how to strengthen national 

evaluation capacity and SDG evaluations? 
 

The Evaluation Guidelines do not cover how to build national evaluation capacities. But there is 

reference to a national diagnostic tool, available on the IEO website, which can be used to assess 

evaluation capacities at the country office level. Evaluators or partners can also assess their own 

evaluation capacities, and you can build capacity development programming based on this 

assessment. 

 

7.3 What is the best way forward for quality assessment of the reports of donor-led 

evaluations, when their own evaluation guidelines or process do not necessarily 

follow our expectations? 
 

Engage with donors early, if possible from the outset of the programme, to discuss what the 

evaluation should look like and come to an agreement. Where an agreement is not forthcoming, you 

can outline the evaluation process and approach. This could also be mentioned in the TOR.  

 

Additionally, you can ask the donor to speak to us, because we have relationships with bilateral 

evaluation offices as part of our engagement with other networks, and we share the same evaluation 

principles. 

 

https://www.globalevaluationinitiative.org/
http://web.undp.org/evaluation/guidance.shtml#dig
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7.4 Where can we find and share evaluation reports to strengthen information 

sharing across countries, contexts and evaluation practices, for example on least-

developed countries, post-conflict countries or countries with humanitarian 

crises?  
 

If you want to look at other evaluation reports, please visit the ERC. You can search evaluation reports 

by themes and countries. You can also join our series of webinars and trainings.  

 

7.5 Can we use monitoring data to validate information?  
 

Yes, monitoring data should be used as much as possible. Therefore, it is extremely important that the 

evaluators get all project-related information and data as early as possible in the evaluation process. 

 

7.6  Investments in monitoring are important, but often there is no monitoring data 

available. Is the evaluation a good time to invest in collecting this kind of data?  
 

Certainly, monitoring and evaluation are closely related, and good monitoring can lead to a good 

evaluation. However, it is important to distinguish between monitoring and evaluation 

responsibilities. The type of data collected in an evaluation will depend a lot on your evaluation 

questions. If necessary, evaluation recommendations should explain clearly how the respective 

monitoring system of the project and / or office could be improved. 

 

 


