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Preface

This evaluation of the Support to Further Development and Implementation of an IT
Employment Service System at the Albanian National Employment Service was
commissioned by the Embassy of Sweden in Tirana, Albania.

Indevelop carried out the evaluation between March 2014 and June 2014. Sarah
Gharbi was the Project Manager with overall responsibility for managing the imple-
mentation and the process of the evaluation, and quality assurance of the methodolo-
gy and reports was provided by Dr lan Christoplos.

The independent evaluation team included the following members:
e Jim Newkirk, Team Leader
e Sabina Ymeri, National evaluator

This report has incorporated feedback from Sida and the Embassy of Sweden in Tira-
na on the draft report.



Executive Summary

This document is the report of the final evaluation of the Sida-funded project ‘Sup-
port to Further Development and Implementation of an IT Employment Service Sys-
tem (ESS) at the Albanian National Employment Service (NES), 2011-2013". The
evaluation was commissioned by the Embassy of Sweden in Tirana and was under-
taken in April and May of 2014 by a team of evaluators from Indevelop.

Project Summary

The project proposal defines the project’s overall objective as to promote a better
functioning of the Albanian labour market by help of a more efficient IT-based regis-
tration and information system.

The project purpose, which was intended to contribute to the achievement of the
overall objective, was to increase the efficiency, transparency and accessibility of
public employment services in Albania.

The project proposal defines five intended results:

1. Anamended version of the Software for NES Employment Service System
(ESS) is developed, procured, installed and is functional in all NES organisa-
tion (12 regional employment offices and 24 local employment offices) by
September 2012.

2. Hardware is procured, installed and is functional in all NES organisation (12
regional employment offices and 24 local employment offices) by December
2011.

3. Capacity building of NES staff to understand, use, keep running and benefit
from the IT system.

4. NES organization has adopted organization, working methods, routines, pro-
cedures and staff management in line with modernization and information of
the employment system.

5. Increased accessibility of men and women jobseekers and businesses to the
on-line employment service.

Evaluation Summary
The intent of the evaluation, per the Terms of Reference, was to examine and draw
conclusions about the project, with the specific intent of:
e Assessing project results in order to account for the resources invested by
Sweden in this cooperation.
¢ Providing recommendations, particularly on the sustainability of the project
results.



e Contributing to the learning on this cooperation experience with the National

Employment Service.

Per the Terms of Reference, the evaluation particularly assessed effectiveness, effi-

ciency and sustainability.

Effectiveness — Summary Analysis of Results

Project Objective

The project makes a strong contribution to the promo-
tion of a better functioning of the Albanian labour mar-
ket through a more efficient, 1T-based registration and
information system.

Project Purpose

The project makes a strong contribution to the efficien-
cy, transparency and accessibility of public employment
services in Albania.

Result 1 - An amended
version of the Software for
NES Employment Service
System (ESS) is devel-
oped, procured, installed
and is functional in all
NES organisation (12 re-
gional employment offices
and 24 local employment
offices) by September
2012.

This result was achieved in full.

There were issues and delays with the design and tender
process, and implementation of the software tender, but
ultimately a fully functional system has been rolled out
in all regional and local employment offices. Full func-
tionality of the ESS has not yet happened (largely due to
not yet finalising the inputs of ‘stock’ data in all offices).
It is anticipated that this process will be completed in the
near future.

Result 2 - Hardware is
procured, installed and is
functional in all NES or-
ganisation (12 regional
employment offices and
24 local employment of-
fices) by December 2011.

This result was achieved in full.

There were issues and delays with the tendering process
that had implications for activities and outputs in other
result area, but the hardware is fully procured, installed
and functional in all offices.

Result 3 - Increased ca-
pacity building of NES
staff to understand, use,
keep running and benefit
from the IT system.

This result was somewhat achieved.

The capacity building process suffered from the related
issues of lateness and problems in the delivery of the
hardware and software tenders, and the focus that was
required to complete those components with the pres-
sures caused by their delay. The training programme
was late being delivered, and ultimately, it must be said,
it was not completed. Not all Employment Officers are
fully aware of the detailed functioning of the ESS, nor
do they take advantage of all of its capabilities. Howev-
er, since the completion of the project, these processes
are on-going, and it is anticipated that the intent of the




project in this area will be realised in the near future.

Result 4 - NES organiza-
tion has adopted organiza-
tion, working methods,
routines, procedures and
staff management in line
with modernization and
information of the em-
ployment system.

This result was largely achieved.

In general, the ESS works, in all offices, and has been
well received. However, the extensiveness of uptake,
completeness of transfer from the old system and use of
all systems across the NES is not complete. Further, the
full intent of this result area appears to have been lost
somewhere during implementation, probably as a result
of the pressures and issues associated with the delays in
delivery of the hardware and software.

Result 5 - Increased acces-
sibility of men and women
jobseekers and businesses
to the on-line employment
service.

It is likely that this result is being achieved, although as
described in the Limitations section, a confident judge-
ment is not possible within the framework of the evalua-
tion and the current status of ESS implementation.

As with Result 4, the full intent of this result area was
lost somewhere during implementation. This is best ex-
emplified by the focus of the Final Report on the activity
of the information campaign, as opposed to (the much
more substantial result statement) ‘increased access to
the employment system’.

The project’s outputs, summarised above, have left the NES in a strong position to
progress strongly in the provision of effective employment service provision to
jobseekers as well as to employers looking for staff. The ESS is demonstrably easier
to use, is more effective in the storage and accessing of employer and jobseeker data
and as a result fits well within the new service model being implemented across the
NES. The changes have been very well received by Employment Officers, with
strong indications of support also from jobseekers and employers, and is strongly
supported within Government. Indications are that with a strong and steady on-going
implementation of further upgrades, and a greater awareness of the system in the pub-
lic sphere, that the NES’s service delivery will regularly demonstrate high standards

of quality.

Efficiency

The project overall represents an efficient approach to the use of resources. The sense
of the team is that the approach taken was an efficient modality for the delivery of
this type of project. The NES is of this view, as are the international experts involved

in implementation.

Delays in the Tendering Processes

The delays in tender processes for both hardware and software (results 1 and 2) had a
significant impact on project implementation, particularly the timing of delivery. The
initial delays in delivery of the hardware tender flowed on to the timing for issuing



the software tender. This delay was lengthened with delays specific to the software
process.

The Use of the Direct Funding Approach

The Embassy was strongly encouraged by Sida in Stockholm to demonstrate a ‘new
model’ of assistance, a model that could provide a demonstration of aid effectiveness
with an emphasis on ownership. The Embassy determined that the NES had the fi-
nancial management capacity to undertake the project, and was flexible in its ap-
proach to design, implementation and to the NES. There is demonstrable, strong
ownership by the NES over the whole process. Three areas were most important in
contributing to the success of the project and the modality:

e The thought given to, and discussions about the project, during negotiations
between the Embassy, SPES and the NES.

e The flexibility demonstrated in design and implementation - this flexibility
ensured the strengths of different actors were used in the most appropriate as-
pects of implementation to achieve the best outputs/ outcomes.

e The willingness to encourage NES ownership while insisting on appropriately
detailed, and timely, administrative and financial reporting.

Engagement of the Swedish Public Employment Service

The role of the Swedish Public Employment Service in the project was somewhat
unique. The SPES has a particular history with the NES, including, as described
above, the delivery of the original Efficient Employment Service in Albania (2004-
2008) project. However, their role was different in this initiative, as it included a sup-
port role to the NES in components of the project delivered through the direct-
assistance modality and components that were specifically their responsibility (and
that were directly funded by Sida). Across both roles, the SPES continued in its val-
ue-adding support/ partnership role with the NES.

The engagement of the SPES was specifically useful in the project. Chief among the
strengths mentioned by both SPES and NES personnel was the appropriateness of
knowledge provided by the SPES in the design and implementation of the ESS (“sis-
ter knowledge’ was the phrase that was used). The SPES has standardised procedures
for all aspects of their employment services, and their systems are completely in line
with international standards and approaches. The NES was provided with clear advice
and guidance while configuring their own system — which was a major contribution
from the SPES as the tools of standardisation ease processes going forward while
lowering costs throughout development/ implementation. The SPES provided tools,
and then worked together with NES staff in an on-the-job-type learning approach.
This was the essence of the cooperation, and the training — making use of their
knowledge, their systems and their experience. At its most fundamental level, the
ESS incorporates an EU model into the Albanian system.



NES Management

One key factor of success has been the capacity and strong commitment of senior
NES management to the change process, and to driving the process. The project man-
ager was strongly committed to the project, which was evident throughout implemen-
tation. This commitment was to the redevelopment of the ESS, more than to ‘the pro-
ject’, but of course the two were completely interlinked. However, management ca-
pacity (and leadership) in the NES is shallow. Too much depends on the Director of
Employment Services, with support from his two key staff (one in employment ser-
vices and one IT), and to a lesser extent some key regional office staff. The impact of
this includes the fact that strategy development for the NES’s medium to long-term
directions (and the ‘selling’ of this strategy) within government; development and
marketing of strategies for increasing job vacancies in the system; and detailed dis-
cussions with key IT and employment specialists on future directions, all compete
with day-to-day functions and the addressing of issues best left to other senior staff.

Reporting

The evaluation notes a number of issues with project narrative reporting, specifically
its lack of analysis in managing for results and in the related loss of connection be-
tween the results framework and project reporting. The key point is not implementa-
tion, but how the NES describes and details implementation, and results. It is im-
portant for the NES to be able to describe the importance of the work it is engaged in,
including in its discussions within Government on what it is doing and the success of
these actions. Effective reporting ensures stakeholders can better understand and
share successes.

Communication and Coordination

Internal NES communication and coordination happen at an acceptable level. The
expressed view is that transparency is a strength of communication with headquarters,
and that communication has become more flexible. Communication and coordination
within offices also appears to happen at a relatively high level.

Communication and coordination worked well with government partners, particularly
the Department of Strategy and Donor Coordination and with the National Agency
for an Information Society. NES managed the relationships well, with appropriate
discussions on plans and programmes, and the status of implementation.

Communication with the Embassy was managed well, with both sides commenting
on the quality of the relationship. Given the decision to pursue a direct funding mo-
dality for the project, this was an important relationship.

Sustainability

More than one stakeholder used the expression ‘there is no going back now’, and this
seems clear. It is also noted that this was always said in a positive way. Across all
groups interviewed, from Government to clients, the value and effectiveness of the
ESS is apparent. So too is the sense that it will be supported in its on-going develop-
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ment and growth. This is the essence of feedback during the Evaluation. There is a
clear improvement in quality and quantity of information, on both sets of clients (em-
ployers/ jobseekers). There is a stated need for, and confidence in, the system, i.e., the
ESS, and in the ability of the NES to meet the necessary performance objectives.
Linked with the new service model, sustainability is very likely.

Conclusions

The NES and the ESS are more central to Government thinking, and Government
priorities on service provision. The Government acknowledges the very positive visi-
bility gains from the ‘new service model’, demonstrated in the new offices in Durres
and Tirana. Government is also aware that these changes have had a significant im-
pact on its thinking and planning. But, they also acknowledge that the fundamental
change is in the ESS, which is the solid structure behind the facade of the offices, and
that the ‘new service model’ would not be nearly as important without the changes
brought about by the ESS development.

The capacity development components of the project (results 3 and 4) became the less
important aspects for the NES in implementation, compared to the procurement as-
pects in results 1 and 2. The whole project would have benefited from a stronger fo-
cus on the capacity building processes, and on it being built into two different phases:
a consolidation of the hardware/ software platform first (result 3), followed by chang-
es in and to the working environment (result 4) — the working environment as a tool,
and how the office conditions and service model change because of the ESS. This
would have aided the design and delivery of the capacity building, while improving
the linkages with the IPA-funded ILO project.

A stronger linkage with the IPA-funded ILO project would strengthen the changes
brought about by the ESS development, and vice versa. The ‘new service model’ in-
corporates the ESS in service delivery, and the implementation of the ESS, in offices,
happens within the structure of the ‘new service model’.

The system changes generated strong support from Employment Officers and
jobseekers, each of whom had an immediate appreciation of the value to them of the
changes, notably in accessibility and transparency. There was no sense at all of any
burden in nor resistance to the changes — the understanding of the value to the service
provider and to the client was immediate.

There is a wide range of changes being requested from the field, changes which are
understood to be in the future plans at NES headquarters, although an ESS develop-
ment plan is not readily visible. An important aspect of this is how to improve all
aspects of the system (not just the ESS), as a package:

e Finalisation of the ‘stock’ data entry.

e Completion of capacity-building to ensure all staff in all offices are fully con-

versant with all aspects of the ESS.
e Dispensing with the paper-based system.

11



e Improvements/ refinements to the system’s matching capabilities.

e Linkages to outside systems (taxation and social welfare).

e Strategies for increasing numbers of vacancies (sector strategies, seasonal
strategies, regional strategies).

SPES inputs did not include support to partner organisations in management func-
tions such as planning, analysis and reporting. These areas tend to be areas where an
upgrading of capacity is needed in the partner agency, and outside of the Swedish
partner, there is no system for provision of this capacity building support. It would
add value to the work of Swedish government agencies if, in their contributions to
partner agencies, their responsibilities included assistance in development of these
sets of skills, as a matter of course, in their service provision. It may be that these
skills will need improvement within Swedish government agencies in order to fulfil
such a responsibility. This should be welcomed.

Lessons Learned

The direct funding modality is a viable, efficient approach in circumstances of strong
organisational leadership, and the approach encourages ownership by the funded
agency.

Within the direct funding modality, technical support to the local agency from a Swe-
dish government agency can add significant value where there is a strong correlation

between the work and priorities of both organisations. A stronger focus on support in
management functions is needed.

The direct funding modality must be structured with recognition of the additional
requirements in time that will be required by the Embassy. Given the direct relation-
ship between Embassy and funded agency, this cannot be avoided.

The direct funding modality is best served by an approach that balances independence
for the funded organisation with a consistent application of Sida’s administrative and
financial requirements.

Key to the success of the direct funding modality is the breadth and depth of discus-
sions and negotiations during project design. Discussions must canvas all aspects of
organisational strengths and weaknesses and how these will be managed, used and
improved as part of the project.

This evaluation, as well as earlier work, provides strong indications with regards to
the inputs of Swedish Government Agencies to projects and national partners, and the
need to strengthen both the expected outcomes of project activities and the manage-
ment and administrative arrangement of the project. Central to this is ensuring the
funded agency receives the necessary assistance required to fulfil all aspects of pro-
ject planning, analysis and reporting.

12



Recommendations for the NES

Inputs of ‘stock data’ must be completed as a matter of urgency. It is critical
for effective analysis of jobseeker and vacancy data for all information to be
complete and up-to-date.

Negotiations with Government to end use of the paper-based system must be

completed as soon as possible. The effectiveness (and motivation) of Em-

ployment Officers depends to a certain extent on moving solely to the elec-
tronic system.

All Employment Officers in all Employment Offices need to be brought to the

same level of understanding and use of the ESS. Data analysis and ‘matching’

are particular priorities.

An ESS Development Plan is required.

o This development plan should include detail on the internal feedback sys-
tems on system needs, processes for assessing the feedback, detail on the
NES approach to system analysis, maintenance and development and a
budget for the human and financial resources that will be required, in an
on-going way, to ensure this development takes place.

o Itis immediately critical that both a short and medium term development
plan be developed and distributed in order for Government, and for staff in
regional and local offices, to know and have confidence in NES planning
processes.

The ESS development cannot (nor should it) be seen in isolation, particularly

in relation to the work of the IPA-funded ILO project. These initiatives should

be seen by the NES and Government as a ‘package’, with changes that strate-
gically support each other.

This ‘package’ needs to include the capacity building approaches taken by the

NES and ILO in order that the delivery of services to jobseekers and employ-

ers is seen as a single process.

Recommendations for Sida/ The Embassy

Further support to capacity development is required both at NES headquarters
and in the regional and local offices. This capacity development includes
management, technical and service delivery components. Further Sida support
to the NES in addressing these capacity needs is appropriate, with certain con-
straints:

o The emphasis of the process must be on results — what capacity is being
built/ what new skills are being learned, not on the number and type of
training inputs.

o A focus on service delivery is required, and should incorporate both the
‘higher level” aspects of the ESS and the quality of service delivery more
relevant to the ‘new service model’, i.e., support to the ILO project in
‘front office’ processes.

o A focus on employers (and increases in the numbers of job vacancies)
would be appropriate, although it is acknowledged that this is not a focus
for all Employment Offices.

13



Implementation of the direct funding modality requires a more detailed under-
standing of the roles and responsibilities of Sida/ the Embassy and the funded
agency. The project proposal provides a detailed project definition/ descrip-
tion, and the Agreement provides the structural relationship between Sida/ the
Embassy and, in this instance, the Government of Albania. It would be useful
to also provide a further layer to the description of the ‘partnership’ between
Sida/ the Embassy and the funded government agency. This further layer, a
‘partnership agreement’ or memorandum of understanding, would define
more than the contractual obligations of the grant recipient, concentrating on
the roles and responsibilities of each:
o Why the parties are entering into a relationship.
o What is expected of each party, defining both specifics and more general
expectations.
o What benefits are anticipated for each party.
o How the relationship works.
Sida/ Embassy requirements of the Swedish Government Agency should in-
clude the ability to provide detailed assistance (mentoring) to the funded
agency at a ‘higher level’ than technical support. Subject to assessments un-
dertaken and agreements reached, these service requirements are likely to in-
clude the development of planning, analysis and reporting capacity within
funded agency management.

14



1 Project Description

The initiative being evaluated was the finalisation of an earlier Sida-financed project
implemented by the Swedish Public Employment Service (SPES) - Efficient Em-
ployment Service in Albania (2004-2008)". The previous project:

o Developed an IT system known as the Employment Service System (ESS),
which contains a Vacancy Bank, a Jobseeker register and an Employer regis-
ter and was implemented at the National Employment Service (NES) offices
in Tirana and Korga, as well as at the Head Office in Tirana.

o Defined and procured the necessary hardware for the developed software.

e Implemented staff training at the NES, and trained staff trainers.

e Carried out an information campaign to inform stakeholders about the new IT
system.

Following this earlier project, a new project was proposed to develop and procure
software amendments, and to procure the necessary hardware and software across the
NES, with associated training. The upgrading and up-scaling of the ESS was identi-
fied as a requirement by the NES and the Ministry of Labour, Social Affairs and
Equal Opportunities. This need for support was addressed as a request to the Embassy
of Sweden in Tirana in two official letters.?

Sweden supported the NES during the preparation phase of the project proposal
through four different assignments that made the finalisation of the project proposal
and preparation for the implementation of the project possible:
e Outline of the project and recommendations regarding direct financing op-
tions, SPES, March 2010.
e Review of the draft project proposal submitted by NES and outlines presented
by SPES, Sida IT helpdesk (recommendations regarding ESS), Sida IT help-
desk report, June 2010.
e Functional requirement study (technical specifications, cost estimation for
ESS system, market survey), Nils Jenssen Consulting, October 2010.
¢ Internal Review (recommendations regarding management, procurement, au-
dit, specific agreement conditions, IT asset management before and during the

! Efficient Employment Service in Albania, June 2004 - December 2008

% Nr. 1559, dated 15.07.2008 (official letter and proposal from the General Director of NES), and nr.
2569 dated 29.12.2008, (Official letter of the Deputy Minister).

15



implementation of the project including an Action Plan for follow-up), SIPU,
December 2010.

The Embassy was strongly encouraged by Sida in Stockholm to demonstrate a ‘new
model’ of assistance, a model that could provide a demonstration of aid effectiveness
with an emphasis on ownership. Following detailed and positive discussions with
SPES, which took on board the NES and Sida Stockholm’s views, a direct assistance
model was agreed. The direct funding relationship requires more involvement from
the Embassy and is more demanding on Embassy resources in administrative activi-
ties. In the context of the direct financing arrangement:
e A specific account was opened at the Bank of Albania, following Ministry of
Finance approval.
e Sida disbursed project funding to this account.
e The NES was the implementing partner.
e Procurement of goods and services foreseen in the project were to be carried
out according to Albanian procurement law.
e The governing documents for project implementation were
o The agreement signed between the two governments (Albania and
Sweden)
o Regulations and instructions of the Ministry of Finance
o NES internal rules and regulations.

The project proposal describes four components:

Upgrade of software and procurement of software.
Procurement of hardware and installation.
Capacity building of NES staff.

[ ]
[ ]
[ ]
e Communication and information on the new IT system.

Of the four, only components 1, 2 and 4 were delivered through the direct financing
modality. Component 3 (and part of Component 4) was financed through and deliv-
ered by SPES: the project proposal® explains this approach®. The NES proposed pro-

8 Project Proposal - Further Development and Implementation an IT Employment Service System (ESS)
at the Albanian National Employment Service (NES) in all the 12 Regional and 24 Local Employment
Offices -2011-2013. Republic of Albania, Ministry Of Labour, Social Affairs And Equal Opportunities,
National Employment Service, General Directorate. Tirana. 22 February 2011.

4 Project proposal extract, Page 15: ‘NES has decided that activities linked with results 3 of the project
(training activities) and activity 4.1 of the result 4 to be outside the directing financing agreement with
Sida. NES proposal is to have the support of SPES in the implementation of the above mentioned
training activities using the same model of cooperation with SPES as in the first phase (Sida contract-
ing SPES for the implementation of the training activities). NES has experience of collaboration with
SPES and strongly believes that capacity building was a very strong point of SPES in the previous
phase. SPES as a Public Employment Agency have experience and knowledge on the employment
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curement through international experts for software and hardware, in addition to the
assistance of procurement advisors. This proposal was supported by the Sida-
commissioned ‘NES Internal Review Report.’

As per the project proposal, the overall objective was to promote the better function-
ing of the Albanian labour market by help of a more efficient IT-based registration
and information system.

As per the project proposal, the project purpose, which was intended to contribute to
the achievement of the overall objective, was to increase the efficiency, transparency
and accessibility of public employment services in Albania.

The project proposal provided these details on the project.

Country Albania

Project Title Development and Implementation of an IT Employment Ser-
vice System at the Albanian National Employment Service

Implementing Albanian National Employment Service

Agency

Total Budget of the | Sida and NES: Euro 824,066

Project

Sida total contribu- | Euro: 680,266

tion

Direct Financing of | Euro: 483,418

Sida to NES

services, working methods in a computerized environment, procedures and routines related with this
modernized environment, staff competence development, customer service, etc. SPES has the ad-
vantage of knowing very well NES organization, has experience of the first phase and enjoys the repu-
tation among NES staff of being a reliable and flexible partner. NES trusts that SPES will implement
the assigned activities successfully and in harmony with the rest of the project components thanks to
their full understanding of this component’s context and NES working methods.’
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External financing | Euro: 196,848

service of Sida

NES contribution Euro 143,800

Main Partners Ministry of Labour, Social Affairs and Equal Opportunities

Ministry of Finance

Ministry of Interior (National Register of Civil Status)
INSTAT

National Agency of VET

National Agency of Information Society

General Directorate of Social State Service

General Labour State Inspectorate

Institute for Social Insurance

General Directorate of Tax Authority

Employers Organisation and Trade Unions Organisations
Civil Society Organisations (NGOs).

Main target Jobseekers
groups: Employers

NES staff in regional and local offices

Time-Line April 2011- March 2013

While the project proposal describes four components, it details five anticipated re-
sults. Component 3 (capacity-building for NES staff) is effectively covered in results
3and 4:

Result 1: An amended version of the Software for the NES Employment Ser-
vice System (ESS) is developed, procured, installed and is functional in all
NES organisations (12 regional employment offices and 24 local employment
offices) by September 2012.

Result 2: Hardware is procured, installed and is functional in all NES organi-
sation (12 regional employment offices and 24 local employment offices) by
December 2011.

Result 3: Capacity building of NES staff to ensure they understand, utilise,
keep running and benefit from the IT system.

Result 4: The NES organisation has adopted organisation, working methods,
routines, procedures and staff management in line with modernisation and in-
formation of the employment system.

Result 5: Increased accessibility of male and female jobseekers and business-
es to the on-line employment service
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2 The evaluation

2.1 PURPOSE OF THE EVALUATION

As per the evaluation’s Terms of Reference®:

The evaluation is to examine and draw conclusions about the project Support to Fur-
ther Development and Implementation of an IT Employment Service System (ESS) at
the Albanian National Employment Service (NES), 2011-2013 (hereinafter the pro-
ject) and will, among other tasks, compare the project to an earlier NES cooperation
in assessing project efficiency. The Evaluation is to:
e Assess project results in order to account for the resources invested by Swe-
den in this cooperation.
e Provide recommendations, particularly on the sustainability of the project re-
sults.
o Contribute to the learning on this cooperation experience with the National
Employment Service.

2.2 SCOPE OF THE EVALUATION

In the project proposal, each of the five intended results of the project, detailed above,
were also defined by a set of related activities and a set of objectively verifiable indi-
cators.

Regular, on-going reporting has been undertaken throughout the life of this project.
These reports were analysed, in the context of the project design and the intended
results, and further analysis undertaken with project stakeholders. These processes
assisted the Evaluation Team to:

e ‘Assess these project results in order to account for the resources invested by
Sweden in this cooperation. This is a qualitative assessment — the evaluation
does not look directly at procurement or the financial management of the pro-
ject.

® The evaluation Terms of Reference can be found in Annex 2.
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Contribute to learning with regards this cooperation experience with National
Employment Services.®

The primary intended users of the evaluation are:

% Ibid.

The Embassy and Sida. The Embassy anticipates that the evaluation will pro-
vide:
o Conclusions on what has worked and what has not worked in the project.
o A judgement on whether or not the resources invested were justified by
the actual result.
o Some indications of approach to the NES on the follow-up of issues relat-
ed to the project.
o Discussion of the lessons that can be learned from this type of direct sup-
port to a governmental partner.
NES. The Embassy anticipates that the evaluation will provide recommenda-
tions addressed to the NES and the Ministry of Social Welfare and Youth with
a specific focus on the sustainability of the system.
Other donors and international organisations. The Embassy anticipates that
the evaluation will be of particular use to other donors and international or-
ganisations as a ‘case study’ in the direct financing modality to a government
institution. A particular focus of this aspect of the evaluation was the coordi-
nation and communication structures and the practice of the NES towards
stakeholders and donors. This is an area where there are perceptions of a need
for an increase in skills and practice, and areas where the project’s activities
and outputs address key components of the aid effectiveness agenda. Further-
more, given the importance of the strengthening of confidence in government
institutions as the EU’s Instruments for Pre-accession (IPA) funding increas-
es, demonstrated capacity growth within the NES is critical.
The evaluation may be of value to the Swedish Employment Service itself,
and its approach to and delivery of outcomes in Albania and elsewhere. The
evaluation was undertaken with this in mind, although this is not the main fo-
cus, and uptake will be a matter for the Swedish Employment Service.
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The analysis drew heavily on qualitative approaches — interviews with project and
related personnel and external stakeholders and desk studies of reports and reviews.
Findings are indicative of the views expressed by stakeholders and informed experts
and the statements made in available documentation.

With regards to Result 5, some feedback was sought from clients (jobseekers and
businesses) to attempt to understand the perception clients have of the changes
brought about by the implementation of the ESS and what impact these changes have
had on the service provided by the NES — specifically as to whether or not there is
increased accessibility of male and female job-seekers to the online employment sys-
tem. While the evaluation fieldwork did succeed in speaking to a number of clients
(both employers and jobseekers), the feedback was not sufficient for there to be sig-
nificant confidence in the comments. Further, the ESS has not been in place long
enough for a judgement to be made on accessibility of the system to job seekers.

The Evaluation has addressed the output objectives in detail. Analysis of outcome
objectives has also been undertaken, but with somewhat less strong conclusions, giv-
en the timeframe of the project, the fact the implementation of the ESS is quite recent,
as is the implementation of new routines and methods. The Evaluation was able to
assess the extent and effectiveness of the implementation of the hardware and soft-
ware, and to ascertain/ confirm the extent of its operation across the NES. Further-
more, feedback and analysis on what the change in hardware and software has meant
in respect of NES effectiveness was also addressed, as was the extent of the imple-
mentation and apparent effectiveness of the capacity building. Some feedback was
sought on each of the following areas, each of which provides an indication of the
level and extent of the uptake of change within the NES:

e Increase in transparency of the labour market services offered at the national

level.

e Improvement in the quality and quantity of information on job seekers and
employers at the national level.
Improvement in the organisation of work for employment officers.
Reduction in the time needed for administrative routines.
Increased time for contact with employers.
Increased measures for assisting jobseekers.
Improvement in the image and visibility of the NES through website infor-
mation on job vacancies.
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The evaluation had four phases/ stages.

251 Inception

The inception phase focused on elaboration on the scope and feasibility of the evalua-
tion, methodology (including a detailed description of the methodological choices)
design of the causal analysis, data collection methods and instruments and the evalua-
tion work plan. The Inception Report included an analysis (and further development)
of the evaluation questions, the evaluation time plan and division of labour.’

252 Desk Study

The evaluation team made use of secondary and primary data. As per the Terms of
Reference, the assessment of secondary data was performed through studies and anal-
ysis of existing reports, evaluations, and other relevant documents.

2.5.3 Fieldwork

Primary data was collected using empirical methods through interviews and focus
groups with relevant stakeholders and informed experts, including implementing
partners (such as government institutions and CSOs), beneficiaries and other donors.

Included in the group of key stakeholders with whom interviews were held® were:
e Relevant, knowledgeable Sida and/ or Embassy staff (Sida officers and man-
agers involved in the project).
NES staff at HQ.
NES staff in regional and specific local employment offices.
Swedish Employment Agency experts.
The hardware and procurement experts involved in the project’.
The Ministry of Social Welfare and Youth.
Members of the Steering Committee for the project.
Donors and international organisations whose work is linked or related to em-
ployment.

"The Inception Report can be found in Annex 3.
8 A full list of interviewees is in Annex 1.
? Efficient Employment Service in Albania, June 2004 - December 2008
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e As indicated above, a very limited sample of clients of the NES who make use
of the ESS directly or indirectly, online or through visits to NES offices —
o Jobseekers
o Employers.

2.54 Analysis and Reporting

The evaluation’s analytical findings are detailed in this report. The report analyses the
results (outputs and outcomes) of the project, draws conclusions, based on analysis
using evidence coming specifically from the primary and secondary sources of the
evaluation, and provides lessons learned — insights from the development assistance
that will be of relevance to Sida, the Embassy, partners and other organisations work-
ing in the field. The report makes recommendations, addressed mainly to the Embas-
sy and the NES and presented in order of priority. The recommendations are struc-
tured so there is a clear link between an observation from the desk study or fieldwork,
analysis and findings and the recommendation.

As per the evaluation Terms of Reference, of the five OECD/ DAC evaluation crite-
ria, the evaluation is intended to particularly assess effectiveness, efficiency and sus-
tainability:

o ‘Effectiveness shall be assessed primarily with regard to objectives on an out-
come level (focusing on medium-term). Although the scope of the evaluation
is not assessing impact, it is critical that the positive and negative, as well as
intended and unintended effects on an outcome level, are assessed.

e Efficiency shall be assessed primarily with regard to the utility and value to
the users (primarily the NES).

e Sustainability is to be assessed as the longevity of the development results af-
ter the cessation of the intervention. The evaluation criteria shall be clearly
operationalized in order to constitute useful tools for assessment.” '

The following narrative addresses the detailed evaluation questions, in the context of
the framework provided by the Terms of Reference.

19 The evaluation Terms of Reference can be found in Annex 2.
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2.6.1

Effectiveness

As per the Terms of Reference, the Evaluation will focus primarily on the ‘achieve-

ment of objectives at the outcome level (focusing on the medium-term)’.

Has the project achieved its objectives? Specifically, the Evaluation will as-

sess the effectiveness of the project in:

o Development, procurement and delivery of the NES ESS software in the
12 regional and 24 local employment offices.

o Procurement and effective installation of related hardware in these offices.

o Improvements in the capacity of NES staff to use and benefit from the
new hardware and software.

o Improvements in organisation, working methods, routines, procedures and
staff management across the NES.

o Improvements in accessibility of the on-line employment service to male
and female job seekers and businesses.

Has the project been successful in terms of its intended development results?

The Evaluation will focus here more on the capacity and organisation objec-

tives, and on improvements in access by clients to the NES system. These are

the more important, longer-term outcomes that will make use of the hardware
and software procured by the project.

o Has there been an improvement in the quality and quantity of information
on job seekers and employers available at the national level? How is this
known — does the NES now have systems in place to assess and monitor
these areas? Is information on clients a demonstrable priority for NES of-
fices?

o What specific changes have been implemented in the organisation of work
routines, work methods and procedures for employment officers in the
NES offices? What is the assessment of NES employment officers on the
changes in systems and procedures as a result of the project? Specifically,
has there been:

A reduction in the time required for administrative routines.

An increase in time for contact with employers.

An increase in measures for assisting jobseekers.

Has a particular approach been used to target and reach discriminated
social groups — particularly, were discriminated social groups specifi-
cally considered in the design? In the implementation?

Was there a specific gender focus? If so, what did it encompass?

Are these organisational changes visible in the 12 regional and 24 lo-
cal employment offices?

Are NES staff aware of and supportive of the changes?

Are the changes improving service delivery?

Is there a clear understanding of how the implemented changes are
improving service delivery to clients (job seekers and businesses)?

o Are there clear indicators of an improved image and the increased visibil-
ity of the NES through website information on job vacancies? What are
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these indicators? Does the NES have a system in place for measuring cli-

ent interactions with the website on job vacancies?

Are there apparent improvements in NES’ coordination and communica-

tion structures and practices? Is this true at all levels of the NES?

= Internal communication and coordination? How is this visible?

= Communication with clients? How is this visible?

= Communication and coordination with other stakeholders and donors?
How is this visible?

What have been the key factors of success or failure?

o

Did project implementation (by the NES, as well as experts) focus on the
hardware and software or on the improvements in capacity, organisation,
working methods, etc.? What evidence is there of this focus?

Was the capacity-building programme focused on outputs and outcomes,
or on the inputs of training delivery? Was capacity built (did capacity
grow)? How was this growth assessed?

What strengths and weaknesses in NES leadership and governance im-
pacted on the management of this project? What are the implications for
future sustainability?

Was there a clear sense across the NES (national, regional and local offic-
es) of the intent of the project? Did the NES nationally, regionally and lo-
cally see the value of, and were they committed to, the change being gen-
erated by the project? What NES governance factors contributed to this,
whether negative or positive?

What strengths and weaknesses have been demonstrated in the internal
communications between different directorates at NES HQ and between
NES HQ and Regional and local employment offices? What are the impli-
cations for future functioning and sustainability?

Was the utilisation of the Swedish Employment Agency specifically use-
ful in the delivery of the project? Could the project have been delivered
through another modality, such as a consultancy firm? Are there specific
added values to the use of a state agency in processes related to EU acces-
sion?

Have there been any negative and/or positive side-effects from the pro-
ject?
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2.6.2

Efficiency

As per the Terms of Reference, the Evaluation will focus primarily on ‘utility and
value to users’ (primarily the NES, but also the Embassy and other organisations, as
described above). The Evaluation will make use of an earlier Sida cooperation with
the NES™ in its analysis of the project’s efficiency.

2.6.3

Does the NES perceive that the time, energy and resources which have been
invested into the project have provided a relative level of outputs/ outcomes/
benefits, for the NES and for Albania more generally?

Does NES management perceive that the modality of working with the Swe-

dish Employment Agency was an efficient approach?

Is it the perception of the Swedish experts engaged to work on the project, that

the time, energy and resources invested in the project provided a relative level

of outputs/ outcomes/ benefits, for the NES and for Albania more generally?

Specific implementation questions from the Terms of Reference are:

o How effective has the NES been in the coordination of the work of the dif-
ferent components and experts involved in the project?

o How effective has the NES been in sharing information, and in gathering
input from the relevant stakeholders in the process of planning, implemen-
tation and post-implementation of project activities?

o How effectively has communication between NES and the Embassy
worked?

What specific strategies and detailed measures were used in project planning

and implementation to ensure efficient use of resources? In the view of the

project personnel and the NES, were these strategies and measures effective?

Is the hardware and software fully operational?

Sustainability

As per the Terms of Reference, the Evaluation will assess the likely ‘longevity of
development results after the completion of the project’.

What are the current prospects for the sustainability of the project’s results?

o Specific reference will be given to this question in relation to the questions
above, regarding Efficiency, in terms of strategies and measures of sus-
tainability, and to determine the functioning and use of the developed IT
system.

! Efficient Employment Service in Albania, June 2004 - December 2008
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o What strategies and measures have been developed and implemented to
ensure that the project’s developed IT system is fully operational into the
future?

e With regards the range of questions addressed concerning Effectiveness, what
is the likelihood that the changes in practice, routine and procedure will a)
continue to add value to the provision of services to clients and b) be main-
tained and grow as a pattern of work practice across the NES?

o Do the regional and local employment offices perceive the benefits of the
hardware and software to their work quantity and quality?

o Do the regional and local employment offices perceive the benefits of the
changed work practices? Do they have ‘ownership’ of the changes?

o Are the changes likely to be imbedded in NES practices going forward?

o What support or assistance is required to ensure sustainability of the
changes?

e In this context, do the Ministry of Social Welfare and Youth and the NES
have the commitment, and the financial and human resources necessary to
maintain the benefits of the project?

The evaluation and the reporting followed DAC’s evaluation quality standards.
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3 Findings

3.1 SUMMARY OF RESULTS (OUTPUTS AND
OUTCOMES)

The project was largely successful in delivering the planned activities and in achiev-
ing its anticipated results. Furthermore, the project has contributed, in a significant
way, to the overall objective and project purpose. Specifically:

o The project makes a strong contribution to the promotion of the better func-
tioning of the Albanian labour market through a more efficient, IT-based reg-
istration and information system.

o The project makes a strong contribution to the efficiency, transparency and
accessibility of the public employment services in Albania.

The path forward, in the medium and longer term, is clear, and, in the assessment of
the evaluation, will be adhered to. There are a range of questions and issues that will
need to be addressed to ensure the changes are further embedded in practice, and con-
tinue to develop. These questions and issues are discussed below.

3.1.1 Result 1 - An amended version of the Software for the NES Employment Service
System (ESS) is developed, procured, installed and is functional in all NES or-
ganisation (12 regional employment offices and 24 local employment offices) by
September 2012.

This result was achieved in full.

There were issues and delays with the design and tender process, and implementation
of the software tender, but ultimately a fully functional system has been rolled out in
all regional and local employment offices. This roll-out did not occur within the pro-
ject’s timeframe (it was completed in the weeks prior to the evaluation) and full func-
tionality of the ESS has not yet occurred (largely due to not yet finalising the inputs
of ‘stock’ data in all offices). It is anticipated that this process will be completed in
the near future.

The product was successfully delivered in December 2012. Both the in-office (ESS)
and the online system. The software includes:

o A jobseeker register.

e Anemployer register.

e A job vacancy register.

e A matching process — matching jobseekers and vacancies.
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e A reminder component.

The software has two parts, the ESS and the online systems.
e The ESS ‘resides’ in the Employment Office, is bigger, more complex and
contains more information. Only NES staff can operate the ESS.
e The online system is for jobseekers, employers and for vacancies — it contains
descriptions of available jobs.

Financial summary:
e Budget: 100,000 Euros.
e Actual: 71,000 Euros.

3.1.2 Result 2 - Hardware is procured, installed and is functional in all NES organisa-
tion (12 regional employment offices and 24 local employment offices) by De-
cember 2011.

This result was achieved in full.

There were issues and delays with the tendering process that had implications for the
activities and outputs in other result areas, but the hardware has been fully procured,
installed and is functional in all offices. A maintenance programme is in place, and
the NES has a plan for the maintenance and upgrade of the system. The following
details the specific outputs:

e 290 PCs.
80 laptops.
325 UPS.
60 printers.
The server sits at NAIS. The software etc. resides at the server. All 290 PCs in
all offices connect directly to the server at NAIS through a VPN.
Routers.
e Network cabling and related materials.
e Delivery and installation.

Financial summary:
e Budget: 280,000 Euros
e Actual: 255,116 Euros.

3.1.3 Result 3 - Increased capacity building of NES staff to understand, utilise, keep
running and benefit from the IT system.

This result was somewhat achieved.

The capacity building process suffered from the related issues of lateness and prob-
lems in the delivery of the hardware and software tenders, and the focus that was re-
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quired to complete those components with the pressures caused by their delay. The
training programme was late being delivered, and ultimately, it must be said, it was
not completed. Not all Employment Officers are fully aware of the detailed function-
ing of the ESS, nor do they take advantage of all of its capabilities. However, since
the completion of the project, these processes are on-going, and it is anticipated that
the intent of the project in this area will be realised in the near future.

Per the project proposal, two types of training were anticipated, which in total would
deliver training to 32 ‘super-users’ trainers (4 for the Tirana regional employment
office, 2 each for the other 11 regional employment offices and 6 at NES headquar-
ters), 250 users and 50 managers. Training was delivered in three stages as anticipat-
ed:

e 50 managers were trained in March 2013, including the 12 Directors of the
Regional offices, 24 Directors of the Local Offices and managers from the
NES Headquarters, focused on the use of the IT system, understanding on the
IT system, and management by objective, use of the IT system for monitoring.

e 32 NES staff received the Training of Trainers Course in March 2013. Of
these, nine were from NES HQ and Tirana Regional Offices and the remain-
der from other regional offices. These people still serve as resource persons
within the organization, in relation to the operation of the system as well as
for the delivery of internal NES training.

o Handle all administrative features in the system.

o Fulfil function as helpdesk for the ordinary users.

o Help users in completing, in more efficient way, the information needed
for jobseekers and employers.

e 250 system users (employment specialists) in all regions were trained by NES
staff in cooperation with SPES experts, who were specifically involved in the
training in Shkoder, Lezhe, Berat, Vlore, Korce and Fier. The employment
specialist training program focused on understanding the general purpose of
the ESS, and receiving the basic skills to use the system in the day-to-day pro-
cesses of NES. Their particular training emphasised:

Understanding the general purpose with the new NES IT-System.
Registering a new vacancy.

Search for vacancies.

Deactivate a vacancy.

Register a new job-seeker.

Search for existing job-seekers.

Deactivate a job-seeker

Register a new employer.

Search for existing employers.

Deactivate an employer.

0O 0O O OO0 O o O o O

30



3.1.4 Result 4 - The NES organisation has adopted organisation, working methods,
routines, procedures and staff management in line with modernisation and in-
formation of the employment system.

This result was largely achieved.

In general, the ESS works, in all offices, and has been well received. However, the
extensiveness of uptake, completeness of transfer from the old system and use of all
systems across the NES is not complete. Furthermore, the full intent of this result area
appears to have been lost somewhere during implementation, probably as a result of
the pressures and issues associated with the delays in delivery of the hardware and
software. This is best exemplified by the focus of the Final Report. The Final Report
titles this result as ‘Result 4 — Hire 12 New Staff for the NES’. This is some way from
the wording of the original proposal; indeed, hiring 12 new staff was one of four pro-
posed activities designed to deliver the organisational changes:

e ‘Activities related to Result 4:
4.1. Drafting of new routines and procedures in connection with the introduc-
tion of the IT system.
4.2 A full time project assistant will be hired under Sweden no-objection to
support NES management working group.
4.3. NES hires 12 IT experts for the implementation and behind the life of the
project in order to ensure the sustainability of the project investment.
4.4. Strategy for the increase of job offers from the public sector.’ 2

It is understood by the Evaluators that the recruitment of IT experts is a specific type
of action as it is a requirement of the Specific Agreement between Albania and Swe-
den for the project. In this context it is appropriate for this component to be treated
somewhat differently by the NES in reports and other, related documents. However,
the fact remains that there is no discussion in the project reporting on the drafting of
new routines and procedures, no reference to the engagement and role/ function/ out-
puts of the project assistant and no discussion of the strategy for the increase of job
offers from the public sector. While it is clear that some of this work was completed,
and, as indicated above, the work routines associated with the ESS are being rolled
out across the NES, this component lost its central significance during implementa-

12 Project Proposal - Further Development and Implementation an IT Employment Service System
(ESS) at the Albanian National Employment Service (NES) in all the 12 Regional and 24 Local Em-
ployment Offices -2011-2013. Republic of Albania, Ministry Of Labour, Social Affairs And Equal Op-
portunities, National Employment Service, General Directorate. Tirana. 22 February 2011.
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tion. The concern for the Embassy and the NES is that without Results 4 and 5, the
project becomes a much less significant procurement project. Results 4 and 5, and to
a certain extent Result 3, emphasise the growth in capacity and the change in ap-
proach/ procedure that focus the project on reform processes, rather than procuring
hardware and software.

3.1.5 Result5 - Increased accessibility of male and female jobseekers and businesses
to the on-line employment service.

It is likely that this result is being achieved, although as described in the Limitations
section, a confident judgement is not possible within the framework of the evaluation
and the current status of ESS implementation.

As with Result 4, the full intent of this result area was lost somewhere during imple-
mentation. This is best exemplified by the focus of the Final Report on the activity of
the information campaign, as opposed to (the much more substantial result statement)
‘increased access to the employment system’.

However, the evaluation fieldwork specifically enquired about this increased accessi-
bility, and it is clear that accessibility to the ESS — online and in-office — has oc-
curred, and is increasing. Jobseekers recognise this, Employment Officers discuss it
extensively when asked, and ESS reports demonstrate it. It is not possible however to
determine to what extent increased accessibility is attributable to this project alone.
Other initiatives that have happened during the last year, including the aggressive
information campaign with a clear focus on employment and NES services, better
placement of labour offices in central city locations and with modern infrastructure,
have simultaneously contributed to this result along with this project. Further, the
ESS has not been in place for a sufficient length of time for an adequate assessment
of accessibility (and access) to be made. Finally, the ESS, at the time of the evalua-
tion, was not yet functioning across the NES.

As will be seen below, these comments on Results 4 and 5 are also relevant to capaci-
ty within the NES, particularly in terms of communication and reporting, as it can be
argued that these results were delivered, at least to a large extent, but that project re-
porting does not effectively detail this point.

3.1.6 Project Outcomes

The project’s outputs have left the NES in a strong position to progress strongly in the
provision of effective employment service provision to jobseekers as well as to em-
ployers looking for staff. The ESS is demonstrably easier to use, is more effective in
the storage and accessing of employer and jobseeker data and as a result fits well
within the new service model being implemented across the NES. The changes have
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been very well received by Employment Officers, with strong indications of support
also from jobseekers and employers, and is strongly supported within Government.
Indications are that with a strong and steady on-going implementation of further up-
grades, and a greater awareness of the system in the public sphere, that the NES’s
service delivery will regularly demonstrate high standards of quality.

The project has demonstrated effectiveness in five key areas:

e Increased efficiency, transparency and accessibility.
Improved NES staff capacity.
Improvements in NES methods, routines and procedures.
Implementation of a gender-aware system and gender balance.
Visibility of the NES.

Each is discussed in detail below.

3.21 Increased Efficiency, Transparency and Accessibility

The project reached its objectives - it has contributed to ‘the better functioning of the
Albanian labour market through a more efficient, IT-based, registration and infor-
mation system, and, it has increased the efficiency, transparency and accessibility of
the public employment services in Albania. There are a number of areas where this
can be seen.

Swedish expert:
The NES was hugely successful in a multi-channel approach in the Em-
ployment Service: new offices, new system, and online system for job
seekers and employers. This is a major step for a country with a not-very-
developed infrastructure.™®

The project procured and installed the appropriate hardware in all 12 regional and 24
local employment offices. This process was delayed by a number of factors related to
the agreed tendering process (the use of both Swedish and Albanian procedures, the
use of both English and Albanian languages in the tenders), that ultimately required a
re-tendering for the hardware. These delays impacted ‘down the line” on other activi-
ties and results of the project, in the timing of these activities and in the overall effec-
tiveness of their delivery.

13 Fieldwork interview.
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The project procured the development and delivery of the NES ESS software in all 12
regional and 24 local employment offices. This process was also delayed, not in its
tendering but in the delivery of the software by the contractor. This delay further im-
pacted on overall project timing and on the effectiveness of delivery of subsequent
activities. It should also be noted that while all employment offices have a function-
ing ESS, this was not completed during the project period — some having become
operational only in recent weeks. Although the ESS was installed in all offices before
the project was completed, the NES headquarters have only made its use mandatory
by all field offices in the recent months.

The project has delivered important improvements in the systems which are likely to
increase accessibility (and access) for male and female jobseekers and businesses,
through the on-line employment service. This is particularly notable in the shift from
a paper-based system for recording client records to the ESS system of electronic
recording and storage — as the shift to online services required changes to the mind-
set and approach of an Employment Officer. Within the ESS, clients — notably
jobseekers — are now active participants in the employment process. They are able to
register themselves, and to search for and access job vacancies. This change has the
potential to increase their proactivity in their relationship with Employment Officers,
although such a change is not yet visible.

This change significantly increases system transparency, with and for jobseekers and
within the vacancy register. Transparency improvements include the visibility of va-
cancies to jobseekers and the visibility of jobseekers to employers, as well as the ac-
cess both sets of clients have to vacancies and jobseekers across the system, i.e., not
just within their specific NES office. Jobseekers notice an increase in vacancies ap-
propriate to their skills and backgrounds and Employment Officers note a significant
improvement in their ability to match jobseekers with vacancies. Numbers of
jobseekers, and vacancies, are now visible in the system, in aggregate numbers and
disaggregated, improving system transparency. The evaluation team spoke with a
number of job seekers and employers to understand their perspective on accessibility.
While there is not enough feedback to speak with statistical confidence about client
views on the system, the indications are positive, particularly from jobseekers, who
note both ease of access to information on themselves and vacancies, and an increase
in the number of vacancies they are being provided with that are appropriate for their
skills. As one said:
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The old system was chaos. | cannot comment objectively, but there was
not enough data available to me. Now when | enter into the system | see
that the data is up to date. At least weekly I think there are published va-
cancies. | also see the availability of staff — they are much more willing

and available to me."

While it is early days in the implementation of the ESS, and therefore of its impact
nationwide, the system clearly demonstrates an improvement in the quality and quan-
tity of information on jobseekers, employers and vacancies. The system monitors this
information, and there is evidence (mostly anecdotal at this point) of an increase in
the availability of vacancies to particular jobseekers. As the system is not yet fully
operational (see the reference to inputs of ‘stock’ data below), there are limitations on
its effectiveness in matching jobseekers with vacancies and in the statistical analysis
that is available. This is being addressed.

The evaluation team was impressed with the knowledge and commitment of Em-
ployment Officers, particularly their individual commitment to gathering, and using
information on clients to assist them with finding positions. It appears that there is
more time for contact with employers, and there is a clear increase in the number of
vacancies, which implies this contact. However on the basis of project reports, the
Employment Offices visited and the employers spoken to, it cannot be confirmed that
there is a change within the NES in the amount of time for, or in the approaches to
employers. Some feedback from the fieldwork would indicate that while the NES
understands the priority of addressing employers, the focus is still heavily in favour
of jobseekers, and given the newness of the ESS, it may be that this is a necessary
focus at this point. But strategic approaches to employers are not unknown - the Di-
rector of the NES is currently engaged with the hospitality industry on the coast to
build the number of vacancies available in the system as the holiday season ap-
proaches.

There has been an increase in measures for assisting jobseekers. Six active labour
market programmes are currently scheduled for implementation or are being imple-
mented. There has been an improvement in how the ESS treats these measures, and
there is some capacity for them to be monitored for their use and effectiveness. These
measures include a focus on discriminated social groups. Within the specific design
and implementation of the project there was no specific consideration of discriminat-
ed social groups beyond the availability of detailed disaggregation within the ESS
itself.

4 Fieldwork interview.
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However, while there are clear indications about improvements, and how these im-
provements will impact positively on the effectiveness of the system to increase ac-
cess for male and female jobseekers, project implementation did not place significant
emphasis this increased accessibility per se, nor did implementation activities empha-
sise disaggregated detail on jobseeker access to the ESS. All of this is possible within
the ESS, and Employment Offices and NES headquarters are very capable of discuss-
ing the transparency of the system and the capacities for disaggregation of data within
the system.

3.2.2 Improved NES Staff Capacity

The project ensured improvements in the capacity of NES staff to use and benefit
from the new hardware. The IT system was built to support working methods — it was
planned in this way. The training sessions and all the discussions were along these
lines, with the changes in routines, methods and procedures built into the system.

While it is clear from feedback during the evaluation that staff have been trained in
the use of the ESS, and indeed they are using the ESS daily in servicing clients, the
level of knowledge of the system and its tools is not consistent across the NES, and
the ESS is not being used consistently by Employment Officers. Specific servicing of
jobseekers is consistent, but making more sophisticated use of the system is not yet
visible in all offices. Particularly notable here are two areas where the ESS offers
significant change that is not yet being applied consistently:

e Taking advantage of the change in role of jobseekers — i.e., making use of the
increased active participation of jobseekers to improve results for individuals
and across the system.

e Knowledge and utilisation of system-capacity for advanced queries and the
automatic matching of jobseekers with vacancies.

Staff turnover is visible in the organisation, particularly in senior management posts
in Employment Offices. At present, new directors have been appointed in all regional
and local offices, which indicates that the results of the training of managers activity
may have largely been lost. Some 15 people who previously worked at NES HQ have
now left the organization. No data is available with regard to staff turnover in the re-
gions. The evaluators visited three regional/local offices and can confirm that the Di-
rectors were new in all three locations. In one of these cases the newly appointed Di-
rector had been promoted to the position from within the organisation (Tirana), and
had very good familiarity with and appreciation of the added value of the system in
daily management. In the other two cases (Durres and Kruja) the new Directors had
no previous experience with NES. However, other senior staff are very familiar with
the system and previous project activities, which was noted as important to the new
Directors as well as to the training of new Employment Officers in Employment Of-
fices.
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3.2.3 Improvements in NES Methods, Routines and Procedures

The project enabled improvements in organisation, working methods, routines, pro-
cedures and staff management across the NES. Management of work time and plan-
ning of work processes has improved, and the process of querying data is much faster.
This in turn improves services to jobseekers. There is a more dynamic work flow in
the Employment Offices, and the in-built Reminder System is of particular help to
Employment Officers in the management of specific jobseekers and vacancies, and in
the planning of their work. All NES offices are using work routines designed for the
ESS, and all have been trained in the use of the system, from inputs to outputs and
analysis. They are supportive of the changes in system and routines, and how these
make their tasks easier, specifically in terms of registering jobseekers, matching
jobseekers with vacancies, and extracting statistics from the system. Even in those
Employment Offices where the changes have only recently been implemented, there
is strong support for the system and the real and potential impact on the work of Em-
ployment Officers, as well as on the outputs of Employment Offices (linkages be-
tween jobseekers and vacancies). Staff are very aware of how the changes improve
service delivery.

The changes are noted by other agencies as well. The International Labour Organisa-
tion (ILO) is implementing an IPA project which is closely related to the ESS. This
IPA project is developing and implementing a ‘new service model’ in Employment
Offices™. Links between the two initiatives are clear:

The Sida project improved functions and activities in order to prepare/ de-
velop the information system. They worked in detail on process improve-
ments that were then reflected in the ESS. We then took these into account
when working on the Service Model. So, there were many detailed proce-
dures that were already defined when we began work on the Service Mod-
el that had been defined as a part of the ESS development (referred to as

1% see: hitp://www.ipa-hrd.al. “The EU IPA 2010 project on Human Resources Development in Albania,
funded by the European Union is being implemented by the International Labour Organization in co-
operation with the Ministry of Social Welfare and Youth, the Ministry of Education and Sport and their
implementing agencies. The overall objective of the Project is to improve labour market functioning
and the quality of human capital, while the specific objectives cover the improvement of the capacity of
labour market institutions, mainly the State Labour Inspectorate (SLI) and National Employment Ser-
vice (NES).’
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‘the Swedish system’). We pulled all these pieces together in defining/
developing the Service Model.*®

The operational changes are visible across all NES offices, local and regional, alt-
hough in some instances the change to the ESS and implementation of new routines
has only taken place in recent weeks. Furthermore, there is not yet a consistent use of
routines, nor of ESS capacity. There is a clear need for further building of capacity
within Employment Offices in the use of the ESS. On the jobseeker and employer
side, the evaluation was able to obtain some anecdotal evidence as well of the im-
provements in service delivery.

However, the changeover to the ESS is not complete. Employment Offices continue
to maintain the paper-based system in parallel with the ESS, while awaiting adminis-
trative changes that will allow them to do away with the paper-based system. Not all
historical (but still current) files on jobseekers — known as stock — have been put into
the system. The process is some 80% complete and programmed for completion by
the end of June 2014. Until it is complete, jobseeker data in the system is not com-
plete and statistics are not useable at the national level. The ESS cannot fully func-
tion, nor can working methods, routines and procedures be fully upgraded, until this
process is finalised.

3.24 Implementation of a Gender-Aware System and Gender Balance

Within the framework of the project (and the structure and functioning of the ESS),
the NES addressed a number of specific priorities in relation to gender focus and a
gender balance. This is particularly relevant in relation to the Vacancy Register and
the Jobseeker Register, where there were a wide range of issues that needed to be
addressed. In order to respond most effectively to these priorities, the NES engaged a
local NGO, the Gender Alliance for Development. The Gender Alliance for Devel-
opment contributed to the analysis of NES’s working documents from the perspective
of non-discrimination on the basis of gender and other aspects such as minorities.
They also contributed to the preparation of the Terms of Reference for the develop-
ment of the NES software, with a particular emphasis on gender disaggregation and
the identification of potential jobseeker vulnerabilities at the time of interview'’. As a
result, the ESS is ‘gender aware’, and has a sophisticated disaggregation capacity,
including significant gender detail on jobseekers and job vacancies, as well as on suc-

18 Fieldwork interview.
Y Fieldwork interview.
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cess rates (placements) for job seekers disaggregated by gender (as well as age, edu-
cation level, social group, etc.).

Beyond their work on the Terms of Reference for the software, the Gender Alliance
for Development contributed to the design and delivery of the project training pro-
gramme - through workshops and meetings, with women, to maximise the ability of
women to find a job, using the system.

In relation to gender awareness and gender balance, the Final Report states that:

The ESS system has respected the gender-related country legislative and
regulative framework. The system produces sex disaggregated data, and
this data can be easily used by policy makers for informed decision mak-
ing with regards to the employability of women in general, and for the
vulnerable group of women in particular. Both administrative and elec-
tronic data shows that the number of female jobseekers is higher com-
pared to males. From a total of 143,938 jobseekers registered in the em-
ployment offices, 74,028 are women (data of 1st of March 2014), or
51.5%. In the electronic system from 41,117 jobseekers registered, 21,053
are females or 51.2%.'

There is an expressed view from the fieldwork that the project had no specific gender
focus, other than the actual structure of the ESS, and its disaggregation capacity, alt-
hough the view of external contributors was that the project manager and project team
were very open and cooperative in the development of the gender aspects of the
ESS.™ The clear sense from interviews is that the project, and the changes occa-
sioned, are about the system, the ESS, and efficiencies and processes, but that these
relate to all jobseekers — there was no sense that the project had a specific focus on
gender awareness or gender balance.

3.2.5 Visibility of the NES

There are clear indicators of the improved visibility of the NES. These indicators in-
clude the availability in the online system of jobseeker data and vacancy data, the
extensive use of media in recent times to promote changes in NES operating ap-
proaches (not all project driven but all with an impact on visibility). The EU-funded

18 Project Final Report. March 2014.
1% Field interview.
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ILO project on changes to the NES service model, and an enhanced commitment
from the newly elected Government, both contribute to this improvement in visibility,
and add value to the more fundamental change in practice and approach that the ESS
has brought about. It cannot be said that there is an improvement in the image of the
NES as a result of the project. An improvement seems plausible, and anecdotal evi-
dence would support this, but the Evaluation cannot confirm this.

Notwithstanding some specific areas discussed below, the project overall represents
an efficient approach to the use of resources. The sense of the team is that the ap-
proach taken was an efficient modality for the delivery of this type of project. The
NES is of this view, as are the international experts involved in implementation.
Some further discussion is found below in a number of key areas that impacted, both
positively and negatively, on the efficient delivery of the project.

3.3.1 Delays in the Tendering Processes

The delays in tender processes for both hardware and software (results 1 and 2) had a
significant impact on project implementation, particularly the timing of delivery. The
initial delays in delivery of the hardware tender flowed on to the timing for issuing
the software tender. This delay was lengthened with delays specific to the software
process.

As well as the specific timing issues, the delays created too much emphasis on the
procurement processes, which drew focus away from the capacity-building, the pro-
cedural changes and the accessibility area (results 3, 4 and 5). There is a sense in pro-
ject reporting (not representative of the project’s original design) that the project was
about procurement. The focus on the complete renovation of the employment system,
including approaches to jobseekers and employers is missing to some extent.

3.3.2 The Use of the Direct Funding Approach

The Embassy was strongly encouraged by Sida in Stockholm to demonstrate a ‘new
model’ of assistance, a model that could provide a demonstration of aid effectiveness
with an emphasis on ownership. The NES had not been happy with the earlier twin-
ning support, where their interactions with the SPES were intermittent, and also with
the procurement process and language difficulties experienced with the contracted
company. Following detailed and positive discussions with SPES, which took on
board the NES and Sida Stockholm’s views, the direct assistance model was agreed,
with the NES directly implementing the hardware procurement. The Embassy sought
more support from Sida Stockholm, but assistance from Stockholm actually declined
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as part of the transition to greater responsibilities for the Embassy in Tirana as it
moves towards being ‘Delegated’, in 2015.

The decline in support from Stockholm increased the Embassy’s engagement, both in
design and negotiation in the early stages and in the oversight processes throughout
implementation. The NES/ Embassy relationship requires more involvement from the
Embassy than a traditional twinning operation or a project delivered by an NGO or
consulting firm. It is more demanding on Embassy resources — and is particularly
intensive in administrative activities. From experience, this is not surprising. There
are other examples of direct assistance in Albania,?° and while most Sida support is
through an intermediary (framework organisation, consultancy) this is not an unusual
approach - it is not a ‘new model’?, although the size of the procurement was large in
an Albanian context.?? The implementation demanded more of the Embassy, and
demonstrated exactly the strengths and weaknesses described in the following extract
from a comparative modalities table from an earlier evaluation in Albania.?®

Comparative Modalities**

Direct Support To Albani-
an Institutions

Support Through
Swedish Public Agen-
cies to Albanian Insti-
tutions

Leveraging policy and
institutional reform an-
chored in national owner-
ship

Reflect the Aid Effective-
ness Agenda. Strong on
ownership

No clear examples of
overall strategic reform
despite strong ownership

Moving from poli-
cy/strategic planning to-
wards implementation

Yes, but some perceived
tendencies for support to
‘get stuck in Tirana’

Particularly regarding
technical areas

Linking national and lo-
cal development

Not a focus, see above

Subject to focus area
this can be a strong as-
pect

% The Embassy has directly supported INSTAT, the Ministry of the Interior/ Albanian State Police on
community policing, the Prime Minister’s Office for a strategic advisor on solid waste.

% The Embassy in Tirana.

% Dec 2010. Support to the Albanian National Employment Service — Review of Internal Control Sys-

tems. SIPU

% Feb 2013. Christoplos et al. Final Report. Evaluation of Results of Sweden’s Development Coopera-
tion Strategy in Albania. Reference number: RE81 - Indevelop Framework Agreement for Sida Re-
views, Evaluations and Advisory Services on Results Framework.

4 This extract only includes the columns from the original table on direct support and support through
Swedish public agencies (given the role of SPES in the project).
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Comparative Modalities**

Direct Support To Albani-
an Institutions

Support Through
Swedish Public Agen-
cies to Albanian Insti-
tutions

Reflecting the value base
and policies of Swedish
development cooperation

No

On a technical level yes,
some agencies are de-
veloping capacities re-
lated to Swedish policies
while others are very
weak

Overall value for money

Some manageable risks, but
good, particularly if assisted
structurally;

requires more in-
puts/oversight from the Em-
bassy

Good, even ‘inexpen-
sive’

Understanding of client
needs

Obviously strong, but politi-
cisation may override atten-
tion to the needs of the ulti-

mate clients

Excellent, technically,
good peer support;

not so strong on provid-
ing personnel who un-
derstand the parameters
of international coopera-
tion

Timeliness/efficiency of Subject to risks, particularly | Good
delivery of activi- in procurement where sys-
ties/outputs tems can be outside agency
control
Responsiveness to chang- | An area of risk, related to Seems good

ing conditions

the ability to respond effec-
tively given bureaucrat-
ic/political constraints

Achievement of results
and results reporting

Difficult to generalise; re-
sults reporting likely to be
very weak

Good at activity/output
level; less so regarding
outcomes

Added value in strategic
alliances

Depends on the nature of the
agency being supported

Good — a strong positive
for this modality
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The Embassy was aware of these issues prior to and during negotiations with the
Government and NES on the project, and, based on its own assessment, the pre-
project work of the SPES® and with the assistance of outside advice®, strongly en-
couraged the NES to take on board some specific resources (administrative assistance
and reporting), which would be covered by the development assistance agreement.
This was agreed, and included in project financing, although as is discussed below,
the actual use of these resources was not extensively demonstrated during the project.

The direct funding approach agreed by the Embassy and the NES was intended to
deliver, and delivered, NES control. Further, while the project was ‘a burden’ to NES
management, it was of their choosing, with the burden of change and project imple-
mentation taken up with vigour and professionalism. There is demonstrable, strong
ownership by the NES over the whole process. They procured and installed it them-
selves (‘they sweat over it’) - this is a critical aspect of project success. While in gen-
eral the process was managed relatively well by the NES, the management strengths
and weaknesses described above impacted on delivery. High level management with-
in NES was changed more than once during the project duration, creating an addi-
tional burden in project delivery.

The Embassy was flexible in its approach to design, implementation and to the NES.
Three areas were most important in contributing to the success of the project and the
modality:

e The thought given to, and discussions about the project, during negotiations
between the Embassy, SPES and the NES.

e The flexibility demonstrated in design and implementation - this flexibility
ensured the strengths of different actors were used in the most appropriate as-
pects of implementation to achieve the best outputs/ outcomes.

e The willingness to encourage NES ownership while insisting on appropriately
detailed, and timely, administrative and financial reporting.

While the ‘front end’ - the type of assistance and its exact structure - was specific to
this project, the ‘back end’ processes - financial and narrative reporting - followed all
standard Sida requirements. This balance was very important to overall success, as it
allowed appropriate variations in design and implementation processes without weak-
ening administrative controls.

% Dec 2009. Efficient Employment Service in Albania — Further Development and Implementation of the
NES Employment Service System (ESS). Inception Project For The Final Project Phase. Swedish
Public Employment Service

% Dec 2010. Support to the Albanian National Employment Service — Review of Internal Control Sys-
tems. SIPU.
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The direct funding model does not, per se, ensure any specific strategies for, or de-
tailed measures to be used in project planning and implementation. It does not ensure
an efficient use of resources. No specific strategies or measures were identified, be-
yond the planning process that lead to the project proposal. These included the de-
tailed discussions between the NES and the Embassy that enabled administrative and
financial controls to be well thought through and well developed, as well as the work
with experts in the design and implementation of the procurement processes.

3.3.3 Use of the SPES

The role of the Swedish Public Employment Service in the project was somewhat
unique. The SPES has a particular history with the NES, including, as described
above, the delivery of the original Efficient Employment Service in Albania (2004-
2008) project. However, their role was different in this initiative, as it included a sup-
port role to the NES in components of the project delivered through the direct-
assistance modality and components that were specifically their responsibility. Across
both roles, the SPES continued in its value-adding support/ partnership role with the
NES.

The engagement of the SPES was specifically useful in the project. Chief among the
strengths mentioned by both SPES and NES personnel was the appropriateness of
knowledge provided by the SPES in the design and implementation of the ESS (“sis-
ter knowledge’ was the phrase that was used). The SPES has standardised procedures
for all aspects of their employment services, and their systems are completely in line
with international standards and approaches. The NES was provided with clear advice
and guidance while configuring their own system — which was a major contribution
from the SPES as the tools of standardisation ease processes going forward while
lowering costs throughout development/ implementation. The SPES provided tools,
and then worked together with NES staff in an on-the-job-type learning approach.
This was the essence of the cooperation, and the training — making use of their
knowledge, their systems and their experience. At its most fundamental level, the
ESS incorporates an EU model into the Albanian system.

The view of NES staff was that the SPES contribution was significant in system de-
sign, not only just the IT, but the services and IT together. Furthermore, the exchange
process between the SPES and the NES contributed to the NES’s development of a
vision of what the system would do for the NES, and what they wanted from the sys-
tem. And the key to their involvement, and to the effectiveness of this modality, was
that the NES and the SPES are both national employment agencies — they understood
each other’s responsibilities and needs.

While the technical inputs directly related to project results are effective, a strong
demonstration of skills in planning, analysis and reporting, and in passing these skills
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along to the NES, was not apparent, nor specifically called for in project design.
SPES inputs did not, but could have, included support to the NES in these manage-
ment functions. As one comment from the fieldwork expressed it, ‘What you need to
do as an Authority and how you need to do it. This is so critical in the strengthening
process. Technical, for sure, but also the ‘how to be an Authority’ - they need mentor-
ing.’?’

This was most apparent during the Evaluation in project reporting, the weaknesses of
which are described below. The capacities and skills of the Swedish framework or-
ganisations overseeing Sida’s civil society development programme have, of necessi-
ty because of Sida insistence, developed dramatically in this area in recent years.
While it is understood that this was not defined in this project, and Sida has no long-
term investment programme with SPES, as there is with the civil society framework
organisations, delivering assistance in these areas is critical for Swedish government
agencies — as is demonstrating their ability to pass on these skills/ capacities to organ-
isations such as the NES.

3.3.4 NES Management

One key factor of success has been the capacity and strong commitment of senior
NES management to the change process, and to driving the process. The project man-
ager was strongly committed to the project, which was evident throughout implemen-
tation. This commitment was to the redevelopment of the ESS, more than to ‘the pro-
ject’, but of course the two were completely interlinked. This commitment continues,
and is demonstrated in the on-going development of strategies for further improve-
ments in the number and type of job vacancies in the system (e.g., the current strategy
in the hospitality industry) and the on-going high-level of communication with re-
gional and local offices on system functions and potential development.

However, management capacity (and leadership) in the NES is shallow. Too much
depends on the Director of Employment Services, with support from his two key staff
(one in employment services and one IT), and to a lesser extent some key regional
office staff. The impact of this includes the fact that strategy development for the
NES’s medium to long-term directions (and the ‘selling’ of this strategy) within gov-
ernment; development and marketing of strategies for increasing job vacancies in the
system; and detailed discussions with key IT and employment specialists on future
directions, all compete with day-to-day functions and the addressing of issues best

27 Fieldwork interview.
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left to other senior staff. Too much is left to too few. It is the view of the evaluation
team that this situation influenced the decisions made (and not made) when the hard-
ware and software tenders were in process, and subsequently impacted on the wider
focus of the project. Views expressed during the fieldwork can be summarised as ex-
pressing some concern regarding the sustainability of the ESS if the management pro-
cesses at senior levels of the NES are not deepened and strengthened.

Project administrative assistance was recommended in the SIPU review, the NES
accepted this recommendation and a position was provided within the project, with
the support of the Embassy. However, the position/ person was underutilised, and a
number of administrative tasks that could have been handled by the project assistant
remained with more senior NES management.

Feedback from fieldwork provided a clear indication that project management and
implementation approaches focused on all necessary activities and changes. For ex-
ample, while procurement delays impacted on the capacity building focus, the focus
was not lost, and Employment Office staff have been prepared for the use of the ESS.
This process is incomplete, but is still being implemented, and will be completed
across all offices. NES staff, nationally, regionally and locally are very appreciative
of the improvements in both their work practices and their outputs that are the result
of the project. For them, the value in the changes are self-evident, and the support
they have received from NES headquarters in facilitating the change is noted and
acknowledged.

3.3.5 Reporting

The evaluators were disappointed with the quality of project narrative reporting, spe-
cifically its lack of analysis in managing for results and in the related loss of connec-
tion between the results framework and project reporting. In order to illustrate this,
the table below excerpts the project proposal and the final report, as a comparison.

Project Proposal — (extract from the Pro- Final Report — Extract.

posal)

Result State- | Activity Statements For Each | The dot points are evaluator
ments Result comments.

Result 3: Ca- | 3.1. Preparation of a work plan | Results Nr. 3. Staff Training

pacity build- | for the trainings and the train- | The result refers to building capaci-
ing of NES ing curricula. ty (output) not training (input).
staff to under- | 3.2.Training of NES staff us- Success of the training is quantified
stand, use, ers, trainers and managers at — number of participants/ numbers
keep running | NES of sessions.

and benefit 3.2.1. Training of Trainers. There is some discussion of out-
fromthe IT Training of the ordinary users. | puts, but no detailed analysis of
system. Training of users (250 users at | outcomes, i.e., how NES staff are
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regional level 3 days in 12
training sessions in the 12 re-
gions).

Training of 50 managers in
total (including the manage-
ment level at NES, and the 36
regional, and local directors’
level).

better able ‘to understand, use,
keep running and benefit from the
IT system’.

Result 4: 4.1. Drafting of new routines Result Nr. 4. Hire 12 IT staff for
NES organi- | and procedures in connection | NES.

sation has with the introduction of the IT | The result statement has disap-
adopted or- system. peared and been replaced by the
ganization, 4.2 A full time project assistant | Activity statement 4.3. There is no
working will be hired under Sweden, discussion/ analysis related to
methods, rou- | no-objection to support NES adoption of ‘working methods,
tines, proce- | management working group. routines, etc.’

dures and 4.3. NES hires 12 IT experts There is no reference in the final
staff man- for the implementation and report to new routines or proce-
agement in behind the life of the project in | dures.

line with order to ensure the sustainabil- | There is no discussion of the pro-
modernisation | ity of the project investment. ject assistant.

and infor- 4.4. Strategy for the increase There is no discussion of strategies
mation of the | of job offers from public sec- | for increasing job offers from the
employment | tor. public service.

system.

Result 5: In- | 5.1. Information campaign for | Result Nr. 5. Increase access to
creased ac- ESS amended version installed | services through information cam-
cessibility of | and functional for all stake- paign and communication plan.
male and fe- | holders (customers, jobseekers, | The result statement has shifted
male jobseek- | employers, and all the partici- | from ‘increasing accessibility’

ers and busi- | pating partners). (output) to an emphasis on the in-
nesses to the | 5.2. A communication plan for | formation campaign and communi-
on-line em- the new service will be devel- | cation plan (inputs).

ployment oped and resourced. There is no discussion/ analysis of
service. the information campaign except a

mention of a couple of media ac-
tions.

There is no mention at all of a
communication plan — neither the
plan nor its development and re-
sourcing.

High quality reports, reports that provide a strong representation of the results and
effects of an initiative, can be used as quite effective tools with Government and ex-
ternal agencies as part of the process of promoting the strategies and needs of an or-
ganisation — they give confidence to Government and external actors.
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The key point here is not about implementation but about how the NES describes and
details implementation and results in relation to both outputs and outcomes:

e Itis important for the NES to be able to describe for itself the importance of
the work it is engaged in.

e Itis important for its discussions with Government, as a way of ensuring
Government is both aware and supportive of the changes/ improvements be-
ing made.

e Itisimportant for Sida and other international partners, not least as it can im-
pact on both effective strategy development by these international partners
and can improve the likelihood of funding opportunities.

The evaluators heard, from a number of sources, some disappointment about the em-
phasis in public discussion on the ‘new service model’ being implemented through
the IPA-funded ILO project. The service model includes a complete refurbishing of
the public areas of NES offices around the country, which is a particularly visible
component of the service model. Significant emphasis is placed by media, and from
some in Government, on this refurbishment, and there is some misunderstanding/
confusion about the activities and outputs of the IPA-funded project compared with
the ESS development funded by Sida. Chief among criticisms of this emphasis was
the fact that the new service model was the ‘icing on the (ESS) cake’; that the funda-
mental changes those which are occurring with the ESS and the online system. A bet-
ter developed, more detailed, results-oriented reporting could contribute significantly
to a better understanding of the ‘cake’, i.e., could assist the NES in putting forward to
Government, the media and the public the significance of the changes as a result of
the ESS developments.

The SIPU review proposed, the project proposal included and the Embassy agreed
that the NES would use finances provided by the project to engage a specialist report-
ing assistant. This position would have assisted in developing reports and in develop-
ing reporting skills within the NES. The NES chose not to engage this resource dur-
ing the project. Reporting, particularly its more analytical components, is a senior role
in an organisation — it is not certain this position would have addressed the NES’s
reporting capacity needs.

3.3.6 Communication and Coordination

Internal NES communication and coordination are undertaken at an acceptable level.
While it was not possible within the framework of the Evaluation to compare current
communication and coordination with earlier practice, feedback from Employment
Offices indicates that exchange with senior management on general or policy matters,
as well as on specific matters to do with the ESS hardware and software, is good. The
expressed view is that transparency is a strength of communication with headquarters,
and that communication has become more flexible. Statistics are a good example —
they are now able to be provided by email, where previously they were required to be

48



sent via the post. As one Employment Office said, ‘what is important is that HQ and
the IT person there are incredibly supportive of our work in taking up usage of the
system. Maybe we are even boring but they are very responsive’. Some concern was
expressed about the internal organisation within HQ, specifically that divisions of
responsibility are not clear, which hampers clear communications with the appropri-
ate people.

Communication and coordination within offices also appears to happen at a relatively
high level. Specific enquiry was made into communication with clients, both jobseek-
ers and employers. The response on all sides was positive and supportive, although
feedback from employers and jobseekers was limited.

To other agencies linked directly to the project, communication and coordination
worked well, with government partners, particularly the Department of Strategy and
Donor Coordination (DSDC) and the National Agency for an Information Society
(NAIS). NES management managed the relationships well, with appropriate discus-
sions on plans and programmes, and the status of implementation. In terms of the
future, there was discussion from a number of perspectives on the need for the ESS to
link into other government agency systems — specifically social welfare and tax.
These links would improve transparency in jobseeker registration as well as improve
data quality with relation to identification and contact details. The NES, and other
agencies, are aware of these proposals and they form part of the current agenda for
system improvements.

Interactions with international stakeholders shows room for improvement. The project
(and the NES) were hampered by a constant change of director (four during the pro-
ject period), which was apparent in communications with external agencies. With
regards to international experts, the evaluation heard a broad range of perspectives on
the quality of communication, coordination and use of the international experts who
participated in the project. Generally, but not completely, the views regarding the
experts were positive. Some issues were raised as to whether or not experts were used
optimally, but on balance experts and the NES felt that their contribution was wel-
comed, important and effective, and was effectively managed.

Communication with the Embassy was managed well, with both sides commenting
on the quality of the relationship. Given the decision to pursue a direct funding mo-
dality for the project, this was an important relationship. The Embassy had to ‘make
its own way’, to a certain extent, in determining exactly how the modality would
work, and made a number of reasoned decisions related to flexibility, type of over-
sight and determination of the amount of time/ energy to expend on the project. All of
these decisions impacted across the relationship with the NES.
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More than one stakeholder used the expression ‘there is no going back now’, and this
seems clear. It is also noted that this was always said in a positive way. Across all
groups interviewed, from Government to clients, the value and effectiveness of the
ESS is apparent. So too is the sense that it will be supported in its on-going develop-
ment and growth. This is the essence of feedback during the Evaluation. There is a
clear improvement in quality and quantity of information, on both sets of clients (em-
ployers/ jobseekers). There is a stated need for, and confidence in, the system, i.e., the
ESS, and in the ability of the NES to meet the necessary performance objectives.
Linked with the new service model, sustainability is very likely.
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4 Conclusions

The NES and the ESS are more central to Government thinking, and Government
priorities on service provision. The Government acknowledges the very positive visi-
bility gains from the ‘new service model’, demonstrated in the new offices in Durres
and Tirana. Government is also aware that these changes have had a significant im-
pact on its thinking and planning. But, they also acknowledge that the fundamental
change is in the ESS, which is the solid structure behind the fagade of the offices, and
that the ‘new service model’” would not be nearly as important without the changes
brought about by the ESS development.

The capacity development components of the project (results 3 and 4) became the less
important aspects for the NES in implementation, compared to the procurement as-
pects in results 1 and 2. The whole project would have benefited from a stronger fo-
cus on the capacity building processes, and on it being built into two different phases:
a consolidation of the hardware/ software platform first (result 3), followed by chang-
es in and to the working environment (result 4) — the working environment as a tool,
and how the office conditions and service model change because of the ESS. This
would have aided the design and delivery of the capacity building, while improving
the linkages with the IPA-funded ILO project.

A stronger linkage with the IPA-funded ILO project would strengthen the changes
brought about by the ESS development, and vice versa. The ‘new service model’ in-
corporates the ESS in service delivery, and the implementation of the ESS, in offices,
happens within the structure of the ‘new service model’.

The system changes generated strong support from Employment Officers and
jobseekers, each of whom had an immediate appreciation of the value to them of the
changes, notably in accessibility and transparency. There was no sense at all of any
burden in nor resistance to the changes — the understanding of the value to the service
provider and to the client was immediate.

There is a wide range of changes being requested from the field, changes which are
understood to be in the future plans at NES headquarters, although an ESS develop-
ment plan is not readily visible. An important aspect of this is how to improve all
aspects of the system (not just the ESS), as a package:

e Finalisation of the ‘stock’ data entry.

e Completion of capacity-building to ensure all staff in all offices are fully con-

versant with all aspects of the ESS.
o Dispensing with the paper-based system.
e Improvements/ refinements to the system’s matching capabilities.
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e Linkages to outside systems (taxation and social welfare).
e Strategies for increasing numbers of vacancies (sector strategies, seasonal
strategies, regional strategies).

SPES inputs did not include support to partner organisations in management func-
tions such as planning, analysis and reporting. These areas tend to be areas where an
upgrading of capacity is needed in the partner agency, and outside of the Swedish
partner, there is no system for provision of this capacity building support. It would
add value to the work of Swedish government agencies if, in their contributions to
partner agencies, their responsibilities included assistance in development of these
sets of skills, as a matter of course, in their service provision. It may be that these
skills will need improvement within Swedish government agencies in order to fulfil
such a responsibility. This should be welcomed.
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5 Lessons learned

The direct funding modality is a viable, efficient approach in circumstances of strong
organisational leadership, and the approach encourages ownership by the funded
agency.

Within the direct funding modality, technical support to the local agency from a Swe-
dish government agency can add significant value where there is a strong correlation

between the work and priorities of both organisations. A stronger focus on support in
management functions is needed.

The direct funding modality must be structured with recognition of the additional
requirements in time that will be required by the Embassy. Given the direct relation-
ship between Embassy and funded agency, this cannot be avoided.

The direct funding modality is best served by an approach that balances independence
for the funded organisation with a consistent application of Sida’s administrative and
financial requirements.

Key to the success of the direct funding modality is the breadth and depth of discus-
sions and negotiations during project design. Discussions must canvas all aspects of
organisational strengths and weaknesses and how these will be managed, used and
improved as part of the project.

This evaluation, as well as earlier work, provides strong indications with regards the
inputs of Swedish Government Agencies to projects and national partners, and the
need to strengthen both the expected outcomes of project activities and the manage-
ment and administrative arrangement of the project. Central to this is ensuring the
funded agency receives the necessary assistance required to fulfil all aspects of pro-
ject planning, analysis and reporting.
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6 Recommendations

6.1 RECOMMENDATIONS FOR THE NES

e Inputs of ‘stock data’ must be completed as a matter of urgency. It is critical
for effective analysis of jobseeker and vacancy data for all information to be
complete and up-to-date.

¢ Negotiations with Government to end use of the paper-based system must be
completed as soon as possible. The effectiveness (and motivation) of Em-
ployment Officers depends to a certain extent on moving solely to the elec-
tronic system.

o All Employment Officers in all Employment Offices need to be brought to the
same level of understanding and use of the ESS. Data analysis and ‘matching’
are particular priorities.

e An ESS Development Plan is required.

o This development plan should include detail on the internal feedback
systems on system needs, processes for assessing the feedback, detail
on the NES approach to system analysis, maintenance and develop-
ment and a budget for the human and financial resources that will be
required, in an on-going way, to ensure this development takes place.

o Itis immediately critical that both a short and medium term develop-
ment plan be developed and distributed in order for Government, and
for staff in regional and local offices, to know and have confidence in
NES planning processes.

e The ESS development cannot (nor should it) be seen in isolation, particularly
in relation to the work of the IPA-funded ILO project. These initiatives should
be seen by the NES and Government as a ‘package’, with changes that strate-
gically support each other.

e This ‘package’ needs to include the capacity building approaches taken by the
NES and ILO in order that the delivery of services to jobseekers and employ-
ers is seen as a single process.

6.2 RECOMMENDATIONS FOR SIDA/ THE EMBAS-
SY

o Further support to capacity development is required both at NES headquarters
and in the regional and local offices. This capacity development includes
management, technical and service delivery components. Further Sida support
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to the NES in addressing these capacity needs is appropriate, with certain con-
straints:

o The emphasis of the process must be on results — what capacity is be-
ing built/ what new skills are being learned, not on the number and
type of training inputs.

o A focus on service delivery is required, and should incorporate both
the ‘higher level” aspects of the ESS and the quality of service delivery
more relevant to the ‘new service model’, i.e., support to the ILO pro-
ject in ‘front office’ processes.

o A focus on employers (and increases in the numbers of job vacancies)
would be appropriate, although it is acknowledged that this is not a fo-
cus for all Employment Offices.

Implementation of the direct funding modality requires a more detailed under-
standing of the roles and responsibilities of Sida/ the Embassy and the funded
agency. The project proposal provides a detailed project definition/ descrip-
tion, and the Agreement provides the structural relationship between Sida/ the
Embassy and, in this instance, Albania. It would be useful to provide also a
further layer to the description of the ‘partnership’ between Sida/ the Embassy
and the funded government agency. This further layer, a ‘partnership agree-
ment’ or memorandum of understanding, would define more than the contrac-
tual obligations of the grant recipient, concentrating on the roles and responsi-
bilities of each:

o Why the parties are entering into a relationship.

o What is expected of each party, defining both specifics and more gen-
eral expectations.

o What benefits are anticipated for each party.

o How the relationship works.

Sida/ Embassy requirements of the Swedish Government Agency should in-
clude the ability to provide detailed assistance (mentoring) to the funded
agency at a ‘higher level’ than technical support. Subject to assessments un-
dertaken and agreements reached, these service requirements are likely to in-
clude the development of planning, analysis and reporting capacity within
funded agency management.
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10.
11.

12.
13.
14.

15.
16.

713

17.

18.

19.

NES Staff - Headquarters

Mr. Genci Kojdheli, General Director of National Employment Service
Neshat Zeneli, Director of Employment Service and Migration Directorate,
Project Manager of the project

Mr. Elvis Rexha, responsible for IT at NES Headquarters

Mrs. Kostanca Martini, Employment Service Expert

NES Staff - Employment Offices

Mr. Fatjon Dhuli, Director of the Regional Employment Office Tirana

Mrs. Manjola Bici, IT Expert Tirana Regional Employment Office

Julinda Gjonja Supervisor of Employment Services Tirana Regional Em-
ployment Office

Sonila Zeka Expert of Employment Services Tirana Regional Employment
Office

Egla Saliasi Expert of Employment Services Tirana Regional Employment
Office

Mr. Indrit Puteci, Director of Regional Employment Office Durres

Mrs. Majlinda Mema, Expert of Employment Services Durres Regional Em-
ployment Office

Mr. Romir Frasheri, IT Support Staff Durres

Odeta Garori — Statistics Expert, Durres Regional Employment Office

Frrok Taci, Director of Regional Employment Office, Kruje Local Employ-
ment Office

Fation Hyka, Expert of Employment Service, Kruje Local Employment Office
Florjana Kupi, Expert of Employment Service, Kruje Local Employment Of-
fice

Ministry of Social Welfare and Youth

Mrs. Genta Qosja, Director of Employment Policy in the Ministry of Social
Welfare and Youth

Ms. Silva Radovani General Director of Employment Policy and Vocational
Training

Ms. Jonida Rika IT Advisor to the Minister
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7.1.4 National and International Experts (Experts in the delivery of the project)2
20. Anja Miiller-Kastner — International Procurement Expert engaged by Charles
Kendall Consulting
21. Eva Granath, SPES Software Support Expert
22. Nils Jensen, International Hardware Expert
23. Mirela Argimandriti, Executive Director, Gender Alliance for Development

7.1.5 Non-stakeholder experts
24. Mrs. Maria de Gomes, Project Manager, IPA project implemented by ILO
25. Mrs. Etleva Vertopi, Project Manager, GI1Z project funded by the Government
of Germany

7.1.6 Project Steering Committee
26. Mr. Ismail Varoshi, representative of Council of Employers Organisation
27. Mrs. Anisa Subashi, representative of the Confederation of Trade Unions, Di-
rector, Albanian Trade Unions Centre for Education and Research.

7.1.7 Jobseekers
28. Zamir Hyseni — Tirana
29. Enes Haga — Tirana
30. Avni Hasa - Kruje

71.8 Employers
31. Kelvin Hila — Strabag/Oman Albania, at the NES Office Durres
32. Joana Herczegh, Human Resources, responsible for recruiting, Teleperfor-
mance (a call centre in Durres employing 800 people, the largest employer in
Durres).
33. Greta Mecaj, Human Resources, Teleperformance.

7.1.9 Sida/ Embassy Staff
34. Rezarta Katuchi, Project Officer responsible for the project at the Embassy of
Sweden in Tirana
35. Mikael Elofsson, Head of Western Balkans and Turkey Unit at Sida Head-
quarters
36. Sofie Berghald, former responsible programme officer for the project at Sida
Headquarters

8 Christer Wallin, SPES Staff Training Expert was not interviewed. He has been ill, and on leave, and is
not in a position to be interviewed until late July.
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December 2009. Efficient Employment Service in Albania — Further Devel-
opment and Implementation of the NES Employment Service System (ESS).
Inception Project For The Final Project Phase. Swedish Public Employment
Service.
February 2010. Project Proposal: Efficient Employment Service in Albania
Phase Il. Further Develop And Implement An Employment Service System
(ESS) At The NES. Swedish Public Employment Service.
22 February 2011. Project Proposal - Further Development and Implementa-
tion an IT Employment Service System (ESS) at the Albanian National Em-
ployment Service (NES) in all the 12 Regional and 24 Local Employment Of-
fices -2011-2013. Republic of Albania, Ministry Of Labour, Social Affairs
And Equal Opportunities, National Employment Service, General Directorate.
Tirana. Annexes:

o Budget

o Work plan

o LFA

o Standard Terms of Reference

o Instructions for financial reporting.
Specific Agreement Between Sweden And Albania - Sida Contribution No:
53030048
February 2012. First Progress Report.
October 2012. Second Progress Report.
April 2013. Third Progress Report.
October 2013. Amendment to the Specific Agreement.
March 2014. Final Report.
Various items of correspondence between the Embassy of Sweden in Tirana
and the NES regarding the Specific Agreement, Reports, etc.
Various mission reports from experts engaged on the project
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7.3.1 Background

Sweden has cooperated since 2004 with National Employment Service, hereafter
named as NES, through a cooperation between NES and Swedish Public Employment
Agency (SPES) in a project titled: “Efficient Employment Service in Albania”. One
of the project components focused on the development of an IT system called the
Employment Service System (ESS) which was implemented at the pilot offices in
Tirana and Korca and at the Head Office for the National Employment Service in
Tirana. The up-grading and scaling up of the ESS was identified as a need by Nation-
al Employment Service and the Ministry of Labor, Social Affairs and Equal Opportu-
nities. In early 2009, this three years project was evaluated by an independent evalua-
tor®®,

Following the request from the Albanian side and the recommendations from the
evaluation, Sida commissioned four assignments for the preparation of a continued
support to NES which basically provided recommendations on different matters such
as the feasibility of the technical aspects of the project, the financing modality and the
capacity of NES to take over the ownership of the project implementation. The pro-
ject proposal focused on four components: 1) Upgrade of software and procurement
of software, 2) Procurement of hardware and installation, 3) Capacity building of
NES staff and 4) Communication and information on the new IT system.

In June 2011, Sweden signed the agreement for the implementation of the project:
“Support to Further Development and Implementation of an IT Employment Service
System (ESS) at the Albanian National Employment Service, 2011-2013”. The
agreement stipulated the direct financing to NES for the implementation of the pro-
ject. Albania opened a specific bank account for this purpose. According to the
agreement, the procurements follow the Albanian procurement law and procedures
with some exceptions®. Sweden agreed to procure the international experts. This fi-
nancing modality (direct-financing) and the role that national partner plays (in having
full responsibility for the implementation, monitoring, coordination and reporting) is

% GRM International AB, mission March 2009.
30 Information on this in the reference documents to this ToR.
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one of only two examples®® of the Swedish support in Albania since the start of de-
velopment cooperation assistance in 1998. The project activity date ended in 15 Janu-
ary 2014 (following amendments of the original agreement). The agreement is valid
until October 2014 and final reporting is due on end of February 2014.

To this date, the IT Employment Service System (NES has procured the software and
hardware) has been installed at all 12 regional Employment Offices and 24 local of-
fices*. Training of all staff (including management, super users and users) on the use
of software has been conducted in cooperation with SPES within August 2013 after
the finalization of software and hardware installation. Following the national elec-
tions and the new government coming into power, the NES HQ management was
changed and also management and staff at local level. A new Strategy for Employ-
ment and Skills 2014-2020 is currently being drafted and there are indications from
the Ministry of Social Welfare and Youth that short and long term measures will be
taken to reform the services provided by NES.

A separate assignment will be commissioned by the Embassy shortly that will specif-
ically aim to drawing conclusions from the experience of cooperation with govern-
mental institutions in a direct financing modality that could inform other interven-
tions, combining also with findings from the other example of cooperation in the di-
rect-financing modality with INSTAT on Statistics Project.

7.3.2 Evaluation Purpose and Objective

The Evaluation has a dual purpose. The evaluation will assess the results in order to
account for the resources invested by Sweden in this cooperation and provide recom-
mendations particularly on the sustainability of the project results. The evaluation is
moreover to contribute to the learning on this cooperation experience with National
Employment Services.

The primary intended users of the evaluation are 1) Embassy and Sida 2) National
Employment Agency and Ministry of Social Welfare and Youth 3) other donors and
international organisations involved in the area of employment (mainly for the second
purpose of the assignment).

31 Direct support to Statistics Albania , INSTAT 2010-2013: Census of Non-Agricultural Economic En-
terprises and Census of Agricultural Holdings

21n January 2014, this network included also a new Service Model Employment Office for Tirana (fol-
lowing a request by NES to support the opening of this office).
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7.3.3  Scope and Delimitations

The evaluation is to examine and draw conclusions about the Swedish Cooperation
with National Employment Service for the project “Support to Further Development
and Implementation of an IT Employment Service System (ESS) at the Albanian Na-
tional Employment Service (NES), 2011-2013. The previous cooperation with NES®
will be included in this evaluation as a comparison for assessing the efficiency.

7.3.4 Evaluation Questions and Criteria

Out of five OECD/DAC evaluation criteria, the evaluation shall in particular asses:
effectiveness, efficiency and sustainability. Effectiveness shall be assessed primarily
with regard to objectives on an outcome level (focusing on medium-term). Although
the scope of the evaluation is not assessing impact, it is critical that the positive and
negative as well as intended and unintended effects on an outcome level are assessed.
Efficiency shall be assessed primarily with regard to the utility and value to the users
(primarily NES). Sustainability is to be assessed as the longevity of development re-
sults after the cessation of the intervention. The evaluation criteria shall be clearly
operationalized in order to constitute useful tools for assessment.

The following questions should be answered in the evaluation:

Effectiveness:

1. Assess whether the intervention financed by Sweden has reached its objec-
tives. Was the intervention successful in terms of development results, what
are the general factors for success or failures?

2. Has the intervention considered particularly discriminated social groups in the
design of the programme and the implementation of the activities? How is
gender equality included in the intervention?

3. s there any spin-off or side effects deriving from this intervention?

Efficiency:
1. Assess from the perspective of NES the perceived value of invested time
compared to the perceived benefits.
2. What measures have been taken during planning and implementation to en-
sure that the resources are efficiently used?

% Efficient Employment Service in Albania, June 2004 - December 2008, implemented by Swedish
Public Employment Service

62



3.

What measures have been taken that the IT system developed is fully opera-
tional after the end of the project activities?

Sustainability

1.

What are the current prospects for the sustainability of the results of this pro-
ject in light of assessing the current situation with regards to the functioning
and the use of the IT system?

Assess the general requirements for the sustainability of this project with a
special focus on ownership

Does the Ministry of Social Welfare and Youth (and National Employment
Service) have the commitment and the financial and human resources capacity
to maintain the benefits from this project?

Implementation of the project

1.

5.

7.3.5

Assess to the extent that is possible strengths and weaknesses in NES leader-
ship and governance related to the management of this project.

How the internal communication (between different directorates at NES HQ
and NES HQ and Regional and local employment offices) has functioned?
How NES has coordinated the work under different components and experts
involved in this project?

How NES has shared information and gathered input from relevant stakehold-
ers in the process of planning, implementation and post-implementation of
project activities?

How the communication between NES and the Embassy has worked?

Conclusions, Recommendation and Lessons Learned

The report should contain a session on conclusions, lessons learnt and recommenda-

tions.

The conclusions in the evaluation should be based on analysis and exempli-
fied with evidence based data.

Lessons learnt should provide insights relevant not only to the Embassy and
NES, but also other donors and international organisations working in this ar-
ea.

Recommendations should be addressed primarily to the Embassy and NES
presented in order of priority. Each recommendation should be structured so
that there is an observation, followed by analysis, followed by the recommen-
dation.

7.3.6  Approach and Methodology

The suggested approach for this evaluation is the participatory approach but the Con-
sultant is expected to suggest other approaches that could be combined with the par-
ticipatory approach and could be more suitable for this assignment.
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The Evaluation team is expected but not limited to meet with NES staff at HQ and
local level, the Embassy in Tirana, Ministry of Social Welfare and Youth, members
of the Steering Committee for the Project, other donors and international organisa-
tions working in the area of employment, Albanian Agency for Information Society,
etc. Suggestions of names and contacts will be provided at a later stage by the Embas-
sy and NES.

The primary data for these meetings can be collected through interviews or focus
group discussions. The Consultant is expected to elaborate further the methodology in
the proposal to the Embassy.

The evaluation team is expected to contact also via email, telephone or Skype the
Swedish Employment Agency experts, the hardware and procurement experts (con-
tracted by Sida) involved in this project and Sida officers and managers involved in
this project.

The evaluation team will make use of secondary and primary data which will be ana-
lysed using preferably the Results Assessment Framework of the project. Primary
data may be collected using empirical methods through interviews and focus groups.
The field-study will be an important part of this assignment.

7.3.7 Time Schedule

The assignment will be carried out during week 9 and week 15 and will take up to 22
person days out of which at least 12 person days to be used for the field work and
divided between the Swedish and the local expert. The desk review, the field visit and
the draft report is expected to be finalised within March 2014. The team is expected
to include two persons, one Swedish and one local. The team of evaluators shall be
responsible for all logistics during the assignment.

7.3.8 Reporting and Communication

The Consultant shall prepare a draft report and submit it to the Embassy in electronic
form by, 24 March 2014. The draft report should be shared also with NES. The Em-

bassy comments will be sent to the Evaluators by 29 March 2014. A final version of
the report shall be submitted to the Embassy, electronically and in two hardcopies by
7 April 2014.

The report shall be written in English.

Approval of the Final Report will be based on its adherence to the OECD/DAC Eval-
uation Quality Standards.

Contact person at the Embassy in Tirana will be Lisa Fredriksson, at li-
sa.fredriksson@gov.se and Rezarta Katuci at rezarta.katuci@gov.se.
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7.3.9 Resources

The estimation from the Embassy on the budget needed (number of working days,
fees for the Swedish and local evaluator, etc.) for this assignment is not more than
420.000 SEK. The Consultant is advised to note that the fees for the local consultants
in Albania vary from 150-250 EUR.

7.3.10 Evaluation Team Qualification

The assignment is expected to be carried out by two persons. The Swedish consultant
should fulfil the required qualifications for Category | (according to Appendix D in
the Framework Agreement) and be an experienced evaluator. The team in combina-
tion should have the needed experience and knowledge to perform the tasks foreseen
in this assignment including:

e Experience from the region/country

o Experience of evaluating projects/programmes in the area of employment and
ICT.

e Experience of project management and implementation analysis

The evaluators must be independent of the evaluated project and have no stake in the
outcome of the evaluation.

The Consultant shall specify in the proposal to the Embassy how the quality assur-
ance will be handled by the Consultant.

7.3.11 References

1) Project Documents
2) Agreement and latest amendments
3) Draft Final Report of the Project by NES
4) Evaluation Report of Results of Sweden’s Development Cooperation Strategy
with Albania:
http://sidapublications.citat.se/interface/stream/mabstream.asp?filetype=1&or
derlistmainid=3470&printfileid=3470&filex=4961056800020
Other reports and documentation needed for the evaluators to carry out their work
will be submitted to the team upon agreeing on the start date of the assignment.
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Executive Summary

This report summarises the evaluation team’s understanding of the scope of the eval-
uation, and the Terms of Reference, and addresses both an understanding of the Eval-
uation Questions and how these questions will be assessed, and reported on. Finally,
the report details the evaluation team’s approach and methodology for the evaluation,
including initial thinking on the time frame for each component of the assignment.

741 Assessment of scope of the evaluation

Purpose of the evaluation
The evaluation will contribute to learning, particularly in relation to this cooperation
experience with the National Employment Service. In this context the evaluation has
a dual purpose:
e To assess Project results in order to account for the resources invested by
Sweden in this cooperation.
e To provide recommendations, particularly on sustainability of Project results.

Scope of the evaluation

General
The project had five intended results:

e Anamended version of the Software for NES Employment Service System
(ESS) is developed, procured, installed and is functional in all NES organisa-
tion (12 regional employment offices and 24 local employment offices) by
September 2012.

e Hardware is procured, installed and is functional in all NES organisation (12
regional employment offices and 24 local employment offices) by December
2011.

e Increased capacity building of NES staff to understand, use, keep running and
benefit from the IT system.

e NES organization has adopted organization, working methods, routines, pro-
cedures and staff management in line with modernization and information of
the employment system.

e Increased accessibility of men and women jobseekers and businesses to the
on-line employment service.

Each of these intended results has a set of related activities and a set of objectively

verifiable indicators. Regular, on-going reporting has been undertaken throughout the
life of the Project. These reports will be analysed, in the context of the Project design
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and intended results, and further analysis undertaken with Project stakeholders. These
processes will assist the Evaluation Team to both:

‘Assess these Project results in order to account for the resources invested by
Sweden with this cooperation. This will be a qualitative assessment — the
evaluation will not directly look at procurement or financial management of
the Project.

Contribute to learning with regards this cooperation experience with National
Employment Services.’

The evaluation will examine and draw conclusions about the Project Support to Fur-
ther Development and Implementation of an IT Employment Service System (ESS) at
the Albanian National Employment Service (NES), 2011-2013 (hereinafter Project)
and will, among other tasks, compare the Project to earlier NES cooperation in as-
sessing project efficiency.

Intended Users of the Evaluation
The primary intended users of the evaluation are:

1)

2)

3)

4)

The Embassy and Sida. The Embassy anticipates that the evaluation will pro-
vide
a.Conclusions on what has worked and what has not worked in
the Project.
b.A judgement of whether or not the resources invested were jus-
tified by the actual result.
c.Some indications of approach to the NES on the follow-up of
issues related to the Project.
d.Discussion of the lessons that can be drawn from this type of
direct support to a governmental partner.
NES. The Embassy anticipates that the evaluation will provide recommenda-
tions addressed to the NES and the Ministry of Social Welfare and Youth with
a specific focus on the sustainability of the system. Other, related recommen-
dations are also anticipated.
Other donors and international organisations. The Embassy anticipates that
the evaluation will be of particular use to other donors and international or-
ganisations as a ‘case study’ in the direct financing modality to a government
institution. A particular focus of this aspect of the evaluation will be the coor-
dination and communication structures and practice of the NES towards
stakeholders and donors. This is an area where there are perceptions of a need
for a growth in skill and practice, and areas where the Project’s activities and
outputs address key components of the aid effectiveness agenda. Further, giv-
en the importance of the strengthening of confidence in government institu-
tions as IPA funding increases, demonstrated growth in capacity within the
NES is critical.
The evaluation may be of value to the Swedish Employment Service itself,
and its approach to and delivery of outcomes in Albania and elsewhere. The
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evaluation will be undertaken with this in mind, although the evaluation is not
focused here, and uptake will be a matter for the Swedish Employment Ser-
vice.

Limitations to the Evaluation

The analysis will draw heavily on qualitative approaches — interviews with project
and related personnel and external stakeholders and desk studies of reports and re-
views. This will enable us to make judgements on the contribution, and to address the
evaluation questions. Findings will be indicative of the views expressed by stake-
holders and informed experts and the claims made in available documentation.

With regards to Result 5, some feedback from clients (job seekers and businesses) is
required to understand the perception these clients have of changes in routines, work
practices etc. and what impact on the service provided by the NES has happened as a
result of these changes. Such feedback is necessary to fully understand any changes in
accessibility to the on-line system. It is not clear at this point that such feedback is
possible — the Project did not directly deal with these ‘beneficiaries’, and organising
interviews or a focus group session with an informed group may not be possible.

Recommendations Regarding the Scope of the Evaluation
The Evaluation will be able to look at output objectives in detail. Analysis of outcome
objectives will be undertaken, but will provide somewhat less strong conclusions giv-
en the timeframe of the Project, and the status of the implementation of the changes
and the implementation of new routines and methods. Specifically, the Evaluation
will be able to assess the extent and effectiveness of the implementation of the hard-
ware and software, and to ascertain/ confirm its operation across the NES. Further,
feedback and analysis on what the change in hardware and software has meant to
NES effectiveness will also be addressed. Implementation of the training programme
will also be assessed. However, the extent and effectiveness of uptake of the training
programme will not be able to be to be assessed with complete confidence. Indicators
of change in practice, and in the implementation of the new routines and methods of
service delivery for the clients (job seekers and employers) will be assessed, but the
analysis is likely to only indicate outcomes in the medium and longer term. In this
context, some feedback will be sought on each of the following areas, each of which
will provide an indication of the level and extent of the uptake of change within the
NES:

e Increase in transparency of the labour market services offered at the national

level.

e Improvement in the quality and quantity of information on job seekers and
employers at the national level.
Improvement in the organisation of work for employment officers.
Reduction in the time needed for administrative routines.
Increased time for contacts with employers.
Increased measures for assisting jobseekers.

68



74.2

Improve the image and visibility of the NES through website information on

job vacancies.

Relevance and evaluability of the evaluation questions

Per the Terms of Reference, the evaluation will focus on the OECD/ DAC criteria
effectiveness, efficiency and sustainability. The Terms of Reference place a specific
emphasis will be placed on the Project’s implementation processes of the Project, and
provided an indication of certain, specific questions to address in this area, within
either the effectiveness or efficiency aspects of the Evaluation. These specific ques-
tions can be found within one or the other of these sections below, and will be address
within the body of the Evaluation analysis/ narrative.

The Evaluation will address, in its conclusions and recommendations, the following
specific areas:

An analysis of what worked and what did not work in the Project. Did the
Project reach its objectives? Was it effective in terms of development results?
The approach to effectiveness is described more fully at 3.1.1 below.

A subjective judgement, founded on the perceptions and analysis of the NES
and relevant Swedish experts, of whether or not the time, energy and re-
sources invested were justified by the Project’s results, the measures taken to
ensure efficient use of resources and measures taken to ensure the IT system
was fully operational by completion of the Project. The approach to efficiency
is described more fully at 3.1.2 below.

Prospects for sustainability, particularly with regards to use of the IT system
and ‘ownership’, and levels of human and financial resources committed to
the IT system long term. The approach to sustainability is described more ful-
ly at 3.1.3 below.

Some indications of how best to approach the NES with regards follow-up of
issues related to the Project.

Recommendations, addressed to the NES and the Ministry, with a specific fo-
cus on the sustainability of the system. Other, related recommendations are al-
S0 anticipated.

Discussion of the lessons that can be drawn from this type of direct support to
a governmental partner. The Embassy anticipates that the evaluation will be of
particular use to other donors and international organisations as a ‘case study’
in the direct financing modality to a government institution. A particular focus
of this aspect of the evaluation will be coordination and communication struc-
tures and practice within the NES, towards stakeholders and donors, which is
an area where there are perceptions of a need for a growth in skill and prac-
tice.
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Evaluation Questions

Effectiveness
Per the Terms of Reference, the Evaluation will focus primarily on the ‘achievement
of objectives at the outcome level (focusing on the medium-term)’.

Has the Project reached its objectives? Specifically, the Evaluation will assess
the effectiveness of the Project in

(@]

o

Development, procurement and delivery of the NES ESS soft-
ware in the 12 regional and 24 local employment offices.
Procurement, and effective installation of related hardware in
these offices.

Improvements in the capacity of NES staff to use and benefit
from the new hardware and software.

Improvements in organisation, working methods, routines, pro-
cedures and staff management across the NES.

Improvements in accessibility of the on-line employment ser-
vice to men and women job seekers and businesses.

Has the Project been successful in terms of its intended development results?
The Evaluation will focus here more on the capacity and organisation objec-

tives, and on improvements to access from clients to the NES system. These

are the more important, longer-term outcomes that will make use of the hard-
ware and software procured by the Project.

o

Has there been an improvement in the quality and quantity of
information on job seekers and employers available at the na-
tional level. How is this known — does the NES now have sys-
tems in place to assess and monitor these areas? Is information
on clients a demonstrable priority for NES offices?
What specific changes have been implemented in the organisa-
tion of work routines, work methods and procedures for em-
ployment officers in NES offices. What is the assessment of
NES employment officers on changes in systems and proce-
dures as a result of the Project? Specifically, has there been
= A reduction in the time needed for administrative rou-
tines.
= Anincrease in time for contacts with employers.
= Anincrease in measures for assisting jobseekers.
= Has a particular approach been used to target and reach
discriminated social groups — particularly, were dis-
criminated social groups specifically considered in de-
sign? In implementation?
= Was there a specific gender focus? If so, what did it en-
compass?
= Are these organisational changes visible in the 12 re-
gional and 24 local employment offices?
= Are NES staff aware of and supportive of the changes?
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= Are the changes improving service delivery?
= Is there a clear understanding of how the implemented
changes are improving service delivery to clients (job
seekers and businesses)?
Are there clear indicators of an improved image and visibility
of the NES through website information on job vacancies?
What are these indicators? Does the NES have a system in
place for measuring client interactions with the website on job
vacancies?
Are there apparent improvements in the NES’ coordination and
communication structures and practice? Is this true at all levels
of the NES?
= Internal communication and coordination? How is this
visible?
= Communication with clients? How is this visible?
= Communication and coordination with other stakehold-
ers and donors? How is this visible?

e What have been the key factors of success or failure?

o

Did Project implementation (by the NES, as well as experts)
focus on the hardware and software or on the improvements in
capacity, organisation, working methods, etc.? What evidence
is there of this focus?

Was the capacity-building programme focused on outputs and
outcomes, or on the inputs of training delivery? Was capacity
built (did capacity grow)? How was this growth assessed?
What strengths and weaknesses in NES leadership and govern-
ance impacted on the management of this project? What are the
implications for future sustainability?

Was there a clear sense across the NES (national, regional and
local offices) of the intent of the Project? Did the NES nation-
ally, regionally and locally see the value of, and were they
committed to, the change being generated by the Project? What
NES governance factors contributed to this, whether negative
or positive?

What strengths and weaknesses have been demonstrated in the
internal communications between different directorates at NES
HQ and between NES HQ and Regional and local employment
offices? What are the implications for future functioning and
sustainability?

Was the use of the Swedish Employment Agency specifically
useful in the delivery of the Project? Could the Project have
been delivered through another modality, such as a consultancy
firm? Are there specific added values to the use of a state agen-
cy in processes related to EU accession?
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o Have there been any negative and/or positive side-effects from

the Project?
Efficiency
Per the Terms of Reference, the Evaluation will focus primarily on ‘utility and value
to users ‘(primarily NES, but also the Embassy and other organisations, as described
above). The Evaluation will make use of an earlier Sida cooperation with NES**in its
analysis of Project efficiency.

e Does the NES perceive the time, energy and resources which have been in-
vested in the Project have provided a relative level of outputs/ outcomes/ ben-
efits, for the NES and for Albania more generally?

e Does NES management perceive that the modality of working with the Swe-
dish Employment Agency was an efficient approach?

e s it the perception of the Swedish experts engaged to work on the Project,
that the time, energy and resources invested in the Project provided a level of
outputs/ outcomes/ benefits, for the NES and for Albania more generally?

e Specific implementation questions from the ToR:

o How effective has the NES been in the coordination of the
work of the different components and experts involved in the
Project?

o How effective has the NES been in sharing information, and in
gathering input from relevant stakeholders in the process of
planning, implementation and post-implementation of project
activities?

o How effectively has communication between NES and the
Embassy worked?

e What specific strategies and detailed measures were used in Project planning
and implementation to ensure efficient use of resources? In the view of the
Project personnel and the NES, were these strategies and measures effective?

e s the hardware and software fully operational?

Sustainability
Per the Terms of Reference, the Evaluation will assess the likely ‘longevity of devel-
opment results after the completion of the Project’.

e What are the current prospects for sustainability of the Project’s results?

o Specific reference will be given to this question in relation to
the questioning above, regarding Efficiency, in terms of strate-
gies and measures of sustainability, and to determine the func-
tioning and use of the developed IT system.

% Efficient Employment Service in Albania, June 2004 - December 2008
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o What strategies and measures have been developed and imple-
mented to ensure that the Project’s developed IT system is ful-
ly operational into the future?

e With regards the range of questions addressed at Effectiveness, what is the
likelihood that the changes in practice, routine and procedure will a) continue
to add value to the provision of services to clients and b) to be maintained and
grow as a pattern of work practice across the NES?

o Do the regional and local employment offices perceive the
benefit of the hardware and software to their work quantity and
quality?

o Do the regional and local employment offices perceive the
benefit of the changed work practices? Do they have ‘owner-
ship’ of the changes?

o Are the changes likely to be imbedded in NES practice going
forward?

o What support or assistance is required to ensure sustainability
of the changes?

¢ In this context, do the Ministry of Social Welfare and Youth and the NES
have the commitment, and the financial and human resources, necessary to
maintain the benefits of the Project?

7.4.3 Proposed approach and methodology

Approach
The evaluation will have four phases/ stages.

Inception

The inception phase has focused on elaboration on the scope and feasibility of the
evaluation, methodology, including a detailed description of the methodological
choices, design of the causal analysis, data collection methods and instruments and
evaluation work plan. The Inception Report includes an analysis of the evaluation
questions. The Inception Report (this document) includes the evaluation time plan
and division of labour.

Desk Study

The evaluation team will make use of secondary and primary data. As per the Terms
of Reference, the assessment of secondary data will be performed through studies and
analysis of existing reports, evaluations, and other relevant documents.

Field Work
Primary data will be collected using empirical methods through interviews and focus
groups with relevant stakeholders and informed experts who will include implement-
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ing partners (such as government institutions and CSOs), beneficiaries and other do-
nors. Sida and the Embassy will inform relevant stakeholders about the forthcoming
evaluation, and will provide the evaluation team with project and other stakeholder
contact details. Focus group and interview participation targets will be determined
and the team will make arrangements at the earliest possible date.

Included in the group of key stakeholders with whom interviews will be held are:

e Relevant, knowledgeable Sida and/ or Embassy staff (Sida officers and man-

agers involved in the Project).

e NES staff at HQ.

e NES staff in regional and specific local employment offices.

e The Swedish Employment Agency experts, the hardware and procurement ex-
perts (contracted by Sida) involved in the Project and with a focus on earlier
Projects™.

The Ministry of Social Welfare and Youth.

Members of the Steering Committee for the Project.

The Albanian Agency for Information Society.

Donors and international organisations whose work is in linked or related
fields to employment.

Clearly, a focus will be on NES staff, at HQ, but critically also in local offices. A key
determination during preparations for the field work is the exact composition of these
interviews.

As indicated above, in Limitations, it would be of value to analysis if appropriate, and
appropriately knowledgeable/ informed NES clients (job seekers and businesses)
could be interviewed, or could participate in a focus group meeting. It is not clear that
this is possible, but it would assist analysis of the results that specifically look at ser-
vice provision (results 4 and 5), as well as giving some insight into mid-term outcome
objectives.

Analysis and Reporting

The evaluation’s analytical results will be provided in a report. The report will draw
conclusions based on analysis using evidence coming specifically from the primary
and secondary sources of the evaluation, provide lessons learned — insights from the
development assistance that will be of relevance to Sida, the Embassy, partners and
other organisations working in the field. The report will make recommendations (ad-
dressed mainly to the Embassy and the NES) and presented in order of priority. The

% Efficient Employment Service in Albania, June 2004 - December 2008
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recommendations will be structured so there is a clear link between an observation
from the desk study or field work, analysis and findings and the recommendation.

Evaluation Timeframe
The evaluation will be carried out according to the following timeframe.

Inception Period
The inception period will begin on March 24 and, as agreed, the Inception Report will
be submitted by April 2.

Desk Study

The evaluation team will begin work on the desk review of documentation, and de-
tailed preparations of field material starting from 24 March. This phase will continue
through 9 May. Detailed analysis of documentation will take place throughout this
period, as will development and finalisation of the Evaluation Team’s ‘field instru-
ments’ (interview sheets and focus group conversation formats). These processes will
be completed by 5 May.

Field arrangements (appointments and arrangements for focus group meetings, as
appropriate) will be completed, in principle, by 5 May, although some finalisation of
arrangements will be required during the actual period of field work.

Field Work

Initial meetings with Sida and the Embassy will take place on 12 May.

Interviews (and possible focus group meetings) with key stakeholders in Albania will
take place from 12-20 May. Appropriate Sida/ Embassy staff will also be interviewed
during this period.

A second meeting with Sida/ Embassy staff is proposed for the afternoon of 20 May.
This meeting will be used by the team to update on the field work and to provide ini-
tial comments on analysis/ findings.

Further interviews will be undertaken, via Skype, throughout the period from 5 May
through 30 May and the submission of the Draft Evaluation Report. While this will
specifically focus on experts in Sweden, it will not be limited in this regard. It may be
of value to the field enquiry to have some inputs from Swedish experts prior to inter-
views with NES staff, from the perspective of refining specific of the questioning that
will take place with NES personnel.

Reporting

Analysis and reporting will take place from 21 May through 30 May. The Draft Eval-
uation Report will be submitted on 30 May.

The Embassy/ Sida will comment on the Draft Evaluation Report by 13 June.

The Final Evaluation Report will be submitted by 20 June.
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Evaluation Team and Division of Labour

The assignment will be carried out by the following team.

Jim Newkirk, Team Leader. Jim is responsible for developing the methodology, car-
rying out the field work, and drafting the evaluation report.

Sabina Ymeri, Evaluator. Sabina is the national evaluator and will contribute in data
collection, analysis and reporting. Sabina will also assist with logistics, particularly
communication with key informants (both project stakeholders and informed experts)
in relation to the focus group workshops and key informant interviews.

7.4.4 Other issues and recommendations

Evaluation Standards

The evaluation and the reporting will follow DAC’s evaluation quality standards. Per
these DAC standards (see:
http://www.oecd.org/development/evaluationofdevelopmentprogrammes/dcdndep/36
596604 .pdf) the overarching considerations include:

e Development evaluation - Development evaluation is the systematic and ob-
jective assessment of an on-going or completed development intervention, its
design, implementation and results. In the development context, evaluation re-
fers to the process of determining the worth or significance of a development
intervention. When carrying out a development evaluation the following over-
arching considerations are taken into account throughout the process.

e Free and open evaluation process - The evaluation process is transparent
and independent from programme management and policy-making, to en-
hance credibility.

e Evaluation ethics - Evaluation abides by relevant professional and ethical
guidelines and codes of conduct for individual evaluators. Evaluation is un-
dertaken with integrity and honesty. Commissioners, evaluation managers and
evaluators respect human rights and differences in culture, customs, religious
beliefs and practices of all stakeholders. Evaluators are mindful of gender
roles, ethnicity, ability, age, sexual orientation, language and other differences
when designing and carrying out the evaluation.

e Partnership approach - In order to increase ownership of development and
build mutual accountability for results, a partnership approach to development
evaluation is systematically considered early in the process. The concept of
partnership connotes an inclusive process, involving different stakeholders
such as government, parliament, civil society, intended beneficiaries and in-
ternational partners.

e Co-ordination and alignment — To help improve co-ordination of develop-
ment evaluation and strengthen country systems, the evaluation process takes
into account national and local evaluation plans, activities and policies.
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e Capacity development - Positive effects of the evaluation process on the
evaluation capacity of development partners are maximised. An evaluation
may, for instance, support capacity development by improving evaluation
knowledge and skills, strengthening evaluation management, stimulating de-
mand for and use of evaluation findings, and supporting an environment of
accountability and learning.

e Quality control - Quality control is exercised throughout the evaluation pro-
cess. Depending on the evaluation’s scope and complexity, quality control is
carried out through an internal and/or external mechanism, for example peer
review, advisory panel, or reference group.

Quality Assurance

Indevelop strives to provide high quality in all of its evaluations and we will carry out
systematic quality control to meet both Sida and OECD/DAC requirements. The
evaluation will have quality control as an integrated part of the assignment manage-
ment procedure, regardless of the different scales of the activities. Our commitment to
delivering high quality services requires effective quality assurance mechanisms. For
this we have developed and apply a quality assurance system, which is compliant
with ISO 9001:2000, and managed by Indevelop’s Project Manager.

We will request feedback on the evaluation through a performance assessment form,
both on the process, the team, deliverables (reports) and other outputs. The feedback
will ensure the continuous improvement of the services.

Ms. Sarah Gharbi is the appointed Project Manager (category 2) at Indevelop’s
office in Stockholm who is responsible for managing the assignment’s implementa-
tion. She will ensure coordination that leads to the kind of evaluation process that
Sida has committed itself to in the evaluation guidelines which include learning and
utility (usefulness). She will specifically have contact and liaison with Sida, manag-
ing the financial and contractual aspects of the assignment, providing monitoring and
coordination of the quality assurance process during implementation, back stopping
and support to the team and to facilitate support as needed.

Dr. lan Christoplos is the Project Director (category 1) responsible for quality as-
surance on all assignments implemented under the framework agreement. He will
provide technical backstopping and quality assurance on methodology and the draft
and final reports to ensure that the reports are in line with Sida’s requirements. He
will ensure that the evaluation is in line with Sida’s Evaluation Guidelines and meet
the OECD/DAC quality standards for evaluation. His role is in ensuring that evalua-
tors without extensive experience with Sida norms and guided and briefed according-

ly.
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Evaluation of the Project “Support to Further Development
and Implementation of an IT Employment Service System
(ESS]) at the Albanian National Employment Service (NES),

2011-2013"

The report assesses the financial support provided to the National Employment Service (NES) in Albania, providing a more efficient,
IT-based system that increases efficiency, transparency and accessibility in public employment services. The Employment Service
System (hardware and software], was developed, procured and installed across the whole of the NES. Further, building of the
capacity of all NES staff, in all regional and local offices, in the use of the system was undertaken. The transfer to the new system,
from the old, paper-based system, is progressing and is near completion, and the transparent servicing of key NES clients
(jobseekers and employers] is improved, and is continuing to develop. The direct funding approach was demonstrated to be an

effective modality for provision of assistance to government agencies.
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