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Linking evaluation criteria 

AND evaluation questions

The standard DAC/OECD evaluation criteria are: 

· Efficiency

· Effectiveness

· Impact

· Sustainability (or connectedness, when adapted for humanitarian programmes)

· Relevance  (or appropriateness, when adapted for humanitarian programmes).

Efficiency

	"Efficiency measures the outputs — qualitative and quantitative — in relation to the inputs. This generally requires comparing alternative approaches to achieving the same outputs, to see whether the most efficient process has been used. 

Cost-effectiveness is a broader concept than efficiency in that it looks beyond how inputs were converted into outputs, to whether different outputs could have been produced that would have had a greater impact in achieving the project purpose". 

	Broad evaluation questions

What are the costs of inputs relative to outputs?

One must consider institutional, technical and other arrangements as well as financial management.

· Were activities cost-efficient? 

· Were objectives achieved at the least cost? 

· Was the programme or project implemented in the most efficient way compared to alternative ways?

Techniques/Indicators
· Cost-efficiency analysis. It evaluates financial costs of input and output. Investigate if "the inputs are supplied and used in such a way as to achieve certain specific outputs at the lowest cost" (Hallam 1998: 7). "Given that many humanitarian programmes involve the provision of large quantity of material inputs (food, seeds and tools, domestic items…) such analysis has the potential to highlight huge savings" (Hallam 1998: 88).

· Consider also questions concerning health, security, and workload of the staff. 

Linkages with other criteria

· Effectiveness. In the example above, a school can be built efficiently, but the lack of teachers means that the objective of school attendance is not achieved.


Effectiveness

	"Effectiveness measures the extent to which the activity achieves its purpose, or whether this can be expected to happen on the basis of the outputs". Factors of effectiveness that must be considered:

· Timeliness: (if, for example, the delivery of food assistance is significantly delayed the nutritional status of the population will decline)
· Resourcing
· Preparedness 

	Broad evaluation questions

Is the intervention reaching its target population?

Is it being implemented as envisioned?
· Are services available?

· Are they accessible?

· Is quality good?

· Are services used?

· Is the project or programme moving satisfactorily toward its stated objectives?
Techniques/Indicators
· Indicators of: input, provision/delivery, utilisation, qualitative indicators from field visit and beneficiary consultation.

· Cost-effectiveness analysis seeks to identify the least expensive way of realising a certain level of benefits, or a way of maximising benefits per unit cost. Cost-effective does not necessarily mean “cheap”. In crisis situations it will tend to produce information that is highly context-specific. Comparisons across different countries and projects could simply not be possible.

Linkages with other criteria

Measure appropriateness vs:
Coverage


Impact

	
Impact looks at the wider effects of the project — social, economic, technical, environmental — on individuals (also by gender and age groups), communities, and institutions. Impacts can be immediate and long-range, intended and unintended, positive and negative, macro (sector) and micro (household).

Demonstrating that a project caused a particular impact is usually difficult since many factors outside the project influence the results. 
	Broad evaluation questions

What long-term changes have been produced?  Can these be reasonably associated with the intervention?

Have any unintended and/or negative changes been produced?

Techniques/Indicators

Impact analyses techniques are used to measure impact. "In crisis and unstable contexts, the three principal challenges on their utilisation are: 1) a lack of consensus on what constitutes a desirable outcome, 2) the problems of data collection and data availability, 3) attributing impact to an intervention" (Hallam 1998: 78).

Linkages with other criteria

Impact will be linked to: 

· Appropriateness of programmes
· Coverage: For example, the aggregate supplies reaching a camp can be adequate and their distribution efficient. However, when data are analysed at household level, it could appear that certain groups are not receiving their share, therefore undermining the impact of the project (Hallam 1998: 84).


Relevance/Appropriateness

	
Relevance: assessing whether the project is in line with local needs and priorities (as well as with donor policy)".  UNICEF defines relevance further with reference to national and international partners' policies (including the Millennium Development Goals, National Development Plans, PRSPs and SWAPs), and global references such as human rights, humanitarian law and humanitarian principles, the CRC and CEDAW (UNICEF, PPPM, 2002).
Appropriateness: the need "to tailor humanitarian activities to local needs, increasing ownership, accountability, and cost-effectiveness accordingly" (Minear, 1994 in OECD 1999).

“The two criteria complement rather than substitute each other. ‘Relevance’ refers to the overall goal and purpose of a Programme, whereas ‘appropriateness’ is more focused on the activities and inputs. The expansion of the criteria drew attention to the fact that even where the overall programme goal is relevant — for example, to improve nutritional status — there are still questions to be asked about the programme purpose. Distributing large quantities of food aid may not be the best way of improving nutritional status. Alternatives could include food for work, cash for work, or measures to improve the functioning of local markets. Furthermore, even if distribution of food aid is deemed appropriate, it is still necessary to examine the appropriateness of the food that is distributed”. 
	Broad evaluation questions

What were the nature and the scope of the problem? How did the situation causing the problem evolve (assumptions, external risks)?
Was the intervention and chosen target population likely to ameliorate the problem significantly, i.e. was the intervention model sound?

Are the project activities plausibly linked to the intended effects?

A programme’s appropriateness is checked at different levels 

· Its overall goal (e.g. improving nutritional status)

· Its purposes (for example, food distribution. Would another alternative — e.g. food for work, measures to improve local market — be more appropriate?)

Techniques/Indicators

· Baseline indicators drawing from some form of conceptual framework 

· Qualitative indicators of cultural and contextual appropriateness

Linkages with other criteria/ frameworks

· Adherence to codes of conduct 

· "Do No Harm" concept 
· Protection


Sustainability/Connectedness

	Sustainability— especially for development aid — is concerned with measuring whether an activity or an impact is likely to continue after donor funding has been withdrawn. Projects need to be environmentally and financially sustainable. However, many humanitarian interventions, in contrast to development projects, are not designed to be sustainable. But they still need to be assessed as to whether, in responding to acute and immediate needs, they take the longer-term into account. 

Larry Minear has referred to this as Connectedness, the need "to assure that activities of a short-term emergency nature are carried out in a context which takes longer-term and interconnected problems into account" (Minear, 1994 in OECD 1999). For example, otherwise efficient food distribution programmes can damage roads used by local traders, while the presence of large refugee camps can result in severe environmental impacts in neighbouring areas. Local institutions can also suffer; the high salaries paid by international NGOs can pull skilled staff away from government clinics and schools, leaving the local population with reduced levels of service. Large-scale relief programmes can also have a significant impact on local power structures, for better or for worse.
	Broad evaluation questions

How will the positive effects be maintained in the future, at the end of the programme? Consider sustainability and connectedness at different levels:

· Social/institutional. Will the programme be culturally accepted, and how does it link to local capacities, power structures?

· Economic. How will recurrent costs and future expenditures be covered; what is the effect on other economic activities? 

· Environmental. What are the short- and long-term environmental costs?

Techniques/Indicators

· Qualitative indicators of ownership, connection to local structures and continuity of funding
Linkages with other criteria

· Relevance/Appropriateness


Refer to: OECD-DAC (1991). The DAC Principles for the Evaluation of Development Assistance. OECD, Paris. http://www1.oecd.org/dac/Evaluation/pdf/evalprin.pdf.

For adaptation in emergencies, see:

Hallam, A. (1998). Evaluating Humanitarian Assistance Programmes in Complex Emergencies.  ODI, London.

OECD (1999). Guidance for Evaluating Humanitarian Assistance in Complex Emergencies. OECD, Paris. http://www1.oecd.org/dac/htm/pubs/p_eval.htm.
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