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Foreword
Established in 1996 by an Inter-Governmental Agreement, Caribbean Export (CE) is the
trade promotion agency of the 15-member CARIFORUM group of states. In 2005, CE also
assumed an investment promotion mandate.
CE brings a multidisciplinary approach and experience to trade facilitation in the Caribbean
region, drawing when required on external consultants to help us respond to the special
needs of our clients and other stakeholders. Each CE technical officer has both sector and
country-level responsibilities. This enables the use of their technical skills across the region,
as well as an integrated approach to activities at the country level. At the national level, CE
collaborates with relevant government ministries and other public and private sector
agencies that provide assistance for business, trade and investment. These include the
official trade and investment promotion agencies, sector associations, and other Business
Support Organizations (BSOs). At the regional level, CE collaborates with agencies whose
work, mandate and objectives complement our own. Our regional partners include the
CARIFORUM Directorate, the CARICOM Secretariat, the Caribbean Development Bank
(CDB) and other CARICOM organizations as well as various sub-regional organizations such
as the Organization of Eastern Caribbean States (OECS).
Since 2009, CE has been cooperating with the Deutsche Gesellschaft für internationale
Zusammenarbeit (GIZ) with a view to enhancing the competitiveness of the private sector in
CARIFORUM countries and to assist in the institutional strengthening of relevant BSOs and
providers of business training services, to enhance regional economic integration, and to
promote economic growth in the Caribbean region and its integration into the world economy.
The CE/GIZ program of cooperation aims to facilitate training, dialogue and networking with
relevant actors in the political, private and civil arena and thus contributes to an enabling
environment for trade and business development. The program’s special focus is to prepare
the region’s private sector for the challenges and opportunities presented by the CaribbeanEC Economic Partnership Agreement (EPA).
The present guidelines for results-based monitoring and evaluation represent an important,
innovative contribution to human capacity development in the field of trade facilitation and
regional economic integration. The guidelines are designed mainly for M&E practitioners
working in public or private domains responsible for trade policy, programs and projects.
Chapter 1 looks at the overall framework for this sort of activity at the international, regional,
national and sub-national levels. Chapter 2 introduces M&E, its role, the basic underlying
notions and in particular results-based management (RBM) as a set of concepts and tools to
promote transparency and accountability in project planning and implementation. Chapter 3
demonstrates how various planning concepts and tools can help create a proper fit between
program and project design on the one hand, and M&E and other. Chapters 4 and 5 focus on
the specific characteristics of monitoring and evaluation, respectively. In Chapter 6, some
cross-cutting issues are addressed and various approaches are described to integrate them
into the M&E system. Finally, Chapter 7 outlines a 10-step model for building and maintaining results-based M&E systems. As the author points out, this is not a blueprint approach,
given the many obstacles to be expected. A short glossary of terms is included in an annex
to help interested readers cope with the specialized terminology.
CE and GIZ encourage all their clients and partners to apply these guidelines for their own
M&E needs and to provide feedback for improvement based on their practical experience.
Angela Skeete
Monitoring and Evaluation Specialist
Caribbean Export Development Agency

Robert Glass
GIZ / Executive Project Manager
EPA Implementation Support Project
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1

The trade facilitation framework

1.1

Trade facilitation at the global level

Trade facilitation refers to the simplification and rationalization of customs and other
administrative procedures that prevent or delay trade, or increase the costs of providing
goods and services across international borders. It aims to create a conducive business
environment for importers and exporters so that goods and services can be delivered in the
most efficient and effective manner. Trade facilitation creates benefits for business and
consumers. It concerns not only the movement of goods and services, but also the crossborder mobility of labor and business people, as well as the security environment in which
trade takes place.
With the increasing globalization of the world economy, trade facilitation is taking on more
and more importance for both governments and the business community. While in many
areas trade barriers have already been reduced, both the volume and complexity in world
trade has increased. If goods and services are to flow freely across international borders,
trading procedures must be kept as simple, predictable and transparent as possible.
Reduced transaction costs in international trade can mean lower costs for traders, producers
(as purchasers of imported inputs) and final consumers. Trade facilitation can contribute to
economic growth, the creation of income and employment and the expansion of the domestic
tax base.
Trade facilitation at the global level is promoted by the World Trade Organization (WTO) and
the World Customs Organization (WCO). The WCO, for example, aims to ensure the
consistency of application, certainty and a level playing field for business through its
Harmonized Commodity Description and Coding System (Harmonized System). The WTO
schedules of almost all Members are based on the Harmonized System, which means that
more than 95% of world trade is covered by the Harmonized System (WTO 2012).
The most important legal instruments for trade facilitation at the global level are the International Convention on the Simplification and Harmonization of Customs Procedures (Kyoto
Convention) and the Customs Convention on Temporary Admission (Istanbul Convention).
The former was first agreed in May 1973 and fully revised in 1999. The purpose of the Kyoto
Convention is to provide customs administrations with a modern set of uniform principles for
simple, effective and predictable customs procedures that also achieve effective customs
control. The revised Kyoto Convention intends to be the blueprint for standard and facilitative
customs procedures in the 21st century. The Istanbul Convention comprises principles and
provisions for temporary admission of goods from one state or customs union into another,
and creates a framework for accommodating future requirements.
These and other international conventions constitute an international framework for trade
facilitation, providing rules and regulations that can be applied globally on a voluntary basis.
Unfortunately, their introduction and application can be costly and time consuming, in
particular for countries with weak capacities in public administration. Decision makers should
be well aware of the potential costs and benefits of adopting and adhering to these
conventions, both in the short and the longer term. Business communities are also
challenged to properly understand and adapt to these conventions, which otherwise risk
becoming just another form of “red tape” in an increasingly complex and competitive trading
environment.
Monitoring and evaluation can contribute in various manners to information management
and policy and decision making for trade facilitation at the international level. Decision
making and public-private dialog relating to the introduction of trade conventions can be
facilitated through feasibility studies (ex-ante evaluations) that assess the potential net
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benefits of country-level adherence to international trade agreements (often requiring
substantial investments in human resources and infrastructure), and by results-based
monitoring of ongoing programs and projects to strengthen capacities in both public and
private sectors to adapt to the requirements of these frameworks.

1.2

Regional economic integration

Regional economic integration is a process based on agreements between groups of
countries in a geographic region to reduce and ultimately remove tariff and nontariff barriers
to the free flow of goods, services, and factors of production between each other. By entering
into regional agreements, groups of countries aim to reduce trade barriers more rapidly than
can be achieved under the auspices of the WTO. At the same time, regional economic
integration can lead to the creation of “economic fortresses” that shut out foreign producers
with high tariff barriers.
Regional economic integration can take place in various forms, for example:





A free trade area removes all barriers to the trade of goods and services among member
countries.
A customs union eliminates trade barriers between member countries and adopts a
common external trade policy.
A common market has no barriers to trade between member countries and a common
external trade policy. In a common market, factors of production (labor and capital) are
also allowed to move freely between member countries.
An economic union involves the free flow of products and factors of production between
member countries, the adoption of a common external trade policy, a common currency,
harmonization of the member countries’ tax rates and a common monetary and fiscal
policy.

In matters of regional economic integration, decision makers are faced with diverse pros and
cons:




Pros: It may be argued that unrestricted free trade allows countries to specialize in the
production of goods and services that they can produce most efficiently, that opening a
country to free trade stimulates economic growth there, and that foreign direct investment
facilitates the transfer of technological, marketing and managerial know-how. There are
also political arguments in favor of regional economic integration: It can stimulate political
cooperation between neighboring states. Also, by grouping together, countries can
enhance their political weight in the world.
Cons: Regional economic integration can have negative impacts on specific groups.
Higher-cost producers in one member country may find it difficult to compete with the
lower-cost suppliers of another member country. This can lead to a loss of jobs and
income in the former country. Also, if the barriers to trade with the rest of the world
increase, lower-cost external suppliers (in non-member countries) may be replaced by
higher-cost suppliers within the free trade area, with benefits for the latter. But consumers
and producers who rely on imported inputs will be forced to pay higher prices.

Monitoring of regional economic integration processes tends to focus on intra- and extraregional trade and price fluctuations. Such fluctuations can reveal whether integration is
having an impact “on the ground”. Measures of cross-border labor and capital movements
may be difficult to obtain if statistical capacities are not well developed. While information on
official tax rates may be easy to obtain, effective application of tax rates may vary from one
country to another. Such information is not always readily available on a timely basis. In
many cases it may be necessary to conduct sample surveys to obtain reliable and timely
data for monitoring of regional economic integration.
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Numerous evaluations of regional economic integration processes have been conducted in
the past under the heading of “the costs on non-integration”, most notably the Cecchini
Report of 1988, which evaluated the costs of having nationally fragmented markets within the
European Union and estimated the possible benefits of a single market. This report looked at
the once-off benefits of integration while ignoring possible long-run effects, but nevertheless
came to the conclusion that the loss of revenue incurred by non-integration would amount to
as much as 6.5% of GDP within the EU-12. The Cecchini Report 1988 provided an important
stimulus to the EC's decision to abolish internal trade barriers in 1992 and facilitate thereby
the movement of goods, persons, services and capital between EU member countries.
Today, the Cecchini Report may be cited as a good example of how evaluations can
influence policy and decision making and actually make an important difference.

1.3

National and sub-national trade policies

In many ways, actual trade facilitation begins at the national level. Border posts are staffed
by national customs, immigration and security officers, who receive their instructions from
national decision makers. Reduced customs tariffs can only be applied, if the decision to do
so has been made at the national level. Measures to ensure the free flow of labor and
capital, the functionality of transit arrangements as well as the improvement and
maintenance of border infrastructure (computers, weighing stations, storage areas etc.) are
most commonly financed and implemented at the national level. Information sharing across
borders cannot work unless each national partner agrees to cooperate. In other words,
without clear commitment and serious engagement at the national level, efforts at the
bilateral, regional and international levels to facilitate trade will be largely ineffective.
National policy and decisions makers also have a role to play in ratification processes. In
many countries, changes in the trade regime must be ratified by national parliaments and/or
the national executive bodies. Ratification procedures vary from one country to another. They
are not always clearly defined, leading to confusion, conflicts and long delays. In the case of
the EU-CARIFORUM EPA, for example, regional ratification was achieved in 2008, but four
years later, only five Caribbean member states had ratified it. 1 Nevertheless, national
ratification is an important step in the trade facilitation process, contributing to national
ownership of the process if conducted in a spirit of transparency and accountability.
The sub-national level is important for trade facilitation if sub-national policy and decision
makers have an important role to play in trade-related matters. Cross-border smuggling, for
example, cannot be effectively combatted if local security forces are not willing to cooperate.
Business will not benefit from trade facilitation if local officials impose barriers to market entry
or expansion, for example, through extensive red tape and high corporate taxation.
Monitoring of trade facilitation at the national and sub-national levels looks at how firms
adapt and benefit from tariff reductions and removal of non-tariff barriers to cross-border
trade, and how the public sector creates a favorable environment for trade-related activities.
Business surveys can reveal how firms in specific sectors and regions are benefitting or
expect to benefit from changes in the trade regime. Interviews can be conducted at border
posts to assess whether immigration procedures are facilitating or hindering the free
movement of labor. Monitoring can also elucidate the role of civil society in trade facilitation,
for example, to trace the outcomes and impacts of training in export marketing offered by
business associations to their members.
Evaluations can be conducted, for example, to assess the functionality of national public
sector bodies (e.g. EPA implementation units) entrusted with the planning and implementation of measures to facilitate trade. Evaluations can contribute to a better understanding of
the factors of success and failure in trade and investment promotion at the national and subnational levels. Last but not least, evaluations can reveal strengths and weaknesses in
1

Antigua & Barbuda, Belize, Dominica, Dominican Republic and Guyana.
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donor-sponsored projects and programs to facilitate trade, assessing thereby their relevance,
efficiency, effectiveness, impacts and sustainability, and identifying best practices and
lessons learned in trade-related international cooperation (e.g. “Aid for Trade” programs).

1.4

Issues of M&E implementation and coordination

Because of the multitude and diversity of actors, but also due to the variety of relevant
policies and instruments, monitoring and evaluation of trade facilitation is a highly complex
issue requiring sophisticated models, technically skilled staff and strong institutional
capacities. Many governments and agencies with a mission to monitor and evaluate trade
policy, its implementation and its impacts on people’s lives do not have sufficient human and
other capacities at their disposal to undertake such a huge task. Moreover, many
governments and agencies are more focused on monitoring trends than on evaluating policy
outcomes and impacts related to employment and growth in various sectors and regions. In
many countries, there are no existing arrangements for systematic monitoring and evaluating
of the effects of trade facilitation before or after policies have been introduced and
implemented.
In trade facilitation we are dealing with four main groups of actors, each with its own specific
information management requirements and capacities:
1)
2)
3)
4)

Private sector companies, in particular those that are export-oriented,
Business associations focusing on trade and investment promotion,
Public sector bodies involved in trade-related issues,
International organizations providing assistance in trade-related areas.

Each actor has a specific interest in the M&E of trade facilitation. M&E can contribute to the
actor’s capacity to participate in trade facilitation in a manner that benefits him or her most.
M&E can enhance transparency and accountability in matters of trade regime reform, and
serve thereby as a tool for advocacy. M&E of trade facilitation can inform decision makers,
policy makers and the general public with regard to the outcomes and impacts of specific
trade facilitation measures. M&E can contribute to decision makers’ capacity to anticipate
risks in the trade facilitation process and take remedial measures in a timely and effective
manner.
Once agreement has been reached on the focus, contents and purpose of monitoring and
evaluation for trade facilitation, the concepts and methods for collecting and analyzing
relevant information can be defined and applied. In some cases, it will be possible to rely on
existing M&E capacities; in most cases, additional capacities will be required. The
introduction of new M&E concepts and methods should be based on a participatory approach
in order to ensure not only stakeholder contributions to M&E system development and
implementation, but also acceptance and utilization of the system’s outputs by the target
groups, especially trade-relevant decision makers.
The possibility of performing comparative assessments of M&E outcomes in different
countries and regions depends on the quality of the data and the adoption of sound and
mutually compatible analytical approaches. To this end, international and regional coordination is required to ensure that regional and national M&E exercises can be brought
together to assess trade facilitation measures at all relevant levels (cf. Bilal et al 2007).

2

The role of monitoring and evaluation

2.1

Basic notions of monitoring and evaluation

The Organization for Economic Cooperation and Development (OECD) defines monitoring
and evaluation as follows:

11


Monitoring is a continuous function that uses the systematic collection of data on
specified indicators, to provide management and the main stakeholders of an ongoing
development intervention with indications of the extent of progress and achievement of
objectives and progress in the use of the allocated funds.



Evaluation is the systematic and objective assessment of an ongoing or completed
project, program, or policy, including its design, implementation, and results. The aim is
to determine the relevance and fulfillment of objectives, development efficiency,
effectiveness, impact, and sustainability. An evaluation should provide information that is
credible and useful, enabling the incorporation of lessons learned into the decisionmaking process of both recipients and donors.

Monitoring and evaluation are distinct yet complementary. Monitoring gives information on
where a policy, program, or project is at any given point in time (and over an extended
period) relative to its targets and outcome goals. It is descriptive. Evaluation gives evidence
about why targets and outcomes are, or are not, being achieved. It explores causality (cf.
Görgens and Kusek 2009, p. 2).
The distinction between monitoring and evaluation is not always clear-cut. Monitoring can
address, for instance, the origins of observed differences between targeted and effective
outcomes and inform on eventual remedial actions. Evaluations can require the collection
and analysis of data that is largely descriptive, before addressing issues of causality. Despite
that fact that the difference between monitoring and evaluation is sometimes “fuzzy”, the
main differences between these two concepts may be summarized as follows (Table 1).
Table 1

Specific characteristics of monitoring and evaluation

Monitoring
Periodic, regular, using data routinely
gathered or readily obtainable, generally
internal (i.e. carried out by own staff)
Assumes appropriateness of the strategy or
program (activities, objectives, indicators
etc.)
Tracks progress against planned outcomes
and impacts using pre-defined indicators and
targets
Uses descriptive quantitative and qualitative
(i.e. perception-based) information
Does not investigate underlying causalities
Focuses on efficiency and effectiveness

2.2

Evaluation
Generally episodic, infrequent, often external
(i.e. carried out by independent evaluators)
Can question the objectives and rationale of
the strategy or program
Can identify and assess planned as well as
unintended outcomes and impacts, using
pre-defined as well as alternative indicators
and targets
Can address « how » and « why » questions
Can address underlying causalities and
provide guidance for future strategies
Focuses on relevance, impacts and
sustainability

Logic models and theories of change in trade facilitation

Logic models are sets of if-then assumptions: If, for example, a businessperson is trained in
intellectual property (IP) rights, then we may assume that he or she will use the knowledge
acquired through training for personal gain i.e. to expand export turnover with little or no
threat from competition through illegal copying of his or her product or service. Whether this
assumption is well justified, is a question that only monitoring and evaluation may answer. A
logic model, however, will not tell you if a trainer needs to attend 2 or 20 days of training in IP
rights in order to reap a significant gain from his or her newly acquired knowledge.
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The results chain is a type of logic model common in the sphere of strategic planning
including program and project planning. It describes the main elements in a relevant chain of
causality and their relations to each other.
The notion of the results chain lends itself well to graphic presentation, as illustrated by the
example below.
Diagram 1

Example of a results chain for trade facilitation

Source: Based on Loveridge nd.
Results chains are often based on the assumption that, in a given context, resources can be
mobilized to produce specific goods and services that are subsequently used by interested
groups to induce desired changes. Terminologies vary from one organization to another, but
in most cases outputs, outcomes and impacts are key components of the results chain (cf.
OECD 2010). For example, trainers and other technical and financial resources (inputs) can
be mobilized and transformed (through activities) to train businesspersons in IP rights. The
main output in this fictive case is a service: a two-week training course in IP rights for 50
businesspersons. The trainees can use their newly acquired knowledge with an intention to
expand their export turnover (outcome). This can lead to increased income (direct impact)
and to increased investment in areas that benefit from IP rights (indirect impact). Ultimately,
this can lead to reduced poverty among owners and employees of small enterprises
(developmental impact), inasmuch such persons benefit at least indirectly from the training.
Results chains are often used to summarize and visualize the intervention logic of a program
or project. Practices vary from one institution to another. In the German international
cooperation agency GIZ, for example, project planners are required to provide narrative
descriptions of results chains in the offers of services submitted for financing to the Ministry
for Economic Cooperation and Development (BMZ). The emphasis is on outcomes and
impacts. Hence, inputs and activities are not included in the narrative. However, if the project
comprises more than one component, then each component should be described. In the
example below, the project in question comprises two components, each with its own
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outputs, outcomes and direct impacts. The project as a whole is expected to have direct,
indirect and high-level impacts.
Diagram 2

High-level
impacts

Indirect
impacts
Direct
impacts
(project
level)

Example of a results chain for institutional capacity building
Rate of economic growth in the
Caribbean increased

Standard of living in the
Caribbean improved

Regional economic integration
in the Caribbean deepened

Investment and productivity
increased and jobs created

Regional and national institutions contribute significantly to
the development-friendly implementation of EPA

Direct
impacts
(component
level)

Institutional and technical
capacities of EIUs improved

Business environment for export
improved through EPA

Utilization of
products
(outcomes)

Regional and national EIUs
apply new tools and expertise

CE and BSOs inform clients re.
EPA-related opportunities

Products
(outputs)

Advising and training provided
to regional and national EIUs

Advising and training provided
to strengthen CE and BSOs

Source: Based on GIZ 2010
The above results chain represents a logic model with 6 levels. It does not include inputs and
activities, which GIZ projects normally describe in separate documents, such as operational
plans. By contrast, programs and projects funded by the European Commission apply a 5level logic model, comprising inputs, activities, expected results (outputs), specific objectives
and overall (or general) objectives (cf. EC 2004 and 2007).
Theories of change go beyond the results chain i.e. logic model approach. A theory of
change takes a wider view of a desired change than a traditional logic model, carefully
probing the assumptions in what may be a long and complex process. Articulating a theory of
change often entails thinking through all the steps along a path toward a desired change,
identifying the preconditions that will enable or possibly inhibit each step, listing the activities
that will produce those preconditions, and explaining why those activities (and not others) are
most likely to work. Theories of change often make use of flowcharts to describe complex,
interrelated conditional causalities.
A theory of change should do the following:




Depict a sequence of the inputs the project, program, or policy will use; the activities the
inputs will support; the outputs toward which the project, program, or policy is budgeting;
and the expected outcomes and impacts,
Identify events and conditions that may affect obtaining the outcomes,
Identify the assumptions the program is making about causes and effects,
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Identify critical assumptions that are relevant for purposes of evaluation.

The main difference between the traditional logic model and theory of change approaches is
that the former is typically limited to a narrative and/or visual description of the resources
(inputs), activities, outputs, outcomes and overall goals. Theories of change, by comparison,
are more comprehensive, including elements such as underlying assumptions and indicators
for tracking progress. In this sense, the results chains presented in Diagrams 1 and 2 may be
classified as logic models, while logical frameworks (described below) come closer to
meeting the requirements of a theory of change.
Box 1 Example of a theory of change 2
Transforming agriculture and reducing poverty and hunger in Kenya
To generate the economic growth needed to reduce poverty and hunger and to achieve the
Government of Kenya’s vision of a commercial and modern agricultural sector, Feed the
Future (FTF) in Kenya will invest in transforming agriculture through improved competitiveness of high-potential value chains and the promotion of diversification into higher-return, onand off-farm activities. As documented by the International Food Policy Research Institute
(IFPRI), the development of selected value chains will have multiplier effects that spawn offand non-farm employment opportunities.
While these investments in economic growth will be necessary to reduce poverty and
hunger, by themselves, they will be insufficient. Beyond growth, poverty reduction will require
targeted interventions that address the needs of smallholder farmers (the rural poor) as well
as more vulnerable populations, women and youth. The Multi-Year Strategy’s program of
activities, therefore, will link Kenya’s large number of smallholder farmers into growth
opportunities. By improving links to markets and input access, providing affordable business
development and financial services, and promoting greater diversification – specifically
tailored to the needs of smallholders, women and youth – value chain programs will aim to
“pull” rural households into income-raising activities.
To address the needs of the large number of vulnerable households and “push” them toward
market-oriented activities, the FTF Strategy’s interventions will take a two-pronged, “propoor” approach: one that improves nutritional status and another that improves access to the
knowledge tools, buys down risk, and enhances natural resource management needed by
vulnerable groups to transition into market-oriented activities.

2.3

Results-based management (RBM)

RBM is a strategic management approach aimed at ensuring that all activities are structured
around achieving desired results. It consists of three main processes: planning, monitoring
and evaluation. The focus of the present M&E guidelines is on the latter two processes.
Results-based planning will be addressed inasmuch as it is required to conduct resultsbased monitoring and evaluation.
As a broad strategic approach, RBM includes measures for promoting a “culture of results”
(cf. UNDP 2011):



2

Commitment from senior management. This helps to effectively institutionalize the
system as a whole;
Informed demand for results information. A “culture of results” is enhanced if information on results is routinely required in the context of planning, implementation and
reviewing and in this way it ultimately becomes a natural part of managing;

Source: USAID 2011.
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Supportive organizational systems, practices and procedures. Offering the right
incentives and rewarding good results management (e.g. undertaking self-evaluation,
taking informed risks and sharing information on results) contributes to fostering a culture
of results;
A results-oriented accountability regime. It is about following proper procedures and
using approved resources to ensure people are accountable for both the results achieved
and their behavior;
A capacity to learn and adapt. A culture of results is built on experience in terms of
evaluation of past performance, both successes and failures. Providing learning opportunities, treating mistakes as opportunities to learn and focusing on best practices not only
helps to achieve better results but also enhances the capacity to make better decisions.
Results measurement and results management capacity. In order to build a “culture
of results”, the capacity to articulate and measure results and to understand how to
support and measure results-based management is of paramount importance.






RBM may also be described in terms of the management functions that it aims to support (cf.
Wauters nd):


Strategic orientation and coherence: RBM starts by formulating sound objectives that
shift the focus from inputs and activities (how much resource to spend on the intervention) to measurable results (what can be changed in the world outside of the intervention)
in a coordinated way.
Stakeholder engagement: RBM makes use of the expertise and resources held by
stakeholders in order to increase the likelihood of achieving relevant results.
Delivery planning: RBM allocates available resources to activities that will contribute
most to the achievement of the desired results. A pre-condition to sound resource
allocation are organizational arrangements that ensure authority and responsibilities are
aligned with results and resources.
Monitoring and evaluation: RBM checks whether the allocated resources are making
the intended difference and feeds back the information into decision-making.






Box 2 Does Results-Based Management (RBM) make a difference? 3
Results-based management attempts to keep all financial resources and staff focused on the
agreed results. For instance, staff assignment must directly contribute to the achievement of
the planned results.
A project officer has been invited to an international conference, which has not been part of
the annual plan. The manager asks: “Will you still be able to complete your assignments?”
Even if the person will be able to complete his assignments, some of his time and budget
have been used for issues not related to the planned results. If focused on results, the
manager will ask: “Will this trip contribute to the achievement of the planned program
results?

2.4

Issues of transparency and accountability

In trade facilitation, transparency plays a major role at various levels. Firstly, traders expect
transparency in the application of trade regulations and procedures. It is generally
recognized that increased transparency and reduced unnecessary and burdensome
regulation and red tape in import and export procedures can lead to lower costs for traders.
Specific measures can be designed and implemented to enhance transparency in international and regional trade (see example below in Box 3). Monitoring and evaluation can
help assess whether such measures are making a difference in practice and, if not, why.
Secondly, trade promotion organizations (TPOs) offer a wide variety of services to trading
3

Source: UNICEF 2003.
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companies to help them seize opportunities arising from trade regime reform and to improve
their overall performance. Traders need to be aware of these services, of the quality of their
delivery, and of their potential benefit to their firms. Monitoring and evaluation can help
assess the extent to which traders are aware of existing trade promotion services, to
appreciate the quality of their delivery, and to evaluate the outcomes and impacts of such
services at the individual firm, branch and sector levels. Thirdly, government structures
responsible for trade policy reforms and their implementation should exercise openness and
transparency vis-à-vis the general public and traders in particular. Changes in trade regimes
can produce winners as well as losers; early access to relevant knowledge, even if decisions
are not yet taken, can help both groups to adapt in a timely manner. Monitoring and
evaluation can help assess whether traders are sufficiently aware of ongoing or planned
changes in the trade regime (e.g. the schedule of tariff liberalization), whether they adapting
to these changes and, if not, why.
Box 3 Extract from APEC’s Trade Facilitation Menu of Actions and Measures 4
Ensure the Transparency of Standards and Conformance of APEC Economies and
Facilitate Engagement with Industry
Objectives
 Ensure that all APEC members will have access to information regarding the standards
and conformance regimes of fellow members and comply with relevant WTO obligations,
 Ensure that industry has access to information about the standards and conformance
requirements of trading partner APEC economies.
Actions
 Provide information on contact points for technical information relating to standards and
conformance in individual economies,
 Where practicable, make information about standards and conformance arrangements
publicly available,
 Provide opportunities for industry to contribute to standards development activities,
 When developing regulations, take note of industry agreements across APEC economies
e.g. the World Wine Trade Group Agreement on labeling.
As mentioned above, RBM comprises, among other things, a results-based accountability
regime. In a certain sense, most institutions already manage for results and hold their
managers accountable for them. The notion of results, however, has been traditionally limited
to inputs and expenditure: The main question asked has been whether the budget has been
spent according to plan. This traditional “financial audit” approach may ensure that the
accounting was in order and that funds have not been misappropriated, but it provides little
information about whether interventions have had their intended outcomes and impacts, or
who should be held accountable – in either the positive or the negative sense.
RBM doesn’t ignore the importance of competent financial accounting, but it assigns a new
meaning to results. According to the RBM approach, results comprise goods and services
that are not only used but also make an important difference in people's lives. For example:



4

Importers don’t only want to know if Parliament has decided to reduce tariffs, but also if
customs officers actually apply the reduced tariffs, and how this might affect their firm’s
competitiveness and profitability.
Citizens don’t only want to know if government has spent taxpayer money for a new
airport according to plan, but whether this airport is being used to the satisfaction of
passengers and freight agents.

Source: Asia-Pacific Economic Cooperation (APEC) 2007.

17


Sponsors of technical and management training don’t only want to know if funds have
been spent according to the rules of good financial management, but also whether the
trainees are now able to do something they couldn’t do before, and whether this is
making a difference in their situation or behavior.

Results-based monitoring and evaluation requires not only that planning is based on clearly
defined, largely consensual logic models and theories of change, but that responsibility for
actions and results is also clearly defined. Using the results chain approach, for example,
responsibility for each element of the results chain may be assigned to specific individuals or
groups, who are then held accountable for the success or failure of their efforts. Referring to
Diagram 2 (above), this may imply that responsibility for results (here: direct impacts) at the
component level is assigned to specialized project managers (e.g. an EIU advisor, a
business climate specialist), while responsibility for overall results lies in the hands of the
project head. Beyond this level of the results chain, no one in the project can be held directly
responsible, as the expected results depend on too many external factors. RBM facilitates
translation of the basic notion of accountability into action, in that it requires managers and
other actors to define and agree on a complete and coherent set of cause-effect relations
that, as a whole, define a path to the achievement of a shared goal. Within this framework,
each task to be carried out is assigned to a specific person or group. Each person in the
structure, whether it is in public administration, a private firm or a non-profit NGO, knows
what he or she will be held accountable for, and will also be aware of the limits of his or her
responsibility. No one wants to be held responsible for something that they cannot influence,
but at the same time they should willing to contribute as best they can to a common goal.
Thus it may be said that results-based monitoring and evaluation contributes not only to a
“culture of results”, but also to a “culture of results-based accountability”. These two
“cultures” are symbiotic in the sense that each one requires the other in order to develop its
full potential in the context of a strategy, program or project that is planned and implemented
according to the principles of RBM.
Often expected results (outputs, outcomes and impacts) are formulated at first in general
terms, making it difficult or impossible to assess whether they are realistic or not. Whether
trainees use their newly acquired knowledge on the job, for example, will depend on whether
they remain in the same job, or move to another job with different requirements. In other
words, the results can only be realistic if certain assumptions hold valid. Quantity and quality
also make a difference: It may be realistic to expect that at least 25% of persons trained use
their newly acquired skills within 12 months of completing their course, but not that at least
75% already use their new skills. Expected results should be measureable and they should
be defined in terms of starting points and end points (i.e. baselines and targets, respectively)
if we are to assess whether they are realistic or not. These aspects, which are closely related
to matters of transparency and accountability, will be dealt with in more detail below, in the
sections dedicated to assumptions and indicators.

3

Program and project design

3.1

Strategic and operational plans

No one strategic model fits all organizations, but the strategic planning process includes
certain basic elements that all organizations can use, in particular vision, mission, values,
goals and targets. A good strategic plan achieves the following (cf. Olsen 2007):





It reflects the values of the organization,
It inspires change and revision in products and target markets,
It clearly defines the criteria for achieving success, and
It assists everyone in daily decision making.
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A strategy is a clear, consciously chosen direction for an organization to take in the context
of a given, sometimes unpredictable environment. The strategy establishes values that are
unique compared to those of other organizations, defines operations and outputs that will
produce value added and satisfaction for its clients, takes trade-offs into consideration
including what not to do, focuses on activities that are important, coherent and synergetic,
and supports continual improvement within the organization, moving it forward to fulfill its
mission and achieve its vision. A strategic plan is the formalized roadmap that describes
how an organization executes its chosen strategy.
The main components of a strategic plan are vision, mission and values: 5




Vision: An outline of what the organization wants to be, or how it wants the outside world
to see it. It is a long-term view and concentrates on the future. It should be motivating and
broadly consensual within the organization.
Mission: It defines the fundamental purpose of an organization: why it exists and what it
will do to achieve its vision. In public sector structures, missions are often defined by a
decree or a similar administrative act.
Values: These are the beliefs that are shared among the stakeholders of an organization.
They drive an organization's culture and priorities and provide a framework in which
decisions are made.

Box 4 Vision and mission of the Southern Africa Customs Union (SACU) 6
Vision: An economic community with equitable and sustainable development, dedicated to
the welfare of its people for a common future.
Mission:





To serve as an engine for regional integration and development, industrial and economic
diversification, the expansion of intra-regional trade and investment, and global
competitiveness.
To build economic policy coherence, harmonization and convergence to meet the
development needs of the region.
To promote sustainable economic growth and development for employment creation and
poverty reduction.
To serve as a building block of an ever closer community among the peoples of Southern
Africa.

Among the most common and useful tools for strategic planning is SWOT analysis. SWOT
stands for “Strengths, Weaknesses, Opportunities and Threats”. The main objective of this
tool is to analyze internal strategic factors, strengths and weaknesses attributed to the
organization, and external factors beyond control of the organization such as opportunities
and threats. In workshop situations, it is common practice to elaborate a chart with two
columns and two rows, with the first row representing internal factors, and the second row
comprising external ones. The workshop participants cans write their contributions to each
element of the chart on paper and attach them to the corresponding field. The following
diagram, based on a fictive case, may serve to illustrate the SWOT approach.

5
6

Based on http://en.wikipedia.org/wiki/Strategic_planning#Tools_and_approaches (Sept. 5, 2012)
Source: http://www.sacu.int/about.php?id=395 (Sept. 5, 2012)
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Diagram 3
Internal
factors

External
factors

SWOT chart for a business support organization (fictive)
Positive
Strengths:
 Strong export orientation
 Good local & regional knowledge
 Large pool of experts
 Recent IT investments

Negative
Weaknesses:
 Low profitability
 HRD is ad hoc, rather than
strategic
 Weak M&E capacities

Opportunities:
 Increasing demand for local and
regional goods and services
 Availability of donor funds
 Participation in ongoing regional
benchmarking exercise

Threats:
 Barriers to market entry
 Weak transparency of trade and
investment procedures within the
region
 Increasing social unrest

Strategic plans range in volume from short and precise (a few pages only) to long and
comprehensive (more than 100 pages). In both cases they normally include the abovementioned main components (vision, mission etc.). The longer versions tend to place more
emphasis on the analysis of the current (baseline) situation, often including systematic,
survey-based analyses of stakeholders, problems, objectives, risks, alternatives, costs and
benefits etc. In many cases, often in the form of annexes, they include a detailed operational
plan to guide implementation of the strategy and/or a proposal for setting up the internal M&E
system.
Operational plans describe the complete set of operations (also referred to as activities or
actions) that are deemed necessary to implement a strategic plan either within the full period
of the strategic plan (generally up to 5 years) or for individual years or sub-periods. Each
operation should be assigned to a specific timeframe, and supplementary information may be
included, such the name of the responsible task manager, the output to which the operation
contributes, and the financing requirements. A thorough analysis of the expected costs may
reveal, for example, that the available budget is not sufficient to implement the strategic plan,
in which case the budget and/or the strategic plan will require adjustment.
The following example (Diagram 4) is taken from an international project to support trade
facilitation in Eastern Europe, Central Asia and Turkey, funded by the European Union and
carried out during the period 2004-2006. Each row of the plan of operations describes in brief
a specific operation, the time frame (here for a six-month period at project begin) as well as
the required personnel, equipment and furniture, with space for other information relating to
inputs.
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Diagram 4

Example of a plan of operations for a trade facilitation project

Source: EC 2005 (extract)

3.2

The role of stakeholders

Stakeholders in trade facilitation generally include those government and business entities
that are involved in the administration or conduct of international trade. In most countries,
trade facilitation involves the ministries of trade, transport and finance as well as the private
sector. Each of the involved entities can be described in terms of staffing, output, budget,
location etc. as well as with regard to their relation to each other and to a planned, on-going
or completed trade facilitation initiative. In order to clearly define and assess the
characteristics of key stakeholders and their relations to each other, a stakeholder analysis
can be conducted as part of a planning and implementation process.
The purpose of the stakeholder analysis is to identify all individuals, groups or organizations
that could have a stake in an intervention and its results. This should include those who
could affect, be affected by, benefit or lose through the intervention. In a planning workshop
situation, this analysis can be carried interactively, for instance, by picking a limited number
(4 or 5) of the most important stakeholders and presenting them graphically on a flipchart or
pin board so the workshop participants can draw lines connecting the key stakeholders to
each other or to other stakeholders. Each line will represent a relationship between two
stakeholders which is likely to be important to the intervention’s results including the
sustainability of the impacts. An example is presented on the following page (Diagram 5),
drawn from a recent analysis of the German-sponsored International Tax Compact (ITC).
This basic stakeholder analysis can be enhanced in a variety of manners, for example, by
asking individual participants or subgroups to decide on a word or a short phrase which
describes the nature of each stakeholder relationship. One may ask, for example: “In two or
three words, how would you describe the typical pattern of behavior in this relationship?”
These short descriptions can be added to the flipchart or pin board. They can be reviewed in
plenary session, making adjustments if necessary, and noting any conflicting views that
cannot be resolved.
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Diagram 5

Example of a stakeholder map

Interactive stakeholder analysis requires communication and documentation tools that are
easy to understand and apply for all participants. The main challenge, in particular in
workshop situations, is to collect and structure stakeholder-relevant information quickly and
to present the results transparently for all participants to discuss and, ultimately, agree upon.
One tool that may be used for this purpose is the “onion diagram”. In the example below
(Diagram 6), key stakeholders with low influence on the issue at stake are depicted with
small circles; those with high influence with larger circles. The letter V designates “veto
players”, i.e. influential actors who can stop the program from reaching its goal. Rectangular
cards are for secondary stakeholders. The solid lines between stakeholders symbolize strong
relationships (double lines: institutionalized relationships), dotted lines more informal ones.
Arrows show the direction of dominance; the red lightning symbol points out tension or
conflict; crossed lines symbolize interrupted or damaged relationships. 7
Diagram 6

7

Generic example of a stakeholder analysis using an “onion diagram”

Source: GIZ 2009, cited at http://www.endvawnow.org/en/articles/1186-rainbow-and-oniondiagrams.html (viewed on Nov. 11, 2012).
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Another approach to stakeholder analysis is to elaborate a stakeholder matrix in which
each row describes a given stakeholder, with specific characteristics arranged column-wise
in the matrix. The characteristics (or assessment criteria) should be selected and applied
according their relevance for the intervention in question. In the example below (Diagram 7),
the stakeholder groups are described in terms of interest in the concerned issue, resources,
resource mobilization capacities and their position on the issue.
Diagram 7

Exemplary structure of a stakeholder matrix

Source: Cosby 1991.
Some other criteria that might be used to describe key stakeholders are, for example:





Power to facilitate or impede the planned or ongoing intervention,
Actual priority given to the needs of the intervention’s final beneficiaries,
Actual commitment to change, as foreseen by the intervention,
Actual contribution to similar, ongoing interventions.

In the following box, an illustration is given of how key guiding questions can be formulated to
conduct a stakeholder analysis.
Box 5 Key questions for stakeholder analysis: The case of the EU-CARIFORUM EPA
The main objective of the review (GTZ 2009) was to provide a comprehensive picture of the
key stakeholders involved in the implementation of the EPA in CARIFORUM and give a
summary overview of their mandate, responsibilities, positions and interests as well as of
perceived needs in terms of technical assistance. The key questions were formulated as
follows:








Who are the main stakeholders in the EPA implementation process (roles, responsibilities, and mandates)?
How does coordination among CARIFORUM stakeholders (e.g. supranational and
national level; public and private sector) happen? What are the mechanisms?
Which are the organizations and networks that possess financial power in the EPA
implementation process?
Which are the organizations and networks that possess expert power in the EPA
implementation process?
Which are the organizations and networks that possess political position power in the
EPA implementation process?
What interests do the key stakeholders have in the issues at stake?
How congruent are these interests with the overarching objectives of the EPA?

Monitoring should help us ensure that the stakeholder analysis, upon which the design of a
given intervention is based, is updated on a regular basis. Evaluation can tell us whether the
intervention is relevant to the stakeholders’ needs and, if not, how the intervention can be
better aligned to their specific needs and aspirations. In other words, evaluation can tell us
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whether an intervention is relevant or not, based on a well-founded understanding of how
stakeholder groups perceive the problems they face and their potential solutions.

3.3

From problems to objectives

Just as the identification of a stakeholder is inherently linked to the existence of a
preconceived intervention (e.g. a project idea), the definition of an objective is inherently
linked to the existence of one or more problems to which the objective is expected to
respond. If an intervention (strategy, program or project) is well-conceived, then the
objectives of that intervention will respond well to real and/or perceived problems, giving rise
to a complete or at least partial solution of the problems at hand. Hence, the identification of
credible links between existing problems and corresponding objectives is a key task in any
planning process. This task poses a major challenge to planners, however, when a given
problem may be addressed through alternative solutions, when factors external to the
intervention may hinder or even prevent the realization of certain solutions, and when there is
a mismatch between the scale of the problem and the envisaged solution i.e. objective.
Monitoring and evaluation can help planners and other stakeholders to understand and
address these challenges and thereby ensure high quality in the design of their interventions.
How to go about this will be described in the present and the following three sections.
Problem and objectives trees are two of the most common tools used to define problems and
objectives as well as their interrelationships in a coherent manner. Fictive examples for both
tools are presented below (Diagrams 8 and 9). In the fictive problem tree, the central problem
(“many graduates are unemployed”) is the main problem to be solved. Lower-level problems
are the direct and indirect causes of the central problem, while the higher-level problems are
the direct consequences of the central problem. Arrows indicate the direction of causality.
Diagram 8

Example of a problem tree

With the objectives tree, planners aim to translate each identified problem into an achievable
objective. Sometimes this may be difficult or even impossible. For example, it makes little
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sense to translate the problem of “many graduates are unemployed” into “all graduates are
employed” if the latter is unrealistic. Similarly, the problem of “insufficient rainfall” can hardly
translate into the objective of “sufficient rainfall”. One option might be to equip farmers with
irrigation systems, in which case the problem of “insufficient rainfall” would translate into an
objective such as “most farmers employ irrigation systems”.
Diagram 9

Example of an objectives tree

A well-defined objectives tree, based on a well-founded problem tree, is a good foundation
for project planning and implementation. Monitoring should inform us on a regular basis with
regard to the extent to which objectives are being met. Evaluations should tell us periodically
whether the causal link between problems and objectives is well-founded, whether certain
problems are no longer relevant and may be eliminated from the analysis, and whether new
problems might give rise to the need for new solutions i.e. a reformulation of the problem and
objectives trees.
One variant of the objectives tree is the results chain, which is a key element of resultsbased management (RBM). The results chain (see generic model in Diagram 10) provides a
framework within which to monitor and measure expected changes that will result from a
given intervention. Results chains describe causal links between inputs, activities, outputs,
outcomes and long-term impacts. Important changes described in a results chain may be
translated into targets and associated indicators for tracking results (see section 3.5).
Results chains may be derived from objective trees by distinguishing, in the latter, between
the provision of specific goods and services (outputs), the use of these goods and services
(outcomes), and the direct and indirect changes that are induced by the use of the same
goods and services (impacts). For example, a newly created online query system to help
identify counterfeit goods (output) may be used by many customs officers (outcome) to
reduce trade in counterfeit goods and accelerate customs clearance (direct impacts) while
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creating a conducive framework for trade in non-counterfeit goods and services (indirect
impacts).
Diagram 10

3.4

The results chain (generic model)

External factors: Risks and assumptions

Risk is the potential that an intervention (strategy, program or project) will lead to an
undesirable outcome or impact. Almost every intervention carries some risk, while some are
more risky than others. Riskiness can also evolve over time. Hence, risk management is a
crucial element of any planning and implementation process.
Risk management in trade facilitation can address a wide variety of issues. At the
macroeconomic level, trade policy reform and liberalization can lead less competitive
industries to contract, restructure or face bankruptcy, leading to massive lay-offs, social
unrest and political instability. With regard to the regulatory framework, the introduction of
new rules for the licensing of customs brokers can lead to corruption among traders and
customs officers, and create delays in clearance procedures. At the level of markets, highrisk cargo is an important issue in customs administration, for example, as related to toxic
materials, trade in counterfeit goods, and respect of phytosanitary standards. Last but not
least, at the microeconomic level, export-oriented producers run the risk of low rates of return
on investment if the opportunities offered by trade liberalization do not translate into
sufficiently high foreign demand and turn-over.
Some potential sources of risk in the context of trade facilitation interventions are the quality
of information sources, the quality of available expertise, the timing of activities, administrative obstacles and changes in the political and institutional context (political will etc.). With
regard to specific interventions, the distinction is often made between internal and external
risks:




Internal risks arise when many and diverse parties participate in planning and implementation, when high levels of engagement are required from participating parties, when
complex and/or innovative technologies are employed, when schedules are tight and
when staff (in particular at the management level) is instable.
External risks are most commonly the consequences of political instability, cultural
differences, social conflicts, environmental damage and economic crisis.
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The desired evolution of important risk factors may be expressed in terms of assumptions. If
all assumptions hold true and the intervention in question is implemented as planned, then it
may be expected to achieve its objectives i.e. the expected outcomes and impacts. Consider,
for example, the implementation of awareness-building events for export-oriented firms
seeking to benefit from opportunities offered by trade liberalization measures. Enhanced
awareness may be expected to lead to increased export activities if the firms’ staff is
sufficiently stable and motivated (assumption 1), if market-relevant information is readily
available (assumption 2), if medium and long-term economic conditions in the importing
markets maintain or enhance buyers’ purchasing power (assumption 3) and if no sudden
disasters or other exceptional circumstances lead to major market disturbances
(assumption 4).
Not all assumptions are relevant for planning and implementation. Assumptions should be
important i.e. significant for the achievement of an intervention’s objectives. If an assumption
that does not hold true has no serious consequences for the success of a given project, then
it may be neglected. Likelihood (probability) is also an important element of the assumptions
analysis. If the likelihood that a given assumption will hold true is high (e.g. relevant
information is available, as it has been without interruption during the past 10-20 years), then
there is no need to give it further consideration. Assumptions that are important, however,
and have a medium to low likelihood of holding true, need to be taken seriously. If an
assumption is very important and has a very low likelihood of holding true, then the
intervention in question will have a very low likelihood of success. In this case, the proposed
intervention should be either re-designed to mitigate risks, or abandoned.
Diagram 11 (below) describes a series of questions and answers that may be used as
orientation to identify external factors that should be reflected in the formulation of underlying
assumptions in the context of project planning for trade facilitation interventions.
Diagram 11

Analytical steps in the analysis of external factors

The internal and external factors that give rise to risks and the need to articulate assumptions
in the planning process may evolve over time. Monitoring should provide relevant objectively
verifiable information on a regular basis to decision makers regarding the evolution of risk
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factors, facilitating thereby decision making for effective risk mitigation. Periodic evaluations
should assess not only the extent to which risks have been adequately taken into account,
but also the risk management system as such, identifying its strengths and weaknesses
while providing recommendations for future improvements in the system.

3.5

Indicators and theirs sources of verification

Indicators are critical components of results-based management systems. An indicator may
be defined as a tool by which to measure a change that cannot be observed in a direct
manner. The fuel gauge of a car dashboard is a good example of an indicator: It describes
the level of fuel in the fuel tank, something that cannot be directly observed while driving the
car. Similarly, Gross Domestic Product (GDP) may serve as an indicator of the success or
failure of an economic policy, trade statistics may serve as indicators for the success or
failure of trade liberalization measures, while levels of participant satisfaction may serve as
indicators of the success or failure of trade-related training and awareness-building events.
Indicators may relate to observed changes in internal factors (as described in the results
chain of an intervention, for example) as well as external factors (as articulated in underlying
assumptions). Indicators that describe external factors are often referred to as “contextual
indicators”. Indicators in the former sense i.e. those that describe the outputs, outcomes and
impacts of a given intervention may be classified as results-oriented indicators. Here are
some practical examples of results-oriented indicators (source: OECD nd):
Output indicators:






Kilometer of roads built and maintained,
Increases in sea and airport capacity,
Increases in access to landlines, cell phones and Internet,
Access to credit,
Reductions in power outages.

Short-term outcome indicators:







Reduction in the number of forms required to import or export,
Reductions in days for goods to clear customs,
Reduction in trade taxes, especially on key technologies and other inputs,
Reduction in internal transit time to market, port, or end user,
Reduction in total time to get goods to destination,
Reduction in the share of output not reaching market due to delivery delays.

Medium-term outcome indicators:






Increased capacity in sectors producing tradable goods and/or services,
Increased value-added in tradable goods and/or services sectors,
Increased firm-level productivity,
Change in global export shared (total and in key sectors),
Diversification of exports (share of top 5 products in total exports).

Impact indicators:







Higher employment levels in tradable goods and/or services sector,
Increased number of subsistence farmers engaging in market activities (local or export),
Lower shares in economic activity / employment for informal sector,
Higher and sustained growth following increases in trade,
Higher overall employment if growth stimulated,
Reductions in poverty rates.
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Operational indicators used for project management purposes should be objectively verifiable i.e. largely independent of the persons or groups who attribute values to them. They
should also comprise start (baseline) and target (end) values, and lend themselves well to
regular, affordable applications that help us assess whether an intervention is on track or not.
As a rule of thumb, it is expected that an operational indicator should be “SMART” (cf. for
instance EC’s Project Cycle Management Guidelines, 2004, p. 81), i.e. it should be:






Specific to the objective it is supposed to measure,
Measurable (either quantitatively or qualitatively),
Available at an acceptable cost,
Relevant to the information needs of managers, and
Time-bound – so we know when we can expect the objective/target to be achieved.

A well-defined operational indicator may also be expected to take five basic dimensions of
change into account: Quantity, quality, target group, place (location) and time (period). The
following step-wise approach illustrates how to apply these dimensions to the formulation of
operational indicators.
Steps

Elements (example)

Define the objective to be
measured

Access to regional markets is improved

Select the variable used to
measure objective-specific
change

Average journey time to the closest regional market

Define the indicator:
1. Define the quantity

Average journey time to the closest market is reduced by 25%
compared to the baseline level (year x) …

2. Define the quality

... during the wet season, …

3. Define the target group

... for all travelers, female and male, on private vehicles ...

4. Define the place

... in the Blue Mountain region ...

5. Determine the time
... 5 years after project start.
Source: based on EC 2001, p. 28.
Sources of verification (SOVs) tell us on which data or documentary basis indicators can
be objectively verified and how these data will be collected or how the required documents
will be produced. SOVs for an intervention in the area of trade facilitation might include, for
instance, annual surveys of trade policy staff in the Ministry of Trade and Industry, monthly
interviews with a panel of business leaders in specific services industries, annual reports of a
National Business Council, and reviews by external evaluators.

3.6

The logical framework approach

The logical framework (or logframe) is a widespread tool for project design, monitoring and
evaluation. Typically, it presents a results chain, described as an “intervention logic”
comprising overall objectives, specific objectives, results and activities. It attributes indicators
to each level of the intervention logic, with the exception of activities, and specifies sources
of verification for each indicator. It assigns assumptions to each level of the intervention
logic, including activities, with special reference to assumptions relating to the sustainability
of the intervention’s impacts (described in the overall objectives). A complete logframe also
summarizes the main inputs required to carry out the intervention, and the main events
(dates) in the calendar of implementation, often in terms of milestones. The Logical
Framework Approach (LFA) is a step-by-step procedure for elaborating a complete and
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coherent logframe. While the basic structure of the logframe is the same across most
organizations, different organizations may use different terminologies to describe its content.
The basic structure of a logframe is presented in Diagram 12, below.
Diagram 12

The basic structure of a logical framework

The logical framework is a required standard document for all EU projects financed through
the European Development Fund (EDF). In the same or similar forms, it is used by many
international organizations as a standard tool for planning, monitoring and evaluation
purposes.

4

Results-based monitoring of implementation

4.1

Setting up the monitoring system

Before setting up a monitoring system comprising all the required concepts, tools and
resources, some basic questions should be answered (cf. Bilal et al 2007):





Why set up the monitoring system?
What should be the focus of the monitoring system?
Which actors and institutions should be involved in the monitoring system?
How can the monitoring be done?

Various reasons for setting up the monitoring system may be put forward, for example:




To enhance various actors’ capacities to implement a strategy, program or project in a
way that benefits them best,
To ensure compliance with commitments that have been made, for example, through
international cooperation projects,
To inform decision makers on implementation status including eventual obstacles,
bottlenecks and potential remedial actions,
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To inform stakeholders with regard to planned and achieved outcomes and impacts.

Monitoring systems are not only quite diverse in terms of coverage and focus. They also
have a tendency to evolve and adapt themselves to changing needs over time. To illustrate
this, we may distinguish between four distinct phases in the lifetime of a monitoring system:






In its first phase, the focus of a monitoring system will be on capacities to plan and
implement, for example, when recruiting staff, setting up a budget and putting information
and reporting systems into place.
In its second phase, the monitoring system will focus on actual implementation i.e.
activities, outputs and the use of these outputs.
During its third phase, monitoring will focus increasingly on the utilization of outputs
provided in the past and the direct and indirect impacts of output utilization on the
situation, behavior and capacities of key target groups. Monitoring of factors affecting
sustainability will also become increasingly relevant.
In its fourth and final phase, the monitoring system will tend to focus on consolidation
processes, such as the transfer of implementation capacities (including staff and
equipment) to local structures, the documentation and dissemination of lessons learned
and best practices identified during implementation, and technical and financial
completion procedures.

The question of who should be involved in the monitoring system depends on many strategic
and operational issues. From the strategic point of view, decision makers with significant
influence in the mobilization and allocation of resources should be involved in the design of
the monitoring system. In many cases, steering committees and similar bodies with oversight
functions will include representatives of important stakeholder groups with influence over
available resources. Strategic monitoring should place special emphasis on the information
needs of the involved oversight bodies. On the other hand, monitoring should also respond to
operational needs. Technical experts and direct beneficiaries should also be involved in the
design and implementation of the monitoring system. These are individuals and groups who
will use the system on a regular, possibly even daily basis.
The focus, contents and purpose of a monitoring system should be defined and agreed upon
through an official declaration e.g. in a monitoring policy statement or a signed planning
document. This creates not only clear ownership of the monitoring system, but can also help
to inform stakeholders and to motivate them to contribute actively to the successful
implementation of the monitoring system. Ideally, the body responsible for the design and
implementation of the monitoring system will issue an official policy statement addressing the
following aspects:











Background information (context, strategic approach),
Rationale and objectives of the monitoring system,
Scope and focus,
Guiding principles and shared values,
Conceptual and methodological framework,
Results dissemination and feedback mechanisms,
Interface with other processes,
Roles and responsibilities,
Measurement and improvement of system performance,
Promotion of learning and innovation through the system.
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Box 6 Monitoring the performance of trade facilitation: A case study 8
The Cambodian Ministry of Commerce needed a system to monitor trade facilitation reform
progress as part of its 12-point Trade Facilitation Reform Action Plan. Emerging Markets
Consulting (EMC) was engaged to create an import / export performance monitoring system
(PMS) and to carry out an initial set of measurements.
For EMC, the first step was to map the import / export process – a core business consulting
method, applied to a private sector development goal. The team mapped the process for
both air and sea channels.
EMC then worked with key government officials to create measurement points for the introduction of electronic time stamps that would allow stakeholders to measure the timeliness of
import and export transaction processes. This created a data trail which an audit team could
compile and analyze to monitor improvements to the efficiency of the import and export
processes.
EMC also developed survey-based indicators, based on the World Bank’s Investment
Climate Assessment, to determine private sector investors’ views on the import / export
process. This allowed EMC to provide recommendations to government stakeholders on
ways to improve the process which would matter most to traders. The PMS trade facilitation
project provides an example of how monitoring can help us to better understand the
challenges facing investors in the context of trade facilitation processes.

4.2

Data collection and analysis

In general, it is recommended to rely as much as possible on existing data collection and
analysis systems, before developing and introducing new systems that may be costly and
time-consuming. Monitoring activities should be organized in a manner that favors synergy
effects e.g. by involving structures with similar missions and mandates in data collection and
analysis activities that permit cross-institutional comparisons and assessments (through
benchmarking etc.). In addition, data collection and analysis capacities should be developed
and applied in accordance with the principle of subsidiarity. For example, if national statistical
offices are already collecting company-level data on imports and exports, it makes little
sense to collect the same data through a regional body. Instead, regional statistical offices
can help ensure that national bodies are collecting data in a harmonized manner, facilitating
thereby international comparisons and analyses.
By using different concepts and methodologies of data collection, for instance individual
semi-structured interviews, focus group discussions, analysis of available documents and
standardized interviews with target group representatives, the quality and diversity of
available data for monitoring in the context of trade facilitation can be ensured, serving as a
basis for subsequent analysis processes. Data collection can be carried out among many,
diverse stakeholders and at many levels: with company representatives at the local level,
with special interest groups (e.g. for environmental protection, gender equality and minority
inclusion) at the national and subnational levels, and with heads of departments for trade
facilitation at the national, regional and international levels. Data collection at the local level is
extremely valuable for results-based monitoring, as it may reveal the actual outcomes and
impacts that are felt by the ultimate target groups of an intervention. Such data, however, is
normally not readily available from conventional sources of secondary information, such as
national statistical offices. Primary information must be collected and analyzed, with a view to
maximizing the value added of the information provided for decision makers and other

8

Source: http://www.emergingmarkets.asia/Case-Studies/Monitoring-the-Performance-of-TradeFacilitation.html (30.09.2012)
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stakeholders while at the same time minimizing the technical and financial resources
dedicated to this effort.
Unfortunately, so-called “information overkill” is quite common in the practice of monitoring,
leading to considerable waste and frustration. Initial over-ambitiousness in the design of
monitoring systems is a fairly frequent phenomenon in planning processes. Nevertheless,
inflated expectations can be quickly adapted to the reality of resource constraints by
consulting best practices and lessons learned from monitoring in similar environments, and
by implicating independent experts in the design of monitoring systems.
In order to avoid some of the pitfalls of data collection, the following questions may be useful
for purposes of critical self-control (cf. Khan 2003):








For what purposes is information required?
What kind of information is required?
Where are the possible sources of information?
How to gain access to the sources of information?
Who would use the information and in which way?
At what time and frequency will the information be used?
How can this information be collected efficiently and effectively?

Similarly, to avoid waste and frustration in data analysis, the following questions may also be
asked for critical self-control:









Is the information authentic and verified?
If not, how to verify it before using it?
How to sort and synthesize information collected, to have a meaningful stock of
information?
What does the available information mean?
How does the available information relate to the issues to be investigated?
What are specific quantitative and qualitative pieces of information?
How do these reflect progress, change and the direction of the intervention being
monitored?
What does the overall picture look like, based on the results of data analysis?

When resource or time constraints make it impossible to capture all the relevant information
in a given subject area and period, sampling may be used. Sampling concepts and
methodologies should be selected and applied with a view to satisfying the primary purpose
of the analysis. Various sampling techniques are available, each with its own comparative
advantages and disadvantages affecting the relative ease or difficulty of establishing a
complete list of units that represent potential sources of information (the “frame”) and then
drawing the sample. Care should be taken to ensure that the samples are representative of
the units covered by the study (sample reliability), reflecting the degree of variability within
that frame.
The sample size required for meaningful analysis of criteria attributed to the survey units
(e.g. households, companies, government staff involved in trade policy, alumni of traderelated training seminars) depends on the degree of precision expected in conducting the
analysis. Generally the larger the sample used, the more representative it will be of the whole
population (frame). Reliable results can be obtained from a relatively small sample if a sound
sampling methodology is used. To ensure reliable results, the following principles should be
observed:


All samples should be selected randomly or with some known selection probability. This
can be done by using random number generators for automated procedures.
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For manual sampling procedures, a systematic means to ensure randomness in selecting
survey units should be developed.
If sub-populations are to be studied separately (e.g. female managers of export-oriented
firms, companies engaged in innovative niche sectors, small and medium-sized firms), a
stratified random sampling method should be developed and applied, with separate
samples established for each sub-population.



Box 7 Stratified sampling for needs assessment in trade facilitation: A case study 9
Exploratory private sector surveys were conducted in five Asian countries to assess their
trade facilitation needs and priorities. The survey instrument consisted of two main sections:
Part I assessed the private sector perception of the level of implementation of various trade
facilitation measures related to GATT Articles V, VIII and X in their own country; Part II asked
private sector respondents to prioritize selected trade facilitation measures for implementation. The survey also identified the four trade facilitation-related areas in which private sector
respondents faced the most problems.
Sample size and selection vary across the five country case studies, as some of the team
members chose to administer the questionnaire through phone or face-to-face interviews
rather than by mail. However, most country teams relied on small random samples stratified
by sectors (e.g. primary products, manufactured goods) or by types of activities (e.g. freight
forwarders, exports manufacturers, international courier services).
Responses from a total of 218 companies in the five countries studied were collected,
including 73 based in Bangladesh, 32 in China, 51 in India, 18 in Indonesia and 44 in Nepal.
Response rates ranged from about 5% for the self-administered mail survey in India to 72%
for the interview-based survey in Indonesia.

4.3

Reporting and communication

Reporting and communication are two important, closely related functions that every effective
monitoring system should fulfill. Although their importance may seem self-evident, they are
often overlooked in the design of monitoring systems, where the traditional focus is on data
collection and analysis. Explicitly defined reporting is often limited to the elaboration and
timely submission of required monthly, quarterly and annual reports to donor agencies.
Communication is treated either as the protected domain of top management, or as a
separate function, allocated to communications specialists who work rarely, if at all, with the
persons in charge of monitoring. Internal reporting and communication is often fully
neglected, even in structures that are otherwise modern and well organized.
Whether reporting and communication should be seen as integral parts of a monitoring
system or as separate functions, to be fulfilled outside of the monitoring system, is a largely
theoretical question. In practice, data collection and analysis need to be well aligned to the
needs of reporting and communication in order to yield their full benefits. This is why many
organizations today develop long-term development strategies and/or specific communication strategies that merge data collection and analysis with reporting and communication into
one, comprehensive framework. The rationale for this may be described as follows: “Even
the best conceptualized and expertly implemented study is only as effective as the number of
people who are aware of its findings and are inspired to act on them. Too many excellent
studies end up gathering dust on shelves, never to be referenced again once the diagnostic
team goes home. One of the reasons for the lack of implementation of good quality
recommendations has been identified as the absence of effective communication of the
studies and their results. The ultimate success of the (study) will be demonstrated by the

9

Source: United Nations 2006.
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follow-through of key stakeholders in implementing the recommendations.” (Source: Nathan
Associates Inc. 2009).
In the preparation of reporting and communication based on the results of monitoring, some
basic questions should be asked with a view to facilitating overall efficiency and effectiveness
(cf. Khan 2003):







How should the results of data collection and analysis as well as other information be
presented and packaged?
What are the best means of reporting and communication?
Who should be given or not given specific information, and why?
How should feedback be encouraged and obtained?
When and how should information be ploughed back into future planning?
Is a second round of communication required, and if yes, when?

5

Evaluation of outcomes and impacts

5.1

Setting up the evaluation system

Evaluation complements monitoring in a programming cycle that also comprises needs
assessment and planning and implementation (see Diagram 13). As such, both monitoring
and evaluation (M&E) provide information for purposes of needs assessment, while planning
and implementation are expected to create a framework for effective M&E.
Diagram 13

Monitoring and evaluation in the programming cycle

According to the OECD (2010), as already cited above, evaluation is the “… systematic and
objective assessment of an on-going or completed project, program or policy, its design,
implementation and results. The aim is to determine the relevance and fulfillment of
objectives …, efficiency, effectiveness, impact and sustainability. An evaluation should
provide information that is credible and useful, enabling the incorporation of lessons learned
into the decision-making process …. Evaluation also refers to the process of determining the
worth or significance of an activity, policy or program.”
Evaluation systems can address a wide range of issues related to reforms and other
interventions for trade facilitation at the local, national, subnational and international levels.
Evaluations can be carried out at key stages in the program cycle: before an intervention
begins (ex-ante evaluation), during its implementation (mid-term evaluation) and after its
completion (ex-post evaluation). For example:
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Ex ante evaluation for the establishment of an internationally accredited regional training
center to offer post-graduate degrees in trade facilitation and regional integration,
Mid-term evaluation of the impacts of national trade policy reforms on small and mediumsized export-oriented firms in the food and agriculture sector,
Ex post evaluation of the impacts of training and awareness-building activities related to
the creation of new business opportunities through an Economic Partnership Agreement
(EPA) with the European Union.

Evaluations may be carried out internally, employing staff from the structure responsible to
conduct the evaluation, or externally, engaging independent consultants for the purpose of
the evaluation. Each approach has its advantages and disadvantages. In the case of internal
evaluations, there may be some inherent bias in the results, but access to confidential
information will be less problematic, and the costs are likely to be less as well. External
evaluations may produce more credible results, given the independence of the evaluators,
but access to key data may be limited due to issues of confidentiality (“corporate secrets”),
and the overall costs of the evaluation (including fees, travel expenses etc.) are likely to be
higher.
While evaluations may relate to any type or number of issues relevant to decision making,
they are most often employed to assess matters of impact and sustainability. Hence, impact
evaluations play an important role in the practice of evaluation. Impact evaluations aim to
identify changes that can be attributed to a particular intervention, such as a project, program
or policy, including both intended changes as well as unintended ones. As opposed to
monitoring, which examines whether targets have been achieved, impact evaluations are
often designed and implemented to answer key impact-related questions, for example “How
would the target group’s well-being have changed if the intervention had not taken place?”
Responding to this question requires a counterfactual analysis i.e. a comparison between
what actually happened and what would have happened in the absence of the intervention.
Impact evaluations seek to answer cause-and-effect questions. In other words, they look for
the changes in outcomes and impacts that are directly or indirectly attributable to the
intervention in question. Impact evaluations help us to answer key questions for evidencebased policy making: what works, what doesn’t, where, why and for how much?

5.2

Evaluation criteria

In principle, evaluation criteria may be selected freely, based on the aims of the evaluation
and the means available for its implementation. If customs officers have been given
professional training in Germany, for example, acquisition and use of new skills in their home
countries may be one of the focal areas of the evaluation; the participants’ overall impression
of Germany and his or her desire to maintain contact with German customs officials may be
another criterion for evidence-gathering and assessment in the course of the evaluation.
During the past decade, there has been strong tendency among international development
organizations to adopt the OECD’s standard criteria for results-based evaluation: relevance,
efficiency, effectiveness, impact and sustainability. Each of these criteria can be translated
into key questions, as illustrated in the following table:
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Table 2

OECD standard evaluation criteria and key questions 10

Criteria
Relevance

Key questions
Are the project’s objectives appropriate to the real problems, needs and
priorities of its target groups / beneficiaries?
How well are means (inputs) and activities converted into results
(outputs)?
Do the project’s results (outcomes) contribute to the achievement of the
project purpose (specific objective)?
As presently implemented, is the project likely to contribute to the
project’s broader aim (overall objective)?
What is the likelihood of a continuation in the stream of benefits
produced by the project once external support has been terminated?

Efficiency
Effectiveness
Impact
Sustainability

Some organizations place special emphasis on evaluation criteria derived from the realm of
strategic planning, change management and corporate governance. The GIZ, for example,
has defined 5 success factors under the heading of its “Capacity Works” approach, these
being strategy, cooperation, steering structure, processes and learning & innovation. The use
of these criteria is illustrated in the following table, derived (with slight adjustments) from a
real project progress review, which for reasons of confidentiality will not be cited here.
Table 3

GIZ success factors and their practical application

Success factors
Strategy

Cooperation

Steering
structure

Processes

Learning &
innovation

Practical applications (quotes)
“The project has successfully built an intervention strategy that allows
achieving the intended outcomes and impacts according to the results
chain described in the BMZ/GIZ offer. In workshops it became clear,
however, that most partners and stakeholders were not aware of the
actual complexity and overriding objectives of the project.”
“The project has adopted the role to set up and broker cooperation as a
success factor, providing the right system linkages in governing the
sector. This role can even be extended to include the private sector
more intensively.”
“The project used different platforms in order to work together with
partners e.g. it supported and contributed to setting up the sector
working-group that meets monthly for discussions on resource governance. Furthermore the project contributed to other working groups in
the sector.”
“In terms of processes at the system level, the project is strongly
process-oriented and has been commended by partners and other
actors alike for this particular strength.”
“The project uses a well-balanced mixture of learning at individual,
organizational and societal level. The main tools used are training
seminars, workshops and self-study through the resource center on
resource governance.”

For purposes of internal evaluation, the GIZ uses both OECD criteria as well as its own
success factors. This represents a good example of how organizations can combine international standards with their own tailor-made criteria to appraise the quality or significance of
an activity, policy or program.
Another good example of tailor-made evaluation criteria is presented in the box below.
Although Caribbean Export’s Helix Model was not explicitly developed for evaluation
purposes, it does indeed fulfill a similar function: To identify companies that market their
10

Source: EC 2012.
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brand products successful on the world stage. With the notion of success factors as its
central concept, the Helix Model is quite akin to GIZ’s “Capacity Works” approach.
Box 8 Caribbean Export’s Helix Model 11
Caribbean Export’s main thrust is to assist CARIFORUM in producing regional winners Brands capable of competing on a world stage. To achieve this, the agency needed a system
which makes it easy to identify potential winners and to work with them in a structured way to
achieve winning results.
This meant fashioning a system which dissected the DNA of globally successful brands and
taking those components for success and molding them into a scalable process for engaging
with companies and delivering on interventions in a more focused way. Our research
revealed that that winning companies have effective processes for winning in four key areas
which we refer to as the four bases of the HELIX.
Further exploration revealed that these four key areas for success within winning brands
were supported by four main sub-areas or what we refer to as the base support.
These four bases of the HELIX and their respective main sub-areas are as follows:








11

Product: A clearly articulated and well developed solution for an identified consumer.
Sub-areas:
* Demand
* Innovation and research & development (R&D)
* Production capacity
* Certification / quality
Management: A well developed and well versed collection of individuals and processes
which are fine tuned for building on opportunities.
Sub-areas:
* Passion
* Structure
* Industry diversity
* Experience
Marketing: A clear message and understanding of the solutions offered by the company
and the most effective way of gaining strong consumer interest and dedicated support.
Sub-areas:
* Brand strength
* Marketing penetration
* Customer experience
* Reach
Finance: A strong focus on revenue management and how to retain and grow it.
Sub-areas:
* Revenue source / levels
* Access to funding
* Accountability
* Revenue retention

Source: http://www.carib-export.com/innovation/the-helix-model (02.10.2012)
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5.3

Participatory evaluation

Evaluations are carried out in the area of trade facilitation by a wide range of actors, both
public and private, each with its own specific aims and means. Each evaluation is different
not only in terms of subject matter, scope and methodology, but also in terms of participation:
Some evaluations involve stakeholders in their design and implementation more than others.
This participatory aspect is important, because the degree of stakeholder participation can
make a major difference in the results of an evaluation.
Participatory evaluation involves stakeholders as key actors in its design and implementation. Among other things, it permits stakeholders to gather information, analyze it, contribute
to reporting and communication, and participate in the follow up of recommendations. It helps
to create stakeholder ownership of the evaluation process and its products. With this, it
increases the likelihood that lessons learned will lead to changes that would not be possible
without the evaluation.
Participation of stakeholders in evaluation exercises can begin in the design phase. One way
to promote this is by holding workshops with stakeholder representatives where they discuss
and agree on the objectives, scope and methodology of the evaluation. This may include,
among other things, defining the evaluation criteria, weighting them according to relative
importance, and preparing guidelines for semi-structured interviews. This approach requires
that the initial terms of reference of the evaluation must be sufficiently flexible.
Stakeholder participation in the implementation of an evaluation can take many forms. In
some cases, participation is mostly passive, for example, when a stakeholder serves mainly
as a source of information during data collection. More active participation is possible, for
example, when the intermediate results of the evaluation are presented to stakeholders for
mid-term review, feedback and suggestions. In highly participatory exercises, stakeholder
representatives may be selected for inclusion in the evaluation team, to participate directly in
data collection and analysis themselves. During the finalization of an evaluation, key stakeholders should be consulted to exchange views on the conclusions and recommendations
derived from the evaluation. If done in the spirit of a true partnership, this will enhance stakeholder ownership of the subsequent action plan and increase its likelihood of realization.
Some of the main characteristics of participatory evaluation processes are summarized in the
table below.
Table 4

Some main characteristics of participatory evaluation processes 12

Key question
Who conceives and
manages the process?
What are the roles of the
main stakeholders in the
process?
How is the success of the
process assessed?
How are concepts and
methods selected for the
process?

12

Based on Forster 2004.

Traditional
approach
The head manager and/or
external experts.
To provide information only.

Based mainly on externally
defined quantitative
indicators.
They are predetermined and
standardized.

Participatory
approach
Community members, target
groups, staff, government
officials, other stakeholders.
To collect and analyze data,
draw joint conclusions,
propose follow-up actions.
Based mainly on internally
defined quantitative and
qualitative indicators.
They are adaptive.
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One example of a participatory approach to evaluation is presented in Box 9 (below).
Box 9 The role of the reference group in European Commission evaluations 13
The reference group is a small group comprising persons who are directly concerned by the
Commission’s intervention and possibly other stakeholders. One or more experts may also
be invited to participate. The reference group serves as an interface between the evaluation
manager and the external evaluation team. Its members help the external evaluation team to
identify data sources and to access them. They validate the evaluation questions, and
discuss the conclusions and recommendations. The reference group allows the variety of
points of view on the evaluated intervention to be expressed.
The main tasks of the reference group are the following:







To discuss and comment on the terms of reference drawn up by the evaluation manager,
To aggregate and summarize the views of the Commission services and to act as an
interface between the evaluation team and the services, thereby supplementing bilateral
contacts,
To ensure that the evaluation team has access to and consults all information sources
and documentation on activities undertaken,
To validate the evaluation questions,
To discuss and comment on notes and reports produced by the evaluation team;
comments by individual members of the reference group are compiled by the evaluation
manager and subsequently transmitted to the evaluation team,
To assist in feedback of the findings, conclusions and recommendations from the
evaluation.

Experience has shown that it is preferable for the reference group to be limited in size (10 to
12 members) if it is to function effectively.

6

Cross-cutting issues

6.1

Trade, poverty and inequity

One recent publication (OECD 2009) came to the following conclusions regarding the causal
relationships between trade, poverty and inequity:
“Most empirical studies have failed to establish a systematic relationship between greater
integration and growth, and there is little agreement on causality. The complexity of
interpreting the causal relationship is hardly surprising because (i) while trade integration
may cause growth, causality may equally go the other way, and (ii) other factors may affect
both trade and growth in a similar manner. (Some authors) argue that cross-country studies
face problems in defining and measuring openness, identifying causality, as well as isolating
the effects of trade liberalization. When these are brought together in growth regressions, the
average result becomes fuzzy …. Neither is there a simple and general conclusion from the
literature on the causal link between trade and poverty, be it directly between the two or
through the impact of trade on growth and, in turn, on poverty. World Bank … finds that
during the 1990s countries with rapid economic growth and trade liberalization achieved
absolute poverty reduction but experienced increased inequality; UNDP … finds that uneven
distribution of the costs and benefits of trade liberalization across and within countries has
led to an uneven pattern of integration; (others) conclude that increased trade has tended to
benefit elites in both rich and poor countries, thus increasing income inequalities. Other
studies … find the relationship between trade and poverty to be extremely complex and
13

Source: http://ec.europa.eu/europeaid/evaluation/methodology/methods/mth_stg_en.htm
(02.10.2012)
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case-specific, making systematic empirical analyses rather difficult in practice. Another
recent study finds that trade liberalization is associated with increases in inequality in
countries well-endowed with highly skilled workers and capital or with workers that have very
low education levels, while it is associated with decreases in inequality in countries that are
well endowed with primary-educated labor. … Finally, there are studies finding that trade has
a beneficial effect on poverty reduction but that trade may not be the overriding factor. …
However, despite differences of opinion among academics, they do see eye-to-eye on one
thing, that the benefits countries can gain by opening up their economies are real. Indeed,
the weight of evidence to date does point strongly in the direction that: greater openness is
an important element explaining growth performance and has been a central feature of
successful development.”
What does this mean in practical terms for M&E in the field of trade facilitation? Firstly, it
implies that trade facilitation should be seen in the context of a broader development agenda.
M&E should contribute to a better understanding of the relationship between trade facilitation
on the one hand, and poverty and inequity on the other. This can be done by collecting data
that is related to both sides of the equation and analyzing the causal links between them
using various parameters. Secondly, it suggests that we should not draw general conclusions
from case studies that point in one direction or the other, as the directions of causality are
often context-dependent. Trade facilitation can produce good results in one country, and
poor or negative results in another. In any case, we should not simply assume that trade
facilitation improves the lives of all stakeholders. M&E for policies, programs and projects in
the field of trade facilitation should provide credible, unbiased evidence of outcomes and
impacts in terms of welfare and its distribution. Thirdly, capacity building for M&E in the field
of trade facilitation should give due consideration to the complex, problematic relationship
between trade facilitation on the one hand, and poverty and inequity on the other. Decision
makers and opinion leaders should be aware of positive as well as negative experiences in
this area, and recognize that every story can be told from more than one side. Finally, M&E
should look at what is achievable in the short and longer terms, and dispose of adequate
resources and a realistic timeframe to verify causal relations between trade, poverty and
inequity.
The perspectives for improved M&E in the area of trade facilitation have been summarized in
another recent publication (OECD / WTO 2011) as follows: “More rigorous analysis of the
case studies using a common analytical framework could help clarify common determinants
of success and weaknesses. For example, a sample of the case stories in three sub-areas –
e.g. infrastructure, trade facilitation, and trade capacity building could be followed up with
client surveys and interviews to better establish links to trade performance and poverty
reduction, with greater attention to project attribution. This could be coupled with new crosscountry analysis that would link the particular policy intervention types to country
performance.”

6.2

Trade, gender and development

In a study recently published by the World Bank (Higgins 2012), the following observations
were made with respect to the role of gender in trade and development:
“Economic growth plays a central role in poverty reduction and, on the whole, countries that
have made trade and exports a key part of their development strategy have grown at a faster
rate than those that have not. But a critical challenge for many developing countries is
reaping the full benefits that international trade offers. Obstacles exist, for example poor
infrastructure and cumbersome border processes, which limit the gains that can be accrued
through trade at the country level. In addition, there are economic, social, cultural and
geographic factors that limit groups within countries from accessing and benefiting from
existing and new international trade opportunities. Gender, defined as the social, behavioral,
and cultural attributes, expectations and norms associated with being a woman or a man…,
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is one such factor. As with most economic policies, trade-related policies have genderdifferentiated effects. In some cases, trade has been a catalyst for gender equality, with trade
liberalization associated with rising employment and business opportunities for women. But it
can also exacerbate existing gender inequalities and worsen women’s economic and social
status. In addition, and critically, gender inequality can constrain a country’s trade expansion
and hinder a country’s competitiveness.”
The main recommendations put forward in this study relate directly to the potential role of
gender-sensitive monitoring and evaluation as instruments of trade facilitation. The author
suggests that, in the context of trade policies, programs and projects, gender analysis and
gender mainstreaming should be used for the following three purposes:




To assess the different constraints that women and men face in relation to trade,
To assess the impact that particular trade-related initiatives will have on the well-being of
men and women, and
To design, implement and monitor trade-related initiatives in a way that supports gender
equality, and in doing so, spurs the trade expansion and competitiveness of the country.

How can M&E meet these challenges? In practical terms, M&E need to adopt, among other
things, gender-sensitive indicators to track progress and assess performance in programs
and projects for trade facilitation. Gender-sensitive indicators may be defined for all areas of
trade facilitation, for instance, with regard to trade and transport infrastructure, as described
in the following table.
Table 5

Gender-sensitive indicators for trade and transport infrastructure 14

Intervention
Increase the
regularity and reach
of public transport,
and support
affordability.

Input indicator
Resources to
support the
expansion of public
transport (e.g.
buses).

Improve safety on
public transport.

Resources to
support the
expansion of public
transport (e.g.
buses) to reduce
overcrowding.
Resources to
support the
implementation of
low-cost, reliable
storage for
perishable goods.

Support the
implementation of
low-cost, reliable
storage facilities for
perishable goods at
border crossings.

Output indicator
Buses transporting
goods and people to
markets which are
affordable, regular
and stop at an
accessible distance
to most female
traders.
More buses
transporting goods
and people to
market.

Outcome indicator
More women using
transport
infrastructure - in the
form of public or
private transport - to
transport goods to
markets.

Increased number of
low-cost, reliable
storage facilities for
perishable goods.

Less wastage as a
result of waiting
times, leading to
better profits for
female traders.

Safer and more
secure transportation
services for women
traders.

To put such indicators into practice is no easy task. Referring to the outcome indicators in
column 4 of the above table, practical application would require, among other things, data
collection related to (i) the use of public and private vehicles to transport goods to markets,
differentiated by male and female users, (ii) levels of safety and security in the use of
transportation services, differentiated by male and female users, and (iii) wastage, waiting

14

Based on Higgins 2012.
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time and profits, differentiated by male and female traders. Collecting such data may require
specialized survey personnel, while research institutes may assist in the data analysis.

6.3

Other cross-cutting issues

Definitions of cross-cutting issues vary from one institution to another. The European
Parliament Council Commission, for example, in its joint statement with the representatives
of the governments of EU Member States, also referred to as the “European Consensus on
Development“ (EU 2006), committed itself to applying a “strengthened approach” to mainstreaming the following eight cross-cutting issues in all of its activities:









Human rights,
Gender equality,
Democracy,
Good governance,
Children's rights,
Indigenous peoples’ rights,
Environmental sustainability and
Combating HIV/AIDS.

The European Commission’s results-oriented monitoring (ROM) system (cf. EC 2012), on the
other hand, addresses four cross-cutting issues:





Gender,
Environment,
Good governance, and
Human rights.

The ROM system is an interesting blend of monitoring and evaluation techniques. It
incorporates OECD’s standard evaluation criteria (cf. section 5.2) while at the same time
providing timely (in most cases annual) independent assessments of whether the ongoing
EC project is on track or not. It applies OECD criteria as well as the above-mentioned crosscutting issues to assess progress in implementation on a scale of 1 (serious deficiencies) to
4 (very good). Each primary issue (criterion) is assessed based on a series of questions and
sub-questions (cf. Box 10). Thus, for each OECD criterion, and cross-cutting issues as a
whole, EC projects are given ratings that can be compared in time and across sectors,
countries and regions.
EC’s results-based monitoring system demonstrates how an institution and/or program with a
large number of diverse ongoing projects can effectively harmonize its approach to both
monitoring and evaluation, producing credible and timely results-based assessments of each
ongoing project, whether large or small, whether local, national or regional, while gradually
creating a comprehensive database for international and cross-sector comparisons and
benchmarking. The resulting database can, over time, be a valuable source of project-level
lessons learned, used to identify cross-cutting factors of success and failure, while at the
same time providing real-time observation of progress in project implementation and of
remedial actions to address eventual shortcomings and obstacles therein.
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Box 10

Key questions for cross-cutting issues in results-oriented monitoring 15

Have practical and strategic gender interests been adequately considered in the project
strategy?
 Has the project been planned on the basis of a gender-differentiated beneficiaries’
analysis?
 To what extent will / could the gender-sensitive approach lead to an improved impact of
the project?
 What is the likeliness of increased gender equality beyond project end?
 According to the OECD Gender Policy Marker how would you classify this project?16
Is the project respecting environmental needs?
 Have environmental constraints and opportunities been considered adequately in the
project design?
 Are good environmental practices followed in project implementation (in relation to use of
water and energy and materials, production of wastes etc.)? Does the project respect
traditional, successful environmental practices?
 What capacities exist (within project, project partners and project context) to deal with
critical risks that could affect project effectiveness such as climate risks or risks of natural
disasters (in the case of projects in sensitive geographical areas / natural disasters
hotspots)?
 Has environmental damage been caused or is it likely to be caused by the project? What
kind of environmental impact mitigation measures has been taken?
 Is the achievement of project results and objectives likely to generate increased pressure
on fragile ecosystems (natural forests, wetlands, coral reefs, mangroves) and scarce
natural resources (e.g. surface and groundwater, timber, soil)?
Has (good) governance been mainstreamed in the project?
 Does it take into consideration the differential impact of poverty by disadvantaged
groups?
 Is the project designed in such a way that it takes into account potential conflict?
 Is regular, transparent, financial reporting built into the project? Are its results widely
circulated and understandable?
 Are there effective anti-corruption monitoring tools in place?
Does the project actively contribute to the promotion of human rights?
 Has there been an analysis of “winners and losers” regarding possible “discrimination” of
target groups by the project?
 Will the project help to ensure respect for any relevant human rights and not cause them
to be reduced in any way?
 Do any interested parties and observers raise human rights concerns?

15

Source: EC 2012, pp. 79ff.
An activity is classified as gender equality focused with score “principal” (2) or “significant” (1) if it is
intended to advance gender equality and women’s empowerment or reduce discrimination and
inequalities based on sex.” A “principal” mark is given if the gender equality is the crucial, defining
objective of a project. A “significant” mark can be attributed to a project, which in its pursuit of another
primary objective, integrates gender considerations as a substantial factor into the project design.
(source: ibid, p. 79)
16
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7

Integrated results-based M&E systems for trade facilitation

Monitoring trade facilitation including trade policies and their application is a highly complex
challenge requiring sophisticated concepts and tools, skilled staff, strong organizational
capacities, well developed networks and, last but not least, a conducive institutional
framework. Often, even when institutions dispose of dedicated M&E units, there is not
enough capacity available to meet this huge challenge. Moreover, many institutions prefer to
focus on the monitoring of outputs (e.g. number of persons trained, volume of documents
distributed, number of trade promotion events realized) rather than assessing the utilization
of these outputs (outcomes) and the impact of this utilization on the situation and behavior of
the target groups. Such limited focus may be the consequence of contractual arrangements:
project-implementing agencies are often required to report on “deliverables” in order to
access the next budget tranche, leaving impacts on employment, growth and so on largely in
the dark. Furthermore, the task of bridging the “attribution gap” may seem too daunting:
Participation in training events, for example, is easy to measure; participant’s satisfaction
with the results can also be measured fairly easily. To ascertain, many months or years later,
whether the thereby acquired skills and knowledge have been used, to what effect, and with
due regard to the many external factors that may affect the observed change (or lack thereof)
as well, is admittedly an immensely difficult task. Finally, there is a dire lack of practical
experience in this area. Integrated monitoring and evaluating systems exist in many areas of
policymaking around the world, but practical applications in the field of trade facilitation are
still quite rare.
Obviously, many obstacles must be overcome in order to set up and operate an M&E system
for trade facilitation that meets the diverse needs and expectations of many stakeholders in
this field. Such a system should be results-based i.e. inform decision makers and other
stakeholders with regard to outputs, outcomes and impacts achieved through trade
facilitation; it should be integrated in the sense that monitoring and evaluation of trade
facilitation measures are not treated as separate functions, but as part of an comprehensive
system in which each function complements the other; the M&E system should also be
sustainable, producing a flow of benefits to decision makers and other users in the field of
trade facilitation that justifies its maintenance and further development well beyond its initial
implementation phase.
There are no patent recipes for establishing M&E systems that satisfy all the above criteria.
Nevertheless, various authors have developed guidelines for this purpose. One of the most
comprehensive works in this area has been published by the World Bank: “Ten Steps to a
Results-Based Monitoring and Evaluation System” (Kusek and Rist 2004). This 10-step
model not only lends itself well to the development of M&E systems in a wide variety of
situations; it may also be used as orientation when setting up a work plan to develop and
apply any given M&E system.
The table on the following page applies this 10-step model to the area of trade facilitation in a
general manner. The most salient issues are described in brief at each level of the model
(column 2). At the same time, it does not pretend to be a blueprint: It points out potential
obstacles that may be encountered during each step of the process (column 3). Whether
such obstacles are real and important, and whether means can be found to overcome them,
will depend on the specific aims, resources and context of the envisaged M&E system. With
these potentialities and constraints in mind, it is strongly recommended to have clearly
defined steering mechanisms in place to manage each step as well as the M&E process as a
whole, to respond swiftly and effectively to expected and unexpected obstacles, and to
permit each stakeholder group to contribute in their own way to the realization of the M&E
system. Thus, the M&E system can achieve its full potential as a lever to promote trade
facilitation and to maximize its contributions to higher-level developmental goals.
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Table 6

Ten steps to create a results-based M&E system for trade facilitation

No. Steps
1
Conducting a
readiness
assessment

Specific measures
Conduct needs assessment,
adopt official M&E policy and
framework

2

Agreeing on
outcomes to
monitor and
evaluate

Define results chains for all key
outputs and outcomes esp.
those with high resource
absorption

3

Selecting key
indicators to
monitor outcomes

4

Baseline data on
indicators: Where
are we today?

Identify specific variables that
describe envisaged change at
the outcome (and impact) level,
include quantitative and
qualitative indicators
Define the baseline value of
each key indicator

5

Planning for
improvement:
Selecting results
targets

Define the target value of each
key indicator

6

Monitoring for
results

Ensure results-oriented data
collection and analysis during
implementation

7

The role of
evaluations

Conduct periodic resultsoriented evaluations based on
agreed standards (criteria) and
key questions with adequate
stakeholder participation

8

Reporting findings

9

Using findings

Present reports and their key
messages to well-targeted
audiences for discussion and
agreement on follow-up
measures
Implement follow-up measures
derived from reports and other
outputs of the M&E system

10

Sustaining the
M&E system within
the organization

Maintain and reinforce human
and technical capacities for
M&E

Potential obstacles
Resistance to transparency and
accountability, weak
mechanisms to develop and
adopt policies
Weak understanding of the
terminology and practice of
RBM, limited time and
expertise for planning
workshops
Lack of consensus on key
outcome indicators, lack of
means of verification, resource
constraints, attribution issues
esp. at the impact level
Lack of secondary data, limited
resources to collect and
analyze data, time constraints
during the set-up phase
Uncertainty with regard to what
is realistic, future available
resources and the possible
influence of external factors on
results
Lack of data collectors in the
field, difficult access to remote
areas, high mobility of target
groups, weak technical and
analytical skills of M&E staff,
resource constraints
Difficult agreement on terms of
reference (criteria, questions
etc.), lack of consensus
regarding role of stakeholders
in the design and execution of
evaluations, resource
constraints
Lack of agreement on key
messages, weak access to key
audiences esp. high-level
decision makers, poor
packaging of messages
Weak ownership of follow-up
measures, weak transparency
and accountability for follow-up
measures
Vague long-term vision for
M&E capacity building, donor
dependency
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Annexes
A1

A short glossary of terms used in results-based management

Term
Activity

Definition

Examples

Actions taken or work performed through
which inputs, such as funds, technical
assistance and other types of resources are
mobilized to produce specific outputs.

Identify advocates who are
willing to provide free
advisory services to SMEs.
Distribute fliers to
encourage electoral
participation.
Train customs officers in
First Aid.

Impact

Positive and negative, primary and secondary SME heads are aware of
long-term effects produced by an intervention, their rights and obligations.
directly or indirectly, intended or unintended. More citizens go to vote.
Customs officers provide
effective First Aid.

Indicator

Quantitative or qualitative factor or variable
that provides a simple and reliable means to
measure achievement, to reflect the changes
connected to an intervention, or to help
assess the performance of a development
actor.

Number of SMEs who
receive free legal advice.
Number of fliers distributed.
Percentage of persons who
are satisfied with First Aid
provided by customs
officers.

Objective

A new situation, mode of behavior or
capability enabled through a project. The
objective describes a situation, behavior or
capability, that doesn’t yet exist. The objective
will be attained through the project, and can
be directly attributed to the project.

Most SMEs have access to
legal advisory services.
Most citizens go to vote.
All customs officers receive
First Aid training.

Outcome

The likely or achieved short-term and
medium-term effect of an intervention’s
outputs. The use of a project’s outputs.

The use of advisory
services by male/female
heads of SMEs.
Reading and discussion
about information fliers’
content.
Frequency of use of First
Aid know-how by customs
officers

Output

The products, capital goods and services that Hours of advisory services
result from an intervention (project). Often
for SMEs.
referred to as “deliverables”.
Number of information fliers
printed.
Hours of First Aid training
provided to customs
officers.
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Partner
contribution

Important material, immaterial and financial
contributions from individual or group
partners.

Problem

A situation, behavior or incapability that is
perceived as negative and whose solution is
considered to be important. Projects are
faced with many problems. The core
problem is the main problem a project aims
to solve with the given resources and time
frame.
(1) In EU’s PCM terminology, it is the same
as “output”. (2) In results-based management
(RBM) terminology, it encompasses outputs,
outcomes and impacts (see above).

Result

Rooms for legal advising for
SMEs.
Public media coverage.
Free health care for victims
treated by Customs officers.
Heads of SMEs have no
access to advisory services.
Many citizens do not use
their democratic rights.
Few customs officers can
provide effective First Aid.

Risk factor

A factor beyond the influence of a project that
can have an important negative influence on
the project’s success. If an important negative
influence is highly probable, then the project
will most likely fail.

The number of advocates
willing to provide free advice
is insufficient to meet SME
demand.
Important interest groups
call for election boycott.
Funding for First Aid
material (bandages etc.) is
lacking.

Risk
mitigation

Project activities that serve primarily to
reduce risks. With them, the negative
influence of risk factors can be reduced or
even eliminated.

Advocates who provide free
legal advice to SMEs get
recognition in the mass
media.
Important interest groups
are involved in elaboration
of flier.
Customs office and major
pharmaceutical firms
engage in a strategic
partnership.
Heads of SMEs in small and
medium-sized towns.
Voting-age citizens in
districts A-Z.
Customs officers in country
X.

Target group The specific individuals or organizations for
whose benefit an intervention is undertaken.
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