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Executive summary

Background

The UN General Assembly resolution 39/125 (1984) established the United Nations Development Fund for Women (UNIFEM) and defined its role in supporting the fulfillment of commitments to gender equality. The mandate guides the Fund to i) support innovative and experimental activities benefiting women in line with national and regional priorities; ii) serve as a catalyst in order to ensure the involvement of women in mainstream development activities, as often as possible at the pre-investment stage; and iii) play an innovative and catalytic role in relation to the United Nations system of development co-operation.

UNIFEM’s work is now guided by a Multi-Year Funding Framework (MYFF), with the current one covering the period 2004-2007. This corporate MYFF includes three main elements: a) a strategic results framework that identifies four goals that UNIFEM seeks to support, b) an organizational effectiveness framework, and c) an integrated resources framework. It provides strategic direction for enhancing UNIFEM’s development effectiveness and organizational effectiveness, with indicators for tracking progress. In January 2007, UNIFEM commissioned Universalia Management Group for an evaluation of the current MYFF.

Purpose of the evaluation

The overall purpose of the evaluation was to provide UNIFEM with an external assessment of the progress made with regard to realizing the results set out in the 2004-2007 MYFF. 

The evaluation served three specific objectives:

· To provide UNIFEM with an external assessment of UNIFEM’s effectiveness in achieving intended results as outlined in the MYFF;

· To inform the preparation of the 2008-2011 UNIFEM MYFF by highlighting strengths, weaknesses, and areas for improvement of the current MYFF system; and

· To help UNIFEM improve its programming and operational performance by analyzing and clarifying the concept of UNIFEM as a “catalyst” based on an assessment of examples and lessons learned from past experience.
Methodology

Universalia developed a detailed methodology for the evaluation that was approved by UNIFEM in April 2007. The evaluation team included three evaluation specialists and two research assistants. Approximately 180 individuals were consulted for the evaluation. Data were collected through semi-structured face-to-face and telephone interviews, group interviews/focus groups, observations, document review, and email correspondence. In addition, the evaluation team carried out two field visits, one to Kenya and one to Ecuador. While the evaluation would have benefited from additional field-visits in order to further complement the data gained from document review and interviews, this was not possible given the available budget and timeline for the review.

The team used descriptive, content, and comparative analyses to analyze the data for this study. Validity of data was ensured through data triangulation (using convergence of multiple data sources) and compliance with standard evaluation practices.

Context

External Context: In the past decade, there has been important progress on strengthening the normative and policy environment for gender equality and women’s human rights. International agreements, in particular the Millennium Development Goals (2000), refer to gender equality as a key goal for development.
 The UN Security Council Resolution 1325 (2000) emphasized the specific impact of war on women and also highlighted women's contributions to conflict resolution and sustainable peace. While as a result there has been an increase of pressure on development agencies to commit policies and resources to issues of gender equality, considerable challenges to ensuring the implementation of commitments remain. These include the global need for allocating more appropriate resources for advancing gender equality and women’s rights.

In global aid delivery, donor harmonization, accountability, and managing for results, as called for in the Paris Declaration on Aid Effectiveness (2005), have become increasingly important concepts, including in the UN. Strengthened partnerships — including on gender equality — are sometimes threatened though by ambiguity of roles and insufficient resources that can lead to competition among agencies. The evaluation is taking place at a critical moment in the UN’s work on gender equality. UN member states are currently discussing recommendations of the Secretary-General’s High-level Panel on System-wide Coherence regarding the restructuring and strengthening of the UN’s gender architecture. The result of these discussions will have a profound impact on UNIFEM.
Internal context: During the past four years, UNIFEM has worked toward further improving its developmental effectiveness by introducing several initiatives, such as an internal decentralization process, an increased focus on Results Based Management (RBM) application, efforts to broaden UNIFEM’s partner base, and ongoing work on strengthening UNIFEM’s resources base. While the mid- and long-term effects of most processes are not yet evident, they illustrate UNIFEM’s commitment to monitoring and improving its organizational performance on an ongoing basis.
Findings: Developmental Effectiveness

Overall effectiveness: There is widespread agreement among consulted partners that UNIFEM is an effective advocate for gender issues and women’s human rights, and that it has been able to achieve remarkable results with very limited resources. UNIFEM is perceived to have worked in accordance with its mandate. During the field visits, nearly all consulted partners stated that they tended to look to UNIFEM if they needed help or expert advice on gender-related topics. The only frequently stated criticism of UNIFEM’s developmental effectiveness was three-fold: that its resources did not currently allow it to be fully present and engaged in all countries (while most stakeholders stated that they would like to see UNIFEM expand its work), that its range of activities and influence was often limited due to a lack of funds, and that it was running the danger of “spreading itself too thin” in trying to meet the large existing demands with its limited resources.

Progress toward outcomes: The evaluation found broad evidence of UNIFEM having made considerable achievements under all of its four outcome areas and in relation to all related indicators.

· There is evidence of a broad spectrum of achievements in the area of new or improved legislation and policies at national and regional levels supported by UNIFEM. 

· UNIFEM has made considerable achievements in its work with mainstream institutions at national and regional levels to enhance demonstrated leadership commitment, technical capacities, and accountability mechanisms for gender equality/ women’s human rights. 

· UNIFEM has contributed substantially to enhancing the knowledge, skills, and positioning of programming country partners, including government partners (e.g., ministries of women’s affairs, national gender machinery, sector ministries), as well as of NGOs/CSOs.

· UNIFEM has successfully supported or provided leadership to numerous interagency, national, regional, and global campaigns and media events geared to raise public awareness on gender equality.

The evaluation found that current UNIFEM reports do not always reflect existing linkages between different outcomes, or the degree of cumulative progress toward outcomes over time. This is at least partly due to a lack of baseline data illustrating “before and after,” which makes it difficult to assess the degree to which individual results accumulate to progress toward outcomes. 

Progress toward strategic goals: The achievements UNIFEM has made at the outcome level have addressed and contributed to progress toward all four strategic (thematic) goals. As recent annual reports are structured by outcomes (not goals), it is difficult to assess the degree of cumulative progress under each thematic goal.
Findings – Organizational Effectiveness

UNIFEM has achieved successes under each of its five organizational performance goals. Consulted stakeholders largely regard UNIFEM’s products and services as coherent, and as highly relevant in view of local priorities and needs. UNIFEM internal and donor reporting demonstrates its capacity to effectively monitor and track results. In numerous cases, stakeholders perceive UNIFEM as innovative in that it has introduced new topics or ideas into national or regional debates, or that it helped partners take a new approach to a known issue, transforming their perception of an issue. Also, various UNIFEM initiatives, such as the gender responsive budgeting (GRB) program, have been scaled up and/or replicated by other agencies. 
UNIFEM has been successful in further establishing itself as a respected player within the UN, especially at country level through its active engagement in numerous United Nations Country Teams (UNCTs). Strong and continuous field presence appears to be a key factor allowing UNIFEM to engage successfully in UNCT operations. UNIFEM has also been recognized for its leadership on gender issues within the United Nations Development Group (UNDG), and is an active player in the ongoing UN reform, in particular in view of the current discussions regarding the new UN gender architecture.
UNIFEM has been able to diversify its resource base during the past four years, and has increased the overall amount of received contributions beyond the total amount predicted in the current resource framework. This increase is largely due to more non-core (cost sharing) funds rather than core funds though. Thus, the reliability and predictability of UNIFEM’s resource base remains an issue. While the evaluation identified numerous successes in the five performance goal areas, the current results framework makes it difficult to track and assess the degree of progress towards these goals. This is due to the fact that the framework does not consistently utilize specific results, neutral indicators, and concrete targets. There is also some room for further improving the systematic analysis of individual experiences in order to generate transferable lessons learned, e.g., on the conditions for successful replication and/or upscaling.

UNIFEM as a Catalyst: While the role of “catalyst” is part of UNIFEM’s mandate, there is no agreed-upon definition that would specify what the term signifies in relation to UNIFEM’s work, or how a “catalytic” role differs from other forms of engagement. The evaluation team, in close consultation with UNIFEM, therefore developed a working definition, according to which UNIFEM can act as a catalyst in one of two ways: 1) It initiates or enables changes/change processes that would not otherwise take place; and 2) It influences the speed and/or quality of change processes, e.g., by facilitating the process through supporting involved players and through assistance in structuring the process. Our data suggest that there are numerous instances in which UNIFEM has influenced change processes in a “catalytic” way according to this definition: It has helped to initiate change processes that — according to involved stakeholders — would not have happened otherwise, e.g., in relation to Gender Responsive Budgeting, or CEDAW implementation. It has influenced the speed and quality of processes through various ways of assistance, as evidenced in support to women’s participation in peace processes or in elections in post-conflict countries. While current UNIFEM reports occasionally refer to UNIFEM’s catalytic role, they do not yet sufficiently describe the specific ways in which UNIFEM influences change in a catalytic manner. The potential relevance of the term “catalyst” as a distinctive feature of UNIFEM is thus underused and merits greater attention in UNIFEM’s next strategic plan.

The MYFF System: The MYFF has proven itself to be a useful and relevant tool particularly at the corporate level. It has provided UNIFEM with common foci of work at the global level while allowing for locally responsive and adjustable programming in the field, and it has introduced a common language for describing UNIFEM’s strategic priorities, as well as a set of agreed-upon strategies and tools. At present, the results and indicators as formulated in the MYFF do not always provide sufficiently clear and useful guidance to UNIFEM staff for planning, managing, and reporting upon their work. This report outlines several areas requiring review by UNIFEM, including the need for re-formulation of most results and indicators, the current absence of timelines or targets, and the need for clarification of some of the implicit assumptions that are underlying the MYFF’s intervention and results logic.
Conclusions

The evaluation arrives at a very positive overall assessment of UNIFEM’s developmental effectiveness. UNIFEM has been able to make an impressive amount of germane achievements in relation to promoting and furthering gender equality and women’s human rights. These achievements have been relevant in relation to each of UNIFEM’s four strategic goals and all four outcomes. UNIFEM’s contributions to national, regional, and global improvements have been widely acknowledged by its immediate partners, and by stakeholders who are further removed.

UNIFEM has also made successful progress toward all of its five organizational performance goals. It has further established its reputation as a distinct UN entity with recognized expertise in gender issues that is valued by other UN agencies, especially at the country level. UNIFEM’s limited field presence poses challenges as it makes it more difficult for the organization to fully engage in unfolding change processes on the ground. However, there is wide acknowledgement of UNIFEM’s effective and valuable contributions in places where it is present. UNIFEM’s work is seen as including many innovative aspects, and as being responsive to the needs of different partners. UNIFEM’s still limited core funds continue to pose a challenge.

The MYFF system as the corporate guiding tool for UNIFEM’s internal planning, monitoring, and evaluation processes has proven to be effective and relevant, yet leaves some room for improvement of its current formulations and use. Similarly, the notion of UNIFEM as a catalyst needs to be further clarified and more systematically utilized in order to be a meaningful and relevant concept.

Recommendations

Based on these findings, the evaluation team makes the following recommendations to UNIFEM:

1. UNIFEM needs to review and revise the frameworks for developmental and organizational effectiveness to eliminate overlap between them.
The current overlap of results and indicators poses challenges for planning and reporting, as well as uncertainties with regard to UNIFEM’s accountability.

2. UNIFEM should further strengthen its approach to addressing and tracking mid-term effects of its work as well as identifying linkages between different areas of engagement. 
UNIFEM’s ability to demonstrate the extent of its developmental effectiveness would increase if it were able to systematically trace examples of cumulative effects of its work over time. 

3. UNIFEM needs to thoroughly review the current MYFF and develop a limited number of revised, SMART
 results accompanied by relevant and neutral indicators. 
The evaluation pointed out a number of areas where the current MYFF (corporate and regional), and in particular the Strategic Results Frameworks (SRFs), can be strengthened or clarified in order to make the framework even more useful and relevant to UNIFEM staff at all levels.
4. UNIFEM needs to further improve its external communication on the underlying logic and rationale for its strategic programming choices. 
The evaluation also found that several stakeholders (outside and within UNIFEM) could not always easily identify what was strategic or systematic about UNIFEM’s programming choices. This appears to be at least partly based on a lack of information on the rationale behind UNIFEM’s programming decisions.

5. In the context of the global commitment to Managing for Development Results, UNIFEM needs to further improve its monitoring and reporting practice. 
This recommendation relates to several areas for improvement in UNIFEM’s current monitoring and reporting practice as outlined in the report, such as the need to further increase the focus on results rather than on completed activities. 

6. UNIFEM should speedily proceed with, and provide regional and sub-regional offices with, required support and advice on the implementation of its decentralization strategy. 
The decentralization process is eagerly awaited by several if not all UNIFEM field offices, and carries considerable potential for improving the speed and efficiency of various administrative tasks, and of decision-making processes. 

7. UNIFEM should develop a corporately agreed upon, explicit, and understandable definition of “catalyst” that illustrates the specific meaning of the term in relation to UNIFEM’s work. Being a catalyst remains a part of UNIFEM’s mandate, and is also expected to be one of the key concepts carrying UNIFEM’s next strategic plan (2008–2011). In this context, it is highly relevant that UNIFEM further specify what “catalyst” refers to in relation to its own work.
8. UNIFEM should request its Consultative Committee to follow up on, and actively advocate for, the implementation of key recommendations of the 2004 Organizational Assessment of UNIFEM. Most of the structural challenges highlighted in the CC organizational assessment remain valid to date, yet none of its key recommendations has been fully implemented. We encourage UNIFEM to request from its CC to actively follow up on these recommendations in order to elicit further response and action from the UNDP Administrator and UN Member States.
� Goal 3: Promote gender equality and empower women. Goal 5: (Improve maternal health) is also relevant.


� Specific, measurable or observable, achievable, relevant, time-bound.
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