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Kindly refer to the subject captioned above.

Directorate General Monitoring & Evaluation Guidelines for the Evaluation
of the development projects of Government of the Punjab were prepared in 2006. Later,

gradual improvements were made in Evaluation guidelines and the Revised Evaluation
Guidelines were issued in 2008.

During Evaluation of the development projects, numerous alterations in

the practicing Evaluation techniques/tools have been made which raised the need of
further revision of the document.

Therefore, draft of Revised Evaluation Guidelines (2012) providing detailed
Instructions of the DGM&E’s Evaluation procedure for the completed development
projects is being forwarded for kind perusal and further valuable suggestions / comments

and recommendations. ‘
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Director General
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DGME EVALUATION GUIDELINES - GOVERNMENT OF THE PUNJAB

1. PURPOSE

These Evaluation Guidelines have been prepared for the purpose of introducing
Evaluation in the Punjab Government, and are to be utilized as a working document
for the Directorate General of Monitoring and Evaluation. Evaluation as a project
management function is presently non-existent in the Punjab Government and has
been recognized as a valuable component of the functions of the DGME. Hence, the
Evaluation Wing of the DGME has been designated the responsibility of undertaking
post-completion project evaluation, and will comprise of a dedicated evaluation
team.

The DGME Evaluation Guidelines have been designed to act as an easy-to-
understand, step by step guide on the evaluation process, tracing the procedures of
planning, managing, reporting and responding to an evaluation.

The Evaluation Wing of the DGME shall provide the essential feedback component in
the project planning process, by documenting and disseminating the lessons learnt
from the Evaluation results. Apart from managing Evaluation, the DGME shall
provide an advisory role to the P&D in the planning stage of provincial projects,
specifically in the preparation of PC-1’s and objectives definition. In addition to this
it shall exercise a management role for overseeing third party Evaluation, without
being directly involved in field research activities. Overall, it will be concerned with
selecting appropriate Evaluation consultants, organizing field research activities,
undertaking coordination between the Evaluation team' and the DGME, setting
quality standards and benchmarks, and selecting projects for following type of
Evaluations.

1.1 Terminal Evaluation

This type of evaluation is conducted after the completion of the project. After
circulation of evaluation Report, project is discussed in Evaluation Committee
Meeting (ECM), and decision about the transfer of project to Non-development side
is taken.

1.2Mid Term evaluation

During execution of the project, Chief Minister {CM), Chairman P& D Board and
Secretary P&DD may direct DGME to conduct mid-term evaluation to evaluate the
targets for further decision on the project.

1.3PC-V Review

Newly defined category for Evaluation, it is only conducted for those projects which
have already been discussed in Evaluation Committee meeting and are conditionally
approved because of incomplete scope achievement, lack in implementation or some
targets which were left incomplete . Evaluation Committee directs to complete
leftover work. After completion of these leftover works, sponsor’s department
submits PC-V of the project for further decision on the project.
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2.

IMPORTANCE OF EVALUATION

Evaluation enables project stakeholders to trace the feedback process that links
project outcomes with project objectives. Evaluating a project’s outcomes against its
objectives (which were previously decided upon during the planning stage) helps to
determine its success in achieving those objectives. Evaluation of a completed
project will help the government understand the factors affecting project
performance, and ascertain whether all the time, effort and money spent was
worthwhile in achieving project objectives or not. Effective evaluation is the
essential connecting factor between all stages of the project life-cycle, as evaluation
findings improve the planning process of future projects by generating new ideas
and approaches.

. TYPES OF EVALUATION

Evaluation can be applied for different purposes as well as to a specific activity,
project or program. It is not restricted to the completion stage only but involves
periodic investigations at many stages. The different types of evaluation that can be
carried out during a project are as follows:

3.1. Ex-ante Evaluation

Ex-ante evaluation is carried out prior to the start of the project. Details of the
project and its expected outputs are analyzed. In ex-ante evaluation, evaluation
indicators are set and they are used to measure the effect of the project in
subsequent evaluation, from the mid-term evaluation to the ex-post evaluation.
It is during this phase that the practice of Value Engineering needs to be
incorporated. According to the Value Engineering Manual of the West Virginia
Department of Transportation, Value Engineering is the ‘systematic application
of recognized techniques by multidiscipline team that identifies the function of
a product or a service; establishes a worth for that function; generates
alternatives through the use of creative thinking; and provides the needed
functions at the lowest cost.’ The concept, put simply, pertains to the search for
the second right answer. The reason behind this activity is to prevent wastage
of resources. Once the funds have been allocated to a particular project, the
rationale behind the allotment needs to be examined in order to avoid
unnecessary spending. Discussing the alternatives to achieve the desired
results is a main component and coming up with least cost option is the
objective.

3.2. Mid-Term Evaluation

Mid-term Evaluation is conducted at the mid-point of projects. This kind of
evaluation aims at examining the achievements of the project - a check on the
progress is also kept, keeping in view the relevance and efficiency criteria. The
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3.3.

results obtained through this evaluation assist in the revision of the original
plan, or the strengthening of the operation structure, if needed. They measure
and report on performance to date and indicate adjustments that may need to
be made to ensure the successful implementation of the project or program.
Questions such as to what extent have the agreed objectives been achieved,
what are the reasons for the achievement or non-achievement of outputs or
outcomes, and what could be done to make the intervention more effective, are
answered. Here a tool such as Configuration Management can prove to be
beneficial - Configuration Management is used to manage activities during the
course of the project. It is basically an instrument used to integrate planning,
execution and change control to keep project requirefnents and the end results
of the projects synchronized. Configuration Management, applied over the life
cycle of a configuration item, provides visibility and control of its performance,
functional and physical attributes.

Terminal Evaluation

At the project closeout stage, the Implementing or Executing Agency conducts a
terminal evaluation. The main purpose of such evaluations is to review the
implementation process and achievement of results and draw lessons. Its focus
is primarily on the efficiency, effectiveness and sustainability criteria. This type
of evaluation also helps to determine whether the project has been successfully
completed, if it requires a follow-up etc. The Evaluation Body reviews the
Terminal Evaluation reports to validate the evaluation findings and to assess
lessons learned. It is at this time, when the project is adjudged to be complete,
that the PC-IV form is required to be submitted. The PC-IV form requires
information pertaining to the name of the project, date of commencement,
completion and the period of completion etc. Furthermore, the project history
regarding financial and physical phasing of the project is analyzed; closing of
the project accounts, the number of people employed, benefits accrued and any
other changes made during the course of the project and suggestions for
similar future projects are discussed as well.

3.4. Ex-Post Evaluation

Ex post evaluation of policies refers to backward-looking assessment of the
effects of introduced policies or proposals. This type of evaluation is conducted
after a particular time period has elapsed since the completion of the project,
ranging from a year to five years or more. The purpose of an ex-post evaluation
is to analyze how close the actual outcome is to the projected one. Furthermore,
ex-post evaluation aims at studying the impact and sustainability aspects of the
project - a project are considered sustainable if the produced effects continue
after the termination of the project. Impact assessment reports on the
development results achieved and focus on the intended and unintended,
positive and negative outcomes and impacts. Post-completion evaluation of this
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sort is necessary for improving the effectiveness of development related
expenditure. Through this evaluation, lessons and recommendations, as well as
the planning and implementation regarding the improvement of the programs is
derived. In short, the intention is to identify the factors of success or failure, to
assess the sustainability of results and impacts, and to draw conclusions that
may inform other interventions. During this phase, the preparation of PC-V form
is required - PC-V form is to be furnished on an annual basis for a period of five
years by the agencies responsible for operation and maintenance of the
projects.! PC-V contains information mostly related to reviews - reviews of
costs, expenditure and financial results.

4. INTERNATIONAL PRACTICES FOR EVALUATION

When evaluating a project, international practice deems the usage of a scale along
which certain evaluation criteria are used as dimensions, to rate the project usually
on a scale of 1 to 5. Referring to this criterion helps decision-makers and all stake
holders involved in evaluation to keep the evaluation  study focused as they can
clearly distinguish on what aspects to rate the project.

Further detail on the commonly used Evaluation Criteria is given below:
4.1. Relevance

Relevance is concerned with assessing whether the project was the right
development intervention chosen to address a specific need of the people. For
example, a project for constructing a road can be judged for its relevance by asking
whether its objectives were rightly framed in accordance to the state’s
development plans: Assessing project relevance includes back-tracking decision
trees, identifying reasons for changes in scope and analyzing gaps in planning and
actual work execution.

Relevance is very important for tracing changing political, economic and social
conditions during project implementation. Relevant changes in the development
and political scenario of the country can have repercussions rendering certain
projects irrelevant in lieu of the latest shift in development plans Judging the
relevance of projects during post-completion evaluation assesses the usefulness of
the project objectives in the current scenario, and helps policy makers decide on
continuing similar projects or not.

4.2. Efficiency

Efficiency deals with the relationship between project inputs and outputs; a
project may be called an efficient intervention, if it uses minimum inputs at least
available cost to obtain the desired result. Often there is a trade-off involved with

: Pg. 27, Manual for Development Projects, Projects Wing Planning & Development Division, Govt. of Pakistan, May 1997
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quality of the inputs versus the costs involved; least-cost methods often
compromise on quality, involving careful decision making on part of the project
executioners.. For other projects that are more difficult to assess qualitatively, for
example awareness campaigns, education projects etc., efficiency may be judged
by calculating wastage levels of economic resources, or conducting an inter-project
comparison with similar qualitative projects.

4.3. Effectiveness

Measuring the effectiveness of the project refers to how well it fulfilled its
objectives, by taking into account the effect of the project on the beneficiaries.
When assessing project effectiveness, the following questions need to be asked:

How have the conditions of the intended beneficiaries group changed since the
beginning of the development intervention? How do these identified conditions
differ from the intended conditions? And to what extent was the change in the
conditions caused by factors external to the project. Hence the effectiveness of
evaluation is determined by the change in the observed outcome and assigning it
to the intervention

4.4. Sustainability

A project may fulfill all the above criteria, but if its positive impacts are not long-
lasting, the project loses its worthiness. Sustainability deals with asking questions
such as the availability of sufficient resources to maintain project results. It is often
the most rigorous evaluation measure as it is concerned with how well a project is
environmentally and financially sustainable. For example, sustainability of a road
project could be measured by the likelihood of the road being maintained and its
perceived usefulness in the future, keeping in mind forthcoming developments
surrounding the constructed road.

4.5. Impact

Impact is a measure of all significant effects of the development intervention,
positive or negative, expected or unforeseen, on its beneficiaries and other affected
parties. For most projects, it gets increasingly difficult to attribute broad effects to
specific causes. This is primarily due to the fact that various number of factors that
can lead to that particular effect. Hence in order to conduct an impact evaluation,
which aims at measuring the effect of an intervention, an estimation of a
counterfactual situation is required. This can be achieved by comparing the two
identical groups - one which has been subjected to the intervention and one which
has not.
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5. STEPS OF EVALUATION

Following steps must be taken to execute the successful project Evaluation.

PC-l REVIEW

DURATION
COMPONENTS

SURVEY DESIGN
QUESTIONAIRE
DESIGN

SITE VISITS

INTERVIEWS
SITE SNAPS

PROJECT EVALUATION
RATING INDEX (PERI)
THE LOGIC MODEL

PERFORMANCE
MEASUREMENT
FRAMEWORK

PEST ANALYSIS

TEAM FORMATION

!

PCHV REVIEW
PROJECT DOCUMENTS
REVIEW ’ SPONSOR's
ASSESSMENT REPORT
(SAR) REVIEW
IDENTIFYING PROJECT

KEY INDICATORS

FINANCIAL
ACHIEVEMENTS

l

PHYSICAL
ACHIEVEMENTS

DESIGN EVALUATION
METHODOLOGY

INTERVEVIEWING
PLAN
SITE VISTE PLAN

A

PHYSICAL ACTIVITIES AND
DATA COLLECTION

PERIODIC PHYSICAL
PROGRESS REPORT:
PERIODIC FINANCIAL
PROGRESS REPORTS

!

PROCUREMENT
RECORDS
SWOT ANALYSIS

DATA ANALYSIS AND
INTERPRETATION

PROJECT COST \
ANALYSIS

'

DGM&E
ASSESSMENT

OBSERVATIONS

y

CONCLUSIONS

y

LESSON LEARNED

\ 4

RECOMMENDATIONS

Y

REPORT SUMBISSION

EVALUATION
COMMITTEE

Figure: Flow Chart/ Schematic diagram for Project Evaluation
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5.1. PC-1V Receipt

Line Departments prepare and submit PC-IV of the completed ADP projects to DGME via
Sr. Chief (Evaluation), P&D Department. Sometimes, line Departments may also request
Director General (Monitoring & Evaluation) directly for Evaluation. After sifting of the
project documents, DGME officials categorize the project for evaluation. P&D also
directs DGME to conduct midterm review and third party validation of specific on-going
projects.

5.2. DGM&E Meeting & Team Formation

After identifying the purpose of evaluation by the officials of DGME, a serial no. is
allotted to the file and is placed in the queue. Turn-wise PC-IV documents are submitted
to DG (M&E). DG (M&E) conducts an in house meeting for formulation of evaluation
team based on qualification and experience of the individuals. Further, decisions
regarding the services of consultants (if required) are also taken.

5.3. Project Documents Review
To conduct Evaluation, the following project documents may be reviewed;

5.3.1.PC-1 Document
Main purpose for review of PC-1 document of a project to be evaluated is to get
an idea about the project credentials at the planning stage. Later on, these are
compared with the actually achieved targets reported in PC-IV. PC-1 of the
project is reviewed to get information regarding following aspects of the project
at planning stage.
i. Objectives
ii. Justification
iii. Gestation period
iv. Cost
v. Scope
vi. Benefits/Revenue
vii. Staff (if required)
viii. Recurring cost of the project. (if any).
Revised PC-1 documents are also appraised in case of revisions.

5.3.2.PC-1V document
Comparison of planned targets of the project to be achieved (defined in PC-1)
and actually achieved targets are made, for which, it is compulsory to review
PC-IV of the project. Detail of points to be noted in PC-IV is as under:
i. Total Actual Cost

ii. Actual Gestation period

iii. Item-wise physical & financial targets achieved against planned targets

iv. Year-wise physical & financial targets achieved against planned targets

v. Actual Capital & Revenue Cost break-ups.

vi. Actual Benefits/Revenue
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5.3.3.PC-1l document-
In case of Mega Projects or in case of Projects having consultancy component,
PC-II of the project must be reviewed. This review leads to know about the
feasibility report and its recommendation in case of Mega Projects whereas,
Consultancy cost, Total duration, Man months and approved ToR’s in case of
consultancies involved in the project.

5.3.4.PC-1Il document
In projects where it is defined to carry periodic internal/departmental
monitoring, PC-III proformae must be reviewed to know about the monthly or
yearly physical & financial progress of the project.

5.3.5.Sponsor’s Assessment Report (SAR)
Sponsor’s assessment report (SAR) is submitted by the sponsoring
department; however, it is reviewed to know about the summary of project
description, its financial achievements against projects’ planned targets along
with physical achievements against its planned objectives. The above-said
detail regarding the project activities & its performance is discussed and
included in Evaluation report.

5.3.6.0thers (if any)
According to the project planned activities, evaluation team may ask to submit
other relevant documents which may deem necessary for evaluation e.g.
bidding documents, tendering detail, audit reports etc.

5.4. IlIdentification of Project Key Indicators
To evaluate a project successful completion against its planned objectives, first of all the
project inputs be converted into measurable indicators to obtain a more comprehensive
understanding of the project physical & financial achievements against its objectives
after completion. Indicators need to have an established baseline against which targets
achieved may be evaluated in view of the initial project plan. Following may be some
major key indicators:

i. Objectives

ii. Physical Achievement

iii. Financial Achievement

iv. Cost

v. Duration

vi. Components

5.4.1.Selection of Project Key Indicators
The criteria for selecting key indicators for evaluation of a project depend upon the
purpose, resources, and time available for evaluation. The following criteria are usually
suggested:
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1. Simplicity: The indicator should be simple enough to be understood by non-
specialists.

2. Unambiguous definition: It should be clearly defined.

3. Ready determination: The data can be obtained without unnecessary difficulty.
This is also referred to as timely and feasible.

4. Accurate measurement: The indicator should be measured accurately, which is
often difficult when dealing with farming communities.

5. Validity: The indicator should actually measure what it is supposed to measure.

6. Relevance: It should be geared to the specific needs of decision makers

7. Specify: It should reflect changes only in the situation concerned and should
measure specific conditions that the project aims to change.

8. Consistency: The value of indicators should stay constant so long as they are
collected in identical conditions, no matter who does the collecting.

9. Sensitivity: Indicators should be sensitive to changes in the situation being
observed.

10. Prioritization: Indicators should be prioritized and a minimum feasible list

prepared.

5.5. Designing Evaluation Methodology
After identification and selection of key indicators for evaluation, evaluation

methodology is designed to plan for data collection against selected indicators along
with scheduling project site visits. One or all of the following may be selected

5.5.1 Interviewing plan ‘
Project Officials, target group and control group are interviewed about the
target benefits and procedures involved in the project. These group
interviews are valuable for the evaluation purpose. Their response regarding
the said interventions is judged for carrying out Evaluation.

5.5.2 Site visit plan
Site visits are mandatory for the on-site verification of quantitative &
qualitative objectives. Therefore, project sites visits are planned and
conducted as per schedule. The Sponsor’s departments are informed well
before the visit for making arrangements.

5.5.3 Survey design
In case of projects where diversified sites are involved, it becomes very
difficult to visit each and every site of the project. Therefore, sampling for the
site visits is carried out. Most commonly used methods for sampling is
Random sampling & systematic sampling.

5.5.4 Questionnaire design
To evaluate the response of the beneficiaries and the officials, different
questionnaires are designed before the site visits. These questionnaires are
designed on the basis of defined objectives of the project. Later on, data is
extracted from these questionnaires and used for further analysis.

11



DGME EVALUATION GUIDELINES GOVERNMENT OF THE PUNJAB

While designing evaluation plan, methods for data collection and analysis are also
selected.

5.6. Physical Activities & Data Collection
In order to collect the most appropriate type of data, it is imperative to select the right

method of data collection. Certain methods employ both quantitative and qualitative
data. For example, data can be quantified in a questionnaire survey with response
options prepared (e.g., 80% of respondents are satisfied), whereas only qualitative
data is available if it is structured with open-ended questions.

5.6.1.Commonly Used Data Collection Methods
The most commonly used data collection methods are as follows:

i.  Reviewing statistics, literature and existing data
ii.  Observation
iii.  Questionnaire survey
iv. Interview
v.  Focus group discussion

In order to maximize the merits and minimize the demerits of each data collection
method, several different methods should be combined. For example, a questionnaire
survey can be conducted to complement existing data. Or, a focus group discussion
among local people may be conducted to know their perception after an understanding
of the general tendency has already been learned through a questionnaire survey. It is
also possible to carry out a survey using both quantitative and qualitative data
collection methods. It is important to consider the combination of several methods in
order to reduce the biases of surveyors as well as respondents.

5.7. Data Analysis & Interpretation

Evaluation does not end with the collection of data and its analysis - it is also very
important to follow through with the interpretation of this data and reporting the
results to the concerned stakeholders. The interpretation of this data is to be done on
the basis of different analyses set forth. Depending upon the nature and need of the
assignment, one or combination of all of the data analysis methods are selected.

5.7.1.SWOT Analysis

SWOT analysis is a method used to evaluate
the Strengths, Weaknesses/Limitations, Opportunities, and Threats involved in
a projector in aventure. It involves specifying the objective of the project and
identifying the internal and external factors that are favorable and unfavorable to
achieve that project objective. Analysis can be carried out in tabular form as shown in
table 1:

12
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Table 1: Strengths, Weaknesses, Opportunities & Threats

5.7.2.Project Cost Analysis

Detailed analysis of the project cost (e.g. original & revised cost along with overall actual
expenditures) is carried out to gauge the financial performance of the project after its
completion. The rationale of above-said actual expenditures has also been figured out by
calculating its percentages to line-up the evaluation process. Comparison of financial
phasing as per PC-1, ADP Allocation and actual expenditures incurred against the
releases is made and presented in the form of tables and charts. Sample table 2 is
depicted below; however, changes in the table can be made according to the need and
requirement of the project:

Table 2: Comparison of planned costs, releases and actual expenditures incurred

5.7.3.PEST Analysis

PEST analysis stands for "Political, Economic, Social, and Technological analysis" and
describes a framework of macro-environmental factors used in the environmental
scanning/evaluation of the project..

Political factors are how and to what degree a government intervenes in the economy.
Specifically, political factors include areas such as:

1. Tax policy
. Laborlaw
. Environmental law
. Trade restrictions
. Tariffs
. Political stability.
Economic factors include

1. Economic growth

DU Wi
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2. Interest rates
3. Exchange rates
4. Inflation rate
Social factors include
1. Cultural aspects
2. Health consciousness,
3. Population growth rate,
4. Age distribution,
5. Career attitudes
6. Emphasis on safety.
Technological factors include technological aspects such as
1. R&D activity
2. Automation,
3. Technology incentives
4. The rate of technological change.

They can determine barriers to entry, minimum efficient production level and
influence outsourcing decisions. Furthermore, technological shifts can affect costs,
quality, and lead to innovation.

5.7.4.PERI Calculation
The Project Evaluation Rating Index (PERI) is a powerful and simple tool that helps in
evaluation by offering a method to measure project scope for completeness. The PERI
offers a comprehensive checklist of 15 evaluation fundamentals in an easy-to-use
score sheet format. Score-Sheet can be seen at Annex-A. Each element is weighted
based on its relative importance in the process of evaluation. Detail of PERI calculation
criteria along with corresponding weights is as follows:

1) PC-IV Submission (5 Points)
Time taken for submission of PC-IV shows commitment of the sponsor’s department.
A time scale has been prepared to assess the in time PC-1V submission; Maximum
marks are given if the PC-1V is submitted before the completion of the project.
However, other time delays and corresponding marks are shown in section 1 of
score-sheet at Annex A.

2) Data Availability & Response of Concerned Agency (5 Points)

Cooperation, facilitation & response of the sponsor department for data availability
and during site visits are also quantified for PERI calculation. Evaluations are based
on the data provided by the concerned agency/sponsoring department. Sometimes,
timely evaluation cannot be conducted due to unavailability of data by the line
departments. Therefore, this aspect is included in PERL The evaluator must judge
the response of the agency and award marks accordingly. Maximum marks are
awarded for “excellent” response. Similarly, detailed criteria is elaborated in section
2 of score-sheet at Annex A.

3) Financial Progress (10 Points)
Actual financial progress of the project should remain within the allocated budget of
the project. Ranking is based on actual percentage utilization of funds against
releases. Financial progress is rated as per criteria defined in section 3 of score-sheet
at Annex A.
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4) Total Physical Progress (10 Points )
Actual physical activities (purchase of machinery, equipment and furniture and
fixture etc) are compared with the activities defined in PC-1.For 100% completion,
maximum 10 points are given. Similarly, for 90 % completion 9 points
are given. Elaborated points criteria is defined in table annexed at A.

5) Objectives Achievement (10 Points )
Ranking is based on the judgment of achievement of the project Objectives.
Maximum marks are awarded to those projects which achieve 100 % of the planned
objectives. Similarly, relative point criteria is given in section 5 of score-sheet at
Annex A.

6) Project Justification (5 Points)
It gauges that how much project is justified at planning stage. The hypothesis of
project justification given at planning stage is verified after its execution and points
are allotted according to the scale defined in section 6 of the table at Annex -A

7) Beneficiaries Assessment (5 Points)
Questionnaires are designed to evaluate the response of the beneficiaries about that

particular project. Replies of the beneficiaries are assessed and judgment about their
response is made. The evaluator should quantify this judgment as per ranking
explained in section 7 of the table placed at Annex A.

8) Sponsor's Assessment (5 Points)
Sponsor’s Assessment should base on actual grounds. After site visits and personal

judgment of the evaluator, sponsor’s assessment report is critically analyzed and
points are awarded according to the scale defined in section 8 of the table placed at
Annex -A.

9) Formulation of Project Team and Organization (5 Points)
Project Director and team members plays key role in successful execution and

completion of the project. The evaluator should assess the qualification and relevant
experience of project team organized by the sponsor’s department. Scale is defined
in section 9 of the table. (Annex-A)

10) PC-1 Revisions (5 Points)
Large number of revisions of PC-1 shows incompetency of executing and sponsoring

agencies. It also depicts lack of planning at project implementation stage. Therefore,
the Evaluator must give maximum marks to the project with no PC-1 revision.
Further criteria for quantification is elaborated in section 10 of the table at Annex A

11) Schedule and Cost Analysis (10 Points)
Delays in scheduled completion time and variation in cost of the project are judged

by carrying out cost analysis. Results of these analyses are interpreted and points
are given accordingly. If the project is completed within schedule and budget,
maximum points are given. If the project completes with 6 months delay and 5%
cost variation, 7 points are allotted. Similarly, elaborated criteria is defined in section
11 of table at Annex A
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12) Civil Works (10 Points)
For Infrastructure development (ID) projects, abundant civil works is involved.

During site visits, Rough Cost Estimates defined in PC-1 is compared with actual
activities carried out at the site. If 100 % scope is met, then maximum points (10)
are given. If 95 % of the civil works are completed, 8 points are allotted. Similarly,
detailed scale for award of points is shown in section 12 of the table placed at Annex
-A.

13) Quality of Civil Works (5 Points)
After evaluating the quantity of civil works, on site quality of Civil work is judged

and rated accordingly. If no cracks, settlements, honey combing and poor quality of
material is there, Quality can be rated as “Excellent “ and maximum points are given.
Similarly for “Good” Quality of Civil works “4” points are allotted. However, complete
rating is defined in Section 13 of table (Annex-A)

14) Quality of Operational Procedures (5 Points)
Defined Standard Operating Procedures (SoP’s) are considered and it is checked

whether the activities are undergone haphazardly or otherwise. It is judged that
various operations/activities after completion of project are performing
satisfactorily. Ranking scale can be seen in section 14 of score-sheet at Annex A.

15) DGM&E'’s Assessment (5 Points)
Overall performance assessment is made and quantified Marks are given by the DGME

evaluation team according to the performance of the sponsor’s department for that
particular project. Assessment scale is defined in section 15 of the table at Annex A.
However, this assessment lies with the jurisdiction of evaluation team.

Final PERI Calculation

Points awarded for each aforementioned criterion are added up and final PERI is
calculated and compared with the criteria mentioned in section 5.7.4 (A) and 5.7.4 (B)

5.7.4 (A) Criteria for the Projects with Civil Works

For Projects with Civil works, Maximum weighted points are “100”.

sr.No G ~ Criteria
1 If PERI > 80 ,Rate the Project as “highly Satisfactory”
2 If PERI = 71 to 80, Rate the Project as “Satisfactory”
3 If PERI = 61 to 70, Rate the Project as “Moderately Satisfactory”
4 If PERI = 51 to 60, Rate the Project as “Moderately Unsatisfactory”
5 If PERI = 41 to 50, Rate the Project as “Unsatisfactory”
6 If PERI < 40, Rate the Project as “Highly Unsatisfactory”
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5.7.4 (B) Criteria for the Projects With No Civil Works

For Projects with no civil works, Maximum weighted points are “85”

Sr.No - oo griteria
1 If PERI > 71 ,Rate the Project as “highly Satisfactory”
2 If PERI = 61 to 70, Rate the Project as “Satisfactory”
3 If PERI = 51 to 60, Rate the Project as “Moderately Satisfactory”
4 If PERI = 41 to 50, Rate the Project as “Moderately Unsatisfactory”
5 If PERI = 31 to 40, Rate the Project as “Unsatisfactory”
6 If PERI < 30, Rate the Project as “Highly Unsatisfactory”

5.7.5.Logic Model

Alogic model (also known as a logical framework, theory of change, or program
matrix) is a representation of how an activity (such as a project, a program, or a policy)
is intended to produce particular results. They are generally graphical in nature and
show the logical relationships among the resources that are invested, the activities that
take place and the benefits or changes that result, as a sequence of events. Logic models
can be drawn with the causal and temporal sequence running from left to right, from
top to bottom, or from bottom to top. They can be used at-all stages of an activity,
including planning, implementation and evaluation.

5.7.6.Performance Measurement Framework (PMF)
To effectively evaluate the results and impact of project objectives, it is essential to
have strategies and tools to measure project performance. For the project to be seen as
a credible agent of change, it is determined if initiatives and programs respond to
existing needs, and if they are improving the quality and effectiveness. The project
performance measurement framework will provide a snapshot of how well strategic
goals and priorities, and consequent impact are meeting in the field. Table 4 shows the
sample table for the evaluation of PMF; however, it can be altered as per need of the
particular project. ’
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Table 4: Performance Measurement framework

Expected Indlcators

Results

Impact:

e | Target | Data

ds

Data
Collec

Metho |

collect uenc
ed

Assess
ment

DGM& Responsi

Outcome

Outputs
(short
term):

Activities
(process
es):

Inputs:

5.7.7.Statistical Data Analysis

Data collected from site visits and questionnaires is statistically analyzed by using
different statistical software’s such as SPSS etc. and corresponding results are depicted
for further interpretation.

5.8. Observations
This section describes the data findings by using appropriate statistical and non-

statistical, quantitative methods and provides a comprehensible link to the evidences
collected in data collection phase along with graphical representation.

5.9. Conclusions
This section explains expected outcome/results from data analysis and the completed

work assessment, a check list to quantify the performance of project activities being
carried out during execution process and rating the project as a successful/failure
intervention. Results are shown in the form of Table 4.

Table 5: Ratmg criteria of the prolect

STATUS . . R ‘ R, :

Highly Satlsfactory 1 -
Satisfactory 2 -
Moderately Satisfactory 3 -
Moderately Unsatisfactory 4 -
Unsatisfactory 5 -
Highly Unsatisfactory 6 -
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5.10. Lessons Learned
It includes valuable information obtained during assessment of the project for future

policies, strategies, design, implementation and management consisting of; design and
operational lessons to facilitate project execution by focusing on most significant project
findings i.e. performance measurement and efficiency of administrative decisions along
with general development lessons aimed at improving development plans and
strategies. Lesson Learnt will also be useful as feedback for the executing and
sponsoring agencies.

5.11. Recommendations

This section gives the suggestions and recommendations for introducing improvements
in on-going project execution as well as identification of the area requiring follow up
actions to remove bottlenecks hindering the project execution process.
Recommendations will also be used as feedback for the executing and sponsoring
agency for initiating similar nature of project in future. Rationale for the
recommendations should clearly be explained relating to information collected during
assessment of the project. |

5.12. Report Submission
After all the data collection and analyses, report is prepared as per following structure.
Structure of the Final Evaluation Report

A sample report structure for Evaluation is as following

Title Page

It should contain title page of report including name of the project, its date of
publication and name of authority responsible for the report.

Acknowledgement

To highlight the purpose of the project, its development process, resources involved
personal acknowledgements and thanks to those who helped in developing the project
Evaluation report and assisted in its preparation.

Executive Summary

It should be an overview of assessment of the project evaluation process which covers
the most important observations of evaluation and highlights project performance,
recommendations and lesson learned. It is usually 1-2 pages (depending on size of the
project).

Contents Page

It contains page numbers, indicating the sections and annexes for easy reference.
Introduction

This section of the report describes the purpose & structure of the report, providing
brief introduction of the different sections of the report.

The Project

It will describe the overview of project brief, description, its objectives, Justification,
original cost and time planned for its execution; and actual physical & financial status of
the project along with its actual time utilized for completion.

19



DGME EVALUATION GUIDELINES GOVERNMENT OF THE PUNJAB

Methodology
Criteria used to carry out evaluation of the project is defined and elaborated in this
section of the report. For further elaboration please see section 5.5 of Evaluation
Guidelines

Observations/Findings
It will describe the data findings by using appropriate statistical and non-statistical,
quantitative methods and provide a comprehensible link to the evidences collected in
data collection phase along with graphical representation.
Lesson Learned
See Para 5.10
Conclusion
See Para 5.9

Recommendations
See Para 5.11
Appendices / Annexes
It is consisting of the appending information that has potential to interrupt the flow and
balance of the report, documents may be included such as: .

i.  Sponsor’s Assessment Report (SAR)

ii.  Detail of Recommended Posts (if any)

iii.  Minutes of the meeting (if any)

iv.  Project Evaluation Rating Index (PERI)

v. Recommended Annual Recurring Cost (if applicable)

vi.  List of Documents consulted
vii.  List of stakeholders interviewed
viii. = Team’s schedule
When appendices are highly technical (e.g. for the projects of infrastructure sector,
irrigation & power projects etc.), they are often bound in separate volumes.
Submission of final Evaluation Report
The final evaluation report is submitted to the Sr. Chief (Evaluation), Planning&
Development Department and the Secretary of the concerned department/ Head of the
concerned agency with a copy to the Chairman, Planning & Development Board, and
Government of the Punjab & Secretary P&DD for information and consideration as
agenda item in upcoming Evaluation Committee meeting.
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5.13. Evaluation Committee Meeting

Submitted reports are further forwarded to the competent forum of Evaluation
Committee chaired by Director General (Monitoring & Evaluation). Decisions on the
recommendations of Evaluation report are made. Following is the constitution of the
Evaluation Committee:

1. Director General (Monitoring & Evaluation), DGME, P&DD In Chair

2. Secretary/Representative of sponsoring/Administrative department Member
3. Secretary/Representative of executing department Member
4. Secretary/ Representative of Finance Department Member
5. Project Director Member
6. Sr. Chief (Evaluation), P&D Department Member
7. Evaluation Team, DGME, P&DD Member

In Evaluation Committee meetings, evaluation-reports of -completed projects are
discussed at length with participation of line/sponsoring agencies, Finance Department,
P&D Department etc. Decisions in the form of recommendations are made regarding the
project continuity from non-development side along with allied staff and assets. At the
end of the meeting, Minutes of the Meeting are prepared which is finally vetted by the
Chairman  (Evaluation = Committee) before circulation to all  project
participants/stakeholders.
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Annex -A

1.1 | Before Project Completion 5
1.2 | Within One Month of Project Closure 4
1.3 | After Two Month of Project Closure 3
1.4 | After Four Month of Project Closure 2
1.5 | After Six Month of Project Closure 1
1.6 | After Nine Month of Project Closure 0
Sub-Total-1 5
Data Availability & Response of Concerned
Agen
2.1 | Excellent 5
2.2 | Very Good 4
23 | Good 3
2.4 | Satisfactory 2
2.5 | Average 1
2.6 | Poor 0
Sub-Total-2 | 5
3.1 | Excellent 10
3.2 | Very Good 8
3.3 | Good 6
3.4 | Satisfactory - 4
3.5 | Average 2
3.6 0

Poor

Total Physical Progress

5 Objectives Achievement |

4.1 | Excellent (100%) 10
4.2 | Very Good (>90 %) 8
4.3 | Good (80-90 %) 6
4.4 | Satisfactory (70-80 %) 5
4.5 | Average (60-70%) 4
4.6 | Poor (<60 %) 0

l Sub-Total-4 | 10




5.1 | All Achieved 10
5.2 | 90% Achieved 9
5.3 | 80% Achieved 6
54 | 70% Achieved 4
5.5 | 60% Achieved 2
5.6 | <50% Achieved 0
Sub-Total-5 10
6  Project Justification
6.1 | Excellent 5
6.2 | Very Good 4
6.3 | Good 3
6.4 | Satisfactory 2
6.5 | Average 1
6.6 | Poor 0

Beneficiaries Assessment

Sub-Total-6

Sponsor’s Assessment

Sub-Total-7 |

7.1 | Excellent 5
7.2 | Very Good 4
7.3 | Good 3
7.4 | Satisfactory 2
7.5 | Average 1
7.6 | Poor 0
=

Formulation of Project Team and
Organization

9.1 Excellent.

8.1 | Excellent 5
8.2 | Very Good 4
8.3 | Good 3
8.4 | Satisfactory 2
8.5 | Average 1
8.6 | Poor 0

5

Sub-Total-8

9.2 | Very Good

9.3 | Good

9.4 | Satisfactory

9.5 | Average

9.6 | Unsatisfactory

Revisions

Sub-Total-9

i S~ (NJWIN| U




10.1

No Revision-

10.2

One Revision

10.3

Two Revisions

10.4

Three or more Revisions

11.1

" Sub-Total-10

ule and Cost Analysis
Within planned Schedule or/and Within
Budget Completion

i IN|[W ([ »

11.2

6 Months Deviation in Planned Schedule
or/and 5% cost variation

11.3

9 Months Deviation in Planned Schedule
or/and 10% cost variation

114

12 Months Deviation in Planned Schedule
or/and 20% cost variation

11.5

18 Months and Greater Deviation in
Planned Schedule or/and 30% cost
variation

Sub-Total-11 |

Completed in all respect

90% completed

85% completed

80% completed

70-75% completed

Not Applicable (sub-total 12 will be 0)

Sub-Total-12

ity of Civil Works
Excellent

Good

Satisfactory

Average

Poor

Not Applicable (sub-total 13 will be 0)

: | Sub-Total-13 |
ity of Operational Procedures

Excellent

Good

Satisfactory

Average

Poor

Not Acceptable

Sub-Total-14 |




XE's Assessment
15.1 | Excellent

15.2 | Very Good

15.3 | Good

15.4 | Satisfactory

15.5 | Average

15.6 | Poor

Sub-Total-15

PROJECT

EVALUATION o

RESULT

NO = INjW| U

CRITERIA (With Civil Works) Max = 100

1. Exceptionally Successful Intervention > 81
2. Successful Intervention 71 -80

3. Partially Successful Intervention61-70
4. Unsccessful Intervention 51 - 60

5. Partially Failure Intervention 41 -50

6. Failure Intervention < 40

CRITERIA {With No Civil Works) Max = 85
1. Exceptionally Successful Intervention > 71
2. Successful Intervention 61-70

3. Partially Successful ntervention51 - 60
4. Unsccessful Intervention 41 - 50

5. Partially Failure Intervention 31 - 40

6. Failure Intervention < 30










