UNITED
NATIONS E

Economic and Social
. Distr.

E/ | CEF/ 1994/ L. 7
1 March 1994

ORI G NAL: ENGLI SH

UNI TED NATI ONS CH LDREN S FUND FOR | NFORMVATI ON
Executi ve Board
1994 session

REPORT ON RESPONSES FROM UNI CEF FI ELD OFFI CES TO

THE MULTI - DONCR EVALUATI ON OF UNI CEF | NI TI ATED

BY THE GOVERNMENTS OF AUSTRALI A, CANADA, DENVARK

AND SW TZERLAND, AS CONTAI NED I N THE 1993 UN CEF
ANNUAL REPCRTS

SUMVARY

The present report provides a summary of the comments nade by UN CEF
field offices on the report on the nulti-donor evaluation of UNICEF initiated
and carried out by the Governments of Australia, Canada, Denmark and
Switzerland in 1991-1992, the executive summary of which may be found in
E/ I CEF/ 1993/ CRP. 7. Prelimnary findings, trends and foll owup actions to the
eval uation at the country level are identified.

The introduction to the present report is followed by an assessnent of
the initial effects of the evaluation report on country programe strategies.
Inplications for external cooperation with actors outside national Covernnent
and other United Nations agencies are then discussed. In addition, a sunmary
of comments related to field office managenment issues in the context of the
nmul ti-donor eval uation of UN CEF is included.
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| NTRODUCTI ON
1. At its 1993 session, the Executive Board requested the Executive Director

to prepare an anal ysis of responses received fromthose at the field |l evel on
experience gained fromthe nulti-donor evaluation of UNICEF initiated by the
Governnents of Australia, Canada, Denmark and Switzerland and suggestions for
further use to which elenents of the evaluation mght be put (E/ | CEF/ 1993/ 14,
deci si on 1993/ 6).

2. As a followup to decision 1993/6, the Executive Director issued an
Executive Directive (CF EXD/ 1993-007) on 1 June 1993, requesting action from
UNI CEF regional and field offices on several reconmendations nade in the

eval uati on.

3. The content of the present report is based on feedback provided in the 1993
annual reports on the issues raised by the report on the multi-donor eval uation
of UNICEF. Even though there were only four nonths between the issuance of the
Executive Directive on followup action required on the nulti-donor evaluation
of UNI CEF and the preparation of the 1993 annual reports, 95 of the field

of fices have provi ded comments.

4. Since the evaluation placed i nportance on three broad intervention
strategi es, nanely, support to the delivery of specific social services,

capaci ty-buil ding for sustained programe delivery and the enpowernent of target
group nenbers, the responses have dealt with these strategies at |ength.

Al though these three intervention strategi es cover nost UN CEF programe
activities, the evaluation recommended, where appropriate, nore enphasis on
capaci ty-buil ding and enpowernent. Responses on the m x of the three broad
intervention strategies are set within this framework

5. The present report is organized around issues of inportance to field

of fices, including those issues related to programme strategies, externa
cooperati on and managenent, since these are reflected in the responses to
specific recommendations in the report on the evaluation. Although the present
docunment reports on initial field office coments on the multi-donor eval uation
many aspects of the evaluation's inpact on UNI CEF which are not conmented on in
this report are discussed in other documents prepared for the 1994 Executive
Board. For exanple, attention to the mx of strategic choices may be found in
the country programme recomendati ons submitted to the present session. Al ong
with the specific comments presented in the present docunment, nany country
programe recomendations contain references to collaboration with

non- gover nment al organi zati ons (NG3s), an area that requires continued enphasis.
Li kewi se, the docunment on gender equality and enpowernment of wormen and girls
(E/I CEF/ 1994/ L.5) reviews the questions of mainstreaming the girl child and
gender -responsi ve programes. Part Il of the report of the Executive D rector
(E/ I CEF/1994/2 (Part 11)) reviews the status of UNICEF efforts to strengthen
costing abilities in the organization, including attention to unit costing.
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. PROGRAMVE STRATEGQ ES
A.  Ceneral observations
6. Field offices in all regions expressed a preference for greater flexibility

in the categorization of the broad intervention strategies by the addition of
one or nore categories, in accordance with specific conditions found in each
country. In particular, some offices expressed the view that the strategy
categories proposed in the evaluation appeared to sinplify progranmng realities
in the field.

7. In attenpts to adapt the reconmmendati ons of the evaluation on the three
broad intervention strategies to national conditions, other strategic choices
were added in sonme countries. |In Cote d'Ivoire, for exanple, the existing

country sectoral programmes were refined during a md-termreview, based on the
following four strategies: service delivery; capacity-building; enpowernent;
and advocacy. It was noted that all four strategies were present in all UN CEF
programming in Cdte d'lvoire and had al ready been taken into account in the
preparation of the annual plans of action and di scussed with government partners
during the biannual review, which took place in July 1993. The fourth strategy,
advocacy, was also identified by other UNICEF field offices, including the

of fices in Quinea-Bissau, Honduras and the Philippines. 1In the Philippines, in
order to define programe needs nore precisely, the three broad intervention
strategi es were expanded to include a nunber of other dinensions, such as
advocacy and social nobilization, information infrastructure and programe
organi zati on and nmanagenent.

B. The multi-donor evaluation of UN CEF country programm ng

8. Not wi t hst andi ng reservations, the practical value of the recommendations of
t he eval uation regarding the preparation of country programe recomendations
was noted in virtually all of the 17 full country progranme reconmendati ons
bei ng presented to the Executive Board in 1994. Many of the short-duration
country programe recomendati ons ("bridging" progranmes) refer to the
recomendati ons of the evaluation, nanely, the m x of strategic choices made

9. In areas of situation analysis and programe devel opnent and review, the
1993 annual reports denonstrate that the evaluation is beginning to serve as a
ref erence agai nst which to pose progranme i ssues and del i neate programme
elenents. As a franework for md-termreviews, either conpleted or projected,
the following offices have commented: Cote d'Ivoire, Honduras, the Lao People's
Denocratic Republic, Lesotho, the Sudan and Uganda. In addition, sonme 10 of the
95 field offices that responded have used the evaluation in the preparation of
one or nore of the following: naster plan of operations; national plan of
action; report on strategies and workplan for the achi evenment of the m d-decade
goal s; and the ongoi ng progranme and strategy docunent.

10. O particular interest is the experience in the use of the evaluation for
programm ng and advocacy. For exanple, the eval uation
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(a) Provided guidelines for the prioritization of some crucial areas of
the country programe;

(b) Provided relevant and appropriate neasures for social progranmng and
assisted in focusing on goals, defining objectives and designing activities;

(c) Ofered a useful tool for reflection and advocacy for programe
reorientation with the Governnment and other partners in devel opnent;

(d) Served as a frame of reference to transformthe progranme into a nore
action-oriented and integrated programme;

(e) Was strategic in reviewing the efficacy of existing progranme
initiatives.

11. A nunber of field offices described national conditions that illustrate the
conpl exities of programm ng under the three broad intervention strategies,
especially as the wei ght of programm ng shifts towards capacity-building at

| ower adm nistrative/societal |evels and the enpowernent of communities and
groups. Exanples include the follow ng:

(a) In nmoving fromservice delivery through capacity-building to
enmpower nent, UNI CEF- supported programes are dealing with increasingly conpl ex
i ssues, including issues that are fundamental and structural and are related to
the control of resources and power distribution in society;

(b) For future planning, a critical analysis of the potential options

avail able for the fornmulation of the different strategies will need to be based
on a nore thorough understandi ng of the societal dynam cs that exist to support
or hinder choices in these options. |In this context, it was noted that

particular attention needed to be paid to the role of wonen in the devel opnment
process and to the factors that influence their ability to cope with new and

i ncreased responsibility, and, in doing this, the evaluation was viewed as a
useful reference in the planning process.

C. Balance between the three basic interventions

12. One recommendation of the evaluation report was that UN CEF representatives
shoul d review their current country programes to establish a bal ance between
the three basic intervention strategies, both overall and for key sector
programes. The inportance of an integrated strategy franework as currently
appropriate in the country context was pointed out in the annual reports both by
of fices enpl oying that approach prior to the evaluation and by those who have
recently begun to do so. In sone cases it was noted that, although the services
delivery strategy was a |large part of the support that UN CEF provided to the
Covernment, given the lack of national resources, the services delivery strategy
was viewed as a necessary and essential acconpani nent to the success of the

ot her two strategies.

13. One field office noted that poor progranme inplenmentation, where it does
exist, mght result less fromthe need for nmaterial and services inputs than
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from weaknesses in organi zati on and managenent, for which strategy integration
was required. Reinforcing this view, it was recognized in Mngolia that,
despite |l arge nunbers of educated managers, the |lack of specific essential
skills along with limted exposure to new i deas and approaches has inpaired the
capacity to deliver services to a greater extent than has a shortage of
material .

D. Specific targeting within comunities

14. Targeting within communities in accordance with differences in gender,
soci al class and access to resources was one of the actions recomended in the
eval uation report. Enmpowernment at the conmunity |evel was al nost a universa
supportive comment in the annual reports, especially when comrents on gender-
responsi ve programm ng |inked to enpowernment were taken into account. In the
country strategy neeting for Botswana, for exanple, it was reported that the
partici pants reached a consensus on how the programme should identify with and
focus on the children, wonen and famlies that the progranme existed to serve.
It was stated that that enphasis would entail an approach focused nore on
speci fic groups and problens rather than on particular "sectors", as had been
the case in the past.

15. Comments from Bhutan included the statenment that enpowering children and
wonmen to participate in nmeeting their basic needs and rights was the cornerstone
of UNI CEF assistance in that country, but that there was no one channel for

achi eving that objective, which obligated the office to enploy a m x of

i nterventions.

E. Gender-responsive programm ng

16. The comments in the 1993 annual reports on gender-responsi ve enpowernent, a
specific interest of the evaluation, provide evidence of inprovenent in this
area. Typical of the comments are references nade to the changes in |aw,
institutions and met hodol ogi cal instrunments for tracking the reality of the
lives of women. Where Governnents are adopting a nore liberal policy on the
rol e of wonen in devel opnment and national power, UNICEF is in a better position
to take a favoured partner stance as policies are inplemented. Where this is
not the case, UNI CEF nust fall back on a nore energetic advocacy role. Two
exanpl es of the former situation are noted bel ow

17. I n Uganda, where there are already 42 wonen parlianentarians, a new
governnment bill establishes wonmen councils spanning fromthe grass-roots to the
national |evel, potentially placing wonen in that country in a new nationa
structure of power in relation to advocacy and deci sions on issues inportant to
wonmen. It was reported that the Government was al so fornul ating specific gender
policies to address gender issues in all sectors for the advancenent of wonen,
and that the Mnistry of Wonen in Devel opnent was preparing a strategic plan of
action on those issues. Wthin this new environnent, the UNICEF field office,
in support of the governnent policy, has prepared a situation analysis with the
obj ective of ensuring that the issue of nainstream ng gender issues is built
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into the country progranme. Special enphasis is proposed for the econonic and
| egal enpowernent of wonen.

18. In India, two constitutional anmendnents have set the stage for the

devol ution of power to village committees and | ocal bodies in urban areas as a
nmaj or step to enable comunity enpowernent. One third of the nmenbership of
these community levels of admnistration is reserved for wonen in order to
address further the concern for gender equality.

19. In support of growing sensitivity generally to the issue of gender
equality, and along the lines of a need identified in the eval uation report for
extensive training in gender analysis, there is a growi ng recognition in the
field that UNTICEF activities can benefit by staff training in gender-sensitive
programming and in the culturally sensitive application of the wonen's

enmpower nent franmework. In this regard, several offices have fornulated training
programes for staff on gender perspective and the UNI CEF policy/strategy for
wonmen and girls. In 1993, the Devel opnent Programes for Wnen Section at

UNI CEF headquarters trained nore than 140 programe officers and

30 representatives in order to build capacity for gender-responsive programes.

F. Strateqgies for enmergencies

20. In one of the nore difficult country progranm ng areas, the response to
energenci es, the report on the eval uation placed special enphasis on the need to
clarify and conbine the use of the three basic intervention strategies.

However, the strongest expositions and argunents in the annual reports for
priority to be given to service delivery strategies were nmade for those
countries in which conplex energency situations prevail. It is clear that where
unstabl e political and/or security conditions are life-threatening to the
popul ati on, a special environnent devel ops in which assistance is al nost
invariably likely to be focused on strategies for the provision of materials and
servi ces, none the | ess recognizing and taking into account the w der need for
capaci ty-buil ding and enpowernent. 1In the case of Angola, the field office

poi nted out that the lack of national security and the need for crisis
managenent nust be taken into account in a conplex energency situation and that
the delivery of basic humanitarian assistance takes precedence over the |onger-
term aspects of development. In certain extrene political circunstances,

i nternational organizations are formally forbidden to engage in relations with
de facto Governnents and nust provide services through NGOs in |lieu of assisting
t hose Governnments as well as in the inplenentation of capacity-building and
enpower nent strategies.

21. One of the consequences of civil strife, rebellion and war, as one field
of fice noted, was the w despread exposure to high |l evels of psychol ogica
trauma, particularly anong wonmen and children. Because of the nagnitude of the
problemand the length of tine it takes to heal trauma, one UNICEF field office
in Africa formulated a mix of strategies that included the provision of

counsel l'ing services to traumati zed children and wonen and the establishnent of
a three-nonth certificate progranme on war-trauma counselling. In another
country, it was stated that the nature of energencies was such that people have
to be prepared and supported to cope with unexpected negative inpacts on their

l...
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lives. Thus, in addition to survival, that field office also concentrated on
psycho-soci al di mensions: play activities in canps; training in psycho-socia
trauma for teachers, health workers and other volunteers; education for conflict
resol ution; community-based rehabilitation; and distribution of school kits to
all children in canps so that sonme degree of social normalcy could be sinulated.
One field office noted that it was possible to devel op strategi es and programmes
in an energency setting, although strategies and programes woul d necessarily be
different fromthose proposed for non-energency settings.

1. EXTERNAL COOPERATI ON

A. Explicit strategies with actors outside nationa
Governmrent s

22. The report on the multi-donor evaluation of UNICEF called for the

organi zation to be nore explicit in the strategic decisions it made at country

| evel s regarding its cooperation with actors outside the national Governnent.
Cooperation with groups outside the national CGovernnment frequently focuses on
capaci ty-buil ding and enpowerment. There are an encouragi ng nunber of countries
in which this type of cooperation occurs. |In Uganda, for exanple, all nmjor
components are already following a mx of strategies at subnational levels. In
the health sector, where there are three mgjor lines of action, a project has
been established, for exanple, to strengthen the capacity of districts to

anal yse, plan and manage health services. One of the priorities of the project
is the devel opnment of the capacity of elected health committees to fulfi
commttee functions. In Senegal, a focus on enpowernent is particularly evident
in one of the principal strategies of the country programe, in which one of the
obj ectives of the strategy is the incorporation of community participation into
all programme activities, above all in those involving |ocal comittees. One
coment stated that enpowernent must include and build upon capacity-building
and service delivery so that it has an added di nension in the provision of
opportunities for direct participation by communities and individuals in problem
assessnent, analysis and action, as well as in resource nobilization and

deci si on-maki ng on resource allocation and progranme/ project managenent.

23. In the view of one field office, enpowernment of conmunities poses the

bi ggest programe chal | enge, considering the many factors that influence it.

El enents critical to this strategy are stated to be the establishnment of
decentral i zed systens that are not purely admnistrative; the reduction of
illiteracy and increase in school attendance; and the creation of mechani sns and
avenues for comunity expression that take into consideration |local traditions
but that adapt to the process of nodernization, and which take place both

hori zontally within the comunity and vertically with governnent officials. In
this programme, devel opment at the subnational |evel is obviously essential

24. As a long-standing policy, UNICEF has considered its relationship and
cooperation with NGOs as a critical factor inits mssion to reach communities
and individuals. This has been reiterated by comments fromthe field in which
cooperation with NGOs is described, especially in the context of the strategic
choi ces approach, including capacity-building and enpowernent, areas in which
many NGOs are engaged. A nunber of cases of cooperation are cited. Only
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typi cal cases are presented here because of the inportance they have in two
current areas of opportunity for cooperation, those involving energenci es and
decentralizati on.

25. As aresult of internal security problens of emergency proportions, many
countries now have Governnments that are not fully functional. In the worst of
cases, there may be no single Governnent for the administration and

i mpl ement ation of social policy. Typically, the UNI CEF progranme has a strong
emergency focus in which a closely linked working relationship with United
Nati ons agenci es and NGOs is invaluable and in which cooperation with NGO has
evol ved necessarily as a nore efficient and practical way of inplenmenting
progr anmes.

26. In one notable case, that of Afghanistan, a national Governnment reaching
out to all corners of the country no |onger exists. Accordingly, UN CEF has for
years been working only at subnational |evels, nanely, with regional, provincia
or town authorities or with comunities in tows or the countryside, although
outreach has been limted by security conditions. In sone cases it has been
possi ble to use NG for inplenmentation

27. dosely connected to this approach is the idea of UN CEF/ NGO cooperation as
a crucial conmponent of governnment policies ainmed at increasingly involving NGs
in the inplenentati on of national social policy and progranmes at decentralized
levels. |n Ecuador, cooperation with NGOs, particularly |local ones, forns a
maj or part of the UNI CEF inplenentation strategy, a situation that has occurred
at the specific request of the Governnment in its policy for the "nodernization"
and "downsi zi ng" of Governnent through, in part, a greater involvenent of NGGs
in the inplenentati on of social policy and progranmes.

28. Even so, difficulties do arise in circunstances where NGOs have
reservations about working with organi zati ons such as UNI CEF, which are

consi dered to be too close to Governnment and are, therefore, suspect. In this
context, it becomes difficult to bring NG3s into cooperative arrangenents where
they nust, to sonme degree, work in line with government policies.

B. Collaboration with other United Nations agencies

29. Responses fromthe field offices on extensive collaboration with other
United Nations agencies were also presented. This type of collaboration was
quite varied, covering nost areas of programme activity and a wi de array of
United Nations agencies. In ternms of relationships with other United Nations
agencies at the country level, there is conplete agreenent with the enphasis of
t he eval uati on on cooperation with other agencies through increased policy and
strategy coordination, as well as increased technical dialogue, building on the
UNI CEF conparati ve advantage at the country level. An exanple is the strong
comm tment of UNI CEF, where Governments so request, to participate with other
United Nations agencies in the preparation of country strategy notes as a nmeans
of coordinating United Nations agency social devel opnent efforts. The
recognition in the evaluation that UNICEF nust retain its clear accountability
and autonony in programm ng and operations in order to conbi ne approaches and
strategi es in accordance with national needs and priorities is fully supported

l...
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by UNICEF field offices. There is agreement with the acknow edgenment in the
eval uation that an increase in programe integration and in financial

i ntegration anong United Nations agencies at the country |evel could weaken
UNI CEF decentralized programe planning and i nplenentation, limt its
operational flexibility and undermne its capacity to be a strong advocate for
wonen and chil dren.

1. MANAGEMENT

A. Intervention strategies in the context of changed situations

30. One area of interest in the evaluation report involved to what degree
changes in intervention strategies occur as a result of changing situations in a
given country. This has particular relevance in countries in which a transition
to a multi-party denocracy is occurring and/ or where governnent policy provides
for the decentralization of responsibility to regional and | ocal areas. 1n one
such country, the field office noted that the capacity-building and enpower nent
strategies were particularly appropriate in the evolution of a multi-party
denocracy. And, in another country, the field office cormmented that the

devel opnent of an integrated area-based approach focused on the community | eve
was an inportant thrust of the new country programe, and that the programe was
designed to take advantage of the commitment of the Government to the
decentral i zati on of soci o-econom ¢ devel opnent pl anning and i nplenmentation. In
fact, decentralization forns part of the strategy for rural devel opnent, in

whi ch the enpowernent of individuals, comunities and formal and infornma
structures is enbedded.

31. In Uganda and Eritrea, the Governnents have a policy for decentralization
a situation in which an opportunity is presented for supporting

capaci ty-buil ding for planning, managenent and accountability at subnationa

| evel s of adm nistration and at conmunity | evels where grass-roots

capaci ty-buil di ng and enpowernent can be enpl oyed.

32. Wth respect to the political and adm nistrative decentralization under way
in Colonbia, the UNICEF field office placed special enphasis on fortifying |inks
with NGOs and other organizations for the inplenmentation of projects at |oca

and regional levels. It was noted that, as a field office approach, that

I i nkage was gaining strength in concert with governmental counterparts.

33. Even where a programme/project in md-streamis experienci ng managenent
difficulties, it may be essential to redesign programme el enents and activities
by the addition of capacity-building. This has occurred in Zanbia, where, in
the face of a flagging i munization coverage, it was necessary to revive the
project by efforts aimed at the creation of a nore autononous operationa
capacity in each target district. Also, in another country, changed politica
circunstances were identified by the field office as responsible for a current
crisis inmpinging on the inplenmentation of a previous enpowernent strategy. As a
consequence, new strategies for enpowernent are being devi sed.
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B. Field office managenrent and structure

34. A nunber of conmments have been noted on the consequences for managenent in
the field offices of an increased enphasis on the capacity-building and

enpower nent intervention strategies. The point was nmade that the systematic
strengt heni ng of capacity-building and enpower nent approaches in the progranm ng
process had created a realization that new of fi ce nanagenent procedures and
staffing structures mght be required

35. The UNICEF office in Lesotho summed up the above-nenti oned change by
stating that the consequences of introducing the strategic choices approach as
an integrated whol e should be reflected in a new country programe managenent

pl an, nost particularly, in the staffing pattern and the structure of

inter-staff relationships. The office also felt that nore effort and tinme would
have to be devoted by the staff at district and community | evels to planning and
nonitoring purposes. As for projects involving participatory inputs, the UN CEF
field office for the Wst Bank and Gaza expressed the view that there would be a
need for nore extensive managenent in the field office, and that a specia

pl anni ng, inplenmentation, nonitoring and evaluation structure for linking with
UNI CEF partners would be required. The UNICEF field office in CGhana identified
the need to use participatory and enpowering net hodol ogi es in planning

exerci ses, training workshops, evaluations, etc., so that the participants woul d
be able to incorporate those methodol ogies into their work.

36. On the level of actual reorganization, coments fromthe UNICEF field
offices in Chile and Uruguay enphasized the fact that the eval uati on had
stimulated themto revise both programme practices and adm nistrative routines.

37. Wthout question there are inportant differences in the size and degree of
staff capacity in field offices, differences that potentially influence the
capability of some offices to deal with conplexities in the application of the
three broad intervention strategies.

C. Methodol ogies for broad intervention strategies

38. Since the evaluation of capacity-building and enmpower ment progranmmes
routinely invol ves met hodol ogi es dealing with social and individual behaviour in
adifficult environment with respect to data, it is significant that a nunber of
field offices have called for increased attention to nonitoring and eval uati on
in the office and project settings. 1In this, the devel opment of bottom up

nmoni toring tools was considered essential. The field office in Ghana pl aced
particul ar enphasis on inproving the frequency and quality of evaluations, with
greater stress to be placed on using the results of such studies to adapt
programes continually in |light of changing conditions.

D. Regional office and headquarters support

39. Faced with the requirenent to strengthen the use of the strategic choices
approach in country programrng and inplenentation and in the related nonitoring
and eval uation activities, various field offices have called for increased
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techni cal support fromthe regional offices and headquarters. Field offices
recogni ze the inportance of regional offices in strengthening field office
capacities to make strategi c choices and to nanage eval uati ons better as an
integral part of the country programe process, both of which are regiona

of fice support activities. It was pointed out in one case that help would be
needed to assist field offices with the establishment of criteria for selecting
strategies as well as to provide gui dance on operationalizing capacity-building
and enpower nent strategi es.

V. CONCLUSI ON

40. The Executive Director is pleased to be able to provide this review of the
initial inmplementation in field offices of the recommendations in the report on
the multi-donor evaluation of UNNCEF. 1In less than half a year, it is clear
that the strategic choices franework for progranm ng, inplenentation, nonitoring
and eval uation has had a w despread and positive inpact on field programm ng and
activities. This inpact is reflected further in docunents presented to the
present session of the Executive Board. As UN CEF continues to explore
opportunities and undertake activities for the operational application of the
strategi ¢ choi ces approach and other recomendati ons of the eval uation report,
feedback to the Executive Board will continue to be provided through the nornal
reporting procedures.



