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Mr. Chairmnan, Members of the Board, I believe that Mr. Shoaib's

memorandum which is before you speaks for iself, so that I want to make

only very few introductory remarks, briefly reminding you of the main stages

in the evolution of the Bank's evaluation systen,

The evaluation unit was originally established by management in

September 1970 as a final step in a three-pronged effort'to improve internal

controls, the other steps being establishment of the Joind Audit Committee by

the Board of Directors and substantial strenghtening of the then Office of

the Internal Auditor. Its main purpose was as a tool of management for

learning from the Bank's own past experience, but, to help achieve this pur-

pose, it was from the start given a great degree of independence, and its

reports were also all distributed to the Executive Directors for information,

as soon as they began to appear early in 1972, and without any management

interference with their content.

A year later, in 1973, it was decided that the instrument was

sufficiently developed so that its independence could be formalized and its

utility to the Bank further increased by giving it a stronger link with the

Board of Directors and the member countries. Together with the Internal Audit

Department, the unit was placed under the sole charge of Vice President Shoaib

in July 1973 and later that same year the terms of reference of the Joint

Audit Committee were extended to include responsibility for assessing the'

adequacy and efficiency of the evaluation work.

The U,S. Foreign Assistance Act of December 1973 required the U.S.

Executive Director of the World Bank, like the American representatives to

certain other multilateral institutions, to promote the establishment of

what the U.S. authorities consirlered a fully iadepcndent review and evaluation
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system. Through negotiations over a prolonged period, the Bank management

reached the arrangements, approved by you last October, to enable the exist-

ing evaluation unit to meet the requirements of the legislation, without

sacrificing the crucial advantages for staffing, planningand budgeting pur-

poses of full integration into the Bank Group; the unit would be under the

charge of a Director-General, to which post you elected Mr. Weiner in July

1975, and it would be responsible to the Executive Directors, with an

administrative link to the President.

Through these changes, and particularly thanks to the efforts of the

Joint Audit Committee and of Mr. Shoaib, as well as through accumulating inter-

nal experience, the work of the uni: has developed and diversified, and, I

think, improved - and I am sure tha: cur new Director-General will bring

substantial further improvemeat. Tie unit has always been entirely free to
deal with whatever issues arise - whether of policy, procedure or practice -

in its work on Bank operations and activities, and it has always been free to

present whatever findings it reached.

Beyond this vital element of independence and freedom of reporting,

the operating effectiveness of the evaluation unit depends most crucially on

the closest interaction with the management and staff of the Bank at all

stages of work - from initial conception and design of studies, where it is

the admixture of the unit's problem-solving focus with the Bank's experience

and knowledge of the problems that arise which results in the most incisive

studies, through the stage of follow-up to conclusions and suggestions reached,

when the unit's periodic return to points that have emerged in earlier studies

can perhaps do most to help buba rel coniction of the need for- actien at

an operational level. What success the work has had to date has depended not
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only on the fcrinarance, understanding and openness of the Bank management

and staff, but also importantly on their ideas, as well as those of the

borrowers, as c3 :opics of study, methods and suggestions for improvement

in Bank operations. Mr. Shoaib notes in his memorandum a number of ways in

which interaction between the Bank staff and the evaluation unit can be

further usefully increased - particularly on the Project Completion Report

component of the lank's evaluation system and on help to member countries in

the development of their own evaluation systems and agencies - as well as in

securing the best dissemination of the reports and ideas developed so that

they may contribute most effectively to future Bank operations. He also

notes that the Bank management has already reacted favorably to the large

majority of the suggstions made in he very recently published report on

Delays in Loan and Credit Effectiveness; action is now underway to prepare

the necessary revisions in Bank operating instructions, and we do hope that

a quiet pursuit of some of the operational suggestions which have so far

proved less acceptable will also uncover solutions that can draw more general

support. Certainly this has generally been the experience with the recommenda-

tions and suggestions contained in the earliest evaluation reports which we

did, as recorded in the Closing Reports which we have circulated in the last

months: policy questions raised have been appropriately treated in management's

policy papers and the much more numerous operational issues have, for the most

part, equally received appropriate consideration and action in one way or

another.

The reports that emanate from the evaluation system have to be seen

then as tools for both the Executive Directors and for the management, but

in rather different ways. For the Executive Directors, the reports, and more

particularly the cumulative summaries and assessments of action on suggestions
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made, are an additcnal window for assessing the overall effectiveness of -Wt

Bank :an ore particular source for indicating points that may

need to be givea -,ore consideration in Bank operations. For the management,

all the reports provide a running assessment of the effectiveness of the

Bank's operations and one among many sources of ideas for their improvement,

mainly at a quite 'eraied non-policy level. I believe that to maintain

the effectiveness of the evaluation system, it is important to remember that

:he resultant reports are contributions to the broader debate from a particular

vantage point, assessment of the past, whether recent or distant - I have

always considered that, at the margin, our role is rather to try to generate

stimulating lessons and suggestions rarher than to attain a perfect comprehen-

siveness and full balance that wil anyay be provided by management before

acting on our suggestions - and t reconize the differences I have described

among the purposes :;hich the reports serve for their two principal addressees

within the Bank.j/ Before ending i od like to take the opportunity of thank-

ing the many Executive Directors who have helped us to develop the evaluation

system to its present stage and to secure the support of member countries in its

day-to-day operation. We particularly value the link that we have had with the

Joint Audit Committee and the opporunty this has provided to secure an outside

view on the adequacy of our programs, studies and methods and ways to improve

them. It is our ardent effort and hope to repay the trust that is reposed

in us with a useful contribution to our member countries' development efforts.
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THF CANADIAN INTERNATIONAL DEVELOPMENT AGENCY'S

STRATEGY FOR 1975-80: IMPLICATIONS FOR EVALUATION

Background

The CIDA Strategy 1975-80, was developed to ensure a continuing relevance
of the CIDA program, in the light of rapidly changing internal and external
situations and conditions. The adaptation of the Agency's operations to its
strategy has to be done within the on-going operational context'. Operations
have to be examined and refined or rebuilt within the strategic policy framework
with a minimum disruption of critical operational functions.

The major focus of CIDA's Strategy 75-80, is on the concept of maximal self-
reliance within a framework of development cooperation. A top CIDA priority
is the enhancement of host country potential for formulating, directing and
controling all aspects of its development programming. This would include
the eventual direction and management of the supportive inputs provided by
external donors (bilateral and multilateral). The purpose of CIDA's Strategic
emphasis is to promote and support policies and activities which lead to the
establishment of a sound basis for true partnerships in development cooperation.

In the ideal international development cooperation situation, both partners
share the responsibility for all cooperative developmental efforts. In the
first instance, all partners are equally responsible for ensuring that the
externally supported program or project lies within the host country's system
of development planning priorities. Equal opportunity is provided for all
partners to make inputs into the various stages of the planning process.
The time must be provided for jointly examining, discussing and deciding on
emerging options for action.

From our perspective in CIDA, evaluation is an integral and important part
of the planning process. In our view, the evaluative function includes
examination of goals and objectives; policies; and operational processes and
products. All partners in development cooperation share the responsibility for
accountability to their respective authorities and constituencies. Thus, the
direction of follow-up studies of program impact should be, or should become
the host responsibility at the earliest feasible time.

The problem of determining the criteria for program development and setting
priorities in terms of quantity, quality and speed of inputs, faces all
administrators of development programs.

In recognition of the requirements for separate and joint accountability,
CIDA proposes a joint approach to evaluative research and study.

The following statement of the approach is divided in two parts:

1) Evaluation in CIDA

2) An outline of a proposal for joint evaluative efforts between development
partners.
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The first part of the statement provides an operational definition of the
concept and discusses methodological problems. It also emphasizes the
complexity of CIDA's evaluative requirements and describes the present status
of CIDA's evaluative activity.

The second part of the statement outlines a proposal for joint evaluative
efforts and suggests options for evaluative arrangements.

EVALUATION IN CIDA

Definition

The global definition of "evaluation" as it relates to CIDA's strategy,
program and activities reflects concern with both information on the outcomes
of operations, and judgements regarding the desirability and value of related
policies, goals and objectives.

From CIDA's perspective, evaluation is viewed as a phase in systematic program
development. Ideally, CIDA's operational programming is preceded by a planning
process that includes: (1) identification of development needs and problems;
(2) specification of objectives; (3) analysis of the causes of problems and
the shortcomings of existing programs and (4) an examination of possible
alternatives for operational implementation within the framework of the
developmental situation of the host country and of CIDA's strategic goals and
policies.

At present, CIDA is attempting to sort out the functional roles and responsib-
ilities for a wide spectrum of evaluative activities which have evolved
randomly within the agency as it concentrated its initial efforts on operational
responsiveness.

Different focuses and responsibilities within the agency have fostered
distinctly different approaches to evaluation methodology. Some methodologies
are informal, with a reliance on impressions, casual observation, implicit
goals, intuitive norms, and subjective judgement. Other methodologies are
formal, with an emphasis on inputs and/or outputs.

At the project appraisal level, the emphasis is on explicit input check-lists
and formulas as a basis for evaluative judgements regarding comparison of
alternatives.

The program accounting approach also emphasizes analysis of inputs. The
focus here is on maintenance and quantitative records of project/program
activity. This approach is used to examine the administrative viability of
programs/projects, as well as, to provide a basis for differential budgetary
allocation between implementation options and modalities of transfer.

Ideally, at the strategy and policy levels, the emphasis is on evaluative
research. This focus is on outputs, but includes consideration of inputs
in an integrative and comprehensive analytic framework. At this level,
evaluation results will be used for modifying programs while they are in
progress; for decision making regarding policies and priorities; and for
testing hypotheses and assumptions regarding the efficacy and appropriateness
of strategic goals and models.
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As mentioned earlier, the methodological distinctions outlined above overlap
in terms of CIDA's present organizational structure. There is also the
problem of a restricted conceptual/methodological range which is discussed
below.

Conceptual/Methodological Problems

Traditionally, CIDA's evaluative research on developmental programs has
focused on developing and applying methodologies within the context of
existing and/or terminated operational programs. This approach is primarily
responsive. In this situational sequence, the evaluation specialist is
required to design mechanisms which will permit the policy and/or operational
evaluator to examine past or on-qoing programs, processes and performance.
This activity is aimed at improving short-term operational efficiency
and effectiveness. Questions concerning the relevance and appropriateness
of program goals and objectives are not fully examined.

The emphasis of CIDA's evaluative researchers on designs and methodologies
for indicative (input level) analysis has done little to arrest the increasing
discrepancy between strategy and policy, on the one hand, and program activities
and results on the other hand. In order to extend the methodological range
to include the examination of CIDA's strategic goals, objectives and policies,
it will be necessary to increase the breadth and depth of evaluative research.
On-site pre-program situational analysis and post-implementation impact
analysis must be included. In CIDA we consider that these areas of greater
research intimacy must be under the immediate direction of the host country
or region.

With this consideration in mind, we present the following proposal for joint
evaluative research and follow-up study.

A PROPOSAL FOR JOINT EVALUATIVE RESEARCH AND FOLLOW-UP
STUDY OF INTERNATIONAL DEVELOPMENT

PROGRAMS AND PROJECTS

Purpose

To develop a methodologically rigorous coordinated approach to evaluative
research, within the context of partnership in development cooperation.

Rationale

Two dominant factors have emerged over the past decade of international
development cooperation which relate to the evaluative process:
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a. The developmental interdependancy of all countries reduces the
traditional distinction between "donor" and "recipient" countries.
This fact has necessitated a strategic reconsideration of the
terms and conditions for reciprocal developmental interaction.

b. All parties involved in the process of international development
cooperation must equally share the responsibilities for strategy
formulation; program development, implementation and administration.

Within this climate of change and increasing interdependance, the need for
cooperative evaluative efforts is stated below:

1. Evaluation as the study of the effectiveness of international
development strategy, policy and activity, can play an important
part in the development of a field of administrative science, for
international development cooperation programs.

2. With its emphasis upon understanding why a program succeeds or fails,
evaluative research can provide a scientific basis for testing or
validating principles and policies of international development
program administration.

3. Evaluative research would help to provide linkages needed to bridge
the existing gaps between statements of strategic goals and the
realities of operational implementation. Evaluative research could
become an ongoing process related to all stages of program planning,
development and operation.

Linkages between the various stages would be established as follows:

- Each stage would have its own set of objectives and means for
attaining those objectives which would become subject to separate
evaluations.

- The separate evaluations would feedback information to the proqram
administrator at each stage and permit him to determine when and
how to proceed from one stage to another.

- The different stages are interrelated, with the objectives of each
preceding stage providing means toward formulating the objectives
of each succeeding stage.

- An evaluation of the planning stage can be based on its success
in formulating a developmental program design.

- The evaluation of the program design can be based on its success
in formulating operational implementation mechanisms.

- The operational program can be evaluated in terms of its ability
to achieve the desired objectives specified for the various
implementation mechanisms.
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4. The integration of evaluative research within a coordinated
approach to program administration will increase opportunities
for meaningful participation of all partners at each stane
of the plannina n-ocess. This would lead to improvements at
the interpersonal, professional, technical and administrative
levels of interaction.

5. The inclusion of evaluative research as an integral part of the
planning-operational-evaluation cycle will enhance the administrative
self-.sufficiency of developing countries,by providing ongoing
training in the application of the scientific method for making
decisions.

OPTIONS FOR COOPERATION IN EVALUATIVE RESEARCH
AND FOLLOW-UP STUDIES

Some of the suggestions for cooperation which are currently being examined
within CIDA, are presented below for your consideration:

1. The minimum evaluative support requirements for various types of
development programs and projects would be determined in cooper-
ation with CIDA's partners and other donors. The purpose of the
joint study would he to provide guidelines for ensuring that
evaluation is appropriately scaled and integrated within programs.
This would enhance program planning, administration and operational
relevance and effectiveness, without an intolerable reduction in
operational efficiency.

2. CIDA would support evaluative research and follow-up study by
building the cost of essential evaluation into its various
operational program budgets.

3. CIDA would expand its administrative budget to cover the cost of
field requirements for essential evaluative research and follow-up
study.

4. CIDA would provide technical assistance for evaluative research and
follow-up study by:

a) funding inter-disciplinary seminars and work-shops on
evaluative research and follow-up studies at regional
and national development institutions and agencies (includes
universities) in the host country or region

b) funding contractual arrangements for evaluative research and
follow-up studies for specified CIDA proqrams/projects

c) funding third-country training in evaluative research and
follow-up studies

d) providing secondments of CIDA and other Canadian personnel,
Federal and Provincial, for short-term evaluative research
and follow-up study assignments, under the direction of host
country ministries, agencies, institutions or organizations.
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The above list of options are intended for discussion purposes only. Any
additional suggestions that may emerge from this consultation would be

welcomed by CIDA. It should be noted however, that changes in prevailing
arrangements and conditions are subject to acceptance by other federal
departments and authorities.

SOME UNANSWERED QUESTIONS

1. To what extent does CIDA's partners and potential partners in

development cooperation consider PROGRAM EVALUATION as a priority
concern?

2. How willing are CIDA's partners to actively participate in developing
and initiating an approach to coordinated evaluative research?

3. In the event of a positive response to this CIDA proposal, what
would be the resource availability, for training and/or participation

in EVALUATIVE activity?

4. What would be the nature and scope of assistance required from

CIDA, if any?

E.A. Tracey
October 22, 1975
Evaluation Division
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Evaluation Work at the World Bank 

In the model of an investment bank the World Bank has traditionally
given great attention to the viability of the projects it supports and it

has normally taken a much stronger interest than the typical cormnercial

bank in following them up. After approval of a loan, the Bank follows

projects by means of a supervision system which consists mainly of periodic

p field visitsby_headaditers staff and analysis of data abou project
progress regularly submitted by the borrowing entity. Supervision is car-

Sried out entirely by the operating departments which were responsible also

for original preparation and appraisal of the projects. Sometimes super-
vision has tended to be rather perfunctory or too narrow in scope, but at

ir its best it has provided valuable technical advice to the borrowers and

assisted them in negotations with other parties as well as providing
satisfactory control of expenditures out of Bank funds. Moreover the

supervision system has resulted in the experience of earlier projects
being brought to bear to a considerable extent in the preparation and

appraisal of new projects.

Hoqever, apart from some recent exceptions, active project super-

vision has very seldom been carried beyond the stage at which loan dis-

bursements have been completed. Where this has been done, mainly in
connection with follow-on loans to the same entity, full analysis has
not been made of the extent. to which all the various objectives of the

o-lniInapr-J-ec were -tii-eved the reasons for departures and the
effective economiic validity of the investmant. In the mid- 1960s a
thorough revie; of th Bank' s supervision systm led to the conclusion
that a certain amount of work of this type, on selected projects, would
be useful, mai nly for the rpose of helping to improve the methoology
of investmer't appraisal. A small progrm of this nature was int-i ated in
the Bank's then Economi-cs Department. The first result was the well-known
study by Herman va der Tak and Jan de Weill.e, "Reappraisal of a Road
Project in Tran," completed in 1967 and publi shed in 1969.1/ The same
program eventually resulted in a number of other studies on individual
projects which appeared in 1970-72.f

1/ World Bank Staff Occasional Paper No. 7, published by Johns Hopkins
Press, Baltimnore

2/ Principally: Richard Manning, "An Economic Evaluation of Irrigation
Rehabilitation Projects in Mexico" (BRD Report No. EC-180, September
1971); Arturo Israel, "Reapprai-sal of a Railway Project in Thailand"
(IBRD Working Paper No. 132, 1972); Graham Donaldson, "The Consequences
of Farm Tractors in Pakistan: An Evaluation of IDA Credits for Finan-
cing the Mechanization of Farms in Pakistan 1966-70" (1973); Paul Duane
and Deepak Lal, "Reappraisal of the Purna Irrigation Project in India"
(1973). The first two have been published in cyclostyled form, under
the reference numbers given, while the last two remain at present at
the draft stage.

NOT FOR PUBLICATION
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Late in 1970, after considerable deliberation, the President of the

Bank decided to set up an Operations Evaluation unit whose sole function

would be to evaluate Bank operations, inthe broadest sense. The new unit

was to be located in the Programming and Budgeting Department which 
acted

in many ways as a kind of secretariat for the President and which, although

not responsible for operational work, was nevertheless heavily involved in

the programming and planning of the Bank's future operations. 
The aim was

to provide a more systematic and comprehensive review 
of Bank operations

and their contribution to development than had been available in the past,

in order to meet two needs -- the need to learn as much as possible from

experience and the need to demonstrate accountability for funds utilized.

It was envisaged that it would take five years of experiments to develop

sound procedures. The experiments started in January 1971 with two efforts,

one a major comprehensive study of all that the Bank had done in connection

with the development of Colombia since the start of operations in 1948,

and the other a more limited one of the extent to which loan objectives

had been achieved in ten power utilities to which the Bank had been lending

for a number of years.

At the same time as this evaluation work was getting started the

Bank was giving greater emphasis to regular project supervision. in-

creasing amounts of manpower were devoted to it. More importance was

attached to regular schedules, providing for supervision missions every

three months or six months as the case might warrant. Efforts were ini-

tiated to express more of the agreements reached in loan negotiations and

project objectives in the form of quantitative targets against which actual

performance could be closely measured during project supervision. Moni-

toring systems to generte informaion reflecting the extent of achieve-

ment of these targets began to be established in a more elaborate way.

Attention began to be focussed less exclusively on the sheer progress of

constructionandof loan disbursements, Another improvement was to re-

introduce, as a standard practice, preparation by the operating departments,

upon completion of disbursements, of Project Completion Reports analyzing

as far as possible at that stage, the extent of achievement of project

objectives, problems encountered and the lessons that project implementation

yielded.

Even the more systematic evaluation work has not been confined to

the special unit in the Programming and Budgeting Department. It was from

the start explicitly recognized that some work of an evaluative nature

would continue to be done by the central economic staff of the Bank.

Methds and approaches for solution of economic problems would often be

the subject of their studies, and analysis, full or partial, of experience

under past Bank-assisted projects could be one useful component of such

studies. A case in point is the African Rural Development Study which the

Bank's Economics Department has had underway for a year or so as a means to
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improve understanding of, and develop better approaches for coping with,

the whole problem of poverty in rural areas; this study consists mainly
of ex-post reviews of a number of projects including, among those which

were financed with assistance from the Bank, the Lilongwe Project in

Malawi and various agriculture credit projects in Kenya. Evaluation work

essentially oriented to improvement of analytical methods and approaches

has also been underway in some ofthe technical operating departments.

For instance the DFCs Department has a program of Special

Studies involving intensive cost-benefit analysis of quite large samples
of industrial projects financed by IBRD loans to development banks in

various countries and designed in large part to help the banks to improve
their own project appraisal techniques. The Education Department has put
special emphasis on the need to develop better methods of targeting and
measuring qualitative improvement in education systems via the financing
of projects; a small review of a recently completed project in Ethiopia
has been carried out and further reviews are envisaged under a special
research project.

The Operations Evaluation Division

By contrast with the studies just described the work of the
Operations Evaluation Division in the Programming and Budgeting Depart-
ment is designed only incidentally to improve analytical methods. Its
first purpose is to assess, from an independent stance within the Bank,
the performance of the Bank and the extent to which the objectives of
individual Bank operations have been accomplished. Second, it is intended
to identify any patterns of problems arising, so that Bank policies, prac-
tices and procedures m av in the future be improved. Third, it is intended
to identify and develop specific suggestions for such improvements.

The Division's program of studies is worked out directly with the
senior managecent of the Bank. Follorwing the Colombia and Power Reports,-
which were discussed in the Bank's Board in the middle of 1972, the Division
started a new program including quite large comparative evaluative studies
of highway projcts ad of lending to DECs, each in a few selected countries,
and a number of briefer reviews of iniividual projects in various sectors
and couatries, most of themcompleted about five years ago. This program
is nearing completion and a number of individual project studies have
already been issued.2/ The program for the coming fiscal year (1973/74)
envisages further comparative studies of projects in different countries
and also a start on a new type of study, namely a standard audit, about

1/ "Bank Operations in Colombia - An Evaluation" (May 1972) and "Operations
Evaluation Report: Electric Power" (March 1972).

2/ "Summary Audit of Costa Rica First Highway Project" (October 1972), "Audit
of Early Power and Telecommunications Lending to ICE (Costa Rica)" (October

1972), "Summary Audit of First Trinidad & Tobago Power Project" (January

1973), "Audit of Botswana First Highway Project" (April 1973).
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one year after completion of loan disbursements, of the extent of achieve-

ment of project objectives and of the reasons for shortfalls. It is now

planned to subject each project financed by the Bank to such an audit,

beginning with those for which loan/credit disbursements were completed in

FY1973; the extent of such study is expected to vary greatly among projects

depending on the complexity of objectives established and 
the problems that

arose in execution. The two main evaluation studies for the coming fiscal

year are review of past Bank lending for agriculture credit 
to farmers and

ranchers, and a study of the extent to which managerial and technical inno-

vations introduced in Bank-assisted projects spread beyond them (so-called

'spread' or 'demonstration' effect).

The Division's work program is carried out entirely by the Division's

full-time staff and periodic consultants, except that members of other Bank

departments sometimes contribute a few weeks or a few months 
for a special

assignment. However, care is taken to ensure that a project is never reviewed

by anyone who was closely associated with its original appraisal or prepara-

tion in the Bank. On the other hand, considerable effort is naturally made

to discuss projects and the evaluative interpretation of them with those on

the operating side of the Bank who were concerned with them, and the comments

of the operating departments are solicited and carefully considered before

finalization of any report. The Opcrations Evaluation Division now has a

permanent staff of some 23, including about 8 professionals, 9 research assis-

tants and 6 secretaries; about half the manpower is devoted to individual

project studies or audits and half to major evaluation studies. The Division

recruits specialized indiiuals as consultants and has also contracted a

number of studies -- principally concerning project impact in small regions

-- with rescarch institutes in the developing countries where projects are

being studic. The links with local research institutes, which have

worked with varying degrees of success, have been the principal means of

active involvement of borrowing countries in the Bank's evaluation work,

although all studWs and the plans for them are naturally discussed quite

fully at an early stage with the responsible Government authorities.

The Division has no agreed formal method for carrying out its

various types of review. There is rather a basic set of questions and

experiments have been made oith a variety of different ways of approaching

answers. Imagination and experimentation remain the key ingredients.

The principal questions considered can be listed in ascending

order of complexity. They apply equally to capital projects and to tech-

nical assistance projects (which for the Bank means mainly planning and

institution building components of capital projects):
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1. Implementation: Was project fully completed, on time,

and within cost estimates? ?

2. Compliance: Did borrower, Government, consultants, etc.

JA comply with loan covenants and related agreements and contracts?

3. Financial Performance of Borrower: Have targets or pro-

a& jections been fulfilled?

;0 4. Institution Building: Have agreed or expected reforms in

policies and structures been carried out?

All, 5. Economic Ana ysisa Iave appraisal projections on markets,

V uoutputs, costs etc. ebn realized?

6. Economic Reappraisal: How does the roject compare retro-

spectiveiy witn wnat wou ave nappeneA aAit -ot eI§tender-

taken oJ something elsebeen-done? { *

7. Bank ContritbTion- What difference did the Bank make to

the project?

Each of these questions about achievement of objectives and the corollary
ones of the 'if not, why not?' type may be treated either narrowly or
broadly, concentrating attention mainly on the individual project and

the executing agent or, at the other extreme, trying to see the project

to the greatesL possible extent in its full country context. The breadth

of context chosen also affects the range of alternati-e-s envisaged in con-

sidering whether original project objectives were-tne best they could have

been.

While these questions have been the main ones pervading our work

we have grouped Bank operations in different ways in different studies

and this has naturally resulted in varying emphases. For instance, the

grouping of projects by country tends to concentrate attention on matters

such as projecc selection, lending strategies, inter-relations between

lending activities and policy advice, inatitution building efforts.

Grouping of projects by sector, taking cases in different countries or

regions of the world, focusses attention more on technical issues con-

cerned with that particular type of lending, including specific imple-

mentation and compliance problems. Selection of projects for study

according to some guiding theme, such as the demonstration effect men-

tioned earlier, naturally concentrates attention on the theme in ques-

tion. When we intend seriously Lo review institution building achieve-

ments we find it essential to cover the whole series of loans made by
the Bank to a particular entity or sector in a country.



-6-

We have not come to any strong conclusion as to the superiority

of one way of grouping projects over 
others; it depends in part on the

issues or aspects which it is desired to emphasize. From the cost point

of view country studies have a 
marked advantage, mainly because 

all the

overhead of country background 
for each project is common; linked studies

of projects in different countries are, on the other hand, particularly

costly and difficult to manage, 
because of the multiple country 

backgrounds

to be covered, logistical problems, and time required for contrast 
and

comparison, Including all costs 
such as office space and staff 

benefits

as well as salaries and travel , the Colombia 
study cost about $660,000.

Part of this was spent on deeper review than is normally 
possible of the

country's oerall situation and the Bank's relations 
with it; dividing

the total costs, however, by the number of projects covered 
fairly fully

(33) yields an average of 020,000. Our individual project studies, which

have generally been less intensive than those underlying 
the Colombia

report, have cost between $10 000 and $30,000, depending on complexity

and technical expertise required. Total expenditures for the Operations

Evaluation Division have been running a little under 
$700,000 per year,

or about 0.6% of the Bank's total administrative budget.

Follow-UT to Evaluation Studies and Results

All tho reports of the Operations Evaluation Division try to

draw lessons or concluslons relevant to future operations of the Bank.

These are naturalv given most prominence in larger scale studies where

sufficent poncts hnvc been covered to warrant the assumption, at

least tentp ct n ethe conclusions have broad applicability. The

1easI prolect studies will need to be reviewed,

assembld and assigncd priority after a number of such studies have

bsen dne. Oanl ti eid 1 it be possible to follow up their implemen-

tation,

it is too eary to be at all definitive about the effect of

the Bant' s evaluato e tudies, In some quarters they have been received

well and in others vuiae badly, but even when received badly they may

have had signiicnt lect on operations. Evaluation studies are

naturally only one source, among many, of ideas about needed changes in

policies and lractics. u enco even when changes are visible it is hard

to identify exactly tne ole of the evaluation report. Nevertheless it

is quiti clear that tne principal reports produced 
so far have had some

effect, not in changinh basic directions but rather in reinforcing 
and

accelerting existing trends, at various different levels -- for instance,

plans for future lending to the entity in question and the emphases to

be made in such lending; areas of concentration for operating department

missions and possible advice to country; orientation and policie for re-

search in connection with Bank policy, for instance on land reform and

various policy questions in the electric power 
field; and, more generally
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-- possibly most important and least identifiable -- operating depart-

ment personnel taking account of the lessons derived in evaluation

reports in the execution of day to day lending administration.

In a few months' time it may be possible to be more conclu-

sive as to whether or not evaluation report reconmendations are

having any effect on Bank practices. Under the follow up procedures

established for the main reports, the operating departments are

requested to prepare, following Board distribution of each report,

detailed responses outlining what they are doing or plan to do in

implementation of each recommendation or, if they do not agree, the

reasons for such disagreement. These responses are discussed with

the Operations Evaluation Division before being finalized, so as to

make sure that there are no problems of sheer misunderstanding. About

one year later it is the responsibility of the Operations Evaluation

Division to prepare a report to management going over each and every one

of the original recommendations and commenting on its fate, the extent

of inlementation and further action needed. Discussion of recommuenda-

tions with the operating departments has been a significant part of

our work during the past year and preparation of the proposed 'closing

reports' on the Colombia and Electric Power evaluation reports will be

important jobs during the coming year.

Conclusions and Some Dilemas

Now shout h wav through the five-year pilot period we feel

we have def ine-d rswell the questions that need to be answered

and we ae n in trying to answer them for projects and

oter praaary wide variety of fields. We have not, on

the other hand, iched standard procedures which now need only to be

appli t o a ager s of Bank activities; the program remains ex-

perimEntal n na ure

A perennial dilemma in the selection of projects for evaluation

is between ld ones, on which there is sufficient operating experience

after construction that results can be fairly fully and categorically

defined, ad ne smre representative of current policies and

procedures wi th regard to project selection and appraisal; to exaggerate

slightly, studies of older projects may lead to results that tend to be

irrelevant, however definitive, while studies of newer projects may lead

to results that are highly relevant but still quite disputable. Older

projects can also be very costly to study due to difficulties in digging

up the data. On the whole, our tendency has been to move toward more

recent proje cts, i-aong those for which loan/credit disbursements are

fully completed. Early project benefits, which anyway often dominace

in discounted cash flow analyses, can generally be defined within a year

or two of completion of construction.



With the recent decision 
to provide the Executive 

Directors of the

Bank With an audit report on 
every project within a year or so of final loan

disburseients, we are moving 
toward a comprehensive 

integrated system. To

the early stages of the 'Project Cycle' -- identification, preparation,

appraisal and loan negotiation -- post-construction additions 
have been made

in the forn of the standard audit and possible subsequent 
evaluation, while

the key middle stage of supervision during 
construction is being substan-

thally trensthned by greater 
emphasis on it in manpower 

allocation, by

introdrction of built-in 
monitoring systems and 

by institution of the

irodeCu Copletion Report. 
It is envisaged that the monitoring 

data

together with the Completion 
Reports will be drawn on heavily so as to

toig ith the Costs of the standard audit, without jeopardizing its in-

dern dron the in turn will leave more resources available for evalua

tiod senne while the Operations Evaluation Division's responsibility

for the standard audit will help it to identify projects and 
topics that

most need to be taken up in evaluation studies.

Probably the most difficult problem which confronts the Bank's

evaluation effort is in the treatment of institution building objectives.

Iaacemont-.npro-vemnt. i s often given great emphasis in connection with

anagprec imrvmanagemsent deficiencies often take a large part of the

blac or disappointing performance of projects. But we have not yet

Sue. cCo is apping to grps in a satisfactory way with management and or-

cd in caon t rop in'lysis of the past it should be possible to

anizional problemss a s to the roots of the problems and how

come p wi-- been overcome. But we are faced with a great paucity of

inh lvts for coping with these problems.

/ -Ioui h _o some~ degr-e a by-product of the overall effort, the

Altogh regarding possible improvenents in Bank policies

ugetin wh eme r in our opinion very important. Equally we

and ro durs tae y liould receive full consideration, But we are

not ncerne t ty shoud which it is appropriate for the 
Operations

n ,o tj al s o tn point o them. Leaving them in general terms may

Stvluann tion oneratiub departiments to develop better specific solutions

themulavc5th preparing them in fuller detail, on the other hand, can yield

ah Pves; pr pla ite dicussion can be based and against which progress

a pac evncnth en be measured. On the whole our conclusion is that many

Of thi eveomntcabemsu in the reports that we have done so far were not

oufficiently precise or fully developed and have as a result been quite

offte misundesteood. ence we have been elaborating some of them and our

generol intention is to develop important recormendations in greater oper-

ational detail in the future.

Another problem which me confront in all evaluation work is to get

the balance between breadth and depth. 
Whether the principal purpose

of the study is countability or derivation of lessons for future application,

of te stdy i accuntaIy
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it is important that the underlying project base of the study 
be sufficiently

large that readers cannot easily discount 
the conclusions on grounds the

sample is biased or unrepresentative. On the other hand coverage of a very

large number of projects rmay simply lead to superficial treatment of them

all. We are constantly stIriving to develop approaches which enable adequate

emphasis on a few projects which raise important problems 
or seem likely to

yield important lessons, while at the same 
time covering, with briefer stu-

dies, a much larger nmber of projects; this seems the most productive allo-

cation of the relatively small amount of manpower which it is worthwhile

devoting to evaluation and audit functions.

May 1, 1973



April 12, 1976

Mr. Ralph Getz
GAS
Of'ice of Evaluation Coordination
Poom PAR-329
1735 Eye St., 1TW
Washington, D.C. 20006

Dear Mr. Cetz,

Mr. Willoughby, now away from Washington asked me to send

you a copy of the attached paper entitled "Standards and Procedures

for Operations Evaluation in the World Bank" and to say he hoped you would

find it useful.

Yours sincerely,

A. G. Arceo
Secretary to Mr. Willoughby

Attached a/s



For consideration on
March 23, 1976

R76-58

FROM: The Secretary March 17, 1976

REPORT OF CHAIRMAN, JOINT AUDIT COMMITTEE
"STANDARDS AND PROCEDURES FOR OPERATIONS EVALUATION"

Attached is a report of the Chairman, Joint Audit Committee on the

draft statement of the Director-General, Operations Evaluation, "Standards

and Procedures for Operations Evaluation" (R76-57) which is scheduled for

consideration at the meeting of Executive Directors on Tuesday, March 23, 1976.

Distribution:

Executive Directors and Alternates
President
Senior Vice President, Operations
Executive Vice President and Vice President, IFC

President's Council
Directors and Department Heads, Bank and IFC
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March 23, 1976

R76-57

FROM: The Secretary March 15, 1976

STANDARDS AND PROCEDURES FOR OPERATIONS EVALUATION

Attached hereto is a memorandum dated March 15, 1976 from Mr. Weiner

transmitting the revised text of his memorandum of February 18, 1976 and of

the draft statement of "Standards and Procedures for Operations Evaluation

in the World Bank"(SecM76-103). The textual revisions are the outcome of

the review of the draft carried out by the Joint Audit Committee on

February 26, 1976.

Distribution:

Executive Directors and Alternates
President
Senior Vice President, Operations
Executive Vice President and Vice President, IFC
President's Council
Directors and Department Heads, Bank and IFC
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THE WORLD BANK
Washington, D.C. 20433

U.S.A.

Office of Director-General
Operations Evaluation

March 15, 1976

Memorandum to the Executive Directors

Subject: Standards and Procedures for Operations Evaluation in the
World Bank

The Joint Audit Committee reviewed on February 26, 1976 the
draft Standards and Procedures for Operations Evaluation in the World
Bank (SecM76-103) which was distributed to the Executive Directors on
February 19, 1976. At the conclusion of that review, the minutes of
which are being distributed separately, the Committee requested that
the Director-General propose to the Board amendments which would reflect
the principal comments of the JAC on the February 18 draft. A revised
text is submitted herewith to the Executive Directors for their con-
sideration. For ease of identification, the amendments which are pro-
posed are shown as line-in line-out modificationsof the original text;
additions are underlined and deletions are scored.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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THE WORLD BANK
Washington, D.C. 20433

U. S. A.

Otffie of Di ro I r-General March 15, 1976
Operations Evaluation

Memorandum to the Executive Directors

Subject: Standards and Procedures for Operations Evaluation in the

World Bank

During the Board discussion of the Bank's Operations Evaluation

work on October 29, 1975, I was asked to prepare a draft statement of

standards and procedures for consideration by the Executive Directors.

The statement is attached. It outlines Bank operations evaluation objec-

tives and procedures substantially as set out for the October meeting

and modified during that discussion.

Several Directors said they thought the Board should become

involved more systematically in the Bank's operations evaluation system

and asked that the statement indicate how this might be done. The paper

attached outlines a procedure, suggested during the October discussion,

whereby the Joint Audit Committee would select those major operational

problems or policy issues raised by findings of Operations Evaluation

Department (OED) reports which in their view warranted discussion by

the Board; the Executive Directors would meet informally for this purpose

as a Committee of the Whole. Other alternatives were also suggested.

One would be for selected evaluation findings to be discussed informally

in the Joint Audit Committee, with all interested Directors attending.

Another alternative would be to establish a sub-committee of the Joint

Audit Committee, or a new Committee of the Board, to consider the Bank's

operations evaluation findings. The procedure proposed appears to be

most responsive to the wish of many Directors to be part of any discus-

sion of evaluation findings and follow-up and to have these discussions

conducted with maximum informality and freedom, with management attending

and participating as appropriate.

As regards individual projects, the operations evaluation system

described in the attached statement rests on the twin premises of compre-

hensive project performance auditing and self-evaluation by Bank staff.

Comprehensiveness has sometimes been questioned as being unjus-

tifiably costly for the benefits perceived and therefore better replaced

with a selective approach to assessing Bank project experience. A selec-

tive approach is, of course, feasible. However, as Bank projects are not

standard but tailored to the particular needs and circumstances of specific

countries, selectivity would imply only limited review of experience and

limited accountability for results. As concern about cost is certainly

warranted, what is proposed is a system which embraces all projects, but

flexibly. The operating departments would complete the active super-

vision cycle with a completion report on each project, with the effort

to answer standard questions varying as appropriate for each project.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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Comprehensive coverage by' the operating departments would permit the
Operations Evaluation Department to end its recent practice of preparing
thorough Project Performance Audit reports on most projects. The OED
would henceforth review all project completion reports for comprehensive-
ness and consistency before transmitting them to the Board but be
rigorously selective in its more thorough review of individual projects.

Reliance upon self-evaluation is a principle of fundamental
importance. With clear understanding of what is expected of them, most
Bank staff can be expected to be no less constructively critical of
Bank experience than they are now expected to be constructively critical
of borrowers. Indeed, emphasis on self-evaluation would ensure that
evaluation lessons are learned and absorbed into operations as fully and
quickly as possible. Rejection of this principle would mean acceptance
that the Bank as an institution and Bank staff as individuals are in-
capable of learning from experience and that any remotely adequate
operations evaluation system would therefore require a very much enlarged
and steadily expanding Operations Evaluation Department. There is scant
evidence to support the need for such an approach. The Bank's self-
evaluation activities would, of course, be tested periodically by the OED
to ensure that adequate standards are, in fact, observed.

The proposed approach and the attached statement on the subject
h are new recom-
mended to the Executive Directors for their consideration. The statement
will be updated from time to time as evolving evaluation experience
requires; comments on it are invited at all times, especially from audit
and evaluation authorities of member governments. It has been considered
and endorsed by the Management.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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March 15, 1976

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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STANDARDS AND PROCEDURES FOR OPERATIONS

EVALUATION IN THE WORLD BANK

1. This document sets out the standards and procedures for operations

evaluation work in the World Bank. 1/

I. Introduction

2. One of the basic purposes of evaluation in any organization is

to measure how far operational programs and activities are producing the

desired results, and how efficiently, and to feed the information back

into the formation of new directions, policies and procedures. Tension

can arise between the reporting dimension of evaluation, for purposes of

accountability, and the learning dimension, to assist management; the

one requires full independence from management for greatest credibility

and the other, full integration into management for quickest absorption

of useful lessons. Experience in other organizations has shown that the

evaluation function has sometimes been too closely linked to particular

levels of management, with consequent constraints to its freedom in

reporting and originality and imagination in lesson-learning; while, in

other cases, it has sometimes been too distant from appropriate levels

of management, leading to insufficient practical focus and lack of impact

where that matters most if evaluation is to improve future programs. The

correct position is hard to establish and maintain.

3. The World Bank, as an organization of international cooperation

for development, has particular features which have to be taken into

account in considering the appropriate structure of evaluation. It has

major resources - those it lends and those it spends for administrative

1/ These standards and procedures reflect current practice or intent.
They will be revised from time to time as evolving evaluation
experience requires.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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purposes - for which important allocative decisions have to be made.

It has a complex decision structure in which decisions on Bank policies,

budgets, and lending and borrowing commitments are made by the Board of

Executive Directors; recommendations on these matters and major adminis-

trative decisions are made by the President; and day-to-day operational

and administrative decisions are delegated down the whole structure of

management. Moreover, since the objective of the Bank's lending is not

simply to transfer resources but to support purposeful problem-solving

in member countries, the ultimate outcome of its operational decisions

depends mainly on actions by the borrower. Thus, evaluation for the

World Bank has to be concerned with activities at different levels of

both the Bank and its borrowers and be responsive to the concerns of

each.

4. To meet the particular needs of the World Bank, a separate

operations evaluation unit was first established by the President in late

1970. Since then, the President from time to time has reviewed with the

Board of Directors the evolution of this function and its place in the

organizational structure. After such a review in late 1974, the Execu-

tive Directors decided to establish a new post of Director-General,

Operations Evaluation. Appointees to this post would have rank equivalent

to that of a Vice President, hold office for renewable terms of five years,

be removable only by the Executive Directors and be ineligible for subse-

quent appointment or reappointment to the Bank Group staff except in

unusual circumstances. In 1975, the Executive Directors selected as

the first incumbent a senior officer of the Bank. These arrangements were

designed to ensure familiarity with the problems of development and the

This document has a restricted distribution and may be used by recipients only in the performance

of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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operations of the Bank, while providing for the constitutional indepen-

dence deemed necessary for this function.

5. The Director-General is responsible for appraising and reporting

on the adequacy of the Bank's operations evaluation system and conducting

independent reviews, on a selective basis, of operational programs and

activities to determine whether the objectives of these programs are

being realized and how they might be made more effective, efficient and

responsive to the needs and concerns of member governments. He is not

concerned with the functions of the Internal Auditing Department,-

although he maintains continuing contact with its Director on matters

affecting the effectiveness and efficiency of the Bank, nor with the

functions of the External Auditor who is appointed by the Executive Direc-

tors to examine and report on the annual financial statements of the Bank

and its affiliates.

II. The Bank's Operations Evaluation System

6. In accordance with the basic principle that, for most effective

learning and impact on future operations, evaluation should be carried

out by those directly involved in the activity, most of the Bank's

operations evaluation activities are of a decentralized and self-

evaluative nature.

1/ The Internal Auditing Department furnishes Management with periodic,
independent appraisals and audits of financial, accounting, adminis-
trative and other activities. Its principal responsibilities include
(a) determining the soundness, adequacy and application of systems
and procedures and related internal controls and promoting effective
control at reasonable cost; (b) determining the extent of compliance
with prescribed policies, plans and procedures; (c) determining the
extent to which the Bank assets are accounted for and protected from
all losses; (d) determining the reliability and validity of significant
accounting, financial and other data used by Management; and (e)
recommending improvements to strengthen internal control, improve
administrative efficiency and to eliminate the wasteful use of
reggurces,

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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Project Supervision

7. The Bank's elaborate project supervision system, covering all

Bank-financed projects under execution and supplemented by findings of

Bank country economic and sector work, has long been the principal con-

tinuing means for the Bank Lo learn from its operating experience. The

supervision system consists of regular borrower reporting, regular field

visits by Bank staff, regular middle management review of progress in

solving implementation problems, a semi-annual review by senior manage-

ment of the status of the more serious problem projects and an annual

general discussion of problems in project implementation. Operational

staff bring supervision findings to bear in the planning and implemen-

tation of future Bank operations. Experience gathered through super-

vision is also periodically assembled and :nalyzed by the Central Projects

Staff in their continuing overview of the Bank's functional policies and

programs in the sectors to which it lends.

8. Project Completion Reports (PCRs). To further reinforce self-

evaluation by the operating departments of the Bank, to facilitate dis-

semination of the lessons learned and to help meet the needs of account-

ability to its shareholders, the Bank requires that at the conclusion of

active project supervision, Project Completion Reports be prepared by the

responsible operating departments for all projects assisted by the Bank

and IDA, normally within six months of the completion of loan/credit

disbursement. Standard instructions to Bank staff now provide that twelve

months before expected completion of disbursements, the Bank advise the

borrower of the information that should be prepared for this purpose.

Bank officers responsible for PCRs also solicit the views of other Bank

staff members who have been concerned with the project and systematically

This document has a restricted distribution and may be used by recipients only in the performance
of their offcial duties. Its contents may not otherwise be disclosed without World Bank authorization.
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review the relevant Loan Negotiation and Administration files (including

all key documents relating to the project before and after loan signature)

from the Bank's central archives. Some Loan and Credit Agreements now

reflect understandings with borrowers that the local project director

prepare such a report when project implementation nears completion.

9. A Project Completion Report, which may be said to represent the

culmination of regular Bank supervision of an individual project during

implementation, reviews comprehensively the extent to which the objec-

tives and expectations, on the basis of which the loan/credit was approved,

have been or show promise of being achieved. It examines the reasons for

deviations from plans and attempts to assess their significance frankly.

Its purpose is not to record a comprehensive history of the project, but

to consider candidly, in the light of what actually happened up to that

time, whether in retrospect the project was worth doing and what lessons

are to be learned from this experience. The principal questions that are

normally addressed, most of which are also addressed during project super-

vision, and the related "if not, why not?" questions, are the following:

L. Implementation: Was the project and its principal

components fully completed, on time, and within

cost estimates? Were final unit costs reasonable?

What changes were made during implementation, and why?

2. Compliance: Did the borrower and Government comply

with the loan covenants and related agreements and

contracts? Did the consultants perform as expected?

3. Financial Performance of Borrower: Have the targets

or projections, including self-financing of investment,

been fulfilled?

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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4. Institution Building: Were the project management

arrangements satisfactory? Have agreed or expected

reforms in policies and structures been carried out

and have such reforms been successful?

5. Economic Impact: Is the economic return to the project

likely to reach the expected level? If the PCR cannot

answer this question or offer meaningful comment on

likely benefits so soon after completion, when should

an economic evaluation of the project be scheduled?

6. Efficiency: Could similar projects be prepared, appraised

and implemented in future more quickly or economically

(to borrower and/or Bank) without undue risk to project

and sector objectives?

7. Bank Contribution: How does the borrower perceive the

Bank's involvement with this project? Was the Bank's

diagnosis of the borrower, sector and project problems

and the resultant definition of loan objectives and

covenants appropriate in retrospect? Did the Bank

influence the design or composition of the project during

preparation, appraisal or supervision and was this

influence constructive in retrospect? Has the Bank

learned the lessons of its experience, successful as

well as less successful, with this project?

8. Other considerations: Did the project have unintended

effects? Where relevant, was the distribution of project

benefits by region or income groups as expected?

Particular emphasis is placed on the project's economic and institution-

building objectives, and on the borrower's view of the project experience

This document has a restricted distribution and may be used by recipients only in the performance

of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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and the Bank's participation in it.

10. The PCR does not normally attempt to do more than identify

issues or, with respect to project expectations and objectives, to go

beyond those explicitly stated in the loan documents. They are selec-

tive in the depth to which particular questions are pursued and avoid

perfectionism of writing and presentation to enable the crucial, facts to

be brought out and the lessons to be drawn at the lowest possible cost

to the Bank.

"Built-in" evaluation

11. In an important further extension of the principle of placing

responsibility for evaluation close to the operations covered, the Bank

has taken important initiatives in recent years to build evaluation

explicitly into many of the more complex or experimental projects it has

been financing, with the specific purpose of monitoring results to permit

adjusting projects quickly in light of experience and facilitate their

replication as effectiveness is proven. More comprehensive attention to

"built-in" evaluation in Bank projects is being planned. The Bank is

also about to begin reviewing with individual member countries how best

they might establish a domestic evaluation function to review the

effectiveness of the Government's principal sector development programs

or, at a minimum, of the externally supported portions of these programs,

where this function does not already exist.

Other Evaluations

12. The Development Policy and Central Projects staff are beginning

to carry out systematic evaluation of the Bank's economic and sector work,

following reviews of this work in 1975. Bank operating efficiency is

-- assessed periodically by the Programming and Budgeting staff in connection

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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with their review of Bank wor.k programs and budgets, by the Organiza-

tion Planning staff when they review organizational matters, by the

Internal Auditing Department in the course of their continuing indepen-

dent examination of the systems and practices under their purview, and

by individual departments themselves. Evaluations of the Bank's overall

financial policies are prepared from time to time by the Finance staff.

An important part of the Bank's policy and research work is addressed to

evaluating Bank operational experience. The Bank's Research Committee

has recently begun systematically to evaluate the research projects

completed under its aegis.

13. The Bank's Economic Development Institute has always had its

courses evaluated by participants at the end of each course. It also

conducts a post-course evaluation program which consists of interviews

in selected countries and of questionnaires sent to a large sample of

the Fellows (former EDI participants). In most cases the interviewing

of Fellows occurs two to five years after their EDI course and is con-

ducted by non-EDI staff. EDI also receives constant feedback on its

effectiveness through reports by Fellows to their governments after they

have returned home, and through government reactions to the Institute as

evidenced by their requests for courses and by the quality and quantity

of their nominations to the courses.

13a. The International Finance Corporation, like the Bank, has long

maintained a project supervision system by which all IFC projects are

reviewed regularly against the objectives defined for each project.

* Paragraph numbers will be appropriately amended in the final

version of this paper.

This document has a restricted distribution and may be used by recipients only in the performance
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It is based on periodic borrower reporting, field visits by IFCEstaff

when deemed necessary, and, regular internal management reviews of

results, problems and proposed solutions. IFC is developing plans to

evaluate IFC projects against selected broader development objectives.

III. The Operations Evaluation Department

14. The Operations Evaluation Department (OED) is the staff arm

of the Director-General. Its staff are selected by and responsible to
1/

him, take up whatever issN of policy, procedure or practice he desires~

and have unrestricted access to IBRD, IDA and IFC records and staff.

15. The principal functions of the Operations Evaluation Department

are:

(a) To assist the Director-General in making periodic

tests and assessments of the adequacy and effective-

ness of the Bank's operations evaluation system in

the light of the objectives and programs of the

World Bank;

(b) To carry out evaluation studies and operational policy

reviews (see para. 22) on subjects which the Director-

General determines to warrant examination in the light

of his assessment of the evaluation activities

described, n - e- ht-e-thei-fdgs, with

a view to identifying areas for improvement in Bank

policies and procedures and praet4ees their applications.

These subjects may include analyses of complaints by

member countries and clients about Bank operations

1/ See para. 35 for the role of the Executive Directors and the
Management in shaping the OED's work program.

This document has a restricted distribution and may be used by recipients only in the performance
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with a view to indicating how their recurrenceQ

in future operations may be prevented;

(c) To help the Bank encourage and assist member

countries to develop an operations evaluation

function, in particular by carrying out evaluations

of Bank-assisted programs jointly with member

country staff;

(d) To assess actions taken by the Bank in connection

with the findings of Operations Evaluation Depart-

ment studies, at an appropriate point after their

initial presentation, and report thereon to the

Executive Directors and the President;

(e) To help disseminate Bank operations evaluation

findings and the lessons emerging therefrom both

within the Bank and to the wider development

community.

To discharge these functions, the Department, without compromising its

independence, endeavors at all times to maintain close and continuing

contact with relevant Bank staff so that their views are adequately

considered and discussed in OED reports, the analyses and findings of

these reports are adequately understood, and the Department is informed

of Bank responses to these findings. W

While the Department h does not issue

instructions and has no involvement in implementing particular practices

and procedures, its work is aimed at reaching specific conclusions and

pointing to necessary directions of change, and subsequently reporting

to the Executive Directors the Bank's responses to its findings.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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Project Performance Auditing

16. The Operations.Evaluation Department gives particular atten-

tion to the Project Completion Reports. It carries out a limited review

of all and a thorough review of a selected few, because their coverage

of all completed Bank-financed projects makes the PCRs the basic element

in the Bank's evaluation system and the source of the earliest systematic

information about the actual or probable results of Bank assistance.

The constant flow of up-to-date information from PCRs also helps identify

what deeper evaluation studies are needed and contributes important case-

material to such studies.

17. PreparingProject Performance Audit Reports. Bank staff

assigned to write PCRs consult about the issues they intend to focus on

with the relevant OED staff. For this purpose, OED staff review the

documents submitted to the Board - the appraisal report, P'resident's

report and legal documents - the transcript of Board discussion, and

the borrower's completion report and/or the Bank's most recent project

supervision report. The purpose of this early contact is to anticipate

questions and thereby minimize the need for later supplementary work.

OED later reviews the draft PCR for comprehensiveness and consistency

against the background of the above-mentioned papers and discussions,

and then prepares a brief Project Performance Audit Memorandum describing

the tests it has made, conveying its overall conclusion on the project's

success or failure and drawing attention to any lessons of wider

relevance that emerge.

1/ The Project Performance Auditing system described here refers
only to IBRD and IDA projects. It does not include IFC projects,
which are handled differently by IFC, and for which evaluation
and reporting arranements appropriate to IFC are being discussed.

This document has a restricted distribution and may be used by recipients only in the performanceof their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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18. The Project Performance Audit Report, consistino thi

Memorandum with the Projects Department's PCR attached, is then

circulated for comment to the responsible Bank departments and other

staff who have been principally concerned with the project over its

life, and shortly thereafter to the borrower and his 
Government - the

Ministry of Finance, Economy or Planning, as appropriate, and the

Government's evaluation unit if one exists - with copy to the Executive

Director concerned, and to any other entities substantially referred

to in the report, such as co-lender or consultant firms. This

solicitation of borrower comments, which may include a brief visit by

OED staff to the country concerned, is considered a very important

part of the project audit procedure. Comemnts received are given close

consideration, with further research as necessary. After the operating

department has dealt with the comments on its PCR and 
the OED has

ensured that all substantive points have been adequately treated 
in the

1/
Audit Report, the report is finalized and submitted to the Director-

General who, after confirming that Bank management and staff have no

further comment, releases it to the Executive Directors and relevant

Bank staff.

19. While these are the standard procedures for preparing project

audit reports, particular projects may be selected by the OED at any

stage for random checking, or because of the importance of the issues

raised by the project or because of questions raised by commentators

about the project or the Bank's participation in it. In such cases,

after receiving the PCR, the OED conducts an independent review,

1/ See paras. 25-28 on Reporting Standards

This document has a restricted distribution and may be used by recipients only in the performance
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including independent interviews and review of project files, under its

own responsibility. The report produced is subject to the same commenting

and revision stages as described above. Not more than 20% and not less

than 10% of all projects is normally tested in these ways.

20. Disseminating Project Performance Audit findings. Early each

year, the DED prepares a Review of all Project Performance Audit Reports

issued since the preceding Review. The purpose of these annual Reviews

is to maintain a continuing overview of the Bank's project experience,

the major lessons of this experience and their implications for the Bank

and its members. An updated Concordance to Project Performance Audit

Reports is prepared periodically to permit ready access to the findings

of project audits on specific subjects.

21. To ensure that the findings of these reports are disseminated

effectively to Bank staff, the Central Projects Staff from time to time

review their implications with appropriate OED and Regional Staff in

seminars or special meetings arranged for this purpose. The Director-

General, the Senior Vice President, Operations, and the Vice President,

Projects Staff are informed of these discussions.

Evaluation Studies and Operational Policy Reviews

22. OED Evaluation Studies and Operational Policy Reviews are more

intensive analyses of particular subjects or issues of broad relevance to

the Bank's operations than is usually possible in the framework of Project

Performance Auditing. Evaluation Studies in the sense intended here

normally examine the impact of sets of projects, i.e., of Bank assistance

programs in a country, or countries, or in a sector, or sectors, and their

implications for Bank policies, practices and procedures. Operational

Policy Reviews examine the actual application of specific policies and

This document has a restricted distribution and may be used by recipients only in the performance
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procedures governing the management and administration of Bank lending

and technical assistance, which warrant study because they are of concern

or which merit examination as part of OED's program of testing self-

evaluation in Lhe Bank. Both types of study are concerned with the

efficiency and economy of prevailing programs, policies and practices

as well as their effectiveness in reaching desired results.

23. Evaluation Studies and Operational Policy Reviews normally start

with the preparation of a brief issues paper highlighting the key questions

as then perceived and outlining a preliminary time-phased study plan.

Comments are solicited from relevant Bank departments and borrowers who

may be involved in the study and from concerned Executive Directors, after

which the final study plan is fixed. The first major output, which

generally consists of draft case reports, is widely circulated for comment

to clarify facts and sharpen any differences of interpretation among the

parties involved. When most of the initial case reports have been completed,

the issues that have emerged and possible solutions to them are reviewed

to help focus the remaining work and ensure that the final report is

responsive to real operational concerns, which is its main objective.

Final reports are reviewed in the same way as project audit reports before

being circulated to Executive Directors and relevant Bank staff.

Follow Up

24. The Executive Directors and the President expect to be kept

informed of responses to the findings of these reports. To this end, OED

reports describe, to the extent feasible, staff reactions to their findings.

After an appropriate lapse of time, they are followed up by Closing Reports

which assess what has actually been done in connection with the points

raised earlier, with due account of the fact that the problems identified

may have been dealt with in ways quite different from those outlined in

This document has a restricted distribution and may be used by recipients only in the performance
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the original report. Ae-nee--ee4e -

eofenensn-ad tre-es-the-Be nkle --res penise-toee fenfnig

whieh-is- the -esponisibity-e- The results of OED's

continuina review of the Bank's response to evaluation findings are also

reported to the Executive Directors and the President in the Director-

General's Annual Report (see para. 33).

Reporting Standards

25. All evaluation and project performance audit reports should

describe precisely the scope, nature and extent of work done. Factual

matter should be presented accurately and fairly and authors must be able,

when called upon, to demonstrate the bases for the matters reported. Since

judgments have to be made on the basis of information of varying quality,

reports should indicate clearly the solidity of the foundations for

judgments reached.

26. Reports should present findings and conclusions objectively and

frankly, in language as clear and concise as the subject matter permits.

They should be fair and balanced, recognizing unusual difficulties or

circumstances encountered by those involved and acknowledging differences

in perspective whenever appropriate. Their purpose is to identify problems

and indicate how things might be done better in future, not to criticize

nor emphasize what might have been done differently in the past. They

should analyze the implications of noteworthy accomplishments or perfor-

mance above expectations as carefully as shortfalls, particularly when

management improvement in one program or activity may be applicable

elsewhere. They should identify and explain issues and questions needing

further study and summarize findings conveniently for ease of consideration.

This document has a restricted distribution and may be used by recipients only in the performance
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27. OED reports should indicate wherever significant pertinent

information has been omitted because it is deemed privileged or con-

fidential and provide justification for such omission.

28. Before final OED reports are issued, appropriate agencies of

member countries and Bank staff concerned are invited to comment on them.

Whenever such comments contradict the evaluation findings or conclusions

and are not, in the opinion of the evaluator, meritorious, he should

state his reasons for rejecting them. Conversely, he should drop a point

or modify a position if he finds the argumentation to be valid. Final

reports should draw attention to particularly significant points of

agreement with the parties involved in the operation and identify sig-

nificant points of disagreement which have not been able to be reconciled.

Final reports are issued by the Director-General simultneensay to the

Executive Directors and copied simultaneously to the President.

Staffing

29. Staffing decisions for the OED eenferm-te are made by the

Director-General within the framework of the normal policies and pro-

cedures governing all Bank Group personnel; staff are regular employees

of the Bank Group. The basic prerequisites are an inquiring, skeptical,

challenging mind; the ability to think systematically and rigorously;

an openness to new ideas and a sensitivity to the complexity and con-

straints of development initiatives. Staff may be drawn from inside or

outside of the Bank Group but, because of the nature of the work, most

staff normally transfer from assignments elsewhere in the Bank. Because

of the maturity and independence of judgment and breadth of development

experience required of the small OED staff, a large number of these staff

are fairly senior in the Bank. An assignment in the OED, which is normally

of some 3-4 years' duration, is considered an important broadening step

This document has a restricted distribution and may be used by recipients only in the performance
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in the career of Bank staff. From time to time, individual consultants

are also hired from outside the Bank for short periods to provIrf special

expertise.

30. Both the Department and individuals involved in any assignment

must maintain an independent, impartial attitude. All significant and

pertinent information must be collected and developed and given due

consideration in reaching conclusions, and authors must feel free to report

their conclusions completely, without fear of censure. Although they do

not necessarily have to be experts in the specific technical fields

involved, persons assigned to a particular study must collectively possess

adequate professional proficiency for the tasks required.

31. As part of its cooperation with evaluation units in member

countries on joint studies and in sharing experience, the Department

welcomes a limited number of staff from these units to work with it for

defined periods of time.

by-9EB-seaf f-w-ith -Bentk-a ee44- nd-b y- the-BietrGnriwt-h
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IV. Relationship with the Executive Directors and the axAjiment

32. The Executive Directors and the Management of the Bank, who

form a principal audience for Bank evaluation work, receive all QED

reports in the manner described above. Their early involvement in

significant developments in the Bank's evaluation system and follow up

on the Bank's responses to evaluation findings is provided for by the

established reporting arrangements, and by the continuing informal contact

maintained by the Director-General with the Executive Directors and the

Management, and by OED staff with Bank staff. The Director-General

maintains more formal contact with the Executive Directors by attending

all meetings of the Board of Directors and of the Joint Audit Committee

of the Board and with the Management by attending all meetings of the

President's Council.

33. Early each fiscal year, the Director-General reports briefly

on the findings of his continuing broad-ranging review of the adequacy

and effectiveness of the Bank's operations evaluation system in light

of the evolving programs of the Bank, the results of earlier evaluation

work by OED and others and the Bank's responses to the findings of this

work. After receiving comment from Bank management, he submits this

report to the Joint Audit Committee of the Board of Executive Directors,

which then forwards it, with any comments of its own, to the Board.

34. The Executive Directors meet formally to discuss this Annual

Report and the comments of the Joint Audit Committee to which they have

delegated responsibility, inter alia, for assessing the adequacy and

efficiency of the work of the OED.

35. The Joint Audit Committee (JAC) has a broad mandate for reviewing

the work and operation of the OED. It fulfills its responsibilities

mainly as follows:

This document has a restricted distribution and may be used by recipients only in the performance
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- it discusses with the Director-General his Annual

Report before transmitting it to the Executive

Directors;

- it recommends OED's draft annual budget and work

program to the Board, after discussion with the

Director-General and the Director of the Operations

Evaluation Department to ensure that the work program

is adequate and reflects particular Board concerns,

and receives from them during the course of the year

periodic verbal reports on the status of the agreed

program. OED's draft budget and work program will

first have been discussed informally with Bank manage-

ment to ensure that what is presented to the Joint

Audit Committee reflects particular Management concerns

and is consistent with the Bank's budget constraints;

- it screens OED reports to select those policy issues

or major operational problems which it wishes to

recommend for consideration by the Board;

- it reviews from time to time a small, representative

sample of OED reports with the authors to assess the

adequacy of their coverage, methodology and adherence

to the standards outlined above.

It is on the basis of this work over the course of the year that the

Committee prepares its annual assessment of the adequacy and efficiency

of the work of the OED.

V. The Annual Reporting Cycle

36. The Director-General and the Operations Evaluation Department

follow an annual work planning cycle which is related to the Bank fiscal

This document has a restricted distribution and may be used by recipients only in the performance
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year and the fact that the Joint Audit Committee's members are appQpmt'e

biennally on November 1. The main components of this reporting cycle

are as follows:

- the Director-General's Annual Report is discussed

by the Joint Audit Committee in September, to permit

the conclusions of this discussion to be included in

the JAC's annual report, which is normally issued

in October. This timing also allows the Management

and the Executive Directors to consider, in the light

of this report, what evaluations work they would like

to see initiated in the following fiscal year.

- the Annual Review of Project Performance Audit Results

is completed by OED early in the calendar year to

enable the Director-General to take its initial findings

into account in formulating OED's Work Program for the

forthcoming fiscal year.

- OED's draft Annual Work Program and Budget is presented

to the Joint Audit Committee in March, in time to be

incorporated in the annual budget of the Bank.

This document has a restricted distribution and may be used by recipients only in the performance
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Last October you asked me to propose a formal framework and

procedures to govern the future conduct of operations evaluation work

in the Bank. The paper b.efore you is my response to that request.

What it proposes reflects the considerable evolution of the Bank's

evaluation function in the past five .years, and provides for its

further development along lines discussed with you last October and

with the Joint Audit Committee last month.

I have had numerous conversations with outsiders in recent months

about evaluation work in the Bank, The most striking impression I

received was one of admiration, in some cases envy, of the supportive

atmosphere in which the evaluation function has developed in this

institution. Mr. Willoughby and his associates deserve the major

credit for the solid tradition of quality work that is widely acknowledged

and now taken for granted here. But this tradition could not have

developed as it did, with the independence and forthrightness that

reflect so well on the Bank, without the continuing support of this

Board and of the top management of the Bank.

If you approve the draft standards and procedures paper, some

new relationships will have to develop among the interested parties.

That will take time. But in light of the history to date, I firmly

expect that it will all fall comfortably into place fairly soon.

April 1, 1976



QUESTIONS ON "STANDARDS AND PROCEDURES"

Oues. 1: PCR - To what extent would the PCR assess the relevance of
the project objectives? (Page 6)

Ques. 2: Built-in Evaluation - How is the Bank going to review the
appropriate domestic evaluation machinery?

How is the Bank going to assist the Borrower to develop the
evaluation function? (Pages 7, 9, 15)

How is OED planning to include the participation of staff
from the evaluation agencies of the member countries?

Ques. 3: Evaluation of Bank-financed Research - Is the Research
Committee the right institution to evaluate the research
projects, which it has itself approved? (Page 7)

March 31, 1976
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Unit Responsible Activity Unit Resoosible Ac1tivAit

Auditor General InternalAucits Auditor General Interal AucIt

Time: Perianaudits of headquarters and Tirn 3-4 Year cycle fcr each of

field offices. 
field offices. Also pei3-c audito

Scope: Audit similar to that of DB ieaduarters.

internal audits. 
Scope: Audits of activities, expanses

to determine adequac' of controls a

procedures; compliance type audits

and operational audits.

- Operations et al Borrower Ex-Post Studies
The Operacions Department, with the

assistance of other de-artuents as

necessary, is responsitie :or assur-

ing that the borrower complies with

the contractual obligation to gacher

data or do a study.



For consideration on
March 23, 1976

R76-57

FROM: The Secretary March 15, 1976

STANDARDS AND PROCEDURES FOR OPERATIONS EVALUATION

Attached hereto is a memorandum dated March 15, 1976 from Mr. Weiner

transmitting the revised text of his memorandum of February 18, 1976 and of

the draft statement of "Standards and Procedures for Operations Evaluation

in the World Bank"(SecM76-103). The textual revisions are the outcome of

the review of the draft carried out by the Joint Audit Committee on

February 26, 1976.

Distribution:

Executive Directors and Alternates
President
Senior Vice President, Operations
Executive Vice President and Vice President, IFC
President's Council
Directors and Department Heads, Bank and IFC
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THE WORLD BANK
Washington, D.C. 2043

U.S A

Office of Director-General
Operations Evaluation

March 15, 1976

Memorandum to the Executive Directors

Subject: Standards and Procedures for Operations Evaluation in the
World Bank

The Joint Audit Committee reviewed on February 26, 1976 the
draft Standards and Procedures for Operations Evaluation in the World
Bank (SecM76-103) which was distributed to the Executive Directors on
February 19, 1976. At the conclusion of that review, the minutes of
which are being distributed separately, the Committee requested that
the Director-General propose to the Board amendments which would reflect
the principal comments of the JAC on the February 18 draft. A revised
text is submitted herewith to the Executive Directors for their con-
sideration. For ease of identification, the amendments which are pro-
posed are shown as line-in line-out modificationsof the original text;
additions are underlined and deletions are scored.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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THE WORLD BANK
Washington, D. C 204 3

Offfke "t Die("r-Ge"e"aI March 15, 1976Operations Evaluation

Memorandum to the Executive Directors

Subject: Standards and Procedures for Operations Evaluation in the
World Bank

During the Board discussion of the Bank's Operations Evaluation
work on October 29, 1975, I was asked to prepare a draft statement of

standards and procedures for consideration by the Executive Directors.

The statement is attached. It outlines Bank operations evaluation objec-

tives and procedures substantially as set out for the October meeting
and modified during that discussion.

Several Directors said they thought the Board should become
involved more systematically in the Bank's operations evaluation system
and asked that the statement indicate how this might be done. The paper
attached outlines a procedure, suggested during the October discussion,
whereby the Joint Audit Committee would select those major operational
problems or policy issues raised by findings of Operations Evaluation
Department (OED) reports which in their view warranted discussion by
the Board; the Executive Directors would meet informally for this purpose
as a Committee of the Whole. Other alternatives were also suggested.
One would be for selected evaluation findings to be discussed informally
in the Joint Audit Committee, with all interested Directors attending.
Another alternative would be to establish a sub-committee of the Joint

Audit Committee, or a new Committee of the Board, to consider the Bank's

operations evaluation findings. The procedure proposed appears to be
most responsive to the wish of many Directors to be part of any discus-
sion of evaluation findings and follow-up and to have these discussions
conducted with maximum informality and freedom, with management attending

and participating as appropriate.

As regards individual prects, the operations evaluation system
described in the attached statement rests on the twin premises of compre-

hensive project performance auditing and self-evaluation by Bank staff.

Comprehensiveness has sometimes been questioned as being unjus-
tifiably costly for the benefits perceived and therefore better replaced
with a selective approach to assessing Bank project experience. A selec-
tive approach is, of course, feasible. However, as Bank projects are not
standard but tailored to the particular needs and circumstances of specific

countries, selectivity would imply only limited review of experience and
limited accountability for results. As concern about cost is certainly
warranted, what is proposed is a system which embraces all projects, but

flexibly. The operating departments would complete the active super-

vision cycle with a completion report on each project, with the effort
to answer standard questions varying as appropriate for each project.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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Comprehensive coverage by'the operating departments would perait the
Operations Evaluation Department to end its recent practice of preparing
thorough Project Performance Audit reports on most projects. The OED
would henceforth review all project completion reports for comprehensive-
ness and consistency before transmitting them to the Board but be
rigorously selective in its more thorough review of individual projects.

Reliance upon self-evaluation is a principle of fundamental
importance. With clear understanding of what is expected of them, most
Bank staff can be expected to be no less constructively critical of
Bank experience than they are now expected to be constructively critical
of borrowers. Indeed, emphasis on self-evaluation would ensure that
evaluation lessons are learned and absorbed into operations as fully and
quickly as possible. Rejection of this principle would mean acceptance
that the Bank as an institution and Bank staff as individuals are in-
capable of learning from experience and that any remotely adequate
operations evaluation system would therefore require a very much enlarged
and steadily expanding Operations Evaluation Department. There is scant
evidence to support the need for such an approach. The Bank's self-
evaluation activities would, of course, be tested periodically by the OED
to ensure that adequate standards are, in fact, observed.

The proposed approach and the attached statement on the subject
h-eh-and are new recom-
mended to the Executive Directors for their consideration. The statement
will be updated from time to time as evolving evaluation experience
requires; comments on it are invited at all times, especially from audit
and evaluation authorities of member governments. It has been considered
and endorsed by the Management.
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STANDARDS AND PROCEDURES FOR OPERATIONS

EVALUATION IN THE WORLD BANK

1. This document sets out the standards and procedures for operations

evaluation work in the World Bank. 1!

I. Introduction

2. One of the basic purposes of evaluation in any organization is

to measure how far operational programs and activities are producing the

desired results, and how efficiently, and to feed the information back

into the formation of new directions, policies and procedures. Tension

can arise between the reporting dimension of evaluation, for purposes of

accountability, and the learning dimension, to assist management; the

one requires full independence from management for greatest credibility

and the other, full integration into management for quickest absorption

of useful lessons. Experience in other organizations has shown that the

evaluation function has sometimes been too closely linked to particular

levels of management, with consequent constraints to its freedom in

reporting and originality and imagination in lesson-learning; while, in

other cases, it has sometimes been too distant from appropriate levels

of management, leading to insufficient practical focus and lack of impact

where that matters most if evaluation is to improve future programs. The

correct position is hard to establish and maintain.

3. The World Bank, as an organization of international cooperation

for development, has particular features which have to be taken into

account in considering the appropriate structure of evaluation. It has

major resources - those it lends and those it spends for administrative

1/ These standards and procedures reflect current practice or intent.
They will be revised from time to time as evolving evaluation
experience requires.
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purposes - for which important allocative decisions have to be made.

It has a complex decision structure in which decisions on Bank policies,

budgets, and lending and borrowing commitments are made by the Board of

Executive Directors; recommendations on these matters and major adminis-

trative decisions are made by the President; and day-to-day operational

and administrative decisions are delegated down the whole structure of

management. Moreover, since the objective of the Bank's lending is not

simply to transfer resources but to support purposeful problem-solving

in member countries, the ultimate outcome of its operational decisions

depends mainly on actions by the borrower. Thus, evaluation for the

World Bank has to be concerned with activities at different levels of

both the Bank and its borrowers and be responsive to the concerns of

each.

4. To meet the particular needs of the World Bank, a separate

operations evaluation unit was first established by the President in late

1970. Since then, the President from time to time has reviewed with the

Board of Directors the evolution of this function and its place in the

organizational structure. After such a review in late 1974, the Execu-

tive Directors decided to establish a new post of Director-General,

Operations Evaluation. Appointees to this post would have rank equivalent

to that of a Vice President, hold office for renewable terms of five years,

be removable only by the Executive Directors and be ineligible for subse-

quent appointment or reappointment to the Bank Group staff except in

unusual circumstances. In 1975, the Executive Directors selected as

the first incumbent a senior officer of the Bank. These arrangements were

designed to ensure familiarity with the problems of development and the

SThis document has a restricted distribution 3nd may be used by recipients only in the performance
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operations of the Bank, while providing for the constitutional inden-

dence deemed necessary for this function.

5. The Director-General is responsible for appraising and reporting

on the adequacy of the Bank's operations evaluation system and conducting

independent reviews, on a selective basis, of operational programs and

activities to determine whether the objectives of these programs are

being realized and how they might be made more effective, efficient and

responsive to the needs and concerns of member governments. He is not

concerned with the functions of the Internal Auditing Department,l/

although he maintains continuing contact with its Director on matters

affecting the effectiveness and efficiency of the Bank, nor with the

functions of the External Auditor who is appointed by the Executive Direc-

tors to examine and report on the annual financial statements of the Bank

and its affiliates.

II. The Bank's Operations Evaluation System

6. In accordance with the basic principle that, for most effective

learning and impact on future operations, evaluation should be carried

out by those directly involved in the activity, most of the Bank's

operations evaluation activities are of a decentralized and self-

evaluative nature.

1/ The Internal Auditing Department furnishes Management with periodic,
independent appraisals and audits of financial, accounting, adminis-
trative and other activities. Its principal responsibilities include
(a) determining the soundness, adequacy and application of systems
and procedures and related internal controls and promoting effective
control at reasonable cost; (b) determining the extent of compliance
with prescribed policies, plans and procedures; (c) determining the
extent to which the Bank assets are accounted for and protected from
all losses; (d) determining the reliability and validity of significant
accounting, financial and other data used by Management; and (e)
recommending improvements to strengthen internal control, improve
administrative efficiency and to eliminate the wasteful use of
resgiurces
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Project Supervision

7. The Bank's elaborate project supervision system, covering all

Bank-financed projects under execution and supplemented by findings of

Bank country economic and sector work, has long been the principal con-

tinuing means for the Bank to learn from its operating experience. The

supervision system consists of regular borrower reporting, regular, field

visits by Bank staff, regular middle management review of progress in

solving implementation problems, a semi-annual review by senior manage-

ment of the status of the more serious problem projects and an annual

general discussion of problems in project implementation. Operational

staff bring supervision findings to bear in the planning and implemen-

tation of future Bank operations. Experience gathered through super-

vision is also periodically assembled and analyzed by the Central Projects

Staff in their continuing overview of the Bank's functional policies and

programs in the sectors to which it lends.

8. Project Completion Reports (PCRs). To further reinforce self-

evaluation by the operating departments of the Bank, to facilitate dis-

semination of the lessons learned and to help meet the needs of account-

ability to its shareholders, the Bank requires that at the conclusion of

active project supervision, Project Completion Reports be prepared by the

responsible operating departments for all projects assisted by the Bank

and IDA, normally within six months of the completion of loan/credit

disbursement. Standard instructions to Bank staff now provide that twelve

months before expected completion of disbursements, the Bank advise the

borrower of the information that should be prepared for this purpose.

Bank officers responsible for PCRs also solicit the views of other Bank

staff members who have been concerned with the project and systematically

This document has a restricted distribution and may be used by recipients only in the performance
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review the relevant Loan Negotiation and Administration files (including

all key documents relating to the project before and after loan signature)

from the Bank's central archives. Some Loan and Credit Agreements now

reflect understandings with borrowers that the local project director

prepare such a report when project implementation nears completion.

9. A Project Completion Report, which may be said to represent the

culmination of regular Bank supervision of an individual project during

implementation, reviews comprehensively the extent to which the objec-

tives and expectations, on the basis of which the loan/credit was approved,

have been or show promise of being achieved. It examines the reasons for

deviations from plans and attempts to assess their significance frankly.

Its purpose is not to record a comprehensive history of the project, but

to consider candidly, in the light of what actually happened up to that

time, whether in retrospect the project was worth doing and what lessons

are to be learned from this experience. The principal questions that are

normally addressed, most of which are also addressed during project super-

vision, and the related "if not, why not?" questions, are the following:

L. Implementation: Was the project and its principal

components fully completed, on time, and within

cost estimates? Were final unit costs reasonable?

What changes were made during implementation, and why?

2. Compliance: Did the borrower and Government comply

with the loan covenants and related agreements and

contracts? Did the consultants perform as expected?

3. Financial Performance of Borrower: Have the targets

or projections, including self-financing of investment,

been fulfilled?

This document has a restricted distribution and may be used by recipients only in the performance
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4. Institution Building: Were the project management

arrangements satisfactory? Have agreed or expected

reforms in policies and structures been carried out

and have such reforms been successful?

5. Economic Impact: Is the economic return to the project

likely to reach the expected level? If the PCR cannot

answer this question or offer meaningful comment on

likely benefits so soon after completion, when should

an economic evaluation of the project be scheduled?

6. Efficiency: Could similar projects be prepared, appraised

and implemented in future more quickly or economically

(to borrower and/or Bank) without undue risk to project

and sector objectives?

7. Bank Contribution: How does the borrower perceive the

Bank's involvement with this project? Was the Bank's

diagnosis of the borrower, sector and project problems

and the resultant definition of loan objectives and

covenants appropriate in retrospect? Did the Bank

influence the design or composition of the project during

preparation, appraisal or supervision and was this

influence constructive in retrospect? Has the Bank

learned the lessons of its experience, successful as

well as less successful, with this project?

8. Other considerations: Did the project have unintended

effects? Where relevant, was the distribution of project

benefits by region or income groups as expected?

Particular emphasis is placed on the project's economic and institution-

building objectives, and on the borrower's view of the project experience

This document has a restricted distribution and may be used by recipients only in the performance
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and the Bank's participation in it.

10. The PCR does not normally attempt to do more than identify

issues or, with respect to project expectations and objectives, to go

beyond those explicitly stated in the loan documents. They are selec-

tive in the depth to which particular questions are pursued and avoid

perfectionism of writing and presentation to enable the crucial facts to

be brought out and the lessons to be drawn at the lowest possible cost

to the Bank.

"Built-in" evaluation

11. In an important further extension of the principle of placing

responsibility for evaluation close to the operations covered, the Bank

has taken important initiatives in recent years to build evaluation

explicitly into many of the more complex or experimental projects it has

been financing, with the specific purpose of monitoring results to permit

adjusting projects quickly in light of experience and facilitate their

replication as effectiveness is proven. More comprehensive attention to

"built-in" evaluation in Bank projects is being planned. The Bank is

also about to begin reviewing with individual member countries how best

they might establish a domestic evaluation function to review the

effectiveness of the Government's principal sector development programs

or, at a minimum, of the externally supported portions of these programs,

where this function does not already exist.

Other Evaluations

12. The Development Policy and Central Projects staff are beginning

to carry out systematic evaluation of the Bank's economic and sector work,

following reviews of this work in 1975. Bank operating efficiency is

assessed periodically by the Programming and Budgeting staff in connection

This document has a restricted distribution and may be used by recipients only in the performance
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with their review of Bank work programs and budgets, by the Organiza-

tion Planning staff when they review organizational matters, by the

Internal Auditing Department in the course of their continuing indepen-

dent examination of the systems and practices under their purview, and

by individual departments themselves. Evaluations of the Bank's overall

financial policies are prepared from time to time by the Finance staff.

An important part of the Bank's policy and research work is addressed to

evaluating Bank operational experience. The Bank's Research Committee

has recently begun systematically to evaluate the research projects

completed under its aegis.

13. The Bank's Economic Development Institute has always had its

courses evaluated by participants at the end of each course. It also

conducts a post-course evaluation program which consists of interviews

in selected countries and of questionnaires sent to a large sample of

the Fellows (former EDI participants). In most cases the interviewing

of Fellows occurs two to five years after their EDI course and is con-

ducted by non-EDI staff. EDI also receives constant feedback on its

effectiveness through reports by Fellows to their governments after they

have returned home, and through government reactions to the Institute as

evidenced by their requests for courses and by the quality and quantity

of their nominations to the courses.

13a. The International Finance Corporation, like the Bank, has long

maintained a project supervision system by which all IFC projects are

reviewed regularly against the objectives defined for each project.

* Paragraph numbers will be appropriately amended in the final
version of this paper.
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It is based on periodic borrower reporting, field visits by 1FC saf

when deemed necessary, and regular internal management reviews of

results, problems and proposed solutions. IFC is developing plans to

evaluate IFC projects against selected broader development objectives.

III. The Operations Evaluation Department

14. The Operations Evaluation Department (OED) is the staff arm

of the Director-General. Its staff are selected by and responsible to
1/

him, take up whatever isso%4 of policy, procedure or practice he desires

and have unrestricted access to IBRD, IDA and IFC records and staff.

15. The principal functions of the Operations Evaluation Department

are:

(a) To assist the Director-General in making periodic

tests and assessments of the adequacy and effective-

ness of the Bank's operations evaluation system in

the light of the objectives and programs of the

World Bank;

(b) To carry out evaluation studies and operational policy

reviews (see para. 22) on subjects which the Director-

General determines to warrant examination in the light

of his assessment of the evaluation activities

described, and with

a view to identifying areas for improvement in Bank

policies and procedures and preettees their applications.

These subjects may include analyses of complaints by

member countries and clients about Bank operations

1/ See para. 35 for the role of the Executive Directors and the
Management in shaping the OED's work program.
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with a view to indicating how their recurrence

in future operations may be prevented,

(c) To help the Bank encourage and assist meber

countries to develop an operations evaluation

function, in particular by carrying out evaluations

of Bank-assisted programs jointly with member

country staff;

(d) To assess actions taken by the Bank in connection

with the findings of Operations Evaluation Depart-

ment studies, at an appropriate point after their

initial presentation, and report thereon to the

Executive Directors and the President;

(e) To help disseminate Bank operations evaluation

findings and the lessons emerging therefrom both

within the Bank and to the wider development

community.

To discharge these functions, the Department, without compromising its

independence, endeavors at'all times to maintain close and continuing

contact with relevant Bank staff so that their views are adequately

considered and discussed in OED reports, the analyses and findings of

these reports are adequately understood, and the Department is informed

of Bank responses to these findings. While-the-week-lo-aimed-at-reaehing

e--hanger

While the Department he--no-powers-to-preseebe-ad does not issue

instructions and has no involvement in implementing particular practices

and procedures, its work is aimed at reaching specific conclusions and

pointing to necessary directions of change, and subsequently reporting

to the Executive Directors the Bank's responses to its findings.
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Project Performance Auditing

16. The Operations.Evaluation Department gives particular atten-

tion to the Project Completion Reports. It carries out a limited review

of all and a thorough review of a selected few, because their coverage

of all completed Bank-financed projects makes the PCRs the basic element

in the Bank's evaluation system and the source of the earliest systematic

information about the actual or probable results of Bank assistance.

The constant flow of up-to-date information from PCRs also helps identify

what deeper evaluation studies are needed and contributes important case-

material to such studies.

17. PreparingProject Performance Audit Reports. Bank staff

assigned to write PCRs consult about the issues they intend to focus on

with the relevant OED staff. For this purpose, OED staff review the

documents submitted to the Board - the appraisal report, President's

report and legal documents - the transcript of Board discussion, and

the borrower's completion report and/or the Bank's most recent project

supervision report. The purpose of this early contact is to anticipate

questions and thereby minimize the need ior later supplementary work.

OED later reviews the draft PCR for comprehensiveness and consistency

against the background of the above-mentioned papers and discussions,

and then prepares a brief Project Performance Audit Memorandum describing

the tests it has made, conveying its overall conclusion on the project's

success or failure and drawing attention to any lessons of wider

relevance that emerge.

1/ The Project Performance Auditing system described here refers
only to IBRD and IDA projects. It does not include IFC projects,
which are handled diferently by IFC, and for which evaluation
and reporting arrangements appropriate to IFC are being discussed.
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18. The Project Performance Audit Report, consisting of. this

Memorandum with the Projects Department's PCR attached, is then

circulated for comment to the responsible Bank departments and other

staff who have been principally concerned with the project over its

life, and shortly thereafter to the borrower and his Government - the

Ministry of Finance, Economy or Planning, as appropriate, and the

Government's evaluation unit if one exists - with copy to the Executive

Director concerned, and to any other entities substantially referred

to in the report, such as co-lender or consultant firms. This

solicitation of borrower comments, which may include a brief visit by

OED staff to the country concerned, is considered a very important

part of the project audit procedure. Comemnts received are given close

consideration, with further research as necessary. After the operating

department has dealt with the comments on its PCR and 
the OED has

ensured that all substantive points have been adequately treated in the

1/
Audit Report, the report is finalized and submitted to the Director-

General who, after confirming that Bank management and staff have no

further comment, releases it to the Executive Directors and relevant

Bank staff.

19. While these are the standard procedures for preparing project

audit reports, particular projects may be selected by the OED at any

stage for random checking, or because of the importance of the issues

raised by the project or because of questions raised by commentators

about the project or the Bank's participation in it. In such cases,

after receiving the PCR, the OED conducts an independent review,

_/ See paras. 25-28 on Reporting Standards
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including independent interviews and review of project files, under its

own responsibility. The repart produced is subject to the same commenting

and revision stages as described above. Not more than 20% and not less

than 10% of all projects is normally tested in these ways.

20. Disseminating Project Performance Audit findings. Early each

year, the DED prepares a Review of all Project Performance Audit Reports

issued since the preceding Review. The purpose of these annual Reviews

is to maintain a continuing overview of the Bank's project experience,

the major lessons of this experience and their implications for the Bank

and its members. An updated Concordance to Project Performance Audit

Reports is prepared periodically to permit ready access to the findings

of project audits on specific subjects.

21. To ensure that the findings of these reports are disseminated

effectively to Bank staff, the Central Projects Staff from time to time

review their implications with appropriate OED and Regional Staff in

seminars or special meetings arranged for this purpose. The Director-

General, the Senior Vice President, Operations, and the Vice President,

Projects Staff are informed of these discussions.

Evaluation Studies and Operational Policy Reviews

22. OED Evaluation Studies and Operational Policy Reviews are more

intensive analyses of particular subjects or issues of broad relevance to

the Bank's operations than is usually possible in the framework of Project

Performance Auditing. Evaluation Studies in the sense intended here

normally examine the impact of sets of projects, i.e., of Bank assistance

programs in a country, or countries, or in a sector, or sectors, and their

implications for Bank policies, practices and procedures. Operational

Policy Reviews examine the actual application of specific policies and

This document has a restricted distribution and may be used by recipients only in the performance
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procedures governing the management and administration of*Bank lending

and technical assistance, which warrant study because they are of concern

or which merit examination as part of OED's program of testing self-

evaluation in the Bank. Both types of study are concerned with the

efficiency and economy of prevailing programs, policies and practices

as well as their effectiveness in reaching desired results.

23. Evaluation Studies and Operational Policy Reviews normally start

with the preparation of a brief issues paper highlighting the key questions

as then perceived and outlining a preliminary time-phased study plan.

Comments are solicited from relevant Bank departments and borrowers who

may be involved in the study and from concerned Executive Directors, after

which the final study plan is fixed. The first major output, which

generally consists of draft case reports, is widely circulated for comment

to clarify facts and sharpen any differences of interpretation among the

parties involved. When most of the initial case reports have been completed,

the issues that have emerged and possible solutions to them are reviewed

to help focus the remaining work and ensure that the final report is

responsive to real operational concerns, which is its main objective.

Final reports are reviewed in the same way as project audit reports before

being circulated to Executive Directors and relevant Bank staff.

Follow Up

24. The Executive Directors and the President expect to be kept

informed of responses to the findings of these reports. To this end, OED

reports describe, to the extent feasible, staff reactions to their findings.

After an appropriate lapse of time, they are followed up by Closing Reports

which assess what has actually been done in connection with the points

raised earlier, with due account of the fact that the problems identified

may have been dealt with in ways quite different from those outlined in
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the original report. As-net ed-ebeve7-GEB-'--eb4igat-ie-te-e eretedie-

eeneuesee-an-astr-esese~theBenk-'e - Tepense-eeeete-fnig

does- not-extendt- te-Prette ribing-etien- noet-Menite rig-4te- implement ation,

whiei- he-responsibility-ef-the-Menegement-. The results of OED's

continuing review of the Bank's response to evaluation findings are also

reported to the Executive Directors and the President in the Director-

General's Annual Report (see para. 33).

Reporting Standards

25. All evaluation and project performance audit reports should

describe precisely the scope, nature and extent of work done. Factual

matter should be presented accurately and fairly and authors must be able,

when called upon, to demonstrate the bases for the matters reported. Since

judgments have to be made on the basis of information of varying quality,

reports should indicate clearly the solidity of the foundations for

judgments reached.

26. Reports should present findings and conclusions objectively and

frankly, in language as clear and concise as the subject matter permits.

They should be fair and balanced, recognizing unusual difficulties or

circumstances encountered by those involved and acknowledging differences

in perspective whenever appropriate. Their purpose is to identify problems

and indicate how things might be done better in future, not to criticize

nor emphasize what might have been done differently in the past. They

should analyze the implications of noteworthy accomplishments or perfor-

mance above expectations as carefully as shortfalls, particularly when

management improvement in one program or activity may be applicable

elsewhere. They should identify and explain issues and questions needing

further study and summarize findings conveniently for ease of consideration.
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27. OED reports should indicate wherever significant pertinent

information has been omitted because it is deemed privileged or con-

fidential and provide justification for such omission.

28. Before final OED reports are issued, appropriate agencies of

member countries and Bank staff concerned are invited to comment on them.

Whenever such comments contradict the evaluation findings or conclusions

and are not, in the opinion of the evaluator, meritorious, he should

state his reasons for rejecting them. Conversely, he should drop a point

or modify a position if he finds the argumentation to be valid. Final

reports should draw attention to particularly significant points of

agreement with the parties involved in the operation and identify sig-

nificant points of disagreement which have not been able to be reconciled.

Final reports are issued by the Director-General simltaneesly to the

Executive Directors and copied simultaneously to the President.

Staffing

29. Staffing decisions for the OED eenferm-te are made by the

Director-General within the framework of the normal policies and pro-

cedures governing all Bank Group personnel; staff are regular employees

of the Bank Group. The basic prerequisites are an inquiring, skeptical,

challenging mind; the ability to think systematically and rigorously;

an openness to new ideas and a sensitivity to the complexity and con-

straints of development initiatives. Staff may be drawn from inside or

outside of the Bank Group but, because of the nature of the work, most

staff normally transfer from assignments elsewhere in the Bank. Because

of the maturity and independence of judgment and breadth of development

experience required of the small OED staff, a large number of these staff

are fairly senior in the Bank. An assignment in the OED, which is normally

of some 3-4 years' duration, is considered an important broadening step
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in the career of Bank staff. From time to time, individual consultants

are also hired from outside the Bank for short periods to provide special

expertise.

30. Both the Department and individuals involved in any assignment

must maintain an independent, impartial attitude. All significant and

pertinent information must be collected and developed and given due

consideration in reaching conclusions, and authors must feel free to report

their conclusions completely, without fear of censure. Although they do

not necessarily have to be experts in the specific technical fields

involved, persons assigned to a particular study must collectively possess

adequate professional proficiency for the tasks required.

31. As part of its cooperation with evaluation units in member

countries on joint studies and in sharing experience, the Department

welcomes a limited number of staff from these units to work with it for

defined periods of time.

-3T ------- ReMngmn-n-h-xetv-ieer-fteBnswefr

a-rine +pal- 9inef Bnkeeute-ek--eev-d-ED-repo-rte-+n

Presidene'--eeel-n-wthte- 1eyie-BDireete-y-tndg-l

the-Beard-t
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IV. Relationship with the Executive Directors and the Management

32. The Executive Directors and the Management of the Bank, who

form a principal audience for Bank evaluation work, receiv all OED

reports in the manner described above. Their early involvement in

significant developments in the Bank's evaluation system and follow up

on the Bank's responses to evaluation findings is provided for by the

established reporting arrangements, and by the continuing informal contact

maintained by the Director-General with the Executive Directors and the

Management, and by OED staff with Bank staff. The Director-General

maintains more formal contact with the Executive Directors by attending

all meetings of the Board of Directors and of the Joint Audit Committee

of the Board and with the Management by attending all meetings of the

President's Council.

33. Early each fiscal year, the Director-General reports briefly

on the findings of his continuing broad-ranging review of the adequacy

and effectiveness of the Bank's operations evaluation system in light

of the evolving programs of the Bank, the results of earlier evaluation

work by OED and others and the Bank's responses to the findings of this

work. After receiving comment from Bank management, he submits this

report to the Joint Audit Committee of the Board of Executive Directors,

which then forwards it, with any comments of its own, to the Board.

34. The Executive Directors meet formally to discuss this Annual

Report and the comments of the Joint Audit Committee to which they have

delegated responsibility, inter alia, for assessing the adequacy and

efficiency of the work of the OED.

35. The Joint Audit Committee (JAC) has a broad mandate for reviewing

the work and operation of the OED. It fulfills its responsibilities

mainly as follows:

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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- it discusses with the Director-General his Annual

Report before transmitting it to the Executive

Directors;

- it recommends OED's draft annual budget and work

program to the Board, after discussion with the

Director-General and the Director of the Operations

Evaluation Department to ensure that the work program

is adequate and reflects particular Board concerns,

and receives from them during the course of the year

periodic verbal reports on the status of the agreed

program. OED's draft budget and work program will

first have been discussed informally with Bank manage-

ment to ensure that what is presented to the Joint

Audit Committee reflects particular Management concerns

and is consistent with the Bank's budget constraints;

- it screens OED reports to select those policy issues

or major operational problems which it wishes to

recommend for consideration by the Board;

- it reviews from time to time a small, representative

sample of OED reports with the authors to assess the

adequacy of their coverage, methodology and adherence

to the standards outlined above.

It is on the basis of this work over the course of the year that the

Committee prepares its annual assessment of the adequacy and efficiency

of the work of the OED.

V. The Annual Reporting Cycle

36. The Director-General and the Operations Evaluation Department

follow an annual work planning cycle which is related to the Bank fiscal

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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year and the fact that the Jcint Audit Committee's members are appointed

biennally on November 1. The'main components of this reporting cycle

are as follows:

- the Director-General's Annual Report is discussed

by the Joint Audit Committee in September, to permit

the conclusions of this discussion to be included in

the JAC's annual report, which is normally issued

in October. This timing also allows the Management

and the Executive Directors to consider, in the light

of this report, what evaluations work they would like

to see initiated in the following fiscal year.

- the Annual Review of Project Performance Audit Results

is completed by OED early in the calendar year to

enable the Director-General to take its initial findings

into account in formulating OED's Work Program for the

forthcoming fiscal year.

- OED's draft Annual Work Program and Budget is presented

to the Joint Audit Committee in March, in time to be

incorporated in the annual budget of the Bank.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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STANDARDS AND PROCEDURES FOR OPERATIONS

EVALUATION IN THE WORLD BANK

1. This document sets out the standards and procedures for operations

1/evaluation work in the World Bank. -

I. Introduction

2. One of the basic purposes of evaluation in any organization is to

measure how far operational programs and activities are producing the desired

results, and how efficiently, and to feed the information back into the

formation of new directions, policies and procedures. Tension can arise

between the reporting dimension of evaluation, for purposes of accountability,

and the learning dimension, to assist management; the one requires full

independence from management for greatest credibility and the other, full

integration into management for quickest absorption of useful lessons.

Experience in other organizations has shown that the evaluation function

has sometimes been too closely linked to particular levels of management,

with consequent constraints to its freedom in reporting and originality

and imagination in lesson-learning; while, in other cases, it has sometimes

been too distant from appropriate levels of management, leading to

insufficient practical focus and lack of impact where that matters most if

evaluation is to improve future programs. The correct position is hard

to establish and maintain.

3. The World Bank, as an organization of international cooperation

for development, has particular features which have to be taken into account

in considering the appropriate structure of evaluation. It has major

1/ These standards and procedures reflect current practice or intent.

They will be revised from time to time as evolving evaluation

experience requires.
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resources - those it lends and those it spends for administrative purposes -

for which important allocative decisions have to be made. It has a complex

decision structure in which decisions on Bank policies, budgets, and lending

and borrowing commitments are made by the Board of Executive Directors;

recommendations on these matters and major administrative decisions are made

by the President; and day-to-day operational and administrative decisions

are delegated down the whole structure of management. Moreover, since the

objective of the Bank's lending is not simply to transfer resources but to

support purposeful problem-solving in member countries, the ultimate outcome

of its operational decisions depends mainly on actions by the borrower.

Thus, evaluation for the World Bank has to be concerned with activities at

different levels of both the Bank and its borrowers and be responsive to

the concerns of each.

4. To meet the particular needs of the World Bank, a separate operations

evaluation unit was first established by the President in late 1970. Since

then, the President from time to time has reviewed with the Board of Directors

the evolution of this function and its place in the organizational structure.

After such a review in late 1974, the Executive Directors decided to establish

a new post of Director-General, Operations Evaluation. Appointees to this

post would have rank equivalent to that of a Vice President, hold office

for renewable terms of five years, be removable only by the Executive

Directors and be ineligible for subsequent appointment or reappointment to

the Bank Group staff except in unusual circumstances. In 1975, the Executive

Directors selected as the first incumbent a senior officer of the Bank.

These arrangements were designed to ensure familiarity with the problems

of development and the operations of the Bank, while providing for the

constitutional independence deemed necessary for this function.
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5. The Director-General is responsible for appraising and reporting

on the adequacy of the Bank's operations evaluation system and conducting

independent reviews, on a selective basis, of operational programs and

activities to determine whether the objectives of these programs are

being realized and how they might be made more effective, efficient and

responsive to the needs and concerns of member governments. He is not
1/

concerned with the functions of the Internal Auditing Department nor with

the functions of the External Auditor who is appointed by the Executive

Directors to examine and report on the annual financial statements of the

Bank and its affiliates.

II. The Bank's Operations Evaluation System

6. In accordance with the basic principle that, for most effective

learning and impact on future operations, evaluation should be carried

out by those directly involved in the activity, most of the Bank's

operations evaluation activities are of a decentralized and self-

evaluative nature.

Project Supervision

7. The Bank's elaborate project supervision system, covering all

Bank-financed projects under execution and supplemented by findings of

Bank country economic and sector work, has long been the principal continuing

1/ The Internal Auditing Department furnishes Management with periodic,

independent appraisals and audits of financial, accounting,
administrative and other activities. Its principal responsibilities

include (a) determining the soundness, adequacy and application of

systems and procedures and related internal controls and promoting

effective control at reasonable cost; (b) determining the extent of

compliance with prescribed policies, plans and procedures; (c) deter-

mining the extent to which the Bank assets are accounted for and

protected from all losses; (d) determining the reliability and

validity of significant accounting, financial and other data used

by Management; and (e) recommending improvements to strengthen

internal control, improve administrative efficiency and to eliminate

the wasteful use of resources.
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means for the Bank to learn from its operating experience. The super-

vision system consists of regular borrower reporting, regular field

visits by Bank staff, regular middle management review of progress in

solving implementation problems, a semi-annual review by senior manage-

ment of the status of the more serious problem projects and an annual

general discussion of problems in project implementation. Operational

staff bring supervision findings to bear in the planning and implementation

of future Bank operations. Experience gathered through supervision is also

periodically assembled and analyzed by the Central Projects Staff in their

continuing overview of the Bank's functional policies and programs in the

sectors to which it lends.

8. Project Completion Reports (PCRs). To further reinforce self-

evaluation by the operating departments of the Bank, to facilitate dis-

semination of the lessons learned and to help meet the needs of account-

ability to its shareholders, the Bank requires that at the conclusion of

active project supervision, Project Completion Reports be prepared by the

responsible operating departments for all projects assisted by the Bank

and IDA, normally within six months of the completion of loan/credit

disbursement. Standard instructions to Bank staff now provide that twelve

months before expected completion of disbursements, the Bank advise the

borrower of the information that should be prepared for this purpose. Bank

officers responsible for PCRs also solicit the views of other Bank staff

members who have been concerned with the project and systematically review

the relevant Loan Negotiation and Administration files (including all key

documents relating to the project before and after loan signature) from

the Bank's central archives. Some Loan and Credit Agreements now reflect

understandings with borrowers that the local project director prepare such

a report when project implementation nears completion.



-5-

9. A Project Completion Report, which may be said to represent the

culmination of regular Bank supervision of an individual project during

implementation, reviews comprehensively the extent to which the objec-

tives and expectations, on the basis of which the loan/credit was approved,

have been or show promise of being achieved. It examines the reasons for

deviations from plans and attempts to assess their significance frankly.

Its purpose is not to record a comprehensive history of the project, but

to consider candidly, in the light of what actually happened up to that

time, whether in retrospect the project was worth doing and what lessons

are to be learned from this experience. The principal questions that are

normally addressed, most of which are also addressed during project

supervision, are the following:

1. Implementation: Was the project and its principal

components fully completed, on time, and within

cost estimates? Were final unit costs reasonable?

What changes were made during implementation, and why?

2. Compliance: Did the borrower and Government comply

with the loan covenants and related agreements and

contracts? Did the consultants perform as expected?

3. Financial Performance of Borrower: Have the targets

or projections, including self-financing of investment,

been fulfilled?

4. Institution Building: Were the project management

arrangements satisfactory? Have agreed or expected

reforms in policies and structures been carried out

and have such reforms been successful?

5. Economic Impact: Is the economic return to the project

likely to reach the expected level? If the PCR cannot

answer this question so soon after completion, when should
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an economic evaluation of the project be scheduled?

6. Efficiency: Could similar projects be prepared,

appraised and implemented in future more quickly or

economically (to borrower and/or Bank) without undue

risk to project and sector objectives?

7. Bank Contribution: Was the Bank's diagnosis of the

borrower, sector and project problems and the resultant

definition of loan objectives appropriate in retrospect?

Did the Bank influence the design or composition of the

project during preparation, appraisal or supervision

and was this influence constructive in retrospect?

Has the Bank learned the lessons of its experience with

this project?

8. Other considerations: Did the project have unintended

effects? Where relevant, was the distribution of project

benefits by region or income groups as expected?

Particular emphasis is placed on the project's economic and institution-

building objectives, and on the borrower's view of the project experience

and the Bank's participation in it.

10. The PCR does not normally attempt to do more than identify

issues or, with respect to project expectations and objectives, to go

beyond those explicitly stated in the loan documents. They are selective

in the depth to which particular questions are pursued and avoid perfec-

tionism of writing and presentation to enable the crucial facts to be

brought out and the lessons to be drawn at the lowest possible cost to

the Bank.
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"Built-in" evaluation

11. In an important further extension of the principle of placing

responsibility for evaluation close to the operations covered, the Bank

has taken important initiatives in recent years to build evaluation

explicitly into many of the more complex or experimental projects it

has been financing, with the specific purpose of monitoring results

to permit adjusting projects quickly in light of experience and facilitate

their replication as effectiveness is proven. More comprehensive atten-

tion to "built-in" evaluation in Bank projects is being planned. The

Bank is also about to begin reviewing with individual member countries

how best they might establish a domestic evaluation function to review

the effectiveness of the Government's principal sector development programs

or, at a minimum, of the externally supported portions of these programs,

where this function does not already exist.

Other Evaluations

12. The Development Policy and Central Projects staff are beginning

to carry out systematic evaluation of the Bank's economic and sector work,

following reviews of this work in 1975. Bank operating efficiency is

assessed periodically by the Programming and Budgeting staff in connec-

tion with their review of Bank work programs and budgets, by the Organiza-

tion Planning staff when they review organizational matters, by the

Internal Auditing Department in the course of their continuing independent

examination of the systems and practices under their purview, and by

individual departments themselves. Evaluations of the Bank's overall

financial policies are prepared from time to time by the Finance staff.

An important part of the Bank's policy and research work is addressed to

evaluating Bank operational experience. The Bank's Research Committee

has recently begun systematically to evaluate the research projects

completed under its aegis.



-8-

13. The Bank's Economic Development Institute has always had its

courses evaluated by participants at the end of each course. It also

conducts a post-course evaluation program which consists of interviews

in selected countries and of questionnaires sent to a large sample of the Fellows

(former EDI participants). In most cases the interviewing of Fellows occurs

two to five years after their EDI course and is conducted by non-EDI staff.

EDI also receives constant feedback on its effectiveness through reports

by Fellows to their governments after they have returned home, and through

government reactions to the Institute as evidenced by their requests for

courses and by the quality and quantity of their nominations to the courses.

III. The Operations Evaluation Department

14. The Operations Evaluation Department (OED) is the staff arm

of the Director-General. It is selected by and responsible to him,
1/

takes up whatever issues of policy, procedure or practice he desires

and has unrestricted access to IBRD records and staff.

15. The principal functions of the Operations Evaluation Department

are:

(a) To assist the Director-General in making periodic

tests and assessments of the adequacy and effectiveness

of the Bank's operations evaluation system in the

light of the objectives and programs of the World Bank;

(b) To carry out evaluation studies on subjects which the

Director-General determines to warrant examination

in the light of his assessment of the evaluation

activities described and, in the light of their findings,

identify areas for improvement in Bank policies,

procedures and practices. These subjects may include

1/ See para. 35 for the role of the Executive Directors and the
Management in shaping the OED's work program.
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analyses of complaints by member countries and

clients about Bank operations with a view to

indicating how their recurrence in future

operations may be prevented;

(c) To help the Bank encourage and assist member

countries to develop an operations evaluation

function, in particular by carrying out evaluations'

of Bank-assisted programs jointly with member

country staff;

(d) To assess actions taken by the Bank in connection

with the findings of Operations Evaluation Department

studies, at an appropriate point after their

initial presentation, and report thereon to the

Executive Directors and the President;

(e) To help disseminate Bank operations evaluation

findings and the lessons emerging therefrom both

within the Bank and to the wider development

community.

To discharge these functions, the Department, without compromising its

independence, endeavors at all times to maintain close and continuing

contact with relevant Bank staff so that their views are adequately

considered and discussed in OED reports, the analyses and findings of

these reports are adequately understood, and the Department is informed

of Bank responses to these findings. While the work is aimed at reaching

specific conclusions and pointing to necessary directions of change,

the Department has no powers to prescribe and no involvement in

implementing particular practices and procedures.
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Project Performance Auditing

16. The Operations Evaluation Department gives particular attention

to the Project Completion Reports. It carries out a limited review of

all and a thorough review of a selected few, because their coverage of

all completed Bank-financed projects makes the PCRs the basic element

in the Bank's evaluation system and the source of the earliest systematic

information about the actual or probable results of Bank assistance.

The constant flow of up-to-date information from PCRs also helps identify

what deeper evaluation studies are needed and contributes important

case-material to such studies.

17. Preparing Project Performance Audit Reports. Bank staff

assigned to write PCRs consult about the issues they intend to focus on

with the relevant OED staff. For this purpose, OED staff review the

documents submitted to the Board - the appraisal report, President's report

and legal documents - the transcript of Board discussion, and the borrower's

completion report and/or the Bank's most recent project supervision report.

The purpose of this early contact is to anticipate questions and thereby

minimize the need for later supplementary work. OED later reviews the

draft PCR for comprehensiveness and consistency against the background

of the above-mentioned papers and discussions, and then prepares a brief

Project Performance Audit Memorandum describing the tests it has

made, conveying its overall conclusion on the project's success or failure

and drawing attention to any lessons of wider relevance that emerge.

18. The Project Performance Audit Report, consisting of this

Memorandum with the Projects Department's PCR attached, is then circulated

for comment to the responsible Bank departments and other staff who have

been principally concerned with the project over its life, and shortly

thereafter to the borrower and his Government - the Ministry of Finance,

Economy or Planning, as appropriate, and the Government's evaluation
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unit if one exists - with copy to the Executive Director concerned, and

to any other entities sub'stantially referred to in the report, such as

co-lender or consultant firms. This solicitation of borrower comments,

which may include a brief visit by OED staff to the country concerned,

is considered a very important part of the project audit procedure.

Comments received are given close consideration, with further research

as necessary. After the operating department has dealt with the comments

on its PCR and the OED has ensured that all substantive points have been
1/

adequately treated in the Audit Report, the report is finalized and

submitted to the Director-General who, after confirming that Bank

management and staff have no further comment, releases it to the Executive

Directors and relevant Bank staff.

19. While these are the standard procedures for preparing project

audit reports, particular projects may be selected by the OED at any

stage for random checking, or because of the importance of the issues

raised by the project or because of questions raised by commentators about

the project or the Bank's participation in it. In such cases, after

receiving the PCR, the OED conducts an independent review, including

independent interviews and review of project files, under its own

responsibility. The report produced is subject to the same commenting

and revision stages as described above. Not more than 20% and not less

than 10% of all projects is normally tested in these ways.

20. Disseminating Project Performance Audit findings. Early each

year, the OED prepares a Review of all Project Performance Audit Reports

issued since the preceding Review. The purpose of these annual Reviews

is to maintain a continuing overview of the Bank's project experience,

1/ See paras. 25-28 on Reporting Standards
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the major lessons of this experience and their implications for the Bank

and its members. An updated Concordance to Project Performance Audit

Reports is prepared periodically to permit ready access to the findings

of project audits on specific subjects.

21. To ensure that the findings of these reports are disseminated

effectively to Bank staff, the Central Projects Staff from time to time

review their implications with appropriate OED and Regional Staff in

seminars or special meetings arranged for this purpose. The Director-

General, the Senior Vice President, Operations, and the Vice President,

Projects Staff are informed of these discussions.

Evaluation Studies and Operational Policy Reviews

22. OED Evaluation Studies and Operational Policy Reviews are mco

intensive analyses of particular subjects or issues of broad relevance to

the Bank's operations than is usually possible in the framework of Project

Performance Auditing. Evaluation Studies in the sense intended here no_...

examine the impact of sets of projects, i.e., of Bank assistance programs in

a country, or countries, or in a sector, or sectors, and their implications

for Bank policies, practices and procedures. Operational Policy Reviews

examine the actual application of specific policies and procedure governing

the management and administration of Bank lending and technical assistance,

which warrant study because they are of concern or which merit examination

as part of OED's program of testing self-evaluation in the Bank. Both types

of study are concerned with the efficiency and economy of prevailing programs,

policies and practices as well as their effectiveness in reaching desired

results.

23. Evaluation Studies and Operational Policy Reviews normally start

with the preparation of a brief issues paper highlighting the key questions

as then perceived and outlining a preliminary time-phased study plan.
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Comments are solicited from relevant Bank departments and borrowers who

may be involved in the study, after which the final study plan is fixed.

The first major output, which generally consists of draft case reports,

is widely circulated for comment to clarify facts and sharpen any differences

of interpretation among the parties involved. When most of the initial case

reports have been completed, the issues that have emerged and possible

solutions to them are reviewed to help focus the remaining work and ensure

that the final report is responsive to real operational concerns, which is

its main objective. Final reports are reviewed in the same way as project

audit reports before being circulated to Executive Directors and relevant

Bank staff.

Follow Up

24. The Executive Directors and the President expect to be kept

informed of responses to the findings of these reports. To this end, OED

reports describe, to the extent feasible, staff reactions to their findings.

After an appropriate lapse of time, they are followed up by Closing Reports

which assess what has actually been done in connection with the points

raised earlier, with due account of the fact that the problems identified

may have been dealt with in ways quite different from those outlined in

the original report. As noted above, OED's obligation to reach specific

conclusions and later assess the Bank's response to evaluation findings

does not extend to prescribing action nor monitoring its implementation,

which is the responsibility of the Management.

Reporting Standards

25. All evaluation and project performance audit reports should

describe precisely the scope, nature and extent of work done. Factual

matter should be presented accurately and fairly and authors must be able,



- 14 -

when called upon, to demonstrate the bases for the matters reported.

Since judgments have to be made on the basis of information of varying

quality, reports should indicate clearly the solidity of the foundations

for judgments reached.

26. Reports should present findings and conclusions objectively and

frankly, in language as clear and concise as the subject matter permits.

They should be fair and balanced, recognizing unusual difficulties or

circumstances encountered by those involved and acknowledging differences

in perspective whenever appropriate. Their purpose is to identify problems

and indicate how things might be done better in future, not to criticize

nor emphasize what might have been done differently in the past. They

should analyze the implications of noteworthy accomplishments or perfor-

mance above expectations as carefully as shortfalls, particularly when

management improvement in one program or activity may be applicable

elsewhere. They should identify and explain issues and questions needing

further study and summarize findings conveniently for ease of consideration.

27. OED reports should indicate wherever significant pertinent

information has been omitted because it is deemed privileged or confidential

and provide justification for such omission.

28. Before final OED reports are issued, appropriate agencies of

member countries and Bank staff concerned are invited to comment on them.

Whenever such comments contradict the evaluation findings or conclusions

and are not, in the opinion of the evaluator, meritorious, he should

state his reasons for rejecting them. Conversely, he should drop a point

or modify a position if he finds the argumentation to be valid. Final

reports should draw attention to particularly significant points of

agreement with the parties involved in the operation and identify sig-

nificant points of disagreement which have not been able to be reconciled.
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Final reports are issued by the Director-General simultaneously to the

Executive Directors and the President.

Staffing

29. Staffing decisions for the OED conform to the normal policies

and procedures governing all Bank Grop personnel; staff are regular

employees of the Bank Group. The basic prerequisites are an inquiring,

skeptical, challenging mind; the ability to think systematically and

rigorously; an openness to new ideas and a sensitivity to the complexity

and constraints of development initiatives. Staff may be drawn from

inside or outside of the Bank Group but, because of the nature of the

work, most staff normally transfer from assignments elsewhere in the Bank.

Because of the maturity and independence of judgment and breadth of

development experience required of the small OED staff, a large number

of these staff are fairly senior in the Bank. An assignment in the OED,

which is normally of some 3-4 years duration, is considered an important

broadening step in the career of Bank staff. From time to time, individual

consultants are also hired from outside the Bank for short periods to

provide special expertise.

30. Both the Department and individuals involved in any assignment

must maintain an independent, impartial attitude. All significant and

pertinent information must be collected and developed and given due

consideration in reaching conclusions, and authors must feel free to report

their conclusions completely, without fear of censure. Although they do

not necessarily have to be experts in the specific technical fields

involved, persons assigned to a particular study must collectively possess

adequate professional proficiency for the tasks required.

31. As part of its cooperation with evaluation units in member

countries on joint studies and in sharing experience, the Department

welcomes a limited number of staff from these units to work with it for

defined periods of time.
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IV. Relationship with Management and the Executive Directors

32. The Management and the Executive Directors of the Bank, who form

a principal audience for Bank evaluation work, receive all OED reports in

the manner described above. Continuing informal contact is maintained

by OED staff with Bank staff and by the Director-General with the

Management and the Executive Directors. The Director-General maintains

more formal contact with the Management through his membership in the

President's Council and with the Executive Directors by attending all

meetings of the Board of Directors and of the Joint Audit Committee of

the Board.

33. Early each fiscal year, the Director-General reports briefly

on the findings of his continuing broad-ranging review of the adequacy

and effectiveness of the Bank's operations evaluation system in light

of the evolving programs of the Bank, the results of earlier evaluation

work by OED and others, and the Bank's responses to the findings of this

work. After receiving comment from Bank management, he submits this

report to the Joint Audit Committee of the Board of Executive Directors,

which then forwards it, with any comments of its own, to the Board.

34. The Executive Directors meet formally to discuss this Annual

Report and the comments of the Joint Audit Committee to which they have

delegated responsibility, inter alia, for assessing the adequacy and

efficiency of the work of the OED.

35. The Joint Audit Committee (JAC) has a broad mandate for reviewing

the work and operation of the OED. It fulfills its responsibilities

mainly as follows:

- it discusses with the Director-General his Annual

Report before transmitting it to the Executive

Directors;
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- it recommends OED's draft annual budget and work

program to the Board, after discussion with the

Director-General and the Director of the Operations

Evaluation Department to ensure that the work program

is adequate and reflects particular Board concerns,

and receives from them during the course of the year

periodic verbal reports on the status of the agreed

program. OED's draft budget and work program will

first have been discussed with Bank management to

ensure that what is presented to the Joint Audit

Committee reflects particular Management concerns

and is consistent with the Bank's budget constraints;

- it screens OED reports to select those policy issues

or major operational problems which it wishes to

recommend for consideration by the Board;

- it reviews from time to time a small, representative

sample of OED reports with the authors to assess the

adequacy of their coverage, methodology and adherence

to the standards outlined above.

It is on the basis of this work over the course of the year that the

Committee prepares its annual assessment of the adequacy and efficiency

of the work of the OED.

V. The Annual Reporting Cycle

36. The Director-General and the Operations Evaluation Department

follow an annual work planning cycle which is related to the Bank fiscal

year and the fact that the Joint Audit Committee's members are appointed

biennally on November 1. The main components of this reporting cycle

are as follows:
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- the Director-General's Annual Report is discussed

by the Joint Audit Committee in September, to permit

the conclusions of this discussion to be included in

the JAC's annual report, which is normally issued

in October. This timing also allows the Management

and the Executive Directors to consider, in the light

of this report, what evaluation work they would like

to see initiated in the following fiscal year.

- the Annual Review of Project Performance Audit Results

is completed by OED early in the calendar year to

enable the Director-General to take its initial

findings into account in formulating OED's Work

Program for the forthcoming fiscal year.

OED's draft Annual Work Program and Budget is

presented to the Joint Audit Committee in March,

in time to be incorporated in the annual budget

of the Bank.
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THE WORLD BANK February 18 1976
Washington, D.C. 20433
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()f(e o Dire(Io-General Memorandum to the Executive Directors

Subject: Standards and Procedures for Operations Evaluation in the
World Bank

During the Board discussion of the Bank's Operations Evaluation
work on October 29, 1975, I was asked to prepare a draft statement of
standards and procedures for consideration by the Executive Directors.
The statement is attached. It outlines Bank operations evaluation objec-
tives and procedures substantially as set out for the October meeting and
modified during that discussion.

Several Directors said they thought the Board should become
involved more systematically in the Bank's operations evaluation system
and asked that the statement indicate how this might be done. The paper
attached outlines a procedure, suggested during the October discussion,
whereby the Joint Audit Committee would select those major operational
problems or policy issues raised by findings of Operations Evaluation
Department (OED) reports which in their view warranted discussion by
the Board; the Executive Directors would meet informally for this purpose
as a Committee of the Whole. Other alternatives were also suggested.
One would be for selected evaluation findings to be discussed informally
in the Joint Audit Committee, with all interested Directors attending.
Another alternative would be to establish a sub-committee of the Joint
Audit Committee, or a new Committee of the Board, to consider the Bank's
operations evaluation findings. The procedure proposed appears to be
most responsive to the wish of many Directors to be part of any discus-
sion of evaluation findings and to have these discussions conducted with
maximum informality and freedom, with management attending and partici-
pating as appropriate.

The operations evaluation system described in the attached
statement rests on the twin premises of comprehensive project performance
auditing, and self-evaluation by Bank staff.

Comprehensiveness has sometimes been questioned as being unjus-
tifiably costly for the benefits perceived and therefore better replaced
with a selective approach to assessing Bank project experience. A selec-
tive approach is, of course, feasible. However, as Bank projects are not
standard but tailored to the particular needs and circumstances of specific
countries, selectivity would imply only limited review of experience and
limited accountability for results. As concern about cost is certainly
warranted, what is proposed is a system which embraces all projects, but
flexibly. The operating departments would complete the active super-
vision cycle with a completion report on each project, with the effort
to answer standard questions varying as appropriate for each project.
Comprehensive coverage by the operating departments would permit the
Operations Evaluation Department to end its recent practice of preparing
thorough Project Performance Audit reports on most projects. The OED
would henceforth review all project completion reports for comprehensive-
ness and consistency before transmitting them to the Board but be rigorously
selective in its more thorough review of individual projects.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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Reliance upon self-evaluation is a principle of fundamatal
importance. With clear uniderstanding of what is expected of them, most
Bank staff can be expected to be no less constructively critical of
Bank experience than they are now expected to be constructively critical
of borrowers. Indeed, emphasis on self-evaluation would ensure that
evaluation lessons are learned and absorbed into operations as fully and
quickly as possible. Rejection of this principle would mean acceptance
that the Bank as an institution and Bank staff as individuals are in-
capable of learning from experience and that any remotely adequate
operations evaluation system would therefore require a very much enlarged
and steadily expanding Operations Evaluation Department. There is scant
evidence to support the need for such an approach. The Bank's self-
evaluation activities would, of course, be tested periodically by the OED
to ensure that adequate standards are, in fact, observed.

The proposed approach and the attached statement on the subject
have been considered and endorsed by the Management, and are now recom-
mended to the Executive Directors for their consideration. The statement
will be updated from time to time as evolving evaluation experience
requires; comments on it are invited at all times, especially from audit
and evaluation authorities of member governments.

This document has a restricted distribution and may be used by recipients only in the performance
of their official duties. Its contents may not otherwise be disclosed without World Bank authorization.
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STANDARDS AND PROCEDURES FOR OPERATIONS

EVALUATION IN THE WORLD BANK

1. This document sets out the standards and procedures for operations

1/
evaluation work in the World Bank. -

I. Introduction

2. One of the basic purposes of evaluation in any organization is to

measure how far operational programs and activities are producing the desired

results, and how efficiently, and to feed the information back into the

formation of new directions, policies and procedures. Tension can arise

between the reporting dimension of evaluation, for purposes of accountability,

and the learning dimension, to assist management; the one requires full

independence from management for greatest credibility and the other, full

integration into management for quickest absorption of useful lessons.

Experience in other organizations has shown that the evaluation function

has sometimes been too closely linked to particular levels of management,

with consequent constraints to its freedom in reporting and originality

and imagination in lesson-learning; while, in other cases, it has sometimes

been too distant from appropriate levels of management, leading to

insufficient practical focus and lack of impact where that matters most if

evaluation is to improve future programs. The correct position is hard

to establish and maintain.

3. The World Bank, as an organization of international cooperation

for development, has particular features which have to be taken into account

in considering the appropriate structure of evaluation. It has major

1/ These standards and procedures reflect current practice or intent.

They will be revised from time to time as evolving evaluation

experience requires.
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resources - those it lends and those it spends for administrative purposes -

for which important allocative decisions have to be made. It has a complex

decision structure in which decisions on Bank policies, budgets, and lending

and borrowing commitments are made by the Board of Executive Directors;

recommendations on these matters and major administrative decisions are made

by the President; and day-to-day operational and administrative decisions

are delegated down the whole structure of management. Moreover, since the

objective of the Bank's lending is not simply to transfer resources but to

support purposeful problem-solving in member countries, the ultimate outcome

of its operational decisions depends mainly on actions by the borrower.

Thus, evaluation for the World Bank has to be concerned with activities at

different levels of both the Bank and its borrowers and be responsive to

the concerns of each.

4. To meet the particular needs of the World Bank, a separate operations

evaluation unit was first established by the President in late 1970. Since

then, the President from time to time has reviewed with the Board of Directors

the evolution of this function and its place in the organizational structure.

After such a review in late 1974, the Executive Directors decided to establish

a new post of Director-General, Operations Evaluation. Appointees to this

post would have rank equivalent to that of a Vice President, hold office

for renewable terms of five years, be removable only by the Executive

Directors and be ineligible for subsequent appointment or reappointment to

the Bank Group staff except in unusual circumstances. In 1975, the Executive

Directors selected as the first incumbent a senior officer of the Bank.

These arrangements were designed to ensure familiarity with the problems

of development and the operations of the Bank, while providing for the

constitutional independence deemed necessary for this function.



-3-

5. The Director-General is responsible for appraising and reporting

on the adequacy of the Bank's operations evaluation system and conducting

independent reviews, on a selective basis, of operational programs and

activities to determine whether the objectives of these programs are

being realized and how they might be made more effective, efficient and

responsive to the needs and concerns of member governments. He is not
1/'

concerned with the functions of the Internal Auditing Department nor with

the functions of the External Auditor who is appointed by the Executive

Directors to examine and report on the annual financial statements of the

Bank and its affiliates.

II. The Bank's Operations Evaluation System

6. In accordance with the basic principle that, for most effective

learning and impact on future operations, evaluation should be carried

out by those directly involved in the activity, most of the Bank's

operations evaluation activities are of a decentralized and self-

evaluative nature.

Project Supervision

7. The Bank's elaborate project supervision system, covering all

Bank-financed projects under execution and supplemented by findings of

Bank country economic and sector work, has long been the principal continuing

1/ The Internal Auditing Department furnishes Management with periodic,

independent appraisals and audits of financial, accounting,
administrative and other activities. Its principal responsibilities

include (a) determining the soundness, adequacy and application of

systems and procedures and related internal controls and promoting

effective control at reasonable cost; (b) determining the extent of

compliance with prescribed policies, plans and procedures; (c) deter-

mining the extent to which the Bank assets are accounted for and

protected from all losses; (d) determining the reliability and

validity of significant accounting, financial and other data used

by Management; and (e) recommending improvements to strengthen

internal control, improve administrative efficiency and to eliminate

the wasteful use of resources.
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means for the Bank to learn from its operating experience. The super-

vision system consists of regular borrower reporting, regular field

visits by Bank staff, regular middle management review of progress in

solving implementation problems, a semi-annual review by senior manage-

ment of the status of the more serious problem projects and an annual

general discussion of problems in project implementation. Operational

staff bring supervision findings to bear in the planning and implementation

of future Bank operations. Experience gathered through supervision is also

periodically assembled and analyzed by the Central Projects Staff in their

continuing overview of the Bank's functional policies and programs in the

sectors to which it lends.

8. Project Completion Reports (PCRs). To further reinforce self-

evaluation by the operating departments of the Bank, to facilitate dis-

semination of the lessons learned and to help meet the needs of account-

ability to its shareholders, the Bank requires that at the conclusion of

active project supervision, Project Completion Reports be prepared by the

responsible operating departments for all projects assisted by the Bank

and IDA, normally within six months of the completion of loan/credit

disbursement. Standard instructions to Bank staff now provide that twelve

months before expected completion of disbursements, the Bank advise the

borrower of the information that should be prepared for this purpose. Bank

officers responsible for PCRs also solicit the views of other Bank staff

members who have been concerned with the project and systematically review

the relevant Loan Negotiation and Administration files (including all key

documents relating to the project before and after loan signature) from

the Bank's central archives. Some Loan and Credit Agreements now reflect

understandings with borrowers that the local project director prepare such

a report when project implementation nears completion.
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"Built-in" evaluation

11. In an important further extension of the principle of placing

responsibility for evaluation close to the operations covered, the Bank

has taken important initiatives in recent years to build evaluation

explicitly into many of the more complex or experimental projects it

has been financing, with the specific purpose of monitoring results

to permit adjusting projects quickly in light of experience and facilitate

their replication as effectiveness is proven. More comprehensive atten-

tion to "built-in" evaluation in Bank projects is being planned. The

Bank is also about to begin reviewing with individual member countries

how best they might establish a domestic evaluation function to review

the effectiveness of the Government's principal sector development programs

or, at a minimum, of the externally supported portions of these programs,

where this function does not already exist.

Other Evaluations

12. The Development Policy and Central Projects staff are beginning

to carry out systematic evaluation of the Bank's economic and sector work,

following reviews of this work in 1975. Bank operating efficiency is

assessed periodically by the Programming and Budgeting staff in connec-

tion with their review of Bank work programs and budgets, by the Organiza-

tion Planning staff when they review organizational matters, by the

Internal Auditing Department in the course of their continuing independent

examination of the systems and practices under their purview, and by

individual departments themselves. Evaluations of the Bank's overall

financial policies are prepared from time to time by the Finance staff.

An important part of the Bank's policy and research work is addressed to

evaluating Bank operational experience. The Bank's Research Committee

has recently begun systematically to evaluate the research projects

completed under its aegis.
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13. The Bank's Economic Development Institute has always had its

courses evaluated by participants at the end of each course. It also

conducts a post-course evaluation program which consists of interviews

in selected countries and of questionnaires sent to a large sample of the Fellows

(former EDI participants). In most cases the interviewing of Fellows occurs

two to five years after their EDI course and is conducted by non-EDI staff.

EDI also receives constant feedback on its effectiveness through reports

by Fellows to their governments after they have returned home, and through

government reactions to the Institute as evidenced by their requests for

courses and by the quality and quantity of their nominations to the courses.

III. The Operations Evaluation Department

14. The Operations Evaluation Department (OED) is the staff arm

of the Director-General. It is selected by and responsible to him,
1/

takes up whatever issues of policy, procedure or practice he desires

and has unrestricted access to IBRD records and staff.

15. The principal functions of the Operations Evaluation Department

are:

(a) To assist the Director-General in making periodic

tests and assessments of the adequacy and effectiveness

of the Bank's operations evaluation system in the

light of the objectives and programs of the World Bank;

(b) To carry out evaluation studies on subjects which the

Director-General determines to warrant examination

in-the-light of his assessment of the evaluation

activities described and,-in the-light of their findings,

identify areas for improvement in Bank policies,

procedures and practices. These subjects may include

1/ See para. 35 for the role of the Executive Directors and the
Management in shaping the OED's work program.
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analyses of complaints by member countries and

clients about Bank operations with a view to

indicating how their recurrence in future

operations may be prevented;

(c) To help the Bank encourage and assist member

countries to develop an operations evaluation

function, in particular by carrying out evaluations'

of Bank-assisted programs jointly with member

country staff;

(d) To assess actions taken by the Bank in connection

with the findings of Operations Evaluation Department

studies, at an appropriate point after their

initial presentation, and report thereon to the

Executive Directors and the President;

(e) To help disseminate Bank operations evaluation

findings and the lessons emerging therefrom both

within the Bank and to the wider development

community.

To discharge these functions, the Department, without compromising its

independence, endeavors at all times to maintain close and continuing

contact with relevant Bank staff so that their views are adequately

considered and discussed in OED reports, the analyses and findings of

these reports are adequately understood, and the Department is informed

of Bank responses to these findings. While the work is aimed at reaching

specific conclusions and pointing to necessary directions of change,

the Department has no powers to prescribe and no involvement in

implementing particular practices and proceduresi
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Project Performance Auditing

16. The Operations Evaluation Department gives particular attention

to the Project Completion Reports. It carries out a limited review of

all and a thorough review of a selected few, because their coverage of

all completed Bank-financed projects makes the PCRs the basic element

in the Bank's evaluation system and the source of the earliest systematic

information about the actual or probable results of Bank assistance.

The constant flow of up-to-date information from PCRs also helps identify

what deeper evaluation studies are needed and contributes important

case-material to such studies.

17. Preparing Project Performance Audit Reports. Bank staff

assigned to write PCRs consult about the issues they intend to focus on

with the relevant OED staff. For this purpose, OED staff review the

documents submitted to the Board - the appraisal report, President's report

and legal documents - the transcript of Board discussion, and the borrower's

completion report and/or the Bank's most recent project supervision report.

The purpose of this early contact is to anticipate questions and thereby

minimize the need for later supplementary work. OED later reviews the

draft PCR for comprehensiveness and consistency against the background

of the above-mentioned papers and discussions, and then prepares a brief

Project Performance Audit Memorandum describing the tests it has

made, conveying its overall conclusion on the project's success or failure

and drawing attention to any lessons of wider relevance that emerge.

18. The Project Performance Audit Report, consisting of this

Memorandum with the Projects Department's PCR attached, is then circulated

for comment to the responsible Bank departments and other staff who have

been principally concerned with the project over its life, and shortly

thereafter to the borrower and his Government - the Ministry of Finance,

Economy or Planning, as appropriate, and the Government's evaluation
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unit if one exists - with copy to the Executive Director concerned, and

to any other entities sub'stantially referred to in the report, such as

co-lender or consultant firms. This solicitation of borrower comments,

which may include a brief visit by OED staff to the country concerned,

is considered a very important part of the project audit procedure.

Comments received are given close consideration, with further research

as necessary. After the operating department has dealt with the comments

on its PCR and the OED has ensured that all substantive points have been
1/

adequately treated in the Audit Report, the report is finalized and

submitted to the Director-General who, after confirming that Bank

management and staff have no further comment, releases it to the Executive

Directors and relevant Bank staff.

19. While these are the standard procedures for preparing project

audit reports, particular projects may be selected by the OED at any

stage for random checking, or because of the importance of the issues

raised by the project or because of questions raised by commentators about

the project or the Bank's participation in it. In such cases, after

receiving the PCR, the OED conducts an independent review, including

independent interviews and review of project files, under its own

responsibility. The report produced is subject to the same commenting

and revision stages as described above. Not more than 20% and not less

than 10% of all projects is normally tested in these ways.

20. Disseminating Project Performance Audit findings. Early each

year, the OED prepares a Review of all Project Performance Audit Reports

issued since the preceding Review. The purpose of these annual Reviews

is to maintain a continuing overview of the Bank's project experience,

1/ See paras. 25-28 on Reporting Standards
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the major lessons of this experience and their implications for the Bank

and its members. An updated Concordance to Project Performance Audit

Reports is prepared periodically to permit ready access to the findings

of project audits on specific subjects.

21. To ensure that the findings of these reports are disseminated

effectively to Bank staff, the Central Projects Staff from time to time

review their implications with appropriate OED and Regional Staff in

seminars or special meetings arranged for this purpose. The Director-

General, the Senior Vice President, Operations, and the Vice President,

Projects Staff are informed of these discussions.

Evaluation Studies and Operational Policy Reviews

22. OED Evaluation Studies and Operational Policy Reviews are more

intensive analyses of particular subjects or issues of broad relevance to

the Bank's operations than is usually possible in the framework of Project

Performance Auditing. Evaluation Studies in the sense intended here normally

examine the impact of sets of projects, i.e., of Bank assistance programs in

a country, or countries, or in a sector, or sectors, and their implications

for Bank policies, practices and procedures. Operational Policy Reviews

examine the actual application of specific policies and procedures governing

the management and administration of Bank lending and technical assistance,

which warrant study because they are of concern or which merit examination

as part of OED's program of testing self-evaluation in the Bank. Both types

of study are concerned with the efficiency and economy of prevailing programs,

policies and practices as well as their effectiveness in reaching desired

results.

23. Evaluation Studies and Operational Policy Reviews normally start

with the preparation of a brief issues paper highlighting the key questions

as then perceived and outlining a preliminary time-phased study plan.
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Comments are solicited from relevant Bank departments and borrowers who

may be involved in the study, after which the final study plan is fixed.

The first major output, which generally consists of draft case reports,

is widely circulated for comment to clarify facts and sharpen any differences

of interpretation among the parties involved. When most of the initial case

reports have been completed, the issues that have emerged and possible

solutions to them are reviewed to help focus the remaining work and ensure

that the final report is responsive to real operational concerns, which is

its main objective. Final reports are reviewed in the same way as project

audit reports before being circulated to Executive Directors and relevant

Bank staff.

Follow Up

24. The Executive Directors and the President expect to be kept

informed of responses to the findings of these reports. To this end, OED

reports describe, to the extent feasible, staff reactions to their findings.

After an appropriate lapse of time, they are followed up by Closing Reports

which assess what has actually been done in connection with the points

raised earlier, with due account of the fact that the problems identified

may have been dealt with in ways quite different from those outlined in

the original report. As noted above, OED's obligation to reach specific

conclusions and later assess the Bank's response to evaluation findings

does not extend to prescribing action nor monitoring its implementation,

which is the responsibility of the Management.

Reporting Standards

25. All evaluation and project performance audit reports should

describe precisely the scope, nature and extent of work done. Factual

matter should be presented accurately and fairly and authors must be able,
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when called upon, to demonstrate the bases for the matters reported.

Since judgments have to be made on the basis of information of varying

quality, reports should indicate clearly the solidity of the foundations

for judgments reached.

26. Reports should present findings and conclusions objectively and

frankly, in language as clear and concise as the subject matter permits.

They should be fair and balanced, recognizing unusual difficulties or

circumstances encountered by those involved and acknowledging differences

in perspective whenever appropriate. Their purpose is to identify problems

and indicate how things might be done better in future, not to criticize

nor emphasize what might have been done differently in the past. They

should analyze the implications of noteworthy accomplishments or perfor-

mance above expectations as carefully as shortfalls, particularly when

management improvement in one program or activity may be applicable

elsewhere. They should identify and explain issues and questions needing

further study and summarize findings conveniently for ease of consideration.

27. OED reports should indicate wherever significant pertinent

information has been omitted because it is deemed privileged or confidential

and provide justification for such omission.

28. Before final OED reports are issued, appropriate agencies of

member countries and Bank staff concerned are invited to comment on them.

Whenever such comments contradict the evaluation findings or conclusions

and are not, in the opinion of the evaluator, meritorious, he should

state his reasons for rejecting them. Conversely, he should drop a point

or modify a position if he finds the argumentation to be valid. Final

reports should draw attention to particularly significant points of

agreement with the parties involved in the operation and identify sig-

nificant points of disagreement which have not been able to be reconciled.
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Final reports are issued by the Director-General simultaneously to the

Executive Directors and the President.

Staffing

29. Staffing decisions for the OED conform to the normal policies

and procedures governing all Bank Grogp personnel; staff are regular

employees of the Bank Group. The basic prerequisites are an inquiring,

skeptical, challenging mind; the ability to think systematically and

rigorously; an openness to new ideas and a sensitivity to the complexity

and constraints of development initiatives. Staff may be drawn from

inside or outside of the Bank Group but, because of the nature of the

work, most staff normally transfer from assignments elsewhere in the Bank.

Because of the maturity and independence of judgment and breadth of

development experience required of the small OED staff, a large number

of these staff are fairly senior in the Bank. An assignment in the OED,

which is normally of some 3-4 years duration, is considered an important

broadening step in the career of Bank staff. From time to time, individual

consultants are also hired from outside the Bank for short periods to

provide special expertise.

30. Both the Department and individuals involved in any assignment

must maintain an independent, impartial attitude. All significant and

pertinent information must be collected and developed and given due

consideration in reaching conclusions, and authors must feel free to report

their conclusions completely, without fear of censure. Although they do

not necessarily have to be experts in the specific technical fields

involved, persons assigned to a particular study must collectively possess

adequate professional proficiency for the tasks required.

31. As part of its cooperation with evaluation units in member

countries on joint studies and in sharing experience, the Department

welcomes a limited number of staff from these units to work with it for

defined periods of time.
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IV. Relationship with Management and the Executive Directors

32. The Management and the Executive Directors of the Bank, who form

a principal audience for Bank evaluation work, receive all OED reports in

the manner described above. Continuing informal contact is maintained

by OED staff with Bank staff and by the Director-General with the

Management and the Executive Directors. The Director-General maintains

more formal contact with the Management through his membership in the

President's Council and with the Executive Directors by attending all

meetings of the Board of Directors and of the Joint Audit Committee of

the Board.

33. Early each fiscal year, the Director-General reports briefly

on the findings of his continuing broad-ranging review of the adequacy

and effectiveness of the Bank's operations evaluation system in light

of the evolving programs of the Bank, the results of earlier evaluation

work by OED and others, and the Bank's responses to the findings of this

work. After receiving comment from Bank management, he submits this

report to the Joint Audit Committee of the Board of Executive Directors,

which then forwards it, with any comments of its own, to the Board.

34. The Executive Directors meet formally to discuss this Annual

Report and the comments of the Joint Audit Committee to which they have

delegated responsibility, inter alia, for assessing the adequacy and

efficiency of the work of the OED.

35. The Joint Audit Committee (JAC) has a broad mandate for reviewing

the work and operation of the OED. It fulfills its responsibilities

mainly as follows:

- it discusses with the Director-General his Annual

Report before transmitting it to the Executive

Directors;
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- it recommends OED's draft annual budget and work

program to the Board, after discussion with the

Director-General and the Director of the Operations

Evaluation Department to ensure that the work program

is adequate and reflects particular Board concerns,

and receives from them during the course of the year

periodic verbal reports on the status of the agreed

program. OED's draft budget and work program will

first have been discussed with Bank management to

ensure that what is presented to the Joint Audit

Committee reflects particular Management concerns

and is consistent with the Bank's budget constraints;

- it screens OED reports to select those policy issues

or major operational problems which it wishes to

recommend for consideration by the Board;

- it reviews from time to time a small, representative

sample of OED reports with the authors to assess the

adequacy of their coverage, methodology and adherence

to the standards outlined above.

It is on the basis of this work over the course of the year that the

Committee prepares its annual assessment of the adequacy and efficiency

of the work of the OED.

V. The Annual Reporting Cycle

36. The Director-General and the Operations Evaluation Department

follow an annual work planning cycle which is related to the Bank fiscal

year and the fact that the Joint Audit Committee's members are appointed

biennally on November 1. The main components of this reporting cycle

are as follows:
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- the Director-General's Annual Report is discussed

by the Joint Audit Committee in September, to permit

the conclusions of this discussion to be included in

the JAC's annual report, which is normally issued

in October. This timing also allows the Management

and the Executive Directors to consider, in the light

of this report, what evaluation work they would like

to see initiated in the following fiscal year.

- the Annual Review of Project Performance Audit Results

is completed by OED early in the calendar year to

enable the Director-General to take its initial

findings into account in formulating OED's Work

Program for the forthcoming fiscal year.

- OED's draft Annual Work Program and Budget is

presented to the Joint Audit Committee in March,

in time to be incorporated in the annual budget

of the Bank.
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5. The Director-General is responsible for appraising and reporting

on the adequacy of the Bank's operations evaluation system and conducting

independent reviews, on a selective basis, of operational programs and

activities to determine whether the objectives of these programs are

being realized and how they might be made more effective, efficient and

responsive to the needs and concerns of member governments. He is not

1/concerned with the functions of the Internal Auditing Department nor with

the functions of the External Auditor who is appointed by the Enecutivc

Directors to examine and report on the annual financial statements of the

Bank and its affiliates.

II. The Bank's Ope rations Evaluation System

6. In accordance with the basic principle that, for mort effective

learning and impact on future operations, evaluation should be carried

out by those directly involved in the activity, most of the Bnk's

operations evaluation activities are of a decentralized and self-

evaluative nature.

Proj ct Supervisdion

7. The Bank's elaborate project supervision system, covering all

Bank-financed projects under execution and supplemated by findings of

Bank country economic and sector work, has long bon the principal continuineg

1/ The Internal Auditing Department furnishes Maniagement with periodic,
independent appraisals and audits of financial, accounting,
administrative and other activities. Its principal respoasibilities
include (a) determining the soundness, adequacy and applicaion of
systems and procedures and related internal controls and promoting
el fctive control at reasonable cost; (b) determining the cen t of0
compliance with prescribed policies, plans and procedures; (c) deter-
mining the extent to which the Bank assets are accounted for and
rM -d OMrom all l0cWs; (d) dtermOng LhU Lellabul y and

validimy of significant accounting, financial and other data used
by -anagement; and (e) recommending improvement to strengthen
internal control, improve administrative efficiency and to eliminote
the w fulI use of rources,
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9. A Project Completion Report, which may be said to represent the

culmination of regular Bank supervision of an individual project during

implementation, reviews comprehensively the extent to which the objec-

tives and expectations, on the basis of which the loan/credit was approved,

have been or show promise of being achieved. It examines the reasons for

deviations from plans and attempts to assess their significance frankly.

Its purpose is not to record a comprehensive history of the project, but

to consider candidly, in the light of what actually happened up to that

time, whether in retrospect the project was worth doing and what lessons

are to be learned from this experience. The principal questions that are

normally addressed, most of which are also addressed during project

supervision, are the following:

1. Imnlementation: Was the project and its principal

components fully completed, on time, and within

cost estimates? Were final unit costs reasonable?

What changes were made during implementation, and why?

2. CoTmpliance: Did the borrower and Government comply

with the loan covenants and related agreements and

contracts? Did the consultants perform as expected?

3. Financial Performance of Borrower: Have the targets

or projections, including self -financing of investment,

been fulfilled?

4. Institution Building: Were the project management

arrangements satisfactory? Have agreed or expected

reforms in policies and structures ben carried out

and have such reforms been successful?

5. lEconomic Ipac t: Is the economic return to the project

likely to reach the expected level? If the PCR cannot

answer this question so soon after completJ:ion, when should
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the major lessons of this experience and their implications for the

Bank and its members. An updated Concordance to Project Performance

Audit Reports is prepared periodically to permit ready access to the

findings of project audits on specific subjects.

21. To ensure that the findings of these reports are disseminated

effectively to Bank staff, the Central Projects Staff from time to time

review their implications with appropriate OED and Regional Staff in

seminars or special meetings arranged for this purpose. The Director-

General, the Senior Vice President, Operations, and the Vice President,

Projects Staff are informed of these discussions.

Evaluation and Management Policy Review Studies

22. OED Evaluation and Management Policy Review Studies are more

intensive analyses of particular subjects or issues of broad relevance

to the Bank's operations than is usually possible in the framework of

Project Performance Auditing. Evaluation Studies in the sense intended

here normally examine the impact of sets of projects, i.e., of Bank

assistance programs in a country, or countries, or in a sector, or sectors,

and their implications for Bank policies, practices and procedures.

Management Policy Reviews examine specific aspects of Bank policy and

procedures governing the management and administration of Bank lending

and technical assistancewhich warrant study because they are of concern

or which merit examination as part of OED's program of

testing self-evaluation in the Bank. Both types of study are concerned

with the efficiency and economy of prevailing programs, policies and

practices as well as their effectiveness in reaching desired results.

23. Evaluation and Management Policy Review studies normally start

with the prepaiation of a brief issues paper highlighting the key questions

as then perceived and outlining a preliminary time-phased study plan.



D RAF T
MLWeiner/mcw
February 10, 1976

Memorandum to the- Executive Directors

Subject: Standards and Procedures for Operations Evaluation in the
World Bank

During the Board discussion of the Bank's Operations Evaluation

work on October 29, 1975, I was asked to prepare a draft statement of

standards and procedures for consideration by the Executive Directors.

The statement is attached. It outlines Bank operations evaluation

objectives and procedures substantially as set out for the October

meeting and modified during that discussion.

Several Directors said they thought the Board should become

involved more systematically in the Bank's operations evaluation work

and asked that the statement indicate how this might be done. The paper

attached outlines a procedure, suggested during the discussion, whereby

the Joint Audit Committee would select those Operations Evaluation

Department (OED) reports which in their view warranted discussion by

the Executive Directors, who would meet informally for this purpose as

a Committee of the Whole. Other alternatives were also suggested. One

would be for selected OED reports to be discussed informally in the

Joint Audit Committee, with all interested Directors attending. Another

alternative would be to establish a sub-committee of the Joint Audit

Committee, or a new Committee of the Board, to consider the Bank's

operations evaluation work. The procedure proposed appears to be most

responsive to the wish of many Directors to be part of any discussion

of evaluation findings and to have these discussions conducted with

maximum informality and freedom, with management attending and participating

as appropriate.

The operations evaluation system described in the attached

statement rests on the twin premises of comprehensive project performance
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auditing and self-evaluation by Bank staff.

Comprehensiveness has sometimes been questioned as being

unjustifiably costly for the benefits perceived and therefore better

replaced with a selective approach to assessing Bank project experience.

A selective approach is, of course, feasible. However, as Bank projects

are not standard but tailored to the particular needs and circumstances

of specific countries, selectivity would imply only limited review of

experience and limited accountability for results. As concern about

cost is certainly warranted, what is proposed is a system which embraces

all projects, but flexibly. The operating departments would complete

the active supervision cycle with.a completion report on each project,

with the effort to answer standard questions varying as appropriate for

each project. Comprehensive coverage by the operating departments would

permit the Operations Evaluation Department to end its recent practice

of preparing thorough Project Performance Audit reports on most projects.

It would henceforth review all project completion reports for comprehen-

siveness and consistency before transmitting them to the Board but be

rigorously selective in its more thorough review of individual projects.

Reliance upon self-evaluation is a principle of fundamental

importance. With clear understanding of what is expected of them, most

Bank staff can be expected to be no less constructively critical of

Bank experience than they are now expected to be constructively critical

of borrowers. Indeed, emphasis on self-evaluation would ensure that

evaluation lessons are learned and absorbed into operations as fully and

quickly as possible. Rejection of this principle would mean acceptance

that the Bank as an institution and Bank staff as individuals are

incapable of learning from experience and that any remotely adequate

operations evaluation systcm would therefore require a very much enlarged

and steadily expanding Operations Evaluation Department. There is scant
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evidence to support the need for such an approach. The Bank's self-

evaluation activities would, of course, be tested periodically by the

OED to ensure that adequate standards are, in fact, observed.

The proposed approach and the attached statement on the

subject have been considered and endorsed by the Management and are now

recommended to the Executive Directors for their approval. The statement

will be updated from time to time as evolving evaluation experience

requires; comments are invited at all times, especially from audit

and evaluation authorities of member governments.
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STANDARDS AND PROCEDURES FOR OPERATIONS

EVALUATION IN THE WORLD BANK

1. This document sets out the standards and procedures for operations

evaluation work in the World Bank.

I. Introduction

2. One of the basic purposes of evaluation in any organization is to

measure how far operational programs and activities are producing the desired

results, and how efficiently, and to feed the information back into the

formation of new directions, policies and procedures. Tension can arise

between the reporting dimension of evaluation, for purposes of accountability,

and the learning dimension, to assist management; the one requires full

independence from management for greatest credibility and the other, full

integration into management for quickest absorption of useful lessons.

Experience in other organizations has shown that the evaluation function

has sometimes been too closely linked to particular levels of management,

with consequent constraints to its freedom in reporting and originality

and imagination in lesson-learning; while, in other cases, it has sometimes

been too distant from appropriate levels of management, leading to

insufficient practical focus and lack of impact where that matters most if

evaluation is to improve future programs. The correct position is hard

to establish and maintain.

3. The World Bank, as an organization of international cooperation

for development, has particular features which have to be taken into account

in considering the appropriate structure of evaluation. It has major

_/ These standards and procedures reflect current practice or intent.

They will be ievised froiim time to time as evolving evaluation
experience requires.
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resources - those it lends and those it spends for administrative purposes -

for which important allocative decisions have to be made. It has a

complex decision structure in which decisions on Bank policies, budgets,

and lending and borrowing commitments are made by the Board of Executive

Directors; recommendations on these matters and major administrative

decisions are made by the President; and day-to-day operational and

administrative decisions are delegated down the whole structure of manage-

ment. Moreover, since the objective of the Bank's lending is not simply

to transfer resources but to support purposeful problem-solving in member

countries, the ultimate outcome of its operational decisions depends mainly

on actions by the borrower. Thus', evaluation for the World Bank has to be

concerned with activities at different levels of both the Bank and its

borrowers and be responsive to the concerns of each.

4. To meet the particular needs of the World Bank, a separate

operations evaluation unit was first established in late 1970. Since then,

the President from time to time has reviewed with the Board of Directors

the evolution of this function and its place in the organizational structure.

After such a review in late 1974, the Executive Directors decided to

establish a new post of Director-General, Operations Evaluation, with rank

equivalent to that of a Vice President, to be responsible to the Board

with an administrative link to the President. Appointees to this post,

holding office for renewable terms of five years, are removable only by

the Executive Directors and are ineligible for subsequent appointment or

reappointment to the Bank Group staff except in unusual circumstances.

In 1975, the Executive Directors selected as the first incumbent a senior

officer of the Bank. These arrangements were designed to ensure familiarity

with the problems of development and the operations of the Bank, while

providing for the constitutional independence deemed necessary for this

function.
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5. The Director-General is responsible for appraising and reporting

on the adequacy of the Bank's operations evaluation system and conducting

independent reviews, on a selective basis, of operational programs and

activities to determine whether the objectives of these programs are

being realized and how they might be made more effective, efficient and

responsive to the needs and concerns of member governments. He is not

concerned with the independent and periodic evaluations of accounting,

administrative and other internal controls which are the responsibility
1/

of the Director, Internal Auditing, nor with the functions of the

External Auditor who is appointed by the Executive Directors to examine

and report on the annual financial statements of the Bank and its

affiliates.

II. The Bank's Operations Evaluation System

6. In accordance with the basic principle that, for most effective

learning and impact on future operations, evaluation should be carried

out by those directly involved in the activity, most of the Bank's operations }

evaluation activities are of a decentralized and self-evaluative nature.

Project Supervision

7. The Bank's elaborate project supervision system, covering all

Bank-financed projects under execution and supplemented by findings of

Bank country economic and sector work, has long been the principal continuing

1/ In carrying out his responsibility, the Director, Internal Auditing is
concerned with (a) determining the soundness, adequacy and application
of accounting, administrative and other internal controls relating to
the Bank's systems and procedures and promoting effective control at
reasonable cost; (b) determining the extent of compliance with prescribed
policies, plans and procedures; (c) determing the extent to which Bank
assets are accounted for and protected from all losses; (d) determining
the reliability and validity of significant accounting, financial and
other data used by Management; and (e) recommending improvements to
strengt en internal control, improve administrative efficiency and to
eliminate the wasteful use of resources.
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means for the Bank to learn from its operating experience.- The super-

vision system consists of regular borrower reporting, regular field

visits by Bank staff, regular middle management review of progress in

solving implementation problems, a semi-annual review by senior manage-

ment of the status of the more serious problem projects and an annual

general discussion of problems in project implementation. Operational

staff bring supervision findings to bear in the planning and implementation

of future Bank operations. Experience gathered through supervision is also

periodically assembled and analyzed by the Central Projects Staff in their

continuing overview of the Bank's functional policies and programs in the

sectors to which it lends.

8. Project Completion Reports (PCRs). To further reinforce self-

evaluation by the operating departments of the Bank, to facilitate dis-

semination of the lessons learned and to help meet the needs of account-

ability to its shareholders, the Bank reinstated in 1973 the requirement

that at the conclusion of active project supervision, Project Completion

Reports be prepared by the responsible operating departments for all

projects assisted by the Bank and IDA, normally within six months of the

completion of loan/credit disbursement. Standard instructions to Bank staff

now provide that twelve months before expected completion of disbursements,

the Bank advise the borrower of the information that should be prepared

for this purpose. Bank officers responsible for PCRs also solicit the

views of other Bank staff members who have been concerned with the project

and systematically review the relevant Loan Negotiation and Administration

files (including all key documents relating to the project before and

after loan signature) from the Bank's central archives. Some Loan and

Credit Agreements now reflect understandings with borrowers that the local

project director prepare such a report when project implementation nears

completion.
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9. A Project Completion Report, which may be said to represent the

culmination of regular Bank supervision of an individual project during

implementation, reviews comprehensively the extent to which the objec-

tives and expectations, on the basis of which the loan/credit was approved,

have been or show promise of being achieved. It examines the reasons for

deviations from plans and attempts to assess their signifance frankly.

Its purpose is not to record a comprehensive history of the project, but

to consider candidly, in the light of what actually happened up to that

time, whether in retrospect the project was worth doing and what lessons

are to be learned from this experience. The principal questions that are

normally addressed, most of which' are also addressed during project

supervision, are the following:

1. Implementation: Was the project and its principal

components fully completed, on time, and within

cost estimates? Were final unit costs reasonable?

What changes were made during implementation, and why?

2. Compliance: Did the borrower and Government comply

with the loan covenants and related agreements and

contracts? Did the consultants perform as expected?

3. Financial Performance of Borrower: Have the targets

or projections, including self-financing of investment,

been fulfilled?

4. Institution Building: Were the project management

arrangements satisfactory? Have agreed or expected

reforms in policies and structures been carried out

and have such reforms been successful?

5. Economic Impact: Is the economic return to the project

likely to reach the expected level? If the PCR cannot

answer this question so soon after completion, when should
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an economic evaluation of the project be scheduled?

6. Efficiency: Could similar projects be prepared,

appraised and implemented in future more quickly or

economically (to borrower and/or Bank) without undue

risk to project and sector objectives?

7. Bank Contribution: Was the Bank's diagnosis of the

borrower, sector and project problems and the resultant

definition of loan objectives appropriate in retrospect?

Did the Bank influence the design or composition of the

project during preparation, appraisal or supervision

and was this influence constructive in retrospect?

Has the Bank learned the lessons of its experience with

this project?

8. Other considerations: Did the project have unintended

effects? Where relevant, was the distribution of project

benefits by region or income groups as expected?

Particular emphasis is placed on the project's economic and institution-

building objectiVes, and on the borrower's view of the project experience

and the Bank's participation in it.

10. The PCR does not normally attempt to do more than identify

issues or, with respect to project expectations and objectives, to go

beyond those explicitly stated in the loan documents. They are selective

in the depth to which particular questions are pursued and avoid perfec-

tionism of writing and presentation to enable the crucial facts to be

brought out and the lessons to be drawn at the lowest possible cost to

the Bank.
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"Built-in" evaluation

11. In an important further extension of the principle of placing

responsibility for evaluation close to the operations covered, the Bank

has taken important initiatives in recent years to build evaluation

explicitly into many of the more complex or experimental projects it

has been financing, with the specific purpose of monitoring results

to permit adjusting projects quickly in light of experience and facilitate

their replication as effectiveness is proven. More comprehensive atten-

tion to "built-in" evaluation in Bank projects is being planned. The

Bank is also about to begin reviewing with individual member countries

how best they might establish a domestic evaluation function to review

the effectiveness of the Government's principal sector development programs

or, at a minimum, of the externally supported portions of these programs,

where this function does not already exist.

Other Evaluations

12. The Development Policy and Central Projects staff are beginning

to carry out systematic evaluation of the Bank's economic and sector work,

following reviews of this work in 1975. Bank operating efficiency is

assessed periodically by the Programming and Budgeting staff in connec-

tion with their review of Bank work programs and budgets, by the Organiza-

tion Planning staff when they review organizational mat.ters, by the

Internal Auditing Department in the course of their continuing independent

examination of the systems and practices under their purview, and by

individual departments themselves. Evaluations of the Bank's overall

financial policies are prepared from time to time by the Finance staff.

An important part of the Bank's policy and research work is addressed to

evaluating Bank operational experience. The Bank's Research Committee

has recently begun systematically to evaluate the research projects

completed under its aegis.
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13. The Bank's Economic Development Institute has always had its

courses evaluated by participants at the end of each course. It also

conducts a post-course evaluation program which consists of interviews

in selected countries and of questionnaires sent to a large sample of the Fellows

(former EDI participants). In most cases the interviewing of Fellows occurs

two to five years after their EDI course and is conducted by non-EDI staff.

EDI also receives constant feedback on its effectiveness through reports

by Fellows to their governments after they have returned home, and through

government reactions to the Institute as evidenced by their requests for

courses and by the quality and quantity of their nominations to the courses.

III. The Operations- Evaluation Department

14. The Operations Evaluation Department (OED) is the staff arm

of the Director-General. It is selected by and responsible to him,
1/

takes up whatever issues of policy, procedure or practice he desires

and has unrestricted access to IBRD records and staff.

15. The principal functions of the Operations Evaluation Department

are:

(a) To assist the Director-General in making periodic

tests and assessments of the adequacy and effectiveness

of the Bank's operations evaluation system in the

light of the objectives and programs of the World Bank;

(b) To carry out evaluation studies on subjects which the

Director-General determines to warrant examination

in the light of his assessment of the evaluation

activities described and, in the light of their findings,

identify areas for improvement in Bank policies,

procedures and practices. These subjects may include

1/ See para. 34 for the role of the Executive Directors and the
Management in shaping the OED's work program.
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analyses of complaints by member countries and

clients about Bank operations with a view to

indicating how their recurrence in future

operations may be prevented;

(c) To help the Bank encourage and assist member

countries to develop an operations evaluation

function, in particular by carrying out evaluations

of Bank-assisted programs jointly with member

country staff;

(d) To assess actions taken by the Bank in connection

with the findings of Operations Evaluation Department

studies, at an appropriate point after their

initial presentation, and report thereon to the

Executive Directors and the President;

(e) To help disseminate Bank operations evaluation

findings and the lessons emerging therefrom both

within the Bank and to the wider development

community.

To discharge these functions, the Department, without compromising its

independence, endeavors at all times to maintain close and continuing

contact with relevant Bank staff so that their views are adequately

considered and discussed in OED reports, the analyses and findings of

these reports are adequately understood, and the Department is informed

of Bank responses to these findings. While the work is aimed at reaching

specific conclusions and pointing to necessary directions of change,

the Department has no powers to prescribe and no involvement in

implementing particular practices and procedures.
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Project Performance Auditing

16. The Operations Evaluation Department gives particular attention

to the Project Completion Reports. It carries out a limited review of

all and a thorough review of a selected few, because their coverage of

all completed Bank-financed projects makes the PCRs the basic element

in the Bank's evaluation system and the source of the earliest systematic

information about the actual or probable results of Bank assistance.

The constant flow of up-to-date information from PCRs also helps identify

what deeper evaluation studies are needed and contributes important

case-material to such studies.

17. Preparing Project Performance Audit Reports. Bank staff

assigned to write PCRs consult about the issues they intend to focus on

with the relevant OED staff. For this purpose, OED staff review the

documents submitted to the Board - the appraisal report, President's report

and legal documents - the transcript of Board discussion, and the borrower's

completion report and/or the Bank's most recent project supervision report.

The purpose of this early contact is to anticipate questions and thereby

minimize the need for later supplementary work. OED later reviews the

draft PCR for comprehensiveness and consistency against the background

of the above-mentioned papers and discussions, and then prepares a brief

Project Performance Audit Memorandum describing the limited tests it has

made, conveying its overall conclusion on the project's success or failure

and drawing attention to any lessons of wider relevance that emerge.

18. The Project Performance Audit Report, consisting of this

Memorandum with the Projects Department's PCR attached, is then circulated

for comment to the responsible Bank departments and other staff who have

been principally concerned with the project over its life, and shortly

thereafter to the borrower and his Government - the Ministry of Finance,

Economy or Planning, as appropriate, and the Government's evaluation
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unit if one exists - with copy to the Executive Director concerned, and

to any other entities substantially referred to in the report, such as

co-lender or consultant firms. This solicitation of borrower comments,

which may include a brief visit by OED staff to the country concerned,

is considered a very important part of the project audit procedure.

Comments received are given close consideration, with further research

as necessary. After the operating department has dealt with the comments

on its PCR and the OED has ensured that all substantive points have been
1/

adequately treated in the Audit Report, the report is finalized and

submitted to the Director-General who, after confirming that Bank

management and staff have no further comment, releases it to the Executive

Directors and relevant Bank staff.

19. While these are the standard procedures for preparing project

audit reports, particular projects may be selected by the OED at any

stage for random checking, or because of the importance of tht issues

raised by the project or because of questions raised by commentators about

the project or the Bank's participation in it. In such cases, after

receiving the PCR, the OED conducts an independent review, including

independent interviews and review of project files, under its own

responsibility. The report produced is subject to the same commenting

and revision stages as described above. Not more than 20% and not less

than 10% of all projects is normally tested in these ways.

20. Disseminating Project Performance Audit findings. Early each

year, the OED prepares a Review of all Project Performance Audit Reports

issued since the preceding Review. The purpose of these annual Reviews

is to maintain a continuing overview of the Bank's project experience,

1/ See paras. 24-27 on Reporting Standards
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the major lessons of this experience and their implications for the

Bank and its members. An updated Concordance to Project Performance

Audit Reports is prepared periodically to permit ready access to the

findings of project audits on specific subjects.

21. To ensure that the findings of these reports are disseminated

effectively to Bank staff, the Central Projects Staff from time to time

review their implications with appropriate OED and Regional Staff in

seminars or special meetings arranged for this purpose. The Director-

General, the Senior Vice President, Operations, and the Vice President,

Projects Staff are informed of these discussions.

Evaluation and Management Policy Review Studies

22. OED Evaluation and Management Policy Review Studies are more

intensive analyses of particular subjects or issues of broad relevance

to the Bank's operations than is usually possible in the framework of

Project Performance Auditing. Evaluation Studies in the sense intended

here normally examine the impact of sets of projects, i.e., of Bank

assistance programs in a country, or countries, or in a sector, or sectors,

and their implications for Bank policies, practices and procedures.

Management Policy Reviews examine specific aspects of Bank policy and

procedures governing the management and administration of Bank lending

and technical assistance)which warrant study because they are of concern

but are not currently being reviewed by Central Projects or Development

Policy Staffor which merit examination as part of OED's program of

testing self-evaluation in the Bank Both types of study are concerned

with the efficiency and economy of prevailing programs, policies and

practices as well as their effectiveness in reaching desired results.

23. Evaluation and Managemant Policy Review studies normally start

with the preparation of a brief issues paper highlighting the key questions

as then perceived and outlining a preliminary time-phased study plan.
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Comments are solicited from relevant Bank departments and borrowers who

may be involved in the study, after which the final study plan is fixed.

The first major output, which generally consists of draft case reports,

is widely circulated for comment to clarify facts and sharpen any

differences of interpretation among the parties involved. When most of

the initial case reports have been completed, the issues that have emerged

and possible solutions to them are reviewed to help focus the remaining

work and ensure that the final report is responsive to real operational

concerns, which is its main objective. Final reports are reviewed in

the same way as project audit reports before being circulated to Executive

Directors and relevant Bank staff,.

Follow Up

24. The Executive Directors and the President expect to be kept

informed of responses to the findings of these reports. To this end, OED

reports describe, to the extent feasible, staff reactions to their findings.

After an appropriate lapse of time, they are followed up by Closing Reports

which assess what has actually been done in connection with the points

raised earlier, with due account of the fact that the problems identified

may have been dealt with in ways quite different from those outlined in

the original report. As noted above, OED's obligation to formulate

relevant and useful suggestions on the basis of its evaluation findings

and later assess the Bank's response does not extend.to prescribing action

nor monitoring its implementation, which is the responsibility of the

Management.

Reporting Standards

25. All evaluation and project performance audit reports should

describe precisely the scope, nature and extent of work done. Factual

matter should be presented accurately and fairly and authors must be able,



- 14 -

when called upon, to demonstrate the bases for the matters reported.

Since judgments have to be made on the basis of information of varying

quality, reports should indicate clearly the solidity of the foundations

for judgments reached.

26. Reports should present findings and conclusions objectively and

frankly, in language as clear and concise as the subject matter permits.

They should be fair and balanced, recognizing unusual difficulties or

circumstances encountered by those involved and acknowledging differences

in perspective whenever appropriate. Their purpose is to identify problems

and indicate how things might be done better in future, not to criticize

nor emphasize what might have been done differently in the past. They

should analyze the -implications of noteworthy accomplishments or perfor-

mance above expectations as carefully as shortfalls, particularly when

management improvement in one program or activity may be applicable

elsewhere. They should identify and explain issues and questions needing

further study and summarize findings conveniently for ease of consideration.

27. As OED reports are not classified Confidential, they must indicate

wherever significant pertinent information has been omitted because it is

deemed privileged or confidential and provide justification for such

omission.

28. Before final OED reports are issued, appropriate agencies of

member countries and Bank staff concerned are invited to comment on them.

Whenever such comments contradict the evaluation findings or conclusions

and are not, in the opinion of the evaluator, meritorious, he should

state his reasons for rejecting them. Conversely, he should drop a point

or modify a position if he finds the argumentation to be valid. Final

reports should draw attention to particularly significant points of

agreement with the parties involved in the operation and identify

significant points of disagreement which have not been able to be reconciled.
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Final reports are issued by the Director-General simultaneously to the

Executive Directors and the President.

Staffing

29. Staffing decisions for the OED conform to the normal policies

and procedures governing all Bank Grotp personnel; staff are regular

employees of the Bank Group. The basic prerequisites are an inquiring,

skeptical, challenging mind; the ability to think systematically and

rigorously; an openness to new ideas and a sensitivity to the complexity

and constraints of development initiatives. Staff may be drawn from

inside or outside of the Bank Group but, because of the nature of the

work, most staff normally transfer from assignments elsewhere in the Bank.

Because of the maturity and independence of judgment and breadth of

development experience required of the small OED staff, a large number

of these staff are fairly senior in the Bank. An assignment in the OED,

which is normally of some 3-4 years duration, is considered an important

broadening step in the career of Bank staff. From time to time, individual

consultants are also hired from outside the Bank for short periods to

provide special expertise.

30. Both the Department and individuals involved in any assignment

must maintain an independent, impartial attitude. All significant and

pertinent information must be collected and developed and given due

consideration in reaching conclusions, and authors must feel free to report

their conclusions completely, without fear of censure. Although they do

not necessarily have to be experts in the specific technical fields

involved, persons assigned to a particular study must collectively possess

adequate professional proficiency for the tasks required.

31. As part of its cooperation with evaluation units in member

countries on joint studies and in sharing experience, the Department

welcomes a limited number of staff from these units to work with it for

defined periods of time.
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lV. Relationship with Management and the Executive Directors

32. The Management and- the Executive Directors of the Bank, who form

a principal audience for Bank evaluation work, receive all OED reports in

the manner described above. Continuing informal contact is maintained

by OED staff with Bank staff and by the Director-General with the

Management and the Executive Directors. The Director-General maintains

more formal contact with the Management through his membership in' the

President's Council and with the Executive Directors by attending all

meetings of the Board of Directors and of the Joint Audit Committee of

the Board.

33. Early each fiscal year, the Director-General reports briefly

on the findings of his continuing broad-ranging review of the adequacy

and effectiveness of the Bank's operations evaluation system in light

of the evolving programs of the Bank, the results of earlier evaluation

work by OED and others, and the Bank's responses to the findings of this

work. After receiving comment from Bank management, he submits this

report to the Joint Audit Committee of the Board of Executive Directors,

which then forwards it, with any comments of its own, to the Board.

34. The Executive Directors meet formally to discuss this Annual

Report and the comments of the Joint Audit Committee to which they have

delegated responsibility, inter alia, for assessing the adequacy and

efficiency of the work of the OED.

35. The Joint Audit Committee (JAC) has a broad mandate for reviewing

the work and operation of the OED. It fulfills its responsibilities

mainly as follows:

- it discusses with the Director-General his Annual

Report before transmitting it to the Executive

Directors;
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- it recommends OED's draft annual budget and work

program to the Board, after discussion with the

Director-General and the Director of the Operations

Evaluation Department to ensure that the work program

is adequate and reflects particular Board concerns,

and receives from them during the course of the year

periodic verbal reports on the status of the agreed

program. OED's draft budget and work program will

first have been discussed with Bank management to

ensure that what is presented to the Joint Audit

Committee reflects particular Management concerns

and is consistent with the Bank's budget constraints;

- it screens OED reports to select those the Committee

would recommend for informal discussion by the

Executive Directors, who meet periodically for this

purpose in an informal Committee of the Whole;

- it reviews from time to time a small, representative

sample of OED reports with the authors to assess the

adequacy of their coverage, methodology and adherence

to the standards outlined above.

It is on the basis of this work over the course of the year that the

Committee prepares its annual assessment of the adequacy and efficiency

of the work of the OED.

V. The Annual Reporting Cycle

36. The Director-General and the Operations Evaluation Department

follow an annual work planning cycle which is related to the Bank fiscal

year and the fact that the Joint Audit Committee's members are appointed

biennally on November 1. The main components of this reporting cycle

are as follows:
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- the Director-General's Annual Report is discussed

by the Joint Audit Committee in September, to permit

the conclusions of this discussion to be included in

the JAC's annual report, which is normally issued

in October. This timing also allows the Management

and the Executive Directors to consider, in the light

of this report, what evaluation work they would like

to see initiated in the following fiscal year.

- the Annual Review of Project Performance Audit Results

is completed by OED early in the calendar year to

enable the Director2 General to take its initial

findings into account in formulating OED's Work

Program for the forthcoming fiscal year.

- OED's draft Annual Work Program and Budget is

presented to the Joint Audit Committee in March,

in time to be incorporated in the annual budget

of the Bank.
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or, if it doesn't, any coum ns that you may have on it, by telephone

or note, as you prefer. I h-a not bothered you at tiEs time wiL

the full text, which you will be spe ng in due couro.

May I hear from you during the cin week?
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