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Preface

This report is an evaluation of the core support provided by Sida to the International
Council of Swedish Industry (NIR) for the period 2010-2012. The evaluation was
commissioned by Sida’s Department for Global Cooperation, through the framework
agreement for reviews and evaluations. Indevelop undertook the evaluation in coop-
eration with Tana Copenhagen between January — June 2013.

NIR works through the private sector to contribute to economic development in com-
plex markets. NIR’s emphasis on improving the structural conditions to develop the
private sector is done through focusing on both on creating a more Conducive Busi-
ness Environment (CBE) as well as promoting peacebuilding.

The objective of the evaluation was to evaluate how/if to continue with the modality
of core support to NIR and to recommend changes for improvement. As NIR also
received bilateral support for its programmes in various countries, this evaluation
concentrated on the core support while necessarily taking the bilateral programmes
into consideration where they were interlinked. The evaluation selected two countries
to serves as case studies, namely Zimbabwe and Palestine.

The evaluation was conducted by an independent team consisting of:
e Erik Bryld (Team Leader) of Tana Copenhagen
e Pontus Modeer of Indevelop
(both members of Indevelop’s Core Team of professional evaluators and RBM
advisors)
¢ Nadia Masri-Pedersen of Tana Copenhagen
e Peter Frgslev Christensen of Tana Copenhagen

The management team at Indevelop for the evaluation consisted of lan Christoplos
who provided quality assurance of the methodology and the reports, and Jessica
Rothman who managed and coordinated the process.

The implementation of the evaluation has been in accordance with the plans. The
team would like to thank NIR staff in Stockholm and abroad for their continued pa-
tience and cooperation with the team and the high level of transparency vis-a-vis the
evaluation team. Likewise the team would like to thank Jan Grafstrom of Sida for his
support throughout the evaluation.

The conclusions and opinions expressed in this report are those of the team alone and
do not necessarily represent the opinions of NIR and/or Sida.



Executive Summary

NIR has a history of working with the private sector towards creating an improved
business environment. Improving the business environment and building peace have
been the key expected long-term outcomes of the NIR core support. Considering the
limited financial inputs in the NIR beneficiary countries and the relatively short time
frame of the programme (three years), these outcomes have been difficult to measure.
The challenge was further heightened by the ambitious programme Theory of Change
(ToC) and its assumptions, on the importance of the private sector in fostering peace
and promoting economic growth and poverty reduction, which form the basis of
NIR’s work.

From a methodological perspective, measuring the change outcome of the NIR core
funded programmes is challenged by the broad variety of activities as well as the in-
tertwined nature of the core and bilateral programmes. The challenge is further com-
pounded by the very ambitious programme theory of change and its a priori assump-
tions of the importance of the private sector in fostering peace and promoting eco-
nomic growth and poverty reduction. Having said that, outputs can be identified and
the utility of these for fostering change, and thus the outcomes (or expected out-
comes), can in most cases also be identified, hence underscoring the evaluability of
the programme.

For the core programme, subject to this evaluation, improved business environment
and peacebuilding have been the key expected long-term outcomes of the NIR sup-
port. These two case-studies of the evaluation (Zimbabwe and Palestine) confirm the
theory of change of NIR in terms of contributing to an improved business environ-
ment, but less so to the peacebuilding efforts.

The relevance discussion does, however, also bring forward the question of relevant
choice of beneficiaries and partners. The team has not been able to identify men,
women and children living in poverty as primary beneficiaries, as espoused in the
programme document. Instead the primary beneficiaries are the primary partners —
namely the private sector in the countries of operation. In most instances the chosen
partners have proven to be relevant to NIR (and Sida) objectives, though more care
should be taken to ensure that all partners share the objectives and ethical standards of
NIR and Sida. In terms of cross-cutting issues, the programme has failed to engaged
more systematically in efforts to promote gender equality and women’s empower-
ment, which has thus not been mainstreamed in the programme design.

The evaluation has found that the approach applied by NIR is — in most cases — rele-
vant to the context. The approach undertaken by NIR was found to ensure a high de-
gree of ownership, and examples were presented where NIR had changed approach in
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order to accommaodate the requests of the local partners. Conversely, where activities
had been identified by NIR in Stockholm the ownership was more moderate.

While the approach is relevant, the measurable results are more meagre. Most of the
planned outputs have been produced during the course of the programme, but the im-
plementation has been delayed. Consequently, a significant number of these outputs
have only been produced in 2012 and 2013, leaving little time for these to be used to
generate tangible outcomes. Consequently, the programme has had a very low level
of effectiveness in the programme period.

The slow implementation rates and limited effectiveness so far are, arguably, also a
consequence of the rather broad and unspecified programme document for the core
programme, which was nonetheless approved by Sida. NIR has received only limited
guidance from Sida on how to use the funding strategically. Consequently, the fund-
ing has been applied on a very ad hoc basis when opportunities emerged in the indi-
vidual NIR countries. While these opportunities have often been relevant, they have,
in several instances, been used for de facto gap filling for temporary pauses or the
termination of bilateral Sida funding and not as part of an overall strategy. There is no
evidence to suggest that core funding has improved NIR project effectiveness. The
exceptions are cross-country initiatives where NIR has worked to identify, share and
build on lessons learned from the individual countries.

With more than forty per cent of the core funding being used for management and
administration, NIR is a comparatively costly Sida-funded operation in relation to
many other NGOs that are receiving Sida funds. This level of funding has been ap-
proved by Sida. NIR has complied with the framework conditions inherent in the
programme documents and agreement with Sida, and the onus should have been on
the latter to have made these conditions more consistent with other CSOs, not least in
terms of promoting efficiency and optimising outcome focus.

NIR has, at an over-arching system level, made comprehensive progress to ensure a
results-oriented organisation — even if internal surveys reveal there are still challeng-
es. As the focus in the implementation of Results-Based Management (RBM) tools
has been on rolling out a Planning and Monitoring System (PAM), it is too early to
assess if the current system actually will enable NIR to implement management that
is based on results. The investment in system development in NIR has contributed to
an increased internal capacity on RBM, including internal learning and tools for mon-
itoring. It is hence assessed that the organisation has the needed internal capacity to
plan, implement and report on results.

The intervention logic is generally formulated in a way that enables RBM. The inter-
vention logic is, however in some examples, not clear and the different steps in the
results chain are used inconsistently. To enable that changes in programme manage-
ment are based on results it is crucial that the outcome level is always formulated to
capture changes among the target groups and beneficiaries, and that terminology for
the different steps in the intervention logic is used consistently. Likewise, the risk



management and sustainability analysis tool is not used systematically to clearly link
the risk that affects achievements of the objectives.

While costly, the outputs that have proven effective have a significant degree of sus-
tainability (or potential of the same). The degree of sustainability is closely aligned
with the degree of ownership. And evidently, where an approach has been relevant to
the partners, the degree of sustainability is likewise higher.

NIR is, in many ways, a unigue organisation with a strong network and experience
from working with the private sector in complex markets, and is therefore difficult to
replace if Sida wants to continue to work with business for development in fragile
states through a Swedish non-state actor to ensure that there is Swedish capacity (out-
side Sida) in these areas.

The support remains relevant to Sida’s policies globally as well as in the bulk of fu-
ture country strategies. However, NIR’s overall objective of securing the long-term
interests of Swedish industry in complex markets is not consistently aligned with
Sida’s mandate. Consequently, NIR cannot be provided with core funding in the tra-
ditional sense. Funding will thus have to be earmarked to align with Sida’s policy
areas.

The support remains insufficiently utilised in terms of effectiveness and efficiency
and NIR therefore performs considerably below the expectations that are expressed in
the programme document. The relevance of the support will eventually depend on
Sida expectations and the requirements of working with the private sector, as well as
the context of implementation. If Sida wants to continue an approach, which is cross-
country and can, in principle, draw on lessons from different regions, combined with
a Swedish angle to private sector development, then NIR remains a relevant partner.
However, if the focus is development-oriented in the given context, Sida should retain
flexibility by allowing exploration of other opportunities as well and consideration of
different modalities.

If Sida has the ambition to maintain a substantial Swedish non-state actor capacity for
private sector engagement in complex and fragile markets, support should thus sub-
ject NIR’s approach to substantial changes, which will ensure that outcomes will be
met in an efficient manner.

The evaluation team suggests revisions to the cooperation based on the following
recommendations.

Recommendations for NIR:
1. Strategic cooperation funding must come with clear strategic direction from a
solid programme document and strategic plan.
2. The funding should be aligned with Sida policies and this link should be made
clearer and more explicit in the programming and reporting, with less indirect
assumptions and more transparent causality links.



NIR should continue documenting lessons learned and build future support
more stringently on this while refraining from engaging in too many activities
that have less ownership or are not likely to lead to programme implementa-
tion.

NIR should consider following the overall development agenda (including the
Busan agreement and New Deal) and further enhance the degree of alignment
and ownership of its interventions.

Activities must be focused to a limited number of countries where NIR may
then provide a more thorough footprint and document results.

The management and implementation must be provided with a stronger focus
on promoting efficiency by reducing management and overhead costs.

More specific attention should be given to ensure that the programme address
cross-cutting issues and, in particular, gender equality and women’s empow-
erment.

Recommendations for Sida:

8.

10.

Funding to NIR will have to be earmarked to align with Sida’s policy areas as
genuine strategic funding.

Strategic cooperation funding must come with clear strategic direction from a
solid programme document and strategic plan.

The cooperation must be implemented in close dialogue with Sida with a fo-
cus on results-based management and efficiency.



1 Introduction

1.1 PURPOSE AND INTENDED USERS

Indevelop has been contracted to undertake an evaluation of the core support of Sida
to the International Council of Swedish Industry (NIR) 2010-2012. The evaluation is
implemented jointly by Tana Copenhagen and Indevelop. The assignment concerns
the evaluation of the core support by Sida to NIR for the period 2009-20122, and that
the purpose of the evaluation is ‘to evaluate how/if to continue with core support pro-
gramme and to recommend changes for improvement (if relevant).” The flow of funds
to NIR began in December 2009; thus the de facto evaluation will cover the period
2010-2012.

Based on the purposes outlined in the Terms of Reference (ToR), as well as the fol-
lowing discussion with Sida, the main focus of the evaluation is on:

1. The relevance of the core support to NIR to Swedish Government policies and
strategies (these are assessed to include the overall Policy for Global Devel-
opment, the Policy for Support to Civil Society in Developing Countries with-
in Swedish International Development Cooperation — Pluralism including the
strategy for support through Swedish civil society, The Policy for Economic
Growth in Swedish Development Cooperation, Policy for Peace and Security
in Development Cooperation, and the Strategy for Capacity Development and
Collaboration).

2. The effectiveness of NIR’s core programme and contributions towards meet-
ing the expected objectives outlined in the Sida-NIR agreement from a core
support programme perspective.

3. The efficiency in the NIR planning, implementation, monitoring and reporting
processes and tools, in particular in relation to results monitoring, causality
and aggregation as well as NIR’s risk identification and mitigation. It was fur-
thermore decided to look at cost-effectiveness.

4. The sustainability of the NIR core programme’s outputs and outcomes.”

! Also labelled strategic cooperation in the programme document.
2 The funding has been extended for 2013, which however is not part of the evaluation.
% Given the short implementation time and the ToR exempted the 'impact’ criteria from the evaluation.



The methodology is fully aligned with the OECD-DAC criteria and standards.” The
methodology that has been applied is, first and foremost, based on a Theory of
Change (ToC) approach.

1.21 Theory of Change

The team examined the ToC of the NIR support and assessed this against the evi-
dence identified in the field. The ToC has been developed jointly with NIR and is
presented in the following chapter. With emphasis on mapping outcomes across time
in the period subject to evaluation, the team aimed to identify areas where there is
convergence between the ToC and the evidence identified, as well as possible, in-
tended and/or unintended side effects.

The ToC approach means that, for the overall programme as well as each individual
country, a ToC was developed and discussed with NIR to ensure that there was a
common understanding of what the perceived effects of NIR assistance would be.
The team has worked to assess and validate the ToCs, including the expected causali-
ty of the support vis-a-vis the ToC. This approach was, first and foremost, focused on
the individual interventions and then aggregated to the programmatic levels, and thus
the potential and document impact on the context.

1.2.2 OECD-DAC criteria
The team has focused on four out of five OECD-DAC evaluation criteria based on
discussions with the client: relevance, effectiveness, efficiency and sustainability.

Relevance has been evaluated at two levels: (1) the relevance of the NIR programme
vis-a-vis Sida policies and thus the extent to which the NIR programme is sufficiently
targeting Sida priority areas and supporting Sida approaches, and (2) the relevance to
the local context and beneficiaries, with emphasis on need and involvement of part-
ners in the NIR programme, and the extent to which the support is relevant to the con-
text in terms of poverty alleviation and improving the lives of the people targeted
directly and indirectly.

Effectiveness has been evaluated, first, at an individual level assessing the extent to

which the individual outputs that have been produced have been used to generate out-
comes which contribute to the programme objectives. Secondly, focus has been on

* See OECD-DAC evaluation guidelines, conflict evaluation guidelines, as well as the Evaluation stand-
ards and criteria (second edition).
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the contribution to the objectives at a more aggregate level. As the programme has
progressed with some delay, a substantive number of outcomes are still to be generat-
ed. In these cases the team has documented outputs and commented on their potential
for generating outcomes.

Efficiency has been assessed at two levels: (1) the efficiency of the NIR programme
management tools and the extent to which this has improved results-based monitoring
using Sida Results-Based Management (RBM) assessment tools, and (2) the cost-
efficiency of the programme. The team’s evaluative focus is primarily on cost-
efficiency, as cost-effectiveness would assume that there was a substantial sample of
outcomes that could be evaluated according to costs. Unfortunately, many outcomes
are only emerging now and (hopefully) in the future, thereby undermining attempts to
make a broad and evidence-based analysis of cost-effectiveness. Instead, the team’s
approach has been to evaluate a few individual cases of cost-effectiveness where pos-
sible, but otherwise place the evaluative focus on cost-efficiency. The latter has en-
tailed benchmarking some of NIR’s core financial indicators with those of other com-
parable non-government organisations that are benefitting from Sida’s development
assistance. For that purpose, the team sampled a number of Swedish NGOs where
relevant information could substantiate the necessary indicators needed for bench-
marking. These indicators have focused on management and overhead costs vis-a-vis
allocations for activities and outputs, as well as the degree to which such overhead
costs and investment have contributed to operational efficiency.

Sustainability has been assessed vis-a-vis the individual outcomes documented. The
basis for the assessment has been that the output and outcomes must be effective for
the team to meaningfully assess sustainability. However, as the degree of effective-
ness is limited at this stage, the team has had to assess the probability of sustainability
by focusing on the degree of institutionalisation and local ownership of outputs and
outcomes. In other words, if the produced outputs have been adapted by the partners,
targeted institutions, or beneficiaries and are taken forward, there is a higher probabil-
ity of sustainability. Likewise, outcomes have been assessed against the extent to
which they have caused permanent change or are, in their own capacity, sustainable.

1.2.3 Evaluation tools

The major evaluation tool designed for this evaluation is the evaluation matrix. The
matrix is aligned with the OECD-DAC criteria, and the team has used the OECD-
DAC definitions of relevance, effectiveness, efficiency and sustainability.

The evaluation team consisted of four members: a professional evaluator as Team
Leader, a Private Sector Development Expert, a RBM Expert and a junior consultant.
The evaluation was initiated with an inception phase, which included documents re-
view, initial discussions and development of the evaluation methodology. The incep-
tion report was agreed on with NIR and Sida (see Annex 7), which outlined the eval-
uation plan.
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Evidence was sought through two main data collection methods, namely documents
review and interviews. A list of documents reviewed can be found in Annex 2, which
includes relevant documentation from NIR and Sida policy papers. Another source
consulted was web pages, which is also listed in Annex 2. Access to documentation
from Sida was limited. Key informants interviewed include both stakeholders and
non-stakeholders. The stakeholders include NIR staff and partners (in Zimbabwe and
Palestine) and Sida staff, while non-stakeholders include donors, Sida staff and gov-
ernment officials.

The matrix is an internal evidence tool, which ensures that all responses are captured
in accordance with the evaluation questions, and that these can be derived and aggre-
gated for the report. All team members have used the same format for the data collec-
tion to ensure that all areas are covered and that there is consistency in the application
of the methodology. The final matrix is presented in Annex 3. The matrix has served
as a background tool for the evaluation team and will not be shared beyond the team
to ensure the anonymity of interviewees.

Interviews were conducted using a semi-structured interview guide aligned with the
questions of the evaluation matrix. This approach was aimed at ensuring that all ques-
tions are answered and, at the same time, leaving room to allow the respondent to go
more in-depth with issues of particular importance.

1.2.4 Differentiating core funding from bilateral funding — what to evaluate?

The task, according to the ToR, was to evaluate the core programme support to NIR.
However, while the team has been able to separate the activities funded under the
core programme and the non-core activities respectively, the two types of support are
closely linked. NIR has designed the core programme to assist the non-core country
projects with systems and monitoring procedures and the provision of funding for
additional activities aimed at improving the performance of the country projects. The
country project activities (of which the bulk are non-core bilateral funding) again con-
tribute to meeting the objectives of the core programme.

As the core programme is closely linked to the extensive list of non-core projects that
are also funded by Sida, the evaluation has had to relate to these as well. The chal-
lenge has been to evaluate the core programme, without underestimating the syner-
gies and mutual contribution of the core with the non-core programmes and thus cap-
ture the potential Strengths, Weaknesses, Opportunities, and Threats (SWOT) of what
is by NIR seen as mutually supportive interventions (see also ToC description further
below).

To meet the challenge of evaluating the core funding, taking into consideration the
contribution of the non-core projects, the evaluation has related to the two different
funding streams as described in table 1.1 below. The basic principle is that if the core
programme has contributed to the non-core projects’ implementation, the results of

12



these non-core projects have — where feasible — been assessed against their contribu-
tion to the core programme.

There are two types of contribution of the core programme to the bilateral pro-

grammes:

1. Direct core contribution to a bilateral project, i.e. where ‘core’ funds have been
used for specific additional project activities in an otherwise bilateral project.
To assess this the team has used the two selected country programmes as case

studies;

2. Indirect contribution, where the expected enhanced performance of NIR from
the core funds contributes to enhanced performance across the board, includ-
ing in the bilateral project country, e.g. through the improvement of manage-
ment and monitoring systems primarily deployed at HQ level, but also with
benefits expected to accrue to all NIR activities at the project intervention lev-
el. Again, the team has used two countries as cases.

As most of the bilateral activities are implemented irrespective of the core funding,
the evaluation cannot a priori state that the core contribution has contributed to
achieving the bilateral project objectives. And thus, this assumption has had to be
tested. In other words, the extent to which the non-core activities contribute to the
core programme (from a core programme evaluation perspective) depends on the ex-
tent to which the team has been able to find evidence for this assumption. The evalua-
tion has tested these aspects, first and foremost, in the two case study countries.

Table 1.1 Core support evaluation and relation to bilateral funding

Evaluation crite-
ria

Core programme

Non-core projects

Comment

Relevance

Relevance assessed
in accordance with
core funding-related
strategy and policy
of which the major
is B4D (see chapter
below for details)

When core funding is
provided directly to
implementing the non-
core projects, the team
will assess the extent
to which the outputs
and objectives are
aligned with the core
funding related Swe-
dish strategy

As the core funding
is provided to the
central level of NIR
as a core grant, all
relevance assess-
ments will relate to
the Swedish poli-
cy(ies) and strate-
gy(ies) under which
the grant is provid-
ed. In addition, rel-
evance will relate to
the needs and priori-
ties of partners and
beneficiaries in the
recipient countries

Effectiveness

The effectiveness
will be assessed as
the extent to which
the core funding

The effectiveness con-
tribution of the non-
core projects to the
core programme ob-

The link is based on
the assumption that
the non-core pro-
jects contribute to
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Evaluation crite-
ria

Core programme

Non-core projects

Comment

achieves the pro-
gramme objectives

jectives will be in-
cluded in the effec-
tiveness criteria
where/if it can be es-
tablished that the di-
rect financial contribu-
tion of core funding
has contributed to
meeting the non-core
project objectives

the NIR objectives
(this will be as-
sessed). The two
country studies of
the evaluation will
form the basis for
this assessment

Efficiency

Efficiency will be
assessed for the full
core programme in
itself however taking
into consideration
the efficiency gains
of the non-core pro-
jects

The contribution for
increased efficiency of
the non-core projects
will be included in the
efficiency criteria
where/if it can be es-
tablished that the core
funding has contribut-
ed directly to en-
hanced efficiency of
non-core projects

The link is based on
the assumption that
the non-core pro-
jects contribute to
the NIR objectives
(this will be as-
sessed)

Sustainability

Sustainability will
focus on the outputs
that are expected to
be sustainable as
well as the sustaina-
bility of the out-
comes of the core
programme

Sustainability will be
taken into considera-
tion if the core pro-
gramme has contribut-
ed to enhanced sus-
tainability of the non-
core projects

The link is based on
the assumption that
the non-core pro-
jects contribute to
the NIR objectives
(this will be as-
sessed)

1.2.5 Selection of field sites
In accordance with the evaluation proposal, two countries were selected for case stud-
ies. These represent the NIR core support activities at country level in the evaluation.
The following criteria were applied for the country selection:
1. The country must have received funding from the NIR core support pro-

gramme,

2. Core programme activities should have taken place over a minimum of two
years to enable the mapping of outputs and possible outcomes;

3. The two countries should, together, contribute to the two evaluated themes:
peace and a Conducive Business Environment (CBE).

There are five major recipients of core support funding. These include Belarus, Co-
lombia, Myanmar, Palestine, and Zimbabwe. A short screening is presented in table

1.2 below.
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Table 1.2 Selection of countries for case studies

Country* Assessment Selection

Belarus Limited to feasibility study phase

Colombia Meets all three criteria, though only core funding in
late 2012

Myanmar Feasibility study completed and activity implementa-
tion initiated. This is a fully core funded programme

Palestine Meets all three criteria, though only one core pro- X
gramme activity (arbitration centre)

Zimbabwe Meets all three criteria and is a model for similar NIR X
countries

* The selection of Zimbabwe relates to a conducive business environment objective,
the selection of Palestine relates to the peace objective as well as CBE.

The evaluation has been made possible by the openness of NIR in sharing programme
documentation. However, the team has also been challenged by a number of parame-

ters in the evaluation, all of which have been addressed through the methodology out-
lined above. Major limitations of the evaluation have included:

1.

The programme has a plethora of activities, planned outputs and geographical
spread, which makes it challenging to extrapolate findings beyond the indi-
vidual case that has been evaluated. The team has tried to adapt to this by de-
scribing all major outputs, but limiting the in-depth studies to the two coun-
tries that are targeted by the evaluation.

Delayed implementation of NIR’s activities has resulted in a limited degree of
effectiveness during the course of the evaluation. Consequently, the results are
less evident at this stage, thus limiting the degree to which outcomes as well
as sustainability can be assessed.

Efficiency and cost-effectiveness have been challenging to assess given the
very broad categories of budgets and accounts that are used for planning and
implementation by NIR. Consequently, the team has focused more extensively
on the broader cost-efficiency opportunities.

Limited access to Sida minutes and decision-points on the NIR-Sida coopera-
tion has limited the team’s understanding of the decisions that were made
throughout the course of the programme implementation.

Many of documents related to NIR’s programming are subject to confidential-
ity, both in Sida’s archives and within NIR. Although the evaluation team had
full access to NIR’s archives (with the exception of decision minutes from the
NIR Board) it limited the evaluation in terms of obtaining explicit information
and triangulation on certain issues.
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2 NIR Programme and Theory of Change

The following outlines the background and theory of change of the NIR core pro-
gramme, followed by analytical reflections of the implementation in practice.

2.1 BACKGROUND

The International Council of Swedish Industry is a non-profit organisation founded in
1960. NIR is an independent associate of the Confederation of Swedish Enterprise,
which represents some 60,000 member companies.

The Confederation of Swedish Enterprise has commissioned NIR to represent the
long-term interests of Swedish business, especially in countries that are characterised
by political, economic and social complexities. NIR represents Swedish business in
many different settings and facilitates links to stakeholders, knowledge and markets.
Through securing and representing the interests of Swedish business, NIR aims at
contributing, through the private sector, to economic development in complex mar-
kets.

Since 2009, Sida and NIR have cooperated strategically through a framework agree-
ment for 2010-2012 using a core funding modality. However, the funding is not fully
applicable as core funding, as it is provided for specific interventions areas and not
the full operation of NIR (see box 2.1 for definition of core funding). The purpose of
this cooperation is to contribute to Sida’s development cooperation goals in valuable
ways under its Business for Development Programme (B4D). Sida and NIR are coop-
erating in bilateral, regional and core support programmes, the latter of which is the
focus of this evaluation.

Box 2.1 Core funding definition based on OECD-DAC Paris Declaration on Aid Ef-
fectiveness

The term “core funding” has different meanings for different actors. For the purpose
of this evaluation, the evaluation team uses the concept as used by OECD-DAC. Core
funding thus has the following characteristics:
e Anunconditional grant to the organisation against its strategy and overall
work plan.
e The funding of the individual donor goes to the main account and cannot be
separated from other funding sources.
e Auditing, procurement and reporting are global using the organisations sys-
tems and procedures.
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The overall objective of the cooperation is aiming to support economic development
in complex markets through the private sector (see fig. 2.1). As a prerequisite for this
to take place is the promotion of adequate structural conditions.

Fig. 2.1 Overview of the NIR core programme

The programme’s objective was initially focused on three areas and objectives:

1. Peace - the private sector contributes to establish essential conditions for
building and preserving peace;

2. Conducive Business Environments —characterised by market economy, demo-
cratic values, transparency, effective institutions and the rule of law are in
place;

3. Health — the private sector contributes to a comprehensive health approach
through workplace-based interventions.

In the first half of 2012, it was decided, based on previous limited progress and the
need to focus resources, to exclude the health-component (which is therefore not part
of the evaluation).

In addition to the core programme, NIR receives Sida funding for projects in different
countries. Separate bilateral funding agreements include Belarus, Colombia, Zimba-
bwe, Palestine, Democratic People’s Republic of Korea and an HIV/AIDS workplace
programme for Southern and Eastern Africa. The projects in each country differ ac-
cording to local contexts and needs. What characterises the activities is that they in-
volve links with many stakeholders in the business environment, from Business
Member Organisations (BMOs) to workers unions and governmental institutions.
NIR facilitates activities that aim at increasing awareness as well as building skills
with a view to promoting dialogue and debate on peace and conflict-sensitive ap-
proaches as well as to promoting a conducive business environment.
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In its application and the implementation of the core support programme, NIR has
focused on linking the core support programme with the country projects facilitating
the implementation of these while the country projects contribute to the objectives of
the core support programme.

The following outline of the theory of change of the NIR core support programme has
been developed based on a ToC workshop with NIR during the inception phase of the
evaluation.

The overall objectives of NIR’s programme are linked to the notion that the private
sector is an underutilised actor in development and that the private sector plays a role
in influencing its environment. An essential part of this assumption lies in the under-
standing that if the structural conditions for the private sector are in place, they will
contribute to economic development. Therefore NIR has set its programme purpose to
focus on improving these structural conditions for private sector development. NIR
sees its programme as linked to Sida’s Business for Development strategy, which also
aims at engaging the private sector to play a role in poverty alleviation. The overall
objectives, programme purpose and thematic support are illustrated in figure 2.2 be-
low.

Figure 2.2 Overall level

Overall Objectives of NIR's Programme

The Private Sector contributes to economic
development in complex markets

Programme Purpose

Structural conditions for private sector
development are in place

Thematic Area Thematic Area

Conducive Business

Peace 5
Environment

® Note that gender mainstreaming was not brought up as part of the ToC discussion.
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NIR’s programme, furthermore (relevant for this evaluation of core support), covers
two thematic areas namely Peace and Conducive Business Environment. These two
areas are specifically linked to NIR’s perception of working in ‘complex markets’.
On the one hand, peace is regarded as a crucial area because it is a structural condi-
tion for being able to do business. Conflict-affected countries put severe constraints
on economic life and often present a hostile environment for businesses. NIR looks at
the private sector as an actor in minimising these often complex and multi-faceted
conflicts, and attempts through dialogue, frameworks and platforms to improve this
from the starting point of the business environment and its actors. Furthermore, NIR
sees private sector growth as a necessary condition for peace, on the one hand, due to
its crucial role in poverty reduction by being the key creator of wealth, jobs and eco-
nomic development and, on the other hand, by investing in areas such as infrastruc-
ture and communications, as well being able to influence at the policy level improv-
ing labour laws, human rights, environmental protection and e.g. anti-corruption prac-
tices. Finally, the private sector can be a driving force in promoting reconciliation or
mediation among different ethnic groups or communities and thereby contributing to
peace. This leads to the following ToC evaluation question: are the inputs and activi-
ties facilitated by NIR sufficient in scope and relevance to be effective in contributing
to minimising conflicts?

On the other hand, NIR’s other thematic area is working with improving the structural
conditions of the business environment itself. NIR works with the assumption that
promoting a conducive business environment will mean promoting values such as a
market economy, democracy, the rule of law, transparency, and effective institutions.
This leads to the following ToC evaluation question: are the partners of NIR in the
partner countries agents of change for a market economy, rule of law, and transparen-

cy?.

Figure 2.3 Thematic logic

Conducive
Peace Business
Environment
Result 1
Conflict sensitive & Result 2 i Result 4
peacebuilding - AL Key individuals &
Private sector N L
approaches are e e Key individuals & organisations
developed, p e B organisations apply influence their context
communicated & P pates business conducive towards awareness &
. platforms for dialogue o ;
implemented for promoting practices in their acceptance of a
business in conflict g i i i
_ peacebuilding operations conduc_we business
affected & conflict environment

prone contexts

Under each of the thematic areas, a set of predetermined results guide the programme
work. According to NIR, Result 1 and 2 are closely linked. While one focuses on en-
gaging the business actors themselves in changing their skills, attitudes and behav-
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iour, Result 2 focuses on their role in influencing their environment by acting as neu-
tral conveners for parties in conflict, and promoting peace-building by arranging or
participating in relevant platforms where knowledge can be spread and new partner-
ships developed. This leads to the following ToC evaluation question: is there an in-
terest and practice by NIR partners in applying conflict sensitive approaches and
promoting these for other stakeholders in the recipient country?.

There is a sharper distinction, however, between Result 3 and 4. Result 3 mainly co-
vers activities in markets that are characterised as ‘less complex’ and authoritarian,
where the business member organisations can themselves act as policy advocates and
lobby at the political level. Countries where this is the case would be e.g. Zimbabwe
or Colombia. Result 4 is mainly related to contexts that are exceptionally difficult,
where businesses cannot risk being engaged directly in advocating for change in poli-
cies (see also figure 2.3). NIR works with BMOs as entry points and catalysts for
changing the environment indirectly. This is mainly done through awareness raising
activities on basic structures and values of market economies. An example could be
the work of NIR in North Korea. This leads to the following ToC evaluation question:
are the partners of NIR in the partner countries agents of change for a conducive
business environment which by NIR is defined to include a market economy, rule of
law, and transparency?

The initial discussions between NIR and Sida were focused on providing full-fledged
core funding from Sida to NIR. This discussion was initiated in early 2009 and sever-
al drafts were exchanged with Sida during that year. However, the challenge of bring-
ing together an extensive number of bilateral funding agreements and the central level
support did not materialise (the full reason for this is not obvious to the team). The
current programme document was eventually approved in December 2009. The doc-
ument has not changed significantly over time and is thus designed for full core fund-
ing, but is de facto an add-on to existing activities. Consequently, NIR currently re-
ceives the reduced level of core funding (subject to this evaluation) combined with
bilateral funding agreements with Sida in several countries. According to NIR, total
core and bilateral funding amounts to an estimated SEK 99 million for the pro-
gramme evaluation period; of these SEK 36 million are core funding.®

6 According to an internal Sida document covering all NIR funding except Zimbabwe the total was SEK
112 million. However, the dates covered by the Sida document includes some funding to North Korea
and Southern Africa in 2009 as well.
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The core funding proposal has been funded in accordance with key activity areas (de-
velopment and implementation of programmes; meeting places; research & evalua-
tion; project management and administration). The designation of funding in accord-
ance with outputs or geography was not determined at the outset of the programme
but was developed as the programme progressed. Based on the actual implementa-
tion, the core funding has been allocated for:

1.
2.

Improving the NIR results-based management systems at central level
Providing additional funding for existing or new activities in countries that are
receiving bilateral funding

Undertaking feasibility studies in potential partner countries

Engaging in core funded activities in countries, which have not previously
received NIR funding

Global efforts, such as the peace-building handbook, and the seminars pro-
moting the Zimbabwe National Business Agenda (NBA) lessons learned.

An overview of the core funding from a geographical perspective is presented in table
2.1 below.

Table 2.1 Geographical overview of core and bilateral funding 2010-2012

Activity Feasibility studies  Activities in new Activities in exist-

countries ing countries*
Cuba Myanmar Palestine
Democratic Republic  Venezuela Zimbabwe
of Congo
Central Asia (mis-
sions and reports on
Kazakhstan, Turk-

menistan

Uzbekistan)

Libya

South Africa

Venezuela
Belarus
Colombia

Democratic People’s
Republic of Korea
Palestine

Zimbabwe

* From 2013 the Colombia bilateral programme will be fully funded by core funding
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3 Findings

Below we present the major findings of the evaluation. The findings are presented in
accordance with the OECD-DAC evaluation criteria. Country detailed findings can be
found in Annex 4 and 5.

3.1 RELEVANCE

How relevant is the NIR programme to the Swedish development objectives (as de-
fined in Swedish policies)?
Is the NIR support relevant to the recipient country and partner context and needs?

There are a number of Swedish Government policies and strategies that are of im-
portance when assessing NIR’s relevance. Swedish development cooperation, as well
as the strategy of the B4D support, are guided by the two central perspectives in the
Swedish Policy for Global Development: the rights perspective and perspective of
people living in poverty. Other policies that are related and relevant to assessing NIR
are the Policy for Support to Civil Society in Developing Countries, the Policy for
Capacity Development and Collaboration, the Policy for Economic Growth and the
Policy for Peace and Security. All Swedish development cooperation needs to define
its strategies within a gender perspective.

According to the NIR strategy the organisation aims to secure the long-term interest
of Swedish businesses in complex markets and works closely with those large Swe-
dish companies that operate internationally and have a long-term approach in their
global interventions. By ensuring and establishing a presence in complex markets,
NIR strives to facilitate networks and represent Swedish business collectively in offi-
cial and unofficial settings in all targeted markets. NIR aims to benefit Swedish busi-
ness with the representation and provision of relevant information on issues of im-
portance for successful operations in complex markets. Consequently, NIR’s direct
objectives are not congruent with Sida’s policies, which limit the ability of Sida to
provide genuine core funding to NIR. Instead programmatic support must be aligned
with Sida’s policies. The findings from the field mission revealed that focusing on the
bulk of NIR’s work is in accordance with the Sida policies.

Swedish government policies define private sector organisations as part of civil socie-
ty. The Policy for support to civil society in developing countries — Pluralism, also
gives importance to CSOs creating conditions for economic growth, through trust
building. One central aspect of the policy, also discussed later, is the fact that NIR is
an implementing organisation, which is an issue that is inconsistent in relation to ful-
filling the priority in the policy of contributing to local capacity development through
partnership with a local BMO.
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Strategic cooperation with Sida is also relevant in relation to the Policy for Economic
Growth. The overall objective “Improved conditions for sustainable growth processes
in poor developing countries,” including its three focus areas are relevant for the NIR
support: i) strengthened conditions for poor people to take part in growth processes,
il) strengthened conditions for development of markets and entrepreneurship, and iii)
strengthened capacity to adapt to change, threats and opportunities.

Finally, the strategic cooperation should in principle be relevant to Sida’s gender pol-
icy. However there has been no mainstreaming of gender in the documents and the
approach can thus not be assessed as being relevant to this policy.

Since Swedish policies and strategies are interlinked, NIR generally relates its work
to relevant Swedish policies. Given different contexts of the programme, NIR gives
more emphasis to certain policies. In its strategy and programme documents NIR, for
example, describes that its programme aims are directly related to the B4D Strategy,
I.e. engaging the private sector to play a role in poverty alleviation. NIR believes that
the private sector is an underutilised actor in development, since it plays an important
role influencing its environment.

Working mostly in conflict countries, NIR relates its field of work to Sida’s Policy
for Peace and Security. NIR works with the assumption that promotion of a condu-
cive business environment means promoting private sector growth as a necessary
condition for peace.

The large number of classified documents limits the transparency of NIR’s work and
interventions. The classification is, however, incompatible with the use of public
Swedish funding and the Sida policies of transparency. In the preparation and as-
sessment for the strategic support to NIR, the importance of openness and transparen-
cy was emphasised. The requirement of openness and transparency was recommend-
ed to be non-negotiable. The issue and importance of transparency has, according to
minutes from Sida-NIR meetings, only been discussed vis-a-vis the external web

page.

In the last NIR Annual Report for the Strategic Cooperation with Sida the overall
purpose and objective of NIR is confused with the one for cooperation with Sida. The
Vision and Impact levels are formulated as: NIR secures the long-term interest of
Swedish Business in complex markets (Vision) and Support to Swedish business and
contribution to sustainable and structural conditions for economic development in
complex markets in a long-term perspective (Impact). In other dialogue with Sida it is
communicated that the Impact level is formulated as Contribution to Sweden’s Policy
for Global development (PGU) while NIR’s vision is Support to Swedish business
and contribution to sustainable and structural conditions for economic development
in complex markets in a long-term perspective. NIR is thus, in their reporting, not
fully consistent with the Swedish objectives, but is, rather, confusing these with
NIR’s own objectives. There is thus a need for Sida to ensure that the funding that is
provided is fully aligned with Swedish policies.

23



3.1.1 Relevance to the context
The relevance of the programmes to the beneficiaries was tested on the ground in
Zimbabwe and Palestine.

In Zimbabwe there is evidently a strong need to promote a more conducive business
environment: All main indicators place Zimbabwe close to the bottom in rankings of
importance to doing business including the Doing Business indicators, World Eco-
nomic Forum’s Global Competitiveness Reports, Transparency International’s Cor-
ruption Perception Index and various country risk assessments. Manufacturing output
has been decimated, primarily in the lost decade from 2000 to 2010. Moreover demo-
cratic and economic freedoms were severely curtailed in this period, with only the
agreement to form a government of national unity in 2009 being able to halt the cata-
strophic decline. At this aggregated level the focus on promoting a conducive busi-
ness environment and democratisation, thus, seems highly relevant, but the severity
of the crises also made the identification of appropriate entry points more challeng-
ing. Unsurprisingly, given NIR’s mandate and core partners in Zimbabwe, it was
somewhat easier to find (partly at least) relevant entry points into the area of promot-
ing a more conducive business environment, whereas the issue of democratisation
proved more difficult, and one could arguably question the relevance of NIR taking
on the issue of democratisation in this context, with virtually no partner willingness to
engage (at least among the partners with whom NIR cooperates). Tellingly, the de-
mocratisation objective has been omitted from the later annual reports. Nevertheless,
the support to most of the BMOs in unifying them and strengthening a common voice
was (and is) clearly relevant and was provided at a crucial point in Zimbabwe’s eco-
nomic history.

In Palestine, the support has been used to establish the Jerusalem Arbitration Centre
(JAC). The establishment fills a gap in the seeking of a dispute settlement between
Israeli and Palestinian companies. Currently, disputes are settled through the Israeli
justice system, which, in particular, the Palestinian companies are uncomfortable
with. At the same time the Israeli companies are not in a position to pursue settle-
ments in Palestine using the Palestinian justice system. The Centre is thus being es-
tablished in an area where there is an obvious need. The demand for the Centre (indi-
cating relevance) is still to emerge as the Centre has just started operating. However,
interviews with stakeholders in Palestine indicate that there is likely to be significant
demand.

3.1.2 Relevance to beneficiaries

In the discussion on relevance to beneficiaries we first need to define who the benefi-
ciaries are. According to the NIR application (chapter 4) the ‘Primary Beneficiary’ of
the support are the children, men and women of the programme countries, while the
‘Secondary Beneficiary’ are ‘(t)he private sector, non-governmental economic actors
such as employers organisations, trade unions, companies and related organisations
operating in the programme countries’.
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This beneficiary ranking and targeting is based on following analysis by NIR (final
application p 27): ‘Lack of economic development in a country negatively affects all
children, men and women of that society. They become more vulnerable to starvation,
diseases, child mortality, lack of education, abuse of human rights, violence, corrup-
tion and environmental pollution. This is also valid in societies characterised by con-
flict, lack of market economy and democracy or serious health issues and hampers
the population’s possibilities to ensure a livelihood. Economic development in a
country can however empower the citizens to personal and social development by e.g.
improving personal security and health, opportunities for income-generation and
access to services.’

The analysis is implicit and does not explicitly make the link to the programme inter-
vention. However, the team assess that the analysis is based on the assumption that
the NIR support will improve economic development, which again leads to the above
assumption that economic development improves the lives of children, men and
women.

The team’s assessment from the field cannot confirm that children, women and men
are the primary beneficiaries’ of the NIR support.® In Zimbabwe, the primary benefi-
ciaries of the NIR support are the BMOs and their members. If these are successful in
changing policies, this may lead to improved business environment, which again may
lead to economic growth, which may then lead to an improved situation for children,
women and men,; but this ‘ToC’ is premised on several implicit assumptions. Thus, in
Palestine the immediate beneficiaries are the companies that are seeking arbitration
through JAC. Only if arbitration contributes to job creation (assumption) and en-
hanced economic development and peace (assumption) may the support be beneficial
to the ‘primary beneficiaries’. It is the team’s assessment that these assumptions are
too uncertain to legitimise targeting children, men and women as the primary benefi-
ciaries, particularly given the importance of the context and governance system of the
given country of which the NIR interventions have only limited influence.

However, if we depart from the programme document and take the private sector as
the primary beneficiary, then NIR’s relevance can clearly be confirmed. In Zimbabwe
as well as Palestine, Myanmar, Venezuela, and Belarus — the primary beneficiary is
thus de facto the private sector. In the case of Zimbabwe and Palestine, the bulk of the
activities have been identified together with the private sector partners and these con-
firm that they are relevant to their priorities.

! Legally, a primary beneficiary is the first in line to receive a benefit.

8 No substantial reporting is made on improvement in the lives of women, men and children in the NIR
reports.

25



The approach undertaken by NIR is aimed at enhancing the ownership of the inter-
ventions. And while no transfer of funds to partners has been practiced, the inter-
viewed partners show a high degree of ownership to the main activities. The bulk of
the activities (those activities that are effective)® are implemented while taking the
need to generate a degree of ownership into consideration.

The initial chosen modality for supporting the BMOs in Zimbabwe, that of conven-
tional ‘capacity building’ packages frontloaded with substantial training and TA, was
described by the BMOs as less relevant to the private sector in Zimbabwe. Instead,
suggestions were made to utilise the unique window of opportunity to influence gov-
ernment policy if the BMOs could provide effective and evidence-based advocacy
and research as a core input into the policy formulation process. The BMOs clearly
articulated this concern to NIR, which responded flexibly in changing its focus away
from training, towards assistance in producing advocacy products that could seize the
opportunity for improving the voice of the private sector. Similarly, in Zimbabwe the
identification of research needs, drafting of ToR, selection of consultants, and manag-
ing the implementation of this is undertaken by the BMOs. In Palestine, International
Chamber of Commerce (ICC) Palestine and ICC Israel have themselves identified
their needs and implemented accordingly, based on invoiced reimbursements to
NIR.* All this has increased relevance.

3.1.3 Working with the relevant partners?
The question of relevance is also about whether the programme has chosen the ap-
propriate partners. This too was tested in the two field mission countries.

In Zimbabwe, NIR’s support has been directed to the Business Council of Zimbabwe
(BCZ) and four out of BCZ’s nine constituent BMOs, representing what were (and
are) arguably the most capable and powerful BMOs in Zimbabwe. The membership
base of the BMOs comprises well-established companies in Zimbabwe that have sur-
vived the severe depression, either through strong resilience, agile business manage-
ment or strong connections with the Government, or a combination of all three. It
cannot a priori be assumed that the interest of these ‘big business’ are consistently
aligned with the national objectives of poverty reduction, broad-based growth and
economic development through e.g. increasing the tax base among companies. More-
over, the numerous micro and small enterprises in Zimbabwe are poorly represented

° Some activities, like the women’s empowerment workshops and awareness raising in Zimbabwe were
identified in Stockholm, and while relevant to the context are not documented as requested by the
partners.

19 All funding to the two ICCs have been based on reimbursables. The two ICCs have thus undertaken
the spending up front, and then later been reimbursed by NIR.
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in the BMOs and their interests are also not consistently aligned with those of the
bigger businesses. Furthermore the partnership with the Chamber of Mines is prob-
lematic from a rights-based perspective, given some of the past challenges of adher-
ing to human rights.*! This is likely to reduce the relevance of NIRs focus on the few
BMOs vis-a-vis the needs of the Zimbabwean nation and the poverty reducing objec-
tives that both the Government and its international development partners (Sida in-
cluded) ostensibly share.

Similarly, the NIR capacity development support on negotiation techniques to the
Chamber of Mines assisted in averting a planned royalty and fee hike. While the
evaluation team is technically unable to ascertain the optimal mining tax regime in
Zimbabwe (i.e. the balance between optimal tax revenues while simultaneously
providing adequate incentives for further investments in the sector), it can again not
be a priori assumed that the interest of the mining companies (e.g. lower fees and
royalties) are aligned with those of the Zimbabwean nation and its development part-
ners. In such situations the relevance of NIR support, vis-a-vis the overall objectives,
can be undermined. Moreover, from a developmental and poverty reduction perspec-
tive (which allegedly is core to Sida), it would seem that NIR’s engagement with the
Chamber of Mines should have focused more on addressing the severely compro-
mised transparency and accountability in the sector, rather than lowering the sector’s
contribution to the Zimbabwean society.*? More appropriate entry points for working
with the sector would be the Zimbabwe Mining Revenue Transparency initiative that
seeks to halt the losses of mining revenues, that is estimated to be up to USD 2 billion
over the past three years.™ In the 2013 state budget, health services, an allocated USD
0.4 billion, are conditional upon optimistic revenue inflow projections.

In Palestine NIR is cooperating with ICC Palestine and ICC Israel for the establish-
ment of the JAC. Since these two organisations are the legal founders of the JAC,
these are, by default, also the appropriate partners. The right choice of partners in
Palestine is a consequence of the long-term partnership that NIR has with the private

™ An example is the mining sector where many artisanal miners have been violently and lethally re-
moved from mining sites to make way for Chamber of Mines’ members, resulting in the death of over
200 miners. See Partnership Africa Canada: Reap what you sow: Greed and Corruption in Zimba-
bwe’s Marange Diamond Fields’ November 2012. Partnership Africa Canada is an active member of
the Kimberley Process and its working groups. As a consequence of this, other private sector devel-
opment organisations have decided refrain from engaging with the Chamber of Mines.

2 However, even before engagement with the Chamber, it could be argued that a thorough analysis of
the political feasibility of promoting such issues should be done. It is not clear that there is commitment
among the Chamber, the government and the members of the Chamber (many of whom are govern-
ment-own mining companies) to meaningfully engage in such an exercise. This is also a core reason
why other development partner has hitherto refrained from endearment.

13 |MF has also recommended that the government commits to and fast-tracks this initiative. See IMF:
Staff consultations, September 2012.
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sector in Palestine as well as Israel through the Palestine International Business Fo-
rum (PIBF), which NIR initiated in 2005.

PIBF has served as a platform for dialogue and, thus, as a generator for the initial
discussions leading the establishment of the JAC. Through its long-term engagement
in Palestine and the building of partnerships NIR has thus, via PIBF, positioned itself
to align its activities with the identified needs.

Are the NIR programme activities and outputs effectively contributing to the ex-
pected specific and overall outcomes outlined in the Sida-NIR agreement 2009-
20127

In the following section effectiveness will be assessed of the different types of inter-
ventions supported, narrowly looking at the effectiveness of these. Where there is an
overlap between core and bilateral funding, we reflect on the extent to which the core
funding has contributed to the effectiveness of the bilateral programmes. Finally, the
different work streams will be jointly assessed with an emphasis on their ability to
contribute to and confirm the NIR core funding ToC.

3.21 Core programme
Following a slow start for implementation (disbursement rates were 65% and 39%
respectively for the two thematic areas in 2010), the core funding programme accel-
erated its implementation in 2011 and 2012. It is difficult from the reporting to get a
full overview of the scope and follow-up activities of NIR. However, based on the
progress reports and interviews with NIR, we have identified four primary categories
of activities that have been implemented 2010-2012:
1. Internal capacity development of NIR through the PAM and NIR Outcome
Assessment (NOA) system
development and implementation
2. Central level and cross-country activities aimed at informing bilateral
interventions
3. Feasibility studies and activities in new programme countries
4. Strategic and other types of support to existing bilateral programmes.

3.2.2 Internal capacity

NIR has undertaken extensive activities related to the internal capacity development
resulting in the development of the PAM and NOA M&E framework (see efficiency
below), which has a more results-oriented setup. The activities have been undertaken
and the roll-out (piloted in Zimbabwe the last years) is being finalised in 2013. The
utility of the intervention is presented in the Efficiency chapter below. From an effec-
tiveness perspective, the fruits of the efforts are still to be harvested as they have not
been fully implemented yet.

28



3.2.3 Cross-country initiatives

The core funding has contributed to initiatives that are of use across countries. Three
major events stand out: (1) the Colombia-Palestine lessons learned workshop, (2) the
Zimbabwe NBA lessons learned conference, and (3) the production, distribution and
conferences related to the launch of the ‘Private Sector Actors & Peace-building’
booklet.

These cross-country activities are novel to NIR and a consequence of the flexibility
provided by the core funding setup. As such the core funding allows for cross-country
fertilisation and the exchange of experience. The actual implementation of the activi-
ties has varied and two of them were delayed to the extent that it was not feasible to
assess their effectiveness.

The Colombia-Palestine lessons learned discussions were initiated in 2011. However,
as the Palestinian side has (a) been preoccupied with the revisions of the PIBF setup,
and (b) in the first two years failed to see the relevance of the Colombian experience
for the Palestinian context; progress in terms of contribution to effectiveness can only
be assessed 2013 onwards.

The NBA lessons learned workshop was planned in the evaluation period, but the
actual initiation was only implemented in 2013, which falls outside of the evaluation
period. Nonetheless, the team found that the Palestinians who participated in the
workshop were now encouraged to reengage in an NBA process locally (the Palestin-
ian partners had, through their own initiative, engaged in a similar process in 2008).

The booklet on the private sector and peacebuilding does provide new evidence-based
confirmation on the role of the private sector in a fragile context, and provides an
approach of how to go about peacebuilding amid conflict. It underscores that the ap-
proach is important to ensure, at a minimum, ‘doing no harm’, and highlights how the
private sector can play a key role, in particular, in relation to political reform through
government-private sector dialogue (as in the case of Zimbabwe — see below). The
booklet was launched at a NIR seminar with 100 private sector participants and the
message of the report thus distributed widely (output). According to NIR, the study
‘has been used by other organisations and actors. For example, a need was identified
among companies to organise a company forum on their impact and capability to bet-
ter contribute to peacebuilding in the markets where they operate’** (outcome). Fur-
thermore, NIR underscores how the work has resulted in NIR improving its network

4 NIR Strategic Cooperation Annual Report 2011, p11
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of experts, organisations as well as different private sector actors in the field and, as a
consequence, strengthening its internal capacity (internal outcome). The team has not
been in a position to confirm if any companies have made use of the findings, howev-
er similar approaches of developing booklets or guidelines are seldom applied by the
recipients unless these are included in the development of these and assisted in their
implementation. NIR engaged in distributing these findings further through its leader-
ship in complex markets initiative launched in 2012. It is thus too early to assess the
actual effectiveness, which will depend on the degree of ownership that NIR is able to
generate with the beneficiaries.

3.24 Effectiveness of feasibility studies and projects in new countries

NIR has undertaken a substantial number of feasibility studies and research related
activities in ‘new countries’ (some implemented, some planned and postponed), i.e.
countries where NIR did not have Sida-funded activities prior to the core programme
initiation.

NIR has undertaken pre-implementation studies in nine countries (five of which are
under a Central Asia heading). In three of these NIR has engaged in project imple-
mentation activities: Belarus, Myanmar and Venezuela (see table 3.1 below for an
overview).

Table 3.1 Overview of feasibility studies and related and the output or outcome*

Activity Year Tentative NIR conclusion/result
Kazakhstan, Pre-studies, 2010 Confirmed long-term potential for Swe-
Uzbekistan, studies and 2011 dish industries but market not in accord-
Turkmenistan tours 2012 ance with NIR requirements and identi-
fied as too costly to continue engage-
ment
Belarus Feasibility 2010 Capacity development and awareness

study followed 2011 raising of the private sector vis-a-vis a
by implemen- 2012 conducive business environment (bilat-
tation activities erally funded programme)

Desk study and 2010 Planned implementation, but Sida ad-

initial study 2011 Vised NIR not to engage

(followed by

NIR financed

feasibility mis-

sion)

Desk study and 2010 Travel report 31/8/2011 p 1 ‘the needs

field missions 2011 and priorities of Swedish companies

2012 With interest in the DRC have been iden-

tified. At the outcome level, a relation-
ship between NIR and the key stake-
holders (Swedish companies, interna-
tional organisations, government Minis-
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Activity Year Tentative NIR conclusion/result
tries national Labour Unions and Em-
ployers Unions as well as national
NGOs in the DRC), has been initiated.’
No longer term project related activities
initiated under core programme

Myanmar Feasibility 2012 Capacity development activities for My-
study and fol- anmar private sector to improve business
low-up activi- environment
ties

South Africa Feasibility 2011 Vocational training and BEE related
study and sus- 2012 support. Aim of project was ‘NIR is es-
tainability pro- tablished as the actor that looks after the
ject interest of Swedish business in complex

markets’. Project on hold after discus-
sion with Sida

Venezuela Pre-study and 2010 Main purpose is to explore possibilities
follow-up ex- 2011 for ‘Swedish technology training centre’
ploratory mis- 2012 and collective CSR-projects

sions

* Note that the output/outcome is based on NIR reports and documents only and not
triangulated information

The decision to engage in a country is taken by the NIR Board and is based on rec-
ommendations that are derived, in part, from the NIR complexity market index.*® To
date, the level of the actual implementation of activities (beyond initial studies and
networking engagements) has been limited. In the three countries of implementation,
following core funded feasibility studies, activities are still at the initial implementa-
tion stages (baseline and first workshops and trainings in Venezuela; proposals, stud-
ies and research in Belarus; and planning activities in Myanmar). Except for NIR re-
portedly influencing on the Belarus taxation system (which has however not been
triangulated by the team), the activities are at such an early stage that it is not feasible

B NIR's Steering Committee has the final decision on which countries to engage in. The minutes clarify-
ing the rationale for these decisions are classified and have not been made available to the evaluation
team. The mission of NIR and the programme has thus solely been described based on available in-
formation from NIR. The objective of the strategic funding is thus what is given in the programme doc-
ument. Having said that there are in some reports interchangeable referencing to supporting Swedish
business and improving the general business environment in the targeted countries. The two cannot
necessarily be assumed a priori to be congruent. So while NIR may not necessarily always work in
favour of the Sida agenda with traditional core funding, it can evidently do so with earmarked strategic
funding
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to assess the extent to which these will effectively contribute to the core programme
objectives.*®

Overall, the use of extensive feasibility studies is likely to have provided thorough
input to NIR on where to engage (though the final decisions remain hidden from the
evaluation team). However, the process has also entailed undertaking extensive stud-
ies in countries, which were later discarded, thus limiting the utility of these re-
sources. In the three implementing countries the thorough groundwork has laid the
foundation for further activities; however the feasibility process is time-consuming to
the extent that the activities are not yet at a stage where they contribute effectively to
the programme objectives, and are thus not effective within the programme time-
frame. The extent to which they contribute effectively on a longer-term perspective,
and confirm the theory of change, will need to be assessed after implementation.

3.2.5 Strategic cooperation and bilateral programmes: Zimbabwe

Zimbabwe has received bilateral as well as core funding (8% of the budget) for mutual-
ly supportive activities. The programme is aimed at providing economic recovery and
promoting democratic processes. NIR has based its theory of change on the assumption
that a unified business sector, when combined with evidence-based research, may influ-
ence policy if an appropriate platform is developed for these activities. The BMOs that
were interviewed confirmed this assumption when it comes to economic recovery.

All interviewees pointed to how NIR had been instrumental in furthering the process

of unifying the larger BMOs in Zimbabwe. The BMOs highlighted how a fragmented
business sector had, in the past, been used by the Government to play the different
BMOs against each other. This was less feasible with the creation of the Business
Council of Zimbabwe and the following work of NIR unifying the four largest

BMOs.

The most important element of the NIR work in Zimbabwe, according to interviewed
BMOs, was the development of the National Business Agenda.*’ To ensure broad-
based representation and ownership of the NBA, NIR and the four NIR-supported
BMOs lifted the NBA development to the BCZ level. Based on the NBA the four
NIR BMOs have, or are in the process of, implementing the research that has been
funded by NIR. The studies that have already been completed (energy, PPP, and poli-
cy coherence) are, according to the BMOs, being used in the dialogue with the Gov-

16 Feasibility studies to Tunesia and the later follow-up studies in Cuba have been undertaken by NIR
using NIR’s own funding.

Y The NBA process initiation was discussed and agreed at the identification workshop with the BMOs at
the programme initiation. Note that the evaluation found that none of the non-BMO stakeholders were
aware of the NBA exercise, which has thus primarily been used as an internal document.
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ernment. The BMOs confirmed the process of the NBA and the advocacy and policy
dialogue has enabled them to engage with a unified voice with the Government. They
were of the opinion that the process would enable policy changes and thus meet the
NIR objective of improving the business environment. However, so far, most of the
recommendations have been limited to dialogue. The Government is not in a position
to immediately point to the policy impact of BMOs nor are outside stakeholders;
however the NBA process is still being implemented and will still provide policy
guidance, and possible future policy changes, to the BMOs.

To further enable the partners to engage in the policy dialogues, NIR has provided
training for dialogue and negotiations. According to the Chamber of Mines of Zimba-
bwe, the training has enabled them to engage in negotiations with the Government
and has prevented a further hike in mineral fees and royalties and thus prevented a
reduction in the mining sector’s business competitiveness.'® Arguably, predictability,
reduction of corruption, violence and transparency are likely to be far more important
for improving competitiveness of the sector vis-a-vis other countries offering mining
opportunities. This, however, remains to be addressed

The team has discussed the business sector role in democratic and other political pro-
cesses with all relevant stakeholders and, while sensitive, there is an interest in dis-
cussing these issues. However, it is also evident from all the interviews that no major
outputs (and eventually no outcomes) that are directly related to promoting a demo-
cratic Zimbabwe can be identified from the NIR support. An exception, it can be ar-
gued, is the labour market dialogue platform. NIR engaged in a process of exposing
the labour market parties to the Swedish labour market model and facilitated increased
dialogue between the labour unions and the employers. The parties are appreciative of
what they have learned; however the dialogue has been terminated and there is little
interest from either side to reengage. The team assesses that the limited progress on
this front stems from a lack of genuine interest of the parties, combined with overly
high ambitions on the side of NIR when compared with the activities that have been
undertaken. The labour market issues in Zimbabwe are complicated by the political
links and regime changes across the last decades. Engaging in labour market dialogue
in the long haul is therefore expected to require long-term capacity development, re-
search and confidence-building activities. In other words, it is an approach which is
multi-year, with resources that are allocated to the BMOs, as well as to the labour un-
ions, to prepare them for the dialogue. The theory of change, explained by NIR, is that
an improved business environment in Zimbabwe will lead to improved democratisa-
tion. The team has, however, been challenged in confirming this assumption in the
field. Hardly any of the respondents endorsed this understanding.

'8 This finding has been fully triangulated by Government and external stakeholders.
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Good levels of effectiveness have, however, been documented by the evaluation team
in Zimbabwe. The successful implementation of the NBA, the follow-up activities and
the initial policy dialogue (outcome met) confirm that the programme has made some
(if limited) contribution to an improved business environment (outcome partly met) in
selected sectors (but not at an aggregate level). The team thus assess that the theory of
change of the Zimbabwe programme related to a conducive business environment has
been partly confirmed, with possible full confirmation over the next years if this re-
sults in substantial future policy changes. The programme has been less effective in its
efforts in bringing the labour market parties together to improve the business environ-
ment (outcome not met). Similarly, NIR has not been in a position to effectively con-
tribute to enhanced democracy in Zimbabwe (outcome not met). This is, in part, a con-
sequence of the lack of commitment and ability from the business sector to engage in
this process.

3.2.6 Strategic cooperation and bilateral programmes: Palestine

The private sector in Palestine (and Israel) is a long-term partner of NIR, which was
cemented with the establishment of the Palestine International Business Forum, which
is a joint Swedish-Palestinian-Israeli partnership that was originally registered as a
Swedish NGO (it now operates as a programme under NIR with local partnerships in
Israel and Palestine). The PIBF has served as a platform for trade promotion and dia-
logue between the three parties since 2005.

One of the obstacles for Israeli-Palestinian trade has been a lack of access to neutral
arbitration opportunities (disputes have till now been governed by the justice system);
consequently, the three parties to PIBF discussed the idea of establishing a joint Israe-
li-Palestinian arbitration centre. NIR thus engaged in supporting the establishment of
the Jerusalem Arbitration Centre, first through PIBF and then later by directly using
core funding.

The JAC has been two and a half years in the making to agree on the legal foundation
and identifying and training arbitrators to work for the Centre. It was finally launched
in March of 2013 and will be formally endorsed by the International Chamber of
Commerce umbrella organisation in Paris during November 2013.

According to ICC Palestine and ICC Israel, NIR and PIBF have been instrumental in
supporting the establishment of the Centre. Using the bilateral funding through PIBF,
NIR provided the dialogue platform for nurturing the JAC idea. However, due to politi-
cal complications and the questioning of PIBF operations by the Palestinian Authority
in 2010, and based on recommendations from a 2010 evaluation, PIBF paused opera-
tions and restructured the organisation (over a period of two years). PIBF went from
being a membership-based organisation to a becoming a network of organisations. In
the meantime NIR decided to use core funding to assist the establishment of the JAC
instead.
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In terms of effectiveness, NIR has provided the platform (output) for the idea of the
JAC to emerge and be initiated (outcome) under the leadership of ICC Palestine (es-
tablished as part of the JAC process) and ICC Israel. NIR has furthermore supported
the development of the JAC business plan (output) using bilateral funding and legal
framework and training (output) using core funding. These have been instrumental in
creating the JAC (outcome). However, the centre is not yet being utilised and the ex-
tent to which it will be used in the future (outcome) and improve the business envi-
ronment (impact) is still to be assessed.

3.2.7 Gender and cross-cutting issues

NIR states in their programme application that ‘environmental sustainability and gen-
der sensitivity are issues of priority in operations.” However, except from a sentence
in the 2011 annual report, there are no references to gender or environmental progress
and activities in the reporting. In the field studies gender was represented by the
planned gender workshop in Zimbabwe (implemented 2013); however there have been
no efforts to mainstream gender or women’s empowerment into the programming.

In terms of gender the programme, in principle, offers opportunities to engage more
systematically in discussing gender as e.g. part of the NBA process in Zimbabwe or
vis-a-vis the staffing and availability of female arbitrators in Palestine. Similarly, re-
flections on female-headed companies and possible gender-related barriers to trade,
and vis-a-vis the business environment, could be further pursued. However, these
opportunities are still to be explored.

In terms of environment, NIR cannot be said to engage in activities which are likely
to have a direct environmental impact. However partners of NIR, such as the Cham-
ber of Mines in Zimbabwe, operate with a high environmental risk, and NIR could
further investigate opportunities to support this (and other) BMO to undertake envi-
ronmentally friendly productions.

The rights perspective shall, according to the Policy for Global Development (PGD),
be mainstreamed in all Swedish development cooperation. The Rights-Based Ap-
proach (RBA) is about empowering people to know and claim their rights and in-
creasing the ability and accountability of individuals and institutions who are respon-
sible for respecting, protecting and fulfilling rights. This has been one of the dialogue
questions with Sida and progress has been reported accordingly. NIR is in the process
of developing methodologies to use a rights-based approach. In the current program-
ming, however, RBA is not used.

3.28 Core contribution to bilateral programmes

The core funding to Zimbabwe has contributed at two levels: (1) by in principle im-
proving the systems and procedures for implementing the programme through en-
hanced results-based management and outcome assessment, and (2) by providing
direct funding for specific activities.
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The impact of improved systems and procedures is difficult to assess, as it was only
(partially) rolled out in 2012 and the utility of the information that was generated in
the system could not be confirmed by the local NIR management nor the Embassies
of Sweden. It is, however, expected to prove useful for the programme management
in Stockholm to keep track of progress, which may again provide better guidance
from Stockholm. It may also become more relevant at the country level at a later
stage.

The provided funding is additional to already planned and funded activities under the
bilateral programme, while the funding for women’s role in the business sector is a
new activity that has been added on to the existing programme. It is not possible to
distinguish the extent to which the funding has enhanced the effectiveness of the ex-
isting Zimbabwe programme; however in light of the fact that there is under-spending
on the bilateral programme and that the funding provided by the core funding is also
limited (and underspent), there is limited indication that the core funding has en-
hanced the effectiveness of the bilateral programme.

In Palestine the core funding enabled a continuation of funding to JAC in a situation
where the legitimacy of PIBF was questioned in Palestine and funding approval from
Sida for the bilateral programme was delayed until the programme was restructured.
In this sense the core funding enabled swift and flexible support when the bilateral
funding was temporarily stopped. However it also shows how Sida, on the one hand,
terminates funding through NIR in the bilateral programme while, on the other hand,
it provides funding for the continuation of activities using core funding. This cannot
be in the interest of Sida. It is not evident from the programme document that this
gap-filling process was the intention of the core funding when it was approved by
Sida.

The Palestine core funding is not yet subject to the PAM RBM system, which can
therefore not be assessed vis-a-vis the core funding contribution.

Overall, the effectiveness of the core funding on the bilateral programmes depends on
the strategic direction guiding actual funding and need in the country of implementa-
tion. For Palestine, as well as Zimbabwe, the use of the funding was more of a case of
gap-filling due to the lack of flexibility in the bilateral funding than a planned strate-
gic intervention. The effectiveness of which is higher in Palestine given the local lev-
el demand than in Zimbabwe, where the support addresses issues which are in less
demand by local partners. In short, the advantages and disadvantages of using core
funding to stimulate existing bilateral funding can be summarised in accordance with
the SWOT analysis below (table 3.2).

Table 3.2 Strengths, Weaknesses, Opportunities and Threats of using core funding for
improving bilateral programme effectiveness in the current NIR setup

Strengths Weaknesses
- The high level of flexibility of the - The limited donor control means
core funding means that it can be that funding may be diverted to
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applied immediately and thus have internal management issues rather

a higher degree of immediate rele- than applied to the beneficiaries
vance and possible impact - Limited oversight of the effec-

- Core funding can (temporarily) be tiveness of the use of core fund-
used without having to go through ing in this setup

a time-consuming decision-making
process enabling swift responses to
emerging challenges

Opportunities Threats

- If applied strategically, core fund- - Risk of diluting effectiveness of
ing can become more targeted with intervention if not applied with
a high probability of effectiveness more long-term strategic planning

- Effectiveness will be low if there
is limited local demand of the
funded activities

3.29 Theory of change, strategic direction and effectiveness

In accordance with the ToC, the private sector is assumed to play an active role in
improving the economy and fostering conflict mitigation and peace. In this chapter
we have assessed the individual interventions to see the extent to which they are ef-
fective in contributing to the programme on an individual basis (see summary table
3.3 below for an overview). However, the question is if these can confirm and con-
tribute to the ToC at an aggregated level. While the programme is very diverse and
provides very different kinds of activities across the countries of implementation,
some common approaches have been applied and provided the expected outputs.
Most emblematic is NIR’s work towards establishing what Nir calls ‘platforms for
dialogue’. This has been achieved at the national level through e.g. the NBA process
in Zimbabwe or the JAC in Palestine. In most cases this has also involved Swedish
industries, thus enabling a tripartite discussion. The second common denominator is
the intention to document and share lessons that have been learned across the differ-
ent countries through joint learning events, seminars, trainings and global publica-
tions of lessons learned.

The output level only provides confirmation of the initial part of the ToC (i.e. that
actors are willing to engage in activities aimed at promoting the objectives of the NIR
programme). The real change should be reflected in how the outputs transform the
situation and thus contribute to improving the business environment, reducing con-
flict and fostering peace. Given the initial slow implementation rate of NIR, further
implementation is needed to fully make this assessment possible. However, there is
already emerging evidence, which provides an overview of how the programme does
or will contribute to the theory of change:

1) Interviews in the field and in Stockholm confirm that the private sector plays
(or can play) a key role in contributing to a conducive business environment;
this is evident in multiple stakeholder confirmation of the importance of the
role of the private sector in this respect.

37



2) The outputs produced and the outcomes documented in the field (if limited)
indicate that there is some scope for the NIR support to confirm the ToC relat-
ed to a conducive business environment. This is particularly the case in Zim-
babwe and Palestine (there are similar indications in Colombia, though this
falls outside the scope of this evaluation), even if the effectiveness and out-
comes are meagre at this stage.

3) The results when it comes to promoting peace are, however, less evident. In
the case of Palestine the JAC process is evidently promoting a degree of trust
between the two sides, which is an indirect contributor to peace at a lower
level; but the team cannot confirm that this will have conflict mitigating con-
sequences beyond the JAC stakeholders — partly as a consequence of the fact
that the JAC only became operational early 2013. Progress in this field has
thus far been limited to providing platforms for dialogue. The extent to which
these will be used to reduce conflict is still to be assessed (in the case of Zim-
babwe, the reluctance of the private sector to engage in conflict mitigation ac-
tivities is substantial, to the extent that their role towards this objective is as-
sessed as marginal).

When we work to map outcomes across the different programmes, achievements do
stand out — such as uniting the business sector in Zimbabwe or contributing to estab-
lishing the JAC in Palestine. However, the slow initial implementation also means
that a substantial number of planned outcomes are not yet apparent. So far there is
thus a limited degree of effectiveness in the period of evaluation. An overview of the
effectiveness of the core programme is presented in table 3.3 below.

Table 3.3 Overview of effectiveness of Sida ‘core funding’ to NIR 2010-2012

Output Outcome Contribution to theory of
change
Capacity develop- PAM and Improved programme  N/A
ment of NIR (PAM  B\[@A% management and
and NOA) monitoring
00 (01| EEEEI G EA  Bilateral meet-  Palestinian interest Too early to assess
lessons learned ings an with only developing now.
exchange of Too early to assess
experience effectiveness
NBA lessons Workshop held Too early to assess Too early to assess

learned process with RAuik;
other NIR countries
Private sector and Booklet pub- Distributed to relevant  Studies confirm NIR theo-

peace booklet lished and dis-  stakeholders with rel-  ry of change of private
tributed evant information. sector contribution to
through work-  Utility difficult to as-  peacebuilding
shops sess but distribution
approach with limited
ownership

Feasibility studies Feasibility No engagement (argu- Lack of implementation
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with no follow-up
activities

Feasibility studies
leading to project
implementation

Core contribution to
Zimbabwe pro-
gramme

Core contribution to
Palestine pro-
gramme

Output

studies and/or
travel reports

Feasibility
studies and/or
travel reports
as well as fol-
low-up activi-
ties

Different
workshops and
studies

JAC estab-
lishment

Outcome

ably outcome can be
seen as inefficient)

Initial engagements in
several countries.
However, too early to
assess genuine out-
come

Outcome of core fund-
ing limited or too ear-
ly to assess

Closer ties and trust
between private sector
in Israel and Palestine.
Possible future out-
come will be case
settlements

Contribution to theory of
change

and indication that the NIR
support could not underpin
ToC in these countries
Feasibility studies confirm
ToC in principle. Progress
still too limited to confirm
in practice

NBA process confirms PS
contribution to conducive
business environment.
Contribution to democratic
development not con-
firmed

JAC process confirms
principle of enhance mutu-
al trust between parties
and thus potential indirect
contribution to peace. Fu-
ture outcome may result in
fewer disputes improving
business environment and
mutual trust

The plethora of different types of interventions and the mixed degrees of effective-

ness is, in part, a consequence of the limited strategic direction of the programme. At
the same time the results are thus very limited for the core funding in the evaluated
programme period (see table 3.3 below). The strategic cooperation (core funding)
programme document approved by Sida in December 2009 provides very limited
direction to NIR on how the funding will be utilised in a strategic manner to be effec-
tive in meeting the programme objectives. Being aware of the limitations of the core
programme document, NIR requested an inception phase to develop this strategy
which was, however, declined. Consequently, NIR has engaged in a more ad hoc ap-
proach to prioritising the use of core funding. In practice, the individual programme
managers and directors identify the possible utility of the core funding in the area of
responsibility and provide suggestions for support, which are then endorsed by the
management team. The support must fall within the core strategies of ‘develop, im-
plement, and support programmes’ or ‘create and support networks and meeting plac-
es’, however little guidance beyond this is provided. The result can be seen as a glob-
ally inconsistent use of the funding, and although it may seem strategic in the short
term for the individual programme, it does not provide aggregated results (clearly
identified based on strategy) for the overall programme.
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Table 3.3 Documented results of core funding in the period of evaluation (activities
with probability of results, but no final evidence of results have not been included)

Results
O he e bl Eies PAM and NOA leading to Improved programme manage-
of NIR (PAM and ment and monitoring at NIR
NOA)

Private sector and Booklet published and distributed through workshops and
peace booklet possibly used

SCEE AL R EELES Feasibility studies and/or travel reports as well as follow-
ing to project imple- up activities leading to project implementation
mentation

Core contribution to Establishment of JAC
Palestine programme

3.3 EFFICIENCY

Is the NIR planning, implementation, monitoring and reporting system and processes
contributing to efficient delivery of NIR’s programmes and designed to the specific
needs of the programme?

Does the NIR planning, implementation, monitoring and reporting processes live up
to Sida requirements for results-based management?

Does NIR reporting and monitoring provide a basis for assessing value for money,
unit cost and general economic efficiency?

3.3.1 Background on NIR’s Management system

In December 2009 the Agreement for the NIR Core Support Programme was signed.
Among the main dialogue issues that were identified in Sida’s assessment memo was
a need for NIR to further develop the Logical Framework Approach (LFA)-analysis
and results-based management. NIR decided in 2010 to adopt results-based manage-
ment as its primary management system and has, during the programme period, de-
veloped tools for RBM of the planning, monitoring and evaluation processes of the
programme. The decision to develop the current systems for monitoring the pro-
grammes was taken after a thorough internal process where all staff were invited to
contribute to setting priorities.'® Simultaneously, a restructuring of NIR’s manage-

19 Reflektioner; Reflektionerna baserade pa gruppdvningen i samband med “pilot Zimbabwe”-
presentationen den 22 februari 2011 and: Preferenser for utformning av planering, rapportering och
styrningssystem Malgruppsanalys — NIR 2011 - Norcon
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ment structure was made with the purpose of creating a more results-oriented organi-
sation.

During 2011 and onwards, NIR developed tools for an increased results focus and for
improving the planning and monitoring of the contributions. The tools include the NIR
planning and monitoring tool (PAM), the NIR Outcome Assessment tool and a hand-
book for Project Management Managing and Reporting for Results at NIR. The pur-
poses of the handbook include providing guidance to the NIR managers through the
project cycle and helping to design a results-based system for the projects.

PAM was rolled out in 2012 and should, according to NIR assist programme manag-
ers, plan and monitor operational progress and results, and help to better assess risks
and develop mitigation strategies. NIR presents NOA as an outcome assessment tool
that should foster evidence-based analyses with qualitative indicators that should have
a bearing on NIR’s objectives and strategies. The overall purpose of NOA, according
to NIR, is to have a tool that assists the organisation to change strategies and improve
prospects to reach programme objectives.

3.3.2 Assessment of NIR’s PME-system

The main evaluation questions may be broken down to: a) have the systems for plan-
ning, monitoring and reporting contributed to improved results-based management
and better informed decisions by management based on results; b) are the systems
designed in a way that captures the complex contexts and processes in which NIR is
working? and c) has there been a shift in focus from measures and actions to results
analyses as a basis for planning and decision-making?

Since the start of the programme, Sida and NIR have simultaneously developed and
clarified their perspectives and definitions of RBM. Both Sida’s and NIR’s terminol-
ogy is based on the terminology from OECD-DAC.?°

Sida does not have mandatory templates for partners. The partner may submit pro-
posals and reports in any format that the partner finds suitable and can hence present
objectives in a narrative text, e.g. in a logical framework matrix or in any other man-
ner it finds suitable. Sida assesses the effects that the agreement partner wants to
achieve in the short- or medium-term, the likelihood that the results can be achieved,
and how this will be monitored. The Sida requirements for RBM include the assess-

2 Throughout the evaluation, NIR’s terminology has been be used. In line with Sida’s decision on focus-
ing the results analysis at outcome level and the bridging outcome level and how this contributes to
the outcome level, the main analysis of NIR’s system has been on analysing the Medium-term out-
come level, and how the short-term objectives contribute to this level.
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ment of the agreement partners intervention logic and theory of change, the system
for performance monitoring, the systems for identifying, assessing and managing
risks and ultimately if and how the PME-system contributes to learning and adjust-
ments of the programme including overarching system level issues. The NIR PME
system has consequently been assessed against these aspects of results-based man-
agement.

NIR has elaborated thorough tools and handbooks for NIR staff conformity through-
out the project cycle: planning, implementation, reporting and evaluation. Tools and
instruction during the planning phase include situation-, stakeholder analysis and
problem identification and analysis to ensure that the project is in line with NIR’s
long-term interests and objectives. NIR has set up comprehensive instructions for
developing the results chain and intervention logic including the Planning, Admin-
istration and Monitoring system, the NOA (Outcome assessment), the risk manage-
ment plan to ensure the uniformity of all programmes. The instruction is set up to
ensure that all activities and outputs are steered by (contributing to) the outcome lev-
el. To determine if the projects are moving according to plan, a clear instruction on
how to formulate relevant output indicators has been included in the handbook.

The Handbook for Project Management, with its annexes, is comprehensive, covers
all RBM methodology and is presented in a user-friendly way. The different methods,
tools and steps are explained and contribute to uniformity in the project and pro-
gramme cycle, thus enabling all staff to use the same tools and methods for planning,
monitoring and reporting.

The interviews revealed that the organisation has a good and increased understanding
of RBM - learning has increased, enabling a better-informed analysis about results at
HQ. NIR staff expressed that they are more familiar with PAM than NOA.

The operations are guided by clear objectives and the RBM-system is set up in a way
that enables more focused programming that is guided by a joint framework for all
levels of the organisation. NIR staff at HQ level expressed that the system, also in
practice, has improved the uniformity of all processes. The system is hence not as
sensitive to staff turn-over or other institutional changes as before.

The actual use of the reporting is less clear. The reports that have been analysed in the
bilateral programmes and the strategic cooperation with Sida are, so far, seldom out-
come focused. In the Strategic Support, NIR has so far presented, as defined in the
agreement, a yearly report focusing on deviations from plan. In the report activities
and outputs are presented in a systematic way. There is, however, no analytical dis-
cussion in relation to set outcomes. The Embassy of Sweden in Zimbabwe has not
reported improvement in programme reporting during the last three years.

In the core support reporting of NIR there is limited reflection on the relations to bilat-
eral funding and results emanating from these (though the bulk of the reported activi-
ties are core funded e.qg. results in Colombia are also reported in the 2011 annual report
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in spite of the fact that no core funding has been provided to Colombia until mid-
2012). Simultaneously in the bilateral reporting — core funded activities are reported.

The majority of the assessed reports are output oriented, as the agreement only re-
quires reports that present deviations from original plans. The focus on outputs is
probably also a direct consequence of the output-focused PAM. The tool that shall
enable NIR to make performance monitoring at outcome level is still in its pilot

phase.

The Zimbabwe mission revealed that a higher degree of rigour is required to provide
a more genuine picture of progress (see table 3.4). NIR operates in a challenging con-
text and e.g. difficulties in undertaking activities and producing outputs related to
democratic processes are legitimate and should be reported accordingly rather than
being subdued or omitted in the reports.

Table 3.4 Examples and assessment of NIR reporting on different outputs and out-
comes taken from the 2011/12 annual progress report of the Zimbabwe programme

‘Finalisation and launch
of NBA’, ‘Infrastructure
and PPP analysis’ (p 13)
‘Donor coordination’ (p
14)

NIR report contribution to
BMOs lobbying for
changes to seven different
policy and regulatory
changes (p 20 and 21)

Findings from the field
mission

Outputs confirmed imple-
mented

Some donors/programmes
have visited NIR and in one
case a donor have imple-
mented a NBA activity
(study on indigenisation
funded by GiZ). None of
the partners, however, re-
garded NIR as playing a
critical role in donor coor-
dination

The team asked all BMOs
to explain their policy im-
pact during the last three
years related to the NBA
and NIR funded activities.
The BMOs confirmed the
impact vis-a-vis the elec-
tricity board and tariffs, as
well as the prevention of a
hike in mining royalties and
fees. None of the BMOs
referred to other policy
changes reported in the NIR

Team assessment

Correct reporting

Donor coordination is usually
undertaken between bilateral
and multilateral donors and it
is difficult for NIR to under-
take this activity without some
sort of formal endorsement. It
is positive that NIR stands
available for coordination
purposes but cannot be said to
have achieved donor coordi-
nation as an output

The team cannot fully discard
BMOs’ involvement in the
policy changes, however no
evidence was found during the
field mission to substantiate
this. BMOs are by stakehold-
ers classified as ‘weak’ and
‘lack capacity to engage poli-
cy dialogue’ and thus the re-
sults expected are limited. The
reporting should reflect this
reality
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annual report. Similarly no

other interviewee could

point to any other policy

influencing by the BMOs

‘At the same time, one All non-Government inter-  Correct reporting which relate
key challenge remains; viewed stakeholders con- to the actual challenges faced
many of the economic firmed these assessments by the programme on the
blue prints are still not ground

being implemented by the

government’ (p 21),

‘when they (BMOs) do

engage with government

on sector issues...they are

more successful than

when engaging under the

flag of BCZ’ (p 22)

Interviews revealed that the process for improving the systems for RBM has been a
long and expensive process that has taken “longer than expected”. An internal NIR-
survey conducted in 2012%* demonstrated that there still are challenges in implement-
ing a new PME-system. NIR staff expressed, for example, that they are less content
than the year before regarding the structures for monitoring and reporting (36% in
2012 compared to 27% in 2011.)

The system and its instructions will require considerable maintenance; the running
costs to ensure updated tools and instructions must also be taken into account. An is-
sue is hence if the tools and instructions are proportional in relation to the size and
needs of the organisation. Another issue relates to the continued funding of the system
and if NIR will have sufficient institutional funds to continue invest and improve it.

3.3.3 Intervention Logic and Theory of Change

NIR’s intervention logics are formulated for the programme countries using the same
format in the PAM. With the roll out of PAM, the LFA-matrices at the country level
have been substituted for the PAM — RBM system.

In most countries where NIR operates the organisation has the intervention logic in
place and it is possible to follow them and how the outputs contribute to set short-

2 planering, rapportering & Styrningssystem 2012 - Malgruppsanalys &
uppféljningsfrekvens av NIR:s program (inhdmtning for MPO-resultat 8)
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and medium-term outcomes. It is, however, difficult to get an overview of the link
between the objectives/intervention logics and the performance indicators at output
and short- and medium-term outcome levels, possibly as a consequence of the format.

There are, however, examples when the intervention logic is not clear and the differ-
ent steps in the results chain are used inconsistently. For example in Colombia the
outcome level is formulated as the expected change in behaviour among beneficiaries
or target groups: Programme stakeholders and beneficiaries contribute actively to
sustainable peace-building initiatives in the contexts in which they operate.

There are also examples where the Short-term outcomes rather are formulated as out-
puts or activities:
- Increased awareness and knowledge among policy makers about macro eco-
nomic policies in a market economy (DPRK)
- Increased knowledge about CSR (DPRK)
- BMO'’s members trained on policy advocacy strategies and communication
tools (Zimbabwe)
- Platforms for dialogue with key stakeholders (Zimbabwe)

There are also examples when there are loops in the intervention logic and where out-
puts rather are formulated as outcomes like Energy policy implemented by Govern-
ment (Zimbabwe). Consequently, there is a need for more stringent and rigorous re-
porting against results with clearly defined outcomes (rather than outputs).

3.3.4 The system for performance monitoring

NIR has, with the elaboration of PAM and NOA, laid the foundation for the perfor-
mance monitoring of their programmes. PAM and NOA are complementing monitor-
ing tools where PAM focuses on the output level and corresponding output indicators
and NOA according to the handbook “...will give well-calculated estimations of your
projects aggregated progress towards stated objectives on outcome level”.

PAM is a project management tool that enables NIR to link outcome levels to outputs
and corresponding activities, including financial follow up. PAM focuses on the in-
put/activity/output level of the results chain; and, consequently, primarily on the at-
tribution on output level and corresponding indicators.

Indicators shall assess if an intervention has attained its objective or is about to and
should therefore be linked to a specific planned result. The identification of relevant
indicators, baselines and targets in the NIR systems is done in a participatory process
that ensures ownership. The NIR programme staff is always simultaneously identify-
ing plausible Means of Verifications (MoV) — a weakness in many PME-systems —
which means that the indicators and MoV at output level are assessed to be relevant.
Staff at HQ and in the field have expressed that the use and implementation of PAM
is time consuming.

According to the PAM handbook, NIR has opted for a flexible methodological approach
due to the complex contexts in which NIR operates. Managing for results in the com-
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plex contexts in which NIR operates is challenging in many ways due to a lack of, or
unreliable, data, difficulties in monitoring including weak partner capacity. It hence
generally requires more resources to monitor and manage for results in conflict settings.

The handbook further states that the NOA is structured on mechanisms that draw to-
gether data of perception and/or rigorous assessments concerning progress for indi-
vidual NIR programmes. This in turn has a bearing on overarching strategies and ob-
jectivities in NIR’s Master Plan of Operations (MPO). It is concluded that the per-
formance information collected through the NOA will enable advice on strategic pri-
orities and allow for the promotion of good policy.

The chosen methodology for NOA — perception-based surveys — is assessed to be
relevant when there are a sufficient number and percentage of respondents, as in
North Korea. In other cases the surveys are rather limited in scope; e.g. Zimbabwe
where the NOA results are calculated as percentages based only on 7-8 respondents —
leading to weak evidence®. In that case there is consequently not enough evidence-
based information and the NOA does not seem to produce enough results information
to enable learning and necessary alterations in the programme.

NIR explains in the last annual report to Sida that the focus of results measuring will
lay on a selected number of programmes. NOA has, during the pilot phase, been
rolled out on a one result per country basis. See table 3.5 below.

Table 3.5 Result per country overview

Result 1: Conflict-sensitivity and peacebuilding approaches Colombia peace
Result 2: Private sector promoting peacebuilding PIBF

Result 3. Key actors apply business conducive practices SWEZIM-PSC
Result 4 : Key actors influence their business environment DPRK

Result 5: Companies address health issues SWHAP

Result 6: Intervene efficiently in relevant markets -

Result 7: Deliver according to stakeholder expectations -

Result 8: Knowledge about its operations and creating benefits to stakeholders | NIR programme

Result 9: Operate and communicate efficiently NIR stakeholders

There is obviously a risk when elaborating systems such as PAM that staff has an
undue reliance on the system — and surveys. There is a risk of too much and excessive
focus on the system rather on institutional learning and management for results.

2 Annual Report Zimbabwe 2012
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3.3.5 Risk analysis

Risk is a matter of (future) uncertainty and is defined as an uncertain event or set of
circumstances that, should it occur, will have an effect on the achievement of objec-
tives. A risk analysis is made through a systematic review of risk factors that are iden-
tified in the current situation.

The programme management at NIR are expected to develop a risk management plan
and mitigation strategy and make the risk assessment at two different levels: at activi-
ty/output and outcome level. In the Zimbabwe PAM the risk assessment tools are
used as intended. At the overall management level the same risk is, for example, iden-
tified for both Zimbabwe and Colombia, i.e. changes in the political context that
could negatively impact the implementation of activities.

3.3.6 Sida-NIR dialogue on the results-based management system.

The evaluation team has, apart from a few comments in minutes, not been able to find
any monitoring or analysis from Sida regarding the NIR RBM-system. The only refer-
ence derives from the annual meeting in May 2011 when NIR presented the new sys-
tem and the mainstreaming of all its operations in accordance to the RBM-approach.
NIR emphasised the importance of Sida having knowledge about and accepting the
way of working. Sida responded that there was much interest for the RBM-work of
NIR. At the meeting in November 2011 nothing was mentioned regarding the RBM
system, only that the annual reports from early years were good and that no change
was needed.

3.3.7 Reporting on results, ambitions, and transparency
While NIR can show results in several areas, there is a tendency for the reporting to
be ‘over optimistic’.

To test the reporting accuracy, the team assessed the reporting from the Zimbabwe
programme (see Annex D) and found a mix of appropriate reporting against results
(NBA process outputs). However, there was also substantial reporting on results
which cannot be attributed to the NIR support (policy outcomes and donor coordina-
tion), thus giving the impression of the NIR programme activities having had a great-
er effect than what can be documented.

This tendency to ‘over report’ provides an incorrect picture of NIR’s achievements,
and fails to properly illustrate the challenges and considerations that NIR has had in
the programme period and the rationale for any possible altering of activities.

The reporting issues are further challenged by the fact that many documents in the
bilateral programmes are subject to different levels of confidentiality, limiting the
degree of transparency of the NIR programme vis-a-vis the general population, which
runs counter to Sida’s policies on transparency. The team has not encountered exam-
ples of similar levels of restricted transparency with any other development pro-
gramme.
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3.3.8 NIR’s reporting and monitoring as a basis for assessing value for money, unit
cost and general economic efficiency
The key global reporting platform of NIR is the annual reporting on the NIR’s strate-
gic cooperation with Sida. These reports (2010 and 2011, with only figures from 2012
being available) do not discuss efficiency explicitly but both contains the statement
that ‘[b]y supporting the strengthening of NIRs organisational structure and capacity,
Sida is contributing to ensure maximum efficiency and achievements of results in
NIR’s interventions’. However, there is neither analysis nor evidence in the report
that demonstrates how the substantial support to capacity development has or will
translate into improved performance in the concrete interventions (e.g. comparing
unit cost across interventions to demand better value for money in the high-cost cas-
es). Hence the statement thus primarily reflects NIR’s ambition rather than a conclu-
sion on the evidence presented.

Moreover, the financial statements contained in the annual reports generally do not
allow for assessing value for money, efficiency and unit costs, as the budget lines are
too aggregated and generic to allow for such analysis (e.g. a budget line reads ‘De-
velop, implement and support programmes’). The underlying calculations upon which
the financial reporting is based is only marginally more informative, with some budg-
et lines being disaggregated according the country, but with very limited information
on the costs of specific activities and with virtually no information on unit costs.
Thus, while in full formal conformity with the reporting requirements, the infor-
mation readily available to Sida and other external stakeholders does not allow for an
easy assessment of value for money or even the identification of the concrete activi-
ties that have been financed. However, the recently introduced PAM system does
contain more efficiency relevant data for the concrete interventions in the partner
countries. Here (and here only) there are budget costs for the concrete activities and
the number of direct benefit beneficiaries is also frequently, but not consistently, re-
ported. While there are issues of individual activities perhaps being on the high side
of comparable unit cost levels, the activities generally seem to display a reasonable
level of efficiency and value for money.? Thus NIR applies restrictive competitive
bidding for consultancy services of 100,000 and also have reasonable ceilings (USD
125/day) on some local consultancy activities. Moreover, steering committee meet-
ings, at only SEK 2,000, also appear to indicate reasonable value for money, whereas

% The team analysed the efficiency, unit costs and value for money for the Zimbabwean programme.
Generally the efficiency of the conferences, workshops and trainings were reasonable compared to
local levels and considering the audience (politicians, business leaders and senior civil servants).
However the indicative cost of the locally produced studies may be on the high side (e.g. a budget for
SEK 70,000 for a study on energy tariffs).
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programme management cost are somewhat on the high side with the local coordina-
tor’s remuneration set at SEK 460,000 annually.?*

Another specific activity type that is mainly funded under the Sida core funding is the
feasibility and pre-feasibility studies and missions to prospective partner countries. In
total, 9 countries have been subjected to such feasibility and pre-studies. Of these 9,
NIR has decided to establish engagement in only 3 countries and progress over the
evaluation period has been limited (see section on effectiveness). It would appear that
the relatively high percentage of studies and missions that did not translate into en-
gagements could be considered problematic from an efficiency point of view, as the
cost associated can be considerable (e.g. desk-studies, field trips, consultancies etc.).
Improved efficiency could possibly be obtained from more in-house analysis prior to
fielding missions and engaging other stakeholders, thus improving the ‘engagement
success rate’. This may also entail earlier engagement with Sida if the envisaged fu-
ture programmatic work is contingent upon funding therefrom. This is to prevent sub-
stantial investment in feasibility studies and missions that may prove futile if Sida is
not able to fund the subsequently proposed programme.

The budgets presented in both the application for core funding as well as the three
subsequent annual budgets do contain very aggregated information on management,
administration and other overhead costs (e.g. office costs) vis-a-vis allocation for
programme implementation and development. On average, one third of NIR’s budget
allocations are devoted to management, administration and other overhead costs. In
addition, the bilateral programmes also contribute significantly to HQ overhead costs,
with e.g. the Zimbabwean SWEZIM programme funding the HQ Sweden-based pro-
gramme manager as well as 20% of the programme director’s cost (currently the CEO
of NIR, obviously also Sweden-based).?® Similarly in PIBF where programme man-
agement costs constitute 54% of the total budget. *® HQ management costs are typi-
cally the single largest item in the budgets related to the core funding programmes.*’

4 Again these examples are all from the Zimbabwean programme.

% The budget line for programme management of the Zimbabwe project was initially set at SEK 6.7
million constituting the 50% of the original budget (i.e. excluding subsequent additional core funding).
This seems rather high and does exceed what is found in several other CSO projects aimed at advo-
cacy and capacity development. Moreover due to, at times considerable, under-disbursement on activ-
ities actual spending on programme management amounts to 57% of total expenditures during the
three project years

% This is again following NIR’s own budget nomenclature, but obviously, some management costs are
activity related. NIR asserts that the costs of its staff and offices are not management costs (budgets
accounted by the consultancy team measured 48% of total cost. Later reports dated 11 June 2013
shows a rate of 43%), yet it still classified these as management costs in the NIR budget. Consistent
with NIR budget categorisation and that of most other NGOs that have been used for comparison, the
evaluation team has also categorised NIR office and staffing costs as management costs. It is not
possible to disaggregate management costs into activity related and non-activity related costs.

%" In the Colombian project on support to peace, programme management and administration amounted
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Combined it does call into question if the current division of allocation between man-
agement and concrete activities is promoting efficiency and value for money.

There is room to adopt a more comprehensive focus on all budget outturns. Currently,
the substantial funding for internal capacity development of NIR and for programme
management of concrete programmes have, in the short term at least, reduced overall
efficiency from a value for money perspective. Most other CSOs operating under the
framework conditions of Sida do not use such a substantial share of the Sida funding
for programme management and internal capacity development, but are generally
advised to stay below 20% for such purposes, even though some exceed that amount.
The evaluation team has been unable to identify any other Swedish development
NGO with higher overhead levels.?® While the concrete interventions have not seen
any substantial efficiency gains from these efforts, they may materialise in the future.
For efficiency gains to materialise, NIR will consequently have to substantially re-
duce allocations for internal capacity development and programme management.

Are the NIR programme outputs and outcomes sustainable and/or have a high proba-
bility of being sustainable in the medium- to long-term?

Sustainability will first and foremost be assessed against the different clusters of out-
puts of the core programme:
1) Internal capacity development of NIR through the PAM and NOA system
development and implementation
2) Central level and cross-country activities aimed at informing bilateral inter-
ventions

to 40% of all budgeted funds.

8 Depending on the funding modality Sida allows a maximum of 20% in administrative costs and over-
head (10% under some modalities). In a sample of 10 NGO project the programme management costs
ranged from 10 to 47%. See e.g. Henrik Alffram, Pontus Modéer and Camillia Fawzi El Solh, Organi-
sational Assessments of Civil Society Organisations: Assessment Report/ Team Kvinna till Kvinna /
Reference number 2011-0001308, February 2013. Sida 2012. Assessment memo: Support to Kvinna
till Kvinna (KtK) programme in Bosnia and Herzegovina 2012—-2014 ; and Embassy of Sweden. 2012.
Assessment memo: Kvinna till Kvinna’s Serbian programme . Nilsson, A., Anger, J., Newkirk, J. 2010.
Evaluation of support to the civil society in the Western Balkans . Stockholm: Indevelop-IPM. Kvinna
till Kvinna. 2010. Sidanastkan Liberia Budget 2011-2013; Kvinna till Kvinna. 2010. Sidans6kan Gaza
& West Bank Budget 2011 — 2013. Henrik Alffram, Pontus Modéer, Camillia Fawzi El-Solh, Afri-
kagrupperna: Organisational Assessment, December 2012. Henrik Alffram, Pontus Modéer, Camillia
Fawzi El-Solh, Organisational Assessment of Civil Society Organisations in view of possible qualifica-
tion as Sida’s framework or strategic partner organisation: Hand in Hand, Reference number 2011-
0001308, March 2013. Martin Schmidt and Henrik Alffram, Evaluation of Olof Palme International Cen-
tre, Sida-review 2011:23, Martin Schmidt and Henrik Alffram, Evaluation of Olof Palme International
Centre, Sida-review 2011:23. Erik Bryld, Henrik Alffram and Kim Sedara, Evaluation of Forum Syd and
Diakonia’s Democracy and Human Rights programmes in Cambodia, Final report 12 Sept 2012.
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3) Feasibility studies and activities in new programme countries
4) Strategic support to existing bilateral programmes

Finally, we will discuss the general sustainability of the NIR core funding approach.

3.41 Sustainability of internal capacity development

The sustainability of the PAM and NOA capacity development is to a large extent de-
pendent on: (1) the utility of the tools for the institution and staff, and (2) the owner-
ship and willingness to continue using the application in the future. In other words, if
the systems are used and institutionalised the probability of sustainability will be high.

The investment in system development in NIR has contributed to increased internal
learning of RBM and tools for monitoring but, as discussed above, the focus is, to a
large extent, on output level monitoring and reporting. In the field the utility of the
field staff and ownership to the system was mixed. However, interviewees stressed
the importance of the system for informing ‘Stockholm’ on progress in the field and
there is thus an acknowledgement of the need to use the system in the future as well.
However full institutionalisation and, thus, long-term sustainable use is still to be evi-
denced.

3.4.2 Sustainability of cross-cutting activities

It is premature to assess the sustainability of the bulk of the cross-cutting activities as
these are only being implemented in late 2012 or in 2013. However, the initial Pales-

tine-Colombia lessons learned activities initially proved unsustainable as the Palestin-
ian side at first failed to see the utility of the activities. This understanding does, how-
ever, seem to have changed and there is now a renewed interest in re-engagement.

The sustainability of the use of the peacebuilding booklet will depend on the extent to
which the companies invited for the launch will utilise the booklet. This will need
tracer studies to be established.

3.4.3 Sustainability of feasibility studies and new programme initiatives

A remaining factor that influences the sustainability seems to be the vast number of
activities that are spread across countries with only limited input in each. These in-
clude the feasibility studies with no implementation outcome (it can be argued that
they increase sustainability as they prevent NIR from engaging in areas that are not
sustainable. However, there is no indication of this and the team has not had access to
the rationale for the final decision of not engaging on any specific country, which
includes Swedish business industries potential, so this cannot be verified), as well as
minor activities in some countries and some add-ons in Zimbabwe. A common de-
nominator is the relatively limited financial input on activities, which tends to be less
demand based. This indicates that the NIR programme is spread too thin without suf-
ficient anchoring in all countries of implementation.
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3.44 Sustainability of the Zimbabwe programme

In Zimbabwe the sustainability is intimately linked to the degree to which the BMOs
will have the capacity, willingness and clout to continue with meaningful and impact-
ing engagements with the government. That in turn is contingent on a number of fac-
tors, many of which are outside of the direct influence of the NIR programme. First of
all the BMOs (and by implication also the BCZ) are only as strong as their members
and given that the economy is still in an extremely precarious situation, businesses are
still struggling to survive. Economic revival is largely conditional upon improved
political stability, which the forthcoming elections hope to usher in. Secondly, BMOs
and BCZ will also have increased sustainability if they can dialogue and influence
government, thus proving its value as a common voice of the business sector. As seen
in the effectiveness section (and in the country report), BCZ and the BMOs support
have only seen limited traction in this area, with the mining industry being the only
example of direct impact on government policies. However this may change in the
future and thus also improve sustainability prospects.

As concerns the specific interventions and their modalities, NIR has generally pro-
moted sustainability through having strong partner (i.e. BMO and BCZ) ownership in
the identification, formulation and implementation of the various activities letting the
BMOs/BCZ themselves draft ToR, recruit consultants and present the results. How-
ever NIR has not transferred funding through the local partners, nor has it focussed on
strengthening downward accountability (e.g. membership management and nursing)
which, if left unaddressed could undermine sustainability. Other partners (e.g. Danish
Industry and forthcoming EU support) may address some of these challenges. In sum,
NIR has undertaken commendable efforts to promote sustainability, but the macro-
economic and political context will be the ultimate determinants.

3.4.5 Sustainability of the Palestine core funding

The core funding to Palestine has been provided for one major outcome: the estab-
lishment of the JAC. The sustainability of the support will depend on three parame-
ters: (1) the degree of ownership of the intervention by the partners. This was fully
confirmed by the interviews and the partners are ready to take the JAC forward with-
out further technical support from NIR (or PIBF), (2) the initial financial sustainabil-
ity of the JAC. The JAC is currently without funding of its running costs for the first
two years, which makes it unsustainable in the short run. There are however options
for funding (from among others, Norway), and NIR could consider providing bridg-
ing funding in the next phase of PIBF, which was launched this February. And (3) the
long-term utility of the JAC, i.e. the question of whether the private sector in Pales-
tine and Israel will make use of (and pay for) the JAC in the future. The partners in-
terviewed were positive regarding this latter point, which seems plausible with the
current vacuum of arbitration opportunities.

3.4.6 Overall considerations of sustainability vis-a-vis the NIR approach
NIR has progressed in its modus operandi over the core funding period, which im-
pacts the degree of sustainability of outputs and outcomes produced with the core
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funding. Critical to these is a still increasing understanding of the need to emphasise
partnership and ownership when dealing with partner institutions in the countries of
operation. Three good examples from the field stand out:

1)

2)

3)

The ability of NIR to change the capacity development approach in Zimbabwe
upon request from partners. Initially, NIR had planned for undertaking advo-
cacy training of partners however, upon request by the partners, a more ac-
tion-oriented research approach was provided to inform advocacy instead.
NIR’s positive response to the request has resulted in the partners having a
high degree of ownership to the studies and interest in using these for policy
influence.

The willingness of NIR to listen to partners in Palestine on a more flexible
approach when there was a need for additional flexibility and time to ensure
that a proper foundation was laid for the JAC. Consequently, ICC Palestine
feels ownership for the activities, which were based on genuine demand.

The move from NIR Stockholm controlled financial management of PIBF in
the newest phase to allocating funds to the implementing PIBF partner on the
ground has, according to interviewees, improved the contextual understanding
of the programme prioritisation as well as the response time to emerging chal-
lenges.

Emphasis on ownership is not new to NIR, which is extensively involving partners in
identifying lessons learned from the past year and developing workplans for the com-
ing year. This is also the case in the ‘new’ countries where emphasis has been on en-
suring that the partners on the ground identify their needs and jointly agree on the
implementation process.

There are, however, also instances where a more top-down approach where the ideas
of NIR have resulted in less ownership among the partners. This includes e.g. the
gender-related activities in Zimbabwe or the first rounds of the Colombia-Palestine
lessons learned initiative.
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4 Evaluative Conclusions

NIR has a long track record of working with the private sector to create an improved
business environment. For the core programme, subject to this evaluation, improved
business environment and peacebuilding have been the key expected long-term out-
comes of the NIR support. These are ambitious goals in light of the limited financial
inputs in the NIR beneficiary countries, which are furthermore difficult to measure
within the relatively short time-frame of the programme (three years). The challenge
is further compounded by the very ambitious programme theory of change and its a
priori assumptions of the importance of the private sector in fostering peace and pro-
moting economic growth and poverty reduction.

From a methodological perspective, measuring macro-level change outcomes of the
NIR core funded programme is challenged by the broad and varied scope of activities
and the extent to which the bilateral programmes and the core programme are inter-
twined. Having said that, outputs and the utility of these for fostering change can be
identified, thus the outcomes (or the expected outcomes), can in most cases also be
identified, thereby underscoring the evaluability of the programme.

The evaluation has found that the approach applied by NIR is — in most cases — rele-
vant to the context. This was particularly evident in the two field mission countries
where the main activities had been identified by and were eventually driven by the
NIR partner organisations. The approach that was undertaken by NIR ensured a high
degree of ownership and examples were presented where NIR had changed approach
in order to accommodate the requests of the local partners. Conversely, where activi-
ties had been identified by NIR in Stockholm the ownership was more moderate (as
was the effectiveness).

The relevance discussion does however also bring forward the question of relevant
choice of beneficiaries and partners. The team has not been able to identify men,
women and children living in poverty as primary beneficiaries (though they may be-
come secondary beneficiaries), as espoused in the programme document. Instead the
primary beneficiaries are the primary partners — namely the private sector in the coun-
tries of operation. This is to be expected in a programme that is designed to use the
private sector as the main vehicle for change. In most instances the partners chosen
have proven to be relevant to the NIR (and Sida) objectives, though more care should
be taken to ensure that all partners share the objectives and ethical standards of NIR
and Sida, which — the evaluation has found — is not always the case.

In terms of cross-cutting issues, the programme has failed to engage more systemati-
cally in efforts to promote gender equality and women’s empowerment, which have,
thus, not been mainstreamed in the programme design.
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While the approach is relevant, the measureable results are more meagre. Most of the
planned outputs have been produced during the course of the programme, but the im-
plementation has been delayed. Consequently, a significant number of these outputs
have only been produced in 2012 and 2013, leaving little time for these to be used to
generate tangible outcomes. Consequently, the programme has had a very low level
of effectiveness in the period of evaluation.

Some effectiveness has been identified in Zimbabwe with the unification of the busi-
ness sector and the (though quite limited) changes to the policy context for an im-
proved business environment. Likewise in Palestine, the core funding has resulted in
the development of the JAC, and created new links and understanding between the
Israeli and the Palestinian business communities. These two cases confirm the theory
of change of NIR in terms of contributing to an improved business environment, but
less so to the peacebuilding efforts. However, they remain two cases of effectiveness
in a plethora of very diverse interventions where effectiveness is still to be shown.

Furthermore, there is little evidence to suggest that the core funding programme is
enhancing effectiveness of existing bilateral interventions. Instead, these interventions
could easily have been implemented using bilateral funding (the main hindrance to
this was the need for Sida approval).

The slow implementation rates and limited effectiveness so far are, arguably, also a
consequence of the rather broad and unspecified programme document for the core
programme, which was nonetheless approved by Sida. The document provides very
limited guidance on how the funding should be used and thus the strategic direction
of the core programme. Similarly, NIR has received only limited guidance from Sida
on how to use the funding strategically. Consequently, the funding has been applied
on a very ad hoc basis when opportunities emerged in the individual NIR countries.
While these opportunities have often been relevant, they have, in several instances,
been used for de facto gap filling for temporary pauses or the termination of bilateral
Sida funding and not as part of an overall strategy. The exceptions are cross-country
initiatives where NIR has worked to identify, share and build on lessons learned from
the individual countries.

With more than forty per cent of the core funding being used for management and
administration, NIR is a comparatively costly operation funded by Sida in relation to
many other NGOs that are receiving Sida funds.?® This level of funding has been ap-

% This is based on NIR’s own budgets and reporting categorisation. It should be noted that in NIR’s
reporting and budgeting, costs for staff also involved in project activities are part of the ‘management
costs’, which is similar to many other NGOs, although many of these are of course sub-grantors.
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proved by Sida. Irrespective of this, it is difficult to justify such excessive manage-
ment costs in light of Sida’s CSO management modality regulations and also from a
perspective of general cost-effectiveness and ensuring that Sida funding substantially
contributes to poverty reduction and achieves value for money.

Again, NIR has complied with the framework conditions inherent in the programme
documents and agreement with Sida; the onus should have been on the latter to have
made these conditions more consistent with other CSOs, not least in terms of promot-
ing efficiency and optimising the outcome focus. Thus Sida has also not provided
substantial guidance on how funding should (and could) be utilised and what consti-
tutes acceptable overheads. With aid budgets under pressure globally, many other
development partners have increasingly focussed on ensuring higher value for money
in their interventions and this could arguably also be applied to NIR.*

NIR has, at an over-arching system level, made comprehensive progress to ensure a
results-oriented organisation — even if internal surveys reveal that there are still chal-
lenges. As the focus in the implementation of RBM tools has been on rolling out
PAM, it is too early to assess if the current system will actually enable NIR to enact
management based on results. All main components are in place; intervention logics,
monitoring tools etc. but there is a risk that the system’s focus on output level (PAM)
contributes to an equivalent focus on outputs in staff reporting. As central level staff
clearly express that the use of the new tools such as PAM are rather time consuming,
and there is a risk that, due to time, constraints staff does not focus sufficiently on
outcome-level monitoring.

The investment in system development in NIR has contributed to an increased inter-
nal capacity on RBM, including internal learning and tools for monitoring. It is hence
assessed that the organisation has the necessary internal capacity to plan, implement
and report on results. It appears, that this has not yet yielded significant efficiency
gains on the ground, for example better reporting. For sustainability the organisation
must continuously work to ensure that the capacity does not stay with a few individu-
als but is mainstreamed throughout the organisation.

As a result of the fact that NIR primarily works operational, NIR does not entirely

work in accordance with Swedish priorities when it comes to aid effectiveness and
contributing to strengthening the capacity of the partner organisations.

Moreover, NIRs operating environment may also impose higher management and overhead costs.
% See e.g. DFID: DFID’s Approach to Value for Money’ London, July 2011.
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The link and attribution between the output level and the short- and medium-term
level is sometimes weak. It is assessed that this could partly be attributed to the lack
of links between the monitoring tools PAM and NOA.. To shift focus from measures
and actions to results analyses as a basis for planning and decision-making, the PAM
would need to be complemented with a NOA or similar tool that focuses performance
monitoring at the outcome level. It is hence not satisfactory that the NOA is only
rolled out as pilots — on a one-result/country basis — as this hinders a comprehensive
outcome-level analysis.

An assessment of the reporting on results also shows a need for a more rigorous as-
sessment of results that are attributed to NIR versus general developments. This may,
for example, entail the development of simple and cheap monitoring and evaluation
tools that complement the NOA at HQ.

The intervention logics are generally formulated in a way that enables RBM. The
intervention logic is, however in some examples, not clear and the different steps in
the results chain are used inconsistently. To enable that changes in programme man-
agement are based on results, it is crucial that the outcome level is always formulated
to capture changes among the target groups and beneficiaries, and that the terminolo-
gy of the different steps in the intervention logic is consistently used.

The risk management and sustainability analysis tool is not used systematically to
clearly link the risk that affects the achievement of the objectives.

While costly, the outputs that have proven effective have a significant degree of sus-
tainability (or potential of the same). This is the case in Zimbabwe, where the BMOs
have taken it upon them to move the process forward, and in Palestine, where the
JAC is fully owned by the ICC partners. The degree of sustainability is closely
aligned with the degree of ownership. And evidently, where an approach has been
relevant to the partners, the degree of sustainability is likewise higher.

The findings of the evaluation lead to the questions: Is the NIR core funding relevant
for Sida, and should Sida then continue its engagement with NIR?

NIR is, in many ways, a unigue organisation with a strong network and experience
from working with the private sector in complex markets, and is therefore difficult to
replace if Sida wants to continue to work with business for development in fragile
states through a Swedish non-state actor to ensure that there is Swedish capacity (out-
side Sida) in these areas.

The support remains relevant to Sida’s policies globally as well as in the bulk of fu-
ture country strategies. However, NIR’s overall objective, of securing the long-term
interests of Swedish industry in complex markets, is not consistently aligned with
Sida’s mandate. Consequently, NIR cannot be provided with core funding in the tra-
ditional sense. Funding will thus have to be earmarked to align with Sida’s policy
areas.
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The support remains insufficiently utilised in terms of effectiveness and efficiency
and NIR thus performs considerably below the expectations that are expressed in the
programme document. The relevance of the support will eventually depend on the
Sida expectations and requirements of working with the private sector as well as the
context of implementation. If Sida wants to continue an approach, which is cross-
country and can, in principle, draw on lessons from different regions, combined with
a Swedish angle to private sector development, then NIR remains a relevant partner.
However, if the focus is development-oriented in the given context, Sida should retain
flexibility by allowing it to explore other opportunities as well and consider different
modalities (such as joint funding mechanisms and direct funding to private sector
institutions in the partner countries).

If Sida has the ambition to maintain a substantial Swedish non-state actor capacity for
private sector engagement in complex and fragile markets, support should thus sub-
ject NIR’s approach to substantial changes, which will ensure that outcomes will be
met in an efficient manner. Recommendations for such potential future support are
presented in the chapter below.
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5 Recommendations for Future Support

For Sida to continue to undertake strategic funding support to NIR in a possible next
phase of strategic cooperation, we suggest revisions of the cooperation based on the
following recommendations.

Recommendations for NIR:

1.

Strategic cooperation funding must come with clear strategic direction from a
solid programme document and strategic plan. The plan should provide great-
er detailed descriptions on how NIR will enhance its effectiveness and, at the
same time, improve the efficiency of the programme (and lower management
costs).

The funding should be aligned with Sida policies and this link should be made
clearer and more explicit in the programming and reporting, with less indirect
assumptions and more transparent causality links. The programme must clear-
ly identify the ways in which NIR assures that the funding is provided in a
rights-based approach.

NIR should continue documenting lessons learned and build future support
more stringently on this and refrain from engaging in too many activities that
have less ownership or are not likely to lead to programme implementation.
As an example NIR should continue the focus on replicating NBA activities
driven by the partners (albeit through a rights-based approach) and refrain
from engaging in add-on activities (such as one-off thematic workshops or
publications).

NIR should consider following the overall development agenda (including the
Busan agreement and New Deal) and further enhance the degree of alignment
and ownership of its interventions. This should include changing modalities
and transferring funds to partners in developing countries to fund their activi-
ties in accordance with their own strategic plans.

Activities must be focused to a limited number of countries where NIR may
then provide a more thorough footprint and document results. There are still
plenty of opportunities and a need for support for a conducive business envi-
ronment in the current countries of operation. NIR should consider reducing
these further to e.g. Colombia, DPRK, Myanmar, Palestine and Zimbabwe.
The management and implementation must be provided with stronger focus
on promoting efficiency by reducing management and overhead costs. The
current levels can generously be viewed as initial establishment costs where
systems, procedures and basic management principles have been put in place.
Going forward, NIR will have to rebalance its budget allocations towards ac-
tivities and outputs that contribute more directly to the shared objectives of
NIR and Sida. Overhead levels should hence gradually converge towards
Sida’s indicated norms for CSOs, while NIR, in turn, should more explicitly
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document progress in this context, including improving its budgetary report-
ing producers to allow for a better assessment of unit costs and financed activ-
ities. This has also been requested by embassy staff and the PAM platform
should make this relatively easily implementable.

More specific attention should be given to ensuring that the programme ad-
dress cross-cutting issues and, in particular, gender equality and women’s em-
powerment.

Recommendations for Sida:

8.

10.

As NIR’s overall objective is securing the long-term interest of Swedish busi-
ness in complex markets, this is not consistently aligned with Sida’s mandate.
Consequently, NIR cannot be provided with core funding in the traditional
sense. Funding will thus have to be earmarked to align with Sida’s policy are-
as as genuine strategic funding. This does not mean that Sida cannot provide
funding flexibility, but that a proper strategic direction and annual workplans
are followed, which clearly show alignment with Sida policies. Sida should
ensure that these are discussed and approved formally by Sida.

As mentioned above, the strategic cooperation funding must come with clear
strategic direction from a solid programme document and strategic plan. The
programme should be aligned with requirements in other similar modalities
(Sida NGO funding) and be followed up and quality assured by Sida accord-
ingly. The team strongly recommends that this recommendation is a require-
ment for any further funding to NIR.

The cooperation must be implemented in close dialogue with Sida, with a fo-
cus on results-based management and efficiency. Sida has, during the course
of the NIR implementation, not sufficiently guided NIR in Sida requirements
and demands for efficiency and effectiveness. Sida should, in a next phase,
play a more active role in quality assuring NIR programme documents and re-
ports; subject NIR to standard Sida funding requirements such as those that
apply for other CSOs; and, provide more programmatic sparring with NIR.
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Annex 1 — List of Persons Met

Israeli founding member of
PIBF, former Vice Chair-  Exceptional New

PATIERD et man of PIBF, current steer- Technologies BEE
ing committee member
Zimbabwe National
Andrew Matiza, CEO Chamber of Com- Zimbabwe
merce
Arda Mardirossian Consultant for PIBF SR 105 De_vel- Palestine
opment Consulting
Baruch Mazor Secretary General ICC lIsrael Israel
Bjern Blau I(\:ﬂquqsellor/Deputy el o Danida Zimbabwe
ission
Coleen Kaityo Programme Officer Embassy of Sweden Zimbabwe
Crispen M. Mawadza FLITEES EMe Prlvatg S.ector World Bank Zimbabwe
Development Specialist
Head of Aid Management Ministry of Plannin
Dana Erekat and Coordination Direc- Y 9 Palestine
and Development
torate
Dave Govere, Ex. President Emr_)loyers (_:onfed- Zimbabwe
eration of Zimbabwe
Dave Mollatt Economist DFID Zimbabwe
Zimbabwe Economic
Dr Sehliselo Mpofe, Senior Research, Policy Analysist &  Zimbabwe
Research Unit
- Sida - Peace and
Eidi Genfors Security Sweden
Erik Belfrage Chairperson NIR Sweden
Former head of Aid Man-  Ministry of Planning .
S ETE SELEE agement and Coordination and Development PllEEITE
Directorate
Labour & Economic
Godfrey Kanyenze Director Development Res- ;1 owe

arch Institute Of
Zimbabwe
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Gunnel Gomez
Hanan Taha-Rayyan
Inger Tveit

Ingmar Armyr

Ingrid Sandstrém

lyad Joudeh

J. Muchemeny-Nazare

Jan Grafstrom

Japhet Moyo,

Jesper Friis
Johan Akerblom

Johan Genneby

Johan Schmidt
John Chikombero

Jonas Norén
Jumana Khoury

Kerstin Sullivan

Khalil Karaja Al-Rifai

Lars Magnusson
Lena Ander
Lisa Osbéck

Loreen Weintraub

Lorraine Chikanya

Magnus Carlquist

Advisor
Chief Executive Office
Counsellor

Acting Head of Develop-
ment Cooperation

Palestinian founding mem-
ber of PIBF, current steer-
ing committee member,
president of SDC

Exe, Director,

Senior Advisor Business
for Development
Secretary General
Senior Consultant
Former Director NIR, in

charge of JAC in NIR
2010-2011

Director
CEO

Consultant
Coordinator

Senior Programme Officer

Deputy Minister

Director Finance & Ad-
ministration

Director Market Develop-
ment
Country Coordinator

Chief Economist

Head of Development Co-
operation

Norwegian Embassy
Paltrade

Norwegian Embassy
Sida Headquarters

Embassy of Sweden

Solutions for Devel-
opment Consulting

Zimbabwe Council
for Tourism

Department for
Global Cooperation,
Sida Headquarters

Zimbabwe Congress
of Trade Unions
Danish Industry
Sida - HQ

NIR

NIR

The Chamber of
Mines of Zimbabwe

Norcon
PIBF

Unit Humanitarian
Assistance, Sida
Headquarters

Palestinian National
Authority Ministry
of Justice

NIR
NIR
NIR

PIBF

Confederation of
Zimbabwean Indus-
tries

Embassy of Sweden

Zimbabwe
Palestine
Zimbabwe
Sweden

Palestine

Palestine

Zimbabwe

Sweden

Zimbabwe

Zimbabwe
Sweden

Sweden

Sweden
Zimbabwe

Sweden
Palestine

Sweden

Palestine

Sweden
Sweden
Sweden

Israel

Zimbabwe

Zimbabwe
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Mr K. Matare

Mutize Sibanda,

Nilla Ingstorp

Ola Nilsmo

Paulina Rozycka
Petter Ejhed
Pia Schultz

Rima Tadros

Saeb Bamya

Samir Huleileh

Sara Asman

Sekai Kuvarika
Shawqi Makhtoob
Sofie Birkestad
Svingby

Thomas Kanjere
Yara Assad

Membership Manager

Permanent Secretary

Lead Specialist Private
Sector Development
2nd secretary,
Programme Manager
Programme Director

Program Adviser

Managing Partner

Founding member of PIBF,
former chairman of PIBF,
current steering committee
member, CEO Padico

National Coordinator
Trade Policy Manager
Acting Chief Executive
Officer

Director

Director General

Confederation of
Zimbabwean Indus-
tries

Ministry of Econom-
ic Planning & In-
vestment Promotion

Sida - Peace and
Security

Sida - Policy for
Economic Growth
EU Delegation
NIR

NIR

Norwegian Repre-
sentative Office

Core Associates

PADICO

Sida Headquarters
NIR-SWEZIM
Paltrade

NIR

Five R Consult
ICC Palestine

Zimbabwe

Zimbabwe

Sweden

Sweden

Zimbabwe
Sweden
Sweden

Palestine

Palestine

Palestine

Sweden
Zimbabwe
Palestine

Sweden
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Palestine
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Annex 2 — Documents Consulted

Categories of documents received from NIR:

Programme Applications (for Core Support and Bilateral Programmes)
Contract and Meeting Protocols between NIR and Sida

Annual Reports from NIR (and documentation activities)

Half-Yearly and Yearly Reports on Country level (Belarus, Colombia, Korea,
Palestine, SWHAP, Zimbabwe)

Travel Reports from Feasibility Studies to new countries

Sida Policy Papers:

Sida’s Business for Development (B4D) Programme for collaboration with
Private Sector, Sida 2011.

Sweden's Policy for Global Development Policy for economic growth in
Swedish development cooperation 2010-2014

Pluralism. Policy for Support to Civil Society in Developing Countries within
Swedish International Development Cooperation

Peace and Security for Development Policy for Security and Development in
Swedish Development Cooperation 2011-2014

What makes for a good funding proposal? A note to Sida’s partners. Sida -
version December 2012

Webpages:

http://www.nir.se/
http://www.sida.se/English/
http://www.pibf.net/

http://padico.com/
http://www.iccpalestine.com/
http://www.iccisrael.co.il/en/content/icc-israel
http://core.ps/Contactus.html
http://www.solutions.ps/
http://www.moj.pna.ps/index.php?langid=2
http://www.paltrade.org/en
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http://www.iccisrael.co.il/en/content/icc-israel
http://core.ps/Contactus.html
http://www.solutions.ps/
http://www.moj.pna.ps/index.php?langid=2
http://www.paltrade.org/en

Annex 3 — Evaluation Matrix

Suggested evaluation question

Answer from
desk analysis or
interview

Source

Relevance

1.1 How relevant is the NIR programme to the
Swedish development objectives (as defined in
Swedish policies)?

1.2 Is the NIR support relevant to the recipient
country and partner context and needs?

Effectiveness

2.1 Is the NIR programme activities and outputs
effectively contributing to the expected specific
and overall outcomes outlined in the Sida-NIR
agreement 2009-20127?

Efficiency

3.1 Is the NIR planning, implementation, monitor-
ing and reporting system and processes contrib-
uting to efficient delivery of NIR’s programmes
and designed to the specific needs of the pro-
gramme?

3.2 Does the NIR planning, implementation, mon-
itoring and reporting processes live up to Sida
requirements for results-based management?

3.3. Does NIR reporting and monitoring provide a
basis for assessing value for money, unit cost and
general economic efficiency?

Sustainability

4.1 Are the NIR programme outputs and out-
comes sustainable and/or have a high probability
of being sustainable in the medium- to long-term?
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Annex 4 — Country Report Zimbabwe

1.0 Introduction

This report is developed as an Annex to the Sida evaluation of core support to the
International Council of Swedish Industry (NIR). As part of the core evaluation the
evaluation team together with Sida and NIR chose two countries, which have re-
ceived NIR support to represent the field research in the evaluation. This report repre-
sents the findings from the Zimbabwe field mission.

Zimbabwe was chosen as this is one of the major recipients of NIR support in the
past, which has also received core funding support. Though the direct core funding is
limited to SEK 0.7 million, while the bilateral budget for Zimbabwe in its current
phase is SEK 8.5 million.

In addition to the indirect benefits from the core programme through enhanced re-
sults-based management systems (where Zimbabwe has been a pilot country), the
following activities were financed from the core funding during the evaluation period:
e Part of the studies on public private partnerships and energy as input to the
policy dialogue with the government
Part of the labour market cooperation component
e Part of the regional integration initiative
The support to activities for enhancing women’s leadership in the private sec-
tor was initiated in 2012 but will be implemented during 2013.

The field mission was undertaken by Erik Bryld and Peter Frgslev Christensen 2-11
April 2013. The list of persons met can be found in the relevant annex in the main
evaluation report. The team would in particular like to express their gratitude to Na-
tional Coordinator Ms Sekai Kuvarika for her support throughout the mission.

2.0 Background and Theory of Change

Zimbabwe is characterised as a fragile state with a poor tracked record when it comes
to good governance, democracy and an enabling business environment. The pro-
gramme evaluation period (2010-2012), was marred by the challenging implementa-
tion of the Global Political Agreement of Zanu-PF and MDC, which has been unable
to substantially reduce instability and uncertainty. While the human rights situation
has improved since 2007, arbitrary detention of human rights defenders still takes
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place and freedom of the press remains curtailed.®* Rule of law and government ef-
fectiveness remain weak® and corruption remains rampant®. However, with a new
constitution endorsed by the electorate this year and planned upcoming elections,
Zimbabwe is slowly experiencing some progress and a sharp deterioration in social,
political and economic life have been halted. This offers a unique opportunity for
Zimbabwe’s development partners to support the nascent and fragile recovery, in
which the private sector will have to play a crucial role.

2.1 The Business Environment in Zimbabwe

Business have suffered tremendously under the economic policies implemented from
the mid-1990 towards the adoption of the multi-currency system (and the abolishing
of the Zimbabwean dollar as legal tender) in early 2009, with manufacturing sharing
of GDP falling from 50 to 15% in this period, whereas GDP almost halved in the
same period in sharp contrast with the rest of sub-Saharan Africa which in the same
period registered steady growth (see figure 2.1). The decision to introduce the multi-
currency system was one of the first and, according to interviewees in Zimbabwe,
arguably the most important economic policy reversals of the then recently formed
Government of National Unity (GNU) which effectively halted the hyper-inflation
that had characterised monetary policy in the preceding years. However it also had
inflicted significant ‘collateral damage’ on zim-dollar deposit holders and banks and
companies with outstanding debt and payments denominated in the local currency.

The GNU and the introduction of the multi-currency system halted the catastrophic
economic decline and instilled some confidence among businesses that the environ-
ment would improve, with more informed and pro-business reforms and strategies
being in the making.

% See among others Freedom House Alert from March 2008 and Human Rights Watch: Race Against
Time: The Need for Legal and Institutional Reforms Ahead of Zimbabwe’s Elections, 2013

32 See World Governance Indicators from the World Bank 2013.

33 Zimbabwe scores a limited 20 points out of 100 on the 2012 Transparency International Corruption
Perception Index.
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Fig. 2.1 GDP in Sub-Saharan Africa and Zimbabwe 1980-2010
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Major constraints to doing business in Zimbabwe identified by the business commu-
nity during the field mission include (in order of priority):
Uncertainty and unpredictability vis-a-vis the political situation in the country
1. Unpredictability in terms of which regulations apply and/or are enforced when
and the high levels and unpredictability of corruption (some interviewees
mentioned that they could live with corruption as long as they knew who to
bribe, when and how much, but that the uncertainty was an obstacle for long
term business planning)
2. The level of tariffs and taxes as a constraint for staying competitive
3. The poor infrastructure
4. lrregular energy supplies

The NIR supported project is thus implemented in a context of considerable econom-
ic, political and governance uncertainty which pose unique challenges for NIR and its
partners in the private sector.

The financial downturn has reduced the capacity of the Business Management Organ-
isations (BMOs) substantially since 1997 and the political circumstances and intimi-
dations of the past means that the BMOs have not engaged substantially in political
dialogues since a failed attempt 2003,

3 Several interviewees pointed to instances where minor criticism of the Government from business
sector representatives had led to closing down of their business.
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2.2 The NIR Zimbabwe Theory of Change
The below theory of change has been developed based on the initial workshop with
NIR during the evaluation inception phase.

In the case of Zimbabwe, NIR’s overall objective is to contribute to the development
of a prosperous and democratic Zimbabwe. According to NIR, the assumption is that a
process of democratisation is supported through improving the business environment.

NIR perceives that the overall objective and purpose of the Zimbabwe programme
also contributes to the overall objectives of the core support programme. The ap-
proach that NIR takes is looking at the country level and identifying which structural
changes are needed in order to empower the private sector to influence policy-making
processes and democratisation. NIR attempts to build on the needs as expressed by its
local partners, taking into account their level of capacity and resources. A set of out-
comes steer the work in Zimbabwe, mainly working at unifying the business actors
and promoting dialogue to prevent conflict®® (see figure 2.2 below).

Figure 2.2 Zimbabwe project logic

Overall Objective of Zimbabwe Programme

To contribute to the development of a prosperous and

democratic Zimbabwe

Programme Purpose
A strong private sector that actively & efficiently participates

in policy-making processes aiming at economic recovery &
support of the democratisation process in Zimbabwe

Ouctome 1

Framework for
strengthened
collaboration &

communication for the
business member
organisations

Outcome 2

16 BMO members
trainers on policy
advocacy strategies &
communication tools

Outcome 3 Outcome 4

Anationalipusiness Platforms for dialogue

with stakeholders

agenda & an advocacy
strategy

The activities under Outcome 1 mainly targets four organisations selected by NIR
based on their capacity, legitimacy and similarity to NIR as an organisation. NIR
started working with them and eventually link their activities of the Business Council
of Zimbabwe (BCZ). The ambition is to create a framework (as expressed in a memo-

% However, the element of preventing conflict is not highlighted in the bilateral programme document
and not pursued by the NIR partners in Zimbabwe per se.
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randum of understanding) between the business actors, in order to strengthen their
joint cooperation and unify them. The underlying assumption is that unifying the
business sector is crucial to develop dialogue with the government to meet the pro-
gramme objectives.

Outcome 2 was established in order to work with training to capacitate and enhance
the skills of the BMOs to become better and more effective at advocating for change.
Although this was not identified locally as a need, it became apparent when the Na-
tional Business Agenda (NBA) was developed (part of Outcome 3). Outcome 2 and 3
are therefore linked and should be seen as a process where NIR used the NBA as a
way to of informing the training and vice versa. The NBA sets the policy that stipu-
lates the strategy for economic recovery and economic development in Zimbabwe.
The processes of identifying challenges, opportunities and recommendations has so
far taken two and a half years for the actors to develop. The advocacy strategy (also
part of Outcome 3) is the practical execution of the NBA. The BMOs were planned
trained in advocacy as part of Outcome 2 to be better at carrying out their policy ad-
vocacy strategy and to engage in negotiations (Outcome 3).

Finally, Outcome 4 is aimed at creating a platform for other stakeholders than BMOs.
This Outcome is directed towards other actors in the society such as e.g. labour mar-
ket partners where NIR has facilitated a dialogue between trade unions and employee
organisations or even activities with regional actors. This Outcome was developed in
parallel to Outcome 1 and the ambition to build a framework for strengthened collab-
oration amongst BMOs, however Outcome 4 encompasses any kind of dialogue that
involves labour market relations. In this work a National Economic Vision was creat-
ed (that is not very far from the NBA).

According to NIR all the activities in the four outcomes will all contribute to econom-
ic recovery. Democracy is a cross-cutting issue that goes through all of the work, es-
pecially the dialogue aspects of the work as well as the methodologies used. NIR has
an assumption that the private sector has the right intentions to play the role as an
actor in the democratisation of society as well as economic recovery.

In 2012, the stepping-stones were laid for two other initiatives that will be imple-
mented in 2013 namely (1) specific activities for enhancing women’s leadership in
the private sector, and (2) the process to spread lessons learnt to other countries.

2.3 Methodology Note for Zimbabwe

The main methodology for the evaluation is outlined in the Inception Report as well
as in the main report to which this document is an annex. However, the team has
identified additional methodological considerations applicable for Zimbabwe.
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First, the team notes that the outcomes formulated in the application, and presented in
figure 2.1 above, do not fully qualify as outcomes in terms of the OECD-DAC defini-
tion.*® Instead the ‘outcomes’ are formulated as outputs. In accordance with OECD-
DAC it is the utility and use of these de facto outputs, which will define the out-
comes. The team will thus assess effectiveness against the extent to which the four
defined de facto outputs have produced any tangible outcomes.

Second, the team notes that NIR in the first year (2009-2010) report against the pro-
ject application objective and purpose, which both relate to a (i) economic recov-
ery/prosperous Zimbabwe, and (ii) democratisation processes/democratic Zimbabwe.
In the subsequent annual reports there are no further reporting of reference to the de-
mocratisation processes or contribution to a democratic Zimbabwe. This change has
not been endorsed by Sida and the team has therefore decided to assess the pro-
gramme against the economic as well as the democratic elements of the overall objec-
tive and purpose of the programme as described and approved in the programme ap-
plication.

Third, the reporting provides extensive referencing to BMO policy influencing at-
tributed to NIR support. To test this all interviewees (including the BMOs) have been
asked to reflect on the extent to which the BMOs have influenced policies based on
the National Business Agenda and follow-up studies in the last three years.

In accordance with the methodology the team will in the following sections first as-
sess the Zimbabwe programme in its totality and then relate specifically to the core
fund contribution to the Zimbabwe programme.

3.0 Findings

In the following the findings of the Zimbabwe field mission are presented in accord-
ance with the OECD-DAC evaluation criteria of Relevance, Effectiveness, Efficiency
and Sustainability.

3.1 Relevance

In the business context explained in chapter 2 the decision by NIR in early 2009 to
apply for funding to support the private sector in Zimbabwe seemed timely and high-
ly relevant. After years of decline, marginalisation and subjection to anti-business
policies, there was a need to strengthen the voice of business to ensure that the forth-

% OECD-DAC definition of outcome according to OECD-DAC Glossary 2002: The likely or achieved
short-term and medium-term effects of an intervention’s outputs.

71



coming economic policy reform agenda was based on informed choices and made due
consideration of the interest of the Zimbabwean business.*’

However the chosen modality for supporting the BMOs, that of a conventional ‘ca-
pacity building’ packages frontloaded with substantial training and TA, was by the
BMOs described as less relevant to private sector in Zimbabwe. Instead, suggestions
were made of utilising the unique window of opportunity to influence government
policy if the BMOs could provide effective and evidence-based advocacy and re-
search as core input into the policy formulation process. The BMOs clearly articulat-
ed this concern to NIR, which responded flexible in changing its focus away from
training, towards assistance in producing advocacy products that could seize the op-
portunity for improving the voice the private sector. As shown further below, the re-
sultant National Business Agenda and the subsequent studies, proved highly relevant
to the needs of the private sector and arguably also the Zimbabwean nation as such.
Prior to the NIR intervention, public private dialogue had often taken the form of
government consultations with individual enterprises, often creating divisive out-
comes among the business, which was arguably also intentional on behalf of the
Government of Zimbabwe. In this context NIR’s focus on providing a more unified
voice (i.e. through the Business Council of Zimbabwe) also proved relevant.

NIRs support has been directed to the BCZ and four out of BCZ’s nine constituent
BMOs, representing what were (and are) arguably the most capable and powerful
BMOs in Zimbabwe. The membership base of the BMOs comprise well-established
companies in Zimbabwe that have survived the severe depression through either
strong resilience, agile business management or strong connections with the Govern-
ment, or a combination of all. It cannot a priori be assumed that the interest of these
‘big business’ are consistently aligned to the national objectives of poverty reduction,
broad based growth and economic development through e.g. increasing the tax base
among companies. Moreover, the numerous micro and small enterprises in Zimbabwe
are poorly represented in the BMOs and their interests are also not consistently
aligned with those of the bigger businesses. Entrenched businesses (as the BMOs
predominately represents) often fear competition from new entrants into their busi-
ness domain and can use connections with government to skew the regulatory frame-
work and policy in their favour, stifling innovation, competition and ultimately broad-
based growth.* This can clearly reduce the relevance of NIR’s focus on the few

%7 This was also the key rationale for forming BCZ and corroborated by our informants in Zimbabwe.

% An example is the mining sector where many artisanal miners have been violently and lethally re-
moved from mining sites to make way for Chamber of Mines’ members, resulting in the death of over
200 miners. See Partnership Africa Canada: Reap what you sow: Greed and Corruption in Zimba-
bwe’s Marange Diamond Fields’ November 2012. Partnership Africa Canada is an active member of
the Kimberley Process and its working groups. As a consequence of this other private sector devel-
opment organisations have decided refrain from engaging with the Chamber of Mines.

72



BMOs vis-a-vis the needs of the Zimbabwean nation and the poverty reducing objec-
tives that both Government and its international development partners (Sida included)
allegedly share.

Similarly, the NIR capacity development support on negotiation techniques to the
Chamber of Mines reportedly assisted in averting a planned royalty and fee hike.
While the evaluation team is technically unable to ascertain the optimal mining tax
regime in Zimbabwe (i.e. the balance between optimal tax revenues while simultane-
ously providing adequate incentives for further investments in the sector), it can again
not be a prior assumed that the interest of the mining companies (e.g. lower fees and
royalties) are aligned to those of the Zimbabwean nation and its development part-
ners. In such situations the relevance of NIR support vis-a-vis the overall objectives
can be undermined and should arguable have been more explicitly analysed.

3.2 Effectiveness

The bilateral programme seeks to identify progress against two linked purposes (for-
mulated in the same sentence in the programme application): (1) economic recovery,
and (2) support to the democratic process in Zimbabwe. The core funding support
provided to the Zimbabwe programme is aimed at contributing to economic devel-
opment in complex markets.

As mentioned under relevance, the activities identified in the programme were largely
developed with the BMOs in Zimbabwe and reflect their priorities. Consequently, the
bulk of activities and priorities relate to promoting a conducive business environment
and economic recovery. Issues pertaining to democratisation and related conflict reso-
lution were not included as the BMOs decided not to engage on these.

Economic recovery

While the short-term outcomes in the programme application are formulated more as
outputs, the ‘strategies’ presented in the 2010/11 and 2011/12 annual report are closer
to actual outcomes: (1) unifying the private sector, (2) policy engagement, and (3)
dialogue.

NIR has based its theory of change on the assumption that a unified business sector,
which combined with evidence-based research, may influence policy if an appropriate
platform is developed for these activities. The BMOs interviewed confirmed this as-
sumption.

In terms of unifying the sector, part of this was undertaken in the year prior to NIR’s
involvement when the Business Council of Zimbabwe was developed. However, all
interviewees pointed to how NIR had been instrumental in furthering this process
among the larger BMOs. The BMOs highlighted how a fragmented business sector
had in the past been used by the Government to play the different BMOs against each
other. This was less feasible with the creation of the BCZ and the following work of
unifying the four largest BMOs by NIR.
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The most important element of the NIR work in Zimbabwe, according to interviewed
BMOs, was the development of the National Business Agenda.* The evaluation
found that none of the non-BMO stakeholders were aware of the NBA exercise,
which has thus primarily been used as an internal document, and not as a means of
influencing by itself. To ensure a broad-based representation and ownership of the
NBA, NIR and the four NIR-supported BMOs lifted the NBA development to the
BCZ level. The NBA thus represents the views of all nine BMOs of the BCZ (accord-
ing to the five BMOs interviewed).

The NBA highlights the main technical challenges and obstacles for undertaking
business in Zimbabwe. There are in the document no reflections on the political chal-
lenges and uncertainties, which according to interviewed BMOs are the most critical
in terms of promoting a conducive business environment. The deliberate omission of
political aspects was decided by the BMOs based on the assumption that the NBA
advocacy process would not be implementable if the political aspects were included
as a consequence of Government disapproval of engaging on these issues.

The BMOs confirm that the NBA highlights major technical constraints for a condu-
cive business environment. Initially, the NBA work was supplemented and informed
by context analysis and an economic policy inventory funded by NIR giving credibil-
ity to the NBA. The NBA was launched with Government representation and then
served as a BCZ vehicle for planning and implementing advocacy and policy dialogue.

Based on the NBA, each BMO was assigned to undertake follow-up research to pro-
vide evidence for the planned policy dialogue. The four NIR BMOs have, or are in
the process of, implementing the research funded by NIR (it should be noted that
while commitments to undertake studies was made by all nine BMOs only studies
funded by NIR were implemented).*’ The studies that have already been completed
(energy, PPP, and policy coherence) are, according to the BMOs, being used in the
dialogue with the Government. The BMOs confirmed the process of the NBA and the
advocacy and policy dialogue has enabled them to engage with a unified voice with
the Government. They were of the opinion that the process would enable policy
changes and thus meet the NIR objective of improving the business environment. So
far most of the recommendations have been limited to dialogue, however according to
the BMOs some progress has been made in convincing the Government to establish
the Zimbabwe Energy Authority and start a process of restructuring energy fees.**

% The NBA process initiation was discussed and agreed at the identification workshop with the BMOs at
the programme initiation.

“° ToRs and recruitment process was undertaken with BMO leadership, while procurement of consultant
was undertaken by NIR in Stockholm.

I These changes were confirmed by other stakeholders, though the attribution to the BMOs was not
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These efforts are expected to enhance the predictability of electricity supply and tar-
iffs for the business sector. Remaining impact on policy/policy changes directly from
the NBA process are still to be seen. The Government is not in a position to immedi-
ately point to policy impact of BMOs nor are outside stakeholders, however the NBA
process is still being implemented and will still provide policy guidance to the BMOs
and possible future policy changes.

To further enable the partners to engage in the policy dialogues, NIR has provided
training for dialogue and negotiations. According to the Chamber of Mines of Zimba-
bwe the training has enabled them to engage in negotiations with the Government and
prevented a further hike in mineral fees and royalties and thus prevented a reduction
in business competitiveness.*

The NBA process and the follow-up activities are the most stringently consistent with
the programme theory of change and have been implemented accordingly, additional

add-on activities have been (or are being) implemented as well. The major ones relat-
ed to economic recovery include:

1. The regional integration initiative. NIR has supported BMOs participation in a
policy engagement in the SADC Trade Industry Finance Investment regional
initiative. The process is expected to enhance regional free trade and invest-
ment and the NIR support enables their partners to engage in this process. It is
too early to assess the effectiveness of the activities, which is obviously also
contingent on factors outside the area of NIR influence (e.g. political willing-
ness to promote regional integration).

2. Women in business. Based on a request from NIR in Stockholm the pro-
gramme has initiated a process of improving women’s participation in the
business sector management and BMOs in general. The programme is being
rolled-out in 2013 and it is thus too early to assess the extent to which the ac-
tivity will be effective. However, the need has been identified as relevant (see
section on relevance above).

Democratic processes

The team has discussed the business sector role in democratic and other political pro-
cesses with all relevant stakeholders, and while sensitive, there is an interest to dis-
cuss these issues. However, it is also evident from all the interviews that no major
outputs (and eventually no outcomes) directly related to promoting a democratic
Zimbabwe can be identified from the NIR support.

confirmed. It is however assessed that the BMO dialogue has contributed to the changes.
*2 This finding has been fully triangulated by Government and external stakeholders.
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An exception, it can be argued, is the labour market dialogue platform. NIR engaged
in a process of exposing the labour market parties to the Swedish labour market mod-
el and facilitate increased dialogue between the labour unions and the employers (rep-
resented by the NIR-funded BMO: Employers Confederation of Zimbabwe). Post-
implementation of the activities the parties are appreciative of what they have
learned, however the dialogue has been terminated and there is little interest from
either side to reengage. The team assess that the limited progress on this front is a
combination of lack of genuine interest of the parties, combined with too high ambi-
tions on the side of NIR compared with the activities undertaken (i.e. an exposure
visit and two local workshops). The labour market issues in Zimbabwe are complicat-
ed by the political links and the change of regimes across the last decades. Engaging
in labour market dialogue in the long haul is therefore expected to require long-term
capacity development, research and confidence-building activities. It other words, an
approach which is multiple year, with resources allocated to the BMOs as well as the
labour union to prepare them for the dialogues.

Besides the labour initiatives, the limited effort related to democratic development is
mostly a consequence of the lack of willingness of the BMOs to engage in political
issues. While the poor governance record of Zimbabwe, such as the high levels of cor-
ruption and poor rule of law are major impediments to the business environment, these
were not included in the NBA and thus eventually left out of any follow-up activities.
The theory of change explained by NIR is that an improved business environment in
Zimbabwe leads to improved democratisation. The team has however been chal-
lenged in confirming this assumption in the field.** Hardly any of the respondents
endorsed this understanding. Having said that, NIR has in their NBA efforts assisted
in enhancing the dialogue between the business sector and the Government of Zimba-
bwe and thus potentially improved the accountability of the Government vis-a-vis the
business sector. However the main macro-level indicators attempting to measure the
business environment in Zimbabwe have not improved during the project period and
the team could not find any convincing evidence suggestion that such beneficial out-
comes had materialised yet.**

Core funding contribution to effectiveness of Zimbabwe programme

The Zimbabwe programme is primarily implemented with bilateral funds. In terms of
percentages the core funding adds up to a limited 8% of the budget. The core funding
has contributed at two levels: (1) by in principle improving the systems and proce-

“3 None of the BMOs interviewed see the private sector as playing any significant role vis-a-vis democ-
ratisation processes.

a“ E.g. Zimbabwe slipped from 159 in 2010 to 172 in 2013 in the World Bank’s Doing Business index.
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dures for implementing the programme through enhanced results-based management,
and (2) by providing direct funding for specific activities.

The impact of improved systems and procedures is difficult to assess, however, the
utility of the information generated in the system could not be confirmed by the local
NIR management nor the Embassy. It is however expected to prove useful for the
programme management in Stockholm to keep track of progress, which may again
provide better guidance from Stockholm. It may also become more relevant at coun-
try level at a later stage.

The activities receiving core funding can be divided into three:
1. Funding support to studies, which have proven effective in being utilised by
the BMOs in the policy dialogue with business
2. Platform initiatives, more specifically the support to the labour market dia-
logue (which has had limited effect) and to the regionalisation
3. Support to women’s role in the business sector, where effectiveness is still to
be assessed.

The funding provided to (1) and (2) above is additional to already planned and funded
activities under the bilateral programme, while the funding for women’s role in the
business sector is a new activity added-on to the existing programme. It is not feasible
to distinguish the extent to which the funding for (1) and (2) have enhanced the effec-
tiveness of the existing programme, however in light of the fact that there is under-
spending on the bilateral programme and that the funding provided by the core fund-
ing is also limited (and underspent), there is limited indication that the core funding
has enhanced the effectiveness of the bilateral programme.

3.3 Efficiency

Our focus and discussions on efficient centre around two core questions: Do the in-
puts (e.g. funds) requested to produce the outputs (e.g. research studies, conferences
and capacity training) represent reasonable value for money with unit cost within ac-
ceptable standards. Secondly, does the management, monitoring and implementation
systems facilitate efficient delivery of the SWEZIM PSC programme.

The SWEZIM programme has a bilateral (i.e. funded by the Swedish Embassy) budg-
et of SEK 7.7 million according to original project application filed in 2009. In addi-
tion the strategic cooperation with Sida (the ‘core funding’) has been budgeted at
SEK 0.7 million making the overall budget SEK 8.4 million. However there has been
considerable under-spending amounting to a cumulative SEK 2.2 million over the
three years the project has been running. Programme management consist primarily
of the programme director, programme coordinator (both based in HQ) and the Zim-
babwean coordinator, as well as some funding of office overheads in both Zimbabwe
and Sweden. This budget line was initially set at SEK 4.5 million constituting the
52% of the original budget (i.e. excluding subsequent additional core funding). This
seems rather high and does exceed what is found in several other CSO projects aimed
at advocacy and capacity development. Moreover due to, at times considerable, un-
der-disbursement on activities actual spending on programme management amounts
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to 57% of total expenditures during the three project years (see this file for figures),
which also includes the Zimbabwean coordinator (who coordinates and does not pro-
vide most of the actual activities such as training).

More importantly is obviously what has been produced by the funding and if that is in
reasonable proportion to the inputs. As stated in the section on effectiveness a key
output has been the formulation and publication of the National Business Agenda in
2010. The expenditures for the NBA itself were comparatively modest at SEK 37,000
which assisted in the undertaking the research needed. This would appear to have
been very good value for money, if viewed in isolation from the other costs. However
apart from the NBA, it is challenging to identify specific cost of the activities and
outputs produced and as corollary, unit costs are also challenging to calculate. This is
due to the budget and accounting practices adopted by NIR, which are only producing
figures at very aggregated level. It is thus not possible to directly identify the budget
for the specific activities (e.g. sector studies, workshops, study tours, training for ne-
gotiation capacity). This obviously undermines attempts to gauge the efficiency of the
specific activities and outputs.

In general a total budget of SEK 8.5 million for producing the NBA, a few associated
studies, negotiation and engagement training for four BMOs and the financing of
meetings, workshops and study tours for these BMOs, does appear on the high side of
what could represent judicious use of funding, especially when considering the rela-
tively limited cost of the core activities (e.g. the NBA) and the fact that programme
management has consistently consumed more than forty per cent of the expenditures.
This is obviously not to devalue the importance and significance of some of the very
valuable outputs (e.g. the NBA), but it would seem that more transparency of the cost
structure, as well as a deliberate discussion of the appropriate and efficient balance
between management and activity costs, would have been useful and could have con-
tributed to better value for money. Thus could also be linked to the wider discussion
of NIR more aggressively using its partners to implement activities and managing
budget, thus becoming a sub-grantor, which would also assist in improving the activi-
ty vis-a-vis management cost-ratios.

Reporting and approval processes for the programme are managed and authorised
through Stockholm. In addition, all transfer of funds to individual activities and con-
tractors/agents in Zimbabwe are undertaken directly from Stockholm to the individual
recipient in Zimbabwe. The national coordinator is responsible for daily issues related
to substance and logistics. While there is frequent dialogue the communication be-
tween the different actors is cumbersome (though substantially improved during the
last three years). The reporting lines resulted in a delayed decision-making resulting
in NIR not being able to engage in the indigenisation study and advocacy, which was
instead undertaken by GiZ. The study is by many stakeholders presented as the most
important single piece of analysis for policy influencing by the private sector in Zim-
babwe in the last few years.
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On the issues of the management, monitoring and implementation systems and the
degree they facilitate efficient delivery of the SWEZIM programme, it is arguably
still premature to pass ultimate judgement. The PAM and NOA are only being fully
operationalised now so the full benefits of these systems are still to be documented.
However, the SWEZIM programme has been a pilot in the implementation of the
systems and there are thus some experiences already available. These systems are
meant primarily for the management of the programme, i.e. the NIR HQ and the NIR
national coordinator, so it is perhaps unsurprising that BMOs have not registered any
changes in delivery of inputs etc., but the system could perhaps be expected also to
eventually stimulate learning among BMOs on outcome-based monitoring. Perhaps
more surprising is the fact that the national coordinator has not registered any major
change in the implementation, or project management and monitoring capability,
suggesting that the main benefits are derived in NIR HQ. Similarly, the Swedish Em-
bassy expressed the desire for better and disaggregated reporting, including activity-
based budgets.*® It would hence appear that the recent investment in system develop-
ment in NIR have not yet yielded significant efficiency gains on the ground.

Reporting takes place regularly as per Sida guidelines focusing on output level. How-
ever, the team has found that reporting on the attribution of outputs and outcomes to
the NIR support is at times only loosely associated with what can be evidenced, re-
ducing the integrity of the reports. A higher degree of rigorousness is required to pro-
vide a more genuine picture of progress (table 3.1 below provides examples of report-
ing on different outputs and outcomes and the team’s assessment of these). NIR oper-
ates in a challenging context and e.g. difficulties in undertaking activities and produc-
ing outputs related to democratic processes are legitimate and should be reported ac-
cordingly rather than being subdued or omitted in the reports.

Table 3.1 examples and assessment of NIR reporting on different outputs and out-
comes taken from the 2011/12 annual progress report of the Zimbabwe programme

Results reported from Findings from the field mis- Team assessment

annual report 2011/12 sion

‘Finalisation and launch of | Outputs confirmed imple- Correct reporting
NBA’, ‘Infrastructure and mented
PPP analysis’ (p 13)

‘Donor coordination’ (p 14) | Some donors/programmes Donor coordination is usual-
have visited NIR and in one ly undertaken between bi-
case a donor have implement- | lateral and multilateral do-
ed a NBA activity (study on nors and it is difficult for

* The embassy was involved in the dialogue of appropriate reporting formats and its implementation in
the period 2008-2011, but staff changes and caused disruptions and loss of institutional memory.
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Findings from the field mis-
sion

Team assessment

Results reported from
annual report 2011/12

indigenisation funded by
GiZ). None of the partners,
however, regarded NIR as
playing a critical role in donor
coordination

NIR to undertake this activi-

ty without some sort of for-
mal endorsement. It is posi-
tive that NIR stands availa-
ble for coordination purpos-
es but cannot be said to have
achieved donor coordination
as an output

NIR report contribution to
BMOs lobbying for changes
to seven different policy
and regulatory changes (p
20 and 21)

The team asked all BMOs to
explain their policy impact
during the last three years
related to the NBA and NIR
funded activities. The BMOs
confirmed the impact vis-a-
vis the electricity board and
tariffs, as well as the preven-
tion of a hike in mining royal-
ties and fees. None of the
BMOs referred to other poli-
cy changes reported in the
NIR annual report. Similarly
no other interviewee could
point to any other policy in-
fluencing by the BMOs

The team cannot fully dis-
card BMOs’ involvement in
the policy changes, however
no evidence was found dur-
ing the field mission to sub-
stantiate this. BMOs are by
stakeholders classified as
‘weak’ and ‘lack capacity to
engage policy dialogue’ and
thus the results expected are
limited. The reporting
should reflect this reality

‘At the same time, one key
challenge remains; many of
the economic blue prints are
still not being implemented
by the government’ (p 21),
‘when they (BMOs) do en-
gage with government on
sector issues...they are
more successful than when
engaging under the flag of

BCZ’ (p 22)

All non-Government inter-
viewed stakeholders con-
firmed these assessments

Correct reporting which
relate to the actual challeng-
es faced by the programme
on the ground

3.4 Sustainability

NIR has taken an implementation approach where focus has been on providing capac-
ity development to existing institutions rather than establishing new ones. Moreover,
there are no future recurrent costs implications of most of the NIR activities and out-
puts, which should ceteris paribus, facilitate improved sustainability prospects.

NIR has actively involved partners in the identification and planning of activities,
which has created ownership, which again is a precondition for sustainability. The
ownership is evident in the BMOs reference to and use of the NBA as a reference
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point for their work to improve the business environment.*® Furthermore, the BMOs
involvement in the drafting of ToR, identification and management of the research
consultants has further enhanced their use of and interest in the NBA follow-up re-
search. NIR has however, refrained from channelling funds directly to the BMOs,
which would further have contributed to more sustainable capacity development.*’

The BMOs interviewed, see the NBA process and policy dialogue (outcome) as an
initiation, which will be continued beyond the NIR support period. An example of
this is the continuous dialogue in the energy sector between the BMOs and the Zim-
babwe Electricity Supply and Regulatory Authority respectively. However, the cur-
rently limited capacity of the BCZ to move the agenda forward was by the BMOs
seen as a challenge for the future process and thus the sustainability of the support.

The activities that have not been effective are likewise also not assessed to be sustain-
able. These include the democracy related activities and the labour market dialogues.

The latter partly as a consequence of limited long-term investment in the process (see
under effectiveness).

There is no evidence of the core funding providing additional elements, which will
increase the degree of sustainability of the interventions.

4.0 Evaluative Conclusions

The NIR support to Zimbabwe has shown some effectiveness in contributing - if very
limited - to economic recovery by changes to tariffs and energy policies and thus
meeting part of the overall objective of the bilateral programme (even if no substan-
tial progress has been made towards improved democracy). The programme thus
makes some contribution to the objectives of the NIR core programme: creating a
conducive business environment. The team assess that the NBA process is appropri-
ate in the given context and that results may emerge if continued taking into consider-
ations the findings below.

There is however limited evidence to suggest that the core programme funds has con-
tributed to these results. The detailed conclusions are reflected under the respective
OECD criteria headings below.

“® This is aligned with Swedish Government Policy (MFA): Pluralism -Policy for Support to Civil Society
in Developing Countries where it is stated that: Swedish civil society organisations will contribute to
capacity development in civil society organisations in developing countries based on these organisa-
tions’ own priorities. In this context, the organisation and its internal democracy, independence and
actual performance should be the focus.

*"In accordance with OECD-DAC capacity development guideline and the Paris Declaration on Aid
Effectiveness the channelling of funds to partners is one of the most effective means of creating own-
ership and building institutions in the long run.
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4.1 Relevance

Overall the work of NIR has been relevant to both the needs of Zimbabwe and that of
Sida’s overriding objective of poverty reduction. The timeliness of the intervention
and the adaptability of NIR to the situation and expressed needs of its partners clearly
improved relevance. However, there are challenges in evidencing relevance at the
modality and partner choice level. A more explicit analysis of the pros and cons (and
implicitly herein the relevance) of support to selected segments of the Zimbabwean
private sector could arguable been one ingredient in such an evidencing. Another
could be the degree to which the BMOs supported had objectives that were aligned to
those of Sida and (more importantly) those of the wider Zimbabwean population.

4.2 Effectiveness

The Zimbabwe programme has implemented the bulk of its planned activities related
to economic recovery. NIR facilitated the bringing together of the key BMOs (out-
put)*, which eventually has resulted in furthering a unification of the organisations
(first outcome). The unification has resulted in the development of the NBA (out-
put)*, which is evidently owned by the NIR supported BMOs, who again have ac-
tively utilised the findings of the follow-up research (outputs) to engage in and influ-
ence the policy dialogue with the Government. Some policy influencing has taken
place (second outcome), though the results are still limited. However, the process has
not been finalised and more results may emerge in the coming years. The successful
implementation of the NBA, the follow-up activities and the initial policy dialogue
confirms that the programme has made some (if somewhat limited) contribution to an
improved business environment in selected sectors (but not a an aggregate level). The
team thus assess that the theory of change of the Zimbabwe programme related to a
conducive business environment has been partly confirmed, with possible full con-
firmation over the next years if this results in substantial future policy changes.

The programme has been less effective in its efforts in bringing the labour market
parties together to improve the business environment (outcome not met). Similarly,
NIR has not been in a position to effectively contribute to an enhanced democracy in
Zimbabwe (outcome not met). In part a consequence of the lack of commitment to
this process from the business sector. However, this lack of emphasis on democracy
was not discussed nor endorsed by Sida.

“8 Defined as outcome by NIR.
** Ibid
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While the Zimbabwe programme is generally effective in meeting key objectives of
the programme there is little evidence to suggest that the core funding addition has
substantially improved the degree of effectiveness of the programme.

4.3 Efficiency

It is challenging to assess efficiency in the classical sense of how economically inputs
are converted into outputs and results, as there is no readily available way to estimate
the exact inputs that have been invested to produce specific outputs, expect for the
NBA (which was highly efficient). However, at an aggregate level there are still some
efficiency issues relating to programme management costs vis-a-vis activity costs that
indicate a need for further discussions on the balance between the two, and if more
value for money could be obtained as part of an eventual rebalancing.

The substantial investment funded from the strategic cooperation with Sida (core
funding) to development, planning, monitoring and implementation systems has not
yet translated into improved on-the-ground implementation or monitoring capacity. A
more binding constraint seems to be the at times lengthy reporting and accounting
routes with HQ handling all administrative and budgetary issues. Furthermore, an
assessment of the reporting on results shows a need for more rigorous assessment of
results attributed to NIR versus general developments. This may entail the develop-
ment of simple and cheap monitoring and evaluation tools complementing the NOA
at HQ.

4.4 Sustainability

The activities and outputs that have a high degree of ownership and documented ef-
fectiveness prove to equally have a high degree of sustainability. The team assess that
the high levels of sustainability of the NBA process and follow-up activities can be
attributed to the NIR emphasis on having partners identify activities and adapt pro-
gramme activities to the wishes of the partners.

Outputs, which have not been effective, or with less ownership have limited or no
sustainability. At the same time, the assessment shows that engaging in complex is-
sues such as labour market dialogue, requires substantially more time, input and con-
text awareness to be sustainable.

5.0 Recommendations
Based on the above findings, the team has the following recommendations for the
NIR Zimbabwe programme:

1. Continue to follow-up on the NBA processes, which have shown a potential
of impact in the future, and refrain from engaging in add-on activities with
limited input, which have a limited probability of being effective. Overall stra-
tegic emphasis should be on continuing capacitating the BMOs to engage in
dialogue with the Government.

2. A continued support should build on the positive lessons learned of the past of
making the partners identify and prioritise activities and take the lead in their
implementation. NIR should consider channelling some of the funding for
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partner activity implementation through the partners to further enhance capac-
ity development results and ownership, with due fiduciary safeguards.
Consider engaging in capacitating the BMOs for internal good corporate gov-
ernance practices. Focus should be on BMO membership accountability,
transparency and participation, ensuring that the BMO members provide in-
puts to the advocacy work of their umbrella organisation and that the BMO
management becomes increasingly transparent in their operations and ac-
countable to their members.

Reassess the NIR BMO portfolio to: (1) ensure that all BMOs comply with
ethical standards and the Sida policies (this assessment is in particular relevant
vis-a-vis the Chamber of Mines), and (2) consider extending the support be-
yond the most powerful BMOs to enhance the pluralism in the policy dialogue
and provide voice to the less capacitated BMOs (including those not members
of the BCZ).

Work to enhance efficiency of the programme by reducing administrative
costs and improving reporting on concrete results.

Related, include more detailed budget and accounting templates that allow for
better accountability relating to activities and costs, including unit costs.

If core funding should be applied in Zimbabwe, this should be used more stra-
tegically based on an assessment of added value in the given context and
complementarity with existing activities. An example could be support to
strengthening BMOs downward accountability, services to members and gov-
ernance structures. This is demanded by the BMOs and would strengthen their
legitimacy vis-a-vis members and GoZ, which in turn would reinforce advo-
cacy efforts.
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Annex 5 — Country Report Palestine

1 Introduction

This report is developed as an Annex to the Sida evaluation of core support to the
International Council of Swedish Industry (NIR). As part of the core evaluation the
evaluation team together with Sida and NIR chose two countries, which have re-
ceived NIR support to represent the field research in the evaluation. This report repre-
sents the findings from the Palestine field mission.

Palestine was chosen as this is one of the major recipients of NIR support in the past,
which has also received core funding support. Core funding has been addition to
long-term bilateral funding to Palestine from NIR (Sida funded). This funding has
been used through the NIR created PIBF, which is a joint facility for Israeli, Palestin-
ian and Swedish corporations registered in Sweden. The core funding has however
been channelled outside the PIBF and has specifically been used for the Jerusalem
Acrbitration Centre (JAC).

The JAC has not been included in the PAM as of yet, and the utility of the PAM can-
not be assessed against the JAC. However, the team also met with PIBF staff and
discussed its utility.

The field mission was undertaken by Erik Bryld and Nadia Masri-Pedersen 27 April
till 3 May 2013. The list of persons met can be found in the relevant annex in the
main evaluation report.

2. Background and Theory of Change

Palestine is characterised by a wide range of constraints to development, peace and eco-
nomic growth. The programme evaluation period (2010-2012) was characterised by a
challenging environment for the business sector due to the lengthy Israeli-Palestinian
conflict. Conflicts tend to have huge economic and social impact. Since 1967 the occu-
pied Palestinian territory was cut off from previous trade relationships and forced into
asymmetrical economic ties with Israel with a one-sided customs union. Israel has im-
posed a number of military and economic measures that have affected all aspects of
Palestinian economy resulting in economic disequilibria. The Palestinian economy is
characterised by a growing resource gap and labour market imbalance on the one hand
and an unsustainable dependence on external sources of income on the other.

Internal issues such as the absence of national unity and shortcomings in public gov-
ernance and the external challenges posed by the Israeli occupation gravely affect the
Palestinian economy. The will of the Palestinian National Authority to support the
private sector in order to reach self-sufficiency poses an opportunity for Palestine’s
development partners to support the process of building a stronger private sector with
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the aim at strengthening the Palestinian economy. However, the ‘normalisation’
agenda through which Palestinian interest groups oppose any cooperation with Israel
remains an important barrier for trade for some Palestinian companies.

2.1 Business environment in Palestine and the Relevance for the Israeli-
Palestinian conflict

The political and economic context in Palestine remains unstable and unpredictable.
While the West Bank has experienced a small revival of its economy since 2009, the
Gaza Strip have struggled with the Israeli-imposed blockade causing an almost col-
lapse of the private sector and high unemployment rates.

The Palestinian economy relies heavily on foreign funds. The economic structural
changes in the Palestinian economy in the last few decades have seen an erosion of
the Palestinian productive base with services making up almost 80% of the GDP, and
agricultural production declining from 17% to 5% 2008.%° Israel is by far the largest
trading partner. From 1967 until the signing of the Oslo Accords, 80-85% of Palestin-
ian exports and 80-90% of imports were to and from Israel. Even after the signing of
the Paris Protocol this pattern continued, reaffirming Israel’s control over Palestinian
borders and trade regulations.*

Major constraints to doing business in Palestine identified by the business community

during the field mission include (in order of priority):

1. The business environment and the activities of the private sector are heavily
constrained, isolated and affected by the Israeli occupation. The business envi-
ronment is affected by constrictions such as e.g. limited access and mobility,
lack of access to natural resources like land and water, illegal impediments to
commercial crossing and other non-trade barriers.

2. Companies generally suffer from low competitiveness, which affects their
ability to operate strongly, grow a strong export sector and have access to in-
ternational markets.

Lack of diversification in Palestinian trade.

4. Fragmented business sector due to geographical and political division between
West Bank (and internally with limited access to Area C), Gaza and East Jeru-
salem.

5. Palestinian economy is weak and non-sustainable and dependent on the Israeli
market and foreign development aid.

w

%0 Source: 'The Palestinian Economy: Macroeconomic and trade policymaking under occupation’, Unit-
ed Nations Conference on Trade and Development, UNCTAD 2012.

*1 Source: 'The Palestinian Economy: Macroeconomic and trade policymaking under occupation’, Unit-
ed Nations Conference on Trade and Development, UNCTAD 2012.
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6. Initiatives involving Palestinian-Israeli partners risk being labelled as ‘normal-
ising’ relations with Israel.

7. Limited number of female entrepreneurs in the private sector and thus a mar-
ginalisation of women from economic life.

8. Businesses adhere to different legal systems.

9. Lack of knowledge, skills and capacity to work with arbitration. Local arbitra-
tion has historically been done through tribal ways.

10. Non-recognition of international trade agreements and the principles of the
Paris Protocol.

The NIR supported project is thus implemented in a context of considerable econom-
ic, political and governance challenges and most obviously in the light of the unique
challenges posed on the private sector by the occupation.

2.2 NIR Palestine Theory of Change
The below Theory of Change has been developed based on the interviews during the
field mission as well as the documents provided by NIR.

NIR has been engaged in Palestine since 2004. NIR’s work and primary funding has
been to the Palestine International Business Forum (PIBF) through bilateral funding
from the Swedish Consulate in Jerusalem. NIR has funded part of the Jerusalem Arbi-
tration Centre through Core funding from Sida Stockholm. The work with JAC
should therefore be seen linked to the overall work and synergies of PIBF.

The overall long-term objective of NIR’s work in Palestine, also mainly referred to as
the vision of the Palestine International Business Forum, was set to be:
To enable local and international private sector efforts towards achieving sus-
tainable economic growth in Palestine as a basis for political and societal
long term stability in the Middle East region.

In this programme two development objectives can be found:
1) To enhance peacebuilding measures through trust building and dialogue, and
2) To reduce poverty through leading private sector efforts to improve the condi-
tions for sustainable economic and societal development in Palestine.

Figure 1.1 PIBF project logic

Overall Objective of Palestine Programme

To enable local & international private sector efforts towards achieving
sustainable economic growth in Palestine as a basis for political &
societal long term stability in the Middle East region

Development objective

Development Objective To reduce poverty through leading

To enhance peace building measures private sector efforts to improve the
through trust building & dialogue conditions for sustainable economic &
societal development in Palestine

Overall, NIR’s engagement in Palestine builds on the idea that NIR can act as a facili-
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tator in bringing together Swedish, Palestinian and Israeli business people and work
together to create a conducive business environment in Palestine. The purpose of this
particular programme is based on the logic that a strong private sector is essential to
prosperity and peace.

According to NIR, there is a connection between the specific work in Palestine and
the results within NIR’s overall core programme. The projects in Palestine fit under
NIR’s overall Result 1 conflict-sensitive and peacebuilding approaches are devel-
oped, communicated and implemented for business in conflict-affected and conflict-
prone contexts and Result 2 private sector provides and/or participates in platforms
for dialogue promoting peacebuilding.

The Jerusalem Arbitration Centre
The Jerusalem Arbitration Centre, as a conflict resolution mechanism is an essential
part of the work within PIBF specifically to the aspect of peacebuilding.

The idea and the establishment of JAC came about as an offspring of NIR’s bilateral
support to PIBF, more specifically during a PIBF Forum. As a result of NIR’s long-
term engagement in Palestine and its partnerships through PIBF, it was possible to
identify the need for JAC and meet a need within the business sector.

In order to establish JAC creating ICC Palestine was a necessary step. ICC Paris con-
tributed to an internationally recognised Palestinian chapter of the International
Chambers of Commerce (ICC). It was established to support the functioning of the
Palestinian private sector. The JAC is established as a joint venture of International
Chamber of Commerce Palestine (ICC Palestine) and International Chamber of
Commerce lIsrael (ICC lIsrael), with offices in Ramallah, Tel Aviv and in Jerusalem.
Besides mainly providing arbitration services to Palestinian and Israeli businesses
with respect to disputes, JAC will be promoting arbitration as an amicable mean for
resolving commercial disputes and raising awareness on such mechanism.

In the three years business plan for the Jerusalem Arbitration Centre from November
2011, NIR/PIBF highlight that the JAC will serve as an ideal forum for both Palestin-
ian and Israeli businesses to refer their commercial disputes, and be rendered a fair,
speedy and relatively cost-efficient dispute resolution mechanism. As it is neutral and
amicable the arbitration centre awards have a better chance of voluntary enforcement
than a court order.

The potential effects of JAC are twofold as NIR sees it, having a direct impact as a
dialogue promoting, conflict resolving mechanism as well as an important institution
in contributing to economic development in Palestine through establishing better
conditions for the private sector to operate. The latter, NIR believes, contributes to a
strong Palestinian economy that can carry a future state, which is a prerequisite for a
stable two state solution. According to NIR, this logic is what lies at the base for all
interventions in Palestine.

Palestine International Business Forum
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Additionally, in relation to the theory of change, specifically for PIBF the final narra-
tive report from 2008-2009 describe the logic as follows:

e Undivided belief in the strong link between economic and societal develop-
ment and peace and stability.

e PIBF believes that free and reciprocal business relations build sustainability in
Palestine, which ultimately positively contribute to building peace in the Mid-
dle East. Hence, the PIBF brings together Palestinian, Israeli and Swedish in-
terests to create and assist sustainable economic development in Palestine, as a
contribution to stability and a peaceful development in the region.

e Conflict is almost always an impediment, rather than a spur, to economic
growth and private sector investment. In the short-term, the security of indi-
viduals is negatively affected, markets and infrastructure are severely dam-
aged and in many cases companies experience a negative impact on their re-
sources. In the long-term, the way in which conflict undermines societal and
economic progress will seriously impact a company’s own prospects for suc-
cessful investment and economic growth. Businesses obviously have a strong
interest in peace and security in countries in which they are operating or might
wish to operate. The private sector therefore has commercial interests as well
as a moral imperative to help prevent and resolve violent conflict, and con-
tribute to peacebuilding.

e The deteriorating relationship between Israel and Palestine, the expected
forthcoming declaration of a Palestinian State and efforts from actors in Israel
and Palestine to limit contacts and relations, economic and other fields, be-
tween Israelis and Palestinian, especially among key actors, call for an estab-
lished platform as the PIBF to increase its efforts to bring economic actors to-
gether and to continue to stress the positive linkage between trade and peace.

e The nature of the PIBF platform and its organisation provides an arena for
dialogue between key actors in Israel, Palestine as well as in Sweden, with the
ability advocate for an contribute to change.

e Itisimportant to build long-term relationships.

Palestine-Colombia Conflict Sensitivity Exchange Project

Finally, in 2011 a Palestine-Colombia Conflict Sensitivity Exchange Project was in-
troduced. The idea behind this project is that by bringing together people working in
the two conflict-affected areas, lessons learnt and knowledge exchange can provide a
better understanding and assist in developing practices with regards to business ap-
proaches in conflict and peace.

The NIR core contribution has been used for the JAC and the Colombia-Palestine
exchange project. Consequently, these interventions are the focus of the evaluation.

2.3 Methodological Note for Palestine

The main methodology for the evaluation is outlined in the Inception Report as well
as in the main report to which this document is an annex. However, the team has
identified additional methodological considerations applicable for Palestine.
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First, the team is assessing core funding activities only. In the case of Palestine this is
limited to the JAC and the Palestine-Colombia activities, consequently activities re-
lated to PIBF have only been included in so far as they are related to the establish-
ment of the JAC.

Second, there are no log frame or results matrix guiding the NIR core support to JAC.
The degree of effectiveness will therefore have to be assessed against the overall ob-
jective of the NIR core funding and the objectives of JAC itself.

3.0 Findings

In the following the findings of the Palestine field mission are presented in accord-
ance with the OECD-DAC evaluation criteria of Relevance, Effectiveness, Efficiency
and Sustainability.

3.1 Relevance Palestine

As explained in chapter 2, the business environment in Palestine has to be seen in the
light of a complex and overshadowing political conflict and the Israeli occupation
posing unique challenges to the Palestinian business sector. The decision by NIR to
support the private sector in Palestine seemed highly relevant, especially with regards
to bringing about a more conducive business environment.

The idea and the establishment of JAC came about as an offspring of NIR’s bilateral
support to PIBF. As a result of NIR’s long-term engagement in Palestine and its part-
nerships through PIBF, it has been possible to identify the need for JAC and meet a
need within the business sector.

The partners funded through NIR’s core support and who have been involved in es-
tablishing JAC are ICC Palestine and ICC Israel, and indirectly PIBF. Considering

the difficult context and the obstacles to promoting partnerships between Palestinian
and Israeli organisations, the relevance of NIR’s chosen partners is considered high.

As the Evaluation team did not come across any results matrix, and any development
objectives for the JAC, it is difficult to assess the relevance in relation to the benefi-
ciaries. The immediate beneficiaries are the companies seeking arbitration through
JAC. Whether the support is beneficial to the ‘primary beneficiaries’ as defined in
NIR’s overall objectives (children, men and women), depends on whether arbitration
contributes to job creation, enhanced economic development and peace, which is too
uncertain to legitimise at this point.

Focus on Private Sector Development
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Most development actors in Palestine agree on the importance and need for support-
ing the Palestinian private sector.

The National Development Plan of the Palestinian National Authority (PNA), ‘Estab-
lishing our State, Building our Future’, for the period of 2011-2013, confirms that the
economy sector and the promotion of an environment that enables trade and invest-
ment is a priority for the government.>® ICC Palestine requested from the Ministry of
Justice to assign 3-4 judges that would be trained and accredited to enforce arbitration
awards mainly those coming out of JAC. ICC Palestine and the Ministry of Justice
have signed a Memorandum of Understanding and ICC Palestine has been invited to
help support the Ministry in drafting a new arbitration law. The cooperation of the
PNA during the process of establishing JAC proves a local interest and thus a rele-
vance to the context.

The Office of the Quartet Representative Tony Blair, one of the development actors
also focusing on private sector development, states: “One of the most critical factors
for growing the Palestinian economy and generating new jobs, particularly for young
adults entering the labour market, is the accelerated development of the Palestinian
private sector.” This marks a trend among the donors of including support to the pri-
vate sector as part of their development portfolios. Several donors have supported
JAC including Sida, GIZ and USAID. NIR’s support to the Palestinian private sector
and to JAC is therefore relevant as it feeds into donor efforts and discourses.

Conducive Business Environment

In Palestine, there is evidently a strong need to promote a more conducive business
environment. Since 2010, NIR has supported the establishment of the JAC, which
aims at filling the gap in dispute settlement between Israeli and Palestinian compa-
nies. The Israeli and Palestinian markets are closely tied, yet the political conflict
poses major constraints to doing business, affecting not only free movement and ac-
cess and reliable financial transactions but also basic trust between companies. One of
the challenges is the lack of a common legal framework for both parties to solve dis-
putes. The Evaluation team found that everyone agrees that JAC can potentially fill
this gap, and that it fills an obvious need from a structural perspective.

*2 The National Development Plan states: “The NDP includes commitments to continue legal and institu-
tional reform in the economy sector, strategic investments in national infrastructure, and negotiation of
international trade agreements that will, taken together, promote the competitiveness of Palestinian
products and services in the global and local marketplace. Our economic policy agenda focuses on
developing domestic capacities and resources, and creating an environment that attracts investment.
This will lay strong foundations for sustainable economic growth, and ultimately reduce reliance of the
national economy on public expenditure and, consequently, eliminate dependency on external aid”,
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The practical demand among Palestinian and Israeli companies for using the arbitra-
tion centre as a mechanism is still to arise, and it is too early to say to which degree it
will be used. As it is now there is a gap between the Palestinian and Israeli private
sector. Arbitration is commonly known in Israel and capacities within this field are
there. On the Palestinian side, however, a process of awareness within the business
community has slowly started. During the past two years JAC has started training
judges and lawyers in arbitration, and preparations have been made to include arbitra-
tion in the curriculum in the university.

JAC, as the only mechanism of its kind, can potentially be a forum for solving con-
flicts within the business sector. Although the demand has to be created, the JAC can
encourage Palestinian companies to do business with Israeli companies that they
might doubt or lack trust towards by promoting the use of JAC. Having the Interna-
tional Court of Arbitration as a kind of guarantee, commercial disputes can be ad-
dressed and help creating a better environment for doing business.

Peace Promotion

It cannot a priori be assumed that the interest of the private sector actors involved in
JAC is based on a desire to promote peace. It is evident that the actors involved in
JAC have made a clear distinction between economics and business on the one side
and politics on the other. This separation has been crucial to the creation of JAC as a
neutral platform and a space that both parties can agree to enter. JAC ensures neu-
trality by having a third party mediator to act as international head of JAC, in the
shape of the Turkish Businessman Rifat Hisarciklioglu and the ICC Headquarters in
Paris as the third party legal framework.

The challenges in making cooperation between Palestinians and Israelis work are
many. Although Private Sector Development Programmes are a high priority to the
Palestinian National Authority, things become delicate when involving Israel, due to
the overriding fear of ‘normalisation’. The evaluation team found that JAC has suc-
ceeded in starting an initiative involving prominent and crucial people in the business
sector on both side, something, which is commonly agreed upon as needed in order to
break down the many barriers. While the Evaluation team cannot prove the direct link
between NIR’s support to JAC and peacebuilding, there is no doubt that the potential
role of JAC as being a platform for dialogue and a space for mutual cooperation is
relevant and could potentially increase the incentive for cooperation in other areas
and create an atmosphere of collaboration.

Another indirect effect of the establishment of JAC, has been the creation of ICC Pal-
estine and the recognition by an international body, ICC International. Putting the
issue of the Palestinian business sector on the international agenda can be seen as a
positive effort in accepting Palestine as an authority and in creating awareness of the
challenges it faces.

In view of the low level of participation of women in the private sector and their mar-
ginalisation from economic life in Palestine, no evidence was found that NIR has
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made special attempts of including the aspect of gender in its work with JAC, some-
thing that would be highly relevant.

Conclusively, the Evaluation Team has found that the approach applied by NIR in
Palestine is to a large degree relevant to the context. Given NIR’s mandate and core
partners in Palestine, it was easier to find relevant entry points into the area of pro-
moting a more conducive business environment, in comparison with the issue of
promoting peace. One could question the relevance of NIR aiming at peacebuilding in
the context of Palestine, especially considering the lack of motivation on this from the
side of the partners.

3.2 Effectiveness

The private sector in Palestine (and Israel) is a long-term partner of NIR, which was
cemented with the establishment of the Palestine International Business Forum,
which is a joint Swedish-Palestinian-Israeli partnership, originally registered as a
Swedish NGO, but now a programme under NIR. The PIBF has served as a platform
for trade promotion and dialogue between the three parties since 2005.

One of the obstacles for Israeli-Palestinian trade has been the lack of access to neutral
arbitration opportunities (disputes have till now been governed by the Israeli justice
system). Consequently, the three parties to PIBF discussed the idea of establishing a
joint Israeli-Palestinian arbitration centre. NIR thus engaged in supporting the estab-
lishment of the Jerusalem Arbitration Centre first through PIBF and then later directly
using core funding.

The JAC has been two and a half years in the making, agreeing on the legal founda-
tion and identifying and training arbitrators to work for the Centre and was finally
launched March 2013 and will be formally endorsed by the International Chamber of
Commerce umbrella organisation in Paris November 2013.

According to ICC Palestine and Israel NIR and PIBF have been instrumental in sup-
porting the establishment of the Centre. Using the bilateral funding through PIBF,
NIR provided the dialogue platform for nurturing the JAC idea. However, due to po-
litical complications and the questioning of PIBF operations by the Palestinian Au-
thority in 2010 and based on recommendations from a 2010 evaluation, PIBF paused
operations and restructured the organisation (over a period of two years). In the mean-
time NIR decided to use core funding to assist the establishment of the JAC.

In terms of effectiveness, NIR has provided the platform (output) for the idea of the
JAC to emerge and be initiated (outcome) under the leadership of ICC Palestine (es-
tablished as part of JAC process) and ICC Israel. NIR has furthermore supported the
development of the JAC business plan (output) using bilateral funding and legal
framework and training (output) using core funding. These have been instrumental in
creating the JAC (outcome). However, the centre is not yet being utilised and the ex-
tent to which it will be used in the future (outcome) and improve the business envi-
ronment (impact) is still to be assessed.
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In Palestine the core funding enabled a continuation of funding to JAC in a situation
where the legitimacy of PIBF was questioned in Palestine and funding approval from
Sida for the bilateral programme was delayed till the programme was restructured. In
this sense the core funding enabled swift and flexible support when the bilateral fund-
ing was temporary stopped. However, it also shows how Sida on the one hand termi-
nates funding through NIR in the bilateral programme, while on the other hand it pro-
vides funding for continuation of activities using core funding. It is not evident from
the programme document that this was the intention with the core funding when ap-
proved by Sida.

The team notes that there are no specific gender related activities in the NIR core
funding activities in Palestine and thus no direct contribution to gender equality effec-
tiveness.

In terms of confirming the theory of change, the fact that the core funding is yet to
result in changes for the Palestinian and Israeli business community (as the JAC has
only been launched recently and needs to be used by the business communities first)
means that the theory cannot be fully confirmed at this stage. However, there are in-
dications of confirmation. First and foremost the assumption that the JAC will im-
prove business corporations (and in particular small and medium size business) legal
security and thus be an investment guarantor was confirmed by the bulk of people
interviewed in Palestine. The JAC fills an obvious gap and the interest in pursuing the
idea by ICC Palestine and ICC Israel confirms this.

The extent to which the JAC will work to enhance peace is less evident and disputed
among the interviewees. Few people interviewed agreed to the JAC having long-term
or significant contributions to peace in the region and in particular the Palestinian
interviewees are reluctant to confirm this theory. However, interviewees admitted to
the fact that the cooperation meant that they now had a better understanding of the
business community ‘on the other side’. Similarly, the fact that the JAC is one of the
only formalised cross-border initiatives, which has been endorsed by the Palestinian
Authority as well as the State of Israel, is no small achievement. So while the support
is unlikely to be a major contributor to the peace process it may still serve as an inspi-
ration for similar initiatives in other sectors.

3.3 Efficiency

A total of 1.5 mill. have been channelled to the two ICCs from the core funding
budget to assist with the establishment of the Centre. As no similar activity has been
established in the past there is no benchmark to compare with. However, in light of
the usual cost of establishing new institutions, the NIR contribution is assessed to be
very limited and thus cost-effective (the team has only assessed the funds provided to
ICC Palestine and ICC Israel and not the management costs in Stockholm). This is in
contrast to the PIBF programme which has management costs of 54%. With reference
to the latter some interviewees felt that ’a lot of money goes to management and ex-
pensive Stockholm-driven surveys and monitoring’.
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The utility of the PAM system was recognised if somewhat modest. Overall the PAM
system was seen as 'a good way of communicating with Stockholm’, but time-
consuming. There was however also recognition that it has improved local level mon-
itoring and that 'Stockholm can see what I do week for week'. By and large in particu-
lar one partner was of the opinion that the system was better than before and helped
organise operations.

During the programme evaluation period funding has been managed directly from
Stockholm as is the practice of NIR in all programme countries, which is described as
a lengthy process, where Stockholm is not always in sync with the realities on the
ground. The funding is however processed swiftly with no noteworthy delay. Since
2013 (beyond the evaluation period) NIR has devolved much more resources to PIBF
locally which has drastically enhanced decision-making processes and made them
more relevant to the context.

3.4 Sustainability

The core funding to Palestine has been provided for one major outcome: the estab-
lishment of the JAC. The sustainability of the support will depend on three parame-
ters: (1) the degree of ownership of the intervention by the partners, (2) the initial
financial sustainability of the JAC, and (3) the long-term utility of the JAC, i.e. the
question of whether the private sector in Palestine and Israel will make use of (and
pay for) the JAC in the future.

The degree of ownership of JAC of ICC Israel and ICC Palestine is undisputed. The
two organisations have led the process since it s initiation (in Palestine the process
was initially lead by leading business people until ICC Palestine had been estab-
lished). The degree of ownership is significant as are the plans for the future opera-
tion of the JAC.

Financially the future of JAC is more challenging. The JAC is currently without fund-
ing of its running costs for the first two years, which makes it unsustainable in the
short run. There are however options for funding from among other Norway, and NIR
could consider providing bridging funding in the next phase of PIBF which was
launched this February. It is hoped that once the JAC becomes utilised the fees of the
Centre will fund its future operations. This theory is still to be tested in practice.

In terms of the Centre’s future utility, this too is more a question of theory and faith
as the demand among the business community has not been tested yet. None the less
the need for the Centre is evidently there as interviews have documented. The part-
ners interviewed were also positive regarding the future use of the Centre, however
the first case is still to be initiated now that the Centre has started functioning.

A final risk for the future of the Centre is the political volatility in which the Centre is
operating. The segments of Palestinian society advocating against a ‘normalisation’
of the relations with Israel have so far not paid attention to the JAC. However as the
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JAC is fostering cooperation between Palestinian and Israeli companies the Centre
may risk becoming part of a future political agenda, which may have negative impli-
cations for its ability to operate. For the same reasons ICC Palestine has chosen to
promote less attention to the JAC in Palestine, which of course is a fine balance as the
Centre will need to be advertised to be used.

4.0 Evaluative Conclusions
The evaluative conclusions are presented in accordance with the OECD-DAC criteria.

4.1 Relevance

The NIR support to establishing the JAC is relevant to the local context and the needs
in the Palestinian private sector. The challenge to come is creating the awareness
about arbitration and the demand among companies. If this happens JAC has the po-
tential to contribute to the business environment, ensuring both Palestinian and Israeli
companies with a dispute settlement mechanism that can improve their relations and
create a basis for collaboration.

4.2 Effectiveness

The NIR core funding has been instrumental in establishing the JAC. The programme
has thus been effective in facilitating this process. The long-term contribution of the
funding to the business environment in Palestine (and Israel) will depend on the use
of the Centre by the Israeli and Palestinian business community. However, interviews
with these seem to indicate a high probability of long-term effectiveness as well (im-
pact).

4.3 Efficiency

The limited contribution to Palestine/Israel under the core programme (excluding
management costs in Stockholm) appear cost-effective based on the limited infor-
mation at hand. The new PAM has helped improve planning processes, but is time-
consuming vis-a-vis the documented benefits.

4.4 Sustainability

The JAC is not yet fully financially sustainable, however the parameters in terms of
institutional ownership and relevance to the context have been secured. JAC will
however need seed funding for the first two years before it is realistic to be self-
sustaining financially.

5.0 Recommendations

NIR should consider continuing support to the JAC for the initial two years to enable
the Centre to prove its utility and sustainability. The funding should be continued
channelled through ICC Palestine and ICC Israel to ensure that they will continue to
lead the process. While ICC Palestine is arguably in more need of funding, it is im-
portant that funding is continued through both institutions so that the impression of
equality between the two organisations and their mutual relation with NIR remain.
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ANNEX 5 - COUNTRY REPORT PALESTINE

As part of the future support, NIR should consider discussing risk management and
contingency planning for the Centre to avoid it being tangled into regional politics,
which may jeopardise its operations.
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Annex 6 — Terms of Reference

Terms of reference Evaluation of Sida & NIR Core Support Program (2009-2012)

1 BACKGROUND

1.1 Information about Sida

Sida, the Swedish International Development Cooperation Agency, is a government
authority. Our goal is to contribute to enabling poor people to improve their living
conditions.

As other Swedish government agencies, Sida works independently within the frame-
work established by the Swedish Government and Parliament. They decide on the
financial limits, the countries with which Sweden (and thus, Sida) will cooperate, and
the focus and content of that cooperation.

For additional information, please visit Sida’s website, www.sida.se

1.2 Information about Business for Development

Business for Development (B4D) is Sida’s programme for collaboration with the
business sector. B4D stems from the tasks given to Sida by the government and par-
liament, as well as an understanding that aid can become more effective by better
harnessing the positive impact of private sector actors in their different roles — as ac-
tors focused on developing ‘inclusive business’, as advisors/dialogue partners and as
suppliers in development cooperation.

For additional information, please visit Sida’s website,
http://www.sida.se/English/Partners/Private-sector/About-Business-for-Development/

1.3 Partner country
Not applicable.

1.4 Cooperation partner - NIR

The International Council of Swedish Industry (Naringslivets Internationella Rad
(NIR)) is an independent associate of the Confederation of Swedish Enterprise, which
represents some 60,000 member companies. NIR is commissioned to support and
broaden the scope of operations of Swedish business in markets characterised by po-
litical, economic or social complexities.

In many instances the scope of work and interest of NIR are similar to that of the Sida
which sometimes leads to cooperation and financing of programmes. NIR undertakes
long term development cooperation programmes aiming to improve structural condi-

tions for business and economic development. NIR works closely with globally active

key stakeholders from both the public and private sector that have a strategic interest
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and possibility to maintain a long term perspective in their activities and development
operations.

According to the Swedish Governments policy on Civil Society, NIR is a Civil Socie-
ty Organisation (CSO). The work of NIR differs from most of Sida’s funded civil
society programmes as NIR normally does not channel funds to their partners.

1.5 Intervention/Project description

NIR’s objectives have been focused to three areas: Conducive Business Environment,
Peacebuilding and Health, but recently the area of Health has been removed as a pri-
ority. NIR is implementing programmes on Conducive Business Environment and
Peacebuilding in several conflict sensitive countries. All programmes differ from one
another in terms of contexts, but the basic objective is to strengthen individuals, or-
ganisations and structures aiming at a more conducive business environment. This, in
turn, will contribute to economic growth, employment, sustainable development and
poverty reduction.

Sida and NIR are cooperating in bilateral, regional and core support programmes, but
the focus of this evaluation is the core support programme for 2009-2012 with an
agreed total budget of 36 MSEK.

The Sida and NIR core support programme is relatively new (started 2009) and there-
fore an evaluation of the partnership and its outcomes is requested. This evaluation
will serve both as an end of programme period evaluation and as input to Sida’s ap-
praisal of an application of a renewal of the core support programme 2014-2019.

The overall objective for the Sida and NIR core support programme (see Sida & NIR
agreement for 2009-2012) is to contribute to the development of conflict resolution
and peacebuilding through influencing key private sector actors. Key private sector
actors can contribute to the overall objective by providing, supporting and participat-
ing in activities and dialogues aiming towards enabling a conducive business envi-
ronment.

1.6 Current situation in the relevant sector
Not applicable.

1.7 Related programmes/projects and other development cooperation activities
Not applicable.

2 SCOPE OF ASSIGNMENT

2.1 General information
Not applicable.

2.2 Purpose of the evaluation
As the Sida & NIR core support programme agreement started recently (2009) as a
pilot for working with core support programmes with the private sector. The overall
purpose of the evaluation is to evaluate how/if to continue with core support pro-
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gramme and to recommend changes for improvements (if relevant). This will serve as
input to both Sida and NIR concerning expectations, results framework and monitor-
ing and serve as input to decision makers within Sida. The evaluation will take into
consideration the success factors, strengths and needs for improvements of the core
support programme agreement in order to give input to a learning process.

The specific purpose of the evaluation is to:

» Evaluate how NIR programmes/contributions are relevant for Swedish devel-
opment goals and Sida’s main objectives i.e. development and poverty reduc-
tion and relevant policies and strategies

* Evaluate to what extent NIR’s programmes/contributions meet expected out-
comes from Sida and NIR agreement (2009-2012), from a core support pro-
gramme perspective

« Evaluate to what extent NIR's programmes/contributions meet the expected
outcomes for the specific programmes/contributions and alignment to the Sida
and NIR agreement, from a core support programme perspective

»  Evaluate how NIR’s planning- , implementation-, monitoring -and reporting
processes and tools are serving NIR’s expectations in these areas

»  Evaluate how NIR’s planning-, implementation-, monitoring- and reporting
processes and tools are serving Sida requirements, in terms of:

o Relevant aggregation level of NIR’s results framework
o Clear causality of NIR’s results framework
o Relevant and consistent risk identification and risk mitigation

« Compare NIR programmes/contributions to other actors and their activities,
with similar objectives, to assess added value of NIR’s pro-
grammes/contributions

«  Provide recommendations regarding how Sida should continue with the core
support programme to NIR if a continuation is recommended.

«  Provide recommendations regarding improvements to the Sida and NIR col-
laboration

It is of key concern that the evaluation consists of detailed assessments relevant for
the purposes listed above.

The evaluation should focus on the same period as the original agreement of core
support programme i.e. 2009-2012. The agreed extension period for 2013 is not in
scope for the evaluation.

2.3 Methodology

The evaluation will start with an inception phase where the consultant(s) will provide
an inception report including a suggestion of methodology and time plan.

In the inception phase, the consultant(s) will make a suggestion of relevant NIR pro-
grammes/contributions to evaluate, relevant countries, relevant interviewees and rele-
vant other actors for comparison. The inception report will also include a description
of the evaluation design and data collection methods.
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The inception report will be discussed and agreed with NIR and Sida prior to start of
the remaining activities.

The effectiveness and efficiency of the programmes should be assessed in accordance
with the OECD/DAC quality standards for evaluations or other relevant methods and
the DFID Value for Money methodology or similar.

2.5 Budget & Schedule

Sida estimates that the evaluation will include: desk studies, interviews, preparation
for field trips, field trips, analysis, reporting and presentation.

The evaluation is expected to require 13 weeks and takes place from January 2013 to
June 2013. The final evaluation report shall be submitted to Sida, no later than June
14, 2013.

2.7 Qualification requirements
The listed qualifications are required for the involved personnel in the evaluation
team:

*  Knowledge in market development and development of conducive business

environments

»  Knowledge in peacebuilding and conflict sensitive contexts

»  Academic or other vocational education

*  Very good knowledge in spoken and written Swedish and English

«  Other work Experience adequate for the project

The tender will provide, for all involved personnel in the evaluation team:

a. Adescription in the form of a Curriculum Vitae for the person(s) who is to be
responsible for the performance of the project. The CV will contain a full de-
scription of the person’s theoretical qualifications and professional work expe-
rience.

No further requirements are listed as the supplier is an agreed partner for Sida re-
views, evaluations and advisory services on results framework.

2.8 Expected Outputs
1. Aninception phase report
2. An evaluation report
3. A presentation and discussion on the evaluation report to NIR and Sida to pre-
sent the result of the evaluation and recommendations

2.8.1 Reporting
All reports should be written in English.
« Adraft inception report shall be sent to Sida in February 2013
« Afinal inception report shall be submitted to Sida in February 2013
» A draft evaluation report shall be sent to Sida in May 2013
« A final evaluation report shall be submitted to Sida, no later than June 14,
2013

« The final evaluation report shall:
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o Not exceed 20 pages (appendixes excluded)
Adhere to the OECD/DAC Evaluation Quality Standards
o Adhere to the terminological conventions of the OECD/DAC Glossary on
Evaluation and Results-based Management as far as possible
o Interms of content, include:
= List of acronyms, tables, figures and appendixes
= Executive summary (max 2 pages)
= Evaluation purpose and scope
=  Methodology
= Results
= Analysis
= Recommendations
= Conclusion

o

3 CONDITIONS AND RISKS
Not applicable.

4 CONTRACT OBJECTIVES
See section 2.2 and 2.8.
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Annex 7 — Inception Report

1.0 Introduction

Indevelop has been contracted to undertake an evaluation of the core support of Sida
to NIR 2010-2012. The evaluation is implemented jointly by Tana Copenhagen and
Indevelop. This inception report outlines the suggested approach and methodology
for the evaluation as well as reflections on the Terms of Reference (ToR) and the im-
plementation planning.

All team members have committed to upholding Sida’s standard confidentiality
statement at the onset of the evaluation. Furthermore, Indevelop will discuss together
with Sida and NIR matters of confidentiality to ensure a common understanding of
how the report should be drafted to ensure the highest level of transparency and con-
fidentiality and also improve the accountability of NIR to Sida and, ultimately, the
Swedish taxpayers.

2.0 Background on the NIR-Sida Cooperation

The International Council of Swedish Industry (NIR) is a non-profit organisation
founded in 1960. NIR is an independent associate of the Confederation of Swedish
Enterprise, which represents some 60.000 member companies.

The Confederation of Swedish Enterprise has commissioned NIR to representing the
long-term interests of Swedish business, especially in countries characterised by po-
litical, economic and social complexities (as defined by NIR. The team will need to
assess the extent of the definition of ‘complex’ as applied by NIR). NIR represents
Swedish business in many different settings and facilitates links to stakeholders,
knowledge and markets. Through securing and representing the interests of Swedish
business, NIR aims at contributing through the private sector to economic develop-
ment in complex markets.

Since 2009, Sida and NIR have cooperated strategically through a framework agree-
ment for 2010-2012 using a core funding modality (see box 2.1 for definition of core
funding). The purpose of this cooperation is to contribute to Sida’s development co-
operation goals in valuable ways under its Business for Development Programme.
Sida and NIR are cooperating in bilateral, regional and core support programmes, the
latter of which is the focus of this evaluation.

The overall objective of the cooperation is aiming to support economic development
in complex markets through the private sector (see fig. 2.1). As a prerequisite for this
to take place it is necessary to promote adequate structural conditions.

Fig. 2.1 Overview of the NIR core programme
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The programme’s objective was initially focused on three areas and objectives:

The private sector contributes to economic development in complex markets

Structural conditions for private sector development are in place
Peace Conducive business
environments

Best practice

indivi : rocesses &
individual L |nd|‘wdtL|:|a|s& Relevant Swedish s sfems designed
L i tLija S G 'oglganlsa ?1“?' related companies ¥ fl’OI"T'l OL”_g
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apply business context towards adequately expzflenlie, Iohr
(:O'ndu'cwe ' awareness and g v 8 t{ac ing healt
practices in their acceptance of a issues at the
operations conducive business workplace are

environment available to a
broader audience

Conflict sensitive &
peacebuilding Private sector
approaches are provides and/or
developed, participates in

communicated & platforms for

implemented for dialogue

business in conflict § promoting peace-

affected & conflict building
prone contexts

issues at the
workplace

1. Peace - the private sector contributes to establish essential conditions for
building and preserving peace;

2. Conducive Business Environment — conducive business environments, char-
acterised by market economy, democratic values, transparency, effective insti-
tutions and the rule of law are in place;

3. Health — the private sector contributes to a comprehensive health approach
through workplace-based interventions.

In the first half of 2012, it was decided, based on previous limited progress and the
need to focus resources, to exclude the health-component.

In addition to the core programme, NIR receives Sida funding for projects in different
countries. Separate bilateral funding agreements include Belarus, Colombia, Zimba-
bwe, Palestine, Democratic People’s Republic of Korea and an HIV/AIDS workplace
programme for Southern and Eastern Africa. The projects in each country differ ac-
cording to the local context and needs. What characterises the activities is that they
involve links to many stakeholders in the business environment, from business mem-
ber organisations to workers unions and governmental institutions. NIR facilitates
activities that aim at increasing awareness as well as building skills. Activities focus
on dialogue, and debate on peace and conflict-sensitive approaches as well as a pro-
moting a conducive business environment.

In its application and the implementation of the core support programme, NIR has
focused on linking the core support programme with the country projects facilitating
the implementation of these while the country projects contribute to the objectives of
the core support programme.
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Box 2.1 Core funding definition based on OECD-DAC Paris Declaration on Aid Ef-
fectiveness

Core funding

The support evaluated is core funding. The term ”core funding” has different meaning
for different actors. For the purpose of this evaluation, the evaluation team uses the
concept as used by OECD/DAC. Core funding thus has the following characteristics:
e Anunconditional grant to the organisation against its strategy and overall
work plan.
e The funding of the individual donor goes to the main account and cannot be
separated from other funding sources.
e Auditing, procurement and reporting are global using the organisations sys-
tems and procedures.

3.0 Assessment of scope of the evaluation
The scope of the evaluation is based on the directions given in the ToR and the dia-
logue on the proposal between NIR, Sida and Indevelop.

3.1 Reflections on the ToR

We understand that the assignment concerns the evaluation of the core support by
Sida to NIR for the period 2009-2012 (the funding has been extended for 2013, which
however is not part of the evaluation), and that the purpose of the evaluation is ’to
evaluate how/if to continue with core support programme and to recommend changes
for improvement (if relevant).” The flow of funds to NIR began in December 2009,
thus the de facto evaluation will cover the period 2010-2012.

The purpose of the evaluation is thus two-fold: first the team will need to evaluate the
programme and document its achievements enabling Sida and NIR to decide on the
‘if’, 1.e. if the programme should continue. Second, the team will provide recommen-
dations on the ‘how’, i.e. outlining changes in the project design or cooperation if
found relevant.

The objective of Sida’s support to NIR under the core support programme is accord-
ing to the ToR ‘to contribute to the development of conflict resolution and peace-
building through influencing key private sector actors.” However, the team notes that
the overall objective which the programme should be measured against should be
identical to the results framework, which is ’the private sector contributes to econom-
ic development in complex markets’, and the programme purpose is ‘structural condi-
tions for private sector development are in place’. This is agreed between Sida and
NIR. The team will evaluate the core support in accordance with this latter agree-
ment.

Based on the purposes outlined in the ToR, as well as the following discussion with
Sida we understand that agreement has been reached that the main focus of the evalu-
ation will be on:
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4.

The relevance of the core support to NIR to Swedish Government policies and
strategies (these are assessed to include the overall Policy for Global Devel-
opment, the Policy for Support to Civil Society in Developing Countries with-
in Swedish International Development Cooperation — Pluralism including the
strategy for support through Swedish civil society, The Policy for Economic
Growth in Swedish Development Cooperation, policy for Peace and Security
in Development Cooperation, and the Strategy for Capacity development and
Collaboration.

The effectiveness of NIR’s core programme and contributions towards meet-
ing the expected objectives outlined in the Sida-NIR agreement from a core
support programme perspective.

The efficiency in the NIR planning, implementation, monitoring and reporting
processes and tools in particular in relation to results monitoring, causality
and aggregation as well as NIR’s risk identification and mitigation.

The sustainability of the NIR core programme’s outputs and outcomes.

Based on the discussions with NIR and Sida following the submission of the proposal
we understand that the following observations will also apply for the evaluation:

1.

Given the limited time of implementation and the requests in the ToR the
evaluation will not cover ‘impact’, but will work to try to assess outcomes
where feasible.

It has been agreed that health has been phased out of the core programme sup-
port and is not part of the evaluation, instead the evaluation will focus on the
remaining two areas of support concerned with peace and the promotion of a
conducive business environment.

The annual reports of NIR indicate that the activities of the organisation are
spread over many countries with a varied number of inputs. It is challenging
with this geographical spread of input - described in the annual reports of NIR
- to make a substantial impact or even outcome against the programme objec-
tives. These circumstances are likely to limit the extent to which attribution of
the NIR core programme activities may be linked with the changed context of
the given country receiving support. Instead the evaluation will be focusing on
the possible contribution of the NIR support building on outcome analysis and
theory of change. The evaluation will take into consideration the shift of activ-
ities from 2012 to 2013 in light of the one-year extension provided by Sida.

It has been agreed that the team will look into cross-cutting issues where fea-
sible, including gender, environment, and international labour law rights.
Likewise, the team will focus on poverty reduction and the rights-based ap-
proach and the ability of NIR to address these in their approach.

The ToR asks for comparison of the NIR programme with those of other do-
nors. It is beyond the scope of the evaluation (and the ToR) to do a compara-
tive evaluation of other PSD programmes, however the issue should be ad-
dressed as described in the ToR. We suggest, an assessment of benchmarks
where feasible on e.g. comparison of efficiency and cost-effectiveness by en-
gaging with other PSD donors in the field. On the outcomes we will use the
empirical evidence from the field and compare with ‘best practices’ by of
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OECD-DAC as well as DCED as described in ‘Supporting business environ-
ment reforms: Practical guidance for development agencies.’

3.2 What to evaluate — the challenge of mixed core and non-core funding

The task according to the ToR is to evaluate the core programme support to NIR.
However, while the team will be able to separate the activities funded under the core
programme and the non-core activities respectively — given the detailed financial
management of NIR — the two types of support are closely linked. NIR has designed
the core programme to assist the non-core country projects with systems and monitor-
ing procedures and the provision of funding for additional activities aimed at improv-
ing the performance of the country projects (consequently the bulk of the core fund-
ing has been used at central level for support to the bilateral programmes). The coun-
try project activities (of which the bulk are non-core bilateral funding, and part of
Sida Cooperation strategies at country level) again contribute to meeting the objec-
tives of the core programme.

Consequently, as the core programme is closely linked to the extensive list of non-
core projects also funded by Sida, the evaluation will need to relate to these as well.
The challenge is to evaluate the core programme, without underestimating the syner-
gies and mutual contribution of the core with the non-core programmes and thus cap-
ture the potential Strengths, Weaknesses, Opportunities, and Threats (SWOT) of what
is by NIR seen as mutually supportive interventions (see also theory of change de-
scription further below).

To meet the challenge of evaluating the core funding, taking into consideration the
contribution to and of the non-core projects, the evaluation will relate to the two dif-
ferent funding streams as described in table 3.1 below (the final evaluation questions
are described in table 4.1 further below). The basic principle is that if the core pro-
gramme has contributed to the non-core projects’ implementation the results of these
non-core projects will- where feasible — be assessed against there contribution to the
core programme.

There are two types of contribution of the core programme to the bilateral programmes:

1. Direct core contribution to a bilateral project, i.e. where 'core’' funds have been
used for specific additional project activities in an otherwise bilateral project.
To assess this the team will use the two selected country programmes as case
studies,

2. Indirect contribution, where the expected enhanced performance of NIR from
the core funds contributes to enhanced performance across the board including
in the bilateral project country. Again, the team will also use two countries as
cases.

As most of the bilateral activities will be implemented irrespective of the core fund-
ing, the evaluation cannot per se state that the core contribution have contributed to
achieving the bilateral project objectives. And thus, this assumption will be tested. In
other words, the extent to which the non-core activities contribute to the core pro-
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gramme (from a core programme evaluation perspective) will depend on the extent to
which the team can find evidence for this assumption. The evaluation will test these
aspects first and foremost in the two case study countries.

Table 3.1 Core support evaluation and relation to bilateral funding

Evaluation cri-
teria

Core programme

Non-core projects

Comment

Relevance

Relevance assessed
in accordance with
core funding related
strategy and policy
of which the major
is B4D (see chapter
below for details)

When core funding is pro-
vided directly to imple-
menting the non-core pro-
jects, the team will assess
the extent to which the out-
puts and objectives are
aligned with the core fund-
ing related Swedish strate-

gy

As the core funding is
provided to the central
level of NIR as a core
grant, all relevance as-
sessment will relate to
the Swedish policy(ies)
and strategy(ies) under
which the grant is pro-
vided. In addition rele-
vance will relate to the
needs and priorities of
partners and beneficiar-
ies in the recipient
countries

Effectiveness

The effectiveness
will be assessed as
the extent to which
the core funding
achieves the pro-
gramme objectives

The effectiveness contribu-
tion of the non-core pro-
jects to the core programme
objectives will be included
in the effectiveness criteria
where/if it can be estab-
lished that the direct finan-
cial contribution of core
funding has contributed to
meeting the non-core pro-
ject objectives

The link is based on the
assumption that the
non-core projects con-
tribute to the NIR ob-
jectives (this will be
assessed). The two
country studies of the
evaluation will form the
basis for this assess-
ment

Efficiency

Efficiency will be
assessed for the full
core programme in
itself however taking
into consideration
the efficiency gains
of the non-core pro-
jects

The efficiency contribution
of the non-core projects
will be included in the effi-
ciency criteria where/if it
can be established that the
core funding has contribut-
ed directly to enhanced
efficiency of non-core pro-
jects

The link is based on the
assumption that the
non-core projects con-
tribute to the NIR ob-
jectives (this will be
assessed)

Sustainability

Sustainability will
focus on the outputs
that are expected to
be sustainable as

Sustainability will be taken
into consideration if the
core programme has con-
tributed to enhanced sus-

The link is based on the
assumption that the
non-core projects con-
tribute to the NIR ob-
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Evaluation cri- | Core programme Non-core projects Comment
teria

well as the sustaina- | tainability of the non-core | jectives (this will be

bility of the out- projects if these contribute | assessed)
comes of the core to the core programme ob-
programme jectives

3.3 Utilisation and audience

The ToR state the need for the evaluation to give input to a learning process in Sida
and NIR and as a way of providing input to expectation management, results frame-
work and monitoring. We expect that this evaluation will provide lessons learned to
all key stakeholders including NIR, Sida and NIR partners in the countries visited.

Three major events are of particular importance to Sida and NIR lessons learning
process:

1. The theory of change workshop held in Stockholm 7 February 2013. The
workshop provided an opportunity for all parties to discuss the NIR support
rationale and expected effectiveness. The workshop aimed at stimulating criti-
cally reflective discussion of the results framework of the programme being
evaluated and the logical assumptions and causality and thus the theory of
change wherein outcomes are expected realised.

2. The validation workshop with NIR expected in May, where the findings and
lessons learned will be discussed and validated.

3. The final presentation to NIR and Sida mid-June 2013.

During the inception phase, the team also welcomes suggestions from Sida and NIR
on how the team can engage different groups of stakeholders to better understand
how they expect to use this evaluation in their work, what kinds of decisions the
evaluation may support and what kinds of data/information are expected to be most
useful for these decisions.

3.4 Geographical coverage
In accordance with the proposal, two countries will be selected for case studies. These
will represent the NIR core support activities at country level in the evaluation. It is
suggested that the following criteria are applied for the country selection:
4. The country must have received a substantial amount of funding from the NIR
core support programme;
5. Core programme activities should have taken place over a minimum of two
years to enable mapping of outputs and possible outcomes;
6. The two countries should together contribute to the two themes evaluated:
peace and conducive business environment.

There are five major recipients of core support funding. These include Belarus, Co-
lombia, Myanmar, Palestine, and Zimbabwe. A short screening is presented in table
3.2 below.

Table 3.2 Selection of countries for case studies

109




Country* Assessment Selection

Belarus Limited to feasibility study phase

Colombia Meets all three criteria, though only core funding in X
2012

Myanmar Feasibility study completed and activity implementa-
tion initiated. This is a fully core funded programme

Palestine Meets all three criteria, though only one core pro-
gramme activity (arbitration centre)

Zimbabwe Meets all three criteria and is a model for similar NIR X
countries

* The selection of Zimbabwe relates to CBE objective, the selection of Colombia re-
lates to the peace objective.

3.5 Use of resources in the evaluation

Meetings with NIR in Stockholm reemphasised the extensive resources used on devel-
oping systems and undertaking cross-country initiatives coordinated from Stockholm.
Consequently, to capture these activities and outputs in the evaluation, the team suggest
reallocating two days from each field mission to Stockholm based interviews and re-
search. The team will furthermore use available time to meet with Sida staff in Stock-
holm and at the Embassies who have been involved in NIR project implementation.

4.0 Relevance and Evaluability of Evaluation

With the considerations outlined in the chapters above in mind, we feel confident that
the assignment is feasible and suggest it is implemented based on the methodology
and implementation plan outlined in this document. That is, the time and resources
available are assessed to suffice to make a qualitative evaluation in line with the ToR,
however with a focus on outcome rather than impact.

The scope of the evaluation means that the findings will be based on desk studies
combined with key informant interviews. The evaluation will thus first and foremost
rely on qualitative data. Mapping changes to the business environment and private
sector role in peacebuilding is best captured through qualitative assessments. Percep-
tion of business environment and peacebuilding / conflict mitigation are best analysed
through more in-depth qualitative studies, which ensures that the nuances are cap-
tured, even if they are less quantifiable.

4.1 Data availability

The team has received a full 900 documents from NIR, which cover the full imple-
mentation period evaluated. Likewise progress reports and memos have been received
from Sida. The team will assess this documentation and revert to NIR and Sida with
requests for further documentation if required.

In addition to the desk study, the team will be collecting data during the field visits,
as well as in the interactions with NIR and Sida during the course of the implementa-
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tion. Finally, the validation workshop planned in May, will also work as a data gath-

ering exercise.

4.2 Assessment of evaluation topics and suggested evaluation questions

The team finds the evaluation questions clear and find the evaluation implementable
if the questions are revised in accordance with the recommendations outlined in table
4.1 below. The questions are based on an assessment of the ToR as well as the initial
dialogue with Sida and NIR on evaluation expectations. The questions have been dis-
cussed and agreed with Sida and NIR at individual meetings 6 and 7 February 2013 in

Stockholm.

Table 4.1 Revised evaluation questions

Evaluation topic identified in ToR* / **

\ Suggested evaluation question

Relevance

Evaluate how NIR programmes/contributions
are relevant for Swedish development goals
and Sweden’s main objectives, i.e. develop-
ment and poverty reduction and relevant poli-
cies and strategies

1.1 How relevant is the NIR programme to
the Swedish development objectives (as
defined in Swedish policies)?

1.2 Is the NIR support relevant to the recipi-
ent country and partner context and needs?

Effectiveness

Evaluate to what extent NIR’s pro-
grammes/contributions meet expected out-
comes from Sida and NIR agreement (2009-
2012) from core support program perspective

2.1 Is the NIR programme activities and
outputs effectively contributing to the ex-
pected specific and overall outcomes out-
lined in the Sida-NIR agreement 2009-
20127

Evaluate to what extent NIR’s pro-
grammes/contributions meet the expected out-
comes for the specific programmes/ contribu-
tions and alignment to the Sida and NIR agree-
ment, from a core support program perspective

Effectiveness part of question addressed in
2.1 above.

Efficiency

Evaluate how NIR’s planning-, implementa-
tion- monitoring and reporting processes and
tools are serving NIR’s expectations in these
areas

3.1 Is the NIR planning, implementation,
monitoring and reporting system and pro-
cesses contributing to efficient delivery of
NIR’s programmes and designed to the
specific needs of the programme?

Evaluate how NIR’s planning-, implementa-
tion, monitoring- and reporting processes and
tools are serving Sida requirements, in terms of
relevant aggregation level and clear causality
of the results framework and relevant risk iden-
tification and mitigation

3.2 Does the NIR planning, implementa-
tion, monitoring and reporting processes
live up to Sida requirements for results-

based management?
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Evaluation topic identified in TOR* / ** Suggested evaluation question

3.3. Does NIR reporting and monitoring
provide a basis for assessing value for
money, unit cost and general economic
efficiency?

Sustainability

4.1 Are the NIR programme outputs and
outcomes sustainable and/or have a high
probability of being sustainable in the me-
dium- to long-term?

* In the ToR several of the questions are lumped together of which one part related to
e.g. relevance and the other to e.g. effectiveness. To further streamline the matrix in
accordance with the OECD/DAC criteria, the team has split the questions when de-
signing the final draft matrix.

** The ToR does not relate to impact and sustainability, however based on discus-
sions with Sida and NIR sustainability has been included in the matrix.

5.0 Proposed approach and methodology
The approach and methodology has been designed based on the ToR. Key instru-
ments used include:

1. Theory of change analysis

2. Results-based management and value for money analysis

3. SWOT analysis

The details of the methodology are presented below. The main tool for the implemen-
tation of the evaluation will be the evaluation matrix. Similarly presented below.

5.1 Theory of Change

To properly assess change over time (of the private sector actors role in peacebuilding
and the conducive change in the business environment) and eventually evaluate out-
comes, the evaluation team will identify the Theory of Change (ToC) of the support,
based on documents review as well as through interviews and the workshop with NIR
and Sida. Based on this, the team has developed a visual overview of the intervention
logic.

The ToC exercise serves as a learning tool for NIR as well and facilitates a reflection
of the results framework (and causality). The programme has been operating for three
years and the results framework and the theory of change is likely to have evolved
over time to meet the realities. This change can be reflected — as well as the relevance
of this — through the joint ToC exercise.

The ToC exercise with NIR and Sida 7 February provided the following reflections
on the ToC:
The overall objectives of NIR’s programme is linked to the notion that the private

sector is an underutilised actor in development and that the private sector plays a role
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in influencing its environment. An essential part of this assumption lies in the under-
standing that if the structural conditions for the private sector are in place they will
contribute also to economic development. Therefore NIR has set its programme pur-
pose to focusing on improving these structural conditions for private sector develop-
ment. NIR sees its programme as linked to Sida’s Business for Development (B4D)
strategy, which also aims at engaging the private sector to play a role in poverty alle-
viation. The overall objectives purposes and thematic support is illustrated in figure
5.1 below.

Figure 5.1 Overall level

Overall Objectives of NIR's Programme

The Private Sector contributes to economic
development in complex markets

Programme Purpose

Structural conditions for private sector
development are in place

Thematic Area Lol eflas

Conducive Business

Peace s
Environment

NIR’s programme furthermore (relevant for this evaluation of core support) covers
two thematic areas namely Peace and Conducive Business Environment. These two
areas are specifically linked to NIR’s perception of working in complex markets. On
the one hand, peace is regarded as a crucial area because it is a structural condition
for being able to do business. Conflict affected countries put severe constraints on
economic life and can present a hostile environment for businesses. NIR looks at the
private sector as an actor in minimising these often complex and multifaceted con-
flicts, and attempts through dialogue, frameworks and platforms to improve this from
the starting point of the business environment. Furthermore, NIR sees private sector
growth as a necessary condition for peace on the one hand due to its crucial role in
poverty reduction by being the key creator of wealth, jobs and economic development
and on the other hand by investing in areas such as infrastructure, communications as
well being able to influence at the policy level improving labour laws, human rights,
environmental protection and e.g. anti-corruption practices. Finally, the private sector
can be a driving force in promoting reconciliation or mediation among different ethic
groups or communities and thereby contributing to peace (this leads to the following
ToC evaluation guestion: are the inputs and activities facilitated by NIR sufficient in
scope and relevance to be effective in contributing to minimising conflicts?).

On the other hand, NIR’s other thematic area is working with improving the structural
conditions of the business environment itself. NIR works with the assumption that
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promoting a conducive business environment will mean promoting values such as
free market economies, democracy, rule of law, transparency, and effective institu-
tions (this leads to the following ToC evaluation guestion: are the partners of NIR in
the partner countries agents of change for free market economy, rule of law, and
transparency?).

Figure 5.2 Thematic logic

Conducive
P Business
eace Environmen
t
Result 1 Result 4
esu
Conflict sensitive & Result 2 o
o Result 3 Key individuals &
peacebuilding Private sector NP Y Ihdivicy
approaches are provides and/or Key individuals & ~ organisations
developed participates in organisations apply influence their context
p—— - Y platforms for dialogue busme_ss co_ndua_ve towards awareness &
implemented for promoting practices in their acceptance of a
e heEs i @ e peacebuilding operations conduc_we business
environment

affected & conflict
prone contexts

Under each of the thematic areas a set of predetermined results guide the programme
work. According to NIR, Result 1 and 2 are closely linked. While one focuses on en-
gaging the business actors themselves in changing their skills, attitudes and behav-
iour, Result 2 focuses on their role in influencing their environment by acting as neu-
tral conveners for parties in conflict, promoting peace-building by arranging or partic-
ipating in relevant platforms where knowledge can be spread and new partnerships
developed (this leads to the following ToC evaluation question: is there an interest
and practice by NIR partners in applying conflict sensitive approaches and promoting
these for other stakeholders in the recipient country?).

There is a sharper distinction, however between Result 3 and 4. Result 3 mainly co-
vers activities in markets characterised as ‘less complex’ and authoritarian where the
business member organisations (BMOSs) can act as policy advocates themselves and
lobby at the political level. Countries where this is the case would be e.g. Zimbabwe
or Colombia. Result 4 is mainly related to contexts that are exceptionally difficult,
where businesses cannot risk being engaged directly in advocating for change in poli-
cies (see also figure 5.2). NIR works with BMOs as entry points and catalysts for
changing the environment indirectly. This is mainly done through awareness raising
activities on basic structures and values of market economies. An example could be
the work of NIR in North Korea (as in above this leads to the following ToC evalua-
tion question: are the partners of NIR in the partner countries agents of change for a
conducive business environment which by NIR is defined to include free market
economy, rule of law, and transparency?).
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On the national level (primarily non-core funding), in the case of Zimbabwe, NIR’s
overall objective is to contribute to the development of a prosperous and democratic
Zimbabwe. Once again NIR’s assumption is that a process of democratisation is sup-
ported through improving the business environment (this leads to the following ToC
evaluation question: are their documentation in Zimbabwe confirming that improved
business environment leads to improved democratisation?).

NIR perceives that the overall objective and purpose of the Zimbabwe programme
also contributes to the overall objectives of the core support programme. The ap-
proach that NIR takes is looking at the country level and identifying which structural
changes are needed in order to empower the private sector to influence policy-making
processes and democratisation. NIR tries to build on the local needs expressed, taking
into account the scope of their resources. A set of outcomes steer the work in Zimba-
bwe, mainly working at unifying the business actors and promoting dialogue to pre-
vent conflict (see figure 5.3 below).

Figure 5.3 Zimbabwe project logic

Overall Objective of Zimbabwe Programme

To contribute to the development of a prosperous and

democratic Zimbabwe

Programme Purpose
A strong private sector that actively & efficiently participates

in policy-making processes aiming at economic recovery &
support of the democratisation process in Zimbabwe

Ouctome 1
Qutcome 2
16 BMO members
trainers on policy
advocacy strategies &
communication tools

Framework for

strengthened
collaboration &

communication for the
business member
organisations

Outcome 3 Outcome 4

sl by S e Platforms for dialogue

with stakeholders

agenda & an advocacy
strategy

The activities under Outcome 1 mainly targets 4 organisations selected by NIR based
on their capacity and legitimacy. NIR started working with them and also links to the
activities of the Business Council of Zimbabwe (BCZ). The ambition is to create a
framework (as expressed in a memorandum of understanding) between the business
actors, in order to strengthen their joint cooperation and unify them. The underlying
assumption is that unifying the business sector is crucial to develop dialogue with the
government and reduce conflict in the society (again this leads to the following ToC
evaluation question: are the partners of NIR in the partner countries agents of change
for free market economy, rule of law, and transparency?, secondly the rationale and
criteria for selecting four partners should be assessed, and identify how these are the
best actors to contribute to the objectives).
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Outcome 2 was created in order to work with training to capacitate and enhance the
skills of the BMOs to be better and more effective at advocating for change. Although
this was not identified locally as a need, it became apparent when the National Busi-
ness Agenda (NBA) was developed (part of Outcome 3). Outcome 2 and 3 are there-
fore linked and should be seen as a process where NIR used the NBA as a way to of
informing the training and vice versa. The NBA sets the policy that stipulates the
strategy for economic recovery and economic development in Zimbabwe. The pro-
cesses of identifying challenges, opportunities and recommendations has so far taken
two and a half years for the actors to develop. The advocacy strategy (also part of
Outcome 3) is the practical execution of the NBA. The BMOs were trained in advo-
cacy as part of Outcome 2 to be better at carrying out their policy advocacy strategy
(Outcome 3) (this leads to the following ToC evaluation questions: how is the NBA
used and adopted by the partners? And how /if the recommendations are adopted at

policy level?).

Finally, Outcome 4 is aimed at creating a platform for other stakeholders than BMOs.
This Outcome is directed towards other actors in the society such as e.g. labour mar-
ket partners where NIR has facilitated a dialogue between trade unions and employee
organisations or even activities with regional actors. This Outcome was developed in
parallel to Outcome 1 and the ambition to build a framework for strengthened collab-
oration amongst BMOs, however Outcome 4 encompasses any kind of dialogue that
involves labour market relations. In this work a National Economic Vision was creat-
ed (that is not very far from the NBA) (this leads to the following ToC evaluation
questions: how do the partners assess the relevance of this activity? And how has this
activity been effective in contributing to the programme objectives?).

According to NIR all the activities in the four outcomes will all contribute to econom-
ic recovery (this leads to the following ToC evaluation question: are there indications
to verify the assumption that the activities contributes to economic recovery?).

Democracy is a line that goes through all of the work, especially the dialogue aspects
of the work as well as the methodologies used. NIR has an assumption that the pri-
vate sector has the right intentions to play the role as an actor in the democratisation
of society as well as economic recovery (again this leads to the following ToC eval-
uation question: are their documentation in Zimbabwe confirming that improved
business environment leads to improved democratisation?).

The bulk of the Zimbabwe programme is funded through bilateral non-core funding,
but is supported through systems and procedures developed by the core funded pro-
gramme. In addition, the core funding provided two add-on activities during the evalu-
ation period: (1) to document and identify lessons learned for the NBA exercise for
these to be transferred to other NIR countries, (2) studies on water, sanitation, trans-
portation and energy as input to the policy dialogue with the government, (3) part of
the labour market cooperation component, and (4) regional integration initiative.
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In 2012, the stepping-stones were laid for two other initiatives that will be imple-
mented in 2013 namely (1) specific activities for enhancing women’s leadership in
the private sector, and (2) the process to spread lessons learnt to other countries.

5.2 Results-Based Management and Value for Money

To assess the efficiency of the NIR core programme the evaluation team will analyse
if the NIR planning, implementation, monitoring and reporting system and processes
contribute to an efficient delivery and follow up of NIR’s programmes, and to Sida’s
requirements for Results-Based Management.

NIR has during the programme period developed two tools of particular importance
for results-based management of the planning, monitoring and evaluation processes
of the program: The planning and monitoring system (PAM) and the NIR outcome
assessment tool (NOA). A handbook for programme managers on project manage-
ment, "Managing and Reporting for Result at NIR; a Handbook for Project Manage-
ment" has also been elaborated to guide programme managers through the project
cycle.

The purpose of PAM is to assist programme managers to plan and monitor the pro-
gress and results of the program, including assessing risks and developing mitigation
strategies. The main purpose with NOA, according to NIR, is to have a tool that as-
sists the organisation to change strategies and improve prospects to reach program
objectives.

Since the start of the program, Sida and NIR have simultaneously developed and clar-
ified their perspectives and definitions of Results-based Management. Sida has, to
overcome the challenge gap between output and outcome for example introduced the
Bridging objective53 level. Sida uses the OECD/DAC terminology of input, activity,
output, bridging objective, outcome and impact:

INPUT /\, ACTIVITY > / OUTPUT > gglggg\{% /\ OUTCOME \ IMPACT
Vg / /
Vg Y £

/ o 74 /4

NIR has since the start of the program changed its terminology. In the original LFA
matrix NIR used the following terminology:

N\
N\ . N\

INPUT »  ACTIVITY ) OUTPUT gt OORAY. P En ALl

/' PURPOSE // OBJECTIVE
/ /

%3 Also called Intermediary outcome/objective or Bridging outcome
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NIR has since then developed its planning and monitoring tools in line with a more
standardised Results-based Management methodology and the terminology used has
changed accordingly.

N \ N \ ’
: \ ! LONG
o \ O\, SHORT- \. MEDIUM- : \
INPUT / \ S N s \ - \ TERM \
STRATEGIES ) ACTIVITY /) OUTPUT > TERM TERM D avitecie /

OUTCOME // OUTCOME / IMPACT /
/

p I

Throughout the evaluation, NIR’s terminology of Results-based Management will be
used. At an early stage discussions will be held with NIR to confirm the extent to
which the terminology corresponds to Sida’s.

In line with Sida’s decision on focusing the results analysis at outcome level and the
bridging objective level and how this contributes to the outcome level, it is proposed
that the main analysis of NIR’s system will be on the Medium-term outcome level,
and how the short-term objectives contribute to this level.

The analysis will include:

- The theory of change, how the intervention logic is formulated and how NIR
uses problem and objective analysis;

- The system for performance monitoring including the use of indicators, base-
line, means of verification and targets;

- The relevance and utility of tools for monitoring at the different levels of the
results chain (primarily short-term and medium-term outcomes); and

- The use and relevance of systems for risk analysis and mitigation.

Questions that will be asked include: have the systems for planning, monitoring and
reporting contributed to improved results-based management and better informed
decisions by management based on results? Are the systems designed in a way that
captures the complex contexts and processes in which NIR is working? Has there
been a shift in focus from measures and actions to results analyses as a basis for plan-
ning and decision-making?

To ensure a deeper understanding and enable an analysis of NIR"s systems for Re-
sults-based Management, it has been proposed that the consultant that helped NIR
develop the system should make a special presentation for the evaluation team. The
presentation will be done during the first phase of the evaluation.

The relevance, use and efficiency of the planning, implementation, monitoring and
reporting system and processes will be analysed in relation to:
a) The overall core programme,
b) The country programme Zimbabwe (where monitoring studies and tools have
been used as pilots), and
¢) The country programme Colombia.
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5.3 Value for Money (VM)

As proposed in the Evaluation proposal a VValue for Money (VfM) approach will be
applied focusing on economy, efficiency and effectiveness. The evaluation question
raised is: Does NIR reporting and monitoring provide a basis for assessing value for
money, unit cost and general efficiency? Through the VfM approach the team will
assess:

1. The inputs in the programme (economy), e.g. what is the quality and cost of
the inputs provided. In the case of NIR this is likely to include an assessment
of the quality of the programmatic elements of the support such as seminars,
feasibility studies, gender mainstreaming strategy, partner choice, innovations,
and programme advice, as well as the management elements such as planning,
monitoring, and reporting.

2. The inputs required to meet the outputs (efficiency), i.e. how well NIR con-
verts the inputs (under 1 above) into outputs, thus producing the said results.

3. The output to outcome ratio (effectiveness), i.e. how well do the outputs con-
tribute to meeting the desired (as well as unexpected) outcomes.

4. The balance between central/administrative costs and operational costs. Is the
relation/balance reasonable?

The three parameters (economy, efficiency and effectiveness) are interlinked (and
will feed into the ToC) through a reasonable causality process. Proper inputs are re-
quired to inform the implementation process where inputs are converted to outputs.
These again need to be tailored to meet the outputs expected to influence the outcome
of any intervention.

Key to the ensuring VM for NIR is the ability to obtain and utilise information and
evidence on the programme process, by the use of relevant systems for planning,
monitoring and reporting from the initial identification stages, to implementation and
eventually through the measuring of results during and post-implementation. This
means that the data and evidence of the NIR programme will on the one hand provide
evidence for the evaluation team to make the VfM assessment, while on the other
hand the ability to deliver this data, the quality and utilisation of this will further in-
form the evaluation team of the NIR capacity to deliver VM.

5.4 SWOT

In accordance with the ToR, the evaluation team will work with an assessment of the
Strengths, Weaknesses, Opportunities and Threats (SWOT) of: (1) the NIR pro-
gramme and its ability to deliver against the Sida development objectives and the
objectives outlined in the Sida-NIR agreement, (2) NIR management and resource
allocation, and (3) the planning, implementation, monitoring and reporting processes.
The SWOT analysis will be developed and discussed within the team and with NIR
based on the findings during the evaluation. An overview of the SWOT diagram is
presented in Figure 5.1 below.
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Figure 5.1 SWOT diagram sample

Strengths Weaknesses

Opportunities Threats

More specifically, the SWOT will be applied for:
e Reporting and monitoring tools of NIR
e Core vs. project funding approach to meet NIR and Sida objectives
e  BMO partnership approach

5.5 Evaluation matrix

The major evaluation tool designed for this evaluation will be the evaluation matrix.
The matrix is aligned with the OECD/DAC criteria, and the team will use the
OECD/DAC definitions of relevance, effectiveness, efficiency and sustainability.

The matrix is an internal evidence tool, which ensures that all responses are captured
in accordance with the evaluation questions, and that these can be derived and aggre-
gated for the report. All team members will use the same format for the data collec-
tion to ensure that all areas are covered and that there is consistency in the application
of the methodology. The final matrix will be a key output of the inception phase. An
example is presented below (table 5.1).

Table 5.1 Matrix to be used for evaluation of the Sida-NIR core support cooperation
2010-2012>",

The matrix will serve as a background tool for the evaluation team and will not be
shared beyond the team to ensure anonymity of interviewees.

Interviews will be conducted using a semi-structured interview guide aligned with the
questions of the evaluation matrix presented above. This approach is aimed at ensur-
ing that all questions are answered and at the same time leave room for allowing the
respondent to go more in-depth with issues of particular importance.

5.6 Implementation Plan
The implementation of the methodology will follow three distinct phases.
1. Inception phase (January-February 2013). The objective of the inception
phase is to ensure that the grounds are established for a successful implemen-

** Included in this report as Annex 3
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tation of the assignment. This objective is achieved through, (i) methodology
development, (ii) desk analysis of all relevant material in accordance with the
assessment questions, and (iii) meetings and workshops with NIR and Sida to
assess theory of change and agree on evaluation methodology. The findings
from the desk analysis have been used for this inception report. Desk studies
have included internal NIR and Sida documents such as reports related to pro-
gress including feasibility studies, project document, field mission reports,
progress reports, etc. (still being collected).

Implementation phase (March-May 2013). This phase will entail two separate
field missions to NIR partner countries. The missions will include meetings
with NIR partners in the respective countries and any other relevant stake-
holder, including Sida Embassy staff, other bilateral donors, employers asso-
ciations, unions, relevant government officials, NGOs and resource persons in
the country. The list of persons to meet will be discussed with NIR. The im-
plementation phase will also include interviews with relevant personnel at
Sida regarding the bilateral programs and confirmation of policy and strategy
relevance; and follow up meetings at NIR including the presentation of the
PAM and NOA systems as described above.

Analysis and validation phase. The objective of the analysis and validation
phase is to synthesise findings and have these validated. Once all the infor-
mation has been compiled the team will analyse the data in accordance with
the methodology and draft findings. Prior to the sub-mission of the draft re-
port, the team will have a validation workshop with NIR in Stockholm. The
findings will be compiled into the draft evaluation report and submitted for
quality assurance in accordance with the QA system proposed in this pro-
posal.
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Annex 1 — Implementation Plan

January February March April May June

V|V |V |V |V |V |V |V 14 |15 (16 |17 |18 {19 |20 |21

2 |3 6 |7 (8 |9 |10 |11 |12 |13 22 |23 |24 |25 |26
Briefing meeting with NIR and Sida

Desk review, dev. of methodology, preliminary interviews

Initial methodology presentation and ToC workshop with NIR
(and Sida)

Drafting of inception report & planning

Submission of draft Inception Report 18

Feedback on inception report 25

Stakeholder interviews, field visits, data collection (including
travel)

Validation workshop of preliminary findings with NIR

Drafting of evaluation report

Submission of Draft Report 15

Feedback from Sida 24

Drafting Final Report .-I

. . 14
Presentation seminar

Submission of Final Report
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Evaluation of Sida & NIR Core Support
Programme (2009-2012)

This is an evaluation of the core support provided by Sida to the International Council of Swedish Industry (NIR) for the period 2019-
2012. The overall objective of the programme is to contribute to economic development by promoting peace building and improved
conducive business environments for the private sector in complex markets.

The evaluation concludes that the approach applied by NIR is largely relevant to the context. However, due to high management
costs and unfocused and slow-paced implementation the bulk of the support remains ineffective and with poor efficiency. This is
partly a consequence of poor strategic direction from Sida as well as the organisation’s own abilities to perform. NIR is, in many
ways, a unique organisation in Sweden with a strong network and experience from working with the private sector globally. If Sida
wants a Swedish angle to private sector development, then NIR remains a relevant partner. Funds should be earmarked to ensure
alignment with Sida’s policies, and Sida must make funding contingent on enhanced effectiveness and efficiency.
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