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1. Evaluation functions in ECA have been gradually developed since 1986 but were eventually

consolidated only towards the end of the previous and the beginning of the current planning periods e.g.,

during 1990, 1991 and 1992 which were particularly crucial years for the preparation of the Organization's

substantive reorientation and programme planning for the 1990s. Evaluation studies conducted during the

period under review have widely covered all programme areas including managerial and policy issues.

There was a noticeable effort to combine different processes and methods of evaluation in the form of (a)

self-evaluation; and (b) indepth evaluation and ad hoc evaluation.

(a) Self-evaluation

2. ECA's experience in self-evaluation has highlighted the following aspects:

(a) That self-evaluation is not only a management tool for programme managers to make a

critical analysis of their work by measuring accomplishments against stated objectives and to effect changes,

if necessary, from its findings, but also serves as "building blocks" for indepth evaluation, this has been

amply, demonstrated by the indepth evaluation of the development issues and policies (DIP) programme of

ECA into which the self-evaluations of the relevant subprogrammes provided most useful analyses of salient

features and data as elementary and complementary inputs;

(b) That self-evaluation has proven to be an indispensable tool for the analysis required to fill

the substantive gaps which continue to exist at the level of programme performance reporting. The need

for additional analysis to complement the mere mechanistic tabulation of programme outputs urider the

present reporting system has been highlighted at regular programme performance reviews held by ECA's

Executive Secretary with all programme managers. These reviews have increasingly included analytical

assessments largely based on self-evaluation findings and have ensured follow-up of actions required.

3. ECA's self-evaluation exercises have also highlighted a number of problems which need to be

addressed in the future. One of the major problems must be seen in the limitation of its outreach to intended

primary users. Existing rules governing evaluation seem to have carried a kind of paradox by stating that

"self-evaluation should be done by programme managers primarily for their own use" while the underlying

rationale for it has been primarily based on the general recognition of the General Assembly of the "need

for analytical information to allow member States to improve their programme decision-making".

4. During the period 1986-1992, the self-evaluation system was implemented on an elective and

experimental basis. As a result, the lack of satisfactory reporting to and feedback from intergovernmental

bodies was a major problem. This has been highlighted by the Committee for Programme and Coordination

(CPC) at its thirty-second session, held in New York in May 1992 when it reviewed several reports that

were directly or indirectly related to self-evaluation. The conclusions of CPC underscore the validity of

arguments on this question as expressed by the Joint Inspection Unit (JIU) in 1988 1/ as follows:

"It might be argued that exposing self-evaluation work to outsiders discourages frankness. But self-

evaluation should not be intended to be self-indulgent evaluation and other agencies have not taken

it that way. Finally it should be borne in mind that management has the responsibility of making

evaluation worthwhile and this can be done only by not having a 'hidden agenda', e.g., either a

device to demonstrate programme efficiency without reflecting the realities of the programme

performance, or to discredit the programme in cases where administration are interested only in

negative findings."

1/ Document A/43/124, "Reporting on the performance and results of United Nations

programmes: Monitoring, evaluation and management review components" (JIU/REP/88/1).
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5. ECA's self-evaluation reports have also underscored the need to widen and sharpen evaluation

methodologies which so far have mainly relied on the most essential tools in compliance with the basic
directives of the United Nations Evaluation Manual. This concerns in particular the formulation of

questionnaires and sampling techniques to ensure and better articulate feedback as well as the use of

computerized data collection and dissemination.

6. In this connection, it should be observed that the critical state of data and information has been

recognized as a general problem area in ECA's activities as also highlighted in a separate Conference paper

entitled "Availability of statistical data on member States in ECA" (E/ECA/CM. 19/CRP.3) suggesting, inter

alia, new approaches to cooperation with member States to solve the current problems.

(b) In-depth evaluation

7. ECA's experience in evaluation has also proven that self-evaluation is a useful tool but cannot

substitute for indepth evaluation. Both are necessary and complementary. Self-evaluation is an indispensable

tool for efficient operations and good results. Indepth evaluation attempts to analyze substantive issues,

effectiveness and impact. Recommendations of indepth evaluation reports will propose, where necessary,

reformulation of the objectives and strategies of programmes being evaluated. Evaluation reports will also

suggest ways to implement their recommendations so that CPC can take decisions on recommendations that

may have financial implications. Furthermore, indepth evaluation reports will identify areas of management

improvements for intensive review by other units, such as the Management Advisory Services, the Internal

Audit Division and the Joint Inspection Unit.

8. ECA's single indepth programme evaluation conducted towards the end of the preceding planning

period has proven the far-reaching impact and usefulness of this kind of evaluation. It has further

substantiated the relevance of related studies and reviews required either in support of in-depth evaluation

processes or to meet specific ad hoc requirements for analysis in the areas of management and policy. As

indepth evaluation coverage of ECA's programme has been minimal over the past it would appear as an area

on which to capitalize more in the future.

(c) Ad hoc internal evaluation

9. Finally, ECA's experience in evaluation has pointed to the need for the conduct of ad hoc internal

evaluation in specific areas as may be required by the senior management in order to facilitate decision-

making on policy and managerial issues in critical areas of concern.

Recommendations

10. Evaluation should be conducted in greater transparency in order to enhance the provision of

analytical information on programme implementation to member States. In order to increase further the

interest of member States in evaluation, efforts should therefore be made to involve their legislative bodies

actively in the evaluation process as their.participation is particularly important in the reformulation of

objectives and strategies of the programme being evaluated.

11. ECA's agenda for evaluation should closely bear on priorities member States would like to see

refiected in terms of both programme issues and forms of evaluation. The agenda should therefore establish

a comprehensive list of all evaluations to be conducted during the period of the Medium-term Plan (MTP)

with an indication of timing and the mode of evaluation, taking into consideration the relevant United

Nations rules and regulations.

12. In order to enhance the participatory process in evaluation the communication of findings and results

of evaluation reports and studies should be improved by:
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(a) Submission of self-evaluation reports by ECA's programme managers to relevant

intergovernmental bodies for review and discussion including the articulation of respective responsibilities

for implementation of recommendations; and

(b) Report of the outcome of the former reviews to the E.CA management in the context of

regular programme performance reviews for follow-up as may be required.

13. Self-evaluation reports which have substantiated significant requirements for changes in the

programme and budget of the organization should be submitted to the Conference of Ministers enabling

appropriate decisions on:

(a) Revisions to the Medium-term Plan and biennial programme budgets; and/or

(b) Supplementary evaluation studies that may be required.

14. In-depth evaluation whether internal or external, programme or issues related should be considered

as processes in which member States should be fully involved from inception to the final stages including

follow-up of recommendations. Therefore, relevant intergovernmental bodies should be consulted on the

terms of reference, scope and coverage as well as on the methodology of such exercises. Substantive

progress reports of indepth evaluations should also be submitted to them for review and discussion enabling

adjustments in the course of progress of work; final reports after endorsement by the relevant

intergovernmental bodies should be submitted for adoption to the Conference of Ministers in order to

facilitate decisions on the implementation of recommendations, in particular those carrying budgetary

implications.

15. ECA's internal capacity for evaluation should further be developed and strengthened with particular

regard to competence building in analysis and methodology by:

(a) Sustained inter-divisional cooperation geared to multidisciplinary approaches to strategic

programme priorities;

(b) Enhancement of data collection, processing and dissemination through intensified interaction

of programme managers with the Statistics Division and the Pan-African Development Information System

(PADIS); and

(c) Further refinement of methodologies and up-to-date techniques in evaluation through

appropriate training.

16. A proposed agenda for programme evaluation, including both self-evaluation and indepth evaluation,

for the period 1992-1997 should be considered for adoption by this meeting. 2/

2/ See document E/ECA/CM. 19/25.




