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FOREWORD

This evaluation by the Office of Evaluation (OEpeasses the Regional Strategies (RS) for
the Near East and North Africa (NENA) and the Calinand Eastern European and Newly
Independent States (CEN) regions of the Near Ba$tNorth Africa Division (PN) of IFAD -
which were adopted by the management in 2002.

The development of the two RS was based on thesfsmets of Rural Poverty, which had
been originally commissioned as inputs to the IFatate of Rural World Poverty Report in
2001. The RS were expected to operationalize IFADaegic framework, thus forming a
linkage between the organisation’s corporate siggtand its country strategies.

As an important input towards the evaluation, PMdwcted a thorough self-assessment of
its regional strategies. The self assessment peolvidiluable data, analysis and insights on
the regional strategies from the perspective olkéholosely involved in their development
and implementation.

The evaluation generated a number of findings awdmmendations, which could serve as a
basis for further strengthening IFAD’s approachesafyriculture and rural development as
well as overall development effectiveness in ther&Non. For example, the evaluation
emphasised the need to reinforce strategic partnpss improve alignment between
COSOPs and regional strategies, and ensure thatatgreattention is paid to further
developing off-farm opportunities for the rural poo

It is useful to underline that in late 2007 and lg&2008, PN issued various thematic papers
and operational documents (e.g., The Status of IRRoaerty in the Near East and North
Africa, IFAD Thematic Priorities for the Near Eaashd North Africa Division and Results
Based COSOPs for Jordan, Moldova and Yemen). Timseesting documents take into
account some of the main concerns raised by théuavwan, and outline the division’s
approaches in key areas of importance for the sughbde economic and social development
of the rural poor in the region.

In light of the IFAD management’'s decision in 2008t to develop further regional
strategies, an Agreement at Completion Point (AfoP}his evaluation was not developed.
This is because, under the prevailing circumstana@sACP for this evaluation would not
provide value added for the Fund and partners ia tegion. Nevertheless, | believe the
evaluation can serve a useful reference documemréomoting debate on various topics and
addressing some of the important challenges towaedsicing rural poverty in the NENA

and CEN regions.
Wr

Luciano Lavizzari
Director, Office of Evaluation
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Evaluation of IFAD’s Regional Strategies for
Near East and North Africa and the
Central and Eastern European and Newly Independen$tates

Corporate-level Evaluation

Main Report

I. INTRODUCTION

1. This evaluation addresses the regional strateditdtsedNear East and North Africa (NENA) and
the Central and Eastern European and Newly Indeperiétates (CEN) regions of the Near East and North
Africa Division (PN) of IFAD. The NENA region comiges: Algeria, Djibouti, Egypt, Gaza and the West
Bank, Jordan, Lebanon, Morocco, Somalia, SudarniaSyunisia, Turkey and Yemen. The CEN region
comprisgs Albania, Armenia, Azerbaijan, Bosnia &f&fzegovina, Georgia, Macedonia, Moldova and
Romania.

2. Prior to this evaluation, the Near East and NorfricA Division of IFAD (PN) conducted a
thorough and insightful self-evaluation (SE) of tegional stratedy which provides valuable background
information and other inputs for this evaluation.

A. Background

3. According to the SE, the genesis of the regionaltegies can be traced to Rural Poverty Report
2001 - The Challenge of Ending Rural Poverty whighs at the time an important reference for
distributing IFAD’s lending and other resourcesabregional basis. This report acknowledged thatemor
information would be required to justify the alltiom of resources — for example, by sub-sector or
geographic area - on a regional basis.

4. As for all five geographic regions covered by IFAIDerations, the NENA and CEN regional
strategies were completed in March 2002. They wased on the regional assessments of rural poverty
that contributed to the above-mentioned Rural RgvReport, 2001and were developed in consort with
IFAD’'s Strategic Framework for 2002-2006A main purpose of the regional strategies was to
operationalize IFAD’s strategic framework at theeleof regional divisiorisand thus form a linkage
between corporate strategy (i.e., the StrategiemBveork) and country strategies (i.e., the resudised
country opportunities strategic programme or COS0OPs

5. The relationship with the Strategic Framework pded an opportunity for the regional strategies
to be conceived at least as a basis for individegibnal divisions to articulate how they would tdyute
to the objectives set in the 2002-2006 Strategriework and to allocate resources. However, thés do
not appear to be the case. According to the SHilking feature of the documentation associated wit
regional strategies was that there was no cletersemnt of their purpose. For its own review, thep®ged

! Romania has recently joined the European Unionismat expected to borrow from IFAD in the futufes an

EU accession track country, Macedonia is also Rpéeted to seek further financial assistance fioenRund.

2 PN Division, Self-Evaluation of the Near East aworth Africa (NENA) and Central and Eastern Euramel
the Newly Independent States (CEN) Regional Straseg Zero Draft, 2006.

®  IFAD, Rural Poverty Report, 2001.

4 IFAD, Enabling the Rural Poor to Overcome theinv@ty: Strategic Framework for IFAD 2002-2006, 2001
This framework has been succeeded by the IFAD &fratFramework, 2007-2010. The latter took as tistiag
point, the Consultation of the Seventh ReplenistintgnlFAD’s resources. It has built on the earl®trategic
Framework and was shaped by the 2005 Independéertriak Evaluation of IFAD.

® IFAD has five regional divisions, PN being one thém. The regional divisions are responsible fohDF

operations in a given geographic region.



four questions about the purpose of regional grase Were they to be management tools to diranttcy
programmes and allocations of resources? Were gimagly to be used as communication documents?
Were they to define IFAD’s ‘specificity’? Were th&y be any combination of the three questions?

B. Evaluation Objectives and Methodology

6. Objectives of the evaluationThe objectives of this evaluation were to: (i) @ssthe performance
and impact of IFAD’s regional strategy for NENA Iading the CEN region; and (ii) generate findings
and recommendations that would serve as broad mgeadbor PN in its strategies and operations in the
region. The evaluation set out to answer threeipegiestions: (i) how well were the regional stgies
designed? (ii) how well were the regional strategimplemented? and (iii) did IFAD have the right
resources and processes to implement the regitvatdgies effectively?

7. Timeframe of the evaluation. The evaluation covers COSOPs which were currer2002 and
operations approved between 1990 and 2006. Therefoe evaluation covered a 16-year timeframe,
which enabled it to compare operations financedHA#\D prior to and following the introduction of the
2002 PN regional strategy, with a particular ohjecto assessing the influence of the regionateggsaon

the operations. Moreover, the evaluation assessepdrformance of a sample of completed projects on
the basis that the regional strategies, in partrewdesigned to reflect thstatus quoof ongoing
programmes. Consequently, the strategies appliiggéast as much as they do to the future. Given the
very general nature of the regional strategids, difficult to attribute individual performance thte project
level to them. What projects do show is, operatignavhat was prioritized and what was not. That
information gives an indication of whether or nd Rias actually applying the regional strategy & it
activities. This is important in that it provides imdication of whether or not CPMs were actuafiplging

the regional strategy in their activities.

8. Scope.The evaluation covered: (i) an analysis of a ssathple of IFAD’s corporate policies and
strategies and how they were employed to guideipzation in the regional strategies; (ii) in-daptork

on eight countries, which were selected using atied sampling technigdeand (iii) an organizational
analysis of PN to review resource and process ssdDatlines were prepared for the country working
papers to guide the inputs of the evaluation teambers. Detailed country working papers were pegpar
for each country visited by the evaluation team!sPSE provided useful insights into how the reglona
strategy was used as well as providing a realeggessment of its value. This evaluation used dtee d
contained in the SE as one important evaluativecgom formulating its overall conclusion. OE hadsoa
conducted an evaluation of the Asia and Pacifidore) strategy (EVEREST)and commonalities
between this evaluation and PN’s are noted inrdpsrt.

9. The countries selected for detailed study were Egymisia, Sudan, Syria, and Yemen for NENA
and Albania, Azerbaijan and Moldova for CEN. Themies selected comprised 62 per cent of loanevalu
in the NENA region, 43 per cent of the CEN regiod &9 per cent of PN’s overall lending. Missiongave
fielded to the Sudan and Yemen in NENA and Albamd Azerbaijan in CEN between July and October
2006. Desk reviews were undertaken for the othenties. The list of projects included in the eion

is in Appendix 3.

10. Rating scalesPN’s SE employed a simple approach to assess ahetmot individual COSOPs
and a sample of post 2001 projects addressed kegdsarticulated in the regional strategies. Tliknere
did or did not. A percentage hit rate was thenudated which gave an overall rating for the issue.

®  The stratified sampling technique involved rankioguntries using a combination of country critetine

percentage of rural population over total populatmd Human Development Index); the size of IFApregram
(size of portfolio in terms of number of projectsdatotal loan amount) and future pipelines as deitesd by PBAS
allocations. The top ranked countries were seleatetare listed in paragraph

" OE, Evaluation of IFAD’s Regional Strategy in Asiad the Pacific, 2006.
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11. OFE’s rating scale was designed to reflect how ¢§yose€COSOP or the design or implementation of
a project adhered to a particular benchmark ofréiggonal stratedy The adherence of the COSOPs as
well as the design and implementation of projesteach of the benchmarks of the regional strategyew
rated on a scale from 6 (highly satisfactory) tigyhly unsatisfactory), with 5 (satisfactory) bgidefined

as being fully consistent or aligned with the relevstrategic priority. Details of rating scores &ach
category are given in Appendix 1. Numbers belowesenassigned for shortfalls of various degreeis. It
important to note what “satisfactory” means in tbimtext. It only means that the COSOP or project i
question adhered to the strategy under review witheaking any value judgment about the adequacy of
that definition. A regional strategy may have beaisaligned in some respects to the provisions ef th
corporate strategies or policies or it may haviefashort in applying adequately all the dimensiohthe
Strategic Framework to the specific conditionstaf tegions. The evaluation uses the regional giyade
the comparator regardless of the alignment ofégéonal strategy with the Strategic Framework

12. Report structure. The report is structured to provide an overviewagfional rural poverty and
rural development (Chapter Il), to describe IFARGrporate strategies, policies and regional stiaseg
and how the regional strategies have operatiomhlz®porate strategy and policies (Chapter Ill), to
evaluate how well the regional strategies have beperationalized (Chapter 1IV), and to present
conclusions and recommendations (Chapter V).

II.  RURAL POVERTY AND RURAL DEVELOPMENT IN THE REGION
A. The Rural Development Context of Both Regions

13. The two PN regions are differentiated in many walse CEN region has a population of
approximately 53.3 million (less than 20 per ceiBNA’s) with about 23.2 million living in ruralraas.
Politically, the CEN region shares far more chaastics with the Central Asian region than it deeth
NENA, as many of its countries were part of thenfer Soviet Union and entered into a transitional
economic state with the break-up of the USSR. Thesatries have had to manage the consequences of a
sudden collapse of economic central planning aedptiovision of state services and negotiate tha&akoc
and economic transition to a market economy. Ferpéople concerned, especially those living inlrura
areas, all guarantees evaporated suddenly as seoopéoyment vanished, social services rapidly
deteriorated and pensions no longer met daily ne€dsernments with limited prior experience of
nationhood and their equally unprepared institigtibad to grapple with the demands of managing the
transition to a market based economy. A decade taiestart of the transition process, many coastsiill

had a gross national product and per capita incamadisbelow those in 1990. A distinguishing mark of

8 It was not necessary to develop rating scaleshanalysis of the alignment of RS to corporaieaives and

policies since no aggregation was required andaditgtive assessment involving only the NENA or CBS was
adequate.

®  The treatment of the ‘pillars of action’ in bot/BR- these pillars were introduced at the tail ehthe drafting

process of RS as an afterthought and treated imewhat cursory fashion; some (e.g. knowledge memagt and
policy dialogue) were not always tailored to thenditions prevailing in the regions in the same vesy other
provisions of the RS. Satisfactory ratings wererefore easier to achieve in this broad and gemerakext than in
cases where the RS articulated more precise reneits. Indeed it was striking that several — pestemajority --
of CPMs were often “tougher” in assessing the aignt of their COSOPs or projects to knowledge mamsmt and
policy dialogue than shown in the ratings of thigleation because they were relating their assessnu to the
literal requirements of the RS in those areas duhé¢ higher implicit standards which emanated ftbhencorporate
strategic objectives and culture. A case in paritnowledge management and innovation, where IFADiporate
culture clearly signaled that the whole purposkrmmwledge management was to gather informationwioatd allow
the replicability and transfer of the lessons ledinBoth RS did not however mention transfer ag pérthe
knowledge management agenda. The result was thatlifpnment ratings proved to be more ‘generouahtthe
CPMs own assessments of how far they introducedpanslied knowledge management in COSOPs and @oject
The same point can be made with respect to polapgue where the whole purpose is to engage the@ment in
a dialogue that results in adjustments in politiet may go beyond the project context which agamot mentioned
in the RS. Unless the ultimate objectives of thbcgachanges that are sought are explicitly defiméth the means
(entry points) and time frames engaging in polidlagjue is not likely to be productive. CPMs in gireg this aspect
more harshly than the evaluation probably had indntinis higher implicit standard that was not jdithe RS.

3



poverty in CEN countries compared with elsewherthéd the poor have high levels of literacy, which,
among other things, is likely to have a particutapact on how knowledge is created and shared.

14. The NENA region has a population of approximatet illion with about 128 million living in
rural areas. It is characterized by greater dit)ierisetween countries than the CEN region, espgciall
regarding economic structures, income levels artdralaresource bases. There have been significant
levels of civil strife at various times in Gaza ahd West Bank, Lebanon, Somalia and Sudan. Therreg
is subject to more extreme agro-climatic condititiea the CEN region with water being a major fagto
low agricultural productivity. A major characteitstof the region has been high levels of population
growth. The rate reduced from 3.1 per cent in 980% to 2.3 per cent in the 1990s. The labour fo@e
growing at about 3 per cent per annum at the stahlte new millennium, a function of the high birtéites

in the 1980s. Economic growth has not kept up Veittour force growth with the result that there laigh
levels of unemployment facing new entrants intol#®ur market, especially the less well educatedl r
entrants. That unemployment is not helped by Higbracy levels, especially among women, which are
distinguishing mark of rural poverty in the region.

15. The agriculture sector is also vastly differenthe two regions. The value of agriculture sector
production has fallen in both regions as a sharhefgross domestic product (GDP) — falling to 8 p
cent of GDP in CEN countries and 15 per cent of GDRENA countries. The sector nonetheless still
provides 40 per cent of employment in CEN countaied 22 per cent of employment in NENA countries.
A considerable difference exists between the tvgoores in terms of water resource availability (seain
NENA and more abundant in CEN) and arable lanatal tand, which is high in CEN countries but very
low in NENA countries.

B. Poverty in the Two Regions

16. In 1998, it was estimated that 47 per cent of tE&NN population lived in rural areas with some
55 million living in abject poverty and a furthe6 nillion in poverty. In contrast, in the CEN regian
estimated 23.2 million lived in rural areas and everainly dependent on agriculture for their livelds.
Some 4 million rural inhabitants lived in povergx¢luding Bosnia and Herzegovina, for which dat ar
not available) calculated on a poverty line of $2dl day. At $4.30 a day, the number climbs to 12.3
million.

17. Both regional strategies discussed the causeswefrfyo The construction of problem trees would
have been helpful in elucidating the interrelatiops of the causes of poverty. Using this appradach
identify hierarchies of problems would assist ia ttevelopment of the kind of strategy likely torhest
effective in addressing a sequence of problemsvemat level in the hierarchy to address first. An as
example, the first ‘macro-level’ NENA driver of penty was the limited availability of good arableda
and water. While lack of arable land might be aseaut is better conceived as a consequence of
overpopulation, (and, possibly, poor farming prees). Consequently, the issue of overpopulatiodedte

to be addressed by the regional strategy becauses oElevance to poverty. Short term issues like
providing the landless with skills to seek employinelsewhere and long term ones like reducing
population growth were not considered in the NENg§ional strategy.

18. Poverty levels in countries in the NENA region shawde variation. Poverty levels are below 5

per cent in a middle income country like Lebanouat, imuch higher in lower income countries such as
Somalia, Sudan and Yemen. As elsewhere in the woolerty is concentrated in rural areas where 0-7

per cent of the poor live. The trend in 2002 in ynaountries was one of increasing poverty and ireom

inequality. The situation in rural areas has alst Ipenefited from the continuing emphasis on the
development of infrastructure and provision of gy to urban areas, which has been a priority of
governments throughout the region.

19. The NENA strategy described the fragile state efafricultural sector and the contribution poor
policy choices have made to that fragility. At e of the strategy, the agricultural sector wasi
transition from being centrally controlled to ondhigh would be responsive to market forces. This
responsiveness, however, was constrained by otleas af government policy. The most important of
these constraints were inadequate infrastructuddiamited investments in education resulting in goeor

4



being less able to cope with market forces and salk@ntage of opportunities they present. In tigéore

the rural poor comprised particularly small scadenfers, nomads and pastoralists, fishermen and the
landless, with women headed households featurethipemtly in all these groups. Youth was also
prominent among the unemployed landless.

20. Poverty is largely a post 1990 phenomenon in casin the CENegion. In post Soviet states,
income levels fell precipitately by as much as @0 gent in some countries and economic output 6220
still remained below that achieved prior to 199%®tighout the region. The issue of employment isadip
tied to the increase in poverty — the full employtnhat characterized the pre-1990 period was cegla
by massive layoffs followed the start of the tréinsi process. This forced many households to tarn t
subsistence agriculture as a coping strategy &srias were closed and public employment was dralbfi
reduced. Often their experience in agriculture w@iguous. In CEN, poverty tends to be concentrated
among farmers in upland and mountainous areas, wdiviag in rural areas, ethnic minorities many of
whom did not qualify for earlier land distributioasid the elderly who did not appear to be regaseted
economically productive. Many rural men (and toeaskr extent, rural women) migrated to Western
Europe or Russia in search of employment. Thigegead an inflow of remittances to rural areas,Hast
reduced the number of active adults working there.

21. The rural situation in the CEN region is slightlifferent from that of NENA. Policy reforms had
been enacted. At the time of the preparation ofdélgéonal strategies, the required institution&mas to
make the policy reforms work effectively, espegialh the context of encouraging investment and
enabling responsive markets to be accessible naiigrcommunities and other rural enterprises, géhe
lacking. As in NENA, land fragmentation remained @sue, although in CEN countries this was
exacerbated by the absence of an efficient lan#keharhich warranted policy and institutional attentto
facilitate consolidation.

C. Country Priorities

22. In the NENA region, agriculture and rural developinas well as human resource and social
development are prominent in all the countries’idial Development Plans. Yemen approved a Poverty
Reduction Strategy Plan (PRSP) in July 2002 whijieddti and Sudan were in the process of preparing
one at that dat

23. In these development plans, broader participatimtentralization and empowerment of local
communities were highlighted as important mearngrofoting this development especially in Yemen and
the Sudaff. Natural resource management (NRM), given thecitgeof land and water, was explicitly
singled out as a priority in all the plans. Inciegsagricultural production addressed food security
generally rather than nutrition needs. Agriculturdiversification was promoted to increase
competitiveness and exports rather than increasdnttome of the poor. Gender was not an explicit
priority of most plans suggesting it was assumedauld be supported in project designs. It was,
however, mentioned as a cross-cutting theme irYdmen PRSP and Syria where the Ninth Development
Plan called for enhancing the role of women throtighir participation in decision-making and labcamg
establishing women's studies’ centres to reseaecheality of Syrian women in all sectors.

24. In the CEN regionPRSPs were prepared Adbania in 200%>, Azerbaijan in 2002, Armenia in
2003 and Moldova in 2004. In all countries, thermsvan emphasis on developing institutions; markets,
rural financial services and the non-farm rural reooy. The only specific mention of NRM was in
Albania’s GPRS.

19 Djibouti’s Interim PRSP (I-PRSP) was adopted ine)2001, while the PRSP was finalized in March 2004

1 The Sudan transferred responsibility for basiciaoservice delivery in agriculture to the localii without

ensuring that these institutions had the techn&mal managerial capacity to manage the system attbwti
guaranteeing adequate and reliable sources ofrfgndit the moment, the national government facesrsé major
challenges. Chief among these is improving govareaand creating the decentralized governmentalesyst
envisioned in the Comprehensive Peace Agreemeinalibavs for community-driven recovery.

12 Albania produced a Growth and Poverty Reductigat8gy (GPRS) document.
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D. PN’s Ongoing Programme in the Region

25. Neither regional strategy (i.e., for both NENA am@EN) analysed the current ongoing
programmes in the sense of what the strategiespaodties governing them were. There was little
discussion of the employment of technical assigtamants (TAG), though the NENA strategy did idgnti
the broad categories they had been applied to. 8oitegies reported the size of the regional arogres,
and presented useful discussions of lessons leafiedNENA strategy went further with a discussidn
the strengths and weaknesses of the programmehvphavided extremely useful material about what
worked and what still required attention to work re@ffectively. Opportunities and threats were also
briefly considered. Consequently, contained in ReNA background material was the makings of a
SWOT analysis, but not organised in this way.

26. Prior to 2001, IFAD had approved a total of 83 &or US$980 million for NENA and 17 loans
with a value of US$178 million for CEN. Table 1 goanes the distribution of loans across countries fo
the periods 1990-2001 and 2002-2007, how theiroredi percentage relates to the incidence of rural
poverty in the country and how relative percentagmee changed since the formulation of the regional
strategies. Cofinancing increased the value of NEN#iects by US$1,260 million and CEN projects by
US$202 million thereby contributing the equivaleftl29 per cent of IFAD funding in NENA and 113
per cent in CEN. Sudan was the largest borrowgnérNENA region and Armenia in the CEN region. In
the period 2002-2007, a further 22 loans were plextito NENA for a value of US$357 million and 8
loans for a value of US$98 million for CEN. Cofiramg contributed a further US$102 million over and
above IFAD funding in NENA and US$31 million in CEMcreasing NENA funding by 29 per cent and
CEN funding by 32 per cent.

27. Table 1 (the countries which have produced PRSRs asd 2001 are in italics) suggests that
there is disparity in the amount of funds disburseshdividual countries if IFAD is trying to optiae the
deployment of funds to maximize its impact on thevéation of the number of rural pddr

i. CEN, where the poverty line is markedly higher tttzet used in NENA, does comparatively
better in terms of the ratio of poor to the fundpldyed, though the difference has been
reduced considerably in the period covered by ¢g@nal strategies;

ii. There continues to be considerable variabilityhia tatio of funds deployed per country to the
number of poor. If an absolute reduction in the hars of rural poor in certain categories of
MDGs is the driver of IFAD funding, current formelaemployed do not target funds
optimally;

lii. The countries with the most rural poor, notably @udnd Egypt, have the lowest funds per
capita allocated. Since 2002, Egypt’s ratio hadinked by over 50 per cent;

iv. Tunisia and, to a lesser extent, Jordan do extsenvell in terms of the funds allocated
compared to the numbers of rural poor;

v. The poor in the four countries which have produBP&5Ps do slightly worse in terms of
funding than those which have not produced PRSP&chwinclude a number of middle
income countries. The respective ratios of podiutals approved for the period 2002-2007
are 6.15 and 6.81;

vi. Loan amounts, apart from those to Djibouti, tentelde above US$10 million.

28. Grants in both regions were predominantly direca¢draining, applied agricultural research,
capacity development, institutional building, implentation assistance and other activities. A diviai
review of grants noted that: “at present, the usgrant funds in PN is mostlgd hog in that only the
grants for larger agricultural research programareshased on a developed strategy. The remainamgsgr
are identified as and when considered necessdmgrdit support specific loans or for other moreegah

3 The Performance Based Allocation System (PBASpramd by the Executive Board in its December 2003

session (please refer to EB-2003-80-R.2), has @insd the Division somewhat in its allocation o&h funds,
although any impact of the PBAS system would ordyehbeen felt beginning in loans presented to thel 2004
Executive Board onwards.



purposes.” The strategy agricultural research mognes is based on an Agricultural Research and
Technology-Transfer Strategy for TAGs which wasdoied by PN in 2062 Surprisingly, the regional
strategies did not explicitly build on the gramagtgy for agriculture research and technologysfiean

Table 1. Relationship of Poverty Incidence to Couny Program Allocations

Country No. of Value of Ratio | Value of Ratio
Rural loans loans
Poor 1990-2001 2002-
million % $million % 2007 %
A B B/A $million C/A
C

Algeria 3.7 5.2 11.5 1.6 3.1 29.4 6.5 7.9
Djibouti 0.1 0.1 1.3 0.2 13.0 3.6 0.8 35.9
Egypt 10.9 15.3 92.3 12.7 8.5 33.6 7.4 3.1
Gaza and the 0.6 0.8 10.8 1.5 18.0 0.0 0.0
West Ban
Jordan 0.2 0.3 36.8 5.1 184.0 11.4 2.5 57.0
Lebanon 0.1 0.1 31.8 4.4 318.0 0.0 0.0
Morocco 3.6 5.0 55.7 7.7 15.4 40.8 9.0 11.3
Somalia 5.9 8.3 0.0 0.0 0.0 0.0
Sudan 17.7 24.8 61.6 8.5 3.4 75.2 16.5 4.2
Syria 3.4 4.8 70.5 9.7 20.7 37.6 8.3 11.1
Tunisia 0.2 0.3 51.7 7.1 258.5 34.2 7.5 171.0
Turkey 6.9 9.7 56.3 7.8 8.2 37.2 8.2 5.4
Yemen 57 8.0 67.0 9.2 54.0 11.9 9.5
NENA Total®® 59.0 82.7 547.3 75.5 357.0 78.6 6.1
Albania 1.2 1.7 34.3 4.7 8.0 1.8 6.7
Armenia 1.0 1.4 36.5 5.1 27.2 6.0 27.2
Azerbaijan 2.2 3.1 18.3 2.5 12.6 2.8 5.7
Bosnia and 33.3 4.6 12.6 2.8
Herzegovina
Georgia 1.2 1.7 14.6 2.0 9.2 2.0 7.7
Macedonia 0.3 0.4 16.2 2.2 0.0 0.0
Moldova 2.0 2.8 8.0 1.1 27.9 6.1 14.0
Romania 4.4 6.2 16.5 2.3 0.0
CEN Total 12.3 17.3 177.7 24.5 97.5 21.5
TOTAL 71.3 100.0 725.0 100.0 4545 100.0

Source:Depending on the country, the NENA poverty estimate based on: (a) national poverty assessment data from

household income and expenditure surveys; (b) WBddk, UNDP, and IFPRI estimates; and (c) IFAD's C@SOThe years
when poverty rates were estimated vary by couminy,generally fall between the years 1995 and 206ans are from PPMS.
They are taken from PN’s Assessments of Rural Ppveiear East and North Africa. CEN calculations ldase World Bank,

2000c for population data and World Bank, 2000apioverty headcount indices. Loans are from PPMSy Hre taken from

PN'’s Assessments of Rural Poverty, Central and Ha&@rope and the Newly Independent States.

4 PN, Agricultural Research and Technology-tranSkeategy for Technical Assistance Grants - Jan2a6p2.

> Cyprus and Romania borrowed only once, with thené not being regarded as a borrower for some, time

the latter ceasing to be a borrowing member state sts entry into the European Union (EU) in 2007
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lll.  IFAD'S CORPORATE AND REGIONAL STRATEGIES
A. Overarching Corporate Goals and Strategies

29. A purpose of the regional strategies was to opmratize IFAD’s strategic framework at the
divisional level (in this case PN). An assumptitiren, would be that regional strategies would ket t
parameters and priorities for COSOPs. A key peréoree criterion would then be that operational
activities are consistent with the strategy. Toartake this evaluation, the two regional strategieBN
were compared with the Strategic Framework 200%5288levant replenishment reports (RRY &éhd &'
replenishments$j and a small sample of IFAD sector and thematidcimsl/strategies that were most
relevant to the NENA and CEN regions.

IFAD’s Strategic Objectives

30. In the mid-1990s, IFAD adopted a new goal ‘to lgémbal efforts in helping the world’s poorest’
by becoming a catalytic, knowledge-based orgamimafocused on the design and implementation of
innovative, cost effective and replicable prograreméth sustainable impdét The idea of an innovative
organisation working with the rural poor was reafiéd in IFAD’s 1998-2000 strategic framework -
Meeting Challenges in a Changing World - which diégs IFAD’s core business as the design and
delivery of innovative pilot projects and progranama rural and agricultural development; projects a
programmes focusing on poverty eradication, hougdod security and new markets for marginal areas
and the formation of effective partnerships withestdevelopment institutions and organizations.

31. The Strategic Framework 2002-20b6dentified IFAD’s goal as “enabling the rural potw
overcome their poverty as perceived by the poom#isdves.” It enunciatethree strategic objectives:
(i) strengthen the capacity of the rural poor ahdirt organizations; (ii) improve equitable access t
productive natural resources and technology; aijdrcrease access of the poor to financial asaets
markets.

32. The Strategic Framewoiso emphasized the catalytic role of IFAD’s inmeshts and states that
the “Fund will seek to maximize the direct impadt its programs by focusing on critical poverty
bottlenecks and broadening the catalytic effectgsohctivities. This will involve; harnessing kntedge
and disseminating it to a broad spectrum of natiand international partners; supporting the dgwelent

of national partnerships among the poor, governgjethite private sector and civil society; building
regional and international coalitions; and helptogestablish institutional and policy frameworks in
support of the poor”. The Strategic Framework,Hartmore, identified six measures for enhancing IBAD
catalytic impact: maximizing participation, preciseverty targeting, participation in processesduwedop
PRSPs, policy dialogue, strengthening partnershipg knowledge management.

33. The strategic framework did not provide a measurabiective in the form of a challenging target
for converting IFAD’s investment dollars into nunmbé rural poor moving sustainably above the powvert
line to guide lower level strategies.

Replenishment Reports

34. The §"and ' replenishment reports (RR) made general refereocésAD’s mandate for poverty
reduction. The B RR, however, took IFAD’s commitment to poverty wetion further by linking it to the
attainment of the Millennium Development Goals (MD& they applied to poverty, hunger, gender,
sustainability, and partnerships.

* " They have been followed by th8 Replenishment Report.

7 |FAD, Report of the Independent External Evaluaiid IFAD, 2005, I1-31.
8 |FAD, Strategic Framework 2002-2006 - Enabling Fheal Poor to Overcome their Poverty, 2001.
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35. Central provisions of both RRs were directed ataecing IFAD’s catalytic role to increase
significantly the impact of IFAD’s limited loan fuls. RRs foresaw that such catalytic impact would be
achieved through four principal measures:

i. Strategic partnerships with stakeholders within the countries and with theernational
community were a key priority of the"Seplenishment. Through partnerships, the Fund
would enhance its role in poverty eradication byréasing the level of co-financing and by
building partnerships that encouraged knowledgéa@xges on policies and practices. THe 6
RR also promoted “work in partnership with othensl @ursuing co-financing” as one of the
two or three most important ways to increase IFA€asalytic impact. It included a detailed
co-financing strategy with specific objectives;

i. The 8" RR called for enhancing “IFAD’s participation policy dialogue and analysis in
relevant areas such as decentralization and looakrgance, farmers’ rights, gender
sensitivity, improved access to productive asseid affective linkage of small-scale
producers to the market”. There were many referete¢he importance of policy dialogue in
the 6" replenishment but no articulation of which aré@&D should focus on

ii. The 8" RR highlighted the importance afnovation and replication. The ' RR gave
innovation an even more central role for IFAD’sivties building on OE’s evaluation of
innovatiort®. It emphasized replication, scaling up and pasinties. Knowledge
managementwas also an important aspect of these priorities;

iv. The §"RR devoted considerable space to discussing mesadesigned to strengthen IFAD’s
operational effectiveness in areas such as regianal country allocations, grant program
management, streamlining the project cycle, streghg portfolio management and
supervision, and a flexible lending mechanism. lilse, close to three quarters of tHeFR
was devoted to topics such as the structure anelsleof lending, Performance Based
Allocation System (PBAS), working in the framewarkPRSPs, programme approach, field
presence, etdmpact managementcovers all of these as well as the way in whichicgo
dialogue, strategic partnerships, innovation ammifedge management are delivered.

Sector and Thematic Policies

36. IFAD has introduced a number of policy initiativasd strategies in recent years. They include a
rural finance policy, rural enterprise policy, gendaction plan, policy for sector wide approaches i
agriculture and rural development, private sectewetbpment and partnership strategy, innovation
strategy, knowledge management strategy and theypmol supervision and implementation support. Most
of these initiatives were introduced after the folation of regional strategies. This evaluation $elected

a sample of three of the most relevant IFAD pofidie the CEN and NENA subregions - the rural fogn
policy, the rural enterprise policy, and the genglan of action 2003-2006, to assess how the Pmal
strategies managed to anticipate the main prodstontained in these three corporate policies.

37. The rural finance policy identified four major policy themes: (i) buildingustainable rural
finance institutions with outreach to the rural po@) fostering stakeholder participation, inclod the
poor, in the development of rural finance; (iii)ilding a diversified rural financial infrastructyrand

(iv) promoting a conducive policy and regulatorywieonment. The policy was accompanied by a paper
operationalizing a set of decision tools to supploet formulation and monitoring of new (and exigjin
programmes, and to provide guidance on technicales related to rural finance. The policy also
acknowledged the prominence of rural finance inRheregional portfolio, comprising 38 per cent loé t
active portfolio compared with an overall averagelFAD of 29 per cent.

9 OE, Evaluation of IFAD’s Capacity as a PromoteReplicable Innovations in Cooperation with othartRers,

November 2002.



38. OE reviewed the performance of rural financial &ms in CEN in 2008. Its findings had
particular resonance with many of the findings Ims tevaluation. Recommendations included: i) PN
should endeavor to expand partnership and co-fingnarrangements with international and bilateral
donors; ii) the effectiveness of monitoring andleadon as an important management tool for impdove
implementation would be heightened by the inclugiba standard set of key performance indicatoedlin
projects; iii) a fundamental element which showdeive more attention in the development and desfign
future projects and programmes is the need to dpvalthorough understanding of social conditions in
rural areas; iv) every effort should be made toaat grant financed technical assistance and/prawe
donor coordination to ensure that IFAD-financechléands are used for productive investments, wdiile
the same time providing for the technical assisgamquired to enhance project implementation ariid bu
capacities at project level; and v) information deskons learned from project implementation expee
must be distilled and reapplied in new project giesboth within PN and in IFAD as a whole. A focdse
learning group to do this was recommended.

39. The rural enterprise policy, which was approved after the completion of thearag strategies,
recognized that the off-farm sector might represeméw and/or better source of income, especiatiyhie
most marginalized and vulnerable strata of thel ppwaulation, e.g. rural women , youth and the lessl
poor. It sought to complement sources of incomeuttin off-farm micro and small enterprises (MSE) on
aspect of which would be to increase the numbefinaincial institutions operating in rural areas. It
envisaged providing entrepreneurship and vocatitaating and access to technology through advisory
services provided by organisations like NGOs asaegjic thrust. Given that landless, unemployeatlyo
and women feature prominently among the poor ircBbhtries, this policy is important for the divisie
operations.

40. The importance ofjender balance and the empowerment of women permeated arRBshe
Strategic Framework and was the central subje¢EAD’s Gender Plan of Action which was approved
shortly after the approval of the regional stragsgilThe action plan set minimum standards andles$tad

a common framework within which divisions would éép specific strategies and approaches. Each
division was required to determine how, with whedaurces, and within what time frame it would aehie
established targets, and incorporate these measredts divisional workplan and budget. The plan
focused a great deal on internal arrangements doeasl gender issues. PN’'s Programme of Action to
Reach Rural Women in NENA region was already adive continued to provide grants for key activities
to improve the effectiveness of project outreaathiampact on women.

B. Regional Strategies

41. IFAD introduced regional strategies in 2002. Ptmthat, the IFAD annual Programme of Work
and Budget document included a short write-up anRbhnd’s regional priorities for the corresponding
year. Regional strategies evolved following theppration of the regional assessments of rural pypver
that contributed to the publication of tiRural Poverty Report 2081 They were developed alongside
IFAD’s Strategic Framework 2002-2086

42. As the PN SE observed, little guidance was avaléti the development of regional strategies.
One key guidance was the development of templatesggthe headings for the regional strategy papers
The official launch of the regional strategies sednto indicate that their major contribution was to
prepare a situational analysis of the present stadgeregional programme. More specifically, it waxted
that “regional strategies, based on the regiomrsgsmsnents, sought to define aspects such as tlbeakg
economic and poverty context, the groups of rucarpnith whom IFAD should work and the lessons
learned by IFAD from past experient&The launch statement also mentioned that théegtes would

2 |FAD, 2005, Rural Financial Services in CentradaBastern Europe and the Newly Independent States -
Thematic Evaluation, Rome.
2L |FAD, 2001. Rural Poverty RepoRRome.

22 |FAD, Enabling the Rural Poor to Overcome theinvéty: Strategic Framework for IFAD 2002-2006. The
framework was presentgd the Executive Boardt its Seventy-Fourth Session 5-6 December 2001.

2 |IFAD, 2002 Launches of the Regional Assessments and Strat&fe8002/75/INF.5, paragraph 5.
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“constitute the first level of implementation oktltrategic framework and provide the basis ofstdeond
generation of country strategies, the country egiatopportunities papers (COSOP)” without spelludg
in the required detail what kind of basis that vabloé.

43. The SE underlined that it was not clear whetheioreg strategies were to be management tools to
direct country programmes and allocation of resesircommunication documents, or definers of IFAD
specificity or some combination of all three. Is@lpostulated what a regional strategy would have
addressed if IFAD had been a private sector org#iais In so doing, it provided a reasonably satigfry
format for developing strategy with an emphasis tba socio-political environmental screening so
important for good strategic planning. The procamscentrated on producing excellent background data
for the development of a strategy. This was folldwe with generalized statements of intent to en&iN

to position itself effectively to respond to thenthnds of its borrowers within the corporate criteset for
borrowing. The strategy, consequently, enableddal ¢ertain extent to bend with the wind. The etyat
question of the degree to which the strategy woyliimize the application of resources was howesftr |
largely to PBAS. Operational decisions at projemtel, in effect, would play a significant role in
determining what the strategy was to be in practice

44. Another issue is the level of participation withtemal stakeholders in the development of the PN
regional strategy. IFAD is an organisation whickssa high value on participation. Participationvésy
important in many of the activities that are diegtht alleviating poverty. The SE appears to cendithat

a lack of a participatory approach to developing tkgional strategy might have been a weakness.
Participation was addressed somewhat perfunctbetause PN did not know if the regional strategg wa
to be an internal instrument for directing courgrpgrammes and resources or an external instrufoent
communication with partners.

45. It is questionable how important participation s @n internal planning matter like developing a
strategic framework at the corporate level or dapielg regional strategies at the divisional levgl.
regional strategy states how an organisation isggts meet the objectives it has set for itselpribably
has to make difficult decisions in the allocatiohscarce resources between different countries twhic
would be difficult and time consuming to negotiatea participatory way. As both PN regional strigeg
state, it is a ‘living document’ requiring refinemeand alteration as experience demonstrates vghat i
effective and what is less so. Having the wholecess set in a participatory framework with the
governments of the region would make strategic rptan both costly and cumbersome. As a living
document, it is best shared with governments aas# lfor communicating to them where corporate and
regional priorities lay (corruption and good goaroe, for example, might find few points of agreetne
with some governments) and how the division comsidiehey would be most effectively delivered. It
should be noted that both regional strategies sieaeed with borrowing governments and validateithén
course of regional workshops bringing together highiel delegations from both sub-regions (at
parliamentary and minister levels). This evaluati@ter considers the question of IFAD funding
infrastructure components in projects. It highlgtite difference between government priorities [&AdD
priorities in the PN regional strategy. These typegpolicy level differences require strategic direns
and should not be left to individual operationatid®ns.

46. As mentioned previously, the structure of the raglcstrategies followed a template provided by
corporate management. The template included aadnttion; a regional overview; dimensions of rural
poverty; and IFAD country experience and imporiassons; leading into a regional strategy for piyver

reduction. To a large extent, the template satlsflee requirements for the formulation of a reglona
strategy.

47. The content of the PN regional strategies and IFABhding programme are summarized below.
It should be observed that both regional strategie® summaries of PN’s Assessments of Rural Ppvert
which provided extensive and rich material abowt thral environment in the two sub regions, the
characteristics, extent and locations of povehg,dtrengths and weaknesses of PN’s programmethand
lessons that IFAD had learned from its experiei@ae omission of PN as a learning division was any
reference to Office of Evaluation (OE) lessons riedr from project evaluations and the three country
programme evaluations conducted in the previouadkat the time.
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The Regional Strategy for Near East and North Afri@ Region

48. The NENA regional strategy specified that IFAD’¢erin the region was to improve the access of
the rural poor to opportunities arising from traiosi to market-oriented economies while minimizthg
risks that might accompany the transformation pgsecé set out four strategic objectives for thgioe:

(i) empowerment of the rural poor so that they dchdve more say in shaping their livelihoods, asiogs
resources and exercising their rights, thus piidmig the first objective of IFAD’s Strategic Framerk;

(i) income diversification of the rural poor bysisting in the development of an enabling enviromime
and institution framework that could help the ptdiversify their income, thus prioritizing IFADisIral
enterprise policy and, in the context of supportinstitutions, IFAD’s rural finance policy and plart
addressing the third objective of IFAD’s StrateGramework; (iii) addressing gender issues by caoirio

to play a catalytic role in enhancing women'’s likiebds, thus prioritizing IFAD’s gender action pléor
women; and (iv) NRM with the aim to address theselg linked questions of rural poverty reduction,
agricultural growth and sustainable environmentahagement, especially of rangelands, highlands, and
fisheries, thus addressing the second objectii&AD’s Strategic Framework and one of the important
constraints in PN’s situational analysis of the@gture sector.

49. The NENA strategy then defined sateas of interventiorwhich could have been expected to
operationalise the objectives. Five of the six welieectly linked to the objectives. Community
development and institutional building were linkedempowerment and gender, appropriate technology
and on-farm productivity to NRM, rural finance andicro-enterprise development to income
diversification. The sixth, small-scale rural irdtaicture, was not linked to any of the above. [Ho& of
linkage was mitigated by an assumed strategic idacitat PN would rely on the funds of other dorfors

its implementation.

50. The areas of intervention were supplemented thrdbghinclusion of two other levels - eight
implementation modalities including targeting, papatory approaches, capacity building, women in
development, programme approach and innovativeegi®j andfour pillars, namely policy dialogue,
strategic partnerships, knowledge management, amhdt management which echoed the measures
required by RRs of IFAD for a catalytic role. Thetails are listed in Appendix 4.

The Regional Strategy for Central and Eastern Europ and Newly Independent States Region

51. The CEN regional strategy was structured diffegefitdm the NENA strategy. It specified IFAD’s
overall objective (which reads more like a missgtatement) as supporting the transition procesis wit
sustainable agriculture programmes that contrittoterural poverty reductio®. Consequently, the
objective was focused, confining itself to agriaut and in so doing seemed to exclude one groyoaf
identified in the situational analysis, the ethmimorities many of whom had not qualified for earliand
distributions. The strategy linked the objectiveM®Gs. Given the limited funds available to IFADget
strategy focused on optimizing strategic partn@shnnovation, and policy dialogue.

52. The CEN strategy next defined aperational approachfocusing on a few areas in each country
to achieve maximum impact and by using a varietyF#D instruments. Sixopportunities for IFAD
investmentsvere then identified, five of which are readilgked to the stated objective and one is not. The
five which are linked are institutional developmaitgovernment agencies, market linkages, on-farm
productivity, NRM and rural financial services. Thixth, non-farm rural economy, takes the strategy
away from agricultural production but is still imé with the overall objective of rural poverty tetion.
NENA's four pillars becameaon-lending activitiesin this document. The CEN strategy differed from
NENA's in the sense that there was a clear missipecified. There was no clear linkage with the
objectives of the Strategic Framework as was peaVioly the NENA strategy. Details are in Appendix 5.

24 Regional Strategy Paper, Central and Eastern Ewumng the Newly Independent States, page 8.
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C. Regional Strategies as a Filter of Corporate Stratges
Corporate Strategy

53. Regional strategies were cursorily examined byIBE”. Its desk review considered that they
were performing a ‘critical function’, not leastfitling part of the strategy/operational vacuurft key the
strategic framework. However, they did not provalelear guide to greater operational selectivity or
increased development effectiveness.

54. However, the PN regional strategies were fairlynpssive and thus did not provide the required
framework for priority setting and providing a nesary focus to operational work. The SE found that
Operational Strategy and Policy Guidance Comm{i®C) and Programme Development Teams (PDTSs)
did not use the regional strategies as a pointfefence in their discussions and CPMs treated (3%
more important than the regional strategies.

55. Both PN regional strategies claimed that they werde ‘living documents’. Quite what was
meant by that is not clear given their subsequeat A reasonable presumption for a living docunient
that strategies would be regularly monitored andemed and refined through time on the basis of
experience. For monitoring to be most effectivegets would have had to be established so that the
strategy’s contribution to meeting those targetsidcdve monitored. Targets, key success factorskagd
performance indicators were not built into eith& $trategy. Consequently, there was no feedbagk loo
for management to gauge how effectively the strategvere performing. Rather than being living
documents, the absence of a feedback loop reduoltbe strategies not been widely utilized as idezh

56. The regional strategies also might have missedpaoertunity to develop a regional overlay onto

IFAD’s regional operations as, for example, AsDB lane with its Central Asian Regional Economic
Cooperation and Greater Mekong Region programmédstagriculture does not yet feature prominently

in either of AsDB’s programmes, water managementekample, is a major issue in both Central Asia
and the Mekong region. The Maghreb, as noted bystemight have provided one such opportunity, as
there are significant numbers of homogeneous podrthere could have been opportunities for a sub-
regional partnership to collectively address commnssues. Establishing a consistent set of issues fo
policy dialogue would have been one potential medifigcusing attention on common poverty issues.

; '_,,-_,- - ; People's Democratic Republic of Algeria
PR / A traditional irrigation system utilized to
water a date palm oasis in the Algerian

Sahara (M'Zab).
Source: |FAD photo by Martine Zaugg
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57. What both regional strategies did reasonably effelgt was to lay down building blocks for
effective strategy development. The analysis ofatpeéculture sector and rural poverty, particulanythe
rural poverty assessments, was thorough and prddireekind of data which were sufficient to idewtif
key elements contributing to rural poverty suchuasmployment, the paucity of economic activities,
uneconomic farms, and poor access to markets. Tiag/sass was sufficient to enable criteria to be
developed for prioritizing projects within counsi@nd between countries, for determining the kihd o

% OE, Report on the Independent External EvaluatiblFAD Submitted by the Director, Office of Evatian,
2005.
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donors or other organisations with which to makeatsgic partnerships and for identifying which
investments in policy dialogue might be most effegtamongst other issues. These criteria howeese w
not produced. PN reported, in its reply to theiahidraft of this evaluation, that it could eadilgliver more
loans, the constraint being availability of loamds. Consequently, an important strategic conceno i
apply the available funds where they will make g¢ineatest contribution to poverty alleviation, aligh
the constraints of working within the PBAS framelv@as of 2004) would also have to be taken into
account in this regard. Table 1 showed the diffegsrin ratios of poor to dollars spent in the paogme.
What neither regional strategy did was to predemttiteria to justify such decisions.

58. The strategies provided little guidance for forntinig strategic partnerships; even though this had
been identified as an important priority at divisb level. For a regional strategy, information atbthe
work of other donors is important as it: (i) indiest geographic areas which are receiving exterginer
attention and those which are not; (ii) enablesr@adb examination of comparative advantages and
consequently helps identify those donors likelyptesent better opportunities for strategic allian@nd

(i) reveals, through this examination proces®\Fs comparative advantages. This, in turn, is intgat

as it then indicates the human and financial ressurequired to maintain and develop those comiparat
advantages. Neither PN regional strategy considehed donor environment adequately. The SE
acknowledged this, not as an omission but as aetonio that donors did not participate in the pescef
regional strategy formulation. Consequently, amategic partnership was more likely to be left to
individual efforts than to careful strategic select

59. According to the SE, some PN staff considered plaatnerships are best undertaken at country
level. That view raises two important questionsdtrategy. The first is an accountability one. agtgic
partnerships’ are one of the four pillars of thgioeal action plan and they feature prominentyHAD’s
2002-2006 Strategic Framework. Accountability wob&ldiffused if such an important focus were left t
individual CPMs. Partnerships also would be Idsslyi to be strategic at a country level than ifytheere
negotiated at a regional level for a common setasfditions across a region, especially given tive lo
frequency of loans in any one country. The secamestion relates to efficiency for a donor like IFAD
with little representation at a country level. Atuntry level, partnerships tend to be project djpeand
thereforead hocand non-strategic. Being non-strategic, projeatlieollaboration might be more difficult
to use to leverage a partnership because it waailohdre likely that the project would be non-strateg
other prospective donors as well.

60. Neither regional strategy sought to take the thobgectives of the Strategic Framework and
systematically examine the contributions the regiostrategies would make to them, though NENA
included them as part of its four strategic objexti One constraint was the fact that the templateided

did not establish the time period that the regimtedtegies were to cover, though it would not Hasen
unreasonable to posit 2002-2006, the period adellelsg the Strategic Framework. A second constraint
was uncertainty about the resources which woulthaéde available for the period, though lending fegur
could have been stated based on various levelstiofta with the most likely being projections baksen
historical allocations. At the time of the adoptioithe regional strategies, results based framiesvbad

not been introduced, so the broader strategic botighportant areas that warranted attention asymd

in the regional strategies, rather than stratagieshieve targets was consistent with IFI besttima.

61. By 2002, MDGs were featuring prominently in IFI ebfive setting. They do establish measurable
poverty reduction targets. Many countries, inclgdannumber in the PN region, have embarked on plans
to meet those targets through PRSPs. The PRSRmpeefamework in which a proposed contribution to
rural poverty alleviation could be presented onoantry basis. The CEN regional strategy did address
MDGs while the NENA strategy acknowledged them. T3eN strategy discussed the contribution the
regional programme could make to MDGs, sensiblyfag out that its work was unlikely to have a nmajo
impact on MDG objectives given the size of the pangme. It therefore restricted itself to conceiigat

its resources on a few areas of strategic impogtanominating gender equality and NRM as the most
important. This focus, however, was belied by treaber brush of the strategy which identified nusnsr
other areas which also had claims for resourcecatilons. CEN's principal contribution to MDGs,
according to the strategy, would occur throughingsnnovative ideas and their replication, but hibnat
would contribute to the MDGs was not clarified.

14



62. The sample of corporate policies was generally estird effectively in the PN regional strategies.
One exception, however, was that neither stratege gan indication as to how each corporate policy
would be prioritized. Since 2002, the number ofpooate policies has increased markedly. In an
environment of scarce resources, corporate manademeds to indicate the priority of each new polic
and that needs to feed down the chain into divadiand country priorities.

63. The SE provides interesting testimony about th&imgngiven to each of the six categories for
intervention. The categories are listed in Tableebw. It shows operational priorities on the agstiom

that there is some correspondence between expenaibd priority. Expenditure and its trends show a
very different approach to poverty alleviation beem NENA and CEN regions. Rural finance and rural
enterprise dominate the CEN strategy, while sn@llesinfrastructure, local capacity building and IR
were the prime targets for investment in NENA. BN there was no investment in NRM despite the fact
that regional strategy nominated it as one of W most strategically important areas for investmén
NENA, NRM was a very important factor. One inteiegtaspect of the percentages are the significant
shifts in relative importance of certain compongrast 2001 which indicates that strategic decisisae
being made at the operational level, but not bedegrded as a change in strategy.

64. Any feedback loop to evaluate strategy at this llévdurther constrained by the classificatory
system used for grants, which does not follow thees model as that used for loans. Grant categories
comprise applied research, capacity building, fiatin building and project related grants. Consely,
divisional management has no ready means of asget$s fit of grants with loans and other important
relationships between the two.

Table 2. Approved Values of IFAD Loan$’

1990-2002 2002-2005 1990-2002 2002-2005
TAGs |Loans % TAGs | Loans| % TAGs | Loans| % TAGs | Loans| %
$mil | $mil $mil $mil $mil | $mil $mil | $mil
NENA CEN

Agriculture 36.5 6.5 8.4 4. 30.5 18.6 0.0 0)2
NRM 133.7| 24.0 36.7 17.
Infrastructure 86.8 15.7 61.6 29. 24.3 14.8 5.1 9.6
Technology 53.6 9.6 10.7 5. 3.3 2.0 1.1 2.0
Rural Finance 122.7| 22.0 0.4 25.8 12 729 | 445 0.46 34.4 65.4
and
Enterprise
Local 0.05 37.6 6.7 43.2 20 9.0 5.4 0.34 2.7 5.0
Capacity
Building

Source: PN, Self-evaluation of the NENA and CEN iBeal Strategies, Zero Draft, 2006. The data doaover
PMU implementation costs

% TAGs are not systematically categorized followthi system. Consequently, the information avaddslonly

partial.
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Table 3. Ongoing Grants in PN at December 2004

Value

Category Number ‘000 %
Agriculture 7 8 676 25.4
NRM 7 5990 17.6
Infrastructure 2 369 1.1
Technology 0 0 0.0
Rural Finance and Enterprise 3 225 0.6
Local Capacity Building 7 4471 13.1
Gender 6 4292 12.6
Innovation and Replication 1 200 0.6
Markets 2 3 882 114
Knowledge Management 2 1190 3.5
Policy Dialogue 1 100 0.3
Project Related 7 4 663 13.7
Other 1 42 0.1
Total 46 34100 100.0

Source: PN, A Review of the Grants Programme inNbar East and
North Africa Division (PN), 2005. The categorizatiof data have been
based on a list of grant titles.

65. In the context of feedback loops and strategy mamagt, an important aspect highlighted in
Table 2 is the poor alignment of the categoriesl diseproject funding and the objectives and ptiesi of

the rural strategies. At present, information iBemted on the basis of investment categories wirieke it
difficult to report strategy performance withoutvirey to be reformulated. Consequently, divisional
management will not receive regular reports on hostrategy is performing except if key successfact
are first identified and correspond with the inwestt categories. At the individual strategy levbk
situation is almost the same (there are some gieatevhich are captured in the reporting systerhg T
NENA strategy, for example has objectives in fowimthemes: empowerment of the rural poor, income
diversification of the rural poor, NRM and gendsstues. NRM fits into the components and the
percentage investment reflects its relative impa#a Income diversification partially fits into tmaral
finance and rural enterprise category. What isptyeerty reduction return on investment in the didk
themes of gender issues and rural empowerment?i§ haguestion that cannot be immediately answered
from the way in which projects are formulated amel information system is organized.

66. Having reporting categories linked to strategiopties also points project designers in the right
directions. For example, the CEN regional stratisggpecific about NRM. In its discussion about MDGs
it states that in the region IFAD-funded projecas enake a significant contribution to NRM. Latdre t
strategy states that the region’s fragile natuaburce base is an important crosscutting themedutuae
projects will need to address and projects wouldkwio encourage communities to undertake remedial
action to arrest further water and land contamimatind soil erosion. Despite NRM being a component
heading, no investments were madeih @PMs, at least between 2002-2005, acted contoastrategy in
this respect in the CEN region.

67. Table 3 gives a breakdown of the value of ongoihg gPants as of December 2004 by loan
component category extended to cover priority caieg of the regional strategies such as gender,
knowledge management, markets, innovation and ypalialogue which do not fit any loan component
category. Table 3 shows that strategically curgrants are not adequately synchronized with regjiona
loan programmes. Just over a quarter of grantsappéied to agriculture which comprises only a very
small part of the post-2001 loan programme. Runainfce and rural enterprise, which comprise th& bt
the post-2001 CEN programme, received a compahatpadtry amount of grant funding. In the case of
rural enterprise, if that is combined with marké¢t®re is some support from grants.

2’ NRM did receive project attention in the perio®@2002, being funded from sources other than IFBB%

of total project costs was provided to NRM.
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68. Table 3 also shows a significant disconnect betvwgants and -

key regional priorities. Some priorities like s&gic partnerships do no
necessarily call for grants; only resources fronthimi the division to
develop them. Other strategic priorities, includaagpacity development
gender, innovation, knowledge management and pdliapgue would
benefit from grant support. There is grant suppfot capacity
development and gender. Innovation is confined ddcaltural and
NRM research. Of most significance in the contéxthe more thematic
priorities, knowledge management and particularblicqy dialogue
receive very little grant support. In the case aliqy dialogue, there are
no staff resources applied to it in-country, witle £xception of the time
that Country Programme Managers may dedicate sophority in the
course of their missions. Consequently, there artially no grant
resources applied to it. Policy dialogue presemtsezample where
strategic priority and resource allocation are sychronized. It also
provides testimony that good strategy needs tanlked to resources ing
ongoing allocation and management information sgsteso that
divisional management is able to implement stratemyachieve the

results it seeks.

Armenia
69. PN professional staff seemed to agree with theserghtions Herine Baghdasarian, 45,
about grants. In a staff suny93 per cent agreed that PN needs fertilizes a cabbage field with
strategy to manage its grants programme, and 64qmerdisagreed with @mmonium nitrate, in Jranshen

village. She has used a $600 loan
to purchase fertilizer, seeds and
other inputs

the statement that the present procedures for ovorgt grants are
adequate. The review of the grants programme fdbat many grant
designs were weak in specifying reporting mechasissnd output
indicators. 62 per cent disagreed with the statértteat PN knows the
development impact of its grants, which does ndiece well on the
general management of the grants programme, theagearent
information system reporting progress and impact an the feedback
loop on the strategic effectiveness of the grardgramme.

Source: | FAD photo by Robert
Grossman

Corporate Policies — Rural Finance, Rural Enterprie and Gender

70. In rural finance, assistance to developing runadifiicial services was a priority in both regional
strategies. The NENA strategy provided a more Betalescription of what it would do in respect he t
four challenges of the Rural Finance Policy (sumsthility and outreach, participation, diversificatj and
policy framework). Both regional strategies indezhtthat, strategically, they would support the
enlargement of the microfinance market and, prebymanake it more competitive by increasing support
for community based rural financial institutiondENA’s strategy went further, including support fforal
financial institutions to become commercially viabhn important provision of the rural finance pwli
This would mean that rural credit would not be @liked by small providers, though commercial banks
might be able to provide cross subsidies to dev#iepndustry to a point where it provided commalrci
returns. While institutional development of finaacinstitutions is covered in general terms by the
strategies, an important aspect is missing, naemancing the financial sustainability of suchitnibns
through domestic resource mobilization, includimgparticular, fostering savings and increasingeath.
Table 2 shows that operationally, rural finance amdl enterprises were central to CEN operatibes)g
allocated 65.4 per cent of post-2001 project fuamats important in NENA, receiving 12.5 per centurid
allocations. In NENA, they were less important thafrastructure, local capacity building and natura
resource management, all of which received a hilgivet of funding.

71. The rural enterprise policy was introduced after edompletion date of the regional strategies, but
reflected common practice in IFAD. Consequentlgioral strategies could be expected to anticigate i
introduction effectively. In NENA, micro-enterpriskevelopment is one of the six intervention arddb®

%8 PN, A Review of the Grants Programme in the Nezst &nd North Africa Division (PN), 2005.
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regional strategy. The strategy targets women amchl ryouth through capacity building and
technical/vocational training as its key elememsencourage them to develop and participate inmanic
enterprises and other non-farm rural activitiesirgdéarming, tree-crop production, agro-processing,
marketing of agricultural inputs and commoditiemali-scale repair shops, manufacturing, etc.). ENC
rural enterprises were not a heading for any gatiestrategy. Nevertheless, the regional strategysed

on agriculture-related activities by providing suehterprises with appropriate financial services an
technical assistance to develop business plansidemiify new market opportunities. Implementation
would consider partnerships with local and intdoratl nongovernmental organizations (NGO) capable o
supporting these endeavours. Both regional strededid not provide due consideration to some basic
areas of intervention of the rural enterprise polinamely (i) developing and strengthening business
counseling capacities in rural areas through NGOpublic/private services, though use of NGOs was
addressed in the CEN strategy; (ii) policy dialoguth respect to MSE development; and (iii) prowigli
subsidized business support services in rural dreagradually reducing the level of subsidy overet
Operationally, rural enterprises could be presutoeake a high CEN priority as much of the rural fina
portfolio would be directed towards supporting eptise development, and relatively less important i
NENA.

72. While IFAD has issued two separate policies on Irfirrlance and on rural enterprises, the
reporting system does not report on them separaisha consequence, monitoring the implementatfon o
each policy becomes difficult. Three categoriesalrdinance for agriculture; rural finance for rura
enterprises and rural enterprises would enablelaegeports to be made to corporate management abou
relative investments in the two policy areas. ltiriteresting that the project assessments, repanted
paragraphl30, found that operations focused more on micdittban on providing a comprehensive
range of microenterprise development initiativebe Buggested reporting would reveal such shortfalls
PN'’s current reporting system will not.

73. The NENA regional strategy was strong on genderedobgnized gender imbalances in the region
as a major institutional constraint, including tleductance of governments to use loan funds to atipp
women. It acknowledged that “investing in womenaaents of change constituted a relatively new
paradigm in countries of the NENA region”. The imiamt role of women was reflected in various pafts
the NENA regional strategy: its inclusive partidingy approach, gender targeting, skills training fo
women to acquire new technologies, and policy diadoon gender mainstreaming. The strategy was
silent, however, on how the various elements wdddintegrated and prioritized. The CEN regional
strategy dealt with gender issues in less deptiectignized that “the transition has had a marlegative
effect on gender equality, and women now make lapge percentage of the rural poor” and that thnas
“deterioration in gender equality”. It further antd that “with regard to the unique role playedimymen

in rural households, and in an environment wherée magration for work is an important household
coping mechanism, IFAD operations must also seeénBure that women have access to the proposed
investments and are adequately represented ialallant rural associations and institutions”. Tdeseral
statement fell short of the specific provisionsgemder in the RRs, the Strategic Framework, andl&en
Plan of Action which emphasized women’s groupggdtng, policy and partnerships, accountability and
monitoring, scaling up through innovative replialapproaches and measuring gender impact. Actual
performance in the regions, however, support tlopgsition that gender was taken seriously in th&lCE
portfolio. Table 2 has shown that 65.4 per centfofding was directed at rural finance and rural
infrastructure. There is a reasonable assumptianvbbmen would be significant beneficiaries fronelsu
investments. 12.6 per cent of grant assistance diegttly to gender issues, indicating that gerdidr
receive a serious level of attention in the grantgramme.

D. Regional Strategies as Drivers of Management of Bget Resources

74. Good strategy enables an organisation to planaoittihas the right people in the right place for
the right amount of time. Effective human resouncanagement (HRM) ensures that there is a good
alignment between the skills and competencies aff sind the regional strategies and priorities. For
example, under institutional development within thgportunities for investment heading, the CEN
strategy states that a “fundamental element of IBAfrategy throughout the region will be to stridrem

the institutional capacity of government departreemirivate financial institutions and civil society
address the needs of the rural poor”. It goes atate that the focus will require a long term catmmant
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and programmatic approach to give extant instingi@ sharper pro-poor focus and to build new
institutions when needed. Countries are often tehido borrow for capacity development (CD). Efifes

CD requires a broad series of competencies rarfgimg good diagnostics to change management skills.
They are a set of competencies not likely to besgesed by resident staff unless there is a resident
specialist. If CD is a fundamental element in aoegl strategy, provision in the human resourcegetd
would need to be made for a specialist to be engplay work with CPMs to operationalize the stratdfyy

a specialist is not employed, then one could im&trfhat CD is not such a divisional priority afedt, as

the resources to address it are not provided. Aerrdtive explanation would be that HRM was
insufficiently flexible to accommodate the demardsthe strategy. If either of these explanations ar
correct, there would be a reasonable assumptidntibee were systemic problems within IFAD or PN
which need to be addressed. According to SE, therrial structure of PN changed marginally and
temporarily as a function of the marketing and geniditiatives in the regional strategies, but tmt
accommodate the “fundamental element” of the rejistrategy to deliver CD.

75. Where strategy is permissive or there is no styatdgere is a greater probability that operational
decisions will drive strategy. In the case of PN:

i.  Given that the regional strategies did not prowd#icient orientation, CPMs are most likely
to follow their own views of what is most likely tme effective in reducing poverty or, in
some cases, their own views of rural developmenhimithe context of a country’s own
poverty reduction and rural development strategiesheir PRSP. While there will be
consistency within and between some countries Isecane CPM works at that level, there is
less likelihood to be consistency across countaied in one country through time as one
CPM is replaced by another with different viewsoXdr evidence for CPMs not following
strategy is, for example, provided by the lackmf &IRM component in CEN projects in the
period 2002-2005 despite it being nominated as itapbby the regional strategy;

ii. Divisional management, in these circumstancesrasvid into this operational driven web
because, in the absence of clear strategic pasyitt has little justification for not being so.
Allocation of resources is not directed at stratgmiorities but to operational issues.

Human Resources

76. In PN, the basic operational work of developing andintaining effective relationships with
governments, producing COSOPs and developing aittairdng investment projects is the responsibility
of 8 CPMs, two of whom are on fixed term ‘tempgtaontractd®. Each CPM is responsible for several
countries as shown in Table 4 below. The CPMs xdfiterm ‘temporary’ contracts are responsibleafor
smaller number of projects, but broadly share thmeslevel of responsibilities as their colleaguas o
established or regular posts. They provide leadershsupervision and implementation support, take
lessons from experience for replication and upisgaland are responsible for in country knowledge
management. They also ensure knowledge gaineceas dor which they are responsible is passed on to
the organisation at large and establish partnegshiiph other organisations, especially potential co
financiers. They are responsible for policy dialegadministering their country programmes in a-cost
effective manner, and developing staff under tiseipervision. In general, the CPMs are required to
perform multiple and increasing amount of dutiegtheut having been generally provided with the
commensurate level of increased resources and time.

?  These are positions of limited duration. They moé part of the established or regular posts, whiehfunded

through the administrative budget of the organisati
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Table 4. CPM Country Assignments in PN at OctobeP005

CPM | Active Countries Assigned (projects | No. of Active | No of Active | New Loans
under supervision) Projects TAGs 2002-2007

1 Albania (1), Armenia (2), Macedon|a 7 1 5

(2), Turkey (2)

2 Algeria (3), Morocco (3), Tunisia (2) 8 4 7

3 Azerbaijan (2), Bosnia (1), Yemen (5 8 6 6

4 Georgia (2), Moldova (2), Romania (1) 5 2 3

5 Egypt (3), Lebanon (0), Syria (4) 7 2 5

6 Gaza/WB (2), Jordan (2), Somalia (0 4 9 1

7 Djibouti (1), Sudan (4) 5 2 4

8 Vacant

Source: PN Director’s Office, PN Portfolio Revie@ctober 2005

77. Each CPM is supported by a Programme Assistant.(PA¢ assistant is responsible for the
administrative aspects of the work including moriitg budget progress, hiring consultants and asgist
the CPM with standard communications with countréesl partners. The PA also provides some
backstopping functions when the CPM is on missighich is typically for 100-150 days per year. A
backup CPM provides advice during such periodseénce.

78. PN has recently changed its approach to operatiwogt by establishing 4 sub-regional clusters
each headed by a senior CPM, which does preserg spportunity for smoothing work loads. Despite
this, the overall message is that, given the waonétresponsibilities a CPM has, there is a sigaiiit level

of overload, particularly for the CPMs with the ket portfolios. The extent of work demanded ofMM&P
can be gauged from a comparison with the AsDB wher2003, project officers (that is professional
operational staff excluding those in resident noissiand in a coordinating function) processed @name

of 0.23 loans and 0.60 technical assistance gpetsstaff®. For PN the equivalent number of loans
annually was approximately 0.75.

79. Overloads inevitably impacts on quality. For stafth work overloads, a key question is how to
prioritize one’s time. For example, is it more im@amt when on mission to deal with project concemt
pursue important policy dialogue issues? What amaintime should be allocated to knowledge
management issues? What level of effort shouldkpereded in pursuing strategic partnerships? Whas ti
should be devoted to promoting innovation for regdiion? Regional strategies, which make a clear
statement of divisional objectives and designatatwhgional priorities are, would help to resoluels
issues, especially if those objectives and presitare individualized in the annual workplans ofhea
CPM. Where there are no regional priorities, eadPMCmust make his or her choices, with the
consequence that a variety of different prioritiesvitably will be made. CPMs on ‘temporary’ fixéerm
contracts are also more likely to focus on sharhtpriorities while permanent staff will have areefpr
the longer term. The consequence is an inevitegvlel of inconsistency between countries within the
division and the probability that time is not emyd optimally on the regional priorities that matte

80. Table 4 also shows an uneven distribution of neam$oand TAGs between CPMs and an uneven
relationship between TAGs and loans. It suggesiswiork loads are not distributed evenly and thatem
experienced CPMs have greater workloads than otWéwskloads are not helped by the long time periods
required to fill vacancies; as a case in point, moent vacant CPM position took approximately pear

to fill.

81. TAGs and other grants were not sufficiently wovetoiregional strategies. Loans are IFAD’s
major instrument to fulfill its contribution to perty alleviation. Consequently, one strategic paepof
TAGs would be to position IFAD more effectively fiis loan business. Table 4 shows that theretle lit
regional relationship between TAGs and loans, witstandout being Gaza and West Bank, Jordan and

% Comparisons are of two different organisationsollirganise their work differently, so they shobtltreated

with great caution. AsDB does, like IFAD, make sfipant use of consultants, particularly in the gaeation of
investment loans. The data source is the Repottieindependent Review Panel of ADB’s 2002 Reosgitn,
2004.
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Somalia where 9 TAGs produced only one loan sifi2. Three contributing causes to such an uneven
distribution would be that non-permanent CPMs aot fiited evenly into operations, an unequal
distribution of work with staff processing few I@having spare time to fill and consequently devielg
TAGs, and the absence of a strategic allocatioRAdBs based on regional priorities. Table 4 illustsa
one consequence of such an omission.

82. A regional economist supports the division direcdod the CPMs in cross-cutting policy and
economic issues. She ensures corporate policieenavedded in the work of the division, was respuasi
for preparing regional strategies, prepares themaiiorities of IFAD in the region, supports prdjec
development, prepares portfolio reviews, supervisesiatic studies, and supports the director in@ems
lending resources are in line with strategic ptiesiand the PBAS.

83. The CPMs and the regional economist are supponelbrig term consultants either providing
subject matter support or more general supportaalzsige number of short term consultants working on
specific operational matters such as project degigthe time of this evaluation, PN had three Idagn
consultants working on gender, supply chain issaes, the Results and Impact Management System
(RIMS) mainstreaming and reporting. Two other cdiiasiis provide more general support. While the
number of short term consultants varies over tiRié’'s budget provides approximately three consultant
years per permanent staff. The evaluation estiméi@idthe budget provided PN with the equivalena of
total of 35 professional staff annually, basedr@n2005 budget.

84. While the establishment of permanent staff has meedastatic, the budget has provided for the
equivalent of an increase of positions from 15 r&gssional and 6 general service) in 1999 to 22006
(11 professional and 11 general service), an iser@h almost 50 per cent. The increase has bemedéd
the demands of non-lending activities which hawsaased significantly through this period. The namb
of processed loans has remained more or less comsiaout of any lack of capacity on the part loé t
division to process more loans but due to restmiin availability of loan funds. Consequently;, RN,
corporate requirements have increased the ratavefheads to the delivery of projects. By compaw;iso
the Asia and Pacific Division doubled lending i gheriod 2002-2005 with a 10 per cent budget irserea
indicating that corporate priorities for lendingdhehanged during that period, but had not affeBfdd

85. Strategy needs to focus on organisational healtedisas on producing desired outputs. HRM is
critical to organizational health. Staff developmenpart of HRM. The PN regional strategies did no
attempt to relate the competencies of divisionalf b the major foci of the strategies and deteanif
there are gaps. Any gaps would reveal a need fogdiuallocations for training or for the recruitme
additional staff. Without ensuring a budget allamator training, there is a danger that, wheredais are
very tight, one of the first things to be reducé@mis training. HRM also needs to address effebtithe
reality of high staff workloads and the tendenciytfis situation to be used as an excuse for kaf§ 80t

to upgrade their skills. In such circumstances,litkedihood that staff skills become increasinglyoply
aligned with strategic priorities increases.

86. Training, or its lack, does appear to warrant satrategic attention. The 2006 PN retreat
identified the need for more staff training. A seywvof PN staff carried out for this evaluation icatied
that the current level of training is minimal, evidrough in more recent times some training has been
offered to all CPMs and other concerned &taffhe explanation often given is that staff are so
overworked that they do not have time for trainifgany of the staff have 15-20 years experience with
IFAD. There are two concerns about the absencdexfuate training support:

i. In the past decade, IFAD has introduced a numbenewi corporate policies and other
initiatives, many of which require expertise todmuired in each division if they are to be

3L It should be noted that the regular lending progres for both Gaza and the West Bank and Somalia theen

superseded by a grant-financed programme due tedh®lex political and security situation in botbuatries.
Furthermore, with the adoption of the Debt Sustailityg Framework (DSF) at corporate level in 20@74s expected
that more investment projects will be financed tigio grants in fragile/conflict states, and thesestntlberefore not
be categorized as traditional TAG programmes.

%2 For example, on the implications of the new IFApervision policy adopted in December 2006.
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operationalized effectively. With the introductiohthese new priorities, the job requirements
of CPMs also change. Divisions can decide to re@dditional staff and consultants that
have that expertise or they can develop it in-holisado the latter requires training;

ii. Many of the countries in the region for which PNdsponsible have experienced and still are
experiencing significant political changes. Consadly, one attribute that PN might require
to maintain its relevance is to be fast on its feeesponding effectively to changing needs of
countries by changing its priorities. IFAD’s godlleadership in rural poverty also requires
staff to be fully conversant with developmentshistarea. That requires staff having time to
continuously upgrade their knowledge. In many cagasight also require them to acquire
new skills. Again, that requires access to training

Administrative Budget

87. The PN Division has the same sources of fundintp@®ther regional divisions. They include the
main corporate lines of the administrative budgétich basically pays regular staff costs, and thadet
Development Finance Facility (PDFF) which — amottigeo eligible expenditures - provides funding for
costs associated with strategy development, opesdltivork including travel and consulting costs &nd
used to finance fixed term contracts. The PDFF lisuapresents around two thirds of the divisional
budget, and the core staff costs financed by theirdstrative budget about one third. In additiorthese
corporate lines, various supplementary funds caxige additional funding. These additional amotarts
commonly estimated to add about 10 per cent toatmeual administrative budget approved by the
Executive Board. The supplementary funds are afiehilized by CPMs to address shortages of funding
in specific areas or to take advantage of oppdiamdeveloping in their work.

88. The budgetary allocations to PN during the peri@®322005 are shown in Table 5 and are
compared with Pf to develop some rough comparative efficiency iatticS*. As already mentioned,
there is little difference in the ratios of loamskudget between the two divisions. PN’s cost ifficy
levels based on loans processed has improvedlglighthe 3 year period and its median level isesigy

to PIl. Conversely, against loan amounts, PI's igfficy level is slightly superior. PN’s overall amhu
budget has increased slightly more than PI's dvettliree year period. The budget increases, howaner
likely to be illusory given the weakness of the tilar over the latter part of this period.

¥ The reason this evaluation uses Pl as a benchmadrle to the easy access to similar data on budipéth was

collected at the time of the EVEREST.

% The two divisions are different in terms of theéspective portfolios of operations. PI's lendimgreased

significantly in 2005 in response to the post tsuneeconstruction in five countries and the majartlequake in
Pakistan.

22



Table 5. PN Budgetary Allocations 2003-2005

PN PI

2003 2004 2005 2003 2004 2005”

$mil $mil $mil $mil $mil $mil
Administrative 1.53 2.09 2.08 1.97 2.20 2.21
Budget
PDFF 4.52 4.70 4.96 5.86 6.04 6.62
Total 6.05 6.79 7.04 7.83 8.24 8.82
Projects 5 6 6 4 6 11
financed
Loan amounts 77 91 71 93 127 207
Ratios:
Budget to $1.21 mil $1.13 mil $1.17 mil $1.96 mil|  $1.37 mi] 0$80 mil
projects
Budget to loan $0.08 mil $0.07 mil $0.10 mil $0.08 mil $0.06 mi]  0$04 mil
amounts
Annual % 12.2% 3.7% 3.1% 7.0%
increase

Source: PN Division; EVEREST, op. cit. p. 44

89. IFAD is a small organisation with limited operatédnfunding. It performs a very important
function as the only IFI mandated to focus exclelsivon rural poverty and development. To enhance
effectiveness, IFAD may wish to concentrate on darfew things very well and thereby further depelo
its own comparative advantages. This can be donmdnghalling its financial and human resources in
such a way that they focus on helping to mainthies¢ comparative advantages. This requires an
understanding of what its comparative advantagesfacusing on them in strategies and operationds an
supporting their continued development through #ilecation of budget resources. For example,
innovation is a comparative advantage and, thezefoipriority. Management needs to know how much
each division spends on what is essentially rekeartd development (R&D), and what that R&D
investment produces. PN'’s review of its grants mogne, for example, found that PN had followed a
traditional approach to funding research orgarizeti It has not, however, been very active in fosge
innovative approaches for agricultural researchtheit dissemination amongst the rural pddFhe same
information about resource allocation is equallyamant for other priorities like policy dialoguayral
finance, gender and other priorities.

E. Self-evaluation as an Important Part of the Managerant Process

90. PN regional strategies did not receive constantitmong. PN, however, did prepare a hard nosed
review of its two regional strategies. The reviewad®a a number of recommendations such as
i) establishing a greater linkage between registrategies and divisional operations, which is sseatial
facet of effective strategy implementation; ii)@l&y a greater emphasis on innovation implied atgre
strategic focus by PN on building up a core setrehs where it had developed a comparative adwgntag
and iii) having more regional level programmes gengglence to the fact that there is a regional o

to the delivery of assistance and that the grasgnamme would benefit from such a focus.

% |t should be noted that the significant increasehie portfolio financed by Pl in 2005 is due tmamber of
‘emergency’ Tsunami projects presented in that gei@rto the extraordinary needs in the Asia andfiPaegion.

% PN, A Review of the Grants Programme in the Nezst Bnd North Africa Division (PN), 2005
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91. The SE recommendations did not cover the needHerstrategy to be a driver of resource
allocation and organisational health, nor, in altesbased environment, that strategy, as doestpes,
requires a feedback loop to ensure that the stcatbgices are working effectively and that openagi are
prioritizing their work in line with the strategies

92. At the more detailed level, the SE identified keypg’ in the NENA regional strategy in: i) paying
insufficient attention to the growing problems afugh unemployment where 38 per cent of the region’s
population are under the age of 14 years; ii) rapting sufficient attention to the implications afral-
urban migration; iii) giving inadequate recognititmthe need for rural financial services for tlowpand
the rapid development of micro-finance in the regiw) providing inadequate emphasis on economic
diversification in spite of limitations to the regé's agricultural resource base and such diveaditio
being one of the four objectives in the NENA regibstrategy; and v) not prioritizing the importarthat
governance warranted from NENA regional experience.

93. For the CEN region, the focus of the regional stzatwas reaffirmed through the SE. Under
‘institutional development’, support was proposear fgovernment departments, private financial
institutions and beneficiary organizations. The&® suggested that support to beneficiary orgaorms
that run medium and small-scale irrigation systérad been necessary and beneficial, but not without
problems as members adjusted to this innovatioratWitas less certain in the agricultural context thas
importance of beneficiary groups in agriculturavelepment.

F. Summary Assessment of the Quality of the Regionali@tegies

94. Meeting regional needs and prioritiesThe objectives of the regional strategies wereegaly in
line with the priorities of the countries withinawof the regions, albeit with different pointseshiphasis.

95. Alignment between regional strategies and corporat@olicies. The objectives of the Strategic
Framework are reflected in both PN regional stiasedhough the objectives were not taken as drérsg
point for the CEN regional strategy development Btrategic Framework was a broad statement aitinte
for the 2002-2006 period. Regional strategies maatdhis broad intent, but without stating the perihat
they were covering. While both regional strategiestained initiatives that should have enhanceBA
catalytic impact, they did so with less specifidityan the replenishment documents. In terms obsext
thematic policies, the regional strategies gengralitched the provisions of corporate policies, didtso

in broad rather than in more region-specific tethed would provide strategic guidance for operation
these areas.

96. Guiding framework. Given that the purpose of the regional strategias unclear, the resources
for preparing them were limited and that they wprepared with an eye to accommodate borrowing
countries’ own preferences, the strategies werelweml too generally to become a driver of regional
operations. They reflected what was already bemgedoy PN, covered a broad range of activities and,
consequently, were insufficiently focused for imfhcing and guiding country strategies and projdtts.
IFAD does have a strategic need to focus on a l@vg$ and do them well, the regional strategiesndid
adequately indicate what those would be in the &jion. The generality of the regional strategie® al
enabled thestatus quoof weak HRM to continue, with two major consequesq(i) there was little staff
development; and (ii). CPM and the regional ecosbmiorkloads remained unchanged, as they are
required to perform a wide range of diverse tagigrty potentially important consequences on theallve
quality of their work.

IV. OPERATIONALIZATION OF THE REGIONAL STRATEGIES

97. The evaluation has found that both NENA and CENoreg strategies had such a broad coverage
that they could not serve as a focused planning wath the SE reaching the same conclusion. lectff
the regional strategies gave little indication oiopties other than targeting certain categoriégpaor
including women, unemployed youth and the poomfvin certain agro-climatic zones. Evaluating the
impact of the strategies on operations, theref@eoimes a challenge. Normally, one criterion closely

87 See paragraph 9.
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monitored in operations is consistency with stnatdg the permissive circumstances of PN’s regional
strategies, consistency would be a given.

98. Consistency, however, provides an entry point idemtifying what the division actually applied
as priorities. This chapter compares how COSOPspapjgcts reflected the four levels of focus of the
NENA strategy, i.e. the strategic objectives, arefamtervention, implementation modalities, antdaps

of the action plan and in CEN'’s case, operatiopgr@ach, opportunities for investment and non-legdi
which comprise the same categories as NENA's gillafr the action plan. The comparison rates how
closely COSOPs and projects reflected categoriesioh level of focus. It shows the level of corsisy
between COSOPs and projects and the respectivenadgstrategy for each category and, consequently,
the consistency across COSOPs and projects. Incdbes where all COSOP or project ratings are
approximately the same, an internal operationasistency is demonstrated, good or bad. Where trey a
not, there is low operational consistency. Wheee rditings are consistently high, there is a satisfg
level of consistency within the category and, tfaes operationally, that category can be evaluagd
having a high priority. Where the ratings are cstesitly low, the category is given a low operatlona
priority.

A. Consistency of COSOPs with Regional Strategies
Near East and North Africa (NENA) Region

99. The analysis of COSOPs (see Table 6 for ratingsjhfe countries in the NENA region showed
that the pre-2002 COSOPs were slightly better atigwith the regional strategy than the post-2001
COSOPs. Or, put another way, the regional strategifiected the extant COSOPs, but subsequent ones
began to deviate from the strategies. For the pp8i- COSOPs, little attention, and, therefore, rjiyio
was given to programmatic approaches (mirroringpiree2002 COSOPSs), decentralization and capacity
building, though in the case of capacity builditite 2006 Egypt COSOP changed the low priority ef th
earlier COSOP to a high one. The later Egypt CO&38 moved gender and youth from a mid to low
priority to a high one. Sudan, which, with Egypadhthe highest number of poor in the NENA regisoal
gave innovation a low priority.

100. The four pillars, generally received a satisfacttayel of attention in COSOPs. Coverage of
strategic partnerships was one of the strongestgof COSOPs; all were well aligned with the regio
strategy. At the same time, COSOPs focused motberofinancing opportunities and listed what other
development agencies were supporting, rather tlmaotber aspects of strategic partnerships (such as
innovation, policy dialogue, knowledge managemant] impact management) or how such partnerships
could be developed. The 2006 Egypt COSOP listedrgel number of donors for collaboration. It
particularly mentioned the World Bank with regaml ¢ollaboration in small and micro-enterprise
development and the Swiss Import Promotion Progvemch supported Egyptian SMEs in the design and
marketing of their products to fit European staddathough neither co-financed an effective prajthe
period 2001-2007. Both the 2002 and the 2006 COS@&dioned NGOs as well, but had to accept
limited partnership opportunities due to local Hatjons. The Sudan COSOP, prepared at a time wien t
country’s prospects for re-engaging the internatioaid community appeared promising, gave an
overview of other donors that could constitute pos¢ partners for IFAD, along with civil society
organizations and NGOs. It noted the need to engagéalogue with key partners. The Syria COSOP
identified quite a large nhumber of specific oppaities for strategic partnerships including co-finag,
agriculture-extension communication, maintainingxyr field presence (in co-operation with a local
NGO), promotion of milk production, and institutidsuilding for resource management and common
policy dialogue, without prioritizing them. The Tigia COSOP focused on identifying partners for co-
financing projects. The Yemen COSOP noted thaprmdlious IFAD operations included co-financing.
The country strategy would concentrate on themesravithe policy environment was less restrictive
(community development, off-farm enterprises, lteek production, etc.); and build up alliances with
donors with strong policy influence or capacityildiig and/or additional loan resources. The stiateg
cooperation with the World Bank was seen as ingntai in influencing policies and procedures relate
to the management of investment projects, fishemgelbpment and rural finance Paradoxically, it was
until the fourth post-2001 project in 2007 thatrgj@ct was co-financed with the World Bank.

25



101. Policy dialogue was well reflected in COSOPs, cimgethe five different areas which the regional
strategies had prioritized. Most COSOPs includethildel descriptions of policy issues and plans for
addressing them, and in a number of cases seffisgacgets and identified strategic partners witthom

to work on influencing policies. The range of issuaried. Every COSOP, however, included rural
finance policies. There was no indication of hovigyodialogue would be pursued other than occadipna
through partnerships and what resources woulddpgreel to make it effective.

102. Knowledge management was the weakest of the fdlargiln general, COSOPs did not outline
plans for generating new or disseminating exiskingwledge beyond general statements of building on
IFAD’s experience and lessons learned. For instancégypt, the COSOPs outlined lessons learned, bu
did not draw on the wide array of knowledge manag@nmechanisms listed in the regional strategy; in
the Sudan, the COSOP foresaw a workshop to sheserle and knowledge, but this appeared as a one-off
event rather than a strategy for continuously mgda knowledge base and sharing it; in Syria, the
COSOP was silent on knowledge management, but amtti some strategic partnerships that could
generate useful knowledge; in Tunisia, the COS@Redito direct a grant programme towards learning
within the region from countries outside the regrgthout presenting a specific strategy for doingand,

in the Yemen, the COSOP wrote of IFAD’s valuablpenence based, among others, on evaluation, but
did not articulate a strategy for generating aratisly that knowledge.

103. Impact management involved a number of initiativesluding supervision and monitoring, which
were well represented in some COSOPs but less sithers. The Egypt COSOP referred to project
evaluations as the principal means of assessingdmphe Sudan COSOP stated that impact management
would be an integral part of project activitieswibuld be achieved through increased field presamce
direct supervision, focusing on ownership by andtigpation of grass-roots organizations; capacity-
building of local institutions; and support to tthecentralization of government revenues and finranCiee
remaining COSOPs mentioned various forms of impartagement, such as participatory development or
capacity building. However, none of them presemtstrategy to enhance or “manage” impact.
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Table 6. Alignment of Regional and COSOP Strategiein the NENA Region

Pre Regional Strategy Post Regional Strategy

Tunisia | Yemen | Syria Sudan | Egypt | Egypt
Country Name 1998 2000 2001 | Averag 2002 2002 2006 | Average
Alignment Ratings
Strategic objectives 5 5 4 4.7 3 4 5 4.0
Areas of intervention 3 4 5 4.0 3 5 5 4.3
Implementation Modalities
Approaches
Participation 5 5 6 5.3 4 4 2 3.3
Programmatic approach 2 1 1 1.3 1 2 1 1.3
Initiatives
Innovation 3 3 5 3.7 1 4 5 3.3
Devolution/
decentralization 5 4 3 4.0 2 4 3 3.0
Capacity building 3 3 4 3.3 1 2 5 2.7
Targeting
Rural poor 4 4 5 4.3 5 5 4 4.7
Gender & youth 5 3 4 4.0 5 3 5 4.3
Pillars of the Action Plan
Strategic partnerships 5 5 4 4.7 5 5 5 5.0
Policy dialogue 4 5 4 4.3 5 6 5 5.3
Knowledge
management 2 3 4 3.0 4 2 4 3.3
Impact management 4 5 3 4.0 5 3 6 4.7
Average 3.8 3.8 4.0 3.4 3.8 4.2

Note: The rating scale ranged from 6 (highly ald)n® 1 (highly unaligned). A rating of five meahtat the subject
under review fully met the requirements of the oegi strategy.

104. Targeting was well aligned with the priorities gethe regional strategies. Geographical targeting
featured strongly, particularly in Sudan and Yemdere rural areas showed high concentrations af rur
poverty. In Egypt, the most recent COSOP shifteADR geographical focus to the poorest areas,
following recommendations of a country programmaleation by OE in 2004/5. In Syria and Tunisia, the
number of rural poor living in isolated, but mixedmmunities produced a different poverty focus
challenge. There, PN targeted whole communities, @sority focus on the poor would not have beest c
effective. Alternative thematic approaches, formgke targeting rural finance, vocational educatgmall
business development activities, to address omypthor through a nhumber of different programmes was
not considered by regional or country strategies asechanism for better targeting of IFAD’s scarce
resources to benefit only the poor.

105. The priority of participation showed the strongeatiation between the pre and post regional
strategy COSOPs. The earlier COSOPs showed a ngicér hpriority for participation than the later ene
Participation was strongly linked to the empowert@ithe rural poor to reduce their poverty. Bt tlhe

SE observed “it deals mainly with local-level emmoment through the formation of community groups,
grass-root participatory institutions, or natudaurce user associations. The COSOPs do not eimgphas
the higher-level, and perhaps more difficult obpextof politically empowering the poor, which would
have been necessary to attain the regional stratemjective. In many ways, the COSOPs made
commitments to the principles of participation. Tiiemen COSOP stated that assistance would be
provided following participatory principles, pronmg community-based and self-managed grass-root
organizations. Syria, in contrast, advocated pastnps with donors, NGOs and civil society to share
information and replicate and up-scale communitwettjoment initiatives as essential long-term
approaches for self-reliant and participatory depsient. In Egypt, the earlier COSOP had a broadsfoc
on participation. In 2006, that was narrowed dowa fprobably more realistic goal of strengthenoal

and producer organizations to empower the rurat podJpper Egypt to make decisions regarding the
marketing of produce (including small and microezptises) and to influence local level decision mak

by the governorates.

106. The regional strategy also suggested shifting ftoaditional projects to a more programmatic
approach with long-term programmes with a moreesia and coordinated longer-term vision.
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Central and Eastern Europe and Newly Independent $tes (CEN) Region

107. Table 7 shows that COSOPs and the CEN regiondkgtravere generally well aligned with 60
per cent of ratings being 5 or better.

108. As with NENA, strategic partnerships and policy ldgue of the four pillars received a
satisfactory level of attention in COSOPs. All thneost-2001 COSOPs dealt extensively with strategic
partnerships. They all highlighted the need fored@ping partnerships with a wide range of institnél
partners including donors, the private sector at@ON; and identified strategic priorities of the mai
donors in the country concerned. The Albania CO&igRlighted the substantial opportunities that texis

for strategic cooperation and linkages with a nunddemultilateral and bilateral partners with resp®
improving the business environment in Albania arehtioned various possibilities for cofinancing. Wit
respect to co-financing, the Azerbaijan COSOP nttedWorld Bank’s interest in farm privatizationdan
the rehabilitation of irrigation infrastructure.nbted that cofinancing with two partners couldbilized

to finance the rehabilitated infrastructure frora Huccessful experience of an earlier projecbritg post-
2001 project, however, had no named co-financigrreject approval. In Moldova, the COSOP defined
opportunities for linkages, sought to maintain &ng dialogue with some donors and looked for
complementarities. The detailed analysis of the [WBank's interventions in the country helped IFAD
identify areas where it would collaborate with pars and the COSOP detailed linkages between IFAD
and a number of other partners. Its two post-200jepts, however, had no co-financing.

109. Policy dialogue was a strong feature of all threet{2001 COSOPs, mirroring the experience of
NENA. Each of the COSOPs nominated areas for paliaiogue like legal frameworks for rural finance
and access to land and water. None, however, irdidaow the policy dialogue would be pursued and
financed, and over what period the activities woaddur. Whilst there was consistency with the regio
strategy, there was no strategy to operationaliieypdialogue.

110. As with NENA COSOPs, knowledge management was notifized other than for Moldova
which had a section on knowledge management anthooiisation38. Impact management was also dealt
with cursorily in the post-2001 COSOPs with onlyIituva introducing measures like an annual review of
the COSOP to improve monitoring of performance.

111. Targeting in country strategies was moderatelynalijwith the regional strategy. While two or
three countries kept a focus on mountainous atkeg,were less specific in terms of actual targetigs
and did not maintain the approach to selectivigt the regional strategy had advocated. The Azerbai
COSORP did not display the same stance towardstsétfe@nd focus. The country strategy maintained
IFAD’s support to the irrigation sector, which ctinged the major resource for rural employment and
national food security. It also promised supportdisadvantaged communities in mountainous and
highland areas. The 1999 Albania COSOP promotednardinal areas development” strategy that
continued the focus of Albania’s first two projecthey targeted mountain areas where poverty agslys
had shown significant levels of poverty. Howevarget groups within the project area were listely on
general terms. There was no geographical targatinbe Moldova COSOP - the targeted beneficiaries
were smaller private farm families and the agrimalt labour force.

112. On gender, the Azerbaijan COSOP identified thatabtyuwas at risk as ‘traditional’ modes of
male authority had reasserted themselves. Iteegicaapproach, however, set out to help women iugro
their circumstances by ensuring that they receavé&r share of program resources and that a&svitiith

a major economic impact on households be evenlyildited between men and women. The Albania
COSOP acknowledged that economic development edj@ddressing gender, and highlighted support
for the Mountain Areas Development Agency initiatito pilot a gender self-targeted approach by
developing two strategic investment plans in atiéigi traditionally dominated by women. The strategi
investment plans would help generate employmentippities for women and empower them to become
more active economic agents within their commusijtibus discouraging emigration and reducing thle ri
of trafficking. The Moldova COSOP called for spécitiention to be paid to the encouragement of wome

% Surprisingly, the SE assessed the Moldova COSQORa#iing no mention of knowledge management desipite

section devoted to it.
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in agriculture and rural enterprise developmengémeral terms; but specific targeting was limited t
training programs.

Table 7. Alignment of Regional and COSOP Strateggein the CEN Region

Pre Regional Strategy Post Regional Strateg
Albania Moldova | Azerbaijan | Albania

Country Name 1999 2002 2003 2005 Average
Alignment Ratings
Strategic objectives 5 5 6 5 5.3
Opportunities for investment 4 5 5 5 5.0
Operational Approach
Targeting 4 3 4 5 4.0
Operating modus 6 5 4 5 4.7
Pillars of the Action Plan
Strategic partnerships 4 6 5 5 5.3
Policy dialogue 5 6 6 5 5.7
Knowledge management 2 5 3 3 3.7
Impact management 3 3 2 2 2.3
Average 4.1 4.8 4.4 4.4

Note: The rating scale ranged from 6 (highly alidne 1 (highly unaligned). A rating of five meahat the subject
under review fully met the requirements of the oegi strategy.

B. Consistency of Project Designs with the Regional iBttegies
Near East and North Africa Region

113. The analysis of projects in Table 8 shows some stadiéferences between those approved before
and after the regional strategy, both improvemenis deteriorations. No overall trends are discésnib
Table 8 shows that, particularly for pillars of thetion plan, projects did not address the strasegr issue
areas enunciated in the COSOPs and PN regionsgtrparticularly effectively. For example, progat
Egypt, Sudan, the Yemen and to a lesser extent Sytdressed the question of strategic partnerships
poorly. Policy dialogue was addressed poorly irfiedl countries. Knowledge management was addressed
poorly in all countries other than Syria. Impacth@gement was addressed poorly in Tunisia and 8gda

not particularly well in the other three countrigée low level of attention to strategic areasntéiiest is

not necessarily a poor reflection on project desigrhe low level of attention does indicate thadjguts

do not necessarily address many important prisritieregional and country strategies. If that is BN
should seek other mechanisms outside projectshieae objectives such as strategic partnershigiaypo
dialogue and knowledge management or recognizdtttlaes not have the resources to do so and kethin
its own priorities. Strategic partnerships and kisnlge management both appear to be issues which nee
to be marshalled if not addressed from head offitehe former case by divisional management, & th
latter, at the corporate level. It could be thaytlare, but the SE made no mention that this wagdke.
Policy dialogue, on the other hand, can only beregigd in country. It needs resources on the ground
Until IFAD began to implement a country presencghsresources were not available and, in many cases
are still required. Consequently, unresourced detinesourced, PN’s contribution to policy dialoguas
bound to be modest. The absence of an allocatioesolrces in the regional strategy allowed PN a&am
claims about what it would like to do but did nobyide the wherewithal to achieve these objectives.

114. Project objectives, on average, are moderatelynedigwith those of the regional strategy. This
implies that projects, even when highly effective attaining their own objectives, contribute only
moderately to many of the objectives of the rediosteategy, although there were variations across
countries. Projects in Egypt were least alignedh wie objectives of the regional strategy, whilejgets in
Tunisia were best aligned. Such differences areconsequence of divisional quality control payicgrit
attention to regional strategies, as confirmedheySE.

115. The alignment of intervention areas (or project ponents) deteriorated by an average of almost
one point in the post-2001 period. A large majodfyprojects had allocations in four interventioeas —
community and institutional development, on-farnodarctivity, rural infrastructure and rural finance
institutions. Micro-enterprise development had @lmns only in a small number of projects — whiady
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be partly attributed to the relatively low prioriiven to income diversification in COSOPs — while
allocations to appropriate technology for margixadl dry land areas were made in about half thegisj

In terms of value, rural infrastructure received thrgest overall allocation in most countries ethmugh
no COSOP included it as an explicit interventioeaaand regional strategy excluded it from dire&DF
financing.

Table 8. Alignment of Projects to the NENA RegionisStrategy

Pre Post

Country Name Egypt | Tunisia| Sudan| Syria| Yemen Averaglf| 2002 | 2002
Number of Projects 5 6 7 5 8 22 9
Alignment Ratings
Strategic objectives 2.6 5.2 3.7 3.6 4.0 3.8 3.9 3.9
Areas of intervention 3.0 4.7 3.9 4.2 3.9 3.9 4.1 3.4
Implementation Modalities
Approaches
Participation 4.2 3.5 4.6 4.4 4.5 4.2 4.1 4.7
Initiatives
Innovation 3.0 2.8 4.6 4.4 2.8 3.5 3.4 3.y
Devolution/decentralization 2.8 2.8 3.7 3.0 3.6 3.4 3.0 3.9
Capacity building 4.0 1.0 4.0 4.4 3.8 3. 3.b 32
Targeting
Rural Poor 4.4 3.8 3.9 3.8 4.1 4.0 4.0 4.0
Gender & Youth 3.8 2.5 4.3 3.4 3.5 3. 3.4 38
Pillars of the Action Plan
Strategic partnerships 2.8 4.7 2.7 3.4 2.1 3] 3.22.8
Policy dialogue 2.0 1.0 2.1 2.2 2.3 1. 1.y 24
Knowledge management 2.6 1.0 2.9 4.0 1.9 2 23 6 2.
Impact management 3.6 2.0 3.4 2.2 3.8 2. 2.8 3.3
Average 3.2 2.9 3.7 3.6 3.3 3.3 3.5

Note: The rating scale ranged from 6 (highly alidne 1 (highly unaligned). A rating of five meahat the subject
under review fully met the requirements of the oegi strategy.

116. Participation was strongly featured in projectsalh countries other than Tunisia. It increased
slightly in priority in post-2001 projects. All pexts in the Sudan and Yemen had participatory
approaches in both project design and implememta@eneficiaries were involved variously through
village cooperative societies, water users’ assiocis, tenant organizations, forest committees, aum
groups and, in the latest project, mobile orgaiomst of members of nomadic and semi-nomadic
communities. In Yemen, projects used participatprpcesses to generate community demand for
investments in micro-schemes and support servicesnsure their relevance. In Egypt, the three tecen
projects were notably stronger in participationntithe earlier two. The East Delta project supported
cooperatives to assist farmers with group acceseettit and the development of water users’ asson&s
The Sohag Rural Development Project adopted acpaatory process for investments in infrastructure
and a community based micro-credit component. Wiest Noubaria Project brought villagers, including
women, youth and the less advantaged into a manerent and effective force for change and self-
reliance, including the encouragement of asso@adtivities. In Syria and Tunisia, participatiawyded

for in project designs has increased over timeel_ptojects integrated the lessons of earlier éxpee
and expanded participation as a major factor ineaahg the desired impacts.

117. Ratings for targeting are, on average, lower thase for COSOPs. Area-based projects, the vast
majority of projects under review, were almost afsvéocated in the countries’ poorest areas. Bljepts
differed in the extent to which they focused onpler sections of the population within those greame
were quite specific in focusing on the poor, wholbers were inclusive of a whole population. Overal
targeting the poor, although not necessarily alvibgspoorest of the poor, was a strong feature @ept
design.

118. Targeting gender, which was well articulated in tegional strategy, was generally weaker in
project design. Targeting unemployed youth was wakdnetheless, targeting gender improved slightly
since 2001. Sudan was the best among the five esintn Sudan, the Gash Sustainable Livelihoods
Project was one of the best projects in terms odildel analysis of the situation of women espegiall
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women-headed households. It highlighted the needéhyolve women in different project activities
including their participation in villageandugsetc. Women were mentioned as key target groupsoist
other projects. The only exception was in the N&ihdofan Project which has only an indirect refee

to women and affirmative action and their increagatlvement in activities designed to ease their
workload and improve their income. By contrast, tinee projects approved between 1993 and 1998 in
Tunisia adopted an identical approach to targetwognen Unfortunately, it was based on an incorrect
assumption that women would automatically partipa and benefit from projects given the high eegr

of out-migration of men to find work in urban aredbe last three projects targeted women in sorbe su
programs — as trainees in vocational training @ogr or recipients of extension services.

119. While several projects included innovations, thees no consistent effort to identify innovations
and test their effectiveness by monitoring progmeess evaluating the results in order to replicate ap-
scale them.

Central and Eastern Europe and Newly Independent 3ttes Region

120. The analysis of projects in CEN shows some diffeesnin ratings between projects approved
before and after the regional strategy. A humbecatégories have a lower level of consistency ist-po
2001 projects than in pre-2002 projects. It is ipalarly marked in strategic objectives, targeteugd
knowledge management. Table 9 tends to corrobtihat®ENA findings that, particularly in the case of
pillars of the action plan, projects only poorlydegiss the strategies or issue areas enunciatdaein t
COSOPs and regional strategies. Knowledge and impamagement were much more effectively
addressed than in NENA, though still below satifigc Policy dialogue was not addressed effectively
projects in Albania and Moldova. In contrast, Azajdn did produce an example of success in policy
dialogue described in paragrapB2 below. The CEN data support the observatiomNBNA that there is

a need to support the country programmes with atleasures than simply projects if all pillars ardé
addressed effectively.

121. Objectives of pre-2002 projects were better alighleadn post-2001 projects. Projects were
moderately well aligned with opportunities for istment in the regional strategy, but the averagbraml
from 5 in the COSOP to four in projects. The diffece is explained by shortfalls in investments arkat
linkages (at least in the early projects) and ilfM\Rvhich was neglected by all but one project. Muirkg
linkages were not emphasized in the first threestwents in Albania, nor in Azerbaijan’s first @cj. In
Azerbaijan’s latter two, they were more promindRiral financial services were major componentdlin a
projects. On-farm productivity and the non-farmatieconomy featured in some projects though gelgeral
were not emphasized.

122. Average ratings for targeting were moderately fatiery. The post-2001 decline was due to the
decreasing emphasis on disadvantaged groups aesb ddcused approach, dispersing assistance across
larger parts of the country; trends that may belarpd by government preferences rather than PN’s
strategic approach. Geographical targeting weakanétbania and Moldova in more recent projectseTh
outreach of projects in Albanihas become highly dispersed. The first project $eduon the most
neglected mountain areas but the focus graduaiiffedhin later projects to a broader coverage of
mountain districts. The most recent project’s papgme area held a population of about 1.7 millian, o
about half the total national population. The fikbldova project initially targeted one district iwh
could be considered a neglected area, upscalingréwesion of rural financial services nationwiderithg

the project implementation period. The followingotywrojects included the rural population of the igho
country. The first of the latter projects specifitget groups, namely village agricultural workers
members of farm organization, entrepreneurs in-agreices, agro-processing and marketing. The last
project favoured loan applicants (businesses) aadt@pplicants for infrastructure grants locatedhie
poorest communes but did not exclude those in @tresrs. Azerbaijan projects had very well defined a
concentrated project areas even though the losasefected were not contiguous and might not have
covered the most disadvantaged areas.
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Table 9. Alignment of Projects to the CEN Regionabtrategy
Pre Post

Country Name Albania | Azerbaijan | Moldova | Average 2002 2002
Number of Projects 4 3 3 6 4
Alignment Ratings
Strategic objectives 4.5 5.0 4.3 4.6 5.0 4.0
Opportunities for investment 4.5 4.3 3.0 3.9 4.0 4.0
Operational Approach
Targeting 4.1 4.3 2.3 3.6 4.0 3.0
Operating modus 4.3 4.3 3.7 4.1 4.0 4.3
Pillars of the Action Plan
Strategic partnerships 3.8 4.7 3.7 4. 4.3 3.5
Policy dialogue 2.3 4.7 2.3 3.1 3.0 3.3
Knowledge management 3.0 4.7 3.0 3. 3.8 3.
Impact management 3.3 4.3 4.0 3. 3.8 3.9
Average 3.7 4.5 3.3 4.0 3.6

Note: The rating scale ranged from 6 (highly aldjne 1 (highly unaligned). A rating of five meahgat the subject
under review fully met the requirements of the oegi strategy.

C. Project Effectiveness and their Contribution to Regpnal Objectives

123. An evaluation of project effectiveness in impleniegtthe regional strategies could not be
performed for projects approved after the regist@tegies were adopted, because these projectsohad
advanced sufficiently in their implementation tokaan assessment meaningful. As the regional gieste
were, in part, designed to reflect then currentgmammes, older projects do have relevance to the
effectiveness of the regional strategy. If they effective, they provide a solid endorsement oégianal
strategy continuing on the path that already hahlwhosen. If they are not, either the strategylshioe
changed or serious management attention shouldréeteatl at the way in which resources are mobilized
and the strategy implemented as well as to issti@®pmact management at the project level. Thus, the
evaluation reflects completed project effectiven@$® evaluation discounted ratings to take intwoant

the prior assessment of the alignment of projetgsign with the regional strategies. Without th&dunt
factor, the ratings shown below would have beerefow

124. Projects in the NENA region scored poorly (Tablesh@ws scores by project for both the NENA
and CEN regions) for most effectiveness ratingdevBEN projects achieved much better average scores
against every comparable category, though they éhdigher proportion of ratings below moderately
satisfactory. 58 per cent of NENA ratings and 64 pent of CEN were below the “moderately
satisfactory” (4) level. The fact that in each gaty, at least one NENA and CEN project scored
moderately satisfactorily suggests that regionadtegies were realistic. Poorly designed projectsew
likely to score poorly. Where effectiveness scaomese lower than design scores, implementation was
likely to be the cause. The scores, however, ausecdor concern regarding impact management in
particular. Only 6 per cent of NENA and 25 per cefnCEN ratings attained a satisfactory level vjitst
over half of these being scored by two projects, Rburth Fisheries Development Project in Yemen and
the Farm Privatization Project in Azerbaijan. Oftalar note were the very low NENA scores for
innovation, a comparative advantage and key cotpaigjective of IFAD, with only two projects scagin

4. For example, while innovation was a very stréggfure of most designs in the Sudmnplementation
was uniformly poor, failing to implement innovatidargely due to reversals of policies and lack of
commitment. In Yemermmost ofthe innovative ideas relating to participatory NRKd participatory rural
financial systems were not successfully implementé Tihama Project, for example, sought innoativ
ways to protect land against desertification butthie end, turned to indigenous tree species abdbe
option.

%9 Operating modus refers to i) the combination aadety of instrumentsised (loans, grants, programmatic

approach especially to ID angartnership building); ii)_flexibilityin project design and implementation; and
iii) technical and managerial suppartproject design and implementation.
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125. No NENA project scored a satisfactory rating oob thrgeting the rural poor, though two did for
gender and youth which reflects poorly either osigle or on management and supervision of project
implementation. All projects followed targeting atgies in line with the regional strategy, witle th
exception of the Southern Roseries Project in Swadahthe last two projects in Egypt. The Southern
Roseries Project was not effective in addressirgstitio-economic differences within the projectisaad
overall those who were given priority for semi-mauaised plots were the relatively better off. Thiéecia

for the allocation of plots to poor women for smaiiinant credit were not applied. Some other jutsje
had similar issues, focusing on selection critettzer than those established at project desigielmen,

in most areas, a majority of people in projectssiiere poor and targeting was in keeping with IFAD
specificity. Even in projects where some of thessitvere chosen based on technical criteria such as
appropriate locations for shelter belts in the Wbgroject, the areas selected were inhabitedrbgjarity

of poor households.

126. CEN targeting also experienced difficulties. In &flia, the focus on mountain areas, which cover
more than half the country was not sufficient igself in selecting the most disadvantaged areas. In
practice, IFAD-funded projects did not focus styicn the small farmer as defined in project docotae
The type of beneficiaries tended to be dictatedtH®y location of the physical infrastructure schemes
although poverty incidence was reported to be teroon for selection. The beneficiaries of credit
programs were self-selected but loan sizes indictttey were not among the poorest. In Azerbaijan,
gender targeting was helped by the presence of léem@ammunity facilitators in all project areas.
Depending on implemented activities, the percentdgeomen involved varied from 21-100 per cent. In
the micro-finance component 39 per cent of thedomare provided to women.

127. In NENA, strategic partnerships and policy dialoge®red poorly in Sudan even though, for
many years, IFAD was the sole IFI present in thanty. They scored poorly also in Egypt, again
suggesting that strategic partnerships might beeibetanaged at divisional level rather than coulewel

and policy dialogue at country level rather thaojget level. In CEN, the implementation of the &gpc
partnership agenda shows a disquieting trend.drtlttee projects approved before 1997, the planned
financing fully materialized. Between 2002 and 208% cofinancing was programmed or the programmed
co-financing did not materialize. A consequence waduction in project scope and therefore impact
even when IFAD funds filled part of the gap. Theuis of strategic partnerships is a good examplewof
strategy can become secondary at operational Ewvelneeds a formal management driver to ensure
implementation.

128. The PN regional strategy nominated infrastructuwre goriority, but not for IFAD financing. The
idea was for co-financiers to provide funds forjpcts’ infrastructure components. Table 2 has direa
shown that infrastructure was the component whaxteived by far the highest proportion of NENA
funding. Investments in physical infrastructure aoded for the largest share of IFAD investments in
Yemen. They were well implemented in all Yemen @ctg and in most projects in the Sudan and Egypt
where infrastructure accounted for relatively seralhvestment shares. A wide range of infrastractur
investments was undertaken including drinking watgaply, rural roads, small-scale irrigation, diiedty,
social infrastructure such as schools, health pastismore specialized investments such as recearndg
storage sheds for the fisheries sector.

129. With infrastructure, what seems to have occurrethdd co-financing is often promised during
design, but for a variety of reasons the expectefinancing does not then materialize by start-Agp.
government set a high priority on infrastructuf@AD may then choose to reallocate project finan¢ong
accommodate infrastructure requirements. Fundingsequently, is transferred from regional strategy
priorities to non-priorities. For example, the plad rural infrastructure component of Sudan’s South
Kordofan Project was financed through a reallocatd IFAD loan funds when the co-financier did not
materialize. In Egypt, the NLASP irrigation systeshabilitation required more funds than plannedgctvh
were then provided partly by government and pdhttgugh an IFAD loan reallocation. In both Newlands
Agricultural Services and East Delta Newlands Agltioral Services Projects, PN redirected limiteano
funds from other activities to infrastructure whitad been planned for government funding.
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Table 10. Project Effectiveness in Implementing th NENA and CEN Regional Strategies

NENA Initiatives Targeting Pillars of the Action Plan
Country Project App-| Strategic | Particip- | Innovat- | Devolut- | Capacity| Rural | Gender| Strategic| Policy | Knowledge| Impact
roval | objectives| ation ion ion building | poor & partner- | dialogue| Manage- | Manage-
Date youth ships ment ment
Sudan Southern Rosaries 1990 3 3 2 2 2 D P Y. 2 B
Northern Province Irrigation 2 1992 2 2 2 2 4 4 2 4 1 3 2
White Nile Agriculture 1993 4 4 2 3 4 4 5 2 1 4 4
Northern Kordofan 1999 4 4 3 4 3 4 4 1 3 4 4
Southern Kordofan 2000 3 3 2 2 3 4 4 1 2 4 3
Yemen | Fourth Fisheries 1990 5 4 2 5 4 3 4 5 5 5
Tihama Environment 1993 3 1 2 1 4 4 3 3 3 4
Protection
South Governorates 199y 4 3 1 4 4 4 3 2 3 3
Raymah Area 1997 4 2 2 4 4 4 2 2 3 3
Al-Mahara Community 1999 4 4 1 4 4 3 3 5 4
Egypt Newlands Agricultural 1992 4 2 2 4 3 4 5 2 1 4 4
Services
Agricultural Production 1994 4 2 2 3 3 4 4 2 2 3 3
Intensification
East Delta Newlands 1996 3 4 4 3 4 3 4 3 1 3 2
Sohag Rural Development 1998 3 4 4 3 4 3 3 5 4 2 4
Total mean 3.6 3.0 2.1 3.1 3.3 3.7 3.7 2.6 2.2 3.4 3.4
Sub- Sudan 3.2 3.2 2.2 2.6 3.2 3.6 34 2.0 1.6 34 3.2
total Yemen 4.0 2.8 1.6 3.5 4.0 3.8 3.0 3.0 3.8 3.9
MeaNS | egypt 35 3.0 25 3.3 35 35| 4.0 3.0 2.0 3.0 3.3
CEN
Albania | Northeastern Districts RD 19983 3 3 1 1 2 2
Albania | Smallscale Irrigation Rehab 1994 2 2 2 1 2 2
Azer Farm Privatization 1997 6 5 5 6 5 4
Albania | Mountain Areas Development 1999 5 2 5 2 3 4
Mol- Rural Finance & Small 1999 3 5 1 1 3 4
dova Enterprise
Azer- Rural Development for 2001 5 4 2 3 3 2
baijan | Mountainous and Highlands
Total Mean 4.8 4.2 3.2 2.8 3.6 3.6

Note: The rating scale ranged from 6 (highly effextto 1 (highly ineffective). A rating of five naat that the subject under review fully met theuregments of the regional
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130. In CEN, only modest funds were allocated for mierderprise development. Such a development
was an important aspect of the regional strategy poientially important to generating employment
opportunities, in particular for unemployed youithe regional strategy’s concept included combining
capacity building, technical and vocational tra@irbuilding up pipelines of “sub-borrowers” for
microcredits, and support sectors and market dpuedot as key elements in IFAD’s programmes. The
evaluation found that projects focused more on rttiero-credit component rather than providing a
comprehensive range of micro-enterprise developrimitisitives. The shortfalls appear to have resulte
from a failure to adequately prepare this intermentand generally limited experience of IFAD’s
implementation partners to manage micro-entermoseponents.

131. Policy dialogue was limited in Sudan, Albania andltdbva and, apart from the Sohag Rural
Development Project in Egypt and the Farm Privétpaproject in Azerbaijan, it did not perform
particularly well in Egypt, Yemen and Azerbaijagaa providing testimony that policy dialogue regsi
specific objectives and resource allocation.

132. The Farm Privatization project in Azerbaijan be@stimony to what PN might accomplish with
well targeted policy dialogue, especially in cowggrwhich have a large policy change agenda to @ebr

In this project, after land privatization and farestructuring was completed in the six pilot didsj the
government replicated the model designed and pildte the project on a nationwide basis. A legal
framework was established for transfer of landegitl Model documents formats were prepared for the
operation of water users’ associations establigledker the project. This documentation was of great
assistance to Parliament in its deliberations aboogw law regulating these associations and eatiyntu
the project’s participatory irrigation managemeradal was adopted nationwide. This law now provides
the legal base for 585 associations establishedtigauide.

D. Conclusions about the Operationalization of RegiorieéStrategies

133. The two PN regional strategies had broad coverdgehwmvas not surprising as they set out to
reflect the current situation of project activitisthe NENA and CEN regions. Without a more chgarl
focused and prioritized regional strategy to gusgerations, the latter were not directed to a gseinof
priorities which reflected IFAD’s comparative adtages and business model to address rural poverty.
Consequently, there were few activities that woulot fit the strategies, with one exception of
infrastructure development in the NENA region, vhigas to be left to funds provided by co-financiers
governments.

134. One immediate consequence of the generality oftifategies was that there was no focus, making
it more difficult for IFAD to differentiate itselfrom other donors. The regional strategies didseatk to
exploit IFAD’s comparative advantage. Innovationr £xample, which is regarded as a comparative
advantage of IFAD, was mentioned in strategy documbut there was no strategy to pursue it. Table 3
showed that grants, other than for agricultural &RM research, were not sufficiently allocated for
innovation. The review of the grants programme tated that PN had not been very active in fostering
innovative approaches for agricultural researchth@fpillars of the action plan, knowledge manag#me
which should have close associations with innovadind through its focus be one of IFAD’s compamativ
advantages, was also featured. Precisely what letm®lthe division was to focus on and strategiegso
use were not developed. Knowledge management diire in grants, but $1 million was applied to
developing a knowledge generation and sharing mé&twothe NENA region before any strategy had
identified what categories of knowledge PN shouwdaentrate on. Interestingly, the PN review of the
grants programme found the weakest part of thetg@mwgramme was the way it managed reporting and
knowledge manageméfit

135. The implication of the strategies was that IFAD Wbnneet its objectives through projects. Grants
were not considered strategically, and their lidsaago the loan programme weak. No criteria were
established to determine what kind of interventionld be exploited by a grant and how grants might
used strategically as a mechanism to create swseagiross the region. Issues like strategic abisand
policy dialogue were left largely to be addressetha project level and limited resources were pled

49" PN, A Review of the Grants Programme in the Nezst Bnd North Africa Division (PN), 2005.
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for them outside project frameworks. Impact manag@mwhich is more an operational issue than a
strategic one, was considered but there was nomptttto develop a strategy to improve the feedbaok |
to enable divisional management to monitor projéatplementation progress.

136. COSOPs remained faithful to the broad coverage.
There was a good level of consistency between CGSDH
regional strategy. Only at project level were thdireergences
as projects had to make choices from within thetrstrategic
framework provided to them. Strategic partnershaipg policy
dialogue fared poorly. The reasons why strategitnpeships
did poorly was not established by the evaluatiod smains

an important question for PN management to resdee
possibility is IFAD’s reputation and a consequegluctance
on the part of other donors to commit funds for IFprojects.

A more likely one is that a project was designed BN sought
buy-in on the part of donors rather than approagtie issue
strategically and developing agreements on the qgiacertain
donors to contribute to issues of rural developnuérihterest

to them and, possibly, to participate in joint desi
Participation might be an important value in terofsrural
development. It might also be so for effective tsigic
partnerships because other donors must report @ th
effectiveness of their strategies. That suggest$ s$trategic
partnerships should also be addressed at the edderel and
resources allocated to it. Policy dialogue, othbant a
spectacularly successful project in Azerbaijan, asted.
Effective policy dialogue needs resources and timethe
Source: |FAD photo by Ursula Wieland highly skillful and specialized areas of draftinglipy papers
and organizing the political support necessary rwvide the
momentum for policy change. Neither regional sgeg nor
COSOPs recognized such requirements and, conséquent
provided no resources to undertake the requirenaffastively

at a country level.

Arab Republic of Eqypt

Minya Agricultural Development
Project

Woman with a child in Minya

137. IFAD has two broad approaches to projects. Thexgumal development projects which include a
range of different components and there are thenmtijects which concentrate on a theme like rural
finance, irrigation, fisheries or the environmefihere has been a tendency in NENA to favour broad
based agriculture and rural development projecthas/n in Table 11. Thematic projects are mordyike
to generate specific agendas for innovation, deiwiupolicy dialogue or knowledge management than
those that have a large number of components sschgeculture and especially rural development
projects. Also a series of thematic projects iebesuited and more likely to lead to a progranienat
approach in which successive projects pursue aumetiirm program. A case in point is the experiénce
Yemen where the designs of the Fisheries and Titemasonmental projects were strong on innovation,
devolution and policy dialogue compared to subsefjbeoad-based projects. In contrast, the impact of
broad-based projects is more likely to be expesdnon community development, agricultural
development and extending rural financial servitesmiew beneficiary groups. They provide an easier
context in which to target the rural poor. Theydiad to a programmatic approach which can beupdrs

in the context of a succession of area based pgsommntinuously improving the achievements of the
previous one. What regional and country stratedidsnot do was to develop a strategy and business
model in which the advantages of the two kinds odjgrt could be dovetailed effectively into a
programme of projects to produce synergies as agelb enhance the achievement of IFAD objectives in
areas like innovation and policy dialogue.
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Table11. T

pes of Projects in NENA Region

1990-2000 2001-2005 Total
Thematic 7 0 7
Agricultural and Rural Development 15 9 24
Total 22 9 31

138. Innovative pilot projects that can be replicatedl estaled up on a sustainable basis are an
important corporate priority for IFAD in generalhd Azerbaijan FPP was an exemplary model of an
innovative project. It exemplified key elementssatcess, including:

i. The critical importance of government commitmenttihe major project objective and a
central involvement in all aspects of project desigd implementation;

ii. Starting with a limited pilot operation designed ¥dader application;

iii. Building into the project the elements needed toegate timely and appropriate information
for monitoring and evaluating key success factors;

iv. Ensuring that project supervision focuses on te@inprogress as well as the standard
financial and administrative requirements (disbomsets, procurement, etc.). For this, direct
supervision by IFAD, or the use of a ClI that has alppropriate incentive and knowledge to
fulfill that role (such, as in this case, the WdBdnk) is critical;

v. Helping secure the needed additional technicalfgwadhcial resources to ensure that the pilot
project is replicated on a sustainable basis akaséb have the leverage with government to
address the required policy changes in an effeciase

139. Impact management was a pillar of the regionatexgsaaction plan. The mandatory requirement
that all projects have a monitoring and evaluagstem and more recently the inclusion of RIMS as a
mandatory part of all ongoing projects’ M&E systetras led to much effort and resources going into
project monitoring. Field visits suggested thatomtp measuring progress were produced fairly retyula
and that this information was distributed in an rappiate and timely manner. However, the analysis
needed to define shortcomings and take correctst@ra was not built into the systems or into
management processes. The impression often cathves®that data was generated more to meet IFAD’s
demands than as a tool of project management. BetyelFAD’s demands were not synchronized with
its strategic priorities.

V. CONCLUSIONS AND RECOMMENDATIONS
A. Conclusions

140. PN'’s regional strategies did not seek to focusFekD’'s comparative advantages like its bottoms
up approaches to rural development, political engravent of the poor and its close partnership with
governments to influence national policies. They bt seek to develop IFAD’s comparative advantages
and add to them by focusing on a few activitiesolnH?N does well and thus enable IFAD to differdatia
itself and to promote a strategic alternative &idostrategic partnerships with other donors arthprs.

141. They did not examine PN'’s business model, refimad apply it to the challenges in each country.
They did not examine IFAD’s instruments (loans gnants) and human resources to establish how they
could be matched most effectively to meet the eriatobjectives. What they seemed to do was tonassu
that the present approach was working satisfagidhiat individual CPMs were the best mechanism for
dealing with the numerous issues confronting PNelivering the desired outcomes and that they shoul
be enabled to do so within a broad and permissamdwork. This is, in fairness, more of a corporate
iIssue — regional strategies were adopted at a @igtevel without the necessary analysis of hosy th
should have been used to guide operations andllitteation of resources. PN in turn, clearly suftere
from this lack of clarity in developing and implentimg its regional strategies.
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142. The question of what resources would be availablietiver the objectives is probably the easiest
part of a strategy. PN could reasonably easily ipteghat resources were likely to be available tfue
strategy period as resource allocations seem todske predominantly on a historical b&si# difficulty
would be setting targets for cofinancing so thatrehsufficient funds would be available to meet
objectives. Setting such targets would be positivethat it would focus management attention on
delivering on strategic partnerships and the neetave longer term agreements in place. The recent
situation where numerous projects were unable ¢areeco-finance seems unsatisfactory and inditege t
need for a more strategic approach to partnersvpldpment.

143. The resources question also applies to organizdtiosalth and management. PN has a flexible
environment for HRM. It has a small core of pernmrstaff and funds to recruit additional staff teeh

its ongoing needs on long and short term basesni#dl core of permanent staff, however, has sicarit
workloads. They have little time for personal depehent, especially to become familiar with new area
of endeavour of importance to their work. The regiostrategies paid little attention to the questid
how to maintain the capacity of the division to ntain high quality products in a reasonably
unpredictable and changing environment. As a reBtile was done to prepare permanent staff totmee
some of the challenges that lie ahead especialllgarcontext of an ongoing development programme fo
staff and the provision of easily digestible infation to enable them to keep abreast of important
developments of relevance in the field.

144. The question of how the strategy was performing matsaddressed. For one thing, the strategy
contained too many categories without explainingjrtmterrelationships in terms of poverty alleioat
and how to measure results. Consequently, thereingafficient information for an effective reportn
system to be designed to report on performance.eVhkiation has found that the PN regional strategi
were not incorporated into the ongoing managenegdrting systems of IFAD. There were no changes in
how loan components and grants, for example, waiegorized. Reporting of loan components and grants
was based on different and mutually exclusive sétsategories. There was no relationship between
reporting categories and strategic priorities wifie consequence that there was no way that diakion
management could receive regular information abboatv individual elements of strategy were
performing. In fact, there was no management fegdbzop. Under these circumstances, strategy could
not be monitored and refined over time.

145. A number of important strategy issues were noticensd in the regional strategies. The question
of whether or not IFAD should invest in a countritigh only has one project every six years or mere i
pertinent and relates to a second question of theppcts of a strategic partnership with a co-fonamnm
when there is only a project every now and again.

146. Projects are implemented by government. Consegyatithtegy needs to introduce an appropriate
incentive system to encourage IFAD’s prioritiedprioritized in project implementation. ParadeXig,
management interest and incentives are usuallysémtumore financial issues rather than on the
achievement of priorities. Disbursements and pmment procedures are what are monitored most
closely. As a second priority, supervision repaassider technical issues like agricultural proolitst,
infrastructure progress, rural finance etc. withexamining impacts on the rural poor. General figdiof

OE are that supervision generally places most ofésources on managing the fiduciary aspects of a
project and pays insufficient attention to techhisaues and implementation support. Strategy fsserd

to receive little attention given that the manageimeporting systems are not organized to repernth

147. One purpose of strategy is to formulate meansrarganisation to achieve the goals it has set for
itself. IFAD’s goal is to lead global efforts inlpang the world’s poor by becoming a catalytic, iwtedge
based organisation focused on the design and ingpiation of innovative, cost effective and replieab
programmes with sustainable impact. This evaluakiaa found that PN’s regional strategies have not
lived up to this expectation in many respects tatrdoute significantly to this goal, indicating tretrategy

in these areas needs a serious rethink:

“ " Furthermore, PBAS allocations at the time of tbepion of the regional strategies were relativetigble as

they were based on divisional shares.
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i. PN's strategy for strategic partnerships has natkea Co-financing has been particularly
problematical indicating that IFAD does not weag thantle of leadership of global efforts in
the region, if one aspect of leadership is thdtghid mobilize supporters;

ii. Only one country (Moldova) had a good alignmentveetn COSOPs and regional strategies.
The alignment got worse at project level with NEKggistering an average score of 2.6 and
CEN a score of 3.0 (well below a satisfactory aingmt) for alignment with regional strategy.
Performance registered slightly improved ratingthwNENA scoring 3.4 and CEN 3.6 but
these scores were still below satisfactory;

iii. Innovation also fared badly (as would replicatioacéuse replication is dependent on
innovation). It was not highlighted in the CEN $dgy, which might be a consequence of
having a consultant not steeped in IFAD’s valudesyspreparing the strategy. Only two of
six NENA COSOPs were well aligned with the regiorsatategy for innovation. The
alignment of post 2001 project designs scored &. 7nihovation but disappointingly promise
turned into poor implementation performance withNMEprojects scoring an average 2.1 for
innovation.

148. IFAD is a small organisation with limited operatdnfunding. It performs a very important
function as the only IFI concentrating entirely romal poverty and development. To be effectivaeieds

to concentrate on doing a few things very well taintain its own comparative advantages. The Fund
therefore needs to marshal its resources and edigats human resources in such a way that theydo
on helping to maintain these comparative advantafjeis requires having a clear understanding of the
institution’s comparative advantages, prioritizitgem in regional strategies and supporting their
development with adequate financial resourceshdntneeds to know that operational divisions are
employing their resources to support the compagavantages. Innovation, for example, should lge on
such comparative advantage. Yet, there is veng littformation flowing up to management about the
resources that are applied to important comparatdeantages and what kind of impact they have on
IFAD’s work.

149. The Strategic Framework 2002-2006 identified 6 mezsfor enhancing IFAD’s catalytic impact.
Their ratings for alignment and performance gehedsdteriorated at the operational level comparéd w
the country programme level. Two of the measurdsengthening partnerships and knowledge
management, have been discussed in the previoagrpph. Of the other four:

i. Maximizing participation was not highlighted in tiZEN strategy. NENA COSOPs scored
well for alignment with regional strategy in pre@20strategies but less well in post-2001
strategies. Alignment of project designs with regiostrategies was excellent. Performance,
however, was poor with an average rating of 3.0idgeegistered for the region. No project
registered a fully effective score of 5 and 57 gant of projects evaluated, scored 3 or less. If
maximizing participation is a key success factsrjsaindicated by their being highlighted in
the strategic framework, the weak performance sstgggither that divisional management is
not monitoring an indicator on participation or itak the requisite action to address weak
performance effectively. Alternatively, the infortitan does not reach divisional management
in a timely manner so that it is able to take agtio

ii. There was generally a moderately satisfactory lefralignment of targeting of the rural poor
between COSOPs and regional strategies. That wgslyamaintained in the alignment
between project designs and performance and rdgtnagegies, though there was still room
for improvement with ratings being at the 4 lexaher than the fully satisfactory level of 5;

iii. IFAD’s participation in processes to develop PRS®Ra&s not examined in the regional
evaluation;

iv. Of all the categories, policy dialogue achieved Hthghest scores for alignment between
COSOPs and regional strategies. From scores ofipgdr 5 in NENA and 5.7 in CEN for
COSOPs, project designs averaged 1.9 for NENA ahdo8 CEN. Policy dialogue was little
better for NENA with an average rating of 2.2 atightly worse for CEN with an average
rating of 2.8. Policy dialogue, consequently, wénin the highest performer for strategic
intent to the lowest performer at the operatiopakl. That indicates that policy dialogue was
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not being implemented inside the project environtm€onsequently, given its priority, policy
dialogue needed, but did not receive, closer gii@a@ttention to ensure that it was sensibly
targeted and sufficiently resourced.

150. The 3" and &' replenishment reports sought to encourz
IFAD to produce a ‘catalytic impact’ to increase tinvestment retur
of its limited loan funds. That impact was to behiaged through
strategic partnerships, policy dialogue, innovatioreplication,
knowledge management and impact management. Theopsetwo
paragraphs have discussed all these areas other ithpact
management. Impact management also performed oadhati
Alignment was good between COSOPs and regionateggrafor
NENA, especially for the post-2001 COSOPs. In austir the
alignment between COSOPs and regional strategieSEd was poor
with an average rating of 2.3. Paradoxically, NEBlAalignment
between project designs and regional strategy wa® mvith an
average rating of 2.9 while CEN’s project alignnsewere better thar¥
its COSOPs with an average rating of 3.9. Projeetfopmance §&
remained at these levels with NENA scoring an ayeiz4 and CEN
an average 3.6. Impact management, consequentlynbah the same
experience as other areas. Alignment between prajesigns and
regional strategies and operational performanceeweeak and,
provided further testimony to the finding that wheds important t0  azerbaiian Republic

strategy was not emphasized to the same degreePsGat the Farm Privatization Project:
operational level.To sum up, this evaluation set touaddress three Hasanova Lumuzar picks flowers
guestions. The first was how well the regionaltstyges were designed off saffron plants on her farm in
A major weakness was that insufficient guidance \wesvided to Khatai village. She has already
divisions including PN on the contents of a goadtspy. Neither did harvested her wheat. Next year
the division have experience in producing suchratesgy. In spite of She will also be planting onions
that, the two regional strategies, especially tEN regional strategy, 2nd tomatoes

made a creditable beginning at producing the Hagicding blocks for
an effective regional strategy. There is no harmb@ing overly
generalized with a first shot so long as there gaxess to refine tha
generality and focus it through time based on egpee and a greate
understanding of the overall operational environm&hat process was
not put in place.

Source: |FAD photo by Robert
Grossman

151. The second question concerned how well the regsinalegies were implemented. The answer is
that they do not appear to have been implementad. SE made it quite clear that little operational
reference was made to either strategy. The stestegihieved little relevance because they werginen

the importance and support that they warranteds&gurently, as PN's SE confirmed, CPMs had a range
of views about their relevance, ranging from tHeing irrelevant to, at best, providing useful ‘#do

guidelines™?

152. The third question concerned whether or not IFADvpted the right resources and processes to
implement the strategies effectively. However, tmay not be an appropriate question for a number of
reasons. That is, the strategies were not usddiag locuments, and that many of the things thatten

like innovation, knowledge management, strategicngaships, policy dialogue were not addressed
effectively at operational level. A focus only orojects, which is what matters mainly under theenir
incentive systems and the absence of strategy niestrd number of key areas considered crucidtAdl
effectiveness were not emphasised. Hence, theigueghether the right resources and processes iwere
place to implement the PN regional strategy issogpertinent under the circumstances.

42 PN, Self-evaluation of the Near East and Northiodfrand Central and Eastern Europe and the Newly

Independent States Regional Strategies — Zero,2@H6, p.49
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153. Finally, at a strategic level, two important pri@$ which need to be addressed by PN are the
enhancement of IFAD’s comparative advantages amdetreraging of IFAD’s scarce funds to secure co-
financing from partners or counterpart funding fraovernments. Securing the rural development
innovatory niche must be a priority and warrantonsideration of how grant funds are employed. térea
attention needs to be paid on developing alteraatkills and opportunities for rural populationdside
agriculture, especially in the NENA region and nmakithat into an IFAD comparative advantage.
Likewise, rural finance also offers opportuniti@s develop new initiatives and new products so that
viable industry can be established to address furahcing needs, including those of the rural poor
Leveraging off the funds available also needs aiterat the divisional level rather than treatihgalely

as a project requirement. If the World Bank markessif to potential donors outside the replenishine
cycle, there is no reason why PN cannot also dorsits regional objectives.

B. Recommendations

154. The importance of IFAD regional strategiesThis evaluation recommends that IFAD develop a
new PN regional strategy. This is consistent wlith ¢valuation of the PI regional strategy (EVEREST,
2006), which recommended that regional stratediesld be continued and among other things become a
‘true tool’ of Pl and IFAD management. An eventd® regional strategy would assist, among other
issues, management in establishing prioritiestfocountry strategies and operations in the reglonew
regional strategy for PN should also include keyfgrenance indicators that would serve to manage
performance more effectively. It would also conitd to promoting divisional accountability, and dec
operations on where funds are spent most effegtivel

155. Although no new RS will be developed for the timeiny as per the decision of the IFAD
management, in response to PN self assessmentsexand to the recommendations made in the earlier
drafts of this evaluation, the division (PN) hasblshed a number of strategic and thematic studies
outlining the Division’s approach in key technieaktas and providing a strategic guide for operatian
the region. These are:

i.  Status of Rural Poverty in the NENA (jointly wittAB, 2007);

ii. Impact of Trade Liberalization on Agriculture irethNNENA (jointly with IFPRI, 2007);
iii. IFAD Thematic Priorities for the NENA (2008);

iv. Guiding Framework - Rural Finance in the NENA (2pG8d

v. The Role of High-value Crops in Rural Poverty Raiturcin the NENA 2008).

156. The need to establish strategic partnerships to mdlize co-financing. The capacity of PN to
leverage and mobilize co-financing has diminishades2002. In this regard, the evaluation has maert
that there was practically no analysis of what ott@nors were doing in the field and what theiesgths
and weaknesses are. IFAD needs to perform suclrketimg exercise to establish which donors ardylike
to have the best fit with IFAD’s strategy and tdrggem as potential partners. The ultimate aimois t
identify and establish strategic partnership wégional and non-regional institutions that haverest in
agriculture and rural development as a vehicle floral poverty reduction in the region. This
recommendation would also contribute in furtherlrdD’s overall objective of promoting innovative
solutions in agriculture and rural development, alshcan be up-scaled and replicated by other partner
including potential co-financiers.

157. Employ a specialist to develop innovative productd(nowledge management and innovation are
targeted by management as key comparative advant@igé=AD. The Initiative for Mainstreaming
Innovation called for developing concrete actiwti]® promote innovations. A building block for such
activities for PN could involve the production girbject identification briefs” that define the seoand
time-frame for obtaining specific results througisting followed by replication and up-scaling fack
potential innovative project. Such a building blaweds to be resourced with at least one officey ish
skilled in ‘product’ research and development. Tieajuires budget supplementation for the division t
provide such a resource or an indication to thésidim what work it is now doing which can be regatd
as low priority and the funds applied to it tramsfd to innovation development. The packaging ahsu
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product briefs would be subject to operating resitusing grants to fund pilot innovative projeots
where that is not possible, including small innox&tcomponents in regular operations. In cases avher
Governments have a strong commitment to innovaitbegs and are willing to borrow and assume the
risks of their development (as in the case of th kh Azerbaijan), a pilot project would be an appiate
mechanism. But when this is not the case and duaols are insufficient, innovative components can b
attached to regular operations.

158. As part of its efforts to support the developmehtimmovations in its portfolio, it should be
acknowledged that in 2007 the Division adopted & set of grant allocation criteria (closely linkéal
Corporate Key Performance Indicators — KPIs — aNdHh&matic priorities) that aim to link the PN gran
and lending programmes more strategically. A nunafdhese criteria relate to piloting innovationsla
promoting replication and upscaling. The Divisiaastalso initiated several programmes with recoghize
centers of excellence (ICARDA and IDRC) to suppmidt testing of innovative approaches in a number
of fields (including pro-poor supply chain analyspggomotion of non-traditional crops, research and
dissemination of improved technology for small roaits) which are then expected to be replicated in
future IFAD lending operations.

Gaza and the West Bank

Gaza Strip and Jericho Relief and Development
Programme: Future entrepreneurs attending a
training course at the Business Service Centre
for Women's Enterprises in Beit Hanoun.
Women are trained to conduct feasibility studies
before undertaking a new enterprise

Source: |FAD photo by Wendy Sue Lamm

159. The human resources of PN should be strengthened tivithe addition of an experienced
operations advisor and another professional econosti*> The major purpose of these additions would
be to strengthen the catalytic impact of IFAD’s gnams in the PN region, improve the quality of
economic and sector work required to achieve bettelopment effectiveness, and enhance portfolio
management in general. The major responsibilitieseonew staff could include the following:

i. develop a programme to secure additional funding IFAD projects through strategic
partnerships;

ii. support the CPM’s in their efforts to identify kpgverty alleviation activities to be supported
by IFAD in their countries;

iii. develop and implement programs with relevant ecan@nd technical research institutes to
help IFAD develop innovative pilot projects, defitiee specifics of the policy dialogue,
undertake economic and sector studies that capdrationalized, etc;

iv. support the CPM'’s in ensuring that project and gsaipervision and implementation support
is carried out according to IFAD standards and dakdl advantages of development
opportunities provided by the project/grant;

v. support the CPMs in taking advantage of developroppbrtunities emerging during project
implementation including dialogue with the govermtnef policy lessons.

43It should be noted that the Division has recentynpleted the recruitment process for three neviepsional

staff; a Portfolio Adviser as well as two new CPMB,of whom are expected to become operationdlig/August
2008.
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159. The incentive system for CPMs should be refocusedhastrategic priorities. In the context of a
regional strategy, PN should review the incentiygtesn for CPMs. The present system is overly foduse
on project development and insufficiently on outesnof those projects and the contribution project
designs make to IFAD’s own reputation. The Divistuais taken this recommendation on board, and is
now placing a stronger emphasis on country progranmplementation (in itself an important corporate
priority) with the conversion of some 70 per cehtree divisional portfolio to direct supervisiondithe
expected out-posting of CPMs. This has been comgiéed by the inclusion of Implementation
Indicators, linked to the Divisional ManagementrPia staff performance reviews. CPMs have also
benefited from intensive training programme, witbanCPMs now trained in Rural Finance, Knowledge
Management and Innovation.
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Rating Scales for each Regional Strategy Priority

Appendix la --

NENA -- Alignment and Effectiverss [¥] Ratings of COSOPs and Projects to Regioh&trategy

Assessment Criteria

Highly satisfactory
(6)

Satisfactory
®)

Partly satisfactory
4

Partly unsatisfactory
(©)

Unsatisfactory
@

Highly un-satisfactory
1)

RS Objectives -
Empowerment,
diversification; gender;
and NRM

All four objectives are
fully reflected
adequately

All objectives are
reflected but not
adequately

_Or
Three objectives are
fully reflectec

Three objectives are
reflected but some
inadequately

Two objectives are
fully reflected

One objective is fully
reflected.

None of the objectives
are reflected or one or
two are inadequately
reflected.

Intervention
Areas

Each intervention area covered in the COSOP thatigded in the RS is awarded a point of 1 ititsitent fully reflects the content of the RS; taffoint if it
does only partially so and zero points if the cageris inadequate. If an intervention area notiged in the RS is included in the COSOP a one point
deduction is made. Maximum points are six if atlistervention areas are fully covered and zerwifie are covered or covered inadequately.

1. Programming
Approach

The country strategy
or project was
designedex-anteas a
set of interventions to
achieve the
sustainability of key
ID or other goals.

The country strategy or
project followedin facta
set of interventions to

achieve the sustainabilit

of key ID or other goals.

The country strategy or
project referred to a
program approach, but

y did not follow it through

with a structured and
sequenced set of
initiatives. A general

objective for the program

was specified.

The country strategy o
project did not refer to
a program approach,
but some aspects of
projects implied a
program approach with
no general objective
specified. The
approach was later
extended outside the
project context.

r The country strategy
or project did not refer
to a program
approach, but some
aspects of projects
implied a program
approach with no
general objective
specified. Not clear if
the approach will be
extended.

The country strategy or
project did not consider
a program approach

2.Participatory
Approach

The country strategy
or project specified a
well-defined
participatory approach
for all the main project
components with clea
and substantial
responsibilities for
decision-making.

The country strategy or
project specified a well-
defined participatory
approach fosomethe

main project component|

with clear and
substantial
responsibilities for
decision-making.

The country strategy or
project specified a well-
defined participatory

approach for one or two

5 minor project

components.

The country strategy o
project specified a
participatory approach
of limited scope or
decision-making
responsibilities.

-- e.g. one that
involved only advisory
responsibilities.

r Participation was
limited to collecting
information from
stakeholders and
providing them with
feedback; they played
no other meaningful
role.

There was no mention g

participation in the
country strategy or
participation of
stakeholders in any
aspect of project design
or implementation.

T XIAN3ddVv
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Appendix 1-Table A --

NENA -- Alignment and Efectiveness [*] Ratings of COSOPs and Projects ®egional Strategy

Assessment Criteria

Highly satisfactory
(6)

Satisfactory
©®)

Partly satisfactory
(4)

Partly unsatisfactory
©)

Unsatisfactory
@)

Highly un-satisfactory
(€

3. Innovation,
Replicability &
Scaling-Up

The country strategy
or project identifies
and promotes
innovative areas
through pilot projects
or non-lending
mechanisms that have
a clear program for
testing and
replicability.

The country strategy or
project identifies and
promotes innovative
areas through pilot
projects or non-lending
mechanisms that are to
be tested.

Innovation is mentioned
in general terms, but
without identifying

suitable areas or means

of doing so.

Cursory mention of
innovation.

innovative solutions
were needed and
could have been
developed by IFAD

(missed opportunity).

Ignored areas in whiclh No mention of the need

for innovation.

4. Devolution

The country strategy
or project promotes
devolution to end-
usersandthe private
sector in avide range
of different activities.

The country strategy or
project promotes

devolution to end-users
andthe private sector in
a fewselected activities

The country strategy or
project promotes
devolution to end-users

or the private sector in a

fewselected activities.

The country strategy o
project identified
devolution as an
important area and
specifies general
approaches but no

r Cursory mention of
devolution.

No mention of
devolution

5. Capacity Building
and
TA Grants

The country strategy
or project include
detailed analysis of
capacity building
priorities and related
program for support
of (i) capacity building
of institutions that can
take over IFAD
programs andii)
specific research and
impact assessment
studies through
identified research

centers

The country strategy or
project include a
capacity building
strategy and a program
of support of (i)
capacity building of

institutions that can take
over IFAD programs and
(ii) _specific research and

impact assessment
study(ies) through
identified research
centers

The country strategy or
project include a
capacity building
strategy and a program

of support of (i) capacity

building of institutions
that can take over IFAD
programs ofii)_specific
research and impact
assessment study(ies)
through identified
research centers

Support for capacity
building is noted in
general and specific
research centers are
identified for research
and impact assessmer
but with no specific
programs/studies

Support for capacity
building is noted in
general terms.

=3

No mention of support
for capacity building.
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Appendix 1-Table A --

NENA -- Alignment and Efectiveness [*] Ratings of COSOPs and Projects ®egional Strategy

Assessment Criteria

Highly satisfactory
(6)

Satisfactory
©®)

Partly satisfactory
(4)

Partly unsatisfactory
©)

Unsatisfactory
@)

Highly un-satisfactory
(€

6. Targeting
the rural poor.

Detailed analysis of
target groups leading
to specific
geographical targeting
in areas of large
concentration of
poverty andargeting
that favors the poores
segments of the
population.

Detailed analysis of
target groups leading to
specific geographical
targeting in areas of
large concentration of
poverty andimited or
indirect targeting that
favors the poorest
segments of the
population.

Detailed analysis of
target groups leading to
specific geographical
targeting oflimited or
indirect targeting that
favors the poorest
segments of the
population.

Good analysis of targe
groups, but the diverse
needs are not well
articulated. Good
geographical targeting
but the poorest
segments are not
targeted.

t Broad mention of
target groups but
without differentiation
of different groups.
No targeting

No analysis of target
groups

7. Targeting

rural women and
involving womens’
groups.

Detailed assessment
the needs of women
among the rural poor
leading to gender
specific targets in
major project activitieg
andpromoting
womens’ groups as a
project objective.

fDetailed assessment of

the needs of women
among the rural poor
leading to gender
specific targets in major
project activitieor
promoting womens’
groups as a project
objective.

Assessment of the need

of women among the
rural poor leading to

5 Assessment of the
needs of women
among the rural poor

specific gender targets in leading to monitoring

minor project
components (e.g. as
trainees or recipients of
extension servicegyr
promoting womens’
groups as a project
objective.

of the gender results
(no of beneficiaries;
credit recipients, etc.).

Assessment of the
needs of women
among the rural poor
but no provision for
measuring project
impact on gender.

No assessment of the
needs of women.
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Appendix 1-Table A --

NENA -- Alignment and Efectiveness [*] Ratings of COSOPs and Projects ®egional Strategy

Assessment Criteria

Highly satisfactory
(6)

Satisfactory
©®)

Partly satisfactory
(4)

Partly unsatisfactory
©)

Unsatisfactory
@)

Highly un-satisfactory
(€

Strategic Partnerships

The country strategy
actively seeks to build
on strategic
opportunities for
achieving
complementarities ang
synergies with other
important players and
programs and
identifies specific co-
financing
arrangements with a
strategy for co-
operation including
the non-financial
aspects.

The country strategy
actively seeks to build o
strategic opportunities
for achieving
complementarities and
synergies with other
important players and
programs and identifies
specific co-financing
arrangements.

n mentioned as potential

A number of partners arg

co-financiers for some
specific projects; and
number of other agencie
that are working in the
country are mentioned
for achieving
complementarities and
synergies with others.

> The country strategy
identified co-financing
possibilitiesor
mentions strategic
sopportunities for
achieving
complementarities and
synergies with others.

A number of partners
are mentioned in a
general manner.

There was no mention g
partnerships in country
strategy or projects.

Policy Dialogue

The country strategy
or project contained a
clear strategy for
policy dialogue.
Thematic areas and
topics for policy
dialogue are identified
and prioritized and
entry points for policy

dialogue determined.

The country strategy or
project contained a clea
strategy for policy
dialogue. Thematic areal
for policy dialogue are
broadly defined and
entry points for policy
dialogue determined.

s dialogue. Thematic area

The country strategy or
project contained a clear
strategy for policy

are broadly defined but
specific entry points to
engage in policy
dialogue are not outlineg

The country strategy o
project outlined the
importance of policy

5 dialogue and
mentioned a few
specific areas but did
not outline a clear
strategy for policy
dialogue.

r The country strategy
or project mentions
policy dialogue in a
general manner.

Policy dialogue is not
mentioned.
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Appendix 1-Table A --

NENA -- Alignment and Efectiveness [*] Ratings of COSOPs and Projects ®egional Strategy

Assessment Criteria

Highly satisfactory
(6)

Satisfactory
©®)

Partly satisfactory
(4)

Partly unsatisfactory
©)

Unsatisfactory
@)

Highly un-satisfactory
(€

Knowledge
Management

The country strategy
and projects includes
detailed program for
generating new
knowledge and
sharing and
disseminating IFAD’s
extensive knowledge
base and lessons fron,
the experience of
others through cross-
fertilization
workshops and
seminars and use of

The country strategy and The country strategy ang

A projects provide for
sharing and
disseminating IFAD’s
extensive knowledge
base and lessons from
the experience of others|
through cross-
fertilization workshops
and seminars and use 0
grants.

grants.

projects provide for
sharing and
disseminating IFAD’s
extensive knowledge
base through cross-
fertilization workshops
and seminars and use o
grants (but does not

f mention lessons from th
experience of others)

General need for
knowledge
management identified
with the requirement
that an agenda be
prepared.

Need for knowledge
management
identified in general
terms

No mention of
knowledge managemen

L.

Impact Management

The country strategy or project is rated on a soélé to 6 depending on how many of the followimgasures it includes to strengthen the impactso

activities: (a) becoming more involved in projetiplementation and supervision; (b) TA grants topsupproject implementation; (c) engage in furtpelicy
dialogue on best practices for helping the ruradrp@d) focus on participatory development projesith more potential for long-term sustainabilitpda
ownership by the beneficiaries; and (e) engagajpacity-building and TA activities to strengthee trapacity of local institutions; and (f) assessithpact of
development projects on beneficiaries and leasoles of experience.

f it
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Appendix 1-Table B - CEN -- Alignment and Effectiveness [*]

Ratings of COSOPs and Projects to Regal Strategy

Assessment Criteria Highly satisfactory Satisfactory Partly satisfactory Partly unsatisfactory Unsatisfactory Highly un-
(6) (5) (4) (3) 2 satisfactory (1)

Objectives Country strategy or projegt Country strategy or Country strategy or Country strategy or | Country strategy or No mention of

supports key aspects of theproject supports the project supports the project refers to project mentions support to transition

transition process throughtransition process transition process transition in a general| sustainability with no or sustainability in

sustainable programs in thethrough sustainable through programs that | way and does mention reference to transition. | the country strategy

agriculture and non-farm programs that contribute to rural sustainability or project.

sectors contribute to rural poverty reduction

poverty reduction

The rating scale reflects the differing importagoeen by the RS to different investment opport@sitiThe six intervention areas are divided into gn@mups —
Investment those that offer the best opportunities to moveodyioverty — viz. ID and market linkages — and dliger four investment opportunities. The former awarded
Opportunities 2 points each while the latter are given half aapeach. If an intervention area not included B RS is included in the COSOP a one point dedudsiomade.

Concentration on a few Concentration on a few | Concentration on a few| Concentration on a Country strategy or IFAD activities are

areas that reflect IFAD’s | areas that reflect IFAD’s| areas that reflect few areas that reflect | projects mention only | widely dispersed

comparative advantage comparative advantage | IFAD’s comparative IFAD’s comparative | one or two of the geographically and do
Targeting based on a thorough based on a thorough advantage based on a | advantage based on g targeting priorities not reflect its
[Geographical analysis of country needs.| analysis of country thorough analysis of thorough analysis of | given in the RS as comparative
concentration; Focus on the poorest needs. country needs. country needs. summarized in the HS| advantage.

selectivity and women]

segments of the populatio

Ensuring women have
access to proposed
investments and have

adequate representation ir
relevant rural institutions.

n.Focus on the poorest
segments of the
population. Ensuring
women have access to
proposed investments.

Ensuring women have
access to proposed
investments.

General reference to
benefits that will
accrue to women and
some monitoring of
this aspect

column.

Operational Approach

Country strategy or projec

include a programmatic

approach, innovation, use
of variety of instruments,

flexibility and technical

and managerial support in

project design and
implementation; and the
use of a variety of
instruments.

Country strategy or
project include a
programmatic approach
and at least three other
aspects mentioned such
as innovation, use of
variety of instruments,
flexibility or technical
and managerial support
in project design and
implementation.

Country strategy or
project include three of
the aspects mentioned
in the RS.

Country strategy or
project include two of
the aspects mentioneq
in the RS.

Country strategy or
project include one of
the aspects mentioned
in the RS.

Country strategy or
project include none o
the aspects mentioneq
in the RS.

f

Strategic

The country strategy or

project cements relations

with donor through a

The country strategy or
project cements relation

with donor through a

The country strategy or|

5 project outlines broad

areas of collaboration

A number of donor
agencies working in

the country are

A general reference is
made to foster
partnerships with

There was no mention
of partnerships with

donor or any of the
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Appendix 1-Table B - CEN -- Alignment and Effectveness [*] Ratings of COSOPs and Projects to Regial Strategy

Assessment Criteria

Highly satisfactory
(6)

Satisfactory
©)

Partly satisfactory
(4)

Partly unsatisfactory
©)

Unsatisfactory
@)

Highly un-satisfactory
)

Partnerships

programmatic approach;
explores new avenues of ¢
operation going beyond co
financing that build on the

long-term priorities and

strategic interest of each

donor; and builds
partnerships with civil

society ,NGOs and project

beneficiaries including
possible co-financing.

programmatic approach;
D-explores new avenues of

co-operation going

beyond co-financing that

build on the long-term
priorities and strategic
interest of each donor.

with donors and also
mentions areas of
partnership with
project beneficiaries,
civil society and/or
NGOs.

but without
specifying specific
commitments for
working together.

project beneficiaries,
civil society and
NGOs but no mention
of partnerships with
donors.

other aspects of
partnership building
with civil society,
NGOs or beneficiaries
in the country strategy
or projects.

Policy Dialogue

The country strategy or
project contains a clear

strategy for policy dialogue
Thematic areas and topics

for policy dialogue are
identified and prioritized

and entry points for policy

dialogue determined

The country strategy

contained a clear strategy

for policy dialogue,

through projects and with
partners. Thematic areas

(without specific topics)
for policy dialogue are
identified and prioritized

and entry points for policy

dialogue determined.

The country strategy
contained a clear
strategy for policy
dialogue through
projects. Thematic
areas (without
specific topics) for
policy dialogue are
identified and
prioritized.

The country strategy
identifies specific
areas for policy
dialogue. Thematic
areas are mentioned
general terms.

Cursory mention of

policy dialogue was

included in the

country strategy or
nprojects.

No agenda for policy
dialogue specified.

Knowledge
Management

The country strategy and
projects had a clear strated
and program for generating

knowledge; document

proven approaches that ca
be replicated; identify key
lessons that help maximize

impact; improve IFAD

monitoring and reporting to

improve impact

management; and use TAC
to generate new knowledge

on opportunities and

The country strategy or

yprojects document proven or projects document

approaches that can be
replicated; identify key

n lessons that help

maximize impact;

improve IFAD monitoring
and reporting to improve
impact management; and
use TAGs to generate ne|
bknowledge on

opportunities and
markets.

The country strategy

proven approaches
that can be replicated
identify key lessons
that help maximize
impact and mention
one or two other
aspects outlined in the
WRS.

D

General need for
knowledge
management
identified with some
aspects of impact
monito