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Executive SUmmary

The thematic evaluation relied mainly on the results of nineteen individual Country Programme
(CP) evauations using common terms of reference designed so they would feed directly into the
overall evaluation and carried out during 2000, 2001, and 2002. The results of these evaluations
and key informant interviews at WFP were used to provide a structured basis for reporting to the
Executive Board on progress in implementing the Country Programme approach.

Although the Country Programmes evaluated were first generation CPs with antecedents which
pre-dated the 1994 policy framework, most met the criteria used in the evaluation to assess the
achievements of the CP approach. Those that did not meet the criteria, or partially met them,
were reported by the evaluation teams as being transitiona and are expected to more fully meet
them in the subsequent programme cycles.

When the CP Approach has been implemented, it has not usualy resulted in dramatically
different or wholly new projects in the country program. Rather, changes are often made to pre-
existing projects to make them more focused and more integrated. Positive changes associated
with the CP process include improved geographic targeting of development projects to food
deficit regions and enhanced coherence between WFP supported development projects and the
priorities of host governments. Another benefit of the CP Approach has been more effective
integration of WFP planning and programming processes into efforts at more coordinated UN
programming (and into wider aid coordination efforts), particularly within the context of the
Common Country Assessment (CCA) and United Nations Development Assistance Framework
(UNDAF) process — athough the CCA/UNDAF process itself has varied in depth and utility
from country to country.

The CP Approach has overlapped in time with related efforts to improve the development
effectiveness of WFP programming, not least the Enabling Devel opment initiative and the growth
in the use of VAM techniques. The CP Approach has been consistent with those efforts and has
been reinforced by them.

The CP Approach has been hampered in some countries by problems in establishing and
providing adequate budgets for programme support costs. Other impediments include the need
for more staff with competency in core development skills, and the need for effective results
monitoring systems. Some very small development programme countries have experienced
particular difficulty in implementing the CP approach. As these impediments are addressed, the
CP Approach can contribute to more effective WFP support of development programming.
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2. BACKGROUND AND CONTEXT

The purpose of the thematic evaluation of WFP's Country Programming approach was to provide an objective
basis for reporting to the Executive Board on the progress made in implementing the CP approach. In
addition, the evaluation was intended to provide information on the contribution of the CP approach to
furthering the effectiveness of WFP' s devel opment programs.

In 1994 WFP introduced a new policy framework called the country programming approach. This replaced
the project-by-project approach, which made it difficult to relate WFP assistance to overal national planning.
The new approach implied some fundamenta changes to the way WFP planned and programmed based on
a people-centred and food-based strategy and using the “country” as the basic entity for WFP' s engagement.
A CP incorporates WFP' s development activities and should be a cohesive and focused response to those
strategic objectives of a recipient country that coincide with the strategic objectives of WFP and other
assistance partners.

The report is based on an evaluation process that began in late 1999 when the decision was taken that
evaluations of WFP Country Programmes would be used as the major component for the thematic evauation
of the Country Programme approach, to be reported to the Executive Board. As a result of that decision,
generic terms of reference (TORs) for the evaluation of Country Programmes were developed early in 2000
and field tested during the Maawi CP evaluation carried out in March/April 2000.

These generic terms of reference represented an essential component of the thematic evaluation. They had
the effect of ensuring that each of the subsequent Country Programme eval uations would address the same
core set of issues using consistent methodologies and reporting with a common structure. As a result, the
ensuing CP evaluations represent a series of in-country case studies which serve not only as evaluationsin
their own right but as essential components of the thematic evaluation.

By the end of the year 2001, there were fifteen finalized CP evaluations available for review (both full and
summary reports) in a systematic thematic evaluation of the CP approach. In addition, the thematic evaluation
was able to access four summary evaluation reports for evaluations carried out in 2002. The nineteen CP
evaluations contributing to the thematic evaluation included examples of each of WFP's seven regional
groupings, except for Eastern Europe, which currently has no development projects or programmes (only
relief and rehabilitation activities).

In carrying out the nineteen CP evaluations, the different evaluation teams conducted document reviews, key
informant interviews and site visits relating to a wide range of WFP support to development programs and
projects. While not focusing directly on ng the effectiveness or impact of individua projects, the multi-
disciplinary teams did examine their integration into country programs and their relevance to shared WFP/host
country priorities, goals and strategies. In al, the CPs evaluated covered 65 active WFP supported
development projects or activities with total combined WFP budgets in excess of $825 million and total
commodity commitments of over 1.6 million metric tonnes'.

The CPs evaluated supported development programs across all areas of WFP activity, including school
feeding, infrastructure support, environmental protection, primary health care, rura development, vulnerable
group feeding, food for assets, and projects directly aimed at female beneficiaries.

The CP evaluations were devel oped, carried out and reported on according to the common methodologies,
approaches and reporting structures designed for the thematic evaluation. Those contributing to this review

1 A key issue raised by WFP staff in response to an early draft of the evaluation findings concerns the declinein
resources for development, especially in terms of the declining ratio of actual distributions compared to CP
commitments.
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covered over half of all current WFP CPs including many of the major ones, i.e. nineteen out of thirty-four
approved CPs.

3. SCOPE AND METHODOLOGY

3.1 TheGeneric Termsof Reference

In March 2000 the Office of Evaluation prepared generic terms of reference to be used to guide all ensuing
evaluations of Country Programmes (with suitable adaptations for the context of each programme and study).
The generic terms of reference are an essential component of the methodology for the thematic evaluation of
the Country Programme approach. They represent the primary means of ensuring that:

Each subsequent Country Programme eval uation would pursue a common set of eval uation objectives;
Each subsequent Country Programme eval uation would examine a common set of evaluation issues and
sub-issues,

The makeup of evaluation teams would be similar in size and expertise;

The methodol ogies and standards used in the evaluating the Country Programmes would be of a high
standard and would be consistent across the evaluations; and,

The Full and Summary Evauation Reports would use a common reporting structure and table of
contents to the maximum extent possible so that synthesis of the results would be facilitated.

3.2 Scopeof the Thematic Evaluation

Selecting the countries for evaluation

In implementing the Country Programme approach, WFP committed itself to an evaluation of each CPinits
portfolio. The CP evaluation takes place at an appropriate time in the programme cycle coming, asit does,
before the development of the next Country Strategy Outlines (CSO). The CSO is then used as a key base
for the development of the subsequent Country Program.  In planning the thematic evaluation, the evaluation
team (combining OEDE staff and an external evaluation consultant) reviewed the evaluations planned for
2000 and 2001 in order to follow the programme cycle and concluded that this would provide a strong
selection of CPs for coverage in the thematic evaluation. In the end, this sample has included 19 Country
Programs.

Full Country Programme evaluation reports were available for the thematic evaluation from the following
fifteen CPs:

Bolivig;
Egypt;
Ethiopig;
Ghang;
Guatemal a;
Haiti;

India;
Malawi;
Mali;
Mauritania;
Mozambique;
Pakistan;
Senegdl;

Y emen; and,
Zambia.
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Summary Evaluation reports were available for four CP evaluationsin:

Kenya;

Lesotho;
Madagascar; and,
Niger.

Section 4.1 below provides a more thorough analysis of the sample of 19 Country Programme Evaluations
carried out for the thematic evaluation.

| ssues Covered

In January 2000, during the devel opment of the generic terms of reference the evaluation team reviewed the
core documents pertaining to the CP Approach and carried out a week of in-person interviews at WFP
headquartersin order to develop a core set of evaluation issues. These exploratory interviews involved WFP
staff in the following areas.

Evaluation staff in OEDE;

Staff in the Office of Budget;

The Secretariat to the Executive Board;

Bureaux Liaison Officersin Operations Department;

Staff assigned to the Enabling Development Task Force;

Staff responsible for support to Vulnerability Assessment Mapping (VAM);
Staff of the Strategy and Policy Division, and

Staff of the Transport Division.

Drawing on the combination of document review and interview results the evaluation team identified a set
of evaluation issues and sub-issues to be addressed in subsequent CP evaluations. After modifications to
respond to improvements suggested during the Maawi Country Programme evaluation (carried out in April
2000 as afield test of the generic TORS), the issues set was finalized.

As aresult, each of the CP eva uations contributing to the thematic evaluation have been designed to address
seven major issues and 27 sub-issues (see Annex 3: Summary Findings of Individual CP Evaluations for a
full listing of issues and sub-issues). The core issues addressed by each evaluation are:

1 Has the process of developing a Country Strategy Outline (CSO) and a formal Country Programme
resulted in arecognizable CP as described and expected in the guidelines and policies of the World
Food Programme?

2. To what extent did WFP' s systems and procedures for programme and project identification, design,
budgeting, implementation and review enhance or impede the Country Programme approach?

3. To what extent has the design, development and implementation of the Country Programme resulted
in a more effective WFP contribution to development?

4, To what extent does the use of food aid in the current projects of the Country Programme reflect the
lessons |earned which were detailed in the WFP document “Food Aid and Devel opment” ?

5. Do the projectsin the Country Programme adequately address gender equality issues, especialy asthey
related to WFP' s commitments to women?
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To what extent does the use of food aid in the projects of the Country Programme conform to WFP's
Enabling Development policy? and

What measures can be taken in the development of the upcoming Country Strategy Outline and the
subsequent Country Programme to improve the effectiveness of WFP's contribution to devel opment
during the next programme cycle?

While isues 4 and 6 relating to the publication Food Aid and Development and to WFP's Enabling
Development Policy cover very similar ground, they were retained in the evaluations largely because the
detailed sub-issues listed under each were somewhat different.

With regard to issue number one, the extent to which a given Country Programme actually meets the basic
requirements of the CP approach and results in a recognizable Country Programme, the evaluation teams used
anumber of criteriawhich can be summarized as:

1

2.

3.3

the extent to which projects ongoing before the establishment of the CP were altered or refined to fit
into the CP approach;

the extent to which the Country Strategy Outline (CSO) and CP process in each country included an
analysis of national and sub-national food insecurity and vulnerability for targeting devel opment
assistance;

the extent to which the CSO and CP process resulted in an identifiable strategy for WFP development
programme assistance in areas such as partner choice, geographic targeting, sector targeting, etc.;
the existence of specific developmental objectives at the CP level as opposed to the project level;
and

evidence that the resulting Country Programme of WFP support exhibits the four desired major
characteristics of integration, coherence, focus (concentration) and flexibility.

M ethodology

Individual Country Programme Evaluations

Each CP Evaluation followed a three step process consisting of:

1

A desk review of the CSO, the Country Programme and related monitoring and eval uation documents
relevant to the CP in question for summary prior to the field mission;

Anin-country field mission of two to three weeks during which the teams.

conducted evaluation interviews with a wide range of key informants including Country Office steff,
contractors working on projects, partner agency staff, government officials, staff of UN agencies active
in processes such as UNDAF, staff of the World Bank and regional development banks, bilateral
donors, civil society organizations, and, wherever possible, with participants and beneficiaries of WFP
supported devel opment projects;

Collected project evaluations, summary reports, background documents, situation reviews, UNDAFs,
Common Country Assessment (CCA) reports, and any other materials relevant to the Country
Programme but not already gathered during the desk review in WFP headquarters; and,

Undertook preliminary analysis and briefed stakeholders on preliminary findings;

A synthesis and report writing phase which took place after the team had returned from the programme
Country.

The evaluation teams were limited in size to 3-4 persons with leadership provided by an external consultant
but often with a WFP OEDE staff person included as part of the team. Individual Country Programme
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eva uation reports were subject to peer review processes at WFP headquarters and made available in summary
form to the Executive Board.

As adready noted, the Full and Summary Eva uation Reports used a common reporting structure to facilitate
the synthesis of findings and conclusions during the final stage of the Thematic Evaluation.

Synthesizing Results of Country Programme Evaluations

The process of synthesizing the results of the Country Programme evaluations began in September 2001 and
continued to the preparation of thisreport. It included the following steps:

Review of the first fifteen evaluation reports (some in draft form) in September-October of 2001;
Presentation of Preliminary Evaluation Findings at WFP HQ in November 2001 and discussion of the
implications of findings with a significant group of WFP managers including telephone interviews with
regional programme advisors in the decentralized bureaus.

A Draft Summary Report was prepared and circulated in March 2002 for comments; and,

Four more Country Programs were added to the analysis and this report prepared in April/May 2002.

It is worth emphasizing that the Thematic Evaluation of the Country Programme approach must be seen as
much more than a desk review. Because the 19 Country Programme eval uations summarized in the review
were designed and implemented using a common framework and methodological approach, in essence this
report is based on 19 separate field cases studies (encompassing some 40 —60 weeks of work in the field)
supplemented by document reviews, key informant interviews and quantitative data reviews carried out at
WFP headquarters on three separate occasions.

4. FINDINGSOF THE THEMATIC EVALUATION

4.1 SampleAnalysis

The sample consisted of 19 country programs from Asia, Africa, and Latin America. Between them the CPs
that were evaluated amounted to approximately $640 million in budgeted funds for development programming
and contained over 65 development projects. Graph 1 below presents the 19 countries organized by program
size and number of projects.

The programs in the sampled ranged in size, from Ethiopia ($140 million) to Lesotho ($6 million), and
complexity from Lesotho with 1 project to Maawi with 7 projects. However, most programs are in the $20-
40 million range with 2-5 projects. They aso differed in when the CP in question started and the overall
duration. The earliest CP was reported as starting in 1994 in Pakistan. The start dates for the remainder were
2in 1997, 13in 1998, 3in 1999, and 1 in 2000. The longest duration reported for a CP was Ethiopia (1998-
2003) and the shortest Lesotho (2000-02) but most were of 3-4 year duration. The CPs were evaluated at the
mid to end point of their first CP, with the exception being Pakistan, evaluated 2 years after the end of the first
CPphase. A complete breakdown by program can be found in Annex 2 to this report.
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Graph 1 — Programme Size and Activities
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Out of the nineteen countries in which WFP development operations were evaluated, thirteen countries were
reported to have a recognizable CP as described and expected in the guidelines and policies of the WFP. (See
Graph 2 for acomposite analysis). In many of the cases where the evaluations reported a better than average
CP approach, existing projects and initiatives were modified, refined, focused, and then linked with one
another. The strategies outlined in these thirteen CPs (and their associated CSOs) concentrated on targeting
the most vulnerable communities and regions defined as the most food insecure. They also focused most
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heavily on capacity development, especialy human resource development. This shows that working with, and
improving existing projects, rather than having to commence a whole new series of projects can represent a
reasonabl e approach to the development of a CP.

Six of the countries evaluated were found to be lacking an identifiable strategy for propelling the Country
Programme (Madagascar, Malawi, Mali, Niger, Yemen, and Pakistan), despite the existence of approved
CSOsand CPs. Whileit was possible to infer abasic CP strategy by working backwards from the goals and
targets specified for each development activity supported by WFP, there was a lack of an explicit reference
to a strategy, objectives or goals at the CP level. In CPs where the evaluation teams concluded that a CP
approach had not been implemented, the criterion most often not met was any noticeable change in the pre-
existing development projects in each country (or an explanation of how continuing projects or activities
without significant alterations fit with the strategic direction of the CP)

Extent to which ongoing projects were modified to fit the CP

Background

The first factor to be analyzed in determining if a recognizable CP had resulted from the CSO and CP
development processes was the extent to which ongoing projects were modified to fit the CP. To address this
issue the evaluators examined how many activities in the current CP were ongoing before the CP was
established. They then looked at the question of whether those activities were modified to fit more readily
into the CP approach and if they were maodified, how were they modified.

Findings

Examining the CP Approach from countries at both ends of Graph 2, indicates that one of the important
characteristics of programmes is the way modifications were, or were not made, to existing projects. The
countries that the evaluators had rated the highest in having a recognizable CP approach, tended to rethink
and reformulate their projects from the overall strategy and objectives of the CP. Those that were rated the
lowest tended to continue with unmodified projects/activities with little or no reference to the overall strategy
or to each other.

Among those countries that rated highly in having a recognizable CP (Haiti, for example) the CP took over
projects that were already ongoing or supported by WFP, which were deemed appropriate because priorities
had remained the same due to stagnation of the economy, of services and of living standards and the CP
enabled the natural anchorage of projects around the two programming streams. In India the CP approach led
to changes in the aready established areas of WFP activity rather than identification of new activities for
intervention, as existing projects provided ample opportunities for the pursuit of CP objectives.

In the countries that were not rated as well, projectg/activities tended to continue on without any changes
despite the development of the CP. In Pakistan the interventions were implemented amost entirely as discrete
activities and there was little qualitative change from WFP's own perspective after introduction of a CP
approach. In Maawi it appears that attempts at modification were made but were not successful. Three core
activities were developed in the CP, one of which was essentialy rolled-over from previous projects.
However, the redesign of projectsinto CP activities did not improve their relevance to CP objectives.

Issues and Analysis
Given that most countries had projects that pre-dated the CP and that continued for the duration of the CP
period under evaluation, the issue is not that some countries devel oped new activities that were in-line with
the CP while othersdid not. Rather it isthat some countries worked with the CP and modified their (existing)
programme accordingly while others did not make substantial changes or were not successful in making
substantial changes.
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Recommendation:
The factorsthat led to successful or unsuccessful project modification and re-orientation should be
identified by WFP, to inform and improve the success of CP approachesin the future.

Inclusion of analysis of food insecurity and vulnerability for targeting devel opment assistance

Background

The second factor to be analyzed with respect to a recognizable CP was the inclusion in the CSO and CP
development processes of anational and sub-regional food insecurity and vulnerability analysis. In addition
the CSOs and/or the CPs were examined for reference to material developed for the individual countries by
the VAM unit of WFP.

Findings

There were a range of findings with respect to the inclusion of analysis and reference to VAM material.
Fourteen out of the nineteen countries had a“hunger” analysisincluded but only five of these had used VAM
asatargeting tool. In Bolivianational food insecurity and food deficits as well as poverty and malnutrition
of rura and peri-urban populations are well mapped. In addition, the CO undertook VAM analysis and was
able to target food deficit municipalities. In Zambia district level geographic targeting in food for assets
(UFFA) and school feeding (SF) projects was explicitly based on VAM anaysis and within data constraints,
VAM anaysis and targeting are generally satisfactory.

In nine countries hunger analysis was undertaken and included in the CP, but either the VAM material was
not available, the process was not undertaken properly, or it did not provide micro-level targeting. In Haiti
the CSO did a summary analysis of food insecurity at the macro level, showing that no region of Haiti has an
acceptable level of food security. However the CP makes no reference to a VAM Unit or specific VAM
analysis, but WFP supports CNSA research (CNSA = Coordination Nationale pour la Sécurité Alimentaire,
formed at the Rome Summit in 1999 to coordinate food security actionsin Haiti). A need remainsfor analysis
at household level to better target and coordinate food aid.

In Mauritania the CP was prepared without benefit of VAM that was not used regularly at the time, but the
CP selected initial geographic areas of intervention based on data from investigation of household living
standards and poverty profile investigations. Unlike previous projects, the CP has deliberately selected food
insecure and vulnerable regions. In India, reference was made to ongoing VAM analysis but it was not clear
that this was available and in use during the planning of the current CP (1997-2002). In Ghana ho VAM
analysis was done so the programme relied on Ghana Living Standards Survey data (GLSS) that was
considered outdated by the evaluation team.

In five countries there was no analysis carried out, including some countries that were fairly well rated as
having arecognizable CP. In Guatemala, for example, thereis no indication in the evaluation of a structured
analysis of food insecurity being carried out during the preparation of the CSO and CP (although some
information was gathered and profiled by a consultant). However, the evaluation notes that there is an
expectation that newer projects will be informed by the work of the VAM unit and will be more focused and
with more explicit criteriafor inclusion of beneficiaries.

Issues and Analysis

The majority of CPs evaluated were developed using some level of analysis of food insecurity and
vulnerability, which is a positive finding. In the minority of CPs where VAM was referenced it was found
to be of benefit in targeting and in those countries where VAM was not available its introduction was seen
as helpful approach. However ageneral comment was made that VAM does not appear to provide community
or household level data which would permit more micro-targeting.
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Recommendations:
The evaluations note that there is a need to improve VAM capacity at the Country Office level and to
extend VAM? methods to the community (and even household) level, to the extent redlistic and feasible,
so that the micro level targeting of development food aid can be improved. There will be cost
implications that have to be taken into account in more sophisticated targeting, however.
WFP should continue to expand the use of VAM and examine ways that it can be used to target at the
community and household level.

Extent to which CSO and CP processes resulted in a WFP devel opment assistance programme strateqy

Background

The evaluations aso conducted an analysis of whether the process of developing the CSO and CP resulted
in an identified strategy for WFP developing programming. The evaluators examined a range of strategic
areas including the consideration of key partners inside and outside government, geographic target areas,
targeting considerations within geographic areas, and programme areas that were best dealt with by other
agencies.

Findings

The mgjority of countries evaluated, 13 out of 19, did have an identified strategy for WFP programming and
most of these contained the key areas listed above. In Indiaanew integrated strategy was adopted to generate
more synergy among sub-programs by moulding the CP into a programme for sustainable household food
security and consolidating projects gradually into areas where simultaneous interventions can take place.
Programme activities were to become less geographically dispersed and be increasingly targeted to food-
insecure states and districts.

In some of the countries the strategy was in place but was missing some key elements or contained some
inconsistencies with respect to other programming. In Zambia the respective functions and responsibilities
of the various participating agencies needed to be clearly defined and agreed upon and the RFFA desigh was
found to conflict with other development initiatives. In Senega the targeting of beneficiaries and
geographical targeting were not harmonized.

In 6 out of the 19 countries studied there were more serious issues at the strategy level. In Maawi it was
found that there was no explicit strategy for WFP devel opment programming. In Mdli, in the absence of an
explicit strategy the evaluation team was able to analyze the goas of specific interventions to arrive at a
general, overall objective for the CP. In Pakistan there were no comprehensive documents spelling out the
goals, implementation modalities and the WFP/Government obligations to individual activities.

Issues and Analysis

Most countries have an acceptable strategy that incorporates the essential elements. As all of the countries,
with the exception of Pakistan are at the mid or end point of their initial CP phase, these strategies can be
further refined, or in the case where an identifiable strategy was not found, an appropriate strategy can be
developed.

Recommendation:
For the six countries found to be without an identifiable strategy with al the essential elements, the
investment of time and resources should be made to complete one for the next CP phase. Perhaps a
session could be organized to share lessons learned and successful approaches to putting an
appropriate strategy in place.

2 While VAM methods are noted as a factor in improving targeting for more than two-thirds of the Country
Programmes, there is arecognition in the CP evaluations that VAM capacities vary from country to country and that
the quality of VAM products isimproving over time.
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Existence of objectives at CP level

Background

The fourth factor that the eval uations examined was the articulation of objectives at the CP, as opposed to the
activity level. Specificaly were the objectives at the CP level relevant, redlistic, and attainablein light of the
approved activitiesin the CP.

Findings

Out of the 19 countries 16 had specific objectives at the level of the CP, but with 5 of those there were issue
with the objectives or the links to the activity level. Some of the issues were that the objectives were too
genera to be linked to specific initiatives (Lesotho and Mali) or that there were some incompatibilities
between objectives of CP and objectives of activities (Madagascar). Three of the countries (Niger, Pakistan
and Y emen) had problems with the objectives or there were no objectives.

In Niger the objectives were inherited from the former projects rather than planned at the CP level. In
Pakistan the CP itself lacked any overall description of goals to help in designing the interventions and
implementation of different elements of the programme was carried out independently.

Extent to which CP has characteristics of integration, coherence, focus and flexibility

Background

The key reference documents supporting the CP approach make it clear that the approach was expected to
result in developmental programming using WFP support which exhibited improvements in the areas of
integration, focus, coherence and flexibility. The CP evaluations assessed these factors using the following
working definitions:

Integration - Fit between WFP supported projects or activities and the plans, priorities and actions of
local partners and other donor agencies;

Focus - Concentration of different WFP supported activitiesin common geographic areas, communities
or target groups,

Coherence - Linkages between projects or synergies from different activities influencing the same
outcomes, where appropriate; and,

Flexibility - The capacity of WFP country offices to re-direct resources from one activity to another
or to re-focus and re-orient an activity during a given CP cycle.

Overview

The extent to which the evaluated CPs exhibited the desired characteristics of integration, coherence,
concentration, and flexibility follows the same pattern as the overall results for this section of anaysis
represented in Graph no. 2. In 12 out of the 19 countries the CPs exhibited most or al of the desired
characteristics. An additional 4 countries had CPs that exhibited some of the desired characteristics, and 3
countries (Malawi, Mali and Senegal) had CPs that exhibited few or none of the characteristics. In genera
terms, integration and concentration have seen much more improvement than coherence, while flexibility,
where just over half of the CPs exhibited this characteristic, seemed to depend on other factors than the CP
approach.

Findings

I ntegration:

Out of the nineteen Country Programmes evaluated, 12 are classed as meeting the criteria for implementing
a CP approach more closely integrated in a range of processes extending beyond WFP. They were more
clearly consistent with national government priorities and targets in reducing vulnerability, food insecurity
and hunger. They aso tended to be more directly linked to processes for aid coordination both within the UN
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system and beyond it to other donors. It is also clear that the pace of integration of WFP development
programs into these processesis somewhat dependant on the success of efforts such as UNDAF. Five of the
programs met some elements of the criteria and two programs (Madi and Senegal) had little or no integration.

Coherence:

Coherence, the extent of linkages and synergies was one of the weakest areas of the CP approach identified
through the evaluation. In just under half of the nineteen countries the evaluation teams noted a strong
tendency for WFP supported development activities to continue in isolation from each other without
discernable linkages either across activities or from activities to anationa strategy.

The evaluation teams tended to frame the issue of coherence in two different ways. The first concerned the
extent to which WFP supported development activities were consistent in their orientation and objectivesto
the higher-level objectives and strategies expressed for the CP asawhole. Asaready noted, for most of the
CPs meeting the criteria of the Country Programme approach this aspect of coherence was positively rated.

For these CPs, the objectives expressed at the activity level were consistent with those at the Country
Programme level and with the strategic direction chosen for the CP.

The second aspect of coherence dealt with by the evaluation teams concerned the extent to which the WFP
supported development projects in each country showed signs of either having been chosen to be
complementary to each other (for example by focusing on different target groups or communities with
different needs but similar levels of food insecurity) or to have developed synergistic links from one activity
to another. While improvements have been made in geographic targeting, most evaluations note that more
needs to be done to develop linkages across activities or to make them more complementary.

Some WFP managers in the countries evaluated have questioned whether it is possible, or even desirable, to
expect large WFP supported development projects or activities to be effectively linked together in a coherent
set of objectives. They may be managed by different counterparts, have different key stakeholders and be
widely separated in geography and even, at times, duration. On the other hand, the CP approach is intended
to gradually reduce this type of isolation, so that linkages and synergies from one activity to another can be
developed. Coherence and linkage across WFP supported development activities should represent agoal for
further generations of CPs. Thisis particularly important in very small programme countries where focus,
concentration and coherence in the activities supported may reduce the burden of design, management,
implementation and monitoring faced by the Country Office.

Concentration:

The nineteen countries evaluated showed good progress in concentrating different WFP supported projects
in common geographic areas, communities, and target groups (usualy on the most vulnerable and food
insecure). The combination of the CP approach and a greater emphasis on targeting has been cited by the
evaluation teams as resulting in improvements in the focus of development activities on the most vulnerable
and food insecure regions of the countries concerned.

In Indiathe evaluators found that the CP has increasingly focused on the most disadvantaged districts, villages
and beneficiaries and on two key implementing agencies. In Haiti the evauators reported that the
concentration of activities was deemed appropriate and supported by available studies confirming that the
North is the area most affected by drought and food insecurity.

In a few countries, however, activities had not been concentrated or efforts at concentration were not
successful. In Senegal the evaluators found that although efforts towards the concentration of activities had
been made, they were unsuccessful, with the actua beneficiaries still being asmall proportion of the potentia
beneficiaries. With these and other programs there is still considerable scope to improve the focus of many
development activities at the sub-regional level so that the most vulnerable communities (and even
households) are better targeted. For example, in Mdli, the evaluators reported that there is scope for further
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concentration of aid by regions with high food insecurity and on zones subject to catastrophe as well as on
women.

It is reasonable to argue that improvements in the targeting of individual activities could have been achieved
outside a Country Programme approach. However, this overlooks the fact that a significant portion of the CPs
evaluated showed some evidence of a common approach to targeting emerging across more than one project
or activity

Flexibility:

The question of flexibility in the application of the CP approach is inherently bound up in issues of the
decentralization of authority to the CO level within WFP and the flexibility, or lack thereof, of budgeting
rules and procedures (as well as with other constraints such as trained staff).

A key feature of the CP approach as described in reference documents was the intention that WFP support
to development programming would be made more flexible as it moved from a project to country programme
orientation.

The CP evauations have generally not emphasized any significant increase in the flexibility of WFP support
to development programming arising from the CP approach. However, this is an area where recent
evaluations seem to differ in their findings from those carried out during 2000 and 2001. Of the four CP
evaluations reporting in later 2001 and early 2002 (Kenya, L esotho, Madagascar and Niger), three assessed
flexibility as being strongly improved, especially as aresult of decentralization of authority to the Country
Officelevd.

In generd terms the evaluation teams reported positively on the level of authority delegated to the CO level
but also reported alack of precise understanding of what functions had or had not been delegated. Thefirst
generation of CSOs and CPs were devel oped in the absence of detailed guidelines (although the basic policy
documents were available).® Similarly, the evaluations reported that some managers were unclear on their
authority to move resources from one devel opment activity to another.

Issuesand Analysis.

One of the key relationships illustrated by the CP evaluations concerns the timing and linking of the CSO
process and the devel opment and approval of the CP. Evaluation teams noted that it was understandable and
desirable that the CP development process should be reasonably flexible and that the CP should change to
reflect changing conditionsin the country, even if that means moving away from some aspects of the CSO.
On the other hand, when delays in programming mean that the CP represents a radical departure from
objectives and priorities established in the CSO, this raises questions about the validity of the CSO process.

One may ask what can reasonably be expected in the way of atering development activities as the CP moves
from one cycle to the next? In particular, many of the evaluations noted that WFP's partners, especialy
partner agencies in host governments, were comfortable with the WFP project approach and resisted changes
in projects or activities (especially ending pre-existing projects) in order to respond to the CP approach. This
may be linked to established interests in WFP continuing to support a certain sector.

One of the most significant recurrent problems in linking Country Programmes to a specific strategy occurs
on those occasions where there is along delay between the CSO and the approval of the Country Programme.

Most importantly, when CP level strategies are explicit, the objectives specified for devel opment support at
the Country Programme level are linked to the stated objectives of the specific development activities being
supported in each country.

% In recent years, however, considerable work has gone into devel oping guidelines and manuals that support the CP approach
and the Enabling Development policy.
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4.3 Contribution to Development Effectiveness

Background

The evaluation also examined the extent to which the design, development and implementation of a CP has
resulted in a more effective WFP contribution to development. The evauation teams faced an important
congtraint in evaluating how well and in which ways the CP approach may have contributed to improving the
effectiveness of WFP support. This constraint arose from the fact that the CP approach is but onein arange
of initiatives inside and outside of WFP aimed at improving the effectiveness of food aid as a resource for
devel opment.

The UNDAF and Comprehensive Development Framework (CDF) processes, for example, are intended to
improve the integration and coordination of development assistance at national level. WFP would presumably
have taken part in these processes with or without the development of the CP approach* (although it can be
argued that the CP approach has reinforced WFP participation in UNDAF). Similarly, the Enabling
Devel opment document and policy and subsequent task force have tended to emphasize development practices
in keeping with the CP approach.

Thus, it was not possible for the evaluators to consider the CP approach in isolation from ongoing efforts to
improve development cooperation in general and WFP food aid in particular. Rather, they focused on how
the CP approach could be seen to strengthen (or weaken) parallel efforts at improving development projects
and how, in combination, all these projects were contributing (or not contributing) to improved development
effectiveness.

To determine this degree of achievement in this dimension several factors were considered. These included:

The leved of involvement of the national government in the pre-CSO review of needs and their
agreement with the stated priorities of the CP;

The degree to which the process of devel oping the CP enhanced WFP sinvolvement in ongoing CCAs
and UNDAFs;

Theleve of enhancement of WFP' s ability to contribute to UN coordination through the CSN, CCA,
UNDAF or other processes by shifting to a CP approach;

The effect of the process of developing the CP on the ability of the national government to make and
meet programme commitments regarding counterpart contributions including both finances and staff
time;

The level of inclusion of contingency planning measuresin the CP at either the country programme or
activity level and projects aimed at ensuring that disaster preparedness or disaster mitigation actions
aretaken in development projects so that the transition to emergency operations may be more effective
and timely when necessary;

The degree to which the CP describes PRROS and EMOPS and notes any possible actual or potential
interaction between devel opment projects and relief; and,

The extent to which the CP mechanism permits necessary and appropriate shifts of resources among
projectsin atimely and efficient way.

Findings

It should be noted that several of the CPs evaluated were early in their implementation phase and could not
be expected to provide much evidence of an increase in the overal effectiveness of WFP support to
development projects.

* Thisis especially the case since Protracted Relief and Rehabilitation Operations (PRROS) are not included in the
core Country Programme document.
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Despite this and the limitations discussed above, thirteen of the countries demonstrated some increase in
development effectiveness, based on a review of the factors mentioned above. With respect to CCA and
UNDAF, in Mozambique the evaluators reported that the CP process greatly enhanced WFP involvement in
the CCA and UNDAF and that WFP is now a strong and valued contributor to CCA and UNDAF processes.

In terms of government involvement and commitments, in Mauritania, it was reported that the CP has led
to an improved government attitude to WFP food aid programming and that the government is now more
involved in the preparation of individual activities and counterparts are more involved and receptive than in
the past.

For two of these countries, the increase in devel opment effectiveness may have been largely due to overall
improvements in donor coordination, which would have taken place anyway under the UNDAF process.

For the other six countries, the eval uation teams reported that because of the absence of a CP approach, or the
fact that not enough time had elapsed, they were not able to reach a conclusion on whether the CP was
contributing to improvements in the effectiveness of WFP support to development projects. In Haiti the
evaluators reported that it was too soon to draw definite conclusions on improvements to WFP devel opment
effectiveness as the programme was slow to start due to country instability and staff turnover at beginning.
Government participation was also problematic in this group. In Y emen, for example, the evaluators found
that government priorities and policies were taken account of in review of experience and in problem analysis
but that there was no indication of direct government participation.

Overdl, the evaluations report that the CP approach contributed to the effectiveness of WFP support to
development projects in the following ways.

improved targeting of WFP development assistance at the sub-national level;

provision of amore credible development programming process for WFP which allows and encourages
more engagement from host governments;

strengthened WFP capacity and credibility for participation in the CCA and UNDAF processes,
clearer linkages from each WFP supported development activity to objectives at anational level;

a programming framework which is supportive of the development planning policies and practices
described in the Enabling Development policy; and,

aframework of strategies, goals and objectives which has the potential to serve as abasis for
assessing the results of WFP support to development at a national level.

Issues and Analysis

In genera terms, where it has been in place for sufficient time, the CP approach has been evaluated as
contributing to improved devel opment effectiveness, while being enhanced by UNDAF and similar initiatives.
The evaluations aso point to convergence of some different processes aimed at improving the targeting of
United Nations system and WFP support to development programming: the Country Programme approach
and Vulnerability Assessment Mapping (VAM) methods at WFP and the Common Country Assessment
(CCA) elements of the UNDAF process. The CP evaluations were careful to point out that it is difficult to
disaggregate these three phenomena and isolate the impact of the CP approach on the effectiveness of efforts
to better target developmental food aid to the most food insecure and most vulnerable.

4.4 CP Approach and Enabling Development Policy

3.3.2 Background

The third dimension of the CP approach to be evaluated was the degree of conformity with the Enabling
Development initiative at WFP (Food Aid and Development -FAAD- policy). The evaluation teamsin each
country were charged with reviewing the CPs and their constituent devel opment projectsin order to assess
how well or poorly they reflected the “Enabling Development” policy and recommended practices. While
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many CPs pre-date the Enabling Development policy, which was formally introduced in May 1999, the
research and discussions which led up to the policy were reasonably well known at WFP well before then.

Evaluation teams arrived at ajudgment in this area based mainly on whether or not the groups targeted and
the sectors of activity chosen for each development activity in the CP coincided with the five focus areas
outlined in the Enabling Development document®.

Findings

The overwhelming majority of CPs (17 out of 19) can be classed asfully (15) or partialy (2) compatible with
the Enabling Development policy and most of its associated practices. It isimportant to note, however, that
this finding was expressed at the level of an overal or genera fit, in that the sectors of programme
concentration coincided with several of the goals of the Enabling Development policy. In Ethiopia the
evaduators reported that the CP addresses all five themes of the Enabling Development policy and al activities
emphasize local participation by beneficiaries, careful targeting, particular focus on women'’s requirements
and participation, collaboration with central and local government policies and initiatives and with other donor
and implementing partners.

Most of the evaluation reports noted some areas where one or more development activity needed design
improvement to be more fully consistent with the policy. In Mali the evauators reported that the objectives
of the programme and, in particular, of the basic activities are consistent with the direction of the Enabling
Development policy; however, there remained agreat deal to be done to guarantee real compatibility with the
policy at the level of theinterventions. In Haiti the evaluators stated that CP projects all clearly conformed
to policy but there was insufficient monitoring of activities. In'Yemen they found that interventions address
two of the five priorities (health and human resources) and two of the planned activities will also address
priorities relating to girls educational development and to assets for poor rural families. They aso stated that
relatively weak targeting, partnership and participation al question compliance with Enabling Devel opment.

Issues and analysis

One of the mgjor issues brought forward in the evaluations was that there were problems with monitoring and
indicators. Only 4 of the 19 countries reported making progress on monitoring and indicators while the
majority reported this as an area of concern that required future strengthening. In Haiti the evaluators reported
that monitoring is the weakest aspect of the CP and that adequate performance indicators and targets are not
defined or measured.

The general lack of baselines against which progress could be measured was also a common concern. In
addition many of the countries reported that VAM and other techniques needed to be used to improve existing
monitoring systems. The evaluations noted a heed to improve the targeting of hungry poor families through
the extension of analytical methods to a more micro level within each country. Those evaluations dealing with
WP food-for-asset-creation projects noted a need to improve the link between participants and the benefits
of the assets created - an important element of the Enabling Development policy.

Recommendation:
WFP should continue to strengthen monitoring capacity and systems at CO level, with specific focus
on indicators and baselines.

® Enabling Devel opment, World Food Programme. WFP/EB/A/99/4-A. Rome, May 1999.
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4.5 Factors Enhancing or Impeding Implementation

Background

A key dimension to be examined by the evaluation was the extent to which WFP' s systems and procedures
for programme and activity identification, design, budgeting, implementation and review, enhanced or
impeded the CP approach. To determine the degree of achievement in this dimension several factors were
considered. These included:

The extent to which the delegation of authority to the regional and country office level enhanced the
flexibility of the Country Director in developing and negotiating a CP and in making shiftsin resources
when appropriate and whether the Country Director had been pro-active in using those authorities
which had been devolved;

If appropriate policy statements, guidelines, and headquarters staff support had been made available
to country offices during the development of CSOs and CPs;

The degree to which (in the experience of the WFP office) procedures and rules for establishing
programme and activity budgets were appropriate to a CP approach and if they alowed for the required
flexibility in resource planning and allocation; and,

The appropriateness of the staffing mix in the country office given the requirements of the CP approach
and if short-term technical support was available where needed and appropriate.

Findings

Extent to which WFP's Systems & Procedures Impede or
Enhance the CP Approach

1=Generally 2
Enhance
O=Impede 1 1
& Enhance

-1=Generally o———

Impede

With the exception of Bolivia it was found that WFP systems and procedures either both enhanced and
impeded the CP Approach or generally impeded it. To better understand these results each of the factors
considered will be examined.

The delegation of authority and resulting enhanced flexibility was found to have mixed results across the 19
countries. In Boliviathe experience was positive and the evaluators noted that decentralization and delegation
of authority to CO level had contributed to flexibility and been seen as a positive development in Bolivia
However, in Zambia the CD’s delegated authority was limited by the financial procedure under which all
payment authorizations were raised in Rome. The evaluators found that this directly affected programme
flexibility by rendering even more difficult, complicated and protracted the procedures for food borrowings
that are an important field programme management activity in order to respond rapidly to urgent and
unplanned food needs.

Most of the evaluations reported that policy, guidelines, and support had not been an enabling factor in the
CP approach. Many stated that the first generation CP had been developed before supporting systems,
policies and guidelines were put in place, although they reported that they were useful once received. In
Senegal they found that the overall lack of clarity of directives for CP implementation had slowed down
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preparation of programme documents such as the Agreement, approval of activities, and operationa plans.

In Yemen the evaluation report indicated that the lack of clear guidelines, at the time of CP drafting, on
making the CP approach operational may be one reason the CP approach in Yemen was found to be so
rudimentary.

Most of the evaluations also reported that budgeting procedures and rules had not been an enabling factor in
the CP approach. In Zambiathe evaluators reported that the scope for flexible allocation of resources was
constrained by budget and accounting procedures that were still based on individual projects and not on the
CPitself.

Another common constraint that was reported by a number of programs, was the method used for calculation
and allocation of direct support costs (DSC), which had created shortfalls in human and material resources
required for programme effectiveness and efficiency. 1n Mozambique the evaluators found that the method
of calculating and alocating DSC for development modeled on emergency calculations was a serious
disincentive to staff. Thiswas attributed to the fact that adequate budgetary resources were not allocated to
preparation and administration of the development portfolio because of method of cal culating the DSC.

The final factor to be examined was the appropriateness of the staff profile at Country Office level, and the
availability of short-term technical support. Aswith delegation and flexibility, the evaluations differed across
the 19 countries in the area of staffing and technical support. Some countries were found to have sufficient
appropriately quaified staff. In Bolivia, for example, the WFP country office was judged by the evaluation
team to have sufficient knowledgeabl e staff to carry out the administrative and technical tasks necessary to
implement the CP, although there was a need identified for training in new methods and proceduresin light
of the pace of change at WFP. In Indiathe evaluators found that although staff numbers remained static and
had not been affected by the creation of the CP, they seemed to have the right combination and profile of skills
required to design, manage, and implement the CP. However, echoing a common problem across many of
the countries, they found that the staff numbers were deficient to undertake effective monitoring. This
problem was being addressed through the recruitment of monitors on a short-term contract basis. In other
countries the evaluators found that there was a clear need for more staff and more competency in core
functions of logistics, monitoring and evaluation, gender equality analysis and VAM.

Issues and Analysis

In genera the evaluations noted the following factors as contributing to, or impeding efforts to fully
implement the Country Programme approach at WFP;

Factors Enhancing:

: The ongoing integration of the WFP into UN reform and donor coordination initiatives, especially the
Common Country Assessment (CCA) and UNDAF processes. Thisistrue, in particular, of the CCA
process, since it provides the opportunity for WFP to play an important role in mapping food insecurity
and vulnerability, which also serves as a key input to development of the CSO and CP. It should also
be noted, however, that WFP is not always assigned this role in the CCA and UNDAF processes.
Ongoing efforts within WFP to promote the full implementation of the practices and policies of
Enabling Development since, like the CP approach, they place a priority on careful and integrated
design of development projects using food aid;

VAM methods and capacities within WFP are seen as potential contributing elementsto a CP approach
since they can help in defining the target population for WFP assistance to development activities if
those activities are to use food aid in an effective way. The application of VAM methods has been
reported as variable in quality in the past but this appears to be improving over time ;

The decentralization of authority to the Country Office level and creation of the regiona bureaux; and,
The continuing stream of policy statements and initiatives relating to the use of food aid in
development. In particular, the fact that the Programme Design Manual (PDM) is now available
electronically (and should include the new monitoring and evaluation guidelines by the end of 2002).
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Factors Impeding:

. Inadequate levels of budgetary support available for the non-food costs of developing and implementing
Country Programmes,
Thelack of understanding by some staff at Country Office level of how much budgetary flexibility is
appropriate and allowable, especially with regard to re-allocating resources from one development
activity to ancther;
Limited understanding among key stakeholders (especialy host government counterparts) of the
implications of the CP approach. This lack of understanding inhibits WFP ability to develop and
promote an appropriate level of commitment to shared objectives;
The need for WFP staff (especially in smaller Country Offices) with core competencies and experience
relevant to development programming. In particular, thisincludes competency in development project
design, results definition, monitoring and evaluation, gender analysis and VAM;
The absence of clear objectives and results expectations in WFP supported development projects or
activities carried over from former program/project cycles;
The absence, in some countries, of baseline data and of adequate systems for monitoring the results of
WFP supported development projects.

Recommendations:
Among the many issues regarding WFP systems and procedures the question of how programme support
costs are assessed and alocated should be addressed, as it appears to be a major constraint to
programming flexibility, noted in twelve of the nineteen evaluations.
WFP faces amajor challenge in securing and allocating adequate budgetary fundsin support of complex
processes of planning and implementing development programs. Unfortunately, these processes are not
related directly to the quantity of food aid shipped, which is used as a basis for calculating direct support
costs (DSC).
The problem is much broader than the formula used to allocate costs, however, since it relates to the larger
question of securing and allocating adequate funds for investing in appropriate levels of programme
design, implementation and monitoring®.

46 CP Evaluationsand WFP's Commitmentsto Women
Background

The evaluations included an assessment of whether or not the CP' s reviewed represented a serious effort to
meet WFP’'s Commitments to Women (CW) and to achieve the percentage targets established for women's
participation and benefits. This included an examination of whether the projects in the CP adequately
addressed gender issues, what the CP approach and CW (mainstreaming) were, and what changes were
required to meet the Commitments to Women.

Findings

In this area the evaluations reported positive results with 14 of the 19 evaluations concluding that the Country
Programme had made a serious effort to meet the Commitments to Women, while three concluded that this
had been partialy achieved. Only one CP evaluation serioudly questioned whether the CP included a sufficient
effort to meet the CW. In Indiathe evaluators reported that the gender focus was one of the most positive

® The CP evaluations noted an important problem in the area of personnel and financial resources available at the CO
level to support and sustain the process of planning, implementing and monitoring the relatively complex processes
which are consistent with a Country Programme approach but they did not provide a detailed breakdown of the roots
of this problem. For example, in those countries with significant relief operations, WFP staff numbers and operational
resources may be quite high and there can be some cross-subsidization from those operations to the development
portfolio.

18




L%‘

¥
k«&

¥

~—~

Full Report of the Thematic Evaluation of the WFP Country Programme Approach

features of the India CP and that gender equality was integrated into the country programme, into the design
of activities, and into programme planning, monitoring, evaluation, and reporting. In Maawi the evaluators
reported that the performance of CP in adhering to Commitments to Women was commendabl e as the Gender
Action Plan (GAP) was reviewed biannually, afoca point was appointed to the GAP, and gender projects
were well integrated with national gender policy.

Issues and Analysis

More than half of the evaluation reports noted that the women-centred approach of the CW, with their
emphasis on percentage participation targets presented important analytical limitations. In Haiti the evaluators
found that the strategic orientation of each activity reflects the programme’ s focus on women, children and
households headed by women relatively well, but there was no real strategy to specifically take women's
interests into account.

The evaluations also point out that data on women'’s participation rates as workers or beneficiaries fails to
capture important information on how women’s and men’ s roles as managers, decision makers, workers, and
beneficiaries may be changing as a result of WFP-supported programmes. In Senegal, for example, the
evaluators reported that, athough women are 40% of beneficiaries for City Rehabilitation projects and 100%
of Community Nutrition beneficiaries, data was inconclusive on how the other projects met their targets or
addressed gender issues.

The evaluation reports also note that activity reports do not provide sufficient detail on how women
participate. They do not, for example, report on how the assets created benefit women or to what extent
functions assigned to women may add to their “double burden” of productive and reproductive roles. In
Zambia the evaluators reported that while considerable efforts were made to address gender issues in the
design of the CP, in some cases decisions had had opposite effects to those intended, in particular in Food-for-
Assets projects where participating women have onerous double workloads (project and home
responsibilities). They concluded that there is a need for more detailed gender analysis to establish more
accurately how projects may benefit or disadvantage women.

Recommendation:
Based on the WFP' s Women in Development versus Gender and Development approach, it is
recommended that WFP adopt a gender equality model based on the gender roles of men and women
and their gender-related differencesin needs.

5.  CONCLUSIONS

Based on the analysis and findings presented above, the following major conclusions are presented from the
Thematic Evaluation of the Country Programme approach:

5.1 Achieving a Country Programme Approach

1 Despite the fact that the evaluated CPs were first generation, three quarters of them had achieved
substantive implementation of the CP approach. With afew exceptions, CPs not meeting the criteria
for implementing the CP approach are expected to do so in future programme cycles.

2. There has been atendency for WFP-supported development projects and activities to continue with

little change from one programme cycle to the next and to be implemented in isolation. Moretime and
effort are needed to improve internal CP coherence.
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Essential features of effective implementation of the CP approach include a demonstrable link from the
CSO to the CP and the presence in the CP of objectives expressed at the programme and activity levels.
Where such objectives are lacking, full implementation of the CP approach is difficult to achieve.

The CP approach has coincided with improvements in the assessment of the need for WFP food aid
in support of development programming and in improved targeting. Systematic hunger analysis was
a feature of those CPs which were evaluated as meeting the demands of a Country Programme
approach. Theuse of VAM as atargeting tool was increasing and improving in most countries, but not
yet being used to its full potential.

The CP approach has increased the coherence of WFP planning with national development priorities
and facilitated integration with coordination efforts by other donors, as well as with the United Nations
system under the CCA/UNDAF. The nineteen CPs evaluated illustrate that those CPs classed as
meeting the basic criteria for implementing a CP approach are more closely integrated in a range of
processes extending beyond WFP. They were more clearly consistent with national government
priorities and targets in reducing vulnerability, food insecurity and hunger.

The CP Approach has also served to improve the focus of WFP supported development activitiesin
programme countries, particularly in a geographic sense.

In each of the 13 countries with a strong CP, there are coherent linkages from individual activitiesto
the strategies, goals and objectives of the CP. It has been more difficult to establish appropriate linkages
across different activitiesin a single country, however.

Flexibility, particularly in the movement of resources between activities, has been improved mainly as
aresult of decentralization of authority to the CO, but more needs to be done to improve Country Office
understanding of the flexibility available.

Contributing to Development Effectiveness

The CP approach has been supported by new WFP programming processes and policies, including the
Enabling Development policy and the research which led up to it, as well as improvements in
organizational decentralization and the analysis of vulnerability.

The improvements in devel opment effectiveness attributed by evaluation teams to the CP Approach
include improved targeting, improvements in the credibility of WFP' s programming approach among
partners, clearer links from activities to national objectives and the provision of alogical basis for
assessing the results of WFP support to development at the national level.

Factors Contributing to or Impeding I mplementation of the CP Approach

Factors assessed as contributing to successful implementation of the CP approach include:

. participation by WFP in efforts at UN and wider donor coordination at country level;
continued efforts through policies such as Enabling Development to improve the quality of
development programming;
improvements in methods for analysis of food vulnerability and identification of target groups
such asVAM;
decentralization of enhanced authority to the CO level.

Factors impeding the full implementation of the CP approach include:

Inadequate levels of budgetary support available for the non-food costs of developing and
implementing the Country Programmes;
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6.

Lack of understanding by some staff at the CO level of the how much budgetary flexibility is
available;

Limited understanding among key stakeholders (including partner Government agencies) at field
level of the implications of the WFP Country Programme approach;

The lack of WFP staff, especially in smaller Country Offices, with strong core competencies
relevant to development planning and activity implementation, as opposed to emergency
programming;

In some cases, the absence or inadequacy of baseline data and of adequate systems for
monitoring and eval uating the results of WFP supported development activities and programmes.

The most important constraints to the full implementation of the CP approach at WFP concern
availability of resources. In particular, the low level of financia resources available for programme
design, support and monitoring costs and the problem of limited availability of staff with core
competencies in development programming both serve to constrain more effective implementation of
the CP approach, particularly in those countries with relatively small annual tonnage through-puts.

SUMMARY RECOMMENDATIONS

In light of the findings and conclusions reported above, the thematic evaluation of WFP's Country Programme
approach presents the following recommendations:

1

That while, in general, WFP should continue application of the Country Programme approach for the
planning of its support to development, it should retain a project approach in small programme
countries which are relatively weak in assembling the human and financial resources necessary to
implement a full CSO and Country Programme approach. (This may be the case, especidly, in
countries capable of supporting only one core project, due to global devel opment resource constraints
and other factors). This would further alow for the concentration of WFP' s development planning
resources in those larger programme countries which lend themselves to a more intensive programme
approach.

WFP should consider to what extent protracted relief and recovery activities and provision for
emergency response can be better covered in future CP documents, so as to make such documents more
inclusive of total WFP operations in a given country, particularly where relief and rehabilitation
activities represent amgjor part of WFP' s overall operations.

The generic TORs for future CP evauations should be revised to better address activity
outputs/outcomes and impact and the relationship between the CP and relief/rehabilitation and
emergency activities in the same country, aswell as linksto the CCA/UNDAF and Poverty Reduction
Strategy Paper (PRSP) processes.

WFP should re-examine the method used to calculate and assign direct support cost funding (DSC) to
CPs; complex processes of designing, implementing, monitoring and evaluating development
programmes and activities are not directly related to the volume of food commodities absorbed by the
activities.

WFP should assess the criteria used for recruiting and assigning country office staff, with aview to
determining how core skills in development programme planning and implementation are used as
criteria in staffing. In a programme with over 80 percent of globa resources directed to relief

7 1t should be noted, however, that the evaluations did not show a direct correlation between the size of the CPin
dollar terms and the quality of design and implementation of the CP and its constituent interventions. Only in the
case of Lesotho did the evaluation report make a direct link between the small size of the program and weaknesses
in the CP.

21



L%‘

¥
k«&

¥

~—~

Full Report of the Thematic Evaluation of the WFP Country Programme Approach

10.

operations, a critical question may be how to ensure that sufficient numbers of staff with development
expertise are available to support development programming.

WFP should allocate resources for continued and enhanced training of country office staff in core skills
relating to devel opment, such as devel opment project design, monitoring and evaluation, and gender
analysis.

WP should continue to encourage WFP country office participation in national development strategy
dialogue, PRSPs and CCA/UNDAF processes, as ameans of further strengthening the CP approach.

WFP should strengthen the monitoring and eval uation capacity of regional bureaux and country offices,
so that they are able, if appropriate, to participate in evaluations of second generation CPs and projects
and ensure that CPs have appropriate monitoring indicators to measure integration, focus, internal and
external coherence, and flexibility.

To the extent that human and financial resources allow, consideration should be given to extending
targeting to alower level, possibly even to the household level.

While geographic concentration of activities of activities has been improved, greater attention should
be given in future CPs to enhancing linkages among activities.
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Annex 2 - Profile of CPs evaluated

Country Balivia Egypt Ethiopia  Ghana Guatemala Haiti India Kenya  Lesotho Madagascar
Y ear Evaluated 2001 2000 2001 2000 2000 2001 2000 2002 2002 2002
CP Period 97-01 98-01 98-03 98-02 98-02 98-02 97-02 98-03 00-02 99-03
CP Phase at time of Evaluation End Mid Mid Mid Mid Mid Mid End End End
# Yearsremaining in CP at time

of Evaluation 0 1 2 2 2 1 2 1 0 1
Total Commitments ($ Mil) 37 34 141 11 9.6 38 89 28.7* 5.9 20.5

# of Projects 5 5 3 2 4 3 3 3 1 3
Country M alawi Mali Mauritania |[Mozambiquel  Niger Pakistan Senegal Y emen Zambia
Y ear Evaluated 2000 2001 2001 2001 2002 2000 2000 2001 2000
CP Period 98-01 98-02 98-02 98-01 99-03 94-98 99-01 98-01 98-02
CP Phase at time of Evaluation Mid End Mid End End Post Mid End Mid

# Yearsremaining in CP at time

of Evaluation 1 1 1 0 1 -2 1 0 2
Total Commitments

($ Mil) 14.7 129 14.3 335 32 63 6.9 225 24.3
# of Projects 3 4 3 3 3 7 6 3 2




Annex 3- Summary Findings of Country Programme Evaluations

Part 1 — Ethiopia, Haiti, Egypt and Malawi

I ssue and Sub-Issue Ethiopia Haiti Egypt M alawi
1. Has the process of developing | - The approved development - The CPis compatible with - CPdid follow the CSO which set - Thedesign and
aCSO and CPresultedin a strategy and the programme for WFP' s mandate. It followed two program priorities — support for | implementation of WFP

recognizable CP as described and
expected in the guidelines and
policies of WFP?

that strategy are both contained in
the 1998 CP document. The 1993
CSO was viewed as outdated and
did not play arolein CP strategy
development. A new CSO should
be prepared later in 2001. Four
core CP activities were
established: FFW for
Participatory Rural Land
Rehabilitation; Improving
Education Through School
Feeding; Urban Food Assistance
Facility; and support to
government Employment
Generation Scheme (EGS).

CSO’stwo main programming
streams: 1) developing human
resources through health and
nutrition aid to mothers & pre-
school children, and a canteen for
children in school; 2) developing
family agriculture & basic
infrastructure and reducing food
insecurity for the poorest,
especially mothersin charge of
households and small cultivators.
Three main project components:
education & basic nutrition;
health & nutrition for women &
children; family household food
production & infrastructure.

settlement on reclaimed land and
exploring food aid to address
problems of poverty

While activities proceeded from
earlier phases unchanged (see
below) WFP operations were
characterized as closely related to
priorities of government, focused
upon broadly homogeneous target
groups and exhibiting increasing
emphasis on beneficiary
participation

assistance has largely
continued to follow the lines
of former individual project
approaches.

1.1 How were activities/projects
ongoing before the establishment
of the CP modified to fit more
readily into the CP approach?

- CPwas developed in the
context of the government’s Food
Security Strategy, its subsequent
Investment Programme for Food
Security, adevolution of food
security programming to the
regions, a FFW approach tied to
asset creation, and greater
involvement of the food insecure
poor in their own development
decisions, beneficiary selection,
and resource alocations. CP
activities are mostly expansions
from previous programmes or
pilot projects.

- CPtook over activities that
were already ongoing or
supported by WFP. Deemed
appropriate because priorities
have remained the same due to
stagnation of the economy, of
services and of living standards.
The CP has enabled the natural
anchorage of activities around the
two programming streams, even if
efforts remain to ensure better
synergy between them.

- Three projects currently under
implementation were identified,
formulated, prepared and partially
implemented before the CP was
prepared. No projects under
implementation at the start of the CP
have been completed. For most of
the CP all operating procedures,
beneficiary selection, monitoring and
evaluation criteria were established
and reflected in signed operations
contracts prior to the acceptance of
the CP by either WFP or the
Government of Egypt. However, in
line with the CSO, the CP moved
towards using more participatory
models than in earlier projects.

- Three core activities were
developed in the CP, one of
which was essentidly rolled-
over from previous projects.
Redesign of projects did not
improve their relevance to CP
objectives.




1.2 Did the process of developing
the CSO and CP include an
analysis of national and sub-
regional (within the country) food
insecurity and vulnerability —
hunger analysis? Do the CSO
and/or the CP make reference to
VAM materia developed for this
country?

Ethiopia. The VAM Unit has
worked closely with the EU Early
Warning, the USAID FEWSNET
operation, and Save the Children
(UK) vulnerability analysis
modulein joint efforts to identify
the regions most vulnerable to
acute and/or chronic malnu-
trition. VAM methodology is
presently being used by WFP/
Ethiopiato develop an improved
set of indicators for measuring
changes in chronic (as opposed to
acute) food insecurity and the
relative influence of various
combinations of causative factors.
Thisin turn could enable better
tracking of the impact of food
aided activities on participating
households, a significant next
step in application of WFP's
VAM technology in rural
Ethiopia.

Haiti. CP makesno referenceto a
VAM Unit or specific VAM
analysis but WFP supports CNSA
(Coordination Nationale pour la
Sécurité Alimentaire, formed at the
Rome Summit in 1999 to coordinate
food security actionsin Haiti)
research by providing the services of
aspecialist to assist on database,
maps, etc. CSO did summary
analysis of food insecurity at the
macro level, showing that no region
of Haiti has an acceptable level of
food security. The need remains for
analysis at household level to better
target & coordinate food aid.
Vulnerability analysisidentified key
factors such as natural disasters,
public administration weakness and
incapacity of emergency relief
services.

Egypt. Projects are continued from
previous WFP activities in Egypt.
There was no mention of a specific
hunger analysis having supported
targeting decisions but the
evaluation report quotes various
surveys on poverty and data used by
the CSO, aswell as an anaysis of
food security being conducted by
the Regional Officein Cairo. A
WFP VAM Unit has recently been
established in the Cairo Regional
Office but no specific contributions
had been reported at the time of the
evalution mission’ s visit.

Malawi. VAM isbeing
used as amajor geographical
targeting tool for the CP and
used in the design of
projects. VAM analysis and
targeting are generaly
satisfactory but thereisa
need for better coordination
of VAM activities being
carried in paralel by the CP
VAM Unit and various
donor agencies. Donors
question accuracy of 1996
VAM baseline being used.
New datais being collected
and analysed but not yet
available for design of new
CSO and CP.

1.3 Did the process of developing
the CSO and CP result in an
identified strategy for WFP
development programming? Did
it include, for example, choicesin
strategic areas such as: key
partnersinside and outside
government; geographic target
areas, targeting considerations
within geographic areas;
programme areas best dealt with
by other agencies?

- Thanksin large part to VAM
data collection, food assistance
provided under the CPis
apparently well targeted on the
poorest most food insecure
Ethiopiansin both rural and
urban areas. Planning and
implementation of CP activities
with central government agencies,
regional bureaux, farmer
associations, and other donorsis
evident in all three projects.

- 1n 1996-97, UN agencies agreed
to divide Haiti into three zones of
intervention: WFP was assigned the
North and parts of Port-au-Prince.
These areas were identified as most
in need of food aid intervention.
Coordination of activities will soon
be assigned to field agents by
geographic arearather than by type
of activity, which will enable better
synergy and coordination with other
partner agencies. OMS/OPS,
FNUAP, ICC (health/nutrition);
Acadie-Haiti, Education 2004,
USAID, ACDI, EU (canteens); and
government departments.

- Programming closely reflects
government priorities. CP
introduced increased emphasis on
targeting beneficiaries and on
community involvement through a
more participatory approach,
including participation in design,
implementation and monitoring of
projects. Ample scope isidentified
for more UN agency interventions
in basic social services, but no red
discussion of local partners
involvement to increase
beneficiaries’ participation.
Activities are geographically
located to assist movement of poor
landless families from crowded
areas to newly developed lands.

- There was no explicit
strategy for WFP
development programming
in Malawi. The absence of a
logistics strategy and plan, at
the time of the evaluation
mission’s visit, limited the
CP's capacity to respond to
emergency situations.




1.4 Arethe activitiesin the CP
designed to be complementary or
to be linked in terms of sector,
geographic area, beneficiaries or
any other common elements? If
not, is there a strong rationale for
not making these linkages?

Ethiopia. Whilethe three
activities appear to be distinct
entities, aimed at quite different
intermediate objectives, thisis
more a consequence of the
breadth and severity of
problems that must be
confronted in famine-prone
Ethiopia than lack of coherence
or focus. All four contribute
significantly to achieving
essential higher-level goals and
objectives within the broader
context of other donor, NGO,
and government resources and
targets. Thereis aneed,
however, to improve synergy
between two of the CP
activities.

Haiti. Seeabove. Activitiesare
concentrated in the North and
focus on female heads of
household and children in the
poorest areas. Activities are
complementary and linked,
although not fully integrated.

Egypt. WFP activitiesin Egypt
meet criteria of integration and
coherence. The programme’s
operations are not part of acohesive
programme, but activities show a
clear relation to each other with a
common goa and similar
objectives. Thay focus upon
broadly homogeneous target groups
from different localities but facing
similar resettlement constraints.

Malawi. Thereisevidenceof a
strategic focus on most food
insecure, disaster prone areas
and towards women aswell asa
certain degree of coherence and
complementarity. However,
there is no apparent move
towards concentration by type of
activity. The CP has not realised
full potential for programme
linkages.

1.5 Are there specific objectives
expressed at the level of CP (as
opposed to the activity level)?
Arethey relevant, realistic and
attainable in light of the approved
activities/projectsin the CP?
Further, can the achievement of
objectives be measured at the
programme level?

- Not addressed in the
evaluation report.

- There are two main objectives:
see 1.1. Activities are harmonised
with the CP objectives. There
were no monitoring mechanisms
put in place at the time of the
evaluation mission’s visit,
however.

- Six key monitoring indicators
collect data at project level to
measure achievements at the
programme level. But thereis no
formal regular reporting
requirement for the CP asawhole
and, consequently, no routine
collection of datafor the CPasa
whole and analysis across activities
at the CP level.

- Two overall goals of the CP
are clearly defined but the
immediate objectives are not
clear and their relevanceis
uncertain. Absence of
performance indicators makesiit
difficult to assess whether they
arerealistic and attainable.

1.6 What evidence exists that the
current CP exhibits the desired
characteristics of integration,
coherence, concentration and
flexibility?

- Thethree activitiesin the
present CP are well focused on
objectives of high priority
within the government’ s overall
development strategy.
Flexibility is central to both the
Urban and the EGS activities.
The apparent lack of coherence
and focusis probably mainly
due to the breadth and severity
of problemsin Ethiopia.

- Activities are complementary
and linked but not yet truly
integrated. Measures are being
taken to assign responsihilities to
field agents by area of
intervention rather than type of
activity. There is some evidence
of coherence between activities
(i.e. building of rural roads
facilitating transport of food to
schools).

- CP mestsall criteriafor aCP and
is FAAD compatible. See 1.3 and
1.4 above.

- Projects are linked but not yet
integrated because are still led
by the logic of existing projects
versus that of the CSO. No clear
development strategy or
coherent programme, rather a
repackaging of existing projects
(except for Food-for-work and
School Feeding). Insufficient
focus. Sufficient flexibility but
not yet tested.




1.6 (continued)

Ethiopia.

Haiti. Concentration of activities
is deemed appropriate and
supported by available studies
confirming that the North isthe
areamost affected by drought and
food insecurity. Targeting of the
poorest, especialy women heads
of household, could be further
refined. CP showed great
flexibility in responding to
demands outside of its activities
yet linked to its objectives.

Egypt.

Malawi.

2. To what extent did WFP's
systems and procedures for
programme and project
identification, design, budgeting,
implementation and review
enhance or impede the CPA?

-Not addressed in evaluation
report except at 2.3.

See below.

See below.

-There were needs for clear
guidelines, manuals and training
on programming development
activities at the time of the
mission’ s visit —though this has
improved since.

2.1 To what extent has the
delegation of authority to the
regional and country office level
enhanced flexibility of the
Country Director in developing
and negotiatingaCP and in
making shifts in resources when
appropriate? Has the Country
Director been pro-activein using
those authorities which have been
devolved?

- Not addressed in evaluation
report.

- CD was very proactive and
creative in using enhanced
flexibility: provided food for
emergency response, augmented
substantially the number of
beneficiaries of school canteen
project, developed three bilateral
operations with USAID, Canada
and ICC, where CO ensured the
logistics and food distribution in
return for payment.

- No marked enhancement in
flexibility. The CD has
implemented the CP in relation to
the transfer of resources from one
approved activity to another as
flexibly as the existing regulations
dlow. The transfer limit of 10% has
not been relaxed with the advent of
CP nor with the devolution of
responsibilities and thus no
additional flexibility was obtained.
The limit to a percentage of
resources which otherwise might
logicaly bejustified for transfer
from activity to activity may not
maximize the effective utilization of
the available resources.

- Flexibility of CD was
enhanced but process has been
protracted and there are still
grey areas and differing
interpretations about procedures
and the precise extent of the
delegated authority, particularly
in the area of budget and
finance.

-HQ staffing actions were done
without consulting CO and
appear inconsistent with purpose
and principles of
decentralisation.

2.2 Have appropriate policy
statements, guidelines, and
headquarters staff support been
made available to country offices
during the development of CSOs
and CPs?

- Not addressed in evaluation
report.

- Need better understanding of
policies and guidelines regarding
commitments to women.

- Need more staff and training to
meet monitoring requirements.

- Regional Office provided support
and resources for planning, review
and treasury. Evaluation report does
not mention the need or use of
policy statements or guidelines by
the CO.

- First generation of CPs
developed before supporting
systems, policies and guidelines
were in place.Guidelinesin
place now include:




2.2 (continued)

Ethiopia.

Haiti.

Egypt.

- Malawi.

- resources and long term financing
policy (1999)

- enabling development (1999)

- programme design manual (2000)
- disaster mitigation policy (2000)
Conflicting informa e-mails from
RO and HQ regarding procedures.
Need for clearer guidelines and
procedures, and more precise
definition of responsibilities of HQ,
RO and CO regarding programme
development, monitoring, and
evaluation.

2.3 In the experience of the WFP
office, are procedures and rules
for establishing programme and
project budgets appropriate to a
CP approach? Do they alow for
the required flexibility in resource
planning and alocation?

The problem of inadequate non-
food, cash resources presently
impedes WFP' s ability to
achieve even more progressin
the use of food aid to enable the
hungry poor to participate in
development. Lack of resources
to purchase needed vehicles,
finance storage costs, expanded
training, M & E, etc. in all three
activities. WFP policy changes
in recent years relating to the
precept of full cost-recovery
have emphasized the need to
mobilize non-food resources at
the country level, which proved
difficult in Ethiopia.

Reguirement to account for food
shipments by project limits the
transfer of resources between
projects (i.e. for emergency
response). Delegation of authority
at local level would be maximised
if it had to account for food aid at
the global program level rather
than by project. Method of
calculating and allocating budget
based on food transferred is
obstacle to WFP effectiveness: it
is more suited to emergency
response than development, which
requires other financial, human,
technical, etc. supports.

Advent of CP hasto date had
little impact on flexibility, use
of resources, logistics and
monitoring. RO provided
additional planning and review
resources to the CO.

Method of calculating and allocating
direct support costs (DSC) for
development modeled on emergency
calculations is a serious disincentive
to staff and to planning.

Adequate budgetary resources not
alocated to preparation and
administration of the development
portfolio because of method of
calculating the DSC

2.4 |sthe staffing mix in the
country office appropriate given
the requirements of the CP
approach? | s short-term technical
support available where is needed
and appropriate?

Not addressed in evaluation
report.

Sufficient staff for daily
operations except for monitoring
of activities for which additional
staff and appropriatetraining is
needed. Need to increase staffing
of secondary CO in northern
Haiti.

Staffing mix of the CO has not
been affected by the creation
of the CP. RO has taken on the
role of Treasury for the CO,
thereby saving costs and
increasing effectivenessin this
regard.

Staffing of RO (only 1 officer) is
clearly insufficient to support the CO
and a matter for urgent review.
Malawi office has been without a CD
for 10 months. Fact that consultants
are often hired to assist in document
and activity preparation isasign that
CO personnel may not have thetime
or expert knowledge required.




2.4 (continued) Ethiopia. Haiti. Egypt. M alawi.
L ogistics has been neglected
and inappropriately staffed and
structured.

2.5 Were the defined procedures | - Not addressed in evaluation | - CP was presented by the Haiti - CPwas signed by government and - CP Agreement was signed

for preparing and implementing
the CP followed? Has a CP
agreement been signed with the
government? Appraisal missions,
project outlines, project
summaries, the Programme
Review Committee?

report.

government and approved by
WFP in 1997 for a budget of
US$54.6 million for 5 years with
a corresponding commitment of
72,700 tons of food products.
Individual project agreements
were signed afterwards. Although
the CP was approved for 5 years,
the canteen project only started in
1999 and other two projectsin
2000. Slow start-up due to
country instability and CO high
staff turn over.

WFP. The Food Aid Advisory
Committee (FAAC) as proposed in the
CP was found an inappropriate
mechanism and is not functioning. It
was replaced by acommittee
established by ministerial decree under
the chairmanship of the Ministry of
Agriculture and Land Reclamation and
comprising all WFP project managers
and WFP CO representation. The
Committeeis providing an effective
forum for exchange of inter-project
experiences and resolution of problems.

more than 18 months after its
commencement. CPAC not
established on firm footing yet.
NEC and CPAC are not driving
the CP process as intended,
resulting in low government
ownership in the CP. No joint
field assessments of WFP
supported activities have been
doneyet. Little joint donor
coordination.

2.6 What problems or constraints
have been identified during the
development and implementation
of the CP?

- Late arrival of food in
some locations. Inadequate
reporting.

- Limited availability of
classroom and teaching
materials. Need for
additional cooking utensils.
Cumbersome approval
processes.

- Human resource constraints
in some intermediary
organisations and Regional
Office. Lack of funds.

- Limited road infrastructures
causing time wasted on travelling
across the country.

Limited capacity and resources of
the government to support CP,
which forced the Country Office
to take charge of project activities
and act asif it was an emergency
Situation.

High staff turn-over at beginning.

- Incompatibility of five-year CP period
with project timelines. anticipated need
to seek approval for the same physical
activity in successive CPs, creating
additional administrative burden and
possibly affecting relations with
government.

- Inappropriate formula for
calculation of DSC.

- Staff constraints at RO and
CO.

- Insufficient logistic resources.
- Unclear guidelines.

- Low government ownership
and limited partnerships.

3. To what extent has the design,
development and implementation
of aCP resulted in amore
effective WFP contribution to
development?

- Issue not addressed at CP
level in evaluation report.

- It istoo soon to draw definite
conclusions on results obtained
because the programme was slow
to start, due to country instability
and high staff turn-over at
beginning.

- CP was a change in nomenclature
rather than a change in substance.
Because most activities were well
established before the CP began and
are till ongoing, WFP operationsin
Egypt are not perceived as having the
external appearance of a cohesive CP,
nor has there been, so far, any visible
incremental benefit.

- First CP shows little evidence
of an effective contribution
Planning and implementation
are carried in isolation and there
are problems with internal logic
of projects and CP. Processes
are being put in place to ensure
an integrated planning process
for the next CSO and CP.




3.1 Was the national government
fully involved in the pre-CSO
review of needs and does it agree
with the stated priorities of the
CP?

Ethiopia.

- The three activitiesin the
present CP are well focused on
objectives of high priority within
the government’s overall
development strategy. They have
been designed and are being
implemented in close
collaboration with government
and other donor organizations.

Haiti.

- CP objectives correspond
closely to government priorities.
Government participated in
programme development through
preliminary studies. Its
departments responsible for
Public Health & Population,
Education, and Agriculture,
Natural Resources & Rural
Development participated fully in
development of programme
activities.

Egypt.
- WFP activities closely reflect

government priorities, in
particular its settlement and
agricultural development national
priority. All programme activities
are implemented by the Ministry
of Agriculture and Land
Reclamation under the auspices
of the Supervisor Genera of
WFP Food Aid Projects.

Malawi.

- CP development priorities are
compatible with government’s
implicit policies on food aid but
government was only given a
short time to comment on an
already completed draft. This
resulted in little government
ownership of the CP and
therefore little participation.

3.2 Did the process of developing
the CP enhance WFP
involvement in the CCA and
UNDAF processes under way?
Did the shift to a CP approach
enhance WFP's ability to
contribute to UN coordination
through the former Country
Strategy Note (CSN), current
CCA/UNDAF or other
processes?

- All activities fit well, and are of
high priority within both the
CCA/UNDAF and World Bank-
led PRSP frameworks.

- WFP took active part in
developing the CCA but there
was no real link between the CCA
and CP. Lack of support from UN
agencies to create real synergy.
References to CCA/UNDAF will
be essentia in next CP. Contacts
are being made with UN agencies
as part of the UNDAF to
reinforce the results of their
respective activitiesin the field of
health & education, especially of
women and girls.

- In 1999/2000 UN agenciesin
Egypt reached an agreement on
the common indicators required
for CCA process. Ongoing
discussions and negotiations have
not yet been able to reach
agreement on the combined
programme and activity approach
through UNDAF. The possibility
of combined activity by WFP,
UNDP, UNICEF, UNODCCP
and the World Bank, in relation
to urban children is developing
and offers great potential.

- Limited involvement of
government. Opportunities for
collaborative action and mutual
support with other UN programs
are being missed. Weak
implementation of partnerships.

3.3 Has the process of developing
the CP had any appreciable effect
on the ability of the national
government to make and meet
programme commitments
regarding counterpart
contributions including both
finances and staff time?

- Thereis solid evidence of
partnered analysis, planning,
implementation, monitoring and
evaluation throughout the
programme. Planning and
implementation of CP activities
with central government agencies,
regional bureaus, farmer
associations, and other donorsis
evident in all three projects. But
still a need to locate other donor
partnersto provide necessary
non-food resources.

- WFP is the executing agency of
CP, because of country instability
and lack of stable government
structures and capacity. Some
collaboration from government
but insufficient involvement &
commitments as partner and co-
funder.

- Projects are administered
through a single ministry, the
MALR. A new project on
Assistance to Bedouin
Communitiesin Sinai will be
administered through the Ministry
of Development and New
Communities.

- Insufficient integration of CP
activities into sectoral ministries
programmes due to limited
government ownership in CP.




3.4 Does the CP include
contingency planning measures at
either the country programme or
activity level? Does it include one
or more activities aimed at ensuring
that disaster preparedness or
disaster mitigation actions are taken
in devel opment projects so that the
transition to emergency operations
may be more effective and timely
when necessary?

Ethiopia.

- In 2000, an experimental
programme involving the
government’s Employment
Generation Scheme, the FFW
project and relief assistance
showed an example of
supportive linkages between the
CP development portfolio and
existing relief/recovery
activities.

Haiti.

- No such measures were
identified in the report but there
was a reference to two successful
emergency interventions.

Egypt.
- No identified need for such

measures.

Malawi.

- Under the rubric of expandable
safety nets, resources are
provided for disaster relief and
mitigation ($2.5 million
annually). Problem with absence
of logistics strategy and plan to
mount rapid response in disaster
situations.

3.5 While the CP does not include
resourcing and planning for
PRROS and EMOPS, does it
describe them and note any
possible actual or potential

Nothing reported.

- WFP ensures all aspects of
logistics, including emergency
operations: reception, storage and
transport of food, the last two
being contracted to private

- No identified need for relief
activities.

- Safety net activities are linked
to core projects in that short-term
emergency expansion of these
activitiesisasignificant part of
CP planned disaster response.

interaction between devel opment entrepreneurs.
activities and relief?
3.6 Did the CP mechanism permit Nothing reported. - Response from WFP was - Flexibility limited by the 10% - No evidence of adequate

necessary and appropriate shifts of
resources among activitiesin a
timely and efficient way?

immediate to flooding in the
North in 2000, and flexible use of
resources was shown in
emergency response to 6-month
drought period. But thiswas
limited by restrictive admin
procedures for reporting on
transfers between projects.

limit for transfer of resources
from one approved activity to
another.

planning.

4.0 To what extent does the use of
food aid in the current
activities/projects reflect the
lessons learned documented in
Food Aid and Development?

See 6.0

See 6.0.

See 6.0.

See 6.0.

4.1 Isfood aid the most appropriate
resource for use in the CP
activities? Isfood aid justifiable
and necessary for the achievement
of the activity level objectives?

- Whilefood aid iswell used in
al CP development activities,
the FFW project isa
noteworthy example. FFW acti-
vities in the poorest households
clearly demonstrated increases
in the productive capacity of
individual households and
involved communities.

- Food aid is till very much
needed in Haiti: food insecurity is
high and exacerbated by gender
inequalities particularly affecting
single women head of household.
Food aid enables investmentsin
human capital through better
nutrition and better access to
education and health services;

- It iswidely recognized that

WFP food assistance significantly
enables project implementation
and success in re-settlement
schemes. It meets real household
food security requirements during
an initial period of settlement,
helping to tide over poor
beneficiaries to construct lasting

- Need for more programming
inputs (human, material, financia
and technical know-how) to
promote development.
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4.1 (continued) Ethiopia. Haiti. Egypt. M alawi.
it helps poor households improve assets that they otherwise would
their economic situation through not be able to generate.
developing their assets, while Particularly appropriate as it
protecting the environment; and it concentrates on the desert and
hel ps reduce the impacts of natural newly reclaimed lands, areas
disasters. with limited opportunities and
infrastructure for obtaining
food.
4.2 Are WFP' s partnersin each - Thereis solid evidence of - In 19 96-97, UN agencies struck - Emphasis given to - WFP needs to seek and

activity the most appropriate? What

measures were taken during the
design of the activity to assess
possible partners?

partnered analysis, planning,
implementation, monitoring and
evaluation throughout the
programme. Planning and
implementation of CP activities
with central government agencies,
regional bureaux, farmer
associations, and other donorsis
evident in all three projects. But
still a need to locate other donor
partners to provide necessary non-
food resources.

an agreement to divide Haiti into
three zones of intervention: WFP
was assigned the north and parts of
Port-au-Prince. The officein
northern Haiti enabled effective
partnerships.

participation of community
devel opment associations and
NGOsin loca development
initiatives to compensate for
strong, paternalistic government
involvement. No real discussion
of specific partners.

intensify cooperation and
collaboration with UN, govt,
and other donorsin its
activities and programs.

4.3 Isfood aid used in the activities

in the CP targeted to food deficit
sub regions and/or populations
identifiable as the hungry poor? Is
there evidence that these targeted
people are being reached?

- Food assistance provided under
the CP is apparently well targeted
on the poorest most food insecure
Ethiopians in both rural and urban
areas. Altogether, an estimated
1.7 million Ethiopians are direct
beneficiaries of the present phases
of the three core activities. But
there isinsufficient understanding
of how the NGOs and government
agencies determine who among
the poor urban population qualify
for assistance; what is the near-
term impact of that assistance; and
what changes if any in the lives of
beneficiaries are likely to result
from having received assistance.

- Following WFP
recommendations, the government
concentrates assistance on the
north, north-east and Port-au Prince
areas. the ones determined as the
most in need. Aid istargeted to
mothers, children 6 months-5 years
old, and schooal children from poor
households and communities. This
targeting takes into consideration
the presence of other aid agenciesin
other poor areas of Haiti. Existing
studies support the choice of areas
as the most affected but targeting
could be refined to ensure that
emphasisis on reaching the poor
rather than simply delivering the
activity.

-High success of CPand CSO in
targeting beneficiaries:
discontinued support to
settlement of graduates,
emphasis on landless/near-
landless farmers and
unemployed labourers from
areas of high concentration of
poverty and unemployment, and
on increased access of poor
women to projects’ assets,
economic opportunities and
socia services.

-VAM isbeing used asa
major geographical targeting
tool for the CP and used in the
design of projects. VAM
analysis and targeting are
generally satisfactory but
baseline data used is deemed
not accurate. Targeted people
not systematically reached due
to ineffective planning and
implementation of projects.




4.4 Where assets are being
created using food aid as an
important input, what measures
are in place to ensure that the
targeted beneficiaries benefit
from the assets created?

Ethiopia.

- The creation of assets that
continue over the longer term
to contribute to the food
security of participating
beneficiaries lies at the heart
of WFP's CP in Ethiopia
When physical assets are
created and mindsets changed
to ensure the perpetuation of
these assets, true and sustained
development occurs. A study
should be undertaken in al
three activities to test whether
mindsets have indeed been
changed.

Haiti.

- Although the main target of the
programme, women share with
men the benefits of asset-creating
activitiesin agriculturefinfra-
structure projects. Food aid is
often the key to cement collective
agricultural or infrastructure
projects and helps motivate and
reinforce groupings. To reinforce
therole played by food aid for the
creation and conservation of
assets by beneficiaries, other
elements such as partial cash
payments and distribution of tools
to individuals should be
considered.

Egypt.
- To date, few activities for developing

human and community assets have been
supported with food assistance.
However, the mission concluded that
the CP enables poor beneficiaries to
build (and own) assets that will make
them more food-secure in the long run:
land, housing, irrigation and water
infrastructures.

Malawi.

- Assetsdeveloped in
community forestry, land and
water management and road
and path construction. High
achievementsin km of roads
constructed but much lessin
the creation of assets that can
be owned and used by food
insecure communities. No
explicit maintenance schemes.
Targeted group (women) is not
sufficiently involved in design
of projects.

4.5 What indicators are being
monitored which can be used to
assess the effectiveness of the
activitiesin the CP? Do they
provide any assessment of
activity effectiveness at this point
in time? Do they cover outputs,
outcomes and impacts? Were
baselines devel oped?

- There is need to strengthen
monitoring and evaluation in
all three activities. The
reporting requirementsin all
three activities need to be
reinforced more vigorougly.
There is a consistent pattern of
slow and inadequate reporting.
This seems to be particularly
the case in reporting from
local government authorities
on school feeding activities.

- Monitoring is weakest aspect of
CPin Haiti. Adequate
performance indicators and
targets are not defined or
measured. Some quantitative data
is being collected but not
systematically and not entirely
reliable nor analysed for
evaluation purposes.
Thisisdueto limited staff
resources and their lack of
training, as well as the absence of
baseline data against which
performance results could be
compared. Budgets for
monitoring were planned for each
project but the funds weren't
transferred to CO from
government and WFP.

- Good capabilities for monitoring were
devel oped with support from WFP

M&E training courses. Satisfactory
quarterly progress reporting. Indicators
on agricultural outputs, beneficiary
income/wealth effects and food aid
distribution are being tracked by
project. Gender, food security and
nutrition, participation, community
building and impact of WFP food
assistance are not sufficiently tracked.
Local consultants were hired to
improve usefulness, relevance and
consistency of monitoring indicators.
Information is used more as a tracking
tool than for project management.
Baseline surveys were not implemented
in systematic way envisaged in CP.

- Activity design does not
specify indicators to be
monitored and how they could
be made operational. Need for
a performance-monitoring
plan, developed with direct
input from key stakeholders.
Weak identification of
assumptions and analysis of
risk. Need for risk mitigation
strategies. VAM baseline was
based on secondary data and
deemed not accurate.

5.0 Do the activitiesin the CP
adequately address gender issues?

- Ethiopian government policy
promotes the participation and
status of women. Targeting
criteriafor food security give

- Strategic orientation of each
project reflects relatively well the
program’ s focus on women,
children and households headed
by women but no real strategy to

- CP shows increased emphasis on
targets for women and for FHH, and for
improving relative situation of women
in particular situations.

- Performance of CPin
adhering to Commitments to
Women is commendable.
Gender Action Plan (GAP)
reviewed biannually
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5. (continued)

Ethiopia.

priority to indigent women,
very poor women with
dependents, and female-
headed households.

Haiti.
specifically take women's
interests into account.

Egypt.

Malawi.

and there is internal advocacy
and monitoring of gender issues.
All staff participatein
development and annual review of
GAP. Gender activities well
integrated with national gender
policy and focal point is active on
naitonal and international gender
committees.

5.1 CP approach and
commitments to women
(mainstreaming)

- Women are an estimated
70% of beneficiaries of Urban
projects; 46 % of beneficiaries
of school feeding project; and
44 % of beneficiaries of FFW
project. In FFW programs,
women are increasingly likely
to participate and increasingly
represented in the community
development committees
designing and allocating FFW
activities. Improving
enrolment rates of girlsin
primary school is an explicit
objective of school feeding
initiatives.

- Strategies focus on execution of
activities targeting women without
ensuring that they will necessarily
benefit in terms of accessto
resources and control of
resources. Training does not
include gender analysis; projects
do not take sufficient account of
women’s social and organisational
environment; opportunities for
women to take part in decision-
making are not exploited; impact
of projects on women not
measured or mentioned. Focusis
more on humbers reached and
women are considered more as
mothers than as women.

- Ten to fifteen percent of the
beneficiariesin amost al projects
are FHH. A Gender Unit was
created and a gender foci/gender in
development staff was appointed
and trained for every project and at
the WFP level. Joint meetings of all
project gender foci are held. Impact
of WFP includes change in
government policy in favour of
women: at least 20 percent of the
land is now allocated in the name of
the spouse, implying the creation of
assets to wives of beneficiaries,
giving them access to credit and
decision-making committees.

- Commitments are met in terms
of targeting women and girls for
food aid, health activities (83%),
nutrition, training and educational
resources (75%).

5.2 Changes required to meet
WFP commitments to women

None reported.

- Need a better understanding of
gender issue through improved
understanding of reference
frameworks & more accurate
information. Need to invest
resources in training, devel opment
of analytical tools, better
involvement of UN agencies and
support from RO gender focal
point.

- Project managers have different
interpretations of the extent of
Gender activities required. Some
seem satisfied with reaching the
guota of women beneficiaries. Good
practice need to be exchanged,
something which might be more
apparent to the project managers if
all the operations were designed,
implemented, and monitored in the
context of a cohesive programme.

- Need to invest morein
improving participation of women
in decision-making, in creating
assets aimed at the advancement
of women, and in collecting
gender disaggregated data.
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6.0 To what extent does the use
of food aid in the current
activities of the CP conform to
the “Enabling Development”

policy?

Ethiopia.

- CP addresses dll five themes of
the Enabling Devel opment
approach.

All projects emphasize local
participation by beneficiaries,
careful targeting, particular focus
on women’s requirements and
participation, collaboration with
central and local government
policies and initiatives and with
other donor and implementing
partners. The Participatory Rural
Land Rehabilitation project plays
aparticular and almost unique
enabling rolein WFP's
experience in Sub-Saharan Africa.

Haiti.

- CP activities al clearly conform to
policy except for insufficient
monitoring of activities.

Egypt.
- The CP expressly and

substantially contributes to three of
the five FAAD priority aress:
Generation of Sustainable Assets
(through relocation and settlement
of poor families), Environmental
Safeguards (assisting poor Bedouin
families diversify and improve their
asset base, while alleviating land
pressure in highly populated Nile
valley), and Investment in Human
Capital (through extensive
education and training programmes
in women's awareness and capacity,
technical programmesin organic
agriculture and engineering, etc.)

Malawi.

- Objectives of CP are
consistent with Enabling
Development Policy but
insufficient attention ispaid in
project design to securing
sustainability of assets created
and on defining exit strategy
for WFP.

6.1 What changes would be
required in the development of
anew CSO and CP which
would better ensure compliance
with “Enabling Development”?

None reported.

- Focus on collecting and analysing
qualitative data on activitiesin
addition to quantitative data.

- Presumably, measures to ensure
that the CP contributesto the
remaining two priority areas of
FAAD. Evaluation report does not
addressthis.

- Need for sustained effortsin
implementing avillage level
participatory approach
(CLPA) andinjoint
programming with all
development partners, to
develop a stronger sense of
national ownership at all
levels.

7. What measures can be taken
in the devel opment of the CSO
and the CP to improve the
effectiveness of WFP'S
contribution to development
during the next Country
Programming Cycle?

- Improved beneficiary targeting
methodology.
- WFP and RO should agree asap
on simplified reporting on
commodity transport, storage, and
use of the three CP projects.
- Better alignment of school
feeding project with other
programmes.
- Locate other donor partners for
necessary non-food resources.
- Accord timetable of next CP
with programming cycles of other
UN organisations.

- Aslong as office structures remain
asthey are, limit amount of food
delivered to total quantity reached
in 2000 so as to not exceed the
office capacity to deliver.

- Consolidate existing activities.

CO in north should be reinforced.

- Refine targeting of the poorest.

- Develop stronger participation and
decision-making of beneficiariesin
activities.

- Reinforce partnerships under
UNDAF.

- Procedure to allow for disparity of
planning periods (between activities
and the CP) without creating major
administrative difficulties or dis-
continuance of activities. Utilisation
of aLogframe technique for
preparation, implementation and
monitoring to symplify management
of program.

- New procedures for a cohesive
program approach to ensure
acceptance of concept of Country
Program.

See above.

- More integration between CP
immediate objectives and
CSO.

- Planned introduction and use
of results-based management

- Increased concentration of
food aid by type of activity.
Integration of VAM in CP
programming process.
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7. (continued)

Ethiopia.

- Next CSO should use “sustained
livelihood” approach.

- Next CSO/CP should ensure use of
WFP to help combat effects of
HIV/AIDS.

- CO should review design of urban
project.

Haiti.
- Improve involvement of
government departments.

Egypt.
- M&E procedures and format

should be pre-requisite for
acceptance of CP.

- Formulate measurable and
attributable indicators at program
level and synchronise M& E across
activities.

Malawi.

8. Other lessons |earned

- FFW isapowerful devel opment
tool when used appropriately and
should be continued.

- WFP needs to undertake ex post
evaluations of activities with long-
term pay-offsin order to support
their continuation over the longer
term.

- Food aid used as an essential
element in major devel opment
programmes requires a resident staff
with technical skills.

- Importance of having a
second office in the north,
where assistanceis
concentrated: a key factor in
success of partnerships with
government and local agencies
and for coordination role of
WEFP for other aid activitiesin
that areas.

- Conduct a PRA type study of
settlement schemes supported by
WFP compared to those supported
by other sources to show dramatic
evidence of the benefits of WFP
involvement

- Participatory approach was limited
by pre-CP implementation of
activities and depends on time of
first contact of beneficiaries with the
project.

- Without complementary human,
financial and material resources,
food by itself is not a sufficient
input for achievement of CP
goals. However, severa donor
country repsin Malawi are
sceptical about relevance and
usefulness of food aid for
development and therefore
reluctant to provide resources in
non-emergencies.
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Part 2 — Ghana, Mauritania, Bolivia and Guatemala

Issue and Sub-Issue

Ghana

Mauritania

Bolivia

Guatemala®

1. Has the process of developing a
CSO and CPresulted in a
recognizable CP, as described and
expected in the guidelines and
policies of WFP?

The 1998-2000 programme was
only modestly impacted by
guidance contained in the CP
approach, partly because the 1991
CSO aso had a programme
approach

-In atransitiona sense, yes. It is
best to view the current CPas a
transitiona phaseto afull CP
approach. The next CP will be
more integrated to CCA/UNDAF
processes and will be more
recognizable as afull country
programme

Because the CP was formulated
well before the main guidelines
(programme design manual,
resource policies, etc) had been
developed it was heavily
influenced by WFP history in
Bolivia. On the other hand the
CP does contribute to a
recognizable strategic orientation

Despite noted problemsin
targeting, see below, the CP does
basically follow the priorities
established to provide a basic
programmatic focus for the
country.

1.1 How were the activities or
projects ongoing before the
establishment of the CP modified
to fit more readily into the CP
approach?

- activitiesin Ghana are tightly
structured within multi-donor
Economic Recovery Program

- ERP gave program a structure
similar to vision of the CP process

With the exception of aid to
vulnerable groups, the CP
activities are extensions of
previous development projects.

The three main activities of the
CP are extensions of old projects.

As a consequence of the prior,
amost permanent existence of the
projects and delivery structures,
the CP was more directly linked
to focusing on agencies

1.2 Did the process of developing
the CSO and CPinclude an
analysis of national and sub-
regional (within the country) food
insecurity and vulnerability —
hunger analysis? Does the CSO
and/or CP make reference to
VAM materials developed for this
country?

- The review of the CSO and CP
resulted in the devel opment of
two different strategies

-Sizable food gap, especialy in
cereals

-No VAM analysis or data done
so program relied on Ghana
Living Standards Survey data
(GLSS) seen as being outdated by
the evaluation team

- CP was prepared without benefit
of VAM which was not used
regularly at the time but CP
selected initial geographic areas
of intervention based on data from
investigation of household living
standards (1988-90) and poverty
profile investigation (91-92).
Unlike previous projects, the CP
has deliberately selected food
insecure and vulnerable regions.

-national food insecurity and food
deficits as well as poverty and
malnutrition of rural and peri-
urban population is well mapped.
In addition, the CO is
undertaking VAM analysis and
has been able to target food
deficit municipalities. VAM does
not appear to provide community
or household level datawhich
would permit more micro
targeting.

-thereis noindication in the
evaluation of a structured analysis
of food insecurity being carried
out during the preparation of the
CSO and CP (although some
information was gathered and
profiled by a consultant). The
evaluation notes that thereis an
expectation that newer activities
will be informed by the work of
the VAM unit and will be more
focused and with more explicit
criteriafor inclusion of
beneficiaries

1.3 Did the process of developing
the CSO/CP result in an idenfied
strategy for WFP devel opment
programming?

-The CSO strategy emphasized
activities to increase agricultural
production.

-strategy aimsto create favorable
conditions allowing food insecure
households and poor communities
to make investments that will

-strategy focuses on human
resource devel opment, food
production and income generating
activities.

-“to support the government in
efforts to guarantee food security
to the population living in
extreme poverty through a

8|t isimportant to note that the Guatemala CP evaluation was carried out in 1999 and did not follow the format and structure developed by OEDE in early 2000 and thus does not provide the same
structured coverage of key issues and questions although it does address most. It is more intervention focused than subsequent evaluations
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1.3 (continued)

Ghana.

- The CP presented a strategy
emphasizing gender and human
resource development. There was
an obvious apparent conflict

Mauritania.
provide them with direct long
term benefits.

Bolivia.

-beneficiary groups were to be the
poorest households in the most
food insecure areas with a
geographic concentration in six

Guatemala.

- process of capacity

devel opment and community
organization which permits the
assurance of integrated human

between the CSO and CP. departments in the southwest. devel opment
1.4 Arethe activitiesin the CP The CP emphasized the use of -to improve the living conditions | -CP Goals are: - Seeabove
designed to be complementary or | food aid to support economic and | of rural populations by providing | i) to facilitate greater accessto - Structure of the CP was best

to be linked in terms of sector,
geographic area, beneficiaries or
any other common elements? If
not, is there a strong rationale for
not making these linkages?

socia development and to
promote national food security,
especialy the food security of
poor people and communities, as
well as girls education, skills
training for women.

The CP reversed the order of
prioritiesin CSO and placed
human resources devel opment
(HRD) over rural development

better food security and
aleviating the country’s
vulnerability to climatic vagaries,
with greater participation of
women in self-devel opment
activities, environmental
protection and training

(i) to further the education of
children in deprived rural areas by
placing particular emphasis on
girl’s schooling; and, (iii) to
provide nutritional education to
mothersin deprived rura
environments and reduce
children’s malnutrition rate in
remote area.

food for the hungry poor

to increase local capacity to
carry out income generating
activities and,
iii) to facilitate increased human
development, particularly for the
indigenous population, and
women and children by means of
better nutrition and adequate
access to health and education
services

realized through improved
relationships with national
counterparts (FONAPAZ and
FI'S) and less through strategic
objectives and application of
design techniques. Each basic
activity of the CP is associated
with anational counterpart agency
which provides a significant part
of the project resources

1.5 Are there specific
objectives expressed at the level
of the CP (as opposed to activity
level)? Are they relevant, redlistic
and attainable in light of the
approved activities in the CP?
Further, can the achievement of
objectives bemeasured at the
programme level ?

- The CP has focused
strategically on the goa of
improved impact on women and
girls but has not been linked to the
CSO because it represents a shift
from the CSO. Only two of five
developmental activities were
implemented due to problemsin
the environment areas and
problems in government

- Program has met integration
(interactive design process)
coherence (with vision 2000 and
UNDAF processes), concentration
(households and regions in food
deficit) and flexibility (use of
food aid for HIV/AIDS) criteria

-Coherence: long history of WFP
in Mauritania and project support
has influenced current CP.
Current CP isatransitiona phase
between the project approach and
CP approach. At the time that the
CP was developed guidelines
were not in place. Country office
remains compartmentalized in
dealing with partners.
-Integration: CP was devel oped
before the CCA and UNDAF
frameworks begun. CO is
participating in CCA/UNDAF and
future CPs should benefit. Next
UN harmonized program cycle
begins in 2003 and coincides with
next CP.

-Coherence. As noted above, 32
years of project history has
influenced CP activities. Three
basic activities are extensions of
old projects and are not
sufficiently inter-linked.
-Integration. Govt participation in
and support to the CP activitiesis
excellent. Counterpart funds are
large and are disbursed as
planned. CP has good cooperation
from arange of partners.

- A factor contributing to
flexibility has been the use of
monetization which has generated
cash for non-food inputs that will
not be available under WFP
policy in future.

-The CPis adequately integrated
at the level of official ingtitutions
and others supporting the same
communities as WFP

-the country program is coherent
with the 1996-2000 plan of action
of the GOG and is coherent with
the five sector priorities of the
FAAD policy but each
intervention needs to be examined
in detail inrelation to the FAAD
-thereisalack of coherencein
some interventions between the
goals and targets established and
the real possibility of meeting
those targets given the resources
and specific outputs of the
projects
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1.5 (continued)

Ghana.

Mauritania.

CP approach has a positive effect
on Govts attitude to WFP. Takes
the CP approach more seriously
than projects

Boalivia.

-Focus has been promoted by the
concentration on the interior and
the southwest of the country but
needs to be improved at the
intervention level

Guatemala.

-focus needs to be improved
through better use of VAM
processes. There is considerable
geographic dispersal of
beneficiaries in some projects (ie.
Hurricane Mitch) and no
assurance that the most effected
are targeted

2. To what extent did WFP's
systems and procedures for
programme and project
identification, design, budgeting,
implementation and review
enhance or impede the CP
approach?

- Thekey problem identified was
the relative roles of CSO and CP
documents. Authors argue that
policy pressure from Rome HQ
led to a shift away from strategies
in the approved CSO and toward
gender

Thelack of guidelines hampered
the coherence and integration of
the CP which was devel oped
before the publication of the
current programme design
manual (PDM).

- Lateness of policy guidelines
and manuals - after the CSO and
CP were prepared and
implemented - limited their
utility. This combined with the
inertia resulting from the long
history of WFP in Boliviato mean
that interventions were largely
extended

2.1 To what extent has the
delegation of authority to the
regional and country office level
enhanced flexibility of the
Country Director in developing
and negotiatingaCP and in
making shifts in resources when
appropriate? Has the Country
Director been pro-activein using
those authorities which have been
devolved?

The recent pace of change at
WFP has been very rapid;
changes include decentralization,
enabling development, new
financing system, SAP/WINGS
system. The overal effectisan
increase in staff workload. This
has combined with staffing
rotation issues to create a decision
making vacuum
The regionalization of WFP had
not contributed to effectiveness at
the time of the mission’svisit and
there was difficulty in securing
needed backstopping.

There was no direct comment on
delegation, but evaluation noted
that the transmission, review and
approval of documents on specific
projects between the country
office, the regiona office and
headquarters was slow and this
delayed implementation

Decentralization and delegation of
authority to CO level has been
seen as a positive development in
Bolivia. No observation that
authorities are limited in any
appreciable way. Decentralization
has contributed to flexibility.
Observation made, however, that
the volume of HQ generated
policy directives, manuals,
guidelines etc creates a
considerable burden and might be
dealt with through harmonization
and coordination policy and
change management initiatives

Not covered in the evaluation, but
there is an observation that the
evaluation team did not encounter
either key indicators or aformal
method of controlling and
monitoring corrective actions
taken to assure the achievement of
program goals and objectives.
Raises the question of
“flexibility” and capacity to re-
direct resources.

2.2 Have appropriate policy
statements, guidelines and
headquarters staff support been
made available to country offices
during the development of CSOs
and CPs?

Support/guidance was
appropriate but need clarification
asto the relationship between
CSO and CP
-extent of management and policy
changes driven from HQ has
contributed to staff overloading
and decision making problems

CP was developed before the
development of the programming
guidelines

-as above, noted that the CSO and
CP were developed before the
development of key programming
and policy guidelines and manuals

- policies are judged appropriate
and adequate but questions raised
about systematic monitoring and
management systems
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2.3 In the experience of the WFP
office, are procedures and rules
for establishing programme and
project budgets appropriate to a
CP approach? Do they alow for
the required flexibility in resource
planning and allocation?

Ghana.

The Resources and Long Term
Financing Model (RLTF)
adversely effects Ghanawith a
relatively high number of smaller
and relatively complex projects.
The direct support cost (DSC)
system where resources are not
shared globally but earned locally
also penalize smaller, more
complex development operations.

Mauritania.

-thanks to the regiona emergency
operation (EMOP SEN 6041), in
addition to an assistant, the
country office had alogistics
officer to help implement
improved food distribution.
-WFP s presence in the field in
Mauritaniais insufficient and is
influenced by the DSC issue.
Vacant UNV sub-office positions
could be staffed to improve
monitoring.

Bolivia.

The only reference to budgetary
issues concerns the loss of
flexibility and capacity to dedl in
non-food items which came about
through the WFP policy of not
permitting monetization

Guatemala.

- one observation notes that there
isalack of aformal and
systematic mechanism for
ensuring timely disbursement of
counterpart funds. Ratesvery
from 66% to 99% of planned
funding at any point in time.

2.4 |sthe staffing mix in the
country office appropriate, given
the requirements of the CP
approach? |s short-term technical
support available whereit is
needed and appropriate?

Limited staff time causes
problems in seeking consensus
decisions with other donors and
government.

High staff turnover and short
staffing caused delaysin program
implementation.

Need for at least one more
professional staff position for
VAM duties.

-Problems arose because the
original design of the CP was not
sufficiently detailed and the
definition of work and the
assigning of responsibilities was
carried out after the approval of
the CP. Thisled to major delays
in the implementation of the
approved activities.

-A good technical definition of
proposed activities must be done
at the time of the CP which
requires astronger staff
complement

-WFP programme staff should be
maintained at numbers necessary
for programme implementation

-Although thereis a need for
training in new methods and
proceduresin light of the pace of
change at WFP, the WFP country
office was judged by the
evaluation team to have sufficient
knowledgesable staff to carry out
the administrative and technical
tasks necessary to implement the
BoliviaCP

-no direct observation on capacity
of WFP staff but
recommendations are made for
improving targeting, reducing
dispersal and improving
systematic monitoring of results.

2.5 Were the defined procedures
for prerparing and implementing a
CPfollowed? HasaCP
agreeement been signed with the
government? Appraisal missions,
project outlines, project
summaries etc?

-Y es. But there was an apparent
lack of use of VAM processes and
models in assessing food needs
-Also, problemsin establishing
and maintaining a consistent
strategy through the CSO process

-Yes, but VAM approach and
methodology was not available at
the time of the development of the
CcP

-problems of insufficient design
clarity led to delays

- Yes, but VAM approach and
methodology needs to be better
adopted to targeting at the sub-
municipal (community) and
household level.

-process of developing the CSO
and CP was followed but was
interrupted somewhat by the
occurrence of Hurricane Mitch.

2.6What problems or constraints
have been identified during the
development of the CP?

-link between CSO and CP needs
clarification

-RLTF and DSC systems penalize
small complex CPs.

staff complement for
project/program design and
implementation and monitoring of
projects at field level.

-initial lack of appropriate
policies, guidelines and manuals
during the development of the CP
-lack of baseline data.
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2.6 (continued)

Ghana.

-lack of VAM capacity

-pace and scale of organizational
change driven by HQ policies and
systems

Mauritania.

Bolivia.

Guatemala.

3. Towhat extent has the design,
development and implementation
of a CP resulted in more effective
WFP contribution to
development?

- Yes, in the sense that it enabled
the programme to be re-focused
on the poor and freed it from the
economic re-structuring and
structura adjustment programme.
-also important to note that WFP
program was integrated with those
of other donors and had many
characteristics of a CP already.

-Yes, inthat it allowed for a
strategy of focusing on food
deficit regions and vulnerable
population groups

-Yes, in that it contributed to
some improvements in geographic
concentration and targeting.
Needs to be extended so that
stronger linkages are devel oped
among basic activities.

-Yes, inthat it improved
functioning with key government
agencies

3.1 Was the national government
fully involved in the pre-CSO
review of needs and does it agree
with the stated priorities of the
CP?

- Yes, fully interactive process of
programme development, linked
to Government’s Vision 2000
statements.

-Government has been involved,
but with some limitations. The
proposed Inter-ministerial
committee was not functioning at
the time of the mission’svisit.

-1t was not possible for the
evaluation team to determine the
extent of the government’s
involvement in the program
formulation process but they
reported that the ongoing level of
government participation and
support in interventionsis
excellent.

-Government was consulted
during the needs assessment phase
and did agree through the formal
programme agreement

3.2 Did the process of developing
the CP enhance WFP involvement
in the CCA and UNDAF
processes under way? Did the
shift to a CP approach enhance
WFP s ability to contribute to UN
coordination through the former
Country Strategy Note (CSN) or
CCA/UNDAF processes?

-Yes, WFP has been akey player
in multi-donor and UN efforts at
coordination.

-Could strengthen CCA/UNDAF
participation by improving VAM
capacity

-CCA/UNDAF processes not
started during preparation of last
CP. New CP period coincides
with harmonized UN program
cycle and WFP will be fully
involved in CCA/UNDAF
processes

-efforts are made to ensure
cooperation with development
partners but can be increased

CCA was not initiated until 1999
(after the formulation of the CP).
On the other hand, WFP isan
active participant in the
CCA/UNDAF process which was
scheduled for completion for
September 2001.

WFP has taken a pro-active role
and has participated in UNDAF
process since the beginning in
1998. WFP participatesin a) the
inter-agency UN committee, b)
the committee devel oping the
CCA and c¢) as amember of the
technical group onrural
development and food security.
-UN agencies have been more
effective in harmonizing with the
UNDAF and with govt priorities
than with each other.

3.3 Hasthe process of
developing the CP had any
appreciable effect on the ability of
the national government to make
and meet programme
commitments?

- have experienced some
difficultiesin implementing 3 of
the 5 planned projects. Problems
relate to both government and
other donor agencies processes
for planning and implementation.

-as noted CP has led to improved
govt attitude to WFP food aid
programming.

-Govt is moreinvolved in the
preparation of individual projects
and govt counterparts are more

-Govt has avery good record of
meeting its large scale
commitments of counterpart funds
in atimely manner.

-Original plan for establishment
of departmental technical unitsin

-as noted above, the government
share of funding of projectsis
very significant and the
relationship between funds
committed and those made
available varies significantly
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3.3 (continued)

Ghana.

Mauritania.

involved and receptive than in the
past. CO and govt have agreed on
lessons learned in implementation
and monitoring

Bolivia.

food aid for each intervention
were not implemented but
government counterpart agencies
have been effective

Guatemala.
from agency to agency and from
year to year.

3.4 Does the CP include
contingency planning measures at
either the country programme or
activity level? Does it include
activitiesaimed at ensuring that
disaster preparedness/mitigation
actions are taken so that
emergency interventions are more
timely and effective?

The country office has not yet
addressed contingency planning
to the extent that WFP policy
requires although there are plans
to do so.

The mgjor problem isthe lack of
staff capacity and availability.

-emergencies occur regularly asa
result of refugee movements or
recurrent floods or droughts but
CP does not include resources that
can be mobilized quickly either
for mitigating effects of disasters
or for post-disaster rehabilitation
and reconstruction

-Basic activity 1-Integrated and
participatory rural development in
depressed, food insecure areas
does include disaster prevention
and mitigation activitiesin areas
vulnerable to floods. However,
thereis ageneral weaknessin this
are that cannot be met by food aid
planning alone

-CP evaluation includes coverage
of a PRRO related to persons
affected by Hurricane Mitch. No
clear link from the PRRO to other
projects in the programme

3.5 While the CP does not include
resourcing and planning for
PRROs and EMOPs, does it
describe them and note any
possible actual or potential
interaction between devel opment
activities and relief?

- not covered in the evaluation
report

-regional EMOPs help to provide
strengthened staff resourcesin
logistics and monitoring

-not covered in the evaluation

- evaluation covered a PRRO
relating to Hurricane Mitch. Not
clear how linked to other
interventions

- availability of food resourcesto
WFP did alow continuity in food
aid supply during emergencies

3.6 Did the CP mechanism permit
necessary and appropriate shifts
of resources among activitiesin a
timely and efficient way?

- Yes, thereis considerable
flexibility to shift resources within
specific projects (see HIV/AIDS
and supplementary feeding), but
this flexibility does not apply to
the programme as awhole

- asin 3.4 above, choice of
commodities and projects has not
allowed for flexible use of
resources for both developmental
and emergency/disaster
preparedness/rehabilitation
activities

-discussion of flexibility is
focused on the loss of the capacity
to monetize food aid

-In addition, report notes that the
CP demonstrated its flexibility in
emergency situations such as
droughts and floods by adapting
its resources to needs of affected
families (tools and cattle)

-as noted, evaluation does remark
that resource shifts are possible
but points out the lack of systems
and procedures for re-dressing
programmatic problems and re-
assigning resources to assure
objectives achievement.
-evaluation notes that the country
programme should be more
oriented to disaster prevention

4. Towhat extent does the use of
food aid in the current activities
reflect the lessons learned
documented in Food Aid and
Development?

- Overdll, yes - programme stands
up reasonably well when
measured against requirements of
Enabling Development.

-Activities are generdly in
conformity with the principles
indicated in the FAAD document.
All five of the CP activities
judged in line with priorities,
including appropriate targeting
(but targeting at household level
could be refined).

-Because marginalized regions
with high levels of poverty and
vulnerability to food security were
chosen for interventions under the
CP, thereisagenera
conformance with FAAD. Atthe
same time, the establishment of a
VAM unit at WFP Bolivia has

-as aready noted the evaluation
points out that there is a good
generd fit between the sectors
and goals of the basic activities
supported in the CP and the five
objectives areas of the FAAD but
also notes that a more detailed
review of FAAD compliance on a
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4. (continued)

Ghana.

Mauritania.

- lack of impact indicators limits
the application of FAAD
principles. Key results indicators,
particularly with regard to
households are essential to the
effective implementation of the
policy and are missing.

Bolivia.

contributed to improved targeting
through more efficient and clear
criteria

Guatemala.
project by project basisis
necessary

4.1 Isfood aid the most
appropriate resource for usein CP
activities? Isfood aid justifiable
and necessary for the achievement
of the activity level objectives?

- Yes, becauseit islinked to use
of food aid to help the poorest
householdsin poorest parts of the
country mainly by improving the
nutritional status of women and
children and supporting education

-Yes, given the increased
emphasis on targeting food deficit
districts and vulnerable group
members which accompanied the
CP. Targeting works well at
district level but needsto be
refined at the household level.

-Yes, use of food aid in Bolivia
for the creation of sustainable
assets is appropriate.

-There is an apparent fit between
food commodities provided and
needs of target group members

4.2 Are WFP' s partnersin each
activity the most appropriate?
What measures were taken during
the design of the activity to assess
possible partners?

- Government and NGO partners
are appropriate, but some
difficulties were experienced in
complexity of partnering
arrangements and the web of
donor and UN agency decision
making effects partnership.

-limited cooperation in rural
development and vulnerable
group projects carried out with
NGOs indicate a need to increase
level of cooperation with latter
-cooperation does occur with a
wide range of multilateral
agencies (FAO,UNDP,UNEF,
UNICEF, IFAD, World Bank,
Arab Fund) but the reach of these
projectsis limited

-new partners at govt level are
needed who are more
administratively flexible

- not directly addressed but report
does comment on effective
cooperation with UN agencies,
government departments and
NGOs.

-report notes that the CP
concentrated on fewer, large
governmental counterpart
agencies and noted this as
appropriate. It aso, however,
notes a need to improve
communications between WFP
and government counterparts

4.3 Isfood aid used in the
activitiesin the CP targeted to
food deficit sub-regions and/or
populations identified as the
hungry poor? Isthere evidence
that these targeted people are
being reached?

- as above, yesto poorest
households and regions but needs
to be better grounded in up to date
VAM anaysis

-yes, increased emphasis on
geographic food deficit districts
and on vulnerable groups

- clearly interventions have been
targeted to food deficit and
vulnerable regions and
municipalities. Need for more
refined targeting at community
and household level/

-thereis a need for intensive and
improved use of VAM methods
and practices.

-there is evidence in a number of
basic activities of wide
geographic and social dispersal of
beneficiaries and a need to better
target the most vulnerable and
most affected

4.4 \Where assets are being
created using food aid, what
measures are taken to ensure that
the targeted beneficiaries benefit

-only two project implemented at
the time of the evauation focused
on education, human resource
development and supplementary

-appropriateness and use of assets
created not covered.

-while food aid is used in the
creation of sustainable assets,
some of the interventions have
lacked adequate monitoring to
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from the assets created?

Ghana.
feeding. No physical assets were
created

Mauritania.

Bolivia.
establish who benefits from those
assets,

Guatemala.

4.5 What indicators are being
monitored which can be used to
assess the effectiveness of the
activitiesin the CP? Do they
provide any assessment of activity
effectiveness at this point in time?

Do they cover outputs, outcomes
and impacts? Were baselines
developed?

-monitoring has been through
GSS and other common data
bases which tend to be outdated.
Need to use VAM and other
techniques to improve monitoring
-monitoring of food commodities
has been adequate

-more women are needed on
management committees

-monitoring identified as an area
of weakness with areal need to
strengthen the monitoring
capacity of WFP at field level, as
well as partners.

-WFP CO has organized two
workshops to establish monitoring
indicators, in collaboration with
govt and NGO partners.

-Use of indicatorsisvery
restricted and limited to the type
and number of interventions
undertaken and the number of
beneficiaries by gender.
-indicators require clearer
definition of key terms

-failure to monitor impacts of CP
activities limits the application of
the Enabling Development policy.

-while there are national
government systems for
monitoring food logistics and
food distribution, the absence of
baseline data on nutritional status
and food vulnerability at the
micro level makesit difficult to
monitor program results.
-thereisaneed to use VAM
methods and to adopt them to
community and household level to
better monitor project results.

-no indicators have been
developed at either the program
or project level using afull logical
framework approach. The
establishment of CP level
indicators is needed to establish
the achievement of CP objectives

-thereis aneed for the
development of a system
especialy for the specification
and monitoring of results
indicators at the Country Program
level (as opposed to the
intervention level).

-there is a need to develop criteria
for monitoring the poverty and
nutritional needs of those persons
displaced by Hurricane Mitch in
comparison to the chronically
poor in the same regions who may
bein greater risk.

5. Do the activitiesin the CP
adequately address gender issues?

-The present country programme
has a strong emphasis on
improving the status and quality
of life of women

-gender commitments are being
met in the basic activity 2, human
resources development but had
faced significant constraintsin
activity 1, Rural development

Gender Action Plan (1996-2001)
provides aframe of reference.
WFP established target of 60% of
CP resources to very
disadvantaged women and
children.

A three part action plan for
gender was developed in 1998

5.1 CP approach and
commitments to women
(mainstreaming)

-programme directly focused on
improving very low educational
attainment rates for women as
well as employment and income
disparities. Not so much a gender
mainstreamed as a women-
specific approach

-reports’ authors argue that the
sub-project support for women’s
participation, by being limited to
cooperatives recognized by the
State Secretariat for Women's
Affairs, reduces the scope of
activities to market gardening.
Project becomes women focus
rather than mainstreamed.

3 thrustsin CP — gender criteriain
annual plans and in monitoring
system, incorporation of a gender
perspective in training modules,
and the promotion of women’'s
participation in community
project planning and food
management.

Action plan for gender
encompasses a) mobilization and
sensibilization in gender, b)
training in gender analysis for
project development and
management and c) institutional
support in implementing gender
goals of each project.

5.2 Changes required to meet
WFP commitments to women

-some concern over whether
present activities address root
causes of gender inegquality
-shift to gender approach would
require project encompassing

- intherura development activity
at least there is a perceived need
to move from a specific women
focused approach (through SECF
approved

- problems have been
encountered in improving
women’ s roles in management
and decision making relating to
illiteracy and lack of numeracy.

-the CP has met some operational
and conceptua difficultiesin
achieving gender goals. In
particular there has been
resistance to integrating women

21




5.2 (continued)

Ghana.

both men and women and dealing
with mens and womens different
needs and interests

Mauritania.

- cooperatives) to a gender
approach based on an analysis of
men’s and women'’ s specific
training needs and interests
(presumably using gender analysis
as aplanning tool)

- functiona literacy should be a
key activity areafor women

Bolivia.

- WFP isworking to overcome
this constraint through an
agreement for UNICEF to provide
literacy training.

- Gender specific indicators are
needed to track changesin
women’s and men’s roles

Guatemala.

in community associates.
-Thereisageneral lack of
understanding among counterparts
of the situation of women and the
need for efforts to address gender
equality. A problem made worse
by high turnover

6. To what extent doestheuse of | -see 4.0 above - See4.1 above: - see4.1 above, See 4.1 above

food aid in the current activities

of the CP conform to the Enabling

Development policy?

6.1 What changes would be -need to establish WFP Ghana -explicit use of VAM - improved targeting at the -WFP should adjust the next
required in next CSO and CP to VAM capacity and to develop methodologies; community and household levels | program cycle to harmonize with
ensure better compliance with the | ongoing capability in VAM for -establishment of baselines for - baseline studies of nutrition and | UNDAF partners

Enabling Development policy?

GOG

-need CSO to be clear on how
WFP policiesin such areas as
gender have been modified or
adopted to conditionsin Ghana

impact indicator monitoring
-targeting improvements to the
level of food deficit and poor
households rather than districts
-fuller integration into the
CCA/UNDAF process

-more complete project definition

food insecurity supplemented by
indicator development and the
monitoring of resultsindicators
- better concentration on food
insecure households

- improved partnering by
developing linkages to technical

-strategy in the next CP should
aso be coordinated through the
donor coordinating group on food
ad

-key activitiesin the next CP
should use VAM methods to
ensure more focus and a reduction

during the CP planning stage assistance agencies which can in geographic dispersal.
-improved selection of partners extend the reach of WFP human -efforts are required to strengthen,
resources deepen and sustain the gender
impacts of activities.
7. What measures can betakenin | Focus on the use of food aid for -as above As above, Asabove

the development of the CSO and
the CP to improve the
effectiveness of WFP's
contribution to devel opment
during the next Country
Programming cycle?

ingtitutional change

Need for continuous VAM type
monitoring

Imaginative use of small amounts
of food aid for testing and
experimentation can have abig
effect on developmental use of
food aid
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8. Other lessons |earned

Ghana.

Coherence should be assessed not
only in terms of coherence among
WFP' s own projects but
coherence with the work and
programs of other UN agencies
and other key donors (including
the UNDAF proecess)

Mauritania.

-definite need for measuresto
improve devel opment,
designation, gathering and
analysis of resultsindicators at
output, outcome and impact level
including the development of a
baseline

-need for improved staff
complement in logistics,
monitoring and evaluation

Bolivia.

- greater follow up and technical
support is heeded for productive
activitiesincluding income
generation and the creation of
sustainable assets. Not enough is
known about the beneficiaries of
the assets being created.

Guatemala.

-there is a need to improve the
criteria used in the selection of
beneficiaries based on poverty
and food insecurity, especially for
those living in peri-urban and
marginal urban areas who are
internally displaced peoples from
rural locations.
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Part 3— M ozambique, Yemen and Mali

Issue and Sub-Issue

Mozambique

Yemen

Mali

1. Has the process of developing a CSO

and CP resulted in arecognizable CP as

described and expected in the guidelines
and policies of WFP?

- strategic focus on most vulnerable areas
and groups

- coherence and internal consistency

- integrated with government activities at
provincial and district level

- CPresulted in clear strategy and a
coherent programme

- more coherence and integration possible
within certain activities such as Food Fund
and education

Existing CP document does not incorporate
essential features of acomprehensive
country programme approach
Forthcoming CP needs to make better use
of potential benefits of a substantive
country programme approach

Closer coordination and cooperation with
government, other UN agencies, and
donorsin program and activity planning,
implementation and monitoring and
evaluation is required

The mission concluded that while the WFP
program in Mali had attained a certain level
of coherence in relation to stated strategic
directions the actual process of developing
the CSO and CP had not resulted in awell
defined strategy or a genuinely coherent
programme. In fact, the programme
represents a new way of presenting projects
in acommon framework while the projects
themselves remain independent in
conception, management, and ongoing
supervision.

1.1 How were activities/projects ongoing
before the establishment of the CP
modified to fit more readily into the CP
approach?

The 1996 CSO recommended future focus
on rehabilitation and disaster mitigation but
continuation of parallel activitiesin
education and health along with
rehabilitation of public infrastructure

CSO emphasized use of VAM for better
targeting

Design and implementation of WFP
assistance has largely continued to follow
the lines of individual project approaches

-as noted above, activities have a general
relationship to the strategies and goal's of
the CP but remain largely independent of
each other

1.2 Did the process of developing the CSO
and CP include an analysis of national and
sub-regiona (within the country) food
insecurity and vulnerability — hunger
analysis? Doesthe CSO and/or the CP
make reference to VAM material
developed for the country?

National agriculture production increases
result in a positive food balance

Some question national need for food aid
but WFP targets food deficit regions and

disaster mitigation

CP strategy, focus and objectives based on
past experience, problem analysis and govt.
policy

CP approach achange in labels

Agreement with govt on the CP does not
exist —only projects and activities agreed
to

-the geographic targeting has been based on
the results of the early warning system and
has focused on the most vulnerable zones.
However, in the absence of detailed
vulnerability mapping of the Northern
regions- targeting is more appropriate at
the regional geographic level than at the
level of vulnerable households and persons

1.3 Did the process of developing the CSO
and CP result in an identified strategy for
WFP development programming? Did it
include, for example, choicesin strategic
areas such as: key partners inside and
outside government, geographic target
areas etc.

Not evident from the evaluation report.

Stated strategy:

Focus on food insecurity and the poor
God

Improve the nutritional status of the most
vulnerable at critical timesin their lives,
help build assets and promote self reliance
of poor people and communities.

In the absence of an explicit strategy the
evaluation team sued an analysis of the
goals of specific interventionsto arrive at a
general, overall objective for the CP of,
“reinforce the means and capacities of
target group members to meet their food
and nutrition needs in a sustainable manner
while reducing the effects of repeated
natural disasters
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1.4 Are the activitiesin the CP designed to
be complementary or to be linked in terms
of sector, geographic areas, beneficiaries or
other common elements? If not, isthere a
strong rationale for not making these
linkages?

M ozambique.

Enhance the role of women in food aid and
food management

Increase national and local institutional
capacity

Manage a consolidated VAM data base for
better targeting of most food insecure
Promote coordination of a government
food security committee.

Yemen.

Identical to objectives of individual
planned activities:

Reduce gender gap in education
Encourage women and children to use
health services
Improve food security of the poorest
Ensure food security of refugeeslivingin
camps, and
Reduce the incidence of micronutrient
deficiency

Mali.

-cover the food needs arising from local or
genera natural catastrophes to which the
country isregularly subject;

-reinforce the capacity of the population to
face natural calamities and survivein a
difficult environment

-develop human resources in the context of
support to the education, health and
nutrition sectors

As noted by the evaluation team,
programme objectives are in line with govt
priorities but are too general.

1.5 Arethere specific objectives expressed
at the level of the CP (as opposed to the
activity level)? Arethey relevant, redlistic
and attainablein light of the approved
activitiesin the CP? Further, can the
achievement of objectives be measured at
the programme level ?

The CPisintegrated and coherent but some
of the individual activities need to be more
integrated.

Only rudimentary application of CP
concepts but:

- activities follow same broad objectives
of WFP core policies

- concentrate on socia sector

- concentrate on same 10 governnances
- programme cyclesto be harmonized
among UNDP, WFP, UNFPA and
UNICEF in 2001

-Integration: the basic activities of the CP
have potential aspects of complementarity
and have potential to be targeted. Inthe
medium term targeting has been at the
regional geographic level only.

-the synergistic effects among projects
should be at the base of a CP approach but
are severely limited in Mali.

-there is scope for further concentration of
aid by regions with high food insecurity.

2. Towhat extent did WFP' s systems and
procedures for programme and project
identification, design, budgeting,
implementation and review enhance or
impede the CP approach?

Serious reservations were expressed on
WFP systems and procedures in support of
the CP (see below).

Not adequately covered in the evaluation
report.

- budgetary confusion limits the flexibility
of programme processes

2.1 Delegation of authority to Country
Director.

The process of decentralization has been
protracted and grey areas persist along with
differing interpretations.

Not adequately covered in the evaluation
report.

The capacity of the CD to direct resources
from one project to another whichisa
theoretical benefit of the CP approach is
considerably reduced by the financial
procedures actually in place.

2.2 Appropriate guidelines, policies, tools
and support

First generation of CPs developed before
supporting systems, policies and guidelines
were put in place.

Guidelinesin place now

- resources and long term financing policy
(1999)

Enabling Development (May 1999).

The CP approach in Y emen has so far been
rudimentary and this may be attributable to
the lack of clear guidelines on making the
CP approach operational.
Recommendations section cites lack of
guidelines and operational procedures for
the CP approach.

Not adequately covered in the evaluation
report.
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2.2 (continued)

M ozambique.

- disaster mitigation policy (2000)

lack of clarity persists over responsibilities
of WFP HQ, RO and CO

Y emen.

Mali.

2.3 Budgeting rules and processes
appropriate to CP approach.

Method of calculating and allocating direct
support costs (DSC) for development
modeled on emergency calculationsis a
serious disincentive to staff and to
planning.

Adequate budgetary resources not allocated
to preparation and administration of the
development portfolio because of method
of calculating the DSC

Flexibility in alocation of resources not
provided for.

-The method of calculating direct support
costs as a percentage of the food shipped in
the prior year is detrimental because there
isno direct correlation between the
required level of technical assistance and
the quantity of food shipped. A country
which cannot absorb large quantities of
food aid in one year may require
substantial direct support costsin the early
stage of a programme the following year.
Further, this method of calculating DSC
discourages long-term efforts to combat
food insecurity and favors short-term
approaches to fighting hunger.

2.4 Organization and staff complement of
Country Offices

- Insufficient consultation on HR matters
between HQ and CO

- HR Division at HQ does not update CO
on personnel matters

- Strong need for more staff and more
competency in core functions of logistics,
M&E, gender, VAM etc.

Staff lack awareness of functions and
benefits of a CP approach

- effectively implementing a CP approach
and conforming to enabling development
policies requires that the CO have adequate
human resourcesin, for example, logistics,
monitoring, evaluation, gender and
vulnerability assessment. The CO needs a
staff profile adapted to classical
development programming. Thiswill
require greater budgetary flexibility and
access to specialized staff.

2.5 Procedures followed

Country Programme Committee established
and functioning effectively

CPC carries out mid-term reviews
Participation in CPC and in mid-term and
annual reviews by government and NGOs
is high but little interest on part of donors.

Country Food Aid Advisory Committee not
established and no agreement with
government at the programme level.

No indication that procedures were not
followed.

2.6 Problems and constraints identified

- staff constraints

- cross subsidization of development by
emergency operations (especialy for short
term staff)

- inappropriate formulafor calculation of
DSC

- frequent staff rotation negatively impacts
devel opment programmes

-lack of awareness

-lack of guidelines

-limited cooperation with govt, UN and
donor partners

- budgetary flexibility and appropriate
alocation of direct support costs based on
program needs;

- lack of trained staff with skills
appropriate to enabling development;

- need for baseline data, clear objectives
and better monitoring of results
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3. CP results in more effective contribution
to development

Mozambique
Generally CP has benefited from expected
integration and participation effects

Yemen

Although broadly in agreement with WFP
objectives, the application of the CP
approach so limited that activities succeed
or fail on own merits

Mali

The CP hasresulted in only very limited
synergy among projects which continue to
operate independently.

3.1 National government involved in needs
assessment

There was adequate involvement of most
stakeholders (national and district
government) in the formulation and
implementation of programmes.

As noted, government priorities and
policies were taken account of in review of
experience and in problem analysis but no
indication of direct government
participation in needs assessment.

-CP priorities are consistent with
government’ s overall strategy but extent of
government involvement in program
development not known. One problem in
implementation is central position of the
Ministry of Water and Rural Devel opment.

3.2 Involvement in CCA/UNDAF process.

Evaluation reports that the CP process
greatly enhanced WFP involvement in
CCA/UNDAF

WFP a strong and valued contributor to
CCA/UNDAF process

UNDG programme cycles harmonized

Despite harmonization of planning cycles
and some complementarity in programmes,
reported lack of integration by WFP into
CCA and UNDAF activities.

WFP to ensure more integration into next
rounds of CCA and UNDAF.

CSO was developed in the midst of the
process of UN reform in Mali. The CSO
and CP were based on the analysis carried
out for the development of the Country
Strategy Note (CSN). Further, the process
of elaborating the CP seemsto have
notably reinforced WFP' s participation in
the development of the UNDAF.

3.3 Government ability to meet
commitments (counterpart funds and staff).

- government commitment to policies
(addressing food insecurity) and to
processes (Country Programme
Committee) rated as high.

- government policies on poverty and food
insecurity are consistent with WFP
approach — the eval uation mission report
made no comment on government ability to
meet commitments

-main problem regarding government
cooperation isthe central role of the
Ministry of Water and Rural Devel opment
which can block effective participation by
other departments

3.4 Disaster preparedness and contingency
planning.

- akey element of WFP strategy in the
country
- one of four CP objectives

- No direct comment by the evaluation
mission.

-programme has afocus on assisting in
developing capacity to cope with frequent
food emergencies

-existence of a PRRO has helped to
maintain capacity for programming in food
vulnerable areas

3.5 PRROS and EMOPS described in
terms of possible interaction with CP.

WFP presence and capacity through
development programmes laid basis for
effective emergency response to floods.

- CPoriginaly included a PRRO for

Somali refugees now funded and
implemented as separate project outside the
CP. No comment on links

-see above

3.6 Flexibility re. Resource shifts

- Innovation of the food fund as support to
micro food for work projects has injected
considerable programme flexibility

- Problem of lack of non-food resources
provided by donors limits programme
flexibility

Expected flexibility not realized but this
may be due to the limited implementation
of the CP approach thus far.

-as noted, the flexibility of resource shifting
islimited due to budgeting rules and the
methods used to calculate direct support
costs.
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4. Activities reflect the Enabling
Development policy.

M ozambique.

- Two primary activitiesin school feeding
and food fund are compatible with FAAD
criteria

- A few resources are committed to some
sectors (therapeutic feeding) and
geographic areas (non-food deficit) not
consistent with FAAD and VAM practices

Yemen.

Interventions address two of the five
priorities (health and human resources) and
two of the planned activities will also
address priorities relating to girls
educational development and to assets for
poor rural families. Relatively week
targeting, partnership and participation
question compliance with the Enabling
Development policy.

Mali.

-the objectives of the programme and, in
particular, of the basic activities are
consistent with the direction of the
Enabling Development policy. The
sectoral focus of projects fits well with the
five orientations of the policy.
Nonetheless, there remains a great deal to
be done to guarantee real compatibility
with the policy at the level of the
interventions.

4.1 Food aid appropriate and justifiable
resource for objectives.

- provided targeting is continued and
supported

-need to improve targeting at sub-district
and district level
-targeting criteria not clear

- yes but targeting has to be improved and
based on better geographic and household
data, perhaps through more intensive use of
VAM

4.2 Partners most appropriate.

Strong and effective partnerships with govt.

agencies

Bilateral donors not engaged as partners —
lack of UNDAF partners hampers exit
strategies

WFP needs to seek and intensify
cooperation and collaboration with UN,
government and donorsin its activities and
programmes

-the large network of WFP partners,
particularly large numbers of NGOs has the
beneficia effect of extending the agencies
reach but there are serious problems of
consistency, policy coherence and
coordination

4.3 Targeted to food deficit locations and
populations (hungry poor).

Establishment and use of VAM capacity a
major objective of the CP.

VAM analysis well integrated into CP.
Geographic targeting using baseline data
In Food Fund sub-district targeting criteria
not well defined

- little reference to or evidence of use of
VAM principles and processes

- lack of explicit criteriafor geographic
targeting and inconsistencies in application
of targeting

- geographic targeting not consistent with
either education or poverty indicators

-targeting is geographic and reasonably
effective at the zone level but needsto be
improved at household level and to be
based on a more accurate map of
vulnerability within specific zones

4.4 Assets created benefit targeted

At start of the CP, feeder roads and micro
projects did not emphasize creation of
sustainable assets.

Food Fund design and new school
construction incorporate concepts of asset
creation and sustainability.

School construction benefits at community
level.

Food Fund assets should be owned at
community level.

FFW components largely remain to be
implemented

- the food for work project reviewed lacks
clearly defined logical linkages between
inputs, outputs, outcomes and impacts and
suffers from problems relating to poor
definition of objectives and targets as well
aslack of coordination among participating
NGOs. Insuch an environment the quality
of assets created and the expectation that
participants will also benefit from assets
seems doubtful

4.5 Indicators monitored.

Food consumption indicators not
monitored at the CP level. Indicators and
development of an M& E system underway

- major theme of the study is need to
develop monitoring and evaluation systems
and processes at the CP level

actual design and conception of activities
does not facilitate adequate monitoring &
follow up.




4.5 (continued)

M ozambique.

Y emen.

Mali.

- Thereisaclear need for donors and
project implementers to collaborate on
development of aplan for identifying and
monitoring results indicators

5.0 Do the activities in the CP adequately
address gender issues?

Strategy focuses on implementation of
WFP' s commitments to women and gender
mainstreaming

Gender is one of main features of the CP.
Women and girls are the main target
groups of health and education projects.
Women are prominent as beneficiaries, but
thereislittle progress on women as
decision makers

-Women do represent atarget group for
WFP projects and in food for work, for
example, women comprise 28% of the
beneficiaries.

-However, the division of roles between
men and women is not well understood in
terms of food security and food use. Inthe
absence of meaningful data on roles and
gender needs many of the solutions
proposed are superficial.

5.1 CP approach and commitments ot
women (mainstreaming)

- mainstreaming strategy

- began in 1998 with awareness building
and capacity development for gender

- Gender plan of action 1999 focused on
integration (mainstreaming) of gender into
the CO work plan for 2000

- 1999 set target of 50% participation of
women both in projects and in staffing of
the CO

- gender guidelinesincluded in TORS for
evaluation of activities

- gender analysisintegrated in training
workhops

- VAM used in meeting commitments to
women

- School feeding program targets creation
of girls boarding schools

- women and girls constitute 87% of the
beneficiaries of health activity and 84% of
the education activitie;

- no evidencein evaluation of a
mainstreaming approach at either CP or
activity level;

- no reported use of gender analysis or
efforts to address gender relationsin
projects

See above.

5.2 Changes required to meet WFP
Commitments to Women (CW).

- the evaluation reports provide many
details of gender components of activities
and do not identify apparent gapsin
dealing with gender.

- effortsrequired to increase women’'s
participation in decision making processes.
- women’s participation in project related
committees needs to be ensured.

- if WFPisto effectively work with
partnersin order to ensure that meaningful
gender analysis informs work on food
security (including the interplay of
ethnicity and gender differences) it will
need to work much more closely with
counterparts on sensibilisation and
collaboration.
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6. To what extent does the use of food aid
in the current activities of the CP conform
to the “Enabling Development” policy?

M ozambique.

- education and food fund activities
conform to HR and asset creation priorities
of FAAD

- good involvement and participation by
government stakeholders

- gender components and strategies rates as
strong

- targeting on a geographic basis using
VAM

- sub-district targeting needs improvement
- indicator development and M&E requires
improvement

Yemen.

as mentioned above conformance is general
with WFP objectives (and two of the five
FAAD areagoals).

-weaknesses pointed out on government
participation, partnership, targeting, local
participation, use of VAM and in
monitoring at the CP level.

Mali.
- See 4.1 above

6.1 Changes required in next CSO and CP
to ensure compliance with the Enabling
Development policy.

- sub-district targeting needs improvement;
indicator development and M& E require
improvement

- scope of advantages of CP approach
needs to be further explored

- need more joint programming, better
M&E, flexible resource management,
establishment of food aid committees

- amore precise definition of the staff
requirements of the CO, especialy relating
to project design, monitoring and
evaluation, gender, and VAM

- development of logical models and
results indicators for each basic activity

- clearer definition of expected results

- reductions in the number of partner
organizations

- continued concentration of geographic
activities

7. Measuresin next CSO and CPr.e.
Enabling Development

- see above

- see above

-see above

8. Other lessons |earned

- human resources for core functionsin
development need strengthening

- tools and procedures late in developing
to support CP process and still somewhat
incomplete

- some vagueness and confusion over
roles and responsibilities of HQ, RO, CO
- need to strengthen HQ support to CO,
especialy in HR matters.

- strong need to integrate complementary
inputs from other donors to supplement the
value and effectiveness of WFP resources

-WFP (and food aid’ s) comparative
advantage in Mali isincontestable in four
key aress:

a) support to the education sector for the
purpose of enlarging access to education
particularly for more equitable access for
girls and boys,

b) support to programs for management of
irrigation;

¢) support to families affected by
HIV/AIDs and

d) prevention and preparation of disaster
management plans

All of above to be done in the context of a
mainstreamed strategy for gender equality.
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Part 4- Lesotho, Kenya, Niger and M adagascar

Issue and Sub-Issue

L esotho

Kenya

Niger

M adagascar

1. Has the process of developing
aCSO and CPresulted in a
recognizable CP as described
and expected in the guidelines

- The CPwas highly concen-
trated with asingle activity in
school feeding accounting for
82% of planned resources.

- Yes, inthat it is concentrated on a
large school feeding activity (the
only one currently active at the time
of the evaluation) with activitiesin

- Theactua CPin Niger must
be considered as atransition
phase between a project
approach and a true country

- Globally, procedures were
followed. CP was approved in
January 1999, $19 million for 1999-
2003 for 40,000 tonnes of food.

and policies of the WFP? Problemsin design and in the asset rehabilitation and HIV/AIDs programme approach. There are three main areas of
capacity of the CO and planned. On the other hand, the activity: i) community nutrition, ii)
government have meant that only | CSO process was completed 3 years school canteens; iii) natural disaster
1 of 4 activitiesis proceeding. before approval of the CP and thus mitigation. But thereis great
This calls into question the the CSO was somewhat redundant. overlap/repetition between CSO and
capacity of the CO toimplement a | Of greater importance was the CP, asign that CP was not very well
programme approach. At thetime | reported over-riding of alocally developed beyond the CSO.
of the mission the CP was not developed strategy by WFP Rome to
operational. re-emphasize concentration on

school feeding
1.1 How were activities/projects | - Themain activity of theCPisa | - Themain activity (and only - The development of the CP - All three sectors of activity

ongoing before the
establishment of the CP
modified to fit more readily into
the CP approach?

continuation of WFP' s long-
standing school feeding assistance
program.

currently operational one at the time
of the evaluation) was continuation
of avery large and successful school
feeding programme in arid and semi-
arid lands

commenced after the beginning
of key activitiesin areas such as
education. CP represents more
of asummary of activitiesthan a
distinct program.

existed as independent projects
before CP, especialy i) and ii).

1.2 Did the process of
developing the CSO and CP
include an analysis of national
and sub-regional (within the
country) food insecurity and
vulnerability — hunger analysis?
Does the CSO and/or the CP
make reference to VAM
material developed for this
country?

- Duetolack of aVAM capacity
in the CO no VAM was
undertaken (the VAM capacity
referred to in the CSO and CP
was termed non-existent in the
summary evaluation report). On
the other hand, the CP and its
activities did focus on recognized
vulnerable groups and regions.

- Yes, infact CO resident staff had
undertaken a series of workshopsin
early 1998 involving WFP staff and
officials of relevant ministries of the
Government of Kenya. These had
developed schematics of area
specific, chronic problems
contributing to food security and a
strategy of “food aided community
development” which they reported
was replaced in thefinal CP by a
focus on school feeding in order to
meet requirements of FAAD policy.

- Yesand no. Thecore
activities of the program are
directed to zones of chronic food
insecurity within the country.
The Dakar regional office of
WFP intends to launch aVAM
study for Niger which should
provide abasis for refining the
targeting of WFP development
assi stance toward the causes of
vulnerability and to
disadvantaged socia and
€conomic groups.

- TheVAM unit announced in the
CP was not put in place because
only one person inthe CO is
responsible for liaison with the
National Relief Committee. For the
South, meteorological and agro-
economic data provided by the
Early Warning System was used to
target assistance. But this targeting
gives an “emergency” aspect to the
food aid, often to the detriment of
more ambitious long-term
interventions. VAM Unit should be
better equipped and have atraining
budget.
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1.3 Did the process of
developing the CSO and CP
result in an identified strategy
for WFP devel opment
programming? Did it include,
for example, choicesin strategic
areas such as. key partners
inside and outside government;
geographic target areas,
targeting considerations within
geographic areas; programme
areas best dealt with by other
agencies?

L esotho.

Yes, in that the over-riding
objective of the CP was stated as
“enabling poor households to
invest in human capital through
education and training.” The four
basic activities of the CP werein
the areas of assistance to primary
schooling, early childhood
development, non-formal
education and disaster-
preparedness. Targeting to early
childhood education has been
undercut by the fact that centres
are fee-based. On the other hand,
decision to make primary
education free has meant more
poor students enrolled.

Kenya.

- See above, Evaluation reports that
“the CP document that finally
emerged at the end of 1998,
however, was a vastly different
document with its focus on continued
school feeding asthe
centrepiece...the change stemmed
from WFP/Rome' s concern that the
strategy being developed by
WFP/Kenyawas not in line with
WFP's new “Enabling

Development” guiding principles
then in the final stages of
development. The Evaluation team
was not able to interview any who
were engaged on the Rome side of
the discussions.

Niger.

Not really, there are objectives at the
level of the PP (encourage
agricultura production, protect the
environment, support education and
schooling for pastoral groups and
improve the coverage of maternal
and child health services) but these
areinherited from the activities
rather than planned at the CP level.
Asnoted, above, targeting is
expected to be improved based on
the VAM study planned by the
regional officein Dakar.

Madagascar .

Some geographical targeting of
activities but requires
improvements.

1.4 Arethe activitiesin the CP
designed to be complementary
or to be linked in terms of
sector, geographic area,
beneficiaries or any other
common elements? If not, is
there a strong rationale for not
making these linkages?

- Three of the four activities are
in education/school feeding and
this meets with national priorities

- Thethree planned activities of
school feeding, the fund for disaster
preparedness activities and the
community nutrition and care
activities were al focused on the
chronic food insecure Arid and
Semi-Arid Lands (ASAL) areas and
werethuslinked. Thelast two have
been altered to focus on
rehabilitating assets and on
HIV/AIDS

- Thethree basic activities of the
CP existed as independent projects
prior to the development of the CP
and, although targeted to food deficit
regions and groups show few signs
of complementarity. Thisresults
mainly from the lack of alogic chart,
goals and indicators at the CP level
(instead of just a compilation of
activity level goals.

- CPactivities could be better
linked in a given community

1.5 Are there specific objectives
expressed at the level of CP (as
opposed to the activity level)?
Arethey relevant, realistic and
attainable in light of the
approved activities/projectsin
the CP? Further, can the
achievement of objectives be
measured at the program level?

- Yes, as noted above the CP has
the objective of improving human
capital through use of food aid in
education. The evaluation notes
some problemsin linking the
objectives of specific activitiesto
the overall CP objectives.

- Yes, the objectives relate to the
central focus on school feeding and
enabling poor, food insecure families
toinvest in education.

- The CP contains few new
elements which are not contained in
either the CSO or the operational
plans of the individual interventions.
Without alogic model or indicators
for monitoring and evaluation, the
CP cannot be monitored as a
program. Its objectives appear to be
simply ajuxtaposition of the
objectives of the interventions.

- Yesbut the evaluation report
noted some incompatibilities
between objectives of CP and
objectives of activities.
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1.6 What evidence exists that
the current CP exhibits the
desired characteristics of
integration, coherence,
concentration and flexibility?

Lesotho.

integration: CP fitsin well with
priorities of the country, UNDAF,
other donors but thereis more
scope for collaboration with UN
agencies:

- coherence: concentration in
education gives cp a strong but
rather narrow coherence;

- concentration: all activities have
atarget group and geographic focus
recognhized as vulnerablein
Lesotho. Lack of aVAM capacity
has tended to restrict the shift to a
more targeted approach.

- Hexibility: mission noted
positively the added flexibility
provided by the CP approach. CD
intended to make use of delegated
authority to shift resources to
activity in disaster preparedness.

Kenya.

School feeding (the sole active
component) iswell integrated and
coherent in that it fits extremely well
with the GOK’s own priority of
providing primary education to al
children and is focussed on young
children inthe ASAL regions. Itis
well integrated into the operations of
the Ministry of Education, Science
and Technology and with efforts of
other donors such as DFID.

- Hexihility isindicated in the
recent revision of activity three from
community nutrition and care
activities to support for organizations
and households caring for
HIV/AIDs orphans in selected
districts.

- Concentration ismainly
geographic (ASAL) and sectoral.

Niger.

Integration: the CP and its
activities areincluded in the
UNDAF and the CP has been
harmonized in duration with the
programs of other UN agencies;
The CP has also benefited from
technical support from HQ and
from WHO, UNESCO and FAO.
- Coherence: the CPis
consistent with government
policy on food security and
poverty alleviation. Each activity
islinked to the appropriate
partner agency in the GON.

- Concentration is provided at a
geographic level although there
are some problemsin
coordination at the field level
due to lack of human resources
on the part of partner agencies.

M adagascar .

- Coherence: CP activities
contribute to reduction of poverty
and are coherent with UNDAF.

- Concentration: CP activities
were implemented, especialy ii)
and iii), in areas of chronic food
insecurity or frequent climactic
disturbance.

- Flexibility: See 2.1 below.

- Integration: some need for better
integration of al 3 activities.

2. To what extent did WFP's
systems and procedures for
programme and project
identification, design,
budgeting, implementation and
review enhance or impede the
CPA?

- Problems have arisen mainly in
the area of the HR capacity of the
CO in Lesotho and of the Cluster
office to provide backstopping
support.

- The main observation made by
the evaluation regarding systems and
procedures (other than positively
commenting on flexibility resulting
from de-centralization) concerns the
initial (and to some extent
continuing) confusion surrounding
new systems and procedures.

- Thereislittle direct comment
on systems and procedures for
budgeting and for program
identification, design and
implementation other than the
observation that the Regional
Office and Headquarters have
provided technical support in key
areas.

- Rules and procedures have not
significantly facilitated budgeting
and activities.

2.1 To what extent has the
delegation of authority to the
regional and country office
level enhanced flexibility of
the Country Director in
developing and negotiating a
CP and in making shiftsin
resources when appropriate?

- Yeson both counts: Delegation
of authority has been noted as
increasing flexibility. Acting CD
signals intentions to shift resources
in favour of disaster preparedness
activity. However, activities are not
going forward at time of evaluation
due to appraisal missions reports of
design and execution deficiencies.

- Asnoted above, flexibility has
been possible and has been acted on
in the reshaping and redirection of
two of the three planned activities
toward high priority areasand in
response to operational needs.

As above

- Delegation of authority certainly
made implementation of the CP
more flexible, especialy by
enabling the use of food aid for
emergency operations. But
permanent transfers of resources
between various activities appear
difficult because technical
ministries resist having their
resources tapped into.
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2.2 Have appropriate policy L esotho. Kenya. Niger. M adagascar .
statements, guidelines, and - Very limited staff resources (1 - No. Thelengthy decentralisation Asabove - Important delays from HQ
headquarters staff support international staff position with CD | process and initial confusion (especially related to Other Direct
been made available to in acting role — national staff surrounding the introduction of new Operational Costs and non-food
country offices during the position vacant) have been further systems for accounting, items) have hindered flexibility
development of CSOs and strained by the large amount of time | comptrollership, personnel, and sometimes affected WFP
CPs? reportedly required to learn and management approvals and lines of credibility vis-avisthe
apply “the many new financial, authorities give rise to a view among government and its partners.
budgetary and reporting procedures | country staff that there is a need for
being introduced at the corporate reformulated and clarified guidelines
level”. regarding basic procedures and lines of
authority in the decentralized WFP
structure.
2.3 In the experience of the The general observation made - Thereport notes as well as a need - No direct comment other - Rules and procedures have not
WEFP office, are procedures throughout the summary report for clearer guidelines a basic problem than an observation that thetwo | significantly facilitated budgeting
and rules for establishing concerns the lack of program with the allocation of financial dollars per ton rate provided for | and activities.
programme and project design, appraisal, administration resources to the development program. | logistical costs of support to the
budgets appropriate to a CP and review capacity available at the | The program has inadequate financial | grain banks systemis
approach? Do they allow for CO level, in part dueto the low resources, largely as aresult of the inadequate.
the required flexibility in tonnage and dollar levels of the WEFP decision on monetisation. This - Thereport does note that the
resource planning and program. will increasingly inhibit achievement of | required flexibility for
alocation? goals and objectives. transferring resources among
activities does seemto bein
place.
2.4 |sthe staffing mix in the - No. The staff capacity of theCO | - Staffing does not seem to beamajor | - No direct comment in the - Structure and mix of CO
country office appropriate is repeatedly noted as inadegquateto | resource concern in the evaluation. report. personnel is generally adequate
given the requirements of the | the demands of developing and Emphasisis placed on inadequate for program implementation. The
CP approach? |'s short-term implementing a CP approach. financial resources and on the need to volunteer work of UN volunteers
technical support available Recommendation isto use aproject | deepen VAM capacity and link it to and advisors that coordinate
where is needed and approach if no moreresourcescan | efforts by other UN agencies and donor fieldwork is deemed essential.
appropriate? be made available for the to more systematically deepen and Short-term technical support from
preparation and implementation of | broaden the analysis of food insecurity Maputo was sometimes hard to
the new CP (post 2002). in Kenya. obtain due to short staff.
Technical support for preliminary
activity summaries was
invaluable.

34




2.5 Were the defined

procedures for preparing and

implementing the CP

followed? Has a CP agreement

been signed with the
government? Appraisal
missions, project outlines,
project summaries, the
Programme Review

L esotho.

- Procedures for developing and
signing the CO and CP were
followed and an agreement signed.
A PRC was established but has
never met. Appraisal missions have
been carried out which have
resulted in decisions not to proceed
with activities as planned.

Kenya.

- Yeson theseitems of procedure but
with amajor reservation noted that it
appears that an integrated and
participatory process for devel oping the
CP was over-ruled by WFP/Rome with
the reported rationale of making the
subsequent CP more compliant with
“Enabling Development” Principles

Niger.

- Yes, the procedures for
preparation of the PP were
respected but the resulting
document should be seen as
transitional in nature.

M adagascar .

- Project summary missions were
conducted but completed 1.5
years after approval of CP. CP
was signed by government. A
Steering Committee was formed,
co-presided by the director

general of the Ministry of
Economy and Finance and the

Committee? (this seems somewhat illogical given director general of WFP.

the emphasis on ownership in the

Enabling Development document”.
2.6 What problems or - The main constraint identified - Asnoted above the main three - Problems noted have - A mission was conducted to
constraints have been has been the very limited personnel | problems and constraints noted have included: prepare activity summaries but

identified during the
development and
implementation of the CP?

capacity of the CO. Thishas been
made more difficult by some
confusion within the GOL of which
were the agencies responsible for
coordination and management of
food aid.

been:

1. an apparent over-ride of a strategy
developed in Kenya by WFP/Rome;
2.an lack of financial resources for
non-food items in activities as a result
of curtailing monetisation, and
3.confusion over new procedures, rules
and authorities

- Poor circulation of
information among donors and
between the WFP and its
partners at the field level, both
governmental and non-
governmental.

- Lack of baselines and of
follow up and monitoring
capacity;

- Poor definition of the new
requirements of WFP in areas
such as monitoring and
evaluation with respect to the
desired results of the CP.

there was an exaggerated lapse
(1.5 years) between approval of
the CP and the completion of the
last summary.

- Minimisation of losses was
achieved by WFP being more
involved in food aid delivery. The
direct management by WFP of the
Internal Transport, Storage and
Handling facilitated protocol
agreements with partners, namely
the NGOs, and enabled better
monitoring. This was akey
success factor of the CP.

3. To what extent has the
design, development and
implementation of a CP
resulted in a more effective
WFP contribution to
development?

- Thereisarea question reflected
throughout the evaluation report as
to whether the CP approach is
appropriate in such asmall program
country with such limited
development program design,
implementation and follow up
capacity.

- Surprisingly, the change in strategy
from food aided community
development to a focus on school
feeding is not viewed as diminishing
development impacts since the large
(20 year old) school feeding project is
viewed as very effective in reaching
poor, food insecure families.

- WFPfood aid in support of
cereal banks has been a major
success. On the other hand,
support to rural development
activities appears to have been
very punctual rather than
strategic. School feeding has
promoted attendance but
targeting can be improved. The
maternal and child health
project has improved attendance
but not mainly by the most food
insecure women.

- CPincreased WFP
coordination capacity. Its
involvement in the UNDAF
process should enable WFP to
rationalise its intervention strategy
asoutlined in the CSO and
concentrate its efforts on a new
CP.
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3.1 Was the nationa government
fully involved in the pre-CSO
review of needs and does it
agree with the stated priorities of
the CP?

L esotho.

The government was initialy
involved in the CP preparation
through the Country Programme
Committee (1999) but
government ownership of the
process appears to have been
limited. CPC has not met since
and Govt has been slow in
processing and finalising basic

Kenya.

Y es, see above on the interactive
nature of the development of
strategy in early 1998. At the
same time this interactive and
integrated process seems to have
been over-ruled. It isimportant
to note, however, that the key
partner ministry for the school
feeding program continues a

activity summaries submitted by | strong relationship with WFP
the CO. and there is strong central
support for the CP.

Niger.
- Yeshbut little detail of how is
provided in the evaluation.

Madagascar .

The government was involved in
developing the CP and the
process was supervised by the
Ministry of Economy and
Finance. The Program conforms
to the government’ s policy on
food security, poverty reduction
and disaster mitigation.

3.2 Did the process of
developing the CP enhance WFP
involvement in the CCA and
UNDAF processes under way?
Did the shift to a CPA enhance
WFP' s ability to contribute to
UN coordination through the
CSN, CCA, UNDAF or other
processes?

- CPwas prepared in 1999,
prior to the CCA and UNDAF
which were finalized in 2000
and 2001. WFP participated in
both documents and plans are
under way to harmonise the
WEFP program and UNDAF by
establishing a new CP from 2002
forward. UNDAF provides
opportunities for greater focus
and coordination of UN

- Without referring specificaly
to the CCF and UNDAF, the
evaluation notes there is a need
for much closer collaboration
among UN agencies and donors,
perhaps by focusing on selected
areas and target groups. The
observation made is that
collaboration and coordination
are more talked about by donors
and UN agencies than

- Yes, theCPisformally
included in the activities and
goals of the UNDAF and WFP
has harmonized its program
cycle with UN partner agencies.

- WHFP took part in CCA and
UNDAF development. CP
coincided with UNDAF and
relied on UN development
priority setting for Madagascar.
UN funds and programs
harmonised their programming
cycle to ensure better
coordination and integration of
their interventions.

activities by target group (e.g. implemented.
herd boys) in the future.
3.3 Has the process of - CPprocess appearsmainly to | - The CP process does not - No comment is made in the - No direct comment on this

developing the CP had any
appreciable effect on the ability
of the national government to
make and meet programme
commitments regarding
counterpart contributions
including both finances and staff
time?

haveillustrated problemsin the
national government’s ability to
coordinate food aid activities
and respond to demands of a CP
approach. Evaluation notes that
too many agencies are involved,
thereisalack of clear mandate
and direction and responses are
very slow.

seem to have had a direct effect
on government capacity to
respond. On the positive side,
the Education ministry has
provided necessary teaching and
other inputs to the schools so
that the school feeding program
has had a positive impact on
performance. On the other hand,
lack of financial resources has,
for example, undermined
program monitoring activities.

evaluation on how the process of
the CP may have affected
national capacity.

issue in the summary report.
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3.4 Does the CP include
contingency planning measures
at either the country programme
or activity level? Does it include
one or more activities aimed at
ensuring that disaster
preparedness or disaster
mitigation actions are taken in
development projects so that the
transition to emergency
operations may be more
effective and timely when
necessary?

Lesotho.

- Yes, activity four focuses on
disaster preparedness and
mitigation in drought prone
Lesotho. Unfortunately, an
appraisal mission after the
signing of the project agreement
pointed out the need for
resolving implementation issues
related to ownership and
partnership. The CO has had
difficulty in re-orienting CP
activities following appraisal
missions.

Kenya.

- The second activity was
planned as a“fund for disaster
preparedness activities’ to help
threatened communitiesin arid
districts to develop disaster
preparedness plans. However,
this has been changed because of
the effects of floods and
droughts experienced in the
1998-2001 period to an activity
focussing on food for work to re-
habilitate infrastructure. Itis
being re-developed at thistime.

Niger.

There are no contingency
planning or disaster
preparedness activities reported
by the evaluation.

M adagascar.

Thethird CP activity is
dedicated to disaster mitigation.
It is compatible with the
government’ s guidelines and to
the UN’ sintegrated response to
disasters. Need for clearer
differentiation between
emergency operations and
development activities.

3.5 While the CP does not
include resourcing and planning
for PRROS and EMOPS, does it
describe them and note any
possible actual or potential
interaction between development
activitiesand relief?

- The evauation only comments
on the focus on education and
the links between the disaster
preparedness and other
development activities.

- Other than commenting on the
re-direction of activity two from
disaster preparedness planning
to the rehabilitation of
infrastructure, the evaluation
does not comment on planned
links between the devel opment
and relief activities of WFP as
described in the CP.

- No comment on thislink is
presented in the evaluation
summary report.

- Four emergency operations
occurred in 2000 and 2001.
Their objectiveis so similar to
that of CP activity number 3 that
it creates confusion. Which
resultsin ah hoc short-term
activities that often do not meet
the long-term CP objectives.

3.6 Did the CP mechanism
permit necessary and appropriate
shifts of resources among
activitiesin atimely and
efficient way?

- Yesinthe sense that the 10%
resource re-allocation was
planned to be used to increase
resources for the disaster
preparedness project

- It appears that the CP
framework coupled with
decentralization of authorities to
the CO has permitted enough
flexibility for activity three to be
re-directed to support for
HIV/AID care-givers.

- Asnoted, the CP and
decentralized authorities do
provide the necessary flexibility
in view of the evaluation team.

- See2l

- - Delegation of authority
certainly made implementation
of the CP more flexible,
especially by enabling the use of
food aid for emergency
operations.

4. To what extent does the use of
food aid in the current
activities/projects reflect the
lessons learned documented in
Food Aid and Development?

- Based on the checklist
presented in the 1999 Enabling
Development document the
Lesotho CP demonstrates a low
level of compatibility with the
Enabling Development Policy

- The evaluation concludes that
once al three activities of the CP
are operational, the WFP/ Kenya
program will be operat-ing in
very high compliance with the
Enabling Developm. framework.

- Thereisno maor
contradiction between the
contents of the CP and either the
lessons learned from FAAD or
the policies and priorities of
Enabling Devel opment.
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4.1 |sfood aid the most L esotho. Kenya. Niger. Madagascar .
appropriate resource for usein In that Lesotho is apoor food Food aid has been used (to date) | Yes, especialy in the areas of
the CP activities? Isfood aid deficit country food aid isan entirely for school feeding and is | school feeding and support to
justifiable and necessary for the | appropriate resource for entirely appropriate. Maize, the system of cereal grain banks.
achievement of the activity level | development. However pulses and vegetable oil have Food aid is an essential
objectives? targeting problems undercut the | contributed very strongly to component in both these

use of food aid for the poorest improved attendance and activities which have been very

and most food vulnerable. performance of poor boys and effective.

girlsin ASAL districts

4.2 AreWFP' spartnersineach | - Theevaluation reportslimited | - The evaluation reports very - Yes, each activity of the CP - Each CP activity has

activity the most appropriate?
What measures were taken
during the design of the activity
to assess possible partners?

government ownership and
support to the CP process. It
also reports that links to NGOs
described in the CP could not be
developed due to staff shortages

effective and close collaboration

between WFP and the central
and district offices of the
Minstry of Education, Science
and Technology.

has clearly identified appropriate
partnersin the technical
ministries aswell as
coordination through the
ministry of finance.

identified interlocutors within
technical ministries. Aninter-
sectoral program steering
committee is co-presided by the
director general of the Ministry
of Economy and Finance and the
director general of WFP. The
frequency of meetings (twice a
year) and committee
composition is adequate but it
needs to widen its mandate to
include closer monitoring of the
program and to ensure better
coherence between activities.

4.3 Isfood aid used in the
activitiesin the CP targeted to
food deficit sub regions and/or
populations identifiable as the
hungry poor? I's there evidence
that these targeted people are
being reached?

- Asnoted, the report cites
problems in targeting of some
activities such as early childhood
development (because of fee
structures) and support to
training of herd boys. Lack of
VAM capacity iscited asa
factor limiting effective

- Yes, to schoolsin very poor,
food insecure pastoral farming
regions (ASAL). Asaresult of
the combination of school
feeding and improved
educationa inputs, students from
these very disadvantaged areas
score as well as urban students

- Yes, food aid istargeted (with
some exceptionsin maternal and
child health) to food deficit
regions and groups. Thiscan be
improved through better and
moreintensive use of VAM.

- Thework of the VAM Unit
has contributed to reducing food
insecurity for targeted
communities, namely through
the creation or rehabilitation of
roads and other assets. But need
for better targeting.

targeting. on national tests.
4.4 Where assets are being - Nofood for assets activities - Theone Food For Assets - Nodirect comment is made - Not directly addressed by the
created are measures are in place | are reported in the Lesotho CP activity (rehabilitating damaged | regarding asset creation evaluation report.
to ensure that the targeted infrastructure) is not yet activitiesin the evaluation since
beneficiaries benefit from the operational. the emphasis has been placed on
assets created? school feeding, maternal and

child health and cereal grain
banks.
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4.5 What indicators are being
monitored which can be used to
assess the effectiveness of the
activitiesin the CP? Do they
provide any assessment of
activity effectiveness at this
point in time? Do they cover
outputs, outcomes and impacts?
Were baselines devel oped?

L esotho.

- Monitoring and reporting
functions for the CP remain
problematic. Thereisno system
in place for assessing the
performance of the CP based on
alogical framework analysis or
in relation to the indicators
which had been identified for
monitoring in the annex of the
CP. No reporting procedures in
place for the CP as awhole and
no annua Programme
Committee report.

Kenya.

- Theevauation reportsthat a
well established systemisin
place for the MOEST to monitor
food aid use and student
performance in the school
feeding program but that the
effectiveness of this systemis
being reduced due to lack of
vehicles and spares which were
to have been provided by WFP
but cannot be financed now in
the absence of the proceeds of
monetisation.

Niger.

- The evaluation notes the lack
of baselines, results definitions
or defined indicators for follow
up and evaluation at the CP
level.

Madagascar .

- Improvement of monitoring
and evaluation of School
Canteen activities should be a
priority. It is currently limited to
the movement of goods and does
not measure the impact on
access to education, school
attendance and reduction of
abandon, especially for girls.

5. Do the activities in the CP

- Based on the assumption that

- Theevauation reports that

- Yes, the engagement of WFP

- Thereisan obvious

adequately address gender targeting schools (where girls WFP Kenya has been an active | with regard to gender in the commitment from WFP towards
issues? attendance is good) force in mainstreaming gender in | course of the elaboration of the | womenin the CPand in its
commitments to women would Kenyaboth in terms of its own CPandinitsexecutionisquite | implementation. The nutrition
be met there has been no gender | programming and its influence evident. In particular, the activity targets women primarily.
analysisas abasisfor on others. This may have been health/nutrition activitieshavea | Every Food-for-Work or training
programming. Asaresult, the somewhat diminished becausea | strong impact on women. request is examined bearing in
problem of the gender gap in lack of funds haslimited follow | - The synergy between WFP mind the opinion and
education which is under- up on arecent gender workshop | and the executing agency for the | representation of women. In
representation of boysis not and because the regional gender | cereal grain banks has permitted | each site, women are dightly
addressed in activities specialist for WFP was women to take arolein the over represented.
transferred to Uganda management of these banks
although women are represented
in management committees for
these banks they seem to have
little participation in decision
making.
5.1 CP approach and - TheCSO, the CP and the - Ingenerd, yes. WFP/Kenya | - Ingenera yesbut thereisa - They aso participate actively

commitments to women
(mainstreaming)

draft operational agreements do
not explicitly refer to WFP's
commitments to Women.

has a history of innovative and
successful gender focused
activities.

requirement for a better
understanding of how food
insecurity effects men and
women

in management committees,
often as president and co-
presidents. Food distribution is
done by women.

5.2 Changes required to meet
WFP commitments to women

- Anexplicit gender analysis
underpinning at least some of
the design process for the CP
and activities

- Thereisaneed for areturn to
adequate funding of gender
promotion activities along with
arrival of funds early in the
financia year.

- A greater understanding of
the roles of men and women in
responding to food insecurity
would permit the devel opment
of more precise objectives.

See above.
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6. To what extent does the use of
food aid in the current activities
of the CP conform to the
“Enabling Development”

Lesotho.

- See4. above.

- Priority areab) enabling poor
households to invest in human

Kenya.

- See4. aboverefood aid and
development.

- Also, the report notes that one

Niger.

- Thereisno maor
contradiction between the
contents of the CP and either the

M adagascar .

- Objectives of CP activities
meet the requirements of the
policy. Current activities should

policy? capital through education and way or another, the CP lessons learned from FAAD or therefore be transferred to the
training isthe main focus of the | positively addresses all five the policies and priorities of next CP, with recommended
program. areas of the enabling Enabling Development. The improvements.
development policy althoughits | activities contribution in four of
focusison areab. the five areas of the policy.
6.1 What changes would be - EstablishaVAM capacityin | - Review thedevelopmentand | - Thereisarisk inherent in all - Use of logic models for each

required in the development of a
new CSO and CP to improve
compliance with “Enabling
Development”?

the CO to better support
targeting;

- Harmonize future CSOs and
CPswith the UNDAF

- Explore common UN
targeting of key groups such as
herd boys and and HIV/AIDs
affected.

drafting of the current CP to
better understand how processes
at the CO level are to mesh with
HQ level policiesto avoid an
apparent U-turn.

- Address the urgency of
improved non-food resource
availability, perhaps through
monetisation.

three activities of the program of
creating dependency.

The interventions of two out of
three of the large partnersin
rural development are basically
“au point mort”. The school
feeding program will be
essential to the success of the 10
year plan in bsic education.

activity to develop CP to avoid
incoherence and incompatibility
between strategic objectives and
Activities.

- Ensure that summary of
activitiesis completed before CP
approval.

- Widen mandate of the
Program Steering Committee to
better monitor CP and ensure
coherence of activities.

- Attempt to associate CP
activities with new independent
provincial plans to benefit from
financial and technical resources
available in decentralised and

autonomous governments.
7. What measures can be taken - See6.1 above. - Study the process by which - It will beimportant to - CPresourcesfor VAM
in the development of the CSO - The CO has not been the Kenya CP was designed so complete the transition to a CP should be dedicated to
and the CP to improve the adequately staffed. If aprogram | asto alow for the development | approach by developing alogic | supporting the implementation
effectiveness of WFP'S approach isto bemaintained as | of aconsensus on strategy model, results statement and of an Early Warning System by

contribution to devel opment
during the next Country
Programming Cycle?

the way forward in Lesotho, the
challenge will be to provide the
sustained level of support
needed. If HR resources cannot
be made available aless
ambitious project approach
(based on a core school feeding

direction at the field level so that
the CP can be better attuned to
the problem context of Kenya.

indicators for evaluation and
follow up at the level of the CP
as awhole rather than ssimply
aggregating objectives of the
activitiesthemselves. Itisalso
important to overcome the
relative isolation of activities.

the National Relief Committee.
- VAM unit should be better
equipped and have atraining
budget.

- WFP should contribute to
improving NGO intervention
capacity, namely through

project) could represent a better training.
dternative - Efforts should be made to
better concentrate the CP.
8. Other lessons learned L esotho. Kenya. Niger. M adagascar .
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Thelevel of support needed to
implement the CP approach may
not be redlistic in very small
programme countries such as
Lesotho.

- Non-food financia inputs to
activities such as school feeding
are crucial but areincreasingly
difficult to resource — hence
recommendation for areturn to
monetisation.

- Thereisaneed to research
new partners for the education
and nutrition projects with
stronger capacity at field level.

- Minimisation of losses was
achieved by WFP being more
involved in food aid delivery.
The direct management by WFP
of the ITSH facilitated protocol
agreements with partners,
namely the NGOs, and enabled
better monitoring. Thiswas a
key success factor of the CP.
NGOs are indispensable relay
partners for the implementation
of community nutrition program
activities.
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Annex 4 — Terms of Referencefor the Thematic Evaluation of
WFP's Country Programme Approach

1. Introduction

In 1994 WFP introduced a new policy framework called the country programming approach. This replaces
the project-by-project approach which made it difficult to relate WFP assistance to overal national
planning. With the previous approach there was little integration of different WFP activitiesto ensure a
coherent country programme. The new approach implies some fundamental changes to the way WFP plans
and programmes, focusing on a people-centred and food-based strategy and using the “ country” as the basic
entity for WFP’'s engagement. A country programme incorporates WFP' s development activities, and
should be a cohesive and focused response to those strategic objectives of arecipient country that coincide
with the strategic objectives of WFP and other assistance partners.

Thisrelatively new orientation of WFP development programming isin line with the General Assembly
resolution 47/199 which mandates the United Nations to introduce country programming. It also servesto
bring WFP in step with the direction of UN Reform as reflected in the Common Country Assessment
(CCA) and United Nations Development Assistance Framework (UNDAF) processes.

The three key reference documents which outline WFP's Country Programme approach are: CFA 37/P/7
(April 1994), CFA 38/P/6 (October 1994) and CFA 40/8 (October 1995).

2. Proposal

It is proposed to undertake a structured review of the implementation of the country programme approach,
based primarily on the results of 15 CP evaluations which will have been completed by mid-2001. Thiswill
entail taking a systematic, corporate look at how country programming has been applied in WFP since its
introduction. The results will allow WFP to assess progress in the transition to a country programme
approach, to refine its application for increased effectiveness, and to report to the EB on progress. The
review will address questions regarding the design, implementation and effectiveness of the CP model. It
will aso look at whether WFP is achieving its intended objectives through the introduction of country
programming.

The review will be undertaken by a consultancy company, under the direct supervision of the Chief
Evaluation Officer, OEDE.

3. Timeframe

September to December 2001 for the main evaluation work. The final report and Executive Board
summary report should be ready for RECC editing by end January 2002. The Summary report will be
presented to EB2/2002 in May 2002.

4. Objectives of the Thematic Evaluation.

The thematic evaluation of WFP's country programme approach will serve the following objectives:

1. To provide a structured, methodologically sound basis for reporting to the EB on progress to datein
implementing the CP approach, and on the implications of this approach in terms of development

programs.

2. To assess the extent to which the CP approach has contributed to more effective devel opment
programming by WFP.



3. Toidentify factors which either enhance or impede the ability of regional/country officesto develop
and implement country programming in atimely and effective way.

4. Toidentify and recommend changes which may improve WFP' s capacity to implement the CP
approach , especialy at country level. Thiswill enable the review to contribute directly to the
organisational change exercise at WFP.

5. To assessthe extent to which the CP approach can be an effective means of advancing the principles
outlined in the Enabling Development document so that the findings of the review can also serve the needs
of the Enabling Development Task Team.

5. Progressto Date

In late 1999, the decision was taken that individual mid-term evaluations of first-generation Country
Programs, which are timed to feed into the preparation of subsequent Country Strategy Outlines (CSOs),
will be used as amajor component of the review of the CP approach. By the end of 2000, ten CP
evaluations had been carried out and a further five are planned for the first six months of 2001, bringing the
total of completed CP evaluations to fifteen by the time the review is due to begin in September 2001.

A key component of the strategy for reviewing CPs has been the development of a common generic terms
of reference for country program evaluations, which were field tested during the Malawi CP evaluation in
March/April 2000. These TORs are the basic document guiding all subsequent CP evaluations. Asa
result, the CP Review Team will have at its disposal a set of Country Program evaluations that have relied
on acommon TORs, applied the same basic methodol ogies and reported under a common reporting format
and table of contents. The generic TORS for CP evaluations should be seen as a companion document to
this proposal since a basic underlying assumption is that they will be applied (with necessary variations) in
al CP evaluations.

6. Underlying Principles

The approach and strategy guiding the implementation of the thematic evaluation is based on the following
principles:

The Country Program evaluations and the overall thematic evaluation itself will be both participatory
and independent. The evaluation process will include WFP staff as well as external consultant(s) and key
stakeholders.

The review process will be both structured and transparent so that key stakeholders will be able to act
on the findings and recommendations with confidence and the overall evaluation report will have the
highest possible credibility with internal and external users.

The thematic evaluation will provide findings and recommendati ons which are both operationa and
strategic, and which can be implemented at different levelsin the organisation.

7. Key Issuesfor the Thematic Evaluation

The thematic evaluation will address the following key issues:

1. Towhat extent has country programming been implemented (as conceptualised) in WFP? Where the
pace and extent of implementation has varied, what factors have contributed both positively and negatively

to this variation?

2. What evidence isthere that the CP approach as implemented is contributing to more effective
development programming?



3. Which findings and lessons from completed Country Program evaluations will clearly support
recommendations applicable across different countries and regions?

4. What are the strengths and weaknesses of the processes used to develop, implement and support the CP
approach and are they appropriate for different categories of country programmes and country types (large
and small countries, regional groupings, countriesin transition, etc.)? What opportunities exist to
systematically strengthen these processes?

5. Towhat extent are the organisational resources, including human resources, available to WFP at
country, regiona and headquarters levels appropriate and adequate to the demands of the CP approach?
What organisational changes may be implied in order to improve the implementation of the CP approach?

6. Isthe CP approach an effective way to implement the Enabling Development policy? If not, does it
have the potential to be an effective basis for implementing the policy in the future?

7. How does the CP approach link in to the overall UN system's country-level CCA/UNDAF process?

The issues outlined here have been selected to serve the needs of WFP at country, region and headquarters
levels and to build on the issues identified in the development of the generic TORs for CP evaluations.
They will require a methodological approach combining a systematic review of the reported findings and
recommendations of completed CP evaluations with qualitative research and consultations with WFP staff
and key stakeholders. The details of this combination are provided in section 8. below.

8. M ethodol ogy

In order to meet the objectives of the evaluation and to address the key issues outlined in Section 7., the
thematic evaluation will involve the following key methodologies:

A structured roll-up of key findings and recommendations from the CP evaluations. Thiswill be done
using the CP evaluations completed by end August 2001.

Regiona Programme Advisors and the Enabling Development Task Team will review and comment on
the rolled-up findings.

A brief descriptive profile will be prepared of the progress WFP has made in devel oping, approving
and implementing Country Programmes including a profile of CP activities by sector and target
populations.

Key informant interviews on the results of CP evaluations will be used to develop the framework for a
HQ level meeting/consultation on the key findings and conclusions of the review.

A synthesis of the results of methods 1, 2, 3, and 4 will form the basis for preparing the EB report on
WFP' s experience in implementing the CP approach.

Each of these methods is examined in more detail below.

8.1 Structured Analysis of CP Evaluation Results

Beginning in September 2001, a summary will be prepared of the findings and recommendations of the 15
completed CP evaluations. Thiswill entail 1 person day for each review (Executive Summary, Full report
and any technical reports) plus afurther 5 daysto develop a summary report on key findings, lessons and
recommendations. The summary will be structured around the key issues outlined in section 7.0 above. In
total during September and October 2001, this exercise will be carried out over approximately 22
consultancy days, including two days for preparation of a draft working paper on the Results of CP
evaluations.



8.2 Regiona Programme Advisors

In view of the Programme's current de-centralisation process, aregional perspective will be included to
review the key findings, conclusions and recommendations of the completed CP evaluations so that they
fully reflect regional realities and so that a consensus can be developed. This should aid in the
implementation of any approved recommendations and encourage follow-up at the regional level. The
ideal instrument for such areview isthe “network” of Regional Programme Advisors.

This network will provide arelevant forum for reviewing the results of the first methodology (review of
completed CPs), and to assess the implications at field level. Results can be circulated by e-mail along with
the accompanying evaluation documents and advisors can in turn provide aregiona perspective to OEDE.

Some regional advisors might wish to take advantage of any sub-regional or regional meetings to schedule
working sessions on the implications of the CP evaluations for a particular region and to submit the
findings of such sessions to OEDE for synthesis along with other evaluation materials.

This methodology will require mainly an information exchange and liaison function from OEDE staff (a
day or so every month) plus some external consulting time on the synthesis of regional inputs.

8.3 A Brief Statistical Profile of Country Programmes and Their Status

One component of the draft and final thematic evaluation reports could be a profile of the status of Country
Programs at WFP. It would include: the number of countries where first generation CSOs and CPs are
under implementation; the number of countries developing second generation CSOs/CPs; and the
projected number of WFP program countries with first and/or second generation Country Programs
expected by the end of 2001. It may also be useful to compile a profile of activities for the CPs under
implementation. Activities can be profiled by sector, dollar value and target group.

The purpose for devel oping the profile of CPs and their status would be to provide the Executive Board
with a portrait of the progress of CP implementation at WFP which goes beyond the 15 CP evaluations
which will be carried out by the end of the evaluation process. It will also allow the thematic evaluation
report to make a strong case as to how broadly the findings of the CP evaluations can be generalised across
WFP. The main argument for not undertaking such a profile will arise if the extent of CP development
outside the 15 countries chosen for evaluationsisin fact very limited since the profile would not then add
much information. Thus the main utility of this methodology isto provide a descriptive guide to the extent
to which the CP approach has penetrated across WFP' s devel opment portfolio — a guide which can then be
linked to the more detailed analysis of the CP evaluations. One factor in approving the use of this
methodology will be the extent of and ease of access to the information to be profiled in WFP electronic
data bases. It should be viewed as an option for further exploration and would be undertaken by the OEDE
Project Coordinator, in close liaison with colleaguesin OD.

8.4 Key WFP Informant Interviews

Following completion of the full cycle of CP evauations, regiona consultation and the development of the
statistical profile, the review team will be able to compile key findings and suggested recommendations
from these three methodologies. These results can then be further tested with key WFP stakeholders at HQ
and regiona level. Some of the key informants to be interviewed would include:

Regional Directors (and/or Regional Programme Advisers).
Operations Department

Strategy and Policy Division

Logistics Service

Office of Budget

Resources Programming Service

VAM



Enabling Development Task Force.

OEDE staff and the consultant would carry out thistask. A two person team will conduct the interviews
based on a prior circulation of the results of the regional/cluster workshops and the structured review of
completed country program evaluations. The interview process should require approximately 10 working
days (5 internal OEDE and 5 external consultant days).

The results of this consultation exercise could either be circulated in writing to those consulted for their
feedback or reviewed in a meeting with a presentation by OEDE.
8.5 Synthesis and Reporting

On completion of the WFP headquarters interview process the review team will develop the draft final
report and Executive Board Summary report (latter, maximum 5,000 words) based on the following inputs:

Summary report on the findings and conclusions of Country Program evaluations
Summary report on the regular consultations with the Regional Programme Advisors
The profile of Country Programs and their Activities

The report on WFP HQ consultations.

These four working documents should be reviewed and synthesised by ateam consisting of:

- The OEDE staff person responsible for co-ordinating the thematic evaluation.

- Anexterna international consultant involved in the review process.

- Other interested OEDE staff who have participated in Country Programme evaluationsin the past two
years.

The synthesis and reporting phase would require approximately 17 person days divided between the OEDE
project co-ordinator and the consultant(s).

9. Work Programme

The tasks involved in implementing the thematic evaluation of the Country Programme Approach at WFP
and the requirements in person days are described in detail in table 9.1 below:

Task and Sub-Task Team Membersand Their Person Day
Requirements
OEDE Project Consultant(s)
Co-ordinator

1. Compile Findings of CP Evaluations

1.1 Review 15 Completed CP Evaluationsin 3 15

September/October 2001

1.2 Develop Evaluation Results Summary - 5

1.3 Develop Draft Working Paper on Results of CP 1 (Review) 2

Evaluations

2. Consultations With Regional Programme Advisors
2.1 Prepare Materials for RPA Review

2.2 Facilitate Information Exchange

2.3 Compile and Summarise RPA Inputs

2.4 Draft Working Paper

3. Develop Profile of Country Programs (need to berevi
3.1 Develop Profile Design
3.2 Secure CPs and CSOs
3.3 Input Relevant Data

3.4 Compile Profile Report
4, WFP Key Informant Interviews

15
15

ed)
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4.1 Summarise Essential Messages of 1, 2 and 3 1 3
4.2 Conduct Interviews 5 5
4.3 Provide Feedback to Interviewees 1 2
5. Synthesisand Reporting

5.1 Develop Draft Review Findings and Conclusions 2 5
5.2 Develop Draft Report(s) 2 5
5.3 Revisions to Draft Report(s) 1 2
Total Person Days 28 49

Thus the total estimated person days for carrying out the review (exclusive of the individual Country
Program Evaluations) is 77 person days. Of those 28 would be provided by OEDE staff and 49 by external
consultant(s).

10. Estimated Costs

Other than the cost of OEDE staff time, the cost for carrying out the thematic evaluation of the WFP
Country Programme Approach is estimated as follows:

Total Review Team Estimated Cost = $US 37,143 including honoraria, air fares and per diem.
11. Review Schedule

The Review of Country Programming Processes at WFP would proceed according to the following
schedule:

1. Compilation of lessons from 15 WFP Country Programme Evaluations. September and October 2001.
(Initial one week visit to WFP/HQ, Rome, from 10 to 14 September 2001).

2. Consultations with the Regional Advisors network: Completed by end October 2001.
3. Complete statistical profile of WFP Country Programmes and Activities: November 2001
4, Key Informant interviews at WFP Headquarters. November 2001 (one week).

5. Synthesis and preparation of draft Final Report and Executive Board Summary report: by latest end
January 2002.



