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Recommended Council Decision

The Council reviewed and commented upon Document GEF/C.20/7, Terms of Reference for an
Independent Monitoring and Evaluation Unit. The Council invites the monitoring and evauation unit
of the GEF to prepare revised terms of reference, taking into account the comments raised by the
Council during the meeting and any written comments that may be submitted by the Council Members
to the unit by November 15, 2002. The revised terms of reference should be submitted to the Council
for review and approvd at its meeting in May 2003.
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INTRODUCTION

1 This paper is prepared in response to the Meeting of the Third Replenishment of the GEF Trust
Fund on August 6-7, 2002. Participants to this meeting recommended that a high priority be placed on
strengthening monitoring and evaluation of GEF projects. Participants aso recommended that the roles
and respongbilities for monitoring and evauation (M& E) among the GEF Monitoring and Evauation
Unit (GEF M&E), the Secretariat and the Implementing and Executing Agencies be reviewed by
Council together with recommendations aimed a developing a partnership approach to M&E
respongbilitiesin order to increase complementarity.

2. Building on the 6 years of experience since the GEF M& E unit was created, this paper

proposes away forward on how the GEF s Monitoring and Evauation Function will be strengthened
compared to the M&E policies thet are currently in place.* In addition, this paper contains draft Terms
of Reference for a proposed Director of the M& E unit and guidelines for the involvement of other
members of the GEF partnership in M&E. The paper has been designed to respond to the requests
made regarding the M& E function in the Replenishment paper: Policy Recommendations Agreed as
Part of the Third Replenishment of the GEF Trust Fund (GEF/R.3/37). The references below are to the

paper’ s specific items, &j.
Response to Replenishment Participants Recommendations

Role of GEF Council and Independence of the GEF M& E Unit (Ref. Replenishment paper items
(@), (b), (e), (1))

3. The Instrument of the Restructured GEF provides for the GEF Council to ensure that GEF
policies, programs, operationa strategies and projects are monitored and evaluated on aregular basis.
The Council will have adirect role in guiding M&E poalicies, principles, work plans, programs and
budgets, and overseeing their implementation by the GEF Monitoring and Evauation Director.

4, The monitoring and evaluation practices of the GEF will follow established standards of the UN,
the multilateral development banks, OECD and others, and make further effortsto increasing
accountability, credibility, impartidity, trangparency and usefulness. The M& E gtaffs and consultants
preparing evauation findings and recommendations will be selected and steered so asto alow them to
make fair and cond stent assessments based on their best professond and independent judgments,
fallowing GEF Council guidance and oversght, and not being unduly influenced by other interests.

5. The GEF Council directs that the GEF M&E Unit, for evauation purposes, will be made
independent in the following ways:

! See GEF M&E document: Monitoring and Evaluation Policies and Procedures (GEF, January 2002)
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@ The Director of the GEF M&E Unit will be proposed by the GEF CEO for a5 year
gppointment , on arenewable term and gppointed by the GEF Council.

(b) The GEF M&E Unit will submit 3year rolling work plans and annua work program
and budgets for Council review and approva. Work plans, programs and budgets will
be in integrated into the GEF Business Plans and generd budgets.

(© The GEF M&E Unit will be responsible for dl corporate M& E activities. The key focus
will be the evaluation of GEF's Overdl Performance, which will be prepared in
advance to the replenishment process, and be submitted to the GEF Council and GEF
Assembly. It will dso include areview of progress made towards the implementation of
the recommendations made in the previous overal performance sudy. The M&E Unit
will dso undertake program eva uations, thematic and other project reviews.

(d) On evauation matters, the Director will report directly to the Council.

6. On monitoring activities, dissemination, knowledge management and administration the Director
will report to the GEF CEO. The GEF M&E Unit will be located adminigratively within the GEF
Secretariat.

Improved Measurement of GEF Results (Replenishment items (f) and (h))

7. At present most GEF projects comprise M& E components, such as project indicators and
basdines, to facilitate measurements of GEF achievements in connection with annua reviews, mid-term
reviews and termind evaluaions. M&E interventions are dso scheduled through the project cycle. The
Logicd Framework required for dl regular Szed projects and strongly recommended for medium-sized
projects has been amgor asset in improving the management of projects usng M& E instruments.
However, some M& E components are not a present fully implemented and there are still some lingering
problems in measuring global environmental benefits. Furthermore, project basdines are sometimes not
identified and measurement routines are not dways completed. In particular, the GEF M& E Unit will
propose the following activities to improve the monitoring and evauation of project impacts and
outcomes:.

@ Improved Monitoring and Evaluation Plans. In collaboration with the Implementing
Agencies and the GEF Secretariat focd area teams, the M&E Unit will ascertain that
both regular and medium-size project designs include satisfactory M&E plans,
including adequate provision of funding, and as gppropriate, collection of basdine data
These plans will identify how performance information from monitoring and evauation
activities can guide project management towards accomplishing project objectives,
fallowing the principles of adaptive management.

(b) Minimum M&E Standards. The M&E plans will dso include, as minimum M&E
gandards, the following dements. definition of performance indicators and unit of

2



measurements, description of the data source(s) for the indicator; basdine data and
methods for data collection or caculation; frequency and schedule of data collection;
and individuads respongble for ensuring data avalability. Performance indicators will

be chosen in such away that they are direct, objective, and practica, in the sense that
most data would be made available at intervas consstent with management needs.

Exigting projects that do not have such provisions, and which have more than two years
left in implementation will be retrofitted to meet such minimum M& E standards.

(© GEF M&E Policies and Procedures. The GEF M&E Policies and Procedures will
be continuoudy discussed and updated in diaogues with the GEF Coordination Units
and the Monitoring and Evauation Departments of the Implementing Agencies, and as
gopropriate Executing Agencies, to make them dynamic and relevant to present
circumstances.

(d) Program Indicators. In corporation with other teams of the GEF Secretariat, the
Implementing Agencies and STAP, the M&E Unit will intengfy its tesing and
implementation of the presently desgned program indicators in climate change, that
have been universdly agreed among the GEF entities. Further efforts will be made
during the coming years to develop, test and implement program indicators in the foca
aress of Biodiversty and International Waters, where the current indicators have been
found unsatisfactory. Program indicators for land degradation and persstent organic
pollutants will be developed when the operationd policies and programs have been fully
designed and endorsed.

Cooperation with Implementing and Executing Agencies on Project Monitoring. (Replenishment
items (g) and (j))

8. Present collaborations with the Implementing and Executing Agencies teke many forms. One of
the guiding principles for cooperation on M& E is that operational M&E is built on the exising M& E
systems of the Partner Agencies. Thereis a close cooperation between GEF entities on the annud
Project Performance Review (PPR) project, program and impact eva uations, feed-back and
knowledge management. The Specidly Managed Project Review, (SMPR) (formaly known as
Secretariat Managed Project Review), is closdy linked to the annua PPR. Itisled by the M&E
Director, and involves cooperation by staffs of the GEF M&E Unit, other GEF Secretariat teams,
Implementing Agencies and independent consultants. These reviews measure the compliance of project
implementation with GEF project review criteria (i.e. country-ownership, stakeholder participation,
incremental costs, global benefits, sustainability and replication) and assesses whether projects follow an
adaptable management gpproach to respond to the concurrent contextua Situation in participating
countries.

@ Review of mid-term and final evaluations. In addition to assessng the
Implementing Agencies project evauation reports adherence to agreed GEF criteria,
there will be a sysematic compilation of evauation results and lessons, which will be fed
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into the PPR process. There will aso be continuous assessments of the degree of
independence in the Implementing Agencies project and other evaluations. A digtinction
is made between internd reviews performed by gaff in the responsble operationd
divison and evaduations caried out by persons who are independent of project
operations. The latter may be conducted by staff members of the Agencies evauation
departments or externa evauators on contract.

9. In both of these monitoring exercises, aswell asin others as appropriate, the GEF M& E Unit
will have accessto dl documents related to the preparation, design, implementation and completion of
GEF funded projects.

Feedback and knowledge management (Replenishment items (c) and (d))

10.  Anessentid and integrd part of M&E isthe feed-back to the decision-making processesin the
GEF from the highest policy level to project management. The main conduit for this feedback will be the
GEF Council, and will dso through Council decisions extend to the GEF Assembly, STAP, rdevant
conventions, participating countries, NGOs and other partners. Evauation findings and
recommendations need to be provided in atimely and readily accessible form to have a positive impact
in the GEF activities. Their implementation will be reported on an annua basis. The efforts to ensure
feed-back and follow-up will be done in a coordinated GEF manner or separately by the Implementing
and Executing Agencies, as appropriate.

11.  Activitiesfor feedback and knowledge management requires clearly identified tasks, resources
for their implementation, designated dissemination responsibilities, and identification of the needs of the
end users. It requires using techniques that promote and facilitate the integration of findings and lessons
into GEF s programs and projects and, more broadly, into al related efforts that further the attainment
of globd bendfits.

12. The GEF M&E Unit will, in collaboration with other teams of the GEF Secretariat and the
Partner Agencies, develop a knowledge management strategy based on user needs and priorities and
the latest technologies and approaches.

TERMSOF REFERENCE FOR THE GEF M ONITORING AND EVALUATION UNIT DIRECTOR

13.  The GEF Monitoring and Evauation Unit Director is accountable directly to the GEF Council
on evauation mattersincluding evauation program and budget, and reports to the Council through the
Chief Executive Officer (CEO) on other matters related to the monitoring of GEF operations,
dissemination of GEF experience, technica services and adminidrative matters. The M& E Director is
proposed by the CEO for a5 year period, on arenewable term, and is gppointed by the Council.

14.  The Director’s duties and mgjor tasks are asfollows:

@ Implements dtrategic direction and oversight provided by Council.
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(b)

(©

(d)

Prepares draft M& E palicies for GEF Council decision;

Prepares draft 3 year rolling work-plans and an annual work program and
budget for Council decisons,

Provides individud M&E reports, report summaries, and annud summary
reports on M&E activities and results, including information and follow-up of
evauation findings and recommendations. Provides presentations a Council
Meetings, as appropriate.

Provides Overdl Direction and Management of Resources.

0]

(i)

(ii)

i)

Prepares plans and work programs covering methodology devel opment as well
as monitoring, review and evauation at the project, program, policy, operationa
and overdl GEF levd;

Ensures that M& E work is integrated into the work of the GEF Secretariat and
Partner Agencies,

|dentifies resource needs for the GEF M&E Unit team and other GEF units
participating in M&E activities,

Implements the work program and manages its component activities within
budget, saff and time condraints.

Manages Staff and Team Performance.

0]

(ii)
i)

)
(i)

Assgns M& E tasks,

Manages regular GEF daff, consultants and Implementing and Executing
Agency inputsin their participation in cooperate M& E

Evauates and monitors overd| team performance;

Claifies performance expectations through Results Agreements, assesses
grengths and development needs of individud daff through Development
Action Plans,

Provides coaching and mentoring; and recommends suitable training;

Maintains open communications, fosters team work and resolves conflicts.

Strengthens Inditutional Relationships.



(€

On M&E matters strengthens the relationship between the GEF and its member
countries, the Implementing and Executing Agencies, STAP, and other key
stakeholders,

Cooperates with the M&E units in the Implementing Agencies, and as
gppropriate the Executing Agencies, and ascertains that their M&E practices
folow minimum GEF dandards and generdly edtablished standards for
credibility, impartidity, trangparency and usefulness.

Secures Feed-back and Knowledge Management

0]

Secures feed-back of M&E results to the decison-making processes in the
GEF from the highest policy level of the GEF Assembly and the Council to the
individua project manager level and counterpart country staff member, including
al rdevant GEF entities through the GEF Council;

Secures adequate follow-up on al matters which require decisions.

Deveops and maintains a comprenensve knowledge management system
based on M&E reaults, which will rely on publications and the full range of
learning tools and methods, such as training seminars, distance learning, fied
vigt monitoring, paticipation in evauations by counterpart country taffs,
mentoring, web-based systems, etc.

GUIDELINESFOR PARTICIPATION OF ALL RELEVANT GEF ENTITIESINM & E EFFORTS

I ntroduction

15. M&E is a shared responsbility within the GEF partnership. The GEF M&E Unit will cooperate
closely with other teams in the GEF Secretariat, the Implementing and Executing Agencies and the
Scientific and Technica Advisory Pand (STAP). Management and technicd staff members
participating in GEF-funded activities will aso be asked to participate in M& E activities. Therefore a
coordinated gpproach isrequired. Appropriate resources will be dlocated for M& E activities, taking
into account both the nature of the GEF initiative and the need for integrated and complementary
production of reliable and vdid informetion.

The GEF M& E Unit’s Duties and Responsibilities

16.  The GEF M&E Unit will have the following primary duties and responsibilities:

@

(b)

Prepare GEF-wide minimum M&E sandards and procedures relaing to M&E

components in project documents and al monitoring and evauation activities,

Manage eva uations of GEF s overd| performance;
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(© Conduct evauations of drategic and operationad topics, programs, and cross-cutting
[SSUES

(d) Conduct periodic project impact evauations;

(e Coordinate the annua Project Implementation Reviews (PIR), the Speciadly Managed
Project Reviews (SMPR) and reviews of project eva uations,

® Update and implement a feed-back and knowledge management strategy for M&E
results and |lessons.

GEF Secretariat Duties and Responsibilities

17.  The GEF Secretariat will provide adminidrative services and participate in monitoring activities,
dissemination and knowledge management. In particular, the GEF M& E Unit shares responsibilities for
the following tasks with other teams of the GEF Secretariat:

@ Ascertain that findings and recommendations emanating from evauation and monitoring
activities are followed up with regard to GEF palicies, programs and procedures; that
they are decided upon and the decisions implemented,

(b) Identify program-leve indicators and collect data to monitor performance on program
indicators,

(© Asaure that results and lessons identified through M&E activities are adequately
reflected in public information about GEF.

(d) Participate in program or cross-cutting reviews, studies and evauations and the annua
Project Implementation and Specidly Managed Project Reviews.

| mplementing and Executing Agencies? Duties and Responsibilities
18.  The GEF Implementing and Executing Agencies have leed responghility for:

@ Desgning monitoring and evauation plans for projects and adequatdly monitoring the
implementation of projects againg performance indicators,

(b) Reporting annudly on project performance in the context of the PIR, participae in
Specidly Managed Project Reviews and reviews of project evaluation reports,

(© Conducting termind project evauation of al projects,

2 Executing Agencies as defined in GEF/C.13/3



(d) Conducting mid-term evauations as well as other evaluations &t the project level during
project implementation whenever appropriate;

(e Ascertaining that recommendations from evaduations are submitted for decison making
within the Agencies, as gppropriate, and monitoring the follow-up of such decisons,

@ Making project evauations publicly accessible and project documents available to the
M&E team.

19. In addition, GEF Implementing and Executing Agencies are encouraged to conduct impact
evauations of GEF projects after project completion.

20. Findly, the three GEF Implementing Agencies, will support the M&E team and others within
the GEF partnership on the following:

@ Participating in developing M& E policies and identifying program indicators,
(b) Participating in program studies, evauations and Specidly Managed Project Reviews,
(© Assigt with the backstopping of studies of GEF s overal performance;

(d) Paying its role on feed-back and decison making related to M&E results and asssting
in the dissemination of publications and other products prepared by the Agency and the
corporate M& E team.

Scientific and Technical Advisory Panel Duties and Responsibilities

21.  The GEF Sdentific and Technicd Advisory Pand (STAP) will cooperate on scientific and
technical matters with the M&E Unit on key aspects of the evauation and monitoring work program,
including the development of program indictors and scientific measurements of GEF results.

Participating Countries' Roles

22.  The GEF participating countries directly involved in an M&E activity (i.e. sudiesof a
particular project) will be fully consulted, informed and briefed about the plans, the implementation and
the results of the evauation activity. Staff members of the cooperating governments or indtitutions will
be expected to participate in evauations as team members, informants and/or observers. They will also
be requested and encouraged to share relevant experiences prior to, during and following evauations.



