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Dear Partner,

Objective:

The International Trade Centre has prepared a checklist for Results-Based
Management, which provides Trade Support Institutions with a practical self-diagnostic
tool. Trade Support Institutions can assess either their existing system or determine if
their planned assessment tool meets a set of criteria identified as critical to its success.

Results-Based Management (RBM) can be a critical element of success within a Trade
Support Institutions (namely Trade Promotion Organisations, Chambers of Commerce
etc.). The system provides institutions (and their clients) with means of:

Learning from past experiences
Improving service delivery

Planning and allocation of resources
Demonstrating results to key stakeholders

It provides transparency and accountability across all facets of an organisation’s
operations. Without a proper process of monitoring, performance measurement and
evaluation, it would be difficult to judge if your institution is heading in the right direction.
Future success needs to be determined against the background of lessons learned
through applying RBM and incorporation of best practices. The RBM checklist is
concise, generic institutional tool, rather than a specific trade support service.

The current Checklist is the fifth in a series, which address important areas of services
offered by Trade Support Institution. For further information visit
www.intracen.org/instasptp/.

Instructions:

You are requested to answer all of the questions as honestly as you can, since the
quality of the feedback will depend on the reliability of your responses. You should then
return the completed Checklist to the ITC.

Some responses are simply “Yes” or “No” whilst others have an option menu, which
allows you to select a response from a number of alternatives.

All information submitted to the ITC by users of the Checklist will be treated as
confidential.

For further information, please contact:

Mr. Philip Williams,

Senior Adviser on Institutional Aspects of Trade Promotion
International Trade Centre

Palais des Nations

1211 Geneva 10

Switzerland

Tel: +41 22 730 03 12

Fax: +41 22 730 05 76

E-mail: williams@intracen.org







Definitions
Results-Based Management (RBM):

A management strategy or approach by which an organization ensures that its processes,
products and services contribute to the achievement of clearly stated results. Results-
based management provides a coherent framework for strategic planning and
management by improving learning and accountability. It is also a broad management
strategy aimed at achieving important changes in the way institutions operate, with
improving performance and achieving results as the central orientation, by defining
realistic expected results, monitoring and evaluating progress towards the achievement of
expected results, integrating lessons learned into management decisions and reporting on
performance.

Evaluation:

An assessment, as systematic and objective as possible, of ongoing or completed projects,
programs or policies, as regards their design, implementation and results. Evaluation is an
activity which is in general carried out before a program begins (ex-ante), mid-cycle
before renewal or cancellation (mid-term), at the end (final) or 2-5 years after completion
(ex-ante).

Monitoring:

A continuing function that aims primarily to provide managers and main stakeholders
with regular feedback and early indications of progress or lack thereof in the achievement
of intended results. Monitoring tracks the actual performance or situation against what
was planned or expected according to pre-determined standards. Monitoring generally
involves collecting and analyzing data on implementation processes, strategies and
results, and recommending corrective measures.

Performance Measurement:

The collection, interpretation of, and reporting on data for performance indicators which
measure how well programs or projects deliver outputs and contribute to achievement of
goals. A system for assessing performance of development initiatives against stated
goals. Also described as the process of objectively measuring how well an organizations
is meeting its stated goals or objectives.

Please note that, unless otherwise indicated, the expressions monitoring, performance
measurement and evaluation have been substituted by the word assessment in order to
avoid lengthy repetition.



Objective and Focus of the Assessment

During the preparation and planning stage it is important to address and define such
fundamental issues as the objective(s), focus, level, timing and approach related to a
monitoring, performance measurement and evaluation activity.

Yes | No | Unsure

1. | My organization has an assessment strategy.

The objective(s) of the assessment strategy have been defined in
cooperation with all stakeholders and clearly communicated to all
parties involved in the process.

3. | The strategy has been prepared in close consultation with parties for
whom it is relevant and useful.

4. | The focus of the activity to be assessed is clearly defined (e.g. single
project, specific program, overall work program).

5. | The level of the assessment activity is clearly defined (e.g. inputs,
outputs, outcomes and/or impact related to the project/program under
review).

6. | The general assessment approach (e.g. internal/self-evaluation or
external/independent evaluation) has been considered and decided
upon.

7. | The timing of the assessment (e.g. mid-term/interim, final or ex-post
evaluation) has been determined.

Essential Issues of an Assessment

For many technical cooperation organizations, there are four essential issues to be
assessed in any project/program evaluation:

Yes | No | Unsure

1. | The evaluation assesses to what extent the objectives are/were relevant
to the evolving needs and priorities of the target beneficiaries
(relevance).

2. | The evaluation assesses how resources (inputs) were turned into
outputs or results (efficiency).

3. | The evaluation assesses if the project/program did have an impact on
the target groups in relation to their needs (effectiveness).

4. | The evaluation assesses to what extent the changes (or benefits) can be
expected to last after completion of all activities (sustainability).




Funding of Assessment

In order to fund the monitoring, performance measurement and evaluation activity it is
necessary for a Trade Support Institution to develop a budget and secure appropriate
funding sources.

Yes | No | Unsure

1. | A budget has been developed to finance the expenses associated with
the assessment.

2. | The assessment is funded by external sources (donor funding, not
included in the regular budget of the organization).

3. | The assessment is funded by internal sources (directly out of the
budget of the organization).

4. | The assessment is funded by a combination of external and internal
sources.

5. | The budget has been approved and funding is readily available.

6. | A certain percentage of the total budget of the organization has been
allocated to fund future monitoring, performance measurement and
evaluation activities.

Stakeholder Involvement in Assessment

Ideally, a Trade Support Institution should aim to involve stakeholders (e.g. partners,
target beneficiaries, public and private sector organizations, non-governmental
organizations, academic organizations and donors) in the assessment. The extend of
involvement of these groups will depend on the size and importance of the project or
program to be monitored and evaluated.

Yes | No | Unsure

1. [ The assessment strategy promotes a participatory approach towards
evaluation.

2. | Partners and stakeholders were contacted in the early stages of
assessment planning and their feedback was actively sought on such
key issues as objectives, scope, timing of the evaluation.

3. |The terms of reference and CVs of suitable candidates for the
evaluation team were shared and discussed with relevant partners and
stakeholders.

4. | Members of the evaluation team were introduced to partners and
stakeholders prior to the start of the evaluation process.

5. |Relevant documentation was jointly analyzed with stakeholders and
made available for examination by the evaluation team.

6. |Plans are in place to organize a meeting(s) with partners and
stakeholders after the first draft of the evaluation report is produced to
discuss findings, recommendations and lessons learned.

7. | A strategy is in place to promote proper follow-up with partners and
stakeholders to help ensure that lessons learned and recommendations
of the evaluation are internalized




Scope of Evaluation

The scope of an evaluation defines the focus in terms of questions to address, limitations,
what to analyze and what not to analyze. While defining the scope of the evaluation it is
critical to assess whether or not proper consideration has been given to the following
aspects:

Yes | No | Unsure

1. | Whether or not the outcome and impact of a program or project has
been achieved and, if not, whether there has been progress made
towards its achievement.

2. | An analysis of underlying factors influencing a project or program
outcome and which are beyond the control of the Trade Support
Institution.

3. | Whether the intervention of the Trade Support Institution can be
credibly linked to the achievement of the project or program under
evaluation.

4. | Whether the partnership strategy of the Trade Support Institution has
been appropriate and effective. (In case the project or program was
implemented in joint cooperation with other organizations).

5. | Identification of innovative methodologies and approaches relevant to
project(s)/program(s) to be evaluated.

6. | The extent to which national capacities were developed through the
assistance provided by the Trade Support Institution.

7. | The level of stakeholder participation in the achievement of
project/program objectives, i.e. to ascertain whether the assistance
provided by the Trade Support Institution was of a participatory
nature.

8. | Identification of direct and indirect beneficiaries and their perception
of how they have benefited from the assistance provided by the Trade
Support Institution.

9. | Implementation and/or management issues if they are suspected of
being problematic, incl. the timeliness of outputs, the degree of
stakeholder and partner involvement in the completion of the outputs
and how processes were managed and carried out.




Terms of Reference of Evaluation

The terms of reference of an evaluation define the work and the schedule that must be
carried out by the evaluator or evaluation team. At a minimum, it is expected that terms
of reference will contain the following information:

Yes | No | Unsure

1. [ A brief background describing the program/project to be evaluated,
key partners and stakeholders as well as the rationale for the
evaluation.

2. | Description of the objectives of the evaluation, including how the
need for the evaluation was identified, why the evaluation is being
undertaken and a list of the main stakeholders and partners that will
be consulted during the process.

3. | A specification of the evaluation scope, including what issues,
subjects, areas and time frame the evaluation will cover.

4. [What products the evaluation is expected to generate (output,
deliverables), i.e. draft and final report including findings,
recommendations, lessons learned, rating on performance, delivery of
seminars.

5. | The suggested methodology to be used for the evaluation, including
key primary and secondary data collection methods such as
documentation reviews, interviews, field visits, questionnaires etc.

6. | Description of implementation arrangements, including an overall
time line and work plan specifying location and time allocated for
travel, desk reviews, briefings and debriefings, data collection and
analysis, preparation of draft and final reports, organization of
meetings, consultations and follow-up.

7. | Composition, areas of expertise, required work experience and
respective responsibilities of evaluator(s).

8. | Detailed listing of budget allocated for the evaluation.




Selection of Evaluator or Evaluation Team

The evaluator or the evaluation team are specialists responsible for the detailed planning
and conduct of an evaluation. Selected individuals or companies have to comply with
certain selection criteria in order to ensure a valid evaluation process.

Yes

No

Unsure

All members of the evaluation team are independent, with absolutely
no connection to the design, formulation or implementation of the
program or project under evaluation.

2. | The evaluators possess sufficient technical knowledge and experience
in the thematic area under evaluation.

3. | The evaluators possess a knowledge of the national context under
which the program or project is being implemented.

4. | A team leader has been appointed among the evaluation team members
who is responsible for management and who serves as a focal point for
your Trade Support Institution.

5. | The selection and composition of the evaluation team was carried out

in consultations with involved partners and stakeholders.

Structure and Content of Evaluation Report

The evaluation report is written by the evaluation team or by the evaluator who has been
appointed to carry out the evaluation. The report should in general reflect the following
structure and content:

Yes

No

Unsure

In general, the content of the evaluation report reflects the areas and
issues described in the terms of reference and scope of the evaluation.

2. | Prior to submission of the final evaluation report, a draft report has
been submitted and discussed.

3. | Comments and suggestions made during the discussion of the draft
report have been addressed in the final report.

4. | Introduction, with the background and implementation of the
evaluation

5. | Presentation and discussion of the methodology used.

6. | The setting in which the project or program under evaluation is
implemented, in terms of geography, policy, sectors and institutions, as
appropriate.

7. | Description of the planning and implementation of the activities. This
includes the presentation of objectives, target groups, components,
financing, management etc.

8. | Main findings and recommendations.

9. | Lessons learned.

10. | Administrative issues regarding financing, management and follow-up.




Characteristics of Indicators

An indicator is a signal that reveals progress (or lack thereof) towards objectives. It is a
means of measuring what actually happens against what has been planned in terms of
quantity, quality and timeliness. An indicator is a quantitative or qualitative variable that
provides a simple and reliable basis for assessing achievement, change or performance.
Indicators should comply with the following criteria:

Yes | No | Unsure

1. | The indicators are specific enough for the results to be used with
confidence. It is clear what is being measured.

2. | The indicators are measurable. Changes are objectively verifiable and
indicators are sensitive to outcome of project/program activities.

3. | The indicators are attainable. They reflect the changes that can be
achieved as a realistic result of the assistance.

4. | The indicators are relevant. They measure factors that reflect the set
objectives and capture the essence of the desired results.

5. | The indicators are trackable, data sources are known and data is
available at reasonable cost and effort.

6. | The indicators have been selected in consultation with relevant
stakeholders in order to promote ownership and responsibility for
planned results and agreement to their achievement.

Types of Indicators

Indicators may be used at any point along the results chain of inputs, activities, outputs,
outcomes and impacts. They may relate to the actual achievement of the result (target), to
the current situation the partners are trying to change (baseline) or to progress or process
(annual targets, intermediary benchmarks).

Yes | No | Unsure

1. | The performance monitoring system includes a combination of
qualitative and quantitative indicators.

2. | The performance measurement system includes suitable short-term and
long-term indicators in order to assess progress made over a specified
duration of time.

3. | The performance measurement system includes output indicators that
measure the quantity of goods and services created or provided.

4. | The performance measurement system includes outcome indicators that
measure progress towards the positive change that a project or program
aims to bring about.




Data Collection & Analysis

Data are specific quantitative and qualitative information or facts that are collected. In
order to plan the process of data collection and analysis the following conditions should

be fulfilled:
Yes | No | Unsure
1. | The types of data needed are clearly defined.
2. | Suitable primary and secondary data sources have been identified.
3. | Methods of data collection are clarified and are agreed upon.
4. | The frequency of data collection has been determined.
5. | Person/team responsible for data collection and analysis has been

appointed.

6. | Changes in agreed indicators (differences between actual values and
targets) are analyzed.
7. | Results are analyzed and considered for further decision making.

Data Collection Methodologies

The following is a selection of methodologies that can be used to identify primary and
secondary data sources and collect information during a monitoring and evaluation
exercise:

Yes

No

Unsure

The evaluation process makes use of available relevant statistical data.

2. | The data collection process includes surveys such as self administered
questionnaires, in-person interviews, telephone interviews and spot
checks.

3. | The data collection utilizes field visits to collect relevant information.

4. | Focus groups and expert panels have been considered to be used as a

method of data collection and implemented as appropriate.
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Structure of Monitoring and Performance Measurement System

A performance measurement system should include the following components:

Yes | No | Unsure

1. | A baseline has been established which describes the situation before a
project/program was implemented and which serves as a starting point
for measuring the performance of that project/program.

2. | Specific targets which can be realistically achieved by the end of a
project/program have been identified and set.

3. | Milestones that correspond to expected performance of the
project/program at periodic intervals between the baseline and the
target have been defined and set (as appropriate and depending on the
duration of the project/program).

4. | The timeframe within which periodic observations will be taken has
been established.

5. | Baseline, targets, milestones and timeframe have been selected in
consultation with relevant key stakeholders.

Feedback Mechanism & Follow-Up

Yes | No | Unsure

1. | The most effective way of disseminating information from the
assessment to relevant parties has been determined (e.g. workshops
and seminars, reports).

2. | The dissemination takes into account the diverse information needs of
different groups, e.g. policy makers, program managers, beneficiaries
and donors.

3. | Information from the assessment are shared and discussed with key
stakeholders.

4. | A course of action has been discussed and agreed upon addressing
recommendations made and outlining a work plan for implementation.

5. | A system is in place to monitor the implementation of the work plan.

6. |All relevant information such as findings, conclusions,
recommendations and lessons learned are linked to an organizational
learning process and used for future decision making.
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Common Performance Measurement Tools

Yes | No | Unsure

1. | The assessment strategy makes active use of statistical indicators (e.g.
import and export figures, foreign exchange earnings, number of
exporters, number and geographical spread of export markets) to
measure performance.

2. | The assessment strategy includes customer satisfaction surveys to
measure performance.

3. | The customer satisfaction survey used provides for a sufficient lapse in
time for the activity to have achieved a measurable impact.

New Performance Measurement Tools

Yes [ No | Unsure

1. | The assessment strategy makes use of the balanced scorecard.

2. | The balanced scorecard includes a financial analysis which looks at
issues such as operating costs and return on investment.

3. | The balanced scorecard includes a customer analysis which looks at
customer satisfaction and retention.

4. | The balanced scorecard includes an internal analysis which looks at
service delivery and innovative approaches.

5. | The balanced scorecard includes a learning and growth analysis which
explores the effectiveness of management in terms of employee
satisfaction and retention and information system performance.

6. | The assessment strategy makes use of the contingent valuation method.

7. | The contingent valuation method assesses the value that a client would
be willing to pay for the service in retrospect (i.e. after a reasonable
interval of time needed to assess impact).

8. | The contingent valuation method analyzes the difference between the
actual cost of the service and the ex-post facto value the client
attributed to the service (if positive it can be used to justify increased
funding).

9. | The assessment strategy makes use of benchmarking, looking at the
performance of other similar organizations in selected areas.
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ITC: Your Partner inTrade Development

The International Trade Centre (ITC) is the technical cooperation agency of
the United Nations Conference on Trade and Development (UNCTAD) and the
World Trade Organization (WTO).

ITC supports developing and transition economies, and particularly their business
sectors, in their efforts to realize their full potential for developing exports and
improving import operations.

ITC works in six areas:
» Product and market development
» Development of trade support services
» Trade information
» Human resource development
» International purchasing and supply management

» Needs assessment, programme design for trade promotion

International Trade Centre
UNCTAD/WTO

ITC: Your partner in trade development

For more information:

Street address: 1TC, 54-56, rue de Montbrillant, 1202 Geneva, Switzerland.
Postal address: ITC, Palais des Nations, 1211 Geneva 10, Switzerland.

Telephone: +41 22730 0111 fax: +41 22 733 4439 e-mail: itcreg@intracen.org  Internet: http://www.intracen.org





