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Module 4: Evaluation



1. Why we want to evaluate?: ineffective policies/projects/programs

2. What is evaluation?: different concepts, different perspectives
3. Main components of a Program Evaluation:  Need assessment; Theory of 
change; Process Evaluations; Impact evaluations; Cost- effectiveness 
assessment 

4. What are process evaluations?

5. Evaluation reporting

Content



How are policies made?



Why they fail?...

Banerjee & Duflo (Poor for economics, 2012): in developing 
countries most policies failed because of the three I’s: ideology, 
ignorance and inertia



Question: When making a new 
policy/project…What influences your thought 
process? 

1. Intuition

2. Introspection

3. Experiences 

4. Evidence: rigorous quantitative or non rigorous quantitative; qualitative?

5. Opinions 

6. Expedience

7. Political- self interest 



If we have a big program and it has to be evaluated
Query: Who should do it?

A. External party and independent from the 
implementers of the program being evaluated

B. External but closely integrated with program 
implementers

C. Internal party
D. Don’t know



Who is the evaluation most important to? 
1. Constituents

2. Donors

3. Politicians / policymakers

4. Academics

5. Technocrats / Experts

6. Think Tanks

7. Implementers

8. Proponents, Skeptics

9. Beneficiaries



Why is it worth evaluating an intervention 
(policy, program or project)?

1. Evidence of the validity (ex ante evaluations and design evaluations)

2. Improve the performance (progress evaluations)

3. Information (final evaluations focused on the results / impact 
evaluations)

1. For negotiations on budgets
2. Inform interested parties
3. Results agenda



What’s the difference between 
Monitoring and Evaluation?

1. Nothing. They are different words to describe the same activity

2. Monitoring is conducted internally, Evaluation is conducted externally

3. Monitoring is for management, Evaluation is for accountability

4. Don’t know

5. Other



What IS Evaluation?

…an assessment, conducted as systematic and impartial as possible, of an 
activity, project, programme, strategy, policy, topic, theme, sector, 

operational area or institutional performance…

…it focuses on expected and achieved results examining the results chain, 
processes, contextual factors and causality, in order to understand 

achievements or the lack thereof.



The evaluation occurs…
……….at specific times:
Before the start (Ex ante evaluations)
At start (Design evaluations)
Mid term (Progress evaluation)
At the end of the project (Evaluation of results)
After the project has been finished for a while (Impact evaluations)

The design, method and cost vary greatly depending on the approach, 
techniques and questions that are tried to answer.
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Ex ante evaluation
(Use of recommendations for 
improvement of design)

Mid term evaluations
(Use of recommendations for 
improvement of processes/output level)-
learning purposes

Final 
evaluations/results
(Use: contribution to 
results;  accountability; 
learning)….
Evaluation is run before 
project ends

Impact 
evaluations/results
(Use: attribution of 
results;  replication, 
upscale the programs) 
(normally…evaluation 
runs after project 
ends…you design at the 
beginning !)



Requirements for conducting an evaluation

Evaluability conditions….
Does the intervention have a TOC / LF, indicators, baselines?

Has information been generated during the implementation of the project, and 
systematized?

Does the evaluation have collaboration and willingness from the implementer and the 
interested parties?

Is the evaluation well resourced? (example: ILO evaluation policy)?

Does the evaluation have a reasonable timeframe?



Financing for project/programme evaluation

ILO 
Evaluation 
Policy



Questions that an evaluation should answer?
1. Was the program effective?

But if thoughtfully designed and implemented, it can also answer the questions:

1. how effective was it?
2. Were there unintended side-effects?

3. Who benefited most?
4. Who was harmed?
5. Why did it work or not work?

6. What lessons can be applied to other contexts, or if the program was scaled up?

7. How cost-effective was the program?
8. How does it compare to other programs designed to accomplish similar goals?



Types of evaluations…

Impact evalation

Experiments: 
Randomized Control Trials 

(RCT’s): 
- Beneficiaries
- control group

You test causality of 
intervention

Impact evaluation

Program 
evaluation

Evaluation
Descriptive: Describes the processes, 
conditions, organizational relationships 
and opinions of the interested parties

Normative: it compares what is 
happening with what should happen, 
evaluates the activities and if the 
objectives are achieved or not 
(dimensions of relevance, effectiveness, 
efficiency, management)

Cause and effect: the evaluation 
quantifies results and attempts to 
attribute causality between the program 
and a result (s), isolating any other effect 
other than the program from the result
Does it work? 
Is it effective?Method



Program evaluation: 5 components

1. Needs Assessment

2. Theory of change

3. Process Evaluation

4. Impact Evaluation

5. Cost-Benefit, Cost-Effectiveness, and Cost-Comparison Analysis



Program evaluation: 5 components 
Needs Assessment

What’s the problem? Does the problem exist? When we set up the program/policy/intervention, 
the problem should exist. 
Ex: We can assume that “voter fraud” is a big issue, but, using a needs assessment analysis we 
confirm that, in that country or region, this is not a problem (primary and secondary information)

* New program to address diarrhea (main cause of malnutrition and deaths)
# killed people because of this problem
% of child deaths caused by diarrhea 
% of women child deaths caused by diarrhea



Program evaluation: 5 components  
Theory of change

Source of the problem. How can we fix it / Names: log frame, TOC, etc. 

What are the steps by which it will achieve these objectives. Ideally these steps should be 
formally set out by those implementing the program, before a results/impact evaluation is set 
up.

Questions answered by a theory of change
-How will the program address the needs put forth in your needs assessment?
-What are the prerequisites (assumptions) to meet the needs?
-How and why are those requirements currently lacking or failing?
-How does the program intend to target or circumvent shortcomings?
-What services will be offered? (potential solutions)





Program evaluation: 5 components
Process evaluation

Are useful for program managers and measure whether the milestones and deliverables are on 
schedule. 

You track processes with your M&E system …..……use your results framework and M&E plan!

Questions answered by a process evaluation
Was the program carried out as planned?
Are basic tasks being completed?
Is the intervention reaching the target population?
Is the intervention being completed well or efficiently and to the beneficiaries’ satisfaction? 



Program evaluation: 5 components  
Results and Impact evaluations

Impact evaluations are designed to measure whether programs or policies are 
succeeding in achieving their goals.

Questions answered 
Results evaluations determines if a program contributes to a change in an outcome(s) 
Impact evaluations determines if a program creates a change in an outcome(s) 

– Did concrete encased springs decrease diarrhea rates? 



Program evaluation: 5 components 

Impact evaluations
What is the impact?  Many indicators shows good results: 66% reduction in source 
water e coli concentration; 24% reduction in household E coli concentration; 25%
reduction in incidence of diarrhea

Making policy
from evidence

Intervention Impact on
diarrhea

Spring
protection?

Dispenser for
safe wáter?

25% reduction in 
diarrea incidence
for ages 0-3



Program evaluation: 5 components 

Cost-benefit and Cost-effectiveness analyses

Useful for the larger policy implications of a program. The first looks at 
whether the benefits achieved by the program are worth the costs. The second 
compares the benefits of this program to that of programs designed to achieve 
similar goals.



Making policy from evidence



What should be requested from an 
evaluation?

Results and main conclusions should be based on evidence, preferably 
quantitative. If the base is qualitative: representative sample of 
stakeholders / stakeholders

Triangulation of sources: document review, stakeholders, secondary 
sources not generated by the Project (official statistics); implementers view

Recommendations follow logically from conclusions, lessons learned and 
good practices; must be specific to the project, oriented to responsible, 
feasible to implement in terms of time and cost



1. Understand the
environment within which
the intervention has
occurred.

- Systems mapping
- Analysis of social 

networks

2. Definition of the unit of
analysis

- Theory of change

3. Selection of the
evaluation methdology.

- Statistical designs
- Qualitative designs 

based on theory

Planning
Evaluation process



Data collection and report of data

5. Analysis of data and
triangulation

Statistic analysis
Content analysis
Comparative case studies
Review and synthesis

4.Information gathering

Interviews
Focus groups
Surveys
Documentary review
Observation
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6. Report and comunication
results

Coordination of the
response to
recommendations

DIssemination

Evaluation process



1. Evaluator prepares 
complete report according 
to TOR and submits final 
draft report to Evaluation 

Manager

4. Evaluator incorporates 
comments as she deems it 

appropriate and submits final 
report to the Evaluation 

Manager*

3. Evaluation Manager 
collects comments and 
forwards them to the 

evaluator

2. Evaluation Manager circulates draft of the final 
report for comments to: 

- Project manager
- Responsible organization or institution 

- Main national project partners
- Members of the Evaluation Committee 

- UN partners (focal point)- in case it applies
- Donor

Evaluation Reporting 



Evaluation Report (UNEG standards)

4.1. Title page and opening pages should provide key basic information. 

4.2. The evaluation report should contain an executive summary (Guideline from EVAL 
as an example)

4.3. The subject being evaluated should be clearly described, including the theory of 
change (all intended and unintended results, preconditions, risks, among others), its 
implementation strategy and key assumptions. 

Ideally, no more than 45 pages!



UNEG standards
4.4. The role and contributions of the UN organizations and other stakeholders to the 
subject being evaluated, should be clearly identified. Also the comparative advantage of 
the lead organization.

4.5. The purpose and context of the evaluation should be described. 

4.6. The evaluation report should provide an explanation of the evaluation criteria that were 
used by the evaluators (relevance, validity, effectiveness, management effectiveness, 
efficiency, sustainability and impact orientation- UNEG criteria) 



UNEG standards

4.7 The evaluation report should provide an explanation of the evaluation objectives that 
were used by the evaluators, as well as the scope of the evaluation.  

4.8 The evaluation report should indicate the extent at which the gender issues and relevant 
human rights considerations were incorporated applicable. 

4.9 The applied evaluation methodology should be described in a transparent way, 
including any limitations and caveats of the methodology



UNEG standards
4.10 The evaluation should give a complete description of stakeholder’s 
participations: roles, responsibilities, levels of control and power. 

4.11 The evaluation report should include a discussion of the extent to which the 
evaluation design include ethical safeguards where appropriate. 

4.12 In presenting the findings, output/outcomes/impacts orientation should be 
measured to the extent as possible (or an appropriate rationale given as to why 
not….no TOC? No BL? No indicators?)



UNEG standards
4.13 Analysis should include appropriate discussion of the relative 
contributions of stakeholders to results

4.14 Reasons for accomplishments and difficulties of the subject being 
evaluated, especially constraining and enabling factors, should be 
identified to the extent possible.

4.15 Conclusions need to be sustained by findings consisting with data 
collection methodology, and represent insights into identification and/or 
solutions of important problems or issues. 



UNEG standards
4.16 Recommendations should be firmly based on evidence and analysis, 
be relevant and realistic, with priorities for action made clear. 

4.17 Lessons, where presented, should be generalized beyond the 
immediate  subject being evaluated to indicate what wider relevance 
they might have. 

4.18. Annexes should be complete and relevant. 



Reporting & dissemination of evaluation 
results
1. Evaluation report: no more than 45 pages!
2. Executive summary: no more than 4 pages!
3. Infographics
4. Videos 
5. Presentations
6. Narrative of successful stories 
7. Workshop/meeting with stakeholders to discuss evaluation 
findings, lessons learned and recommendations
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Arrange consultant’s payment

Disseminate final report to all stakeholders

Extend actions to follow-up recommendations

Dissemination and new action to follow-up 
recommendation

Evaluation management stages
Stage 3: Dissemination and follow-up recommendations



An example of Evaluation Reporting
Using ILO evaluation resources: i-eval discovery
https://www.ilo.org/ievaldiscovery/#bkunq12
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Section Project 
Relevance to Country 
Stakeholders, Global 
Priorities

https://www.ilo.org/ievaldiscovery/#bkunq12


An example of Evaluation Reporting
Using ILO evaluation resources: i-eval discovery
https://www.ilo.org/ievaldiscovery/#bkunq12
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Section Project 
Relevance to Country 
Stakeholders, Global 
Priorities

https://www.ilo.org/ievaldiscovery/#bkunq12
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Infographics
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Infographics



References & evaluation resources
Library of evaluation reports- different thematics (ILO tools)
i-eval discovery: on line application- access to all evaluation reports, with 
organized information regarding lessons learned, best practices and 
recommendations 

(https://www.ilo.org/ievaldiscovery/)

ILO EVAL resources: 
◦ Impact evaluation review facility
◦ Infographics
◦ Think pieces
◦ Evaluation reports

https://www.ilo.org/ievaldiscovery/


References & evaluation resources
Procedures and methodologies 

ILO Evaluation Policy (2017): protocols, guidelines, checklists. 
(http://www.ilo.ch/eval/Evaluationpolicy/WCMS_571339/lang--en/index.htm)

World Bank “Impact Evaluation in Practice”

http://www.ilo.ch/eval/Evaluationpolicy/WCMS_571339/lang--en/index.htm


References & evaluation resources
Impact evaluations

Solid evidence on effectiveness of different interventions (more than 900 
experiments- 81 countries)

Abhijit V. Banerjee & Esther Duflo (2012) Poor Economics: A Radical Rethinking of 
the Way to Fight Global Poverty- (understanding the daily decisions facing the 
poor- IE evidence- 19 RCT’s)

JPAL (Jammeel Poverty Action Lab)
Evaluation reports
https://www.povertyactionlab.org/evaluations



References: Theory of Change

1.  Theory of Change: A Practical Tool  For Action, Results and Learning (2004 )-
Casey Foundation

2. Theory of Change (Patricia Rogers), UNICEF (2014)

3. Mapping change. Using a Theory of Change to Guide Planning and 
Evaluation (2011). Grand Craft Foundation 
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Thank you!!
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