Evaluation Plan

Deliverable Description                                                                                            Date: July 2007

Purpose/Description of the Evaluation Plan:     

The evaluation plan outlines what is to be evaluated, by when, and with whom, during the country programme period, and should draw on the UNDAF M&E plan. It also indicates resource requirements and means for financing proposed evaluations. The plan should be strategic, with the selection of evaluations that will generate the most critical and useful information for UNDP and its partners in decision-making. 
The evaluation plan should include all mandatory evaluations, as outlined in the evaluation policy. The conduct of outcome evaluations is mandatory. Country Offices are required to select and commission outcome evaluations that provide substantive information for decision-making. At least one outcome evaluation should be conducted in each CPD programme area. Outcome evaluations identified in the plan should provide adequate programme coverage to help UNDP better manage for results, and also to enable an end of the cycle evaluations such as the evaluation of the Assessment of Development Results (ADRs) and the UNDAF evaluations.

Project evaluations are mandatory when they are required by a partnership protocol. Country Offices may choose to commission additional project evaluations as they provide an essential basis for the evaluation of outcomes. In particular, evaluations should take place for pilot projects before replication or up-scaling.
Outcome evaluations that are included in the evaluation plan provided the basis for evaluation compliance. 
Format: 

Any standard appearance to which the Evaluation Plan must conform: 

Evaluation Plan Template 


Quality Criteria:  

In order to serve its purpose, the evaluation plan should, at a minimum, include consideration of the following: 

1. Choice of Evaluation. Senior management of the programme units is responsible for the choice of outcomes, programmes and projects to be evaluated. The choice should be strategic and prioritized, based on the intended use of evaluation. 
In prioritizing what is to be evaluated, the programme units should consider relative strategic importance of different outcomes, programmes and projects. These should be assessed given national/regional/global priorities, corporate Strategic Plan priorities, anticipated policy, political, socio-economic changes and trends in the environment where evaluations will be conducted. This ensures that proposed evaluations will generate important information to help UNDP better manage for results. For accountability reasons, the programme units should consider outcomes and projects in which significant resources have been invested, as well as areas that have not been covered by recent evaluations. Pilot projects should be prioritized as their evaluations generate specific lessons and useful information to determine opportunities for up-scaling and adaptation.  

In order to enhance complementarities and avoid duplicated efforts, consideration should be given to other evaluations planned by the government, national stakeholders and partners, donors, and UN agencies. Whenever possible, joint evaluations should be considered. 
2. Timing of Evaluation. The plan covers the entire country programme period, and should specify the proposed timing of each evaluation. The timing of evaluations should be guided by their intended use. The tables below provide suggestions for the timing of outcome and project evaluations with regard to their different purposes:
Table 1: Evaluation Timing based on the Purpose for Outcome Evaluation 

	Timing
	Purpose

	Early in the programme cycle: Years 1-2
	To check quality and appropriateness of strategy for a particularly ambitious outcome

	Middle of the  programme cycle: Years 2-3
	To prompt mid-course adjustments in strategy


	End of the  programme cycle: Years 4-5
	To learn lessons for next CP formulation


Table 2: Evaluation Timing based on the Purpose for Project Evaluation
	Timing
	Purpose 

	Middle of the project period (Mid-term Evaluation)
	To  determine progress being made towards the achievement of outcomes and prompt mid-course adjustments  

	End of the project period (Final Evaluation)
	To make judgments on results and learn lessons 


The timing of evaluation should be aligned with the national system and activities, such as the national planning and budgeting processes, so that findings from the evaluation can also be used for policy making and national reports (e.g. MDG reports). 

3. Stakeholders of Each Planned Evaluation. Evaluation planning should clarify key stakeholders for each proposed evaluation. Stakeholders are individuals, groups and institutions that have an interest and role in the initiative and/or are likely to be affected by the outcome of the evaluation. At the evaluation planning stage, key stakeholders, such as the executing government agency, implementing partners, direct beneficiaries and financing partners, should, at a minimum, be identified. To enhance the ownership and credibility of the proposed evaluation, they should be involved in the evaluation process. 

4. Resource Requirements.  The evaluation plan should estimate the financial requirements for each evaluation. Costing an evaluation covers all phases of the evaluation, including the dissemination of evaluation information.  Opportunities for collaboration with UN agency and other development partners on the evaluation, including cost sharing, should be explored. 

When costing an evaluation, the duration and scope of evaluation should be considered. The duration of an evaluation will be determined by its purpose.  An evaluation conducted early in implementation which tends to focus on programme/project design issues, is apt to be less complex and entail a smaller scope, hence less data requirements than would a “heavier” exercise conducted at the end of the project or the programming cycle.  The greater the complexity and scope of an evaluation the longer time and more detailed work will be required of the evaluation team to collect required data, thus increasing evaluators’ total fees. Tables 3 below gives an idea of the types of costs associated with outcome and project evaluations and how they may differ depending upon the timing of the exercise:

Table 3: Sample Comparison of Time and Resource Requirements for Outcome Evaluations 
	Time Required for:
	Early in CP

Years 1-2
	Middle of CP

Years 2-3
	End of CP

Years 4-5

	Initial visit of team leader
	1 day
	3 days
	1 week

	Desk reviews
	4 days 
	1.5 weeks
	2-3 weeks

	Evaluation mission
	1.5-2 weeks, including:
	3 weeks, including:
	4 weeks, including:

	· Drafting Evaluation Report
	· 0.5-1 week of time
	· 1.5 weeks of time
	· 2 weeks of time

	· Debriefing
	· 2 days of time
	· 3 days of time
	· 1 week of time

	Preparation of final report
	0.5-1 week
	1-2 weeks
	2 weeks

	TOTAL
	3-4 weeks
	6-7 weeks
	9-10 weeks

	Possible Breakdown of the Resources required for:

	National consultants—research 
	1 for 1 week
	2 for 2 weeks
	2 for 3 weeks

	International experts 
	1 for 1-2 weeks
	1 for 2-3 weeks
	1 for 6 weeks

	National experts 
	1 for 3-4 weeks
	1 for 4 weeks
	2 for 6-7 weeks


The same principle applies to project evaluations. A final project evaluation is likely to be more resource-demanding than a mid-term project evaluation since it entails a larger scope. It is difficult to generalize the time and resource requirements for project evaluations as it depends on the scope of the project to be evaluated. The programme units need to look at the scope of the project on an individual basis when costing a project evaluation and ensure that the allocated resources are sufficient based on the time required for the evaluation. 
5. Financing Evaluation. Mandatory evaluations must be adequately financed. For outcome evaluations, required resources should be set aside in the programme budget (e.g. country programme budget).  Alternatively, related projects and programmes should contain a budget line to allow for sufficient resources for an outcome evaluation.  For project evaluations, relevant projects should have a budget line for evaluation activities, exclusive of monitoring activities. 

In addition to the above key components, the evaluation plan may indicate relevant corporate goals and programme outcomes and joint evaluation partner(s). 

Procedures and Accountabilities:  

Country Offices are required to prepare an evaluation plan for the country programme cycle and make it available to the Executive Board, as an annex to all programme documents that are submitted for approval. Identifying strategic areas for evaluation for the country programme period is an integral part of the CPD preparation process. Relevant stakeholders and partners should be involved in this planning process. This enhances the credibility of the plan and strengthens accountability. 
During the CPAP preparation, the country offices should further elaborate the plan. To remain relevant and user-oriented, the plan should be reviewed at the annual work planning process, and if necessary, be updated. Any changes made to the evaluation plan should be reflected in the ERC.

The timely implementation of mandatory outcome evaluations serves as the basis for evaluation compliance.  Country Offices are responsible for entering the plan in the Evaluation Resource Centre (ERC) for monitoring and tracking. They also update the status of evaluations as they are conducted. 

Regional Bureaux perform an oversight function over country programmes. The Directors of the Bureaux endorse the quality of the draft country programme evaluation plans, as outlined in the quality criteria, before submitting them as an annex to the CPD to the Executive Board. They also monitor and ensure the evaluation compliance by Country Offices.
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