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I Good practices in management response to evaluation;
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9 Mechanisms for facilitating learning and knowledge development
from evaluations.

These Guidelines are expected to contribute to better use of evaluation and
to improve accountability and organizational learning.
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Introduction

1. Evaluation plays a key role as: i) sburce of evidence on the achievement of results and
institutional performangesupporting accountabilityandii) an agent of changepntributng to building
knowledge and organizational learning

2. Evaluation can make an essential contributiomémaging for results, and to organizatigide
learning for improving both programming and implementation. Yet, the value of evaluation depends on
its use, which is in turn determined by a number e$tupam key factors, including (but not limited to):

1 Rdevance of the evaluation, in terms of timing, so as to make evaluation findings
available when decisions are taken;

1 Quality/credibility of the evaluation, which derives from independence, impatrtiality, and
a properly defined and inclusive methodology;

1 Acceptance of the evaluation recommendations, which partially depends on the above
two points;
1 Appropriateness of practices in the management response, dissemination and use of

evaluation findings.

3. In 2007, the Wited Nations Evaluation Group (UNEG}equestedhe then Evaluation Quality
Enhancement (EQE) Task Fort® undertale further work on the development of a paper on good
practices for management response mechanisms and processes.

4, Subsequently independent consultants were commissioned toovidlepan overview of, and

lessons learned on Management Response and Fafiot evaluation recommendations within the

United Nations systemand 2) develop good practice standards based on common and differential
features as well as key challengesttatal uati on units within the UN sy
and NGOs face when dealing withllow-up processes to evaluatin

5. The consultantsdé reports were discussed at the
the conclusions from ehdiscussion provided the guidance to the Task Fordedlize its work. It was

agreed that UNEG should first develop and agree upon Good Practice Guidelines for theigoltow
evaluationsd rather than develop prescriptive standards. Good practices ara@rawn from the
experiences and approaches used by a wide range of evaluation functions that operate in differing
contexts, with the aim that they be adapted by UN organisations to match their individual needs and
organisational settings.

1 A. Engelhardt, Management Response and Fellpwto evaluation recommendations: overview and lessons
learned, 2008

2 0. Feinstein, Institutional practices for Management Response and Evaluation&o)I2009
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6. By drawing exterigely on the two previous reports by independent consultants, this paper aims
at outlining good practices in management response to evaluation, in the development of (formal and

informal) systems for tracking and reporting on the implementation of the evali o n s 6

recommenc

and mechanisms for facilitating learning and knowledge development from evaluations. Good practices
are expected to cover both the accountability and the learning dimensions of evaluation, including

incentives to use evaluatiorstgts in future programming and management.

Preconditions for follow up to evaluations

7. There are certaipreconditionghat aid effective evaluation management response and fafow
processes, as outlined in Figure 1. Whilst description of the attribitégh quality evaluation planning
and implementation processes are beyond the scope of this paper, their importance to the effectiveness of

the ensuing management responsefathalw-up processes must be clearly highlighted.

Figure 1:
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8. Involvement of iternal stakeholders (and to the extent possible relevant external stakeholders)
throughout the evaluation process increases the
evaluations. The establishment of reference and consultative groups,avtichi se on t he eva
approach and provide feedback at key milestones of the process, work both to enhance the quality of the
evaluation, and to increase the likelihood that evaluation recommendations will be accepted, owned, and
acted upon.lt is important to strike an appropriate balance between promoting the ownership of
evaluation findings and recommendations without compromising the independence of evalltbn

can be aided by clearly defining the role of such a reference or consultatiyepgimuto commencing

work.

9. Another precondition for follow-up is quality evaluation recommendations. The
recommendations, which should be firmly based on evidence and analysis, and logically following from
findings and conclusions, are to be clearly folaed, and presented in a manner that is easily understood

by target audiences. Both strategic and more operational recommendations are expected to be
implementablé

10. The eval uat i o ntlrdfactorafedtindthel uiility gf the evaluatioBredibility, in

turn, depend®n independence, impartialittransparencyquality and theappropriateness of thmethods

used. Reporting lines and different structures of the evaluation units are key factors influencing the
independence, credibility apkdence, theutility of evaluations.

Policy statements that deal with evaluation follow up

11. The UNEG Norms and Standards for Evaluatiom the UN Systerh state the need for
management response and systematic fellpwactivities as a means for evaluationscontribute to

knowledge building ad organizational improvemengt andar d 1. 4 UNs argamjzatiortss t hat
should ensure appropriate evaluation folowp mechani sms and have an expl
ensure that evaluation recommendationsuwailized and implemented in a timely fashion and that the

findings of evaluations feed infrogramme or project planningn explicit disclosure policy ensures the
transparent dissemination of evaluation reports.

12. The different mechanisms to deal with ragament response and follay can be distinguished

along two separate, but in practice often related, dimensions: the degree of formality of the process and
the way the knowledge generated by the evaluation is shared. On the one hand there are formal and
informal processes, the latter being characterized by mene@ahteractions among evaluators and users

of evaluations. On the other hand, the distinction is made bewwgdinit (or codified) knowledge, as the

one <crystallized i ationg and impleit (ordaciy knowtedge, ovhich esnstared

3 Some agencies give an order of priority for recommendations, and / or require a timeframe to be specified.

4The factors influencing the use of evalwuations are di s
Eval uati on ofatiantNe.8r Used, Evalu

® Available atwww.unevaluation.org
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when evaluators interact with potential users of evaluations and enter into a dialogue that allows for
knowledge sharing, without having that knowledge embodied in documents.

13. Although it has beenh®wn that the formalization of, and transparency in, the set up of
management response and follaw mechanisms contributes to greater systematization and more
rigorous implementation of the recommendations, the two models are by no means inconiizdttibie.

each process strengthens the otherodés value in pr
recommendations by management and, at the same time, ensuring accountability within and outside the
organization.Formal and informal mechanisms for mgament response and follawp reporting

represent powerful incentives for accountability mechanisms to work and contribute to organizational
learning.To that extent, evaluation policies must be explicit about felipnmechanisms, both formal

and informal

14. The main principles that should be embodied by an evaluation policy focused on theuipiiow
evaluations include ownershigonsultatiorand transparency.

15. Similar t o t he i mportance of stakehol der 6s
stakehal er s6 i nclusi on and en guwgE®eassstnot tomyr imporgaht dou t t he
accountability purposes, but it also builds ownership and increases the potential the evaluation has to

impact on organizational learning.

16. Related and supportive iectives for using evaluation results, to which the organization should
commit itself include: building a culture for valuing evaluation; emphasizing the need for compliance;
ensuring that evaluation recommendations are relevant to and timely for thezatigaai agenda;
ensuring a close alignment of the departmental agenda to recommendations emanating from evaluations;
senior management by, relating good evaluation practices to resblised programming; and the use

of results for evidence based commiuation strategies

17. The policy should clearly define the roles and responsibilities of evaluation offices or units,
managers, andtaff at large.It is also important to maintaironstructive relationships with the
organi zationds Governing Bodies and other technic
independence of the evaluatidmnction, which can be achieved through holding consultations with
stakeholders during ¢hpolicy drafting process to ensure that they are clear and supportive of their role,

while also emphasizing the importance of independent assessments that reflect the opinions of all
stakeholders.

18. The requirements and mechanisms forftilow-up to evalations, including the dissemination
of evaluationreports, management response and fellpwreports, must be made clear through the
policy. The policy should also leaveom for informal activitiesAnother important point to include is
the time frame fothe management response and for the implementation of other-fgil@wetivities.

Figure 2:
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19. In this context, the institutionalization of practices fmanagementesponse and followp is
deemed essential to capitalisetba knowledge created and contribute to development effectiveness, by,

on the one hand, hel ping to | earn what worked wel

and, on the other hand, by serving as an instrument for accountability (whittwmnj becomes an
incentive for learning).

Management response to evaluation recommendations

20. The UNEG Normsand Standardfor Evaluation in the UN System suggest the development of a
formal response to the evaluation by management and/or the governgiteast addressed by the
recommendationsSt andar d 3Evalud@tionsrégaireseas ,explifit response by the governing
authorities and managementd r e ssed by its recommendati onso.

21. This section outlines principles and good practices with respecheodevelopment of
approaches, mechanisms and processes to promote effective management responses to evaluation
recommendations.

Figure 3: Management responses put in place formally or informally, by year
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22. Management Responses to evaluations in UN agemacegsnost commonly embodied in the
production of a formal documenthe majority of the UN agencies (and other bilateral and multilateral
organizations) develop management resporssein a matrix form, requiring feedback to each
recommendationi.¢. acceptednot accepted, partially accepted) and a list of actions that the responsible
unit(s) commits to take in a fixed amount of tifidie responses may also have a narrative component
To ensure relevance, the managentesponse is often required to be cortgdlewithin a specific time
period after the release of the evaluation report.

23. The management response matrix constitutes the baseline for monitoring of accepted
recommendations and agreed actions, which in turn informs faifpweports on the status ofeth
implementation. While serving as an important accountability tool, the outline of strict and close
deadlines needs to take into adequate consideration the time that in some cases (e.g. joint evaluations) is
necessary for the involvement of different sfagélders and/or organizational levels. An electronic
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monitoring tool to track the timely receipt of documents is advisable, especially when evaluation units
find themselves managing a significant number of reports and folpdocuments.

24, Although the evalation function should not be held responsible for the substance of a response,
which lies with the manager concerned, it must check the quality of management responses to ensure that
the recommendations have, indeed, been responded to and have a chagiog ahplemented. To
facilitate the processvaluationfocal points should be established to coordinate the preparation of
management responses. In addition, an internal monitoring system should be established to enhance the
accountability of managerand ensure that management responses are submitted in a timely manner.

25. In the case of country level and sometimes project level evaluations jointly undertaken by UN
entities and governments, management and governments should be expected to providseatetp
evaluation, which is disclosed jointly with the evaluation report. Clear roles and responsibilities are of
particular importance in the case of joint evaluations, where-awgfency coordination is required for
effective management response &vitbw-upe.

26. Management responses to decentralized evaluations which are managed by agency field offices
and/or regional or thematic or policy bure@asisould follow the processes as described above.

Elements of good practices for management responses

27. Thefollowing attempts to distil key elements of good evaluation practice that promote effective
follow-up through thenanagementesponse.

28. A focus onincreasing the level of ownershipf the evaluation findings and recommendations
through both formal and informal processes during the evaluation process improves the likelihood of
effective management response and evaludibow-up.

29. Clearly defined roles and responsibilitiga the pocesses dealing with management response
and followup are needed and should be communicated to all key evaluation stakehaldading
managers, officers and members of Governing Bodies.

30. Establishan agreed deadliney which Management or other kektholders (e.g. Governments
and possibly other partners), should provide their formal response to the evaluation.

31. A focal pointshould be nominately managemento coordinate the management response
This is particularly importantni cases where the euation involves several operational units, and
different management levels.

6 OECD, DAC Guidance for Managing JointEvaluations, 2006

7 This is an adaptation of théefinition used by WFP and UNDP, which also applies to UNICEF and most
organizations. Furthermore, this definition is consistent with the one includgitdienwall and Obrand (2008)
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32. In the case of joint evaluations involving several agencies/partners, -ancagroup with
management representatives of the different agencies/pastnaukl beformed to elicita coordinated
management response

33. In case the concerned managers lack experience in preparing a management response, the central
evaluation unit should routinelgrovide support by showing good examplesnosinagement response

and clarifying any doubts, making reference to the evaluation policy of the organization (if there is one).
The support role of the central evaluation unit is particularly important in the case of agencies with
decentralize@valuation offices or decenlized evaluation focal points.

34. The Management Response should clearly indicate whether Management accepts, partially
accepts or rejects the recommendatiofifsthe latter is the case, the reason(s) for the rejection should be
provided. In the former casactions to be taken should beentionedn detail, indicating the time frame
and specific unit(s) responsible tmplementthe planned action(s). When more than one unit is
mentioned, it should be clear which unit is respondittenhich action(s). Thisnformation should be
presented in the form of a management response matrix, showing the relevant information at a glance

35. Management Responses should be disclosed in conjunction with the evaluadtowever, if

the management responsibes not become avallle within the agreed period, and if there are no
acceptable reasons to extend (or further extend) the deadline, the evaluation report is disclosed with an
indication that the management response was not made available at the date in which it was due.

36. Evduators should be encouraged and expected to pursue opportunities for dialogue with
management on evalwuation recommendations and man:
task but, at the same time, being careful to ensure their independentecandp r o mot e manage
ownership of, andommitmentto, their responsdndeed, dialogue at all levels of the evaluation process
increases the perceived relevance, and stakeholder ownership of evaluations.

Follow up processes and learning

37. The main purposeof institutionalizing followup processes to evaluations are: 1) to strengthen
the use of evaluations; 2) increase stakeholder and managemeénttbumprove performance; and 3) to
facilitate indepth dialogue about evaluation results and follpvto influence theplanning and
implemenation ofstrategies, programmes and projects

38. It has been demonstrated that transparent management response andpf@itosesses increase

the implementation rate of the recommendatfodBIEG Standard 1.5 requirése evaluation function to

ensure that followup and regular progress reports are compiled on the implementation of the
recommendations emanating from the evaluations already carried out, to be submitted to the Governing
Bodies and/or Heads of organizatioki¢hile this may not be the practice for all evaluation functions in

the UN system, all evaluation functions should consider implementing mechanisms that facilitate follow
up of evaluation recommendations

8Achim Engel hardt, fi Ma n aup & rewalnation reeommenmadatons: oxanview dnd ledsamsv
|l earnedodo p. 5.
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Systematic follow up to evaluations

39. As described inthe previous section, the management response matrix clearly outlines the
recommendations from the evaluation, the response from management, and the actions to be taken
including a clear indication of the entity responsible for the action and the tirfalicempletion.

40. Reporting on followup to evaluations should take place at regular intervals, e.g. on an annual or
biannual basis. Each organization should determine the appropriate intervals and ensure that they are
communicated to staff amstakeholdersRe porting intervals are ideally
planning processe®\ default expiration periodor the tracking of followup to recommendations of
evaluations is desirable to ensure that costs (including financial and hoswesgsary for tracking the
implementation of recommendations are balanced with the begefitsis also important to allow

flexibility in terms of changing actions that have been agreed upon in order to ensure their relevance
within a changing context.

41. There are several mechanisms for the systematic faljptihat are considered good practice:

1 Electronic platforms have proven to be a successful mechanism for tracking the actions
taken in response to the recommendations of an evalu@itierbenefits of & electronic
platform include the ability to generate reports and complete disaggregated analyses on
the implementation across the organization, and will facilitate access by all stakeholders
to the information generatedOrganizations interested in devpiog an electronic
platform for tracking should seek lessons learned from those organizations that have
implemented such a platform.

1 Reporting to governing bodies (and thus to the entire organization and its stakeholders)
on an annual or biannual basis the status of the implementation of recommendations is
an effective means of ensuring accountability. The report could come in the form of an
Annual Evaluation Report that covers multiple aspects dealing with evaluation in the
organization or a report gpifically focused on the implementation status of evaluation
recommendations and folleup actions. Reporting can serve as an incentive to
implement followup actions in a timely fashion.

1 Discussionson planned followup to evaluations and the statusroplementation of the
recommendations are essential for ensuring that stakeholders are aware of the findings
and the actions planned and/or takBiscussions will enable stakeholders to provide
comments and suggestions for moving forwar@iscussions onthe follow-up to
evaluations can take place systematically at the annual meeting of the Governing Body
and/or through Senior Management Teams. Such discussions should focus on strategic
issues of corporate significance and on recurrent findings and recatatimns from
project evaluations. Discussions will build ownership within the organization and serve
as a further incentive to implement follayp actions in a timely fashion.

9 For example, JIU per fult tracks the followup to recommendations for a period of 4 years.
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Learning and contribution to knowledge development

42. Systematic mechanisms forllifav-up to evaluation recommendations are positive steps in
institutionalizing a system for followp. However, in order to ensure effective and appropriate fallpw
they should be complemented by other incentives and less formal mechanisms.

43. Several mech@asms for facilitating learning and knowledge development from evaluations are
considered good practice:

1 Knowledge products can include the actual evaluation report, an evaluation brief, an e
newsletter with a short summary, or other products. Knowledagupts should contain
the key findings and recommendations, be tailored to the audience and facilitate the use
of information through clear and easy to understand language while at the same time
maintaining linkage to the broader expected results of ty@naration. The strategy for
dissemination of knowledge products is of utmost importance; it has been shown that an
effective strategy depends on: correct targeting of intended users, the appropriateness of
the means used to facilitate access to the etwatudindings, and, in particular, the
timing of the evaluation, so as to make evaluation findings available when decisions are
taken.lt is also important to take advantage of the new media and technology available
for disseminatingknowledge such as wikis an di b&Yau T

1 Meetings and workshops facilitate the sharing of tacit (or impligipwledge from
evaluationsTacit knowledge is the knowledge that is not captured in evaluation reports,
for example the interpretation of evaluation findings and resendations by individual
staff membersTacit knowledge is essential for a full understanding and an appropriate
and effective implementation of the recommendations at the organizational Theel.
extent to which evaluation documents, folloyw reports, ad lessons learned are
discussed and shared, significantly affects the use of evaluation results, ensures
transparency, and serves as an i ncentive
documents are disclosed to the public and/or presented in fritve Gloverning Bodies.

1 Communities of practice (COPO&s) are inforn
creating an enabling environment for the use of evaluations, providing evaluators and
staff with opportunities to persuade the managers to implerhentecommendations
through the sharing of knowledge and good practice.

Conclusions and suggestions for use of good practices

44, The present guidelines should be tailored to the specific context of each organisation, as the
evaluation functions of UN entitiegary greatly in terms of the level of independencapacity and
organizational evaluation culture, which affect appropriate roles and responsibilities, the level of
acceptance of evaluation and the appropriateness of related-tgdlaativities.

45, Managemat responses and folleup to evaluations should be reflected in agency evaluation
policies, which should clarify the respective roles and responsibilities of the evaluation functiernsvis
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management. While management is ultimately accountable, atitiraum evaluation units are expected
to facilitate processes and promote activities related to the foifote evaluations.

46. Evaluation processes should aim to increase the level of ownership of findings and
recommendationthrough both formal and inforrhapproachesk-or evaluation processes and results to

be fully captured and owned as organizational lessons, it is of central importance that a tailored
dissemination or communication strategy is developed for each evaluation.

47. Managementasponsgshouldclearly indicate whether Management accepts, partially acagpts
rejects the recommendatiorfsollow-up should be well coordinated and timeframes for action agreed
Good practice suggests that managemasponses should be disclosed in conjunction \thi
evaluation Complementing formal management responses with facilitatideashing and knowledge
development from evaluationis necessary for building a culture for utilizing evaluations beyond
compliance. Formalisation of management resporg®cesses in evaluation policies, followed by
systematic application, is an effective way to promatganizatioawide learningand improve both
operationaprogramming and implementation.

48. A combined approach that incorporates oral and written, formairdéoienal communication is
deemed necessary to ensure that follgwto evaluations supports organizational accountability and
learning for enhanced effectiveness.
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Annex 1: UNDP Management Response Template

[Name of the Evaluation] Date

Prepared by:
Cleared by:
Input into and update in ERC:

Overall comments:

Position:
Position:
Position:

Unit/Bureau:
Unit/Bureau:
Unit/Bureau:

Evaluation Recommendation or Issue 1:

Management Response:
Key Action(s)

1.1. description activities, then specifics as needed
a.

1.2
1.3
Evaluation Recommendation or Issue 2:

Time Frame

Responsible Unit(s) Tracking*
Status Comments

Management Response:
Key Action(s)

2.1. description activities, then specifics as needed
a.

2.2.
Evaluation Recommendation or Issue 3:

Time Frame

Responsible Unit(s) Tracking
Status Comments

Management Response:
Key Action(s)

3.1 description activities, then specifics as needed
a.

3.2
3.3
* The implementation status is tracked in the ERC

12

Time Frame

Responsible Unit(s) Tracking
Status Comments
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Annex 2: UNESCAP Management Response Template

A. Management response template
0 Itis required to publish the general remarks by management and a management (d#Rptseach recommendation of the evaluation or evaluative
review as ainsert at the beginning of the evaluation rep@@ee the Evaluation Tool 5: Evaluation report templatg

i ThebelowMR templatewith follow-up actions will be included as annex to thevaluation report and the detailed follap action plan with the
responsible units and expected completion date should be submitted tesE&/@rpplate B beloy

Title of Evaluation

Signature Date

Executive Secretary

(or other management entity as appropriate)

Division Chief or Head of Regional Institution (as
appropriate)

Division Chief or Head of Regional Institution (as
appropriate)

General Remarks by Management

Report Recommendation Management Response Follow-up Action

1.

2.

Etc.
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